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Abstract

This th esis com prises o f  an exploration  into the concept o f  em ployee engagem ent; its 

com ponents and drivers w ith in  the em ploym ent relationship. It exam ines the 

literature and secondary research available on  the top ic, to date, and the potential 

value w h ich  could  be derived for both the em p loyee  and the organisation from  its 

effective  im plem entation. E ngagem ent cou ld  b e described as a ‘hot to p ic ’ in  

m anagem ent; but h ow  can w e  get it?

The study focuses on  the apparent changes to the em ploym ent relationship and the 

challenge o f  em ployee retention w h ich  is  b elieved  to  ex ist in  the labour market. A  

primary task for organisations today is  to attract the right p eop le but also to provide 

them  w ith  an environm ent in  w h ich  to stay and grow . It is  b elieved  that the needs o f  

the w orkforce have evo lved . O rganisations are d iscovering financial com pensation  

alone m ay not be enough  to keep the h igh ly  sk illed  and m otivated  w orkforce a 

business needs to excel. E m ployee engagem ent is no longer sim ply a  n ice  thing to do; 

it can  be em ployed  as a strategic elem ent that im pacts both retention levels  and the 

bottom  line.

T his research w as com piled  in  relation to  a sin g le  case; an Irish Recruitm ent A gency. 

W ithin  the study, both  qualitative and quantitative data w as accum ulated and 

analyzed. The research found em ployee engagem ent to be a p ivotal elem ent o f  the 

m od em  em ploym ent relationship, w h ich , w h en  su ccessfu lly  incorporated into an 

organisation, can b ecom e a significant contributor to h igh  retention levels .



Introduction

T he objective o f  the study w as to exp lore whether an increase in  em ployee  

engagem ent w ou ld  provide a solution  to  the retention issue in  the Irish labour market. 

The th esis exam ines the concept o f  em p loyee engagem ent and aim s to  understand its 

com ponents and potential drivers in  the em ploym ent relationship.

The Institute for E m ployee Studies (2 0 0 4 ) defines engagem ent as a p ositive  attitude 

held  by  the em p loyee tow ards the organisation and its values. A n  engaged  em ployee  

is  aware o f  the business context, and w orks w ith  co lleagu es to im prove perform ance 

w ith in  the jo b  for the benefit o f  the organisation. This defin ition  h ighlights the 

p ositive  outcom es that could  result, for both  the em ployee and the organisation, from  

engagem ent. The concept builds upon the theory o f  m otivation  and com m itm ent. 

R esearch su ggests it can  be u sed  to predict w ork  behaviour and overall performance.

E m ployee E ngagem ent has b ecom e a h ot top ic in m anagem ent. The significant 

changes that have occurred over the past 25  years in the business w orld have g iven  

rise to  its popularity. Increasing global com petition, scarcity o f  resources, h igh  cost 

labour and investor pressures are ju st som e o f  the changes experienced by  

organisations (V ance, 20 0 6 ). T hese changes have forced  m any em ployers to  

stream line their organisations; reducing head count and m anagem ent layers. The 

primary im pact o f  this change w as the end to a ‘jo b  for l ife ’. E m p loyees can no longer  

depend on  a sing le em ployer for the duration o f  their career. A s  a result, a n ew  

em ploym ent deal w as b om , w h ich  requires an organisational strategy to be 

incorporated to rev ive com m itm ent and engage em ployees in  their work.



This change to the em ploym ent contract has not occurred in  isolation. O rganisations 

today are n o w  operating in  a n ew  business setting, arising from  the dem ands o f  

G eneration Y , the retirem ent o f  the B aby B oom ers, a shortage o f  critical talent and a 

dependence on  intellectual capital over physica l labour. Talent m anagem ent has 

b ecom e a strategic priority for organisations. T his is the result o f  global predictions 

o f  a scarcity o f  human resources and an increasing trend o f  worker m obility.

E m ployees are seeking opportunities to learn and grow  w ith in  their organisation.

T hey search for challenging roles and interesting assignm ents that w ill help to build  

on  their sk ills  and com petencies, in  order to increase their future em ploym ent 

opportunities, thereby increasing their em ployability .

E m ployee engagem ent has stepped forward as a critical elem ent o f  the n ew  workforce  

strategy. R esearch on  engagem ent has found it to  have a  significant im pact on  both  

em ployee productivity and talent retention. It is  proposed to have the ability to m ake 

or break the bottom  line. T he Corporate Leadership C ouncil state that an engaged  

em ployee can outperform  a d isengaged  co lleagu e by  up to tw enty percent and their 

probability o f  departure is  reduced by eighty  sev en  percent.

The case study in  th is th esis w as conducted on  an Irish Recruitm ent A gency . The 

organisation has been  requested its nam e is not d isclosed , due to the sensitive nature 

o f  the data contented in  the research. The agen cy  w ill be referred to as ‘C om pany A ’ 

for the duration o f  this thesis. Com pany A  is  a market leader in  the specialist 

recruitment m arket in  Ireland. The organisation w as founded in the 1988 in Dublin, 

operating w ith  one em ployee. O ver the last tw enty years, C om pany A  has grow n and 

d eveloped  at a steady pace in  the market. T oday it has o ffices in nine counties and 

em ploys ju st over 2 0 0  p eop le in Ireland



The case study sought to test the potential im pact em ployee engagem ent could  have 

on retention in C om pany A , through a range o f  research m ethodologies. T he research  

included eight sem i-structured interview s, the distribution o f  sixty structured 

questionnaires and the com pilation  and analysis o f  com pany personnel data.
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1.1 W hat is Em ployee Engagem ent?

“Any organisation that neglects to engage with its employees runs the risk o f  

damaging the very fabric that sustains and supports its successful growth ”

(EIQ A, Ireland)

E ngagem ent has b ecom e som ething o f  a  ‘v o g u e’ word, ec lip sing  com m itm ent and 

m otivation  in m anagem ent literature (W oodruffe, 2 0 0 6 ). It is  b elieved  that a grow ing  

H R  consultancy market has developed  around the top ic o f  em ployee engagem ent. 

Research, although lim ited , has sh ow n  that investm ent in  this area brings clear 

b usiness results. The needs o f  the w ork force have changed. A s m any organisations 

are d iscovering, financial com pensation  alone m ay not b e enough  to  keep the h igh ly  

sk illed , m otivated  w orkforce a  business needs to excel. H all (2004) highlights this 

issu e in  h is Harvard B u sin ess School article titled  ‘Incentives w ith in  O rganisations’. 

H e states that em p lo y ees’ are com plex  hum an b eings that value a w id e variety o f  

things from  prom otions to in fluence to m oney.

“/« fact people care about — they value- an astounding array o f things, from tangible 

things like food, housing and clothes to intangible (but no less important) things like 

friendship, prestige and justice

(H all, 2 004)

H all (2004) refers to the im portance o f  intrinsic m otivators in the em ploym ent 

relationship and su ggests that i f  em ployees are intrinsically m otivated they can  

naturally enjoy their jo b  and w ork  to create value for their organisation;

“Intrinsic motivation is perfectly aligned with value creation — i f  people naturally 

enjoy and want to do the things that create the most value for the organisation”.

B ow ditch  and B uono (2 0 0 5 ) describe intrinsic rewards as rewards w h ich  are earned  

w h en  an em p loyee w orks hard sim ply for the pleasure o f  ach ieving the task; praise, 

recognition, esteem  and ch allen ge are exam ples o f  th is reward type. W oodruffe

C h a p te r  O n e : T h e  C o n c e p t  o f  E m p lo y e e  E n g a g e m e n t
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(2 0 0 6 ), describes the crucial im portance o f  em ployee engagem ent today, he states that 

n on  financial m otivations are becom in g a  priority for em ployers due to the fact that 

m on ey  is  not necessarily  the primary factor an ind ividual’s d ecision  to take and keep a  

jo b  anymore.

The m ajority o f  what has b een  w ritten about the top ic o f  engagem ent can be found in  

practitioner articles and journals, w here its basis is  in  practice rather than theory and 

experim ental research. A s a  result, em p loyee engagem ent, desp ite its popularity, has 

the appearance o f  a H R  fash ion  statem ent or fad. In addition, the m ultiple and varied  

defin itions and m easures that ex ist o ften  liken  the top ic to  established theories such as 

organisational com m itm ent and organisational citizensh ip  behaviour.

R obinson identified  the d ifference b etw een  the three theories:

“...engagement contains many o f the elements o f both commitment and 

organisational citizenship behaviour, but is in no means a perfect match with either. 

In addition, neither commitment or organisation citizenship reflect sufficiently two 

aspects o f engagement -  its two way nature, and the extent to which engaged 

employees are expected to have an element o f business awareness. ”

(R obinson, 2 004)

Chium ento, a H R  consu ltancy  agen cy  based in  the U K , defines the m eaning o f  

engagem ent as:

‘‘'’Engagement is a positive, two-way, relationship between an employee and their 

organisation. Both parties are aware o f their own and the other’s needs, and the way 

they support each other to fulfil those needs. Engaged employees and organisations 

will go the extra mile for each other because they see the mutual benefit o f investing 

in their relationship” .

T he European M otivation  Index 2 0 0 7  defines engaged  em ployees as “the 

ambassadors o f the organisations”. T hey are describes as w illin g  to go  the extra m ile, 

learn m ore in less tim e and are often  m ore creative. The con cept suggests that w hen  

an em p loyee is  faced  w ith  options or ch o ices h e or she w ill act in  that favours the
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organisation. T hese em ployees are concerned about the future o f  the com pany and 

are w illin g  to invest personal tim e and effort to enable it to excel. T his effort is given  

w illin g ly  rather than com pulsorily  b y  em p loyees (M eere, 2 0 0 5 , pp 6).

T his extra m ile  can be d efined  as ‘D iscretionary E ffort’ w h ich  refers to “the 

increment o f human labour whose expenditure is entirely at the discretion o f the 

individual who owns it”.

(M eere, 2 005 , pp 6)

1 .2  The Im portance o f  H um an Capital

D a v e Ulrich (2005 , pp 82) defines hum an capital as the ‘soul o f the enterprise’ . H e 

rem inds em ployers o f  the im portance o f  m anaging their em p loyees w ith  a 1 human 

touch'. U lrich  suggests that organisations adopt four k ey  H R  practices that w ill 

advocate fair treatment and enable them  to  effec tiv e ly  m anage their hum an capital;

1. Create an E m ployee V alu e Proposition  (EVP); th is statem ent con veys to 

em ployees that they are va lued  and that they are a llow ed  to  add value to the 

organisation. A n  E V P details to  em ployees w hat they w ill get from  the 

organisations i f  they m eet expectations.

2 . R epresent em p loyee interest to  the line m anager so  the em p loyees are heard.

3. A dm inistration support should  be delivered in  a manner that genuinely serves 

and cares for em ployees.

4. It is critical to ensure that every em ployee has the ability to deliver the 

organisational capabilities.

(U lrich, 2005 , pp. 82)

M o o n ey  (1 9 9 9 ) states that very  fe w  organisations today w ou ld  dispute the importance 

o f  p eop le in the m ix  for a com panys su ccess. The sign ificance o f  em ployee  

in vo lvem en t and its im pact on perform ance is h igh lighted  by M ooney;

3



“Competitive levels o f productions and quality can’t be achieved by people who are 

uninvolved, alienated and dispirited.'’''

(M ooney, 1999, pp. 64)

A lthough  he acknow ledges that ‘front-end’ efforts are p ivotal in  m anaging the 

em ploym ent relationship, he su ggests that “the new game is keeping talent on board” 

(M ooney , 1999, pp. 3). In the current b usiness environm ent, M oon ey  suggests that 

p eop le  are b ecom in g  increasingly  com m itted  to  a  p rofession  rather than a particular 

com pany. E m phasis m ust be put on  retaining as w e ll as attracting and recruiting 

talent.

“Without this, they riskfdling the talent bath with the stopper out”.

(M ooney, 1999, pp. 4)

1.3  Em ployee Retention

M oon ey  (1 9 9 9 ) outlined fiv e  k ey  categories for m anagem ent to  address, in  order to  

im prove em ployee retention levels;

1. Sourcing and hiring:

O rganisations should ‘avoid  fillin g  gaps quickly and ch eap ly’ and focus on  ‘smart 

hires’. Im provem ents in the standard o f  advertising, the interview  style and 

selection  process w ill lead to  better hiring decisions.

2. Training/development/career:

M oon ey  em phasises the b en efit reaped, in relation to retention levels, by  

em ployers w h o ‘foster personal grow th’. O rganisations should ensure they have  

clear and detailed career paths and opportunities for em p loyees to develop  w ith in  

the organisation.

3. Com pensation and reward:
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It is  critical that organisations track the market com pensation  and rewards. A n  

em p lo y ee’s service should be recogn ised  and rewarded b y  the organisation. A lso  

contribution to results should be p o sitiv e ly  reinforced by m anagem ent.

4. Involvement and Em ployee voice:

R etention can be im proved sign ificantly  through the com m unication  process. 

M angers should  be trained in com m unication  and understand the im portance o f  

really listen ing  to em ployees and ask ing for their input. Involv ing  em ployees in  

d ecision s can enable an organisation to tap into their creativity and goodw ill.

5. A people friendly organisation:

Creating an environm ent w here p eop le  are valued is  an essentia l ingredient for 

retention. M anagers should  be trained in p eop le sk ills, to help  them  in dealing  

w ith  peop le issues.

1 .4  W hy is Em ployee R etention Im portant?

The Harvard B u sin ess E ssentials gu ide to  ‘H iring and K eep in g the B est P eop le’ 

(2 0 0 2 ) h igh lights three important bottom  lin e  reasons w h y  retention is  critical to an 

organisation’s success:

1. The growing im portance o f intellectual capital:

D uring the Industrial Era, the m id  18th to the m id  19th Century, tangible assets such as 

plant, land and m achinery w ere the k ey  indicators o f  a com pany’s strength in the 

market p lace. In today’s K n ow led ge Era, a com pany’s com petitive advantage is 

derived from  its intellectual capital. T he k ey  econom ic resource is  k now ledge.

Arm strong (2 0 0 6 , pp 3 4 ) defines intellectual capital “as the stocks and flows o f 

knowledge available to an organisation, the intangible resources associated with 

people... ”.

W hen an em ployee leaves an organisation  today, the com pany lo ses  that em p loyee’s 

know ledge and sk ill, w h ich  have o ften  been acquired through significant investm ent
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in  tim e and training by  the com pany. T he severity  o f  th is lo ss  is further increased i f  

the em ployee m oves to a com petitor.

2. The causal link between em ployee tenure and customer satisfaction:

Research has sh ow n  a significant link  ex ists  betw een  em p loyee satisfaction and 

custom er satisfaction. The transform ation that w as seen  at Sears under the com m and  

o f  CEO Arthur M artinez in  1992 w as a result o f  the com pany’s n ew  business m odel 

the ‘em ployee-custom er-profit chain’ . M artinez introduced a business m odel that 

tracked su ccess from  m anagem ent behaviour through em ployee attitudes to custom er 

satisfaction  and ultim ately to financial perform ance (R ucci, K im  and Q uinn, 1997). 

The com pany identified  and understood the sign ificance o f  the relationship betw een  

their em p lo y ees’ attitude and the custom ers’ satisfaction.

3. The high cost o f employee turnover:

There is a  h igh  cost and considerable im pact on  an organisation’s bottom  line 

associated  w ith  em ployee turnover. T his turnover invo lves three different categories 

o f  costs:

1) Direct costs w h ich  include the cost o f  recruitment and training

2) Indirect costs w h ich  include the im pact on  rem aining em p lo y ees’ m orale and  

productivity.

3) Opportunity costs w h ich  relate to the tim e spent on  training and develop ing  

an em p loyee w h o lea v es that cou ld  have been u sed  in other m ore productive

w ays.

T he com bination  o f  these three elem en ts con veys the costs o f  lo w  retention levels to 

an organisation and the im portance and need  for a  clear retention strategy.
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C h a p te r  T w o : T h e  C h a n g in g  W o rk fo rc e :

2 .1  The Im portance o f  Talent M anagem ent:

T he B oston  C onsulting Group (B C G ) and the European A ssocia tion  for Personnel 

M anagem ent (E A P M ) issued  a  report in  June 2 0 0 7  ‘T he Future o f  H R  in  Europe; K ey  

C hallenges Through 2 0 1 5 ’ w h ich  identifies k ey  H R  top ics that i f  m et by an 

organisation w ou ld  create com petitive advantage.

“Companies will need to evaluate the impact o f ageing baby boomers, a changing 

social contract that has spelled the end o f the employment for life arrangements in 

some countries, declining loyalty to employers and heighten focus on work life 

balance”.

(B C G  and E A P M , 2 0 0 7  pp. 10)

Out o f  19 European countries surveyed, 17 p laced  ‘m anaging talent’ as first or second  

on  the list o f  m ost important H R  top ic for the future. The reasons g iven  for this 

ranking w ere econom ic grow th and the scarcity o f  hum an resources. R esearch in  

Ireland, com piled  the fo llo w in g  ranking o f  H R  topics;

1. M anaging talent

2. M anaging W ork L ife  B alance

3. Im proving Leadership D evelopm en t

(B C G  and E A P M , 20 0 7  pp. 17)

T he internal processes for m anaging talent w ere h ighlighted by th is report as critical 

m echanism s. B C G  and E A P M  (2 0 0 7 ) advise that em ployees m ust be g iven  an 

opportunity to perform , ex c e l and advance i f  that are to be retained in  the business.
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Robert M orton, Ciba U K ’s H R  H ead o f  N orthern Europe, states that “the main 

challenge in talent management is to attract the right people for your business and 

give them an environment to stay and grow”.

(B C G  and E A PM , 2 0 0 7  pp. 20)

S ociety  for H um an Resource M anagem ent (SH R M ) Quarterly R ev iew  20 0 6  define 

talent m anagem ent as “the implementation o f integrated strategies or systems 

designed to increase workplace productivity by attracting, developing, retaining and 

utilising people with the required skills and aptitude to meet current and future 

business needs.”

The talent m anagem ent strategy should focus o n  fiv e  k ey  m anagem ent activities:

>  Attracting em ployees

>  S electin g  em ployees

>  E ngaging em ployees

>  D ev elo p in g  em ployees

>  R etaining em p loyees

(SH R M  Quarterly, 2006)

In 2 0 0 8 , D e lo itte  published a  report titled  ‘I t ’s 2008; Do you know where your talent

is ’. T he research fo cu ses  on  acquisition  and retention strategies. D elo itte  su ggest that,

in spite o f  the ex istin g  lev e ls  o f  unem ploym ent, there is  an acute shortage o f  critical 

talent.

''‘'Critical talent is defined as the group and individuals that drive a disproportionate 

share o f their company’s business performance and generate greater than average 

value o f customers and shareholders.”

(D eloitte, 2008)

T hese em p loyees hold  h igh ly  developed  sk ills  and a  deep k now ledge o f  the com pany. 

This critical talent d oes not refer to sen ior m anagem ent and the so  often  called  ‘A  

players’, th ey  are the em p loyees w h o do not feature in  the annual report; nurses, 

doctors, researchers, c lin icians and scientists.
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A  ‘talent s a w y ’ organisation today attracts and retains their em p loyees though a 

com bination  o f  activities:

>  T hey support their em ployees on  issu es th ey  care about.

>  T hey g iv e  them  w ork that engages them .

>  T hey continuously  learn h o w  to  m anage their talent better.

>  T hey interact w ith  their em ployee base in  p ositive  w ays.

(D elo itte , 2008)

2 .2  Talent M anagem ent and Engagem ent:

D elo itte  (2 0 0 8 ) su ggest that engaging w ith  em p loyees is n o w  m ore important than 

ever due to the shortage o f  critical talent. I f  an organisation fa ils to  engage w ith its 

em ployees, it can  b ecom e exp osed  to reduced productivity, increased turnover and 

lo w  m orale.

The threat o f  d isengagem ent can be reduced i f  an organisation;

1. Provides each em ployee w ith  the to o ls  to do h is or her job  effectively .

2. R edesign  the w orking conditions and ro les to ensure that individuals are 

d evelop ed  and d ep loyed  proficiently.

3. Careful m anagem ent o f  the w orkplace relationships. The relationship betw een  

an em p loyee and h is or her boss has a significant im pact on  their engagem ent 

level.

(D elo itte, 2008)

The ‘D evelop -D ep loy-C on n ect M od el’ created by  D elo itte  (2 0 0 8 ) provides a 

fram ework for e ffec tiv e  talent m anagem ent by incorporating th ese three elem ents. 

The m odel aim s to focu s m anagem ent on  ‘things employees really care about’. The 

interconnected nature o f  the m od el m eans that an im provem ent in  one area leads to an 

im provem ent in  another.

>  Develop: th is elem ent o f  the m odel m oves aw ay from  traditional classroom  

learning and reinforces the im portance o f  learning through trial-by-fire and
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real life  situations. T hese experiences stretch an individual’s capabilities and 

enable them  to learn, by directly tackling problem s rather than ju st reading 

about hypothetical situations.

>  Deploy: an individual w ill perform  at h is or her best i f  an organisation can  

dep loy them  effec tiv e ly  into a  role that unlocks their passion  and skill and 

provides the conditions they require for su ccess. I f  an em ployee is 

m ism atched in  a role their perform ance w ill decrease for tw o reasons. Firstly, 

they m ay not have the sk ill required to  perform  and second ly they m ay not be 

m otivated to carry out the role.

>  Connect: relationships are critical as perform ance can im prove w hen  

em ployees have access to a rich and diverse netw ork w ith in  an organisation. 

This elem ent o f  the m od el focu ses on  connecting  the right p eop le w ith  the  

right k now ledge. T hese netw orks can provide individuals w ith  the tools, 

support and guidance to  perform  their role to the best o f  their ability.

D elo itte’s D evelop-D ep lov-C on nect M odel:

D e v e lo p

C a p a b i l i t y  c o m m i t m e n t

P e rfo rm a n ce

D e p lo y  C o n n ec t
A lig n m e n t

Source: D elo itte  research, 2008
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SH R M ’s Quarterly R ev iew  (2006), h igh lights the relationship b etw een  em ployee  

engagem ent and talent m anagem ent. A n organisation w ith a talent m anagem ent 

strategy, com m itted to hum an capital, w ill  result in  h igher em ployee engagem ent and 

low er turnover. The rev iew  states that engagem ent has such an im pact on  em ployee  

productivity and talent retention that is  cou ld  “make or break the bottom line". 

E m p loyees w h o  are engaged  are found to  perform  20%  better and are 87%  less  likely  

to resign than em ployees w h o are not engaged  (SH R M , 2006).

E m ployee engagem ent lev e ls  can be increased  through a  detailed w ork life  balance 

program m e w h ich  includes flex i tim e, telecom m unication , com pressed  working  

w eek s, reward program s and a perform ance m anagem ent system . B uild ing and 

increasing em ployee engagem ent lev e ls  is  a continuous process; for su ccess an 

organisation m ust d evelop  an environm ent that provides m eaningful and em otionally  

enriching w ork experiences (SH R M , 2006).

2 .3  Changing Dem ographic o f  the Global W orkforce

Research has sh ow n  a considerable change in  the dem ographic profile o f  the global 

workforce. D ychtw ald , Erickson, and M orison  (2 0 0 6 ) report that as the ‘Baby  

B oom er’ generation reaches retirem ent age and the global birth b egins to  decline  

organisations w orld -w id e w ill face a shortage o f  young workers. In addition to the 

challenge created b y  th is deficit, the generation profile o f  the w orkforce its e lf  has 

changed w ith  the introduction a n ew  breed o f  em p loyee -  Generation Y .

The O xford dictionary defines a generation as ‘a  cohort o f people born into and 

shaped by a particular span o f time; including events, trends and developments.'’ Over 

tim e various labels have been  g iv en  to the liv in g  generations, each generation can be  

associated  w ith k ey  events and developm ent in history;
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The
Builders

Silent
Generation

Baby Boomers Generation
X

Generation
Y

1 9 0 1 -1 9 2 4 1925 - 1942 1943 - 1960 1961 - 1981 1 9 8 2 -2 0 0 2
The
Roaring
2 0 ’s

W orld W ar II, 
Jazz, T he Great 
D epression

A  14 year 
W orldw ide birth  
rate increase, 
The C ivil R ights 
M ovem ent,
The 6 0 ’s 
counterculture

The rise o f  
m ass m edia, 
M T V , V ideo  
G am es, The 
C old  War

The rise o f  
the
Inform ation  
A ge, Internet, 
The W ar on  
Terror; Iraq 
and 9/11 , 
Digital
G lobalization

Source: W ikipedia.org/w iki/generation

D elo itte  (2007b ) has conducted  exten sive research on G eneration Y . This research  

estim ates that by  2015  40-60%  o f  all workers across the w orld ’s population  w ill com e  

from  G eneration Y  and younger. This age band’s needs and m otivators are 

significantly  different from  Generation X . T he group is  “often considered more self 

reliant and self managing than previous generations” (D eloitte). M cK in sey  (2 0 0 8 )  

defines these w orkers as th ose “whose outlook has been shaped by, among other 

things, the internet, information overload and overzealous parents” . R ecent studies 

on  the B aby B oom ers and G eneration X  have h igh lighted  the different dem ands 

facing com panies today. T hese generations see w ork  as central part o f  life , b e lieve  

long service to be a norm and enjoy w orking (D elo itte , 2007b). On the other hand, 

increased flex ib ility , m eaningful jo b s, professional freedom , higher rewards and 

com pensation  and a better w ork life  balance are ju st som e o f  the dem ands m ade by  

this n ew  dem ographic; G eneration Y. The b usin ess environm ent m ust adapt to its n ew  

dem ographic as failure to  attract and engage th ese n ew  em ployees w ill hinder a 

com pany’s future su ccess (M cK insey , 2008).

In D e lo itte ’s (2 007a) report, ‘Generation Y, Moving with the Times', the results o f  a 

survey conducted  on  2 2 5  individuals, aged  b etw een  21-25  years, are outlined. The 

fo llo w in g  results co n v ey  the change in  the needs and m otivators that are associated  

w ith G eneration Y .

•  50%  o f  respondents considered w ork-life  balance and being challenged  in

their jo b s  as k ey  sources o f  satisfaction.
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•  40%  stated a h igh  degree o f  personal responsib ility  in  their role as being  

important.

•  50%  o f  respondents rated regular com m unication  and interaction w ith their 

superiors as very  important.

•  The top incentive rated by respondents w as the opportunity for career 

developm ent. T he second  m ost valued  incentive w as salary.

•  40%  o f  those surveyed b elieved  th ey  w ou ld  w ork for b etw een  4-5 em ployers  

in  their careers.

(D eloitte, 2007(a), pp .5-9)

*see appendix for fu ll survey.

2 .4  W orkforce M obility :

In line w ith  the dem ographic changes, an increase in  w orker m ob ility  should  also  be 

an area o f  concern for em ployers today. T he Sm all Firm s A ssocia tion  (SF A ) 

published a report on Irish worker m obility  and the reasons w h y  em ployees leave  

their em ployers annually since 2004 . Y ear on year the num ber o f  Irish workers 

changing jo b s  has increased. P lease note the report in  20 0 6  produced by the SFA  

on ly  referred to the 20 0 5  statistics.

Year W orker Mobility
2007 340 ,000
2005 199,000
2004 126,000

Source: SM F, Report on  Irish W orker M obility , 2 0 0 4 , 2 0 0 5 ,2 0 0 7

The reports h igh light that em ployers today are faced  w ith  a  significant retention issue  

w ith  m ob ility  figures increasing steadily. SM F conducted ex it p o lls  in  lin e  w ith  these  

m obility  surveys to identify  reasons w h y  em p loyees leave their jobs. The results 

sh ow  that factors other than pay are k ey  w h en  retaining and attracting staff. Patricia  

Callan, SM F Director, states that “companies which respond to employee retention 

solely by increasing wages are only buying time, not loyalty’’’ (SM F, 2007). Callan  

identifies that com peting  for em p loyees com m itm ent on  salary alone, leaves an 

organisation ‘’''vulnerable to the next offer that employee receives
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Reason for Exit 2004 2005 2007
Unhappy w ith  people 38 0 0 0 59700 102000
F elt co n tr ib u tio n  n ot reco g n ised 32000 49 7 5 0 85000
L a ck  o f  ad v a n cem en t 2 5 0 0 0 39800 68000
Salary 18000 2 7 8 0 0 47600
B ored w ith  their job 6000 9950 17000
Other reasons 7000 11940 20400

Source: SM F, Report on  Irish W orker M obility , 2 0 0 4 , 2 005 , 2007

*see appendix for fu ll 2 0 0 4 , 2005  and 20 0 7  survey.

2 .5  N ew  W orkforce Strategy:

D ychtw ald , Erickson and M orison  (2 0 0 6 ) advise organisations to address the change 

in  dem ographic com position  through the developm ent o f  a ‘new workforce strategy’. 

A s the business environm ent has never before operated in th is n ew  setting, arising  

from the dem ands o f  G eneration Y , change in  ethnicity, the retirem ent o f  the B aby  

B oom ers and the sign ificant dependence on  intellectual rather than physical labour, 

organizational leaders need  to forecast and plan for the future now . A  n ew  

em ploym ent deal m ust be designed  to  cater for this n ew  ‘clien t’. E m p loyees’ 

aspirations, fam ily  status, loyalty  and educational dem ands should be considered in  

the creation o f  the n ew  em ploym ent deal.

T o further com plicate th is organisational challenge, D ychtw ald  et al (2 0 0 6 ), states 

that engagem ent is  n o w  a k ey  b usin ess strategy. R esearch h ighlights that a 

m eaningful role is  critical to engaging  and retaining th is n ew  em ployee base. “You 

can completely overhaul the employment deal to provide flexible working 

arrangements, learning opportunities and compensation and benefits, but your best 

employees will still leave i f  their work neither stimulates them nor brings out their 

best e/for/”(D ychtw ald  et al, 20 0 6 ). O rganisations are warned to respond proactively, 

as early action cou ld  transform  th ese environm ental threats into business opportunities 

in  productivity, custom er serv ice and retention (D ychtw ald  et al, 2006).
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D ychtw ald  et al (2 0 0 6 ) states that actions taken b y  an organisation to m anage the 

changing w orkforce dem ographics, to increase engagem ent lev e ls  and to y ield  the 

m ost from  the em ploym ent deal m ust not be conducted in isolation. T hese initiatives 

should  be w eaved  into a  clear and dynam ic w orkforce strategy. There are six  

perspectives that can direct and steer an organisation’s n ew  w orkforce strategy. 

D ychtw ald  (2 0 0 6 ) em ploys these different gu idelines to create a supporting 

foundation for em ployee engagem ent.

1. Consumerism has found the workforce:

E m ployees have m ore inform ation than ever about pay sca les and labour markets. A s 

the labour market grow th slow s, a buyers’ market develop s a llow ing em ployees to 

‘shop around m ore’.

2 . People want and benefit from organisational affiliation:

E m p loyees still have a n eed  for affilia tion  and an organisation m ust find w ay  to  fu lfil 

this desire.

3. The best source o f  skilled labour is often people you already know:

T oo often  an organisation’s best workers are their retirees, ex  em ployees and mature 

workers. N e w  techniques m ust be utilised  to reengage the p eop le already in the 

organisation.

4. The employment deal m ust be relevant and comprehensive:

There are m any d im ensions to the em ploym ent deal that m ust be considered, ranging 

from  engaging w ork to  a w orthw hile m ission . A n  em ployer m ust ensure the ‘deal’ on  

offer is  appropriate and com prehensive.

5. The em ploym ent deal m ust be customized:

A  on e-size-fits-a ll approach is no  longer appropriate in em ployee m anagem ent 

practices. O rganisations m ust be m ore flex ib le  and provide a w id e range o f  options in 

benefits, w orking arrangem ents and benefits.

6. Human capital is the ultim ate business asset:

T he organisation w ith  the superior w orkforce has the com petitive advantage. T hey  

can perform  better and change m ore readily.

Source: D ychtw ald , Erickson, M orison , (2 0 0 6 ), ‘W orkforce C risis’, S ix  Core 
P erspectives, H B S , pp 230-231
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3 .1  Com m itm ent and Em ployee E ngagem ent:

W hen researching engagem ent, its c lo se  link  to com m itm ent m ust be exam ined and 

understood. Arm strong (2006), states that the tw o concepts; com m itm ent and 

engagem ent, overlap because they are ‘c lo se ly  con n ected ’. T hey are important 

m anagem ent practices because em ployed  independently or together they can have a 

strong im pact on  an organisation’s perform ance (A rm strong 2006).

M ow day, Porter and Steers (1 9 8 2 ) investigated  the em ployee and organisational 

linkages through the p sy ch o lo g y  o f  com m itm ent, absenteeism  and turnover. T hey  

found that an em p lo y ee’s com m itm ent to  an organisation can be a reliable indicator o f  

particular behaviours, such as turnover. I f  an individual is  invo lved  and com m itted to 

an organisation, it is  m ore lik e ly  that they w ill stay and engaged  in w orking towards 

its goals (M ow day, Porter and Steers, 1982).

3 .2  The Three Levels o f  Organisational Com m itm ent

“Organisational commitment is the relative strength o f the individual’s identification 

with, and involvement in, a particular organisation".

(Arm strong, 2 006 , pp 273)

T he conseq u en ces and im pact o f  organisational com m itm ent m ust be considered at 

three levels; the individual lev e l, the team  lev e l and the organisational lev e l (M ow day, 

Porter and Steers, 1982);

1) The Individual Level:

O nce an em ployee is com m itted  to an organisation an increase in  effort and a  

reduction o f  absenteeism , tardiness and turnover is  often  experienced. The individual 

also  can experience p o sitiv e  outcom es such as a fee lin g  o f  belonging , a sense o f  

purpose and security.

C h a p te r  T h re e : C o m m itm e n t
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2) The Work Group or Team Level:

A s a result o f  a reduction in  absence and turnover, team s often  experience few er  

disruptions and therefore can be m ore effective . The group w ill enjoy a greater 

stability. W hen m em bers o f  the group are com m itted  to the organisations, together 

the m em bers can becom e m ore integrated and driven to ach iev in g  their com m on goal.

3) The Organisational Level:

The increased effort contributed b y  each individual m em ber enables the organisation  

to operate m ore effectively . T he reduction in  absenteeism  and turnover also results in  

the saving o f  costs associated  w ith  th ese behaviours.

3 .3  D eveloping O rganisational Com mitment:

It is  important to  ack n ow led ge that the co m m itm ent o f  em p loyees to  an organisation  

is  best defined as ‘a  process that unfolds over time’ (M ow day, Porter and Steers, 

1982, p. 46 ). The process often  b egins before the individual has started h is or her n ew  

jo b  and then s lo w ly  builds up over tim e spent w ith  the organisation. M ow day, Porter 

and Steers (1 9 8 2 ) illustrate th is process through their conceptual fram ework o f  the 

developm ent o f  organisational com m itm ent.

The D evelopm en t o f  O rganisational Com m itm ent:

M iddle &  
Late Career 
Stage

Anticipation Initiation Entrenchment

Source: M ow day, Porter and steers, (1982) Stages in the developm ent o f  
organisational com m itm ent, F ig  3.1 pp. 46
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Anticipation:

In addition to a variety o f  goals and expectations, n ew  em ployees enter organisations 

w ith  different propensities to b ecom e com m itted. T hese different degrees o f  

propensity to com m it and the initial lev e l o f  com m itm ent held  by an em ployee can  

in fluence h is or her experience o f  the n ew  role during the first fe w  m onths.

This stage is o ften  influenced  by:

1) T he personality and character o f  the individual. W hat are their values for 

exam ple and h o w  do the p erceive them  to m atch the values o f  the 

organisation.

2) T he n ew  em p lo y ee’s expectations o f  the job . H ow  c lo se  are these expectations 

to  the reality that is  the job?

3) T he freedom  o f  jo b  choice. W hat factors caused the individual to select the 

job .

Initiation:

The first few  m onths in  an organisation are a critical period for develop ing lasting  

attitudes, expectations and com m itm ent (H all, 1976). D uring th is tim e, the new  

em ployee directly experiences h is or her new  role, the supervisor, h is or her 

co lleagu es and the m anagem ent team .

This stage is often  influenced  by:

1) T he initial lev e l o f  com m itm ent and individual’s character.

2 ) T he lev e l o f  responsibility  in the role. The am ount o f  fe lt responsibility, from  

a behavioural perspective, determ ines h o w  in vo lved  a n ew  em p loyee becom es  

in  a role.

3) T he availability  o f  alternative roles. A  reduction in  the p ositive  attitude 

towards the organisation can occur when m ore attractive alternative roles are 

available outside the organisation.

Entrenchment:

This stage is related to the length  o f  service held  by an em ployee.

M ow day, Porter and Steers (1 9 8 2 ), state that research has found tenure to  be one o f  

the strongest predictors o f  organisational co m m itment.
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“Length o f service increases the likelihood that employees will receive more 

challenging job assignments, be given greater autonomy and discretion at work and 

receive higher levels o f extrinsic rewards. ”

(M ow day, Porter and Steers, 1982, pp 65)

T his stage is influenced  by:

1) The lev e l o f  investm ent m ade by the em p loyee into the organisation.

2 ) T he em p loyee’s socia l involvem ent; the relationships they have m ade w ith  

colleagu es.

3 ) Their jo b  m obility. H o w  transferable are the sk ills they have acquired at this 

organisation to another organisation.

4 ) T he sacrifices the em ployee has m ade for the role. W hat opportunities have  

they g iven  up to stay in  their current role?

Source: M ow day, Porter and steers, (1 9 8 2 ) S tages in  the developm ent o f  

organisational com m itm ent, pp 48  -66.

3 .4  The Future o f  O rganisational Com m itm ent:

P feffer (1 9 9 8 ) m ade reference to research carried out by John K otter b etw een  1980  

and 1995. The study carried out by John K otter in  the 1980’s, in vo lv in g  15 su ccessfu l 

general m anagers, d iscovered  that a lm ost 80%  o f  these m anagers had spent their 

careers w ith  the sam e organisation and 90%  o f  their careers took  p lace in  the sam e 

industry. D uring this period, Kotter suggests, that an em ployee jo in ed  an organisation  

w ith  the intention o f  rem aining w ith  that em ployer indefinitely. This em ploym ent 

contract offered  em ployees long  term  com m itm ent in  return for hard w ork and 

loyalty . In 1995, John K otter conducted  further research on  the em ploym ent 

relationship and its ‘n ew  ru les’. H e surveyed graduates o f  the Harvard B usiness 

S ch oo l and found that the respondents held  a m ultiple o f  job s. This indicated an 

increase in worker m obility . T he change in stability reflected  the need  for a n ew  

em ploym ent contract. A s  em ployers w ere no longer offering lon g  term  em ploym ent, 

the term  ‘ employability ’ rose to  the front o f  the em ploym ent contract.
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Pfeffer (1 9 9 8 ) defined  the concept o f  ‘employability’ as offering challenging roles and 

interesting assignm ents that w ou ld  enable an em p loyee to build  h is or her sk ills and 

com petencies in order to increase their future em ploym ent opportunities. W oodruffe  

(2 0 0 6 ) states that em ployees need  to m axim ise  their em ployability  as the notion  o f  

cradle-to-grave secure em ploym ent is  a distant m em ory. E m p loyees today consider  

h o w  a role w ill help  them  in  the future, th ey  exp ect on goin g  developm ent.

In a report for SH R M  (2 0 0 6 ) outlined  h o w  the dramatic changes in  the global 

econom y have im pacted on  em ployee com m itm ent. V ance states that over the past 25  

years major changes have occurred in  the b usiness environm ent, w h ich  in  turn affects  

the com m itm ent and reciprocity b etw een  em ployee and their em ployers. Increasing  

global com petition, scarcity o f  resources, h igh  cost labour and investor pressures are 

ju st som e o f  the changes experienced  by  organisations. T hese changes have prompted  

m any em ployers to restructure their organisations; reducing head count and 

m anagem ent layers. E m ployees understand that as a result o f  these changes they can  

not rely on  on e em ployer for the rest o f  their career, w ith  th is reduced expectations o f  

reciprocity co m es a reduction in  com m itm ent (V ance, 2006).

O rganisations need  to create n ew  strategies to revive com m itm ent and engage 

em ployees in  their w ork (V ance, 2006).
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4 .1  M otivation Theory:

B ow ditch  and B uono, (2 0 0 5 ) state that understanding w h y p eop le behave and perform  

as they do in  their jo b  role and in  their organisation is  a central concern in  

O rganisational B ehaviour. Steers and Porter (1 9 7 5 ) d evised  three questions to aid the 

exam ination  o f  m otivation  theory;

1. W hat energises hum an behaviour?

2. W hat channels or directs hum an behaviour?

3. H o w  can certain behaviours be sustained and m aintained over tim e?

N o  one answ er ex ists to each  o f  th ese questions due to the significant volum e o f  

inform ation and research that ex ists  around each o f  them .

In line w ith  these questions, B ow d itch  and B uono (2 0 0 5 ) exam ine M otivation  theory 

through three broad classifications;

1. Static Content T heories -  w hat en erg ises behaviours?

2. Process T heories -  w hat channels hum an behaviour?

3. E nvironm entally based  theories -  h o w  certain behaviours can be m aintained  

over tim e?

4 .2  Static Content Theories o f  M otivation:

A  fundam ental issue in  understanding m otivation  concerns the different variables that 

energies hum an behaviour (B ow d itch  and B uono, 2 0 0 5 ). T hese Static Content 

theories exam ine the ‘content’ o f  w hat really  m otivates an individual. The theories 

are defined as static as they observe on ly  on e point in tim e, either past or present tim e. 

The m ost w e ll know n Static C ontent theory w as developed  b y  Abraham  M aslow . 

B eardw ell, 2 0 0 7  states that, M a slo w  introduced the first em p loyee m otivation  theory, 

w ith  h is  m odel o f  the ‘Hierarchy o f Needs', in  1942. This m od el suggested  that fiv e

C h a p te r  F o u r :  M o tiv a t io n
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tiers associated  w ith  em ployee m otivation  b eg in  at lev e l one w ith  b asic  ‘Physiological 

Needs ’ and ended at lev e l fiv e  w ith  ‘Self Actualisation Needs'.

M aslow  b elieved  that an em ployee sought to  satisfy  one need at a  tim e. The key  

strength o f  M a slo w ’s m od el w as the identification  o f  individual needs for the purpose 

o f  m otivating behaviour (B ow d itch  and B uono, 2005). A lderfer extended and 

adapted M a slo w ’s m odel further, in  1972, by  categorising three m otivation  needs 

instead o f  five; Existence, Relatedness and Growth. H is theory a lso  differed from  

M aslow  as he identified  at tim es the n eed s cou ld  overlap and an individual could  

m ove from  one stage to the next w ithout fu lly  satisfy ing the first.

E xistence-R elatedness-G row th  T heory:

(G unnigle, Heraty and M orely , 2 0 0 6 , p. 136)

D avid  M cC lelland ’s theory o f  ‘Socially Acquired Needs', developed  in 1961, 

highlights three basic needs that an individual develops and acquires from  society:

>  A  need  for A ffilia tion

>  A  n eed  for Pow er

>  A  n eed  for A chievem en t

T his theory states that every individual is  influenced  by  one o f  these n eed s at different 

tim es o f  their liv es  and that the strength o f  that need  can vary depending on the 

situation (B ow ditch  and B uono, 2 0 0 5 ). T w o k ey  points can be derived from  

M cC lelland ’s research, firstly that m otivation  is changeable and second ly  m otivation  

is  a dependent variable as it is  concerned w ith  the conditions that d evelop  a particular 

need.
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In 1968, Frederick H erzberg developed  the concept o f  m otivation  further in  his 

‘Motivator - Hygiene Theory’, w h ich  identified  tw o  d im ensions central to our 

understanding o f  m otivation;

Motivator: (high Level) sense o f achievement, having responsibility, an opportunity 

for growth ...these contribute to employee motivation.

Hygiene: (low level) financial compensation, working conditions, job security, 

interpersonal relationships ...these contribute to employee satisfaction.

(G unnnigle, Heraty & M orley, 2 0 0 6 , p. 13 8)

H erzberg understood that providing the low er level, H ygien e elem ents to em ployees  

m ay on ly  serve to prevent dissatisfaction  and w ou ld  not act as a trigger for 

m otivation . Individuals w ou ld  on ly  fee l m otivated  i f  the higher level, M otivators 

w here present in the relationship.

4 .3  Intrinsic Perform ance M otivators:

A  change can b e observed in  the sources o f  em p loyee m otivation  in  tod ay’s business 

environm ent. It is su ggested  that a m o v e from  financial to non-financial incentives  

has taken p lace. In 2 0 0 6 , W oodruffe, a H R  practitioner, identified  tw elve  o f  the m ost 

important em p loyee perform ance m otivators, all o f  w h ich  are intangible;

1. Assignments: w orking on  usefu l assignm ents prevent em ployees from  feeling  

bored or idle.

2. Advancement: the opportunity to  advance both on  a short and long term  

basis, is g iven  great store by em p loyees.

3. Autonomy: p eop le va lues the ability  to ‘really get in to ’ their roles.

4. Challenge: m any em p loyees enjoy to  fee l challenged  and tested b y  dem anding  

job s.

5. Civilised treatment: organisations m ust ensure m anagers are trained in  

m anaging their em p loyees respectfu lly  and in a  c iv il manner.
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6. Environment: a pleasant w orking environm ent can have a significant 

in fluence on  em p lo y ees’ perform ance.

7. Exposure to senior people: em p loyees lik e  to fee l they are noticed  by  senior 

m anagem ent and they value the opportunity to approach th ese m anagers for 

advice and guidance.

8. Praise is rewarded when praise is due: the em otional benefit o f  p ositive  and 

tim ely  feedback  can be enorm ous.

9. Support is available: E m ployees need  to fee l that support and guidance is 

available w hen  needed.

10. Trust: i f  an em ployee fee ls  trusted they can fee l like part o f  the team , trust 

confers status.

11. Reliable Organisation: em ployees lik e  to fee l proud o f  their organisation.

12. W ork-life Balance: em ployees today value an organisation that prom otes 

w ork-life  balance

(W oodruffe, 2006)

This research supports the idea that financial rewards alone no longer su ffice to  

m otivate and engage em ployees. SH R M  Quarterly R ev iew  (2006) states that 

“effective employee engagement is created with a mixture o f tangible and intangible 

factors which fosters an environment o f stimulation, development, learning support, 

contribution and recognition.” Individuals in  the m od em  w orkplace are seeking  

opportunities for personal developm ent and career growth, task responsibility , a job  

th ey  can be proud o f  and feedback  and praise w h en  earned (SH R M , 2006).

4 .4  Intangible Rew ards at S tarbucks:

H oward Schultz, CEO  o f  Starbucks, reinforces the value o f  intangible rewards held by  

em ployees today in  a B u sin ess W eekly report in 20 0 8  “Financial incentives are 

extrinsic and short lived. Human connection creates fulfilment and long-lasting 

change”. T he relationship b etw een  the m anagem ent and em ployees is  built on  mutual 

respect and d ignity. The Starbucks brand is brought to life  not by  its co ffee  but by its 

p eop le. Schultz su ggests that the hum an con n ection  experienced by  em ployees at
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Starbucks is  a k ey  contributor to their su ccess. The organisation’s com petitive  

advantage has b een  ach ieved  by creating an environm ent w here p eop le are treated 

w ell, they are respected  and they are valued  (Schultz, 20 0 8 ). This relationship works 

to engage em p loyees and com m it them  to the values and v is io n  o f  the organisation. 

Schultz b e liev es  that the exceptional custom er service lev e l associated  w ith  the 

Starbucks brand is a result o f  the organisation’s h igh  lev e ls  o f  em ployee engagem ent.

4 .5  The Concept o f  E xchange:

A  k ey  aspect o f  organisational com m itm ent explored  by  M ow day, Porter and Steers 

(1982) is the concept o f  exchange. W hen a n ew  em ployee jo in s an organisation he or 

she has needs, desires and sk ills  and they are seek in g  an environm ent w here they can  

u se their ab ilities and satisfy  their basic needs. The organisation m ust ensure such an 

environm ent ex ists. T his idea o f  exchange h igh lights the reciprocal nature required  

from  the em ploym ent relationship for organisational com m itm ent to be achieved. 

B ow d itch  and B uono (2 0 0 5 ) support th is idea  and underline the dynam ic interactions 

that ex ist b etw een  an individual and their organisation.

“Organisations employ individuals because their services are essential for the 

organisation to successfully achieve its goals. Individuals, in turn relinquish some o f 

their autonomy to the organisation in order to fulfil their personal needs'’

(B ow ditch  and B uono, 2 0 0 5 , pp 87)

4 .6  The Psychological Contract:

This mutual agreem ent on  exchange is know n as the p sych o log ica l contract. The 

concept w as first introduced by Chris A rgyris in  1960. A rgyris found that is w as 

often not p ossib le  to  sp ecify  every elem ent o f  the em ploym ent deal in  a written  

contract. E lem ents such  as loyalty , com m itm ent and security can be im plied  in  this 

n ew  em ploym ent contract.
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“The psychological contract is an implicit set o f obligations and expectations 

concerning what the individual and the organisation expect to give to and receive 

from each other.”

(Buchanan and H uczynski, 2 0 0 4 , pp. 680)

D avid  G uest (1 9 9 6 ) created a m odel o f  the p sych o log ica l contract. G uest (1996)  

explains that this contract is  com prised o f  a  m ix  o f  assum ptions, expectations, 

prom ises and m utual obligations. It is  not d evelop ed  b y  m eans o f  a sing le transaction; 

the contract w ill ev o lv e  and change over the w h o le  duration o f  an individual’s 

involvem ent w ith  an organisation.

A  model o f the psychological contract:

CAUSES CONTENT CONSEQUENCES

Source: G uest, D .E , C onw ay, N , Briner, R. and D ickm an, M . (1996) ‘The State o f  the  
P sych olog ica l Contract in  E m ploym ent: Issues in  P eop le  M anagem ent’, Chartered 
Institute o f  Personnel and D evelopm ent.

G uest (1 9 9 6 ) u ses th is m od el to  illustrate the links b etw een  the organisation p o lic ies  

and procedures and the experience and responses o f  em ployees (Buchanan and 

H uczynski, 20 0 4 ). T he ‘content’ elem ent o f  the m od el reflects ‘the real state ’ o f  the 

p sych olog ica l contract; it refers to the degree to  w h ich  em ployees trust their 

em ployer, w hether or not th ey  fee l fairly treated and u ltim ately w hether the em ployer  

has delivered on  their part o f  the deal.
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4.7 Th e  N e w  E m p loym ent C o ntract:

T his concept represents the n ew  em ploym ent deal m anagers need  to address and 

m anage in  the w orkplace in  order to operate e ffec tiv e ly  in  this dynam ic business  

environm ent. Arm strong (2 0 0 6 ) cites the w ork  o f  K issler (1 9 9 4 ) w h ich  outlines the 

k ey  d ifferences b etw een  the old  and n ew  em ploym ent contracts;

Old Em ploym ent Contract New Em ploym ent Contract
R elationship is predeterm ined and 
im posed.

R elationship  is  mutual and negotiated.

Y ou  are w h o you  w ork for and what y ou  
do.

Y o u  are defined  by m ultiple roles, m any  
external to  the organisation.

L oyalty  is  defined  by  perform ance. L oyalty  is  defined  by output and quality.
L eaving  is treason. P eop le and sk ills  on ly  needed  w hen  

required.
E m ployees w ho do w hat they arc told  
w ill w ork until retirem ent

L ong-term  em ploym ent is  unlikely; 
exp ect and prepare for m ultiple  
relationships.

(Arm strong, 2 006 , pp. 232)

K issler (1 9 9 4 ) co n v ey s, through this list o f  d ifferences, the significant changes that 

have occurred in  the em ploym ent relationship. The reciprocal nature o f  the 

em ploym ent deal and the lack  o f  jo b  security m ust be carefully considered by  an 

organisation.

Arm strong (2 0 0 6 , pp 2 3 5 ) suggests four steps that should be taken to m anage the 

em ploym ent relationship today and to  ultim ately lead  to the form ation o f  a strong and 

p ositive  p sych olog ica l contract.

1. The expectations o f  a role should be clearly outlined  during the recruitment 

and selection  process.

2. Perform ance m anagem ent is critical to the relationship, continuous dialogue  

should occur b etw een  the em ployer and em ployee as a m eans o f  

com m unicating and agreeing expectations.

3. A  p o licy  o f  transparency should be adopted in  relation to com pany p o lic ies  

and m anagem ent proposals and d ecision s as they affect people.

4. M anagem ent sty le  should  rely on  consensus and co  operation over control and 

coercion; em p loyees should  be treated as stakeholders.
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4.8 Th e  P sych o log ica l Contract and the M an a g e r:

B ow d itch  and B uono (2 0 0 5 ), address the im portance o f  the p sych olog ica l contract 

from  the m anagerial perspective. M anagers are m ov in g  aw ay from  coercive  

contracts, w h ich  often  w ere forced  and can alienate em p loyees, and are recogn ising  

the im portance o f  d evelop in g  and com m unicating rem unerative and norm ative  

contracts (B ow d itch  and B uono, 2 0 0 5 ). T hese n ew  sty le  contracts include both  

extrinsic (rem unerative) and intrinsic (norm ative) elem ents. Through the com bination  

o f  th ese control sty les, m anagem ent are seek in g  to  establish  greater com m itm ent, 

involvem en t and m otivation  from  em p loyees (B ow d itch  and B uono, 2005).
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5 .1  The Developm ent o f  the concept Em ployee Engagem ent:

C h a p te r  F iv e : E m p lo y e e  E n g a g e m e n t

The top ic o f  em ployee engagem ent w as introduced in  1990 by  Kahn. A ccording to  his 

research engagem ent m eans to be p sych o log ica lly  present w hen  occupying and 

perform ing an organizational role. In review ing K ahn’s concept and research in 2 004 , 

M ay, G ilson  and Harter (2 0 0 4 ) described the concept o f  engagem ent as “ the 

harnessing o f organisational members’ selves to their work roles; in engagement, 

people employ and express themselves physically, cognitively and emotionally during 

their role performance” .

Kahn differentiated b etw een  the experiences at w ork had by engaged  and disengaged  

em ployees;

>  W hen an em p loyee is  engaged  at work, h is or her hum an spirit is fu lfilled  at 

work.

>  A  d isengaged em p loyee  w ithdraw s from  their roles and ‘d ecou p les’ 

th em selves form  their work.

>  A  d isengaged em p loyee  can d isp lay a lack  o f  com m itm ent and m otivation  as a 

result o f  their detachm ent from  their role.

(M ay, G ilson  and Harter, 2 004)

M ay, G ilson  and Harter (2 0 0 4 ) explain  that Kahn interview ed sum m er cam p  

counsellors and em p loyees o f  an architectural firm in order to conduct h is qualitative 

study o f  the p sych o log ica l cond itions o f  personal engagem ent and disengagem ent. 

The interview ees w ere questioned  about m om ents o f  engagem ent and disengagem ents  

they experienced at work.

5 .2  The Psychological Conditions o f  Engagement:

K ahn’s research identified  three p sych o log ica l conditions associated w ith  these  

m om ents:
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1 . M eaningfulness: T his is  defined  as the value o f  a w ork goal or purpose. A n  

em ployee w ill ju d ge this value against h is or her ow n  ideals and standards. 

T he extent to w h ich  a job  is enriched, the perceived  role fit and the 

em p lo y ee’s relationship w ith  h is or her co lleagu es w ill im pact the degree o f  

m eaning th ey  experience in  their role.

2. Psychological Safety: This is  m easured by an em ployee through the extent to 

w h ich  they can express their true se lv es  at w ork  w ithout fear o f  negative  

consequences. T he em p lo y ee’s w ork environm ent should not be unpredictable 

or threatening. A  relationship based  on  trust and support is  necessary for this 

safety to be experienced.

3. Psychological Availability: T his elem ent o f  engagem ent refers to an 

em p lo y ee’s ow n  readiness and confidence to engage in h is or her role. The 

em ployee m ust consider and d ecide whether they have the physical, em otional 

and cogn itive resources available to  com plete the task at hand.

(M ay, G ilson  and Harter, 2 004)

The study recogn ized  that em ployees w ere m ore engaged  in  work w hen  the 

environm ent offered  them  m ore p sych olog ica l m eaningfu lness and psych ologica l 

safety and w hen  the em p loyees w ere m ore p sy ch o log ica lly  available. Kahn conducted  

a field  study, in  a  U S  M idw estern  insurance com pany, to  exam ine the determinants 

and m ediating effects o f  the three p sych olog ica l conditions on em p lo y ees’ 

engagem ent at w ork. T he study found m eaningfu lness to  have the strongest link to  

engagem ent, w ith  job involvement and work role fit  having  a p ositive  im pact on  

p sych olog ica l m eaningfu lness (M ay, G ilson  and Harter, 20 0 4 ). K ahn identified  the 

p ositive  effect that rewarding co worker and supporting supervisor relations have on  

safety. T he p sych olog ica l availability  o f  an em ployee is  p ositive ly  associated  w ith  

the resources available to them . T hese three p sych olog ica l conditions investigated  

w ere found to have a significant in fluence on the degree to w h ich  an em ployee  

en gages in their role at work.
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5.3 Em p loyee  Engagem ent and Th e  G a llu p  O rganisation:

The G allup O rganisation, an international organisational research and consultancy  

firm, has conducted a significant b usin ess survey o f  em ployee engagem ent. Gallup  

conducted a study in 1985 that resulted in  the developm ent and patent o f  ‘the Gallup  

12 Q \  T his too l w as the product o f  sev en  years o f  global research w hich  involved  

10 0 ’s o f  focus groups and 10 0 0 ’s o f  em p loyee interview s. This is  a questionnaire 

com prising o f  tw elve  questions to w h ich  em ployees are asked to rate their response  

on  a scale from  one to five. G allup state that the Q 12 pinpoint 12 universal needs, that 

w hen  m et evoke strong fee lin g s o f  engagem ent. H igh Q 12 scores sign ify  an engaged  

w orkforce w h o se  needs, w h ich , w hen  m et, are c lo se ly  m et by  their em ployer. L ow  

scores indicate a d isengaged  w orkforce, w h ile  m iddle range scores suggest em ployees  

are not engaged. The G allup O rganisation has defined  the characteristics o f  these  

three categories;

>  Engaged Employees can be described as em ployees w h o w ork w ith  passion  

and enthusiasm  and h o ld  a deep connection  to their organisation. T hese  

em ployees can drive innovation  and focus on  develop ing  a com pany.

>  Not Engaged Employees are defined  as those individuals w ho are present in 

their role and perform ing to the m inim um  standard expected  o f  them , how ever  

these em ployees lack any p assion  or energy for their work.

^  Actively Disengaged Employees are seen  as m ore than unhappy w ith in  their 

roles; they are actively  dem onstrating th is unhappiness, often  in  a manner that 

works against the organisation.

(B onfield , goodpractice.net, 2007)

This to o l w as designed  w ith  tw o  broad m anagem ent objectives in m ind. The first 

objective is  continuous im provem ent and depending on the survey outcom es an 

organisation can translate the inform ation it provides and m ove forward by building  

on  any strengths and focu sin g  attention on  any w eakn esses highlighted. The second  

busin ess objective is  m easurem ent. T he Gallup Q 12 m easure has created a m eans to  

bridge the soft va lues that relate to em ployee m orale and engagem ent such as 

recognition , w ith  the ‘hard’ and m easurable outcom es such as productivity (Thackray,

31



20 0 1 ). U n lik e satisfaction  and attitude surveys, engagem ent can be used  to predict 

w ork behaviour and overall perform ance.

C om panies w ith  “high Q12 scores exhibit lower turnover, higher sales growth, better 

productivity, better customer loyalty and manifestations o f superior performance”.

(John Thackray, 2001)

FOUR DIMENSIONS OF 
EMPLOYEE  E N G A G E M E N T

Among the many variables that discriminate between highly productive workplaces and 
those that arc unproductive is the quality ot the local workplace manager and his or her 
ability to meet a core set of employees' emotional requirements. Work units that meet 

these conditions ot engagement perform at a much higher level than work units that lail to
meet them.

Opportunities to learn and grow 
Progress in last six months
Best friend
Coworkers committed to quality 
Mission/Purpose of company 
My opinions count
Encourages development 
Supervisor^Someone at work cares 
Recognition last seven days 
Do what I do best every day
Materials and equipment 
I know what is expected of me at work

Copyright© 1993-1998 Gallup, Inc,

Source: excerpted from  Human Sigma: Managing the Employee-Customer Encounter 
(G allup Press, N ovem b er 2 0 0 7 )

“It deploys a feedback methodology for improving engagement by creating a factual 

base for discussion and debate o f the causes behind the numbers. It yields actionable 

input from staff and managers for change in attitude, conduct and policies and 

processes ”.

(John Thackray, 2 001)

The w id e sca le usage o f  the G allup survey indicates the value and attention  

organisations are p lacing  on  em p loyee  engagem ent. In M arch 2 001 , the Gallup
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engagem ent survey has been  rolled out to over 1.5 m illion  em ployees and m ore than 

87 ,000  b usiness units.

5 .4  NH S Survey on Em ployee Engagem ent:

The Institute for E m ployee Studies (IE S) d efin es engagem ent as:

‘A positive attitude held by the employee towards the organisation and its values. An 

engaged employee is aware o f the business context, and works with colleagues to 

improve performance within the job for the benefit o f the organisation. The 

organisation must work to develop and nurture engagement, which requires a two 

way relationship between employer and employ ee.’’

(R obinson, IES report 2004)

The IES study, conducted an attitude survey o f  10 ,000  em p loyees over 14 

organisations in  the N H S  during 2 003 . The research found that p ositive  responses to  

the engagem ent statem ent conveyed:

1. “A positive attitude towards and pride in the organisation.

2. A belief in the organisations products and services.

3. A perception that the organisation enables the employee to perform well.

4. A willingness to behave altruistically and be a good team player

5. An understanding o f the bigger picture and a willingness to go beyond the 

requirements o f the job. ”

(R obinson, IES report 2004)

The survey identified  that com m itted  em p loyees perform better. There is a  strong link  

evident betw een  em ployees fee lin g  valued  and involved  and engagem ent.
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The Link between feeling Valued and Involved and Engagement:

Source: IES Survey, 2003
Source: R obinson, IES report 2004

R ob inson ’s attitude survey included tw e lv e  statem ents w ith  top ics such as training 

and developm ent options, perform ance appraisal and fam ily  friendliness.

R obinson  highlighted  em ployees fee lin g  valued  and involved  as the strongest driver 

o f  engagem ent. T his feelin g  em bodies four k ey  elem ents:

1. “Employees ’ involvement in decision making.

2. The extent to which employees feel able to voice their ideas, and managers 

listen to these views, and value employees ’ contributions.

3. The opportunities employees have to develop their jobs.

4. The extent to which the organisation is concerned for employees ’ health and 

wellbeing. ”

(R obinson, IES report 2004)

5 .5  The Corporate Leadership Council:

T he Corporate Leadership C ouncil (C LC ), a H R  focused  m em bership program o f  the 

Corporate E xecutive Board, defines engagem ent as the extent to w h ich  em ployees  

com m it to som ething or som eone in  their organisation and h o w  hard they w ill work  

and h o w  they w ill stay as a result o f  that com m itm ent. The CLC has conducted  

research w ith  over 1200 organisations and surveyed over 1 m illion  em ployees to  

create a m odel o f  em ployee engagem ent w h ich  is  rooted in business outcom es.
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The C LC  identified two types of commitment they can gain from employees;

>  Rational Commitment: this refers to the extent to w h ich  an em ployee  

b e liev es  that their m anager, team  or organisation have their self-interest in  

m ind, either developm ental or professional.

>  Em otional Commitment: this relates to the degree to w h ich  an em ployee  

values, enjoys and b e liev es  in  h is or her job , manager, team  and organisation.

There are four points to  w h ich  these form s o f  com m itm ent can be attached to; D ay to 

D ay W ork, Team , D irect M anager and O rganisation. The ultim ate focus o f  increasing  

em ployee engagem ent h igh lighted  by this m odel is its potential im pact on  business 

perform ance and em ployee retention.

Actions & Two Commitment Four Focal Pts The Outputs of
Environm ent Types o f Commitment Commitment

Engagement Drivers 
which can be 
employed to drive 
employee 
commitment, 
discretionary effort 
and intention to stay.
• Compensation 
& Benefits

• Direct Manager 
Characteristics
• Areas of 
Onboarding Focus
• L&D 
Opportunities
• Day-to-Day Work 
Characteristics

/
Day-to-Day

Work
Rational
Commitment

Team

<

»- Direct
Manager

Emotional
Commitment

Organisation
I

Discretionary 
Effort: an
employee’s 
willingness to 
go above and 
beyond the call 
of duty.

Intention to
Stay: an 
employee’s 
desire to stay 
with the 
organisation, 
based on 
whether they 
intend to look 
for a new job 
within a year.

T he C L C ’s research has found that engaged  em ployees can outperform, by up to  20% , 

their d isengaged  co lleagu es. The co u n cil’s research also found that engaging  

em p loyees can reduce, by up to 87%, the probability o f  their departure. In order to
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achieve these results, the CLC outline five imperatives that must be put in place in the 

organisation:

1) Diagnose the urgency o f the engagement challenge.

2) Determine the organisational strategy that engages managers and employers.

3) Create engaging opportunities to enable employee contribution.

4) Frame an engagement structure that builds organisational credibility with 

employees.

5) Benchmark engagement over time for continuous improvement.

5.6 The New Rules of Engagements:

Mike Johnson (2004), states that engaged employees are six times less likely to leave 

their employer than a disengaged employee if  offered a new job. He acknowledges the 

difficulty involved in engaging employees but reinforces the fact that the above 

mentioned results and increased productivity and business success associated with an 

engaged workforce are worth the effort. As businesses operate a multi choice society 

and although it is a difficult task, employers have no option but to try and engage with 

their employees (Jonhson, 2004)

There is a misconception that employee engagement is soft, touchy, feely HR related 

stuff; that it is simply a nice thing to do. Johnson (2004) clarifies that involving the 

entire management team in the process is critical for its success. Johnson (2004) 

refers to the gap or void that often exists between management and employees as a 

significant influence on the level o f engagement. Too often senior management 

operate despite being considerably out o f line with the ‘real aspirations’ o f those they 

employ. To engage employees management must get to know who their employees 

are -  “to engage an employee, managers have to engage with who they are” (Johnson, 

2004). There are a number of reasons contributing to the low levels of employee 

engagement;
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Reasons why companies are failing to engage their employees:

1) Lack o f inclusion: employees have no access to information and do not know 

what is really going on in the organisation.

2) Feelings o f deprivation or loss: these feelings often result from change or 

downsizing where employees are feeling the loss of a colleague.

3) Perceptions o f vulnerability: employees are vulnerable due to the lack o f job 

security.

4) No positive attachment to senior figure or boss: no real relationship exists 

between manager and employee.

5) The history o f the employer/employee relationship: this perception can be 

carried forward from previous experience.

(Johnson, 2004, pp 21)

5.7 Employee Attitudes and Engagement Survey:

The Charter Institute o f Personnel and Development (CIPD), conducted a survey on 

‘Employee attitudes and Engagement’ in 2006. The research was conducted by 

Kingston Business School and involved a stratified sample of 2000 employees from 

across the United Kingdom. This research reinforced the theory that having an 

engaged workforce significantly influences business results.

Engagement was found to be positively associated with a range of other attitudes 

such as job satisfaction, as well as higher levels o f performance, advocacy and lower 

intention to quit”.

(Truss, CIPD, 2006, pp 45)

An increased occurrence o f absenteeism and greater intention to leave were attributes 

associated with businesses’ surveyed with low levels of engagement.

The 2006 survey found the following engagement statistics:

> 35% of respondents were actively engaged

> 57% of respondents were not engaged

> 8% o f respondents were actively disengaged
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The drivers of engagement identified by this survey as the primary influencers on 

employee engagement levels are:

1. Having opportunities to feed your views upwards.

2. Feeling well-informed about what is happening in the organisation.

3. Thinking that your manager is committed to your organisation.

(Truss, C ffD , 2006 pp xi)

CIPD Model o f Employee Engagement:

(CIPD, 2006, pp. 2)

The research conducted by CIPD (2006), which lead to the development o f this 

model, found that organisational life and the relationships an individual has at work 

can be very complex. This model was created to illustrate that engagement is linked to 

a number o f  factors to do with the individual (age/job/treatment at work) and other 

attitudes to their jobs such as job satisfaction. The first three boxes in the model 

summarize these wide and varied influences into Individual Factors (age,gender), 

Working life (hours o f work, pay, flexible working) and Management, Leadership 

and Communication (feelings about management, communication).

5.8 CIPD’s Components of Engagement:

A key element o f CIPD’s research in 2006 was the division of engagement into three 

distinct elements; “Emotional, Cognitive and Physical”. The first component
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emotional engagement referred to the extent to which an employee felt involved in 

their own role. CIPD described the cognitive side as the degree to which an employee 

was focused at work. A focused employee tends to think of very little else other than 

their job during the working day. The final element was physical engagement and 

this was determined by the employee’s willingness to ‘go that extra mile’. The 

division o f engagement into these three factors clarifies its complexity and the 

detailed strategy required by an organisation to successfully engage its work force. 

CIPD developed this further by highlighting that an organisation must know and 

understand it s workforce and their often unique demands before it can begin to 

engage with them.

5.9 Tower Perrin- ISR Engagement Model

Tower Perrin, an international research and consulting organisation, state that 

engaged employees are found to be more loyal and committed and that the greater the 

level o f engagement existing, the lower the cost o f recruitment, hiring, training and 

development as a result o f lower turnover. This organisation conducted a  similar 

survey to the 2006 CIPD report on engagement. Tower Perrin’s research supports the 

view that engaged employees are more willing to go that extra mile in the interest of 

the company. Prior to the organisation’s study, two dimensions existed in engagement 

research;

1. How employees feel - their emotions towards the company, the leadership, the 

work environment, etc.

2. How employees intend to act in the future -  will they stay, will they exert more 

effort, etc.

(Tower Perrin-ISR, 2007)

Tower Perrin have extended these dimensions to three, with the third element 

enabling companies to understand what drives employee engagement;
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3. Do employees believe and support the goals and values o f the organisation?

(Tower Perrin-ISR, 2007)

The organisation highlights that given the low levels o f employee commitment 

existing in organisations today; companies should use measures o f engagement as an 

external benchmark to indicate whether their employees are at risk. They designed a 

model to test this concept.

The three components o f Tower Perrin- ISR Engagement Model:

(Tower Perrin- ISR, 2007)

1. The Cognitive element is associated with an employee’s evaluation of the 

organisation’s goals and values

2. The Affective element examines whether employees have a sense o f pride 

and belonging in the company.

3. The behavioural component evaluates retention and willingness to go that 

extra mile in the interest the company.

5.10 The Engagement Triangle:

Charles Woodruffe, a HR practitioner, was invited to analyse the results of the CIPD 

survey on engagement. Woodruffe wrote an article based on these findings called 

‘From whatever to my pleasure; how can employers increase engagement’ in 2006.
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This article highlights two key drivers o f engagement derived from the survey:

> Communication: the opportunity existing for employees to feed their 

opinions and views up to senior management.

> Involvement: the extent to which a partnership exists between the employer 

and the employees.

Woodruffe (2006) states, that the level o f involvement experienced by an employee 

and the degree of upward communication present in a company has a significant 

impact on employee engagement. Organisations can increase engagement levels by 

treating people as ‘valued individuals and not just mere employees’. The Engagement 

Triangle assesses the degree to which a manager meets the needs o f their employees 

in terms of benefits, job satisfaction and employability.

The Employment Triangle:

( I )  P ackage:
Pay &  bonuses & 
options,
Benefits

(2) J o b  S atisfaction : 
Achievem ent,
R espect & A utonom y, 
W ork-life balance, 
Congruent values, 
Sense o f  fun

Source; Woodruffe (2006), CIPD, Figure 2, The Engagement Triangle, pp9

1. Employment Package: this must cater for both the financial and non financial 

needs o f an employee.

2. Job Satisfaction: this relates to an employees need to be treated with respect 

by his/her employer.

(3) Employability; 
Being developed. 
Involvement with 
prestige projects. 
Career advancement, 
Respected Organisation
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3. Employability: this conveys an individual’s desire to be developed by their 

employer.

The employee will only become engaged to the extent that their employer meets the 

needs state above.

Woodruffe (2006) highlights some other key implications for managers that arose 

from CIPD’s research. Employee engagement can be difficult to influence as it can 

be derived from an employees deep-seated attitudes. Also an organisation should 

seek to identify individuals who have the propensity to be engaged. This requirement 

relays the fact that engagement begins at recruitment and the need to select the right 

people.

5.11 The Employee Engagement Wish List:

Mike Johnson’s (2004) research on the new rules o f engagement compiled a ‘wish 

list’ for engaging employees. The list has is not in any order of priority and is not 

exhaustive. It is a list o f suggested practices to aid organisations in attracting, 

engaging and retaining talent.

The Employee Engagement Wish List:

1) Lifestyle/workstyle balance and flexibility:

The balance between work and life must be synchronised for employees. An 

employer today must be more responsive to the needs of their employees as they 

demand alternative work schedules in order to pursue their family and personal 

lives.

2) Excellent leadership:

Having the right senior management in place is critical for retention. It comes 

down to respect, employees seek a expert and referent leader they can look up to 

and follow. An organisation should never under estimate the power that a 

charismatic leader has over engagement.
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3) Work with industry leader:

Every employee would like to work for the best in the business; the market leader. 

This title can be a key tool for attracting and retaining employees.

4) Work with inspirational people:

Working with motivated and inspired people will influence and encourage other 

employees to become involved in the tasks themselves.

5) Work on ‘hot’ projects:

Interesting and new projects can be a key tool in capturing an individual’s 

attention and getting them ‘fired up’ about their role.

6) Work with leading customers and suppliers:

The option to working with leading players in the market place provides an 

employee with the opportunity to learn and develop his or her skills.

7) Opportunity to lead others:

Career progression is a vital ingredient for engaging many employees.

8) Recognition of ideas:

Ideas generated from employees must be recognised and praised, otherwise an 

employee feeling under appreciated could bring their ideas else where.

9) Excellent work environment:

The location of an organisation and its internal facilities has a significant impact 

on attracting and retaining individuals. The distance to travel to work, the standard 

o f the internal facilities and the services available nearby (lunch options, shops, 

dry cleaning..) should be considered carefully by management.

10) International travel opportunities:

The opportunity to work in different locations can be a key attraction to many 

employees. Cross border work offers new experiences and excitement.
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11) Receiving positive feedback:

Feedback is a critical element of employee development, organisations should 

ensure managers are skilled in the delivery o f feedback to employees and 

understand its importance.

12) Company sponsored education:

External training course and internal coaching and mentoring are a significant 

source o f attraction and retention.

13) Financial rewards:

The compensation package must be inline with competitors and the market.

14) Flexible benefits:

This programme can be employed to tap into the lifestyle/workstyle concept and 

should involve a variety o f  options that can embrace employees’ needs.

15) Healthcare programmes

16) Sabbaticals:

This provides the employee with the option to take time off to study, spend time 

with family or travel and keeps the relationship with the employer alive at the 

same time.

Source: Johnson, M. (2004) ‘The New Rules o f Engagement’, CIPD pp 95-99

44



Chapter Six: The Impact of Employee Engagement:

6.1 Employee engagement and Retention:

A report in the December 2007 issue o f SHRM’s HR Magazine emphasizes the 

results o f Tower Perrin’s survey on engagement in 2007 and its direct impact on 

retention. The global survey conducted by this research and consultancy agency 

involved 90,000 employees in 18 countries. The report underlined the following 

findings:

❖ 50% of the engaged employees surveyed had no plans to leave their company.

❖ Just 15% of disengaged employees had no plans to leave their company.

❖ Less than 5% of engaged employees said they were actively looking for 

another job.

❖ 25% of disengaged employees were actively seeking alternative jobs.

6.2 The Royal Bank of Scotland Case Study:

Armstrong (2006) cites the Royal Bank o f Scotland’s definition of engagement as the 

level o f emotional and intellectual commitment an employee has for the group or 

organisation. The concept o f engagement in this particular organisation comprises of 

three significant components:

1. Employee satisfaction; how much does an individual like to work in a 

particular organisation.

2. Employee Commitment; how much does an individual want to be in a 

particular organisation.

3. Employee performance; how much does he or she want to and actually do in 

achieving the organisation’s results.

(Armstrong, 2006 pp. 272)
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The employee proposition at the Royal Bank of Scotland Group
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Source: Thomson, (IDS) HR Update 846, May 2007, p. 18

The Income Data Services (IDS) HR Update included a report on the human capital 

measurement activities existing in The Royal Bank o f Scotland Group (IDS, May 

2007 pp. 17-22). The group, who employs over 135,000 people in 30 countries, 

strives to be ‘the world’s most admired bank’. RBS believe that the achievement of 

this goal ultimately lies w ith the performance o f their human capital. This case study 

conducted by the IDS, highlights the importance RBS place on engaging their staff 

and the unique model the group has developed to manage its human capital. The 

central part o f this model is their ‘employee proposition’ which the group state is 

designed and employed to ‘attract, engage and retain the best talent'.

The Royal Bank o f Scotland’s Employee Proposition:

• Total reward

• Work itself

•  Recognition

•  Performance & development

•  Leadership

• Relationship

• Product brands and reputation
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• Work-life balance and physical environment.

(Thomson, IDS HR Update, May 2007 pp. 17)

The eight components o f the proposition are believed to individually impact on an 

employee’s “desire to join, stay or leave the group” (Thomson, IDS, May 2007 

pp. 17). The RBS strongly believe that their employee proposition creates an engaged 

workforce which in turn delivers superior business results.

The Royal Bank of Scotland identified three characteristics of engaged employees:

1. *S ay*  -  they are advocates o f the business and speak positively to colleagues 

and clients.

2. ‘S t a y ’ -  They want to be and remain a member o f the group.

3. ‘Strive* -  They are willing to go that extra mile for the benefit o f the 

organisation.

(Thomson, IDS HR Update, May 2007 pp. 18)

6.3 Link between Engagement, Cost Saving and the Bottom Line:

In the SHRM Foundation Report in 2006, Vance highlighted the benefits

experienced by two major US companies following investment in engagement and 

commitment;

• Molson Coors Brewing Company identified that engaged employees were five 

times less likely to have a safety incident and seven times less likely to have a 

lost time safety incident than their non-engaged employees. The company’s 

engagement initiatives lead to a saving of $1,721,760 in safety costs in 2002.

• Caterpillar, a large construction equipment producer, saved $8.8 million from 

decreased attrition, absenteeism and overtime as a result o f their engagement 

and commitment initiatives.
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The study of the Ryder Truck Rental’s turnover rate and worker compensation claims 

during 1988 and 1989 cited by Pfeffer (1998) illustrated the benefits of employee 

attachment. This survey covered 87 districts and 10,000 employees and focused on 

the economic benefit derived from employee attachment.

Results of the survey in relation to compensation claim rates:

• Districts with an average turnover o f less than 9.5% reported a worker

compensation claim rate of 16.1%.

• Districts that had an average turnover o f 20% or more had a worker

compensation claim rate o f 24%. These districts experienced a 50% larger 

claim rate than their comparators with the lower turnover rate.

Results o f the survey in relation to financial performance:

• Districts with tenure greater than 8.33 years earned 120% of the firm’s 

average return on net controllable assets.

• Districts with tenure less than 5.75 years earned 82% o f the average return on 

net controllable assets.

The Ryder Truck Rental firm concluded from this survey that improved human 

resource management, focused on increasing employee attachment, will lead to 

improved financial performance and a reduction in controllable costs.

Source: Pfeffer (1998), cited Ryder Truck Rental survey, ppl77-178.

6.4 B&Q Case Study:

Europe’s largest home improvement retailer, B&Q, state that ‘the importance of 

people is a quantifiable fact’ (Gallup, 2003). In 2000, the organisation had over 

17,500 employees at 297 stores. B&Q have measured employee engagement levels in 

their stores since 2000 through the Gallup Q12 survey. B&Q tested the results of 

their Q12 scores by measuring them in line with customer satisfaction, turnover and 

shrinkage results from stores in the bottom quartile and stores in the top quartile o f the
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Q12. The analysis consistently showed a direct and positive impact o f rising 

engagement on these, and other, key business indicators (Gallup, 2003).

In 2005, the retailer came into difficulty, sales were decreasing at a rate of 8.8% per 

annum, customer satisfaction was recorded at a low 65% and the organisation was 

losing market share (Bonfield, goodpractice.net, 2007).

The Gallup Q12 results in 2005 were as follows:

> 33% of employees were positively engaged

> 41% o f employees were neither engaged or disengaged

> 26% o f employees were actively disengaged

(Bonfield, goodpractice.net, 2007)

The senior management at B&Q made the decision to change employee engagement 

from a soft HR measure to a critical business driver (Bonfield, 2007). B&Q had 

understood the link between the low Q12 scores and the low customer satisfaction 

results. I f  the employees were not committed and engaged in their roles, customer 

satisfaction scores would remain low and as a result the business would not grow.

The new strategy to focus on engaging employees was designed as a four part 

process;

1. Accountability for engagement:

In each store the HR function is responsible for engagement levels o f the 

employees. They must mentor and coach managers in process of engaging 

employees, providing additional support and guidance when necessary.

2. Becoming engagement experts:

The HR team was trained by Gallup on the Q12 and became experts in the 

application and analysis o f this engagement tool. The team then worked with 

managers to interrupt Q12 results, understand problems and find solutions.
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3. Linking engagement to performance review:

The performance o f managers at B&Q is measured against their team/store’s 

engagement score. If  a manager has constantly low Q12 scores, he or she becomes 

ineligible o f promotion.

4. Keeping engagement on the agenda:

B&Q keep engagement on the agenda by linking the concept into all o f its 

development plans and ensuring that best practice in engagement is recognised 

and rewarded on a regular basis.

(Bonfield, goodpractice.net 2007)

In 2006, B&Q recorded a turnover o f £3.9 billion and profits o f £162.9 million. The 

Q12 results found 60% of the workforce to be actively engaged in 2006, compared to 

the 33% reported in 2005. Customer satisfaction had grown from 65% to 80.4%.

B&Q had turned their organisation around by focusing on employee engagement and 

recognising its impact on the customer relationships and ultimately financial 

performance. In 2007, B&Q received a ‘Gallup Great Workplace Award’.
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Chapter Seven: Employee Engagement and Management:

7.1 High Commitment Work Practices:

Jeffery Pfeffer (1998) reinforces the idea that culture and capabilities of an 

organisation, derived from the manner in which it manages its people, are the real and 

lasting sources o f competitive advantage. Pfeffer (1998) states that too often ‘it is 

heard but ignored1 that our employees are our most important asset. The amount of 

effort contributed by an individual employee is impacted by the management 

practices they experience in their organisation. Employees must be motivated to put 

in discretionary effort. Pfeffer (1998) advises organisations to employ high 

commitment management practices to ‘build profits by putting people f ir s f .

There are seven high commitment practices that once in place will focus on 

developing the human asset and will become important sources o f improved 

organisational performance (Pfeffer, 1998):

1. Employment Security:

The management must ensure employees that redundancies will be a last resort. 

Employees are more likely to hold a longer perspective on their time with an 

organisation when they are not in fear o f layoffs.

2. Selective Hiring:

The management must examine the recruitment process and ensure it is meeting 

the hiring requirements o f the organisation. It should be a tight process, working 

from specific criteria and focused on the right match.

3. Self Managed Teams and Decentralization of Decision Making as the 

Basic Principles of the Organisational Design:

Teams and work groups enjoy greater autonomy and discretion. This design can 

translate into increased job satisfaction and becomes an intrinsic reward for 

employees.
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4. Comparatively High Compensation Contingent on Organisational 

Performance:

Performance related pay can have a powerful impact on the activities of 

employees. Gain sharing and profit sharing can be utilized to make employees 

owners within the organisation. As a result o f becoming owners, they begin to 

think and act like owners. Bowditch and Buono (2005), state a number o f experts 

have argued that the strongest motivation arises when employees have both a 

psychological (intrinsic) and financial (extrinsic) stake in a company. Gain 

sharing and profit sharing are means of invoking this motivation.

5. Extensive Training:

Developing a multi-skilled employee base enables an organisation to become 

more adaptable to its environment as its employees are more versatile. A flexible 

work system is a key source o f competitive advantage due to the dynamic nature 

o f the current business market.

6. Reduced Status distinctions and Barriers:

By reducing the status distinctions that divide the employee base, individual 

employees and teams can feel more equally valued and thereby encouraged to 

contribute more to the organisation.

7. Sharing of Information:

Sharing information is a critical element in the high commitment management 

system. Financial and performance information should be shared throughout an 

organisation. Information should not be used to manipulate employees, it must be 

employed to teach about and guide individuals towards the common goal - 

organisational success.

(Pfeffer, J. 1998, pp. 64-96)
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Pfeifer (1998) highlights three key reasons to employ the seven management 

practices in an organisation;

>  “People work Harder”: As employees have more control over their work, 

their level o f involvement and commitment to their role increases.

>  “People work Smarter”: The high commitment management practices 

encourage the building of knowledge and competences and allow 

employees to put these skills to use.

>  “People are more Responsible”: The decentralization o f decision making 

to lower levels o f the organisation empowers the employees and also 

reduces the administration costs and other overheads associated with 

having an alienated employee base in an adversarial relationship with the 

management team.

(Pfeffer, 1998 pp. 65)

7.2 Quality Leadership:

Armstrong (2006) makes reference to the need for quality leadership in the process of 

engaging employees. The autonomy, the variety o f jobs provided and the degree of 

task significance felt relies more on the way the employee is managed and guided by 

his or her leader than any formal process o f job design. The manager has the power to 

delegate tasks, provide feedback and recognise contributions made by employees.

In a poll on exit reasons conducted by Gallup, ‘Turning around Employee Turnover’ 

(Gallup, 2008), the most common reasons for voluntary exits were highlighted. 

Following the research, Gallup raises a key concern for organisations today; most of 

the reasons given could have been altered and thereby prevented by mangers. Salary 

did not top this poll; the largest percentage o f people left their employer for career 

advancement (32%) and promotional opportunities. An alarming 17% of leavers cited 

their manager or the general environment at the reason for departure. Only 22% of 

respondents left in pursuit o f more money or benefits.
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Gallup Exit Poll: Why People Change Jobs?

8%

22%

31%

17%

2% □ Career Advancement

■ Pay/Benefits
□ Job Fit

■ Management
■ Job Security

Source: adapted from Gallup Management Journal, (2008)

Research by the Corporate Executive Board (2007) supports the importance o f having 

good managers in place in relation to retention. The research shows that poor or bad 

managers can experience turnover that is 4 times higher than the levels experienced 

by those considered to be good managers.

7.3 The Critical Role of a Manager in Employee Engagement:

Welboume (2007) explores the critical role a manager plays in employee engagement. 

She suggests that the attitudes and actions o f a manager can have play a fundamental 

part in improving employee performance through engagement. Welboume believes 

that the challenge o f engaging employees starts with the manger him or herself 

becoming engaged. The manger is also responsible for removing any obstacles or 

structural barriers that may be in the way o f engagement and amending the employee 

contract so that it supports engagement at work.

In order to create an engaging workplace environment mangers must:

1) Become engaged themselves,

2) Clearly articulate how each individual role supports and contributes to the 

business strategy and plan.
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3) Develop an environment where ‘non -  core’ job roles (i.e. company specific 

knowledge and the ability to innovate in the organisation) are recognised and 

valued. These job roles are not easily copied by competitors and can provide a 

source o f competitive advantage.

Welboume (2007) outlines here the key responsibilities of a manager in relation to 

engagement. However her research identified the need for an environment that 

enables or allows managers to become engaged also. If they are employed in a 

stressful, pressurized environment they may be feeling over worked, drained of 

energy and distracted. In such circumstances, it is very likely that their employees will 

be feeling even worse. The complete organisational structure must embrace the 

concept of engagement and improve conditions for both mangers and employees so 

that they can engage in core and non core job roles.

7.4 The Sear’s Transformation:

The impact and importance o f the managers’ role was clear in the Sears 

Transformation in 1992 (Rucci, Kim and Quinn, 1997). Arthur Martinez’ new 

business model had two key action points for success;

> Buy-in from managers; the managers need to understand and whole 

heartedly buy in to the changes and new way o f doing business. Sears needed 

their managers to demonstrate the new behaviours and attitudes if  employees 

were to also buy-in. Managers had to lead the change if  the new model was to 

succeed.

> Employee Ownership; Martinez sought to build business literacy and trust 

among his employees. The employees needed to understand the purpose of the 

new business model, the economics o f the retail industry and to see how their 

roles fitted into the transformation.

(Rucci, Kim and Quinn, 1997)

The transformation was a great success, with employees understanding the significant 

link between their role and the organisation’s strategy and performance (Rucci, et al
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1997). The impact of this change was clearly illustrated in the company’s financial 

results. Following the roll out o f the new business model in 1992, Sears had reported 

financial turnaround which produced a total shareholder annual return of 56%. The 

company’s merchandising group went from an almost $3 billion loss in 1992 to a net 

income of $752 million in 1993, with a 9% growth in sales.

7.5 Kotter and the Concept of Power, Dependence and Effective 

management:

John Kotter (2000) researched the concepts o f power, dependence and effective 

management. He states that a large number of managers are performing below their 

potential because they do not really understand the dynamics o f the power they have. 

Kotter believes they have not developed the instinct required to acquire and use power 

effectively. He highlights the fact that managers are dependent on employees, 

colleagues and external providers to perform their duties effectively. They must learn 

to understand these dependents and manage the relationships with sensitivity if  they 

are to be effective in their role.

Kotter (2000) outlines four power bases which should be employed to manage and 

influence dependents without hurting them:

> Sense of Obligation: creating a sense of obligation in others; do favours for 

people who will feel obliged to return them. Create friendships and strong 

relationships with key individuals; friendships carry a sense o f obligation.

> Belief in a Manager’s Expertise: gain power by building a reputation as an 

expert. A manager should establish his or her power through visible 

achievement.

> Identification with Manager: being a charismatic leader or manager inspires 

employees to follow. A manager should look and behave in a manner that 

people respect. If  employees’ identify with a manager’s beliefs and ideals they 

will follow.

> Perceived Dependence on a Manager: make employees feel they are 

dependent on a manager for help, guidance and protection. Individuals are 

more inclined to cooperate with someone they are dependent on.
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7.6 M anaging  G eneration  Y  :

The (2007) July issue o f Inside Supply Management listed three key activities for 

managers to have in place for successful management of Generation Y;

1) Be a coach and mentor: employees’ value having a relationship with their 

manager. It is important that managers ‘get to know’ their employees, 

understand their skills and capabilities and provide continuous feedback. A 

manager should provide mentoring and inform employees’ of opportunities for 

development.

2) Allow for meaningful contribution: Managers must provide employees with 

opportunities to demonstrate their value and to contribute to the organisation 

as a whole. They should embrace and encourage their employees’ input.

3) Communicate the ultimate outcome: Research has found Generation Y to 

have a more sophisticated perspective than when other generations were 

entering the workplace. They consider the future o f the industry, the chosen 

path of progress and ethical views of the company. It is the responsibility of 

the manager to communicate the purpose of the company and its ultimate goal 

and objectives.

(ISM, 2007)

Mooney (1999) clarifies how managers’ assumptions on employees should change in 

line with the new view on the employment contract:

Old Way New W ay
Worker wants nothing from the job 
except pay, avoids responsibility, and 
must be controlled and coerced.

Worker desires challenging job and will 
seek responsibility and autonomy if 
management permits.

Source: Mooney, (1999), Appendix

7.7 Servant Leadership:

Melchar, Bosco and Cantrell (2008), explore the leadership requirements for the next 

generation. For the first time, four different generations will be actively participating 

in the workforce together; The Veterans, The Baby Boomers, Generation X and
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Generation Y. A critical consideration for organisations today is what leadership style 

they should employ in order to effectively manage this new workforce.

“As four generations of workers prepare to interact in organisations for the first time, 

one o f the importance considerations is whether leadership styles that have been 

effective with older generations will continue to be received positively by younger 

generations

(Melchar, Bosco and Cantrell, 2008, pp 498)

Melchar, Bosco and Cantrell (2008) explain that extensive literature and theories on 

leadership style exists, exploring the impact o f different traits and behaviours on a 

leaders overall effectiveness. They consider the available literature on generational 

differences that indicates each generation has varying expectations of leadership 

characteristics. An effective leader must be able to recognise the differing 

expectations and therefore manage individual employees accordingly.

Generation: Leadership Expectations:
The Veterans Seek authority figures
The Baby Boomers Desire strong coaches
Generation X Seek information, open debate and 

ongoing cooperative performance 
management

Generation Y Want autonomy, but also seek close 
mentoring and encouragement.

Source: adapted from IVclchar, Bosco and Cantrell, (2008) pp. 449

Melchar, Bosco and Cantrell (2008) suggest that new leadership approach which is 

proposed as a model for all generations. Servant leadership, a model devised by 

Robert Greenleaf in 1977, is defined as serving others by investing in their 

development and well being as a means of accomplishing the organisations goals and 

objectives. A Servant leader is a mentor and a source of empowerment for employees. 

He or she ensures employees have the support and resources they need to achieve 

both the organisations and their personal goals. The model has been criticized due to 

lack o f published empirical research, however Melchar, Bosco and Cantrell (2008) 

believe it could be the most effective leadership style for managing a 

multigenerational workforce with differing leadership expectations.
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Chapter Eight: An Irish Initiative for Employee Involvement:

8.1 The National Workplace Strategy:

The National Workplace Strategy was launched by, the then Taoiseach, Bertie Ahem 

in 2005. The research was conducted and the report created by the National Centre 

for Partnership and Performance (NCPP). The NCPP was established in 2003 and 

designed this strategy, at the behest o f the Irish Government through collection and 

analysis o f information on the existing Irish workplaces and their future needs. The 

NCPP set up a forum to assess how well Ireland’s existing workplaces were equipped 

to meet the challenges o f the 21st Century.

It was found that “our most adaptive employments are those where bundles of 

complementary work practices were deployed - team working, information sharing, 

consultation and meaningful involvement, training and learning, performance 

management, employee financial involvement, and work life balance arrangements”. 

(Bertie Ahem, the forward, 2005)

The research conducted found that high involvement practices such as these held a 

high correlation with job satisfaction, low staff turnover and high productivity. The 

new workplace strategy aims to support change and new forms of work organisations 

at national and organisational levels. These new forms o f work organisations will 

incorporate a better quality o f work, higher productivity and improved work life 

balance.

The NCPP’s Forum identified two critical reasons to support the need for change:

1) The ability to change and innovate will be essential to Ireland’s future as a 

dynamic, inclusive and knowledge based economy and society.

Ireland’s evolution into a knowledge based society is highlighted by the fact that 

the growth rate o f employment in Ireland in knowledge intensive services is far 

ahead of the EU average recorded 1997-2002. Among the OECD countries, 

Ireland also has the largest percentage o f trade in high R&D reliant industries.
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2) The business environment is continuously transforming itself; if  Ireland is to 

be successful it must anticipate and adapt to change. The Forum highlights a 

number o f key changes that have occurred;

>  Changes in the forces o f competition and technology

>  The transition to the knowledge society

>  Changing needs o f the Irish people

>  Increasing demands to improve the delivery o f public services

>  Changing composition of the workforce: the number of young people 

entering the workforce has decreased as lower birth rates feed through 

the population. Also the workforce is ageing; by 2015 forty percent of 

workers will be aged 45 and older.

(National Workplace strategy, 2005, pp 6-7)

8.2 The National Workplace Strategy Guidelines:

The strategy provides guidelines for the effective transformation o f workplaces in

Ireland to create the new and dynamic workplaces o f the future.

(National Workplace Strategy, 2005, pp 10)
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The forum supports this vision o f the future and aims to accelerate the pace of 

workplace innovation by identifying five strategic priorities, these priorities are 

broken down into an integrated set o f forty-two recommendations.

The strategy also has attributed several characteristics to this new workplace:

> Agile: change is willingly embraced by organisation.

> Customer Centred: every employee understands the impact o f their role on 

the end user; decisions are made considering the viewpoint of external 

shareholders.

> Knowledge Intensive: recognises that the knowledge content o f all jobs is 

important to the organisation’s performance.

> Responsive to employee needs: the organisation is alert to the needs and 

concerns o f employees.

> Networked: organisation appreciates the need for external relationships.

>  Highly Productive: it is structured around a high performance ethos.

>  Involved and Participatory: organisation values and seeks involvement and 

participation from employee.

>  Continually learning: there is an ongoing focus on learning and developing 

new skills.

>  Proactively Diverse: a key part to the organisations culture; it values the 

business benefits associated with diversity.

(National Workplace Strategy, 2005, pp 8)

8.3 “The Power of Investing in People”:

Sean Dorgan, CEO of IDA Ireland, states in his 2007 Irish Independent article titled 

‘Power o f Investing in People’ “that Ireland is world renowned for our skill base and 

this national attribute has been the driving force behind Ireland’s economic success 

Dorgan believes that as a result o f all the changes Ireland has experienced over the 

past few years employers must focus their attention on investing and developing our 

most important asset; our people. Dorgan identifies that as Ireland is no longer a 

cheap manufacturing location, organisations must differentiate themselves in other
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ways such as offering quality workplaces and providing a quality workforce. 

Employers will reap the benefit o f increasing trust in the workplace and developing 

on employee commitment and loyalty;

“Companies who pride themselves on having trusted workplaces tend to enjoy low 

employee turnover, more job applications, lower costs, increased productivity, 

greater levels o f innovation and greater profit".

(Dorgan, 2007)
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Chapter Nine: Methodology

9.1 Hypothesis:

An investment in employee engagement will provide a solution to the retention issue 

in the Irish labour market.

9.2 Research Questions:

1. Has the demographic profile o f the workforce has evolved from Generation X 

to Y?

2. Has the average tenure/service length decreased?

3. Do a new set o f motivators exist due to the changing needs o f this new 

generation?

4. Do employees seek meaningful jobs; jobs that challenge them?

5. How important is personal responsibility and autonomy at work?

6. Does a ‘two way’ relationship exist in the modem workplace?

7. Do employees feel engaged in their workforce; would they go that extra mile 

for the benefit o f their organisation?

8. What do employees believe to be the drivers o f engagement?

9. What are the reward/incentives required by employees in order for them to fill 

fulfilled and engaged at work?

10. Is engagement on the management agenda?

11. What are the real business costs o f low levels o f retention (financial cost of 

turnover)?

12. Do low engagement levels significantly contribute to low retention?

9.3 Research Strategy:

As critical consideration in the creation o f an effective research strategy is the 

selection o f the nature o f the research, two primary options are available: Quantitative 

and Qualitative research.
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Quantitative research can be “described as entailing the collection o f numerical data 

and as exhibiting a view of the relationship between theory and research as 

deductive” (Bryman and Bell, 2007, p. 154).

“Qualitative research can be construed as a research strategy that usually 

emphasizes words rather than the quantification in the collection and analysis o f data 

that predominantly emphasizes an inductive approach to the relationship between 

theory and research” (Bryman and Bell, 2007, p. 402).

The deductive approach of quantitative research enables the researcher to test an 

existing theory, which qualitative research can be employed to generate a theory 

through its inductive nature. Both strategies have benefits and disadvantages that 

must be considered when developing a research plan and schedule. Miles (1979) 

described qualitative research as an ‘attractive nuisance’’ because o f the deep and rich 

information it can provide and the associated complexity o f analysis. Conducting a 

true analysis o f qualitative data can be hindered by the actual volume o f the material 

compiled and the lack o f guidelines existing for this process. Bryman and Bell (2007) 

outline the fact that the analysis o f quantitative information is significantly aided by 

the well established and widely accepted rules. However the scope of the data 

collected through a quantitative approach can be narrow and i f  the questions are not 

worded correctly or in a manner that cannot be misinterpreted the study can be fatally 

flawed.

These strategies can be seen as extreme forms o f each other -  the qualitative strategy 

operates through its subjective and intrepretist character which quantitative research 

can be defined as objective and positivist. To increase the depth o f the research 

exploration a combined approach is recommended. The analysis o f the area of interest 

through triangulation will enable the quantitative study to support or amend the 

information derived form the qualitative research. (Deacon, Bryman and Fenton,

1998) defined Triangulation as a means o f cross-checking results deriving from both 

quantitative and qualitative research.

This mode of research has clear advantages as “the use o f complementary methods 

also reveals discrepancies that a single technique might not” (Kane, 2005, pp 145).
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The use o f a variety o f techniques allows the researcher to obtain broader information 

about the subject and the can help to reinforce the findings.

9.4 Research Design:

The research questions to be addressed, the nature o f the research and the existing 

status of the theory in question have a significant influence on the research design 

chosen. Practical issues such as the time and resources available must also be 

factored into the selection process.

Brannick and Roche (1997) identified three methodological business research 

strategies:

a) Experiment: “the purpose of an experiment is usually to detect or confirm 

causal relationships and to quantity them, ....its implementation involves 

intervention by the researcher beyond that required for measurement.”

b) Survey: this research involves “the systematic gathering of specific 

information about particular persons or entities”.

c) Case-based Research: “case-based research is an empirical enquiry which 

investigates a contemporary phenomenon within its real life context when the 

boundaries between phenomenon and context are not clearly understood”.

(Brannick and Roche, 1997, pp. 102-120)

The explorative nature of this research project and the limitation on the access to 

primary industry wide information on engagement and retention in the Irish 

workforce lead me to conclude that case-based research would be the most 

appropriate design.

9.4.1 Case-based Research:

A case study can be described as a focused investigation on a single location or event, 

such as a company or a workplace. Stake (1995) defines case study research as being 

only concerned with the complexity and particular nature o f the case in question.
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“Case study research is empirical inquiry which investigates a phenomenon within its 

real life context.”

(Brannick and Roche, 1997, pp. 99)

The external validity and generability o f this type of research design is a key 

consideration during the development period. The findings o f the study can be limited 

due to its constrained external validity. However this design can be effectively 

employed to test and investigate the success or demise o f a particular theory or 

hypothesis.

Bryman and Bell (2007, p. 64) state that there are five different case types to be 

considered when creating a research design:

1. The Critical case

2. The Unique case

3. The Revelatory case

4. The Representative case

5. The Longitudinal case.

In this project, a critical case was most suited to the research task required. This case 

study type is employed when a clear hypothesis exists and the case is used to examine 

the circumstances in which the hypothesis will stand or fail.

9.5 Research Methods:

“Each research technique is a specific tool; there is no ‘all-purpose ’ technique that is 

good for every situation

(Kane, 2005, p. 143)
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As exemplified by Kane, there are many different research methods available to a 

researcher, each will yield their own results and provide a unique angle on the subject 

in question. Therefore the appropriate method must be carefully considered in line 

with the research questions, to ensure that the required information can be gathered.

9.6 Questionnaire:

A questionnaire is an example o f a quantitative research method. Bryman and Bell 

(2007), state that a structured questionnaire can be employed to maximise the 

reliability and validity o f the measurement o f key concepts. This structured method is 

applied when a clearly defined set o f research questions exists. When considering the 

application o f this research tool, the issue o f ‘questionnaire fatigue’ must be 

addressed. This fatigue arises when individuals are over exposed to questionnaires, 

“familiarity breeds contempt” (Evans, 1995, p. 4). To overcome this obstacle, the 

questionnaire should include a variety o f questions and have a clear purpose;

“The respondent must feel that completing the questionnaire will be o f benefit either 

personally or to the organisation.

(Evans, 1995, p. 4)

When designing the questions, it is important to include probing questions that are 

accompanied with a well thought out answer option. There is a risk due to the 

inflexible nature o f this tool that the questions could be too narrow and key data may 

not be obtained. The questionnaire must be tightly aligned with the research questions 

and an effective answer structure is critical to the overall success.

9.6.1 Question types and Formats:

• Open Questions -  respondent is free to reply as they wish.

• Closed Questions -  respondent must chose from a list o f fixed alternatives.

• Dichotomous Questions

• Multiple Choice Questions

• Checklists
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• Rating & Likert Scales

• Ranking Questions

• Semantic Differential

• Hypothetical Questions

• Presuming Questions

(Fisher, 2007, pp. 192-99)

As underline by Fisher (2007), there are numerous question formats that must be 

considered when designing a questionnaire. The questions chosen must be the 

appropriate mechanisms to extract the required information. Byrman and Bell (2007, 

p. 258) state that “the issue o f how questions should be asked is a critical concern for 

the survey researcher” . Selecting the wrong question type and format will 

significantly hinder the research and subsequent findings.

Kane (2005, p. 149) highlights that a questionnaire survey will convey what 

individuals ‘do, feel and think'. However, a key limitation of this research method is 

that the survey often fails to address the ‘how and why’. As a result this technique 

should be accompanied by another tool such as a semi-structured interview or a focus 

group.

9.6.2 Question Formats Selected for Questionnaire:

1) Ranking Questions:

This question format requires the respondent to rank a series o f statements or options 

in order o f preference.

Example Question:

Indicate in order o f preference (1-4), the following soft drinks, 1 being the most 

preferred option;

Coca Cola | | SevenUp | | Fanta | | Red Lemonade
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“Ranking questions are important because they are more useful for exploring difficult 

questions o f priorities than rating questions

(Fisher, 2007, p. 195)

2) L ikert Scales:

This is a form of rating scale that was invented by Rensis Likert. It is often employed

to ask respondents about their opinions and attitudes.

“The basic structure is to provide a series of statements, some negative and some 

positive in tone, and to ask the respondent to choose a position on a five point scale 

between strongly agree and strongly disagree”.

Fisher (2007) states that likert statements can only measure attitudes validly as long as 

the statements presented relate to the research subject.

3) Dichotomous Questions:

This question format provides a respondent with only two alternative answers to 

choose from. This question type should not be use in an attempt to simplify a 

complex issue, for example; Was the war in Iraq the right thing to do?

“This question format can only be used when the issue is clear cut”.

(Fisher, 2007, p. 193)

Example Question:

Please tick appropriate box:

(Fisher, 2007, p. 196)

Male Female
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4) Existing Academic Survey Questions: The Gallup Q12

This survey was created by the Gallup Organisation, an international research and 

consultancy agency, to measure employee engagement. John Thackray (2001) reports 

that this tool has been used by over 1.5 million employees and in more than 87,000 

businesses’ to date. The questionnaire survey examines 12 key expectations that the 

Gallup Organisation believe, when fulfilled, can create an engaged workforce.

Companies with “high Q12 scores exhibit lower turnover, higher sales growth, better 

productivity, better customer loyalty and manifestations of superior performance” .

(John Thackray, 2001)

The 12 questions will be included section one o f the questionnaire and responses will 

be rated on a likert scale. In this particular survey, I have decided to use a scale of 1-4 

in order to eliminate the ‘neutral/3’ option.

9.7 Interview:

This research method is a widely used means o f collecting qualitative data.

“In the business research interview, the aim is for the interviewer to elicit from the 

interviewee or respondent, all manner o f information: interviewees ’ own behaviour or 

that o f others, attitudes, norms, belief and values

(Bryman and Bell, 2007, p. 209)

The interview research method can be employed to collect either quantitative or 

qualitative data. The open, unstructured interview collects qualitative information 

while the structured interview produces quantitative data. Bryman and Bell (2007 p. 

474) state that “in qualitative interviewing the researcher wants rich, detailed 

answers, in quantitative research the interview is supposed to generate answers that 

can be pre-coded and processed quickly
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9.7.1 Sem i s tructu red  In terv iew :

An open interview allows the respondent to raise cues and themes related to the topic 

o f interest. The interviewee’s own perspective and opinion on the area o f interest is 

under investigation. It allows for flexibility and provides the interviewer with latitude 

to add new questions in response to replies. On the opposite end o f the continuum, a 

structured interview is controlled and guided by the interviewer. With no room for 

flexibility, the questions are prepared and deviation from the script is not accepted. 

The compromise between these two extreme forms is the semi structured interview.

The semi structured interview “refers to the context in which the researcher has a list 

o f questions on fairly specific topics to be coveredoften referred to as an interview 

guide, but the interviewee has a great deal o f leeway in how to reply”

(Bryman and Bell, 2007, p. 474)

9.8 Company Data:

In order to include a comparative element to this case study, primary data will be 

collected within the organisation and evaluated against secondary data accumulated 

by national associations and other organisations such as Chartered Institute of 

Personnel and Development (CIPD), The Small Firms Association (SFA), Irish 

Businesss and Employers Confederation (IBEC) and Deloitte.

The data collected will focus on the following rational metrics:

>  Absenteeism Rates

>  Cost o f Employee Turnover

>  Labour Turnover

Byrman and Bell (2007, pp. 328-334), highlight the numerous benefits associated 

with secondary data:
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1. It is cost and time efficient.

2. Today numerous sets o f extremely high quality secondary data are available.

3. It can provide the researcher with the opportunity for longitudinal analysis.

4. Secondary data can provide subgroup and subset information for examination 

-  the data can represent large national samples o f specialized categories of 

individuals.

5. Reanalysis offers the researcher the chance of new interpretations.

9.9 Triangulation:

As a means o f cross checking and reinforcing the research findings this case study 

will employ the triangulation technique:

The Methodology Techniques employed for Triangulation purposes:

9.10 Sample Selection:

Constrained by both the time and resources available, a sample o f the employee 

population in question can be selected to represent the entire population. Gathering
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information from each individual employee would result in a large volume of 

complex data to filter, analysis and evaluate. The subset chosen should embody the 

attributes and opinions o f the entire group and as a smaller unit allow for a more rapid 

evaluation.

Kane (2005) highlights the two main categories o f sampling:

1. Probability Sampling

2. Non-probability Sampling

“In probability sampling everyone has a chance o f being selected, but in non

probability sampling some people have no opportunity to be included

(Kane, 2005, pp 126)

Non-probability samples are selected using the discretion o f the researcher. 

Probability subset ensures that each element o f the population is actually included in 

the sample frame. Brannick and Roche (1997) highlight the two main advantages of 

using probability data as reduced bias and ability to make statistical inferences.

To ensure that the sample o f employees surveyed at Company A is a fair and non bias 

representation I will employ a  probability form of sampling. The respondents will be 

selected at random from payroll numbers.

9.10.1 Sample Size:

Company A Recruitment Group employs 200 employees in Ireland. The group have 

nine offices in the country located in Dublin, Cork, Limerick, Waterford and 

Kilkenny. I will collect a probability sample of 30% of the population -  60

employees.
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9.11 P ilo ting  the Q uestionnaire:

“Piloting studies may be particularly crucial in relation to research based on the self 

-completion questionnaire, since there will not be an interviewer present to clear up 

any confusion ”

(Bryman and Bell, 2007, pp. 273).

I will pilot the questionnaire with 3 members of the HR department and 3 employees 

in Company A, who are not part of the sample, to ensure primarily the questions are 

clear and comprehendible, to estimate the time it will take to complete and the test the 

information the questions will collect is the information the research requires.

I will also avail o f the Delphi technique and send my questionnaire to academics for 

review; Dermot Killen, Dr TJ McCabc and Rod O Mahony.

I will pilot the questionnaire one week in advance of the planned company rollout to 

provide enough time for question review and modification depending on the results.

9.12 Piloting the Interview:

I will pilot the interview schedule with 3 members o f the HR department in Company 

A. This will allow me to test the schedule and gain some confidence in using it.

I will also send my interview schedule to Dermot Killen for review.

Bryman and Bell (2007, pp. 273) highlight key reasons for piloting an interview 

schedule as “it may be possible to identify questions that make respondents feel 

uncomfortable and detect any tendency for respondents ’ interest to be lost at certain 

junctures

By identifying these potential problems in advance of the planned interviews any 

suggested or required changes can be made.
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Bryman and Bell (2007, p.274) state ,fi t  m ay be possib le  to  id e n tify  questions th a t 

make respondents ’ fe e l uncom fortab le  and  detect any tendency fo r  respondents ’ 

in te re s t to  be lo s t a t ce rta in  ju n c tu re s . ”

Hie pilot will test the researcher’s procedure, the questions and the potential reaction 

of the respondents’, it is a trial run (Brannick and Roche, 1997).
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Chapter Ten: Semi — Structured Interview Analysis:

Topic: Employee Engagement and Retention 

Time: 1 5 -2 0  minutes per interview 

Number of interviews: 8 

Interview period: 12th May -  19th May 2008

Appendix One: Sample interview schedule and complete interview question analysis

10.1 Profile of Interviewees

Interviewee Gender Tenure

Employee One Male Eight months

Employee Two Male Two years

Employee Three Female Three years

Employee Four Female Four years

Manager One Male Six months

Manager Two Female One & half years

Manager Three Female Five years

Manager Four Female One year

• The interviews were selected from both the support and operations division to 

ensure a fair representation of the employee cohort was interviewed.

10.2 Summary of Interview Findings:

O f those interviewed, seventy five percent stated an issue o f retention in Company A 

exists, with an equal proportion o f each group agreeing with this statement. The cause 

o f high turnover in Company A, and the sales industry in general, was related back to 

the pressure, on meeting targets, sales consultants endure while performing their roles. 

Fifty percent o f the managers interviewed also cited poor management as a 

contributor to employee turnover. The impact o f employee turnover has a definite 

effect on both team performance and morale. When an employee leaves the 

organisation their targets are left for the remaining team members to make up which
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increases pressure and workload. A hundred percent o f interviewees agreed that high 

turnover affects the organisations image in the eyes o f potential employees. A key 

concern was highlighted by interviewees; the negative attitude or departure o f a team 

mate can ignite concerns in the employees left behind. This could be a contributor to 

further turnover.

When asked how to increase retention levels, a hundred percent o f interviews 

suggested non financial incentives ranging from improved communication to flexible 

working to development opportunities. One employee suggested an increase in sick 

pay. Fifty percent o f the managers interviewed suggested a reduction in micro

management* and an increase in autonomy at work. When compared suggestions 

from both groups are very similar with both groups addressing the need for improved 

communication and recognition.

The management team, as represented in the sample, in Company A are aware of the 

concept o f engagement in general, while only fifty percent o f employees knew what 

the concept was. With seventy five percent o f interviewees aware o f the concept it 

can be suggested that employee engagement is a topic in the workplace.

There was a commonality in the description of what engagement would mean in their 

roles between groups. Both employees and managers referred to the importance of 

having a relationship with their manager and the need for a voice or clear paths for 

communication in the organisation. Both groups would need to have their 

contribution to the company recognised in order to feel engaged.

*W ikipedia D efinition o f  M icro-m anagem ent: in  business m anagem ent, m icro-m anagem ent is a 

m anagem ent style w here a m anager closely observes and controls the w ork o f  em ployee. The m anager 

assesses every step and avoids delegation o f  decisions.
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The ingredients listed by both groups as a means o f engaging the workforce were also 

similar. As shown on the table below the main components suggested are almost 

identical;

Employee suggestions Manager suggestions:

Development opportunities developm ent opportunities

Recognition for contribution 4 Recognition for work done

Communication -  a manager who listens Two way communication -  having a 

voice

Relationship with their manager Support from management

Job security N/A

Both Company A employees and managers agree that engagement is not high on the 

management agenda at Company A, with only twenty percent o f interviewees 

believing it is on the agenda. Interviewee suggested that senior management have 

considered the concept o f engagement but at a practical level, target setting and 

performance, it does not work as they want complete control o f the decision making 

process. O f those interviewed, ninety percent believe there is a difference between the 

performance o f an engaged employee when compared to tha. o f a disengaged 

employee.
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Is  th e r e  a  d if f e r e n c e  in t h e  p e r f o r m a n c e  o f  a n  
e n g a g e d  e m p lo y e e  o v e r  t h a t  o f  a  d i s e n g a g e d  

e m p lo y e e ?

O

5
■ employee 
m managers

O j 

2

r

yes no

The reasons given referred to an engaged employee giving additional time, attention 

and care to his or her role. These reasons are in line with CIPD’s three elements of 

engagement; cognitive, emotional and physical engagement

All interviewees agreed that an investment in employee engagement would impact on 

the retention levels o f Company A. They felt that this investment could build 

relationships and ties between the employee and the organisation. One employee 

described increasing engagement as a means o f increasing the pull factor into the 

organisation.

10.3 Conclusion:

Key Interview Themes:

Theme: Cited bv:

Relationship with management Employees & Managers

Recognition Employees & Managers

Communication Employees & Managers

Development Opportunities Employees & Managers
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Flexibility in working hours Employees

Increase Responsibility/Autonomy Managers

Trust at work Managers

There was cohesion in the suggestions and opinions held by both groups when 

referring to employee engagement were, in general, very similar. The tenure or 

position of employees or managers did not appear to impact on their beliefs in any 

significant way. The is no clear difference to be seen between the responses of the 

employee with six month service when compared to the manager with five years 

service.

Suggested improvements and initiatives were primarily intangible; these results 

support Woodruffe’s belief o f the growing importance o f intrinsic motivators in the 

workplace.

The importance of the relationship an employee has with his or her manager is clear 

from the responses of both groups. It has a significant impact on how satisfied and 

engaged an employee is in their work and can influence retention levels in the 

organisation. Employees interviewed highlighted their need for guidance and 

mentoring and the critical importance o f a supportive manager. Employees rely on 

their manager for feedback and support in their day-to-day roles.

Communication was a key theme rising from these interviews. Both managers and 

employees suggested an increase in employee turnover is one negative impact that can 

result from poor communication. Employees felt they needed a ‘voice’ in the 

organisation if  they were to become positively engaged in their work; they wanted to 

know their opinions count. Interviewees referred to the desire to be listened to and to 

see their ideas being considered. It is important for an individual, either an employee 

or manager to understand the issues facing the organisation such as market 

fluctuations or the threat o f new competitors. Employees want to know the bigger 

picture and see how they fit into it. Both groups interviewed suggested that two-way 

communication should be put in place in Company A.
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Recognition and opportunities for development were two strong themes developing 

during the interviews. Both groups would advise Company A to increase or introduce 

effective recognition schemes to acknowledge work well done. The presence of 

development opportunities was a key ingredient o f the employment deal for both 

groups. As conveyed in Deloitte’s (2008) research, a key motivator o f the modem 

workforce is development. Company A employees support this idea when they stated 

that they wanted to know or at least see a future with the organisation. Managers 

made reference to increasing autonomy in their teams and allowing the employees to 

take more responsibility if  they wished. Teams are currently controlled tightly with 

‘am and pm’ meeting on performance results. All deals negotiated must be sign off by 

a manager. Company A could increase engagement by reducing control measures to a 

degree and allowing consultants to make decisions where appropriate.

75% of interviewees were aware o f this concept. However, it was believed that it is 

not on the agenda o f senior management in Company A. When describing the 

difference in performance o f an engaged employee against a disengaged employee, 

CIPD’s elements o f engagement were present in the interviewees’ answers. They 

described engaged employees as being focused and dedicated to their work 

(cognitive), hard workers (physical) and willing to exert additional exert for the 

benefit of the organisation (emotional).

The concept was positively received by all interviewees and each participant agreed 

employee engagement could be used to impact retention in Company A. It was 

suggested that increasing engagement would create almost a tangible tie between the 

employee and the organisation, which would make it harder to leave.
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Chapter Eleven: Structured Questionnaire Analysis

Topic: Employee engagement and retention

Time to complete: 10-14 minutes

Number of questionnaire distributed: 60

Number of completed questionnaires returned: 31

Sample type: Probability Sampling (to ensure fair representation)

Completion percentage: 52%

Distribution date: 19th May

Collection date: 6th June

Appendix Two: Sample questionnaire and complete question analysis

11.1 Respondent Profile:

The thirty one questionnaires were returned; providing a fifty two percent completion 

rate. The gender profile of respondents is a ratio of thirteen percent male to eighty 

seven percent female. This is a close representation of the overall company gender 

ratio of fifteen percent male to eight five percent female.

The primary age category surveyed was 25-34 years, with forty five percent of 

respondents falling into this group; principally comprised as Generation X. Thirty five 

percent of respondents were aged between 18-24 years; Generation Y. Company A 

employees surveyed represent a workforce comprising of both Generation X and Y. 

According to research by Deloitte (2008) and McKinsey(2008), this mix of employees 

requires careful management ensuring that the needs of both groups are catered for. 

Melchar, Bosco and Cantrell (2008), highlight that the a critical consideration for 

organisations today is what leadership style they should employ in order to effectively 

manage the varied needs of this workforce.
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11.2 Summary of Questionnaire Findings:

Section One: Gallup Q12

The overall results o f the Gallup Q12 questions point to a significant number of 

Company A ’s employees -  42% - being are engaged. According to Gallup, these high 

Q12 scores suggest a considerable proportion o f the organisation’s workforce is 

engaged and thereby have needs closely met by their employer. Three percent of 

respondents were found to be actively disengaged, while fifty five percent of 

respondents are positioned in the mid range scores signifying that they are not 

engaged. These scores revealed higher levels o f engagement than found in other 

research; for example, the CIPD Employee Attitudes and Engagement Survey (2006) 

found that 35% of respondents were actively engaged, 57% were not engaged and 8% 

were actively disengaged.

Results of Gallup Q12

Rating 1 Rating 2 Rating 3 Rating 4

Engaged Employees (42% of Company A Employees) can be described as 

employees who work with passion and enthusiasm and hold a deep connection to their 

organisation. These employees can drive innovation and focus on developing a 

company.

Not Engaged Employees (55 % of Company A Employees) are defined as those 

individuals who are present in their role and performing to the minimum standard 

expected of them, however these employees lack any passion or energy for their 

work.
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Actively Disengaged Employees (3% of Company A Employees) are seen as more 

than unhappy within their roles; they are actively demonstrating this unhappiness, 

often in a manner that works against the organisation.

(Bonfield, goodpraetice.net, 2007)

The results from the Gallup Q12 will identify some of Company A ’s key strengths 

and weaknesses in the management o f their employees. Through the analysis o f the 

Q12 results, I can highlight areas in need of improvement and strengths on which 

Company A should build.

Gallup divided the Q12 into four dimensions:

1. What do I get?

2. What do I give?

3. Do I belong?

4. How can we grow?

(Gallup Management Journal, 2007)

Questions one, two and three assess the dimension ‘what an employee gets’ in order 

to perform his or her role. All three questions were answered positively by the 

majority o f respondents. All respondents felt they knew what was expected of them at 

work; fifty one percent strongly agreed and forty nine percent agreed with the 

statement. When asked if  they felt that they have the opportunity to do what they do 

best at work every day, thirteen percent o f respondents disagreed while forty four 

percent agree and forty three percent strongly agreed.
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Q:3 At work, I have the opportunity to do what I do best every
day.

Strongly Disagree 
0%

Disagree

Strongly Agree
43%

44%
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Question four, five and six, explore further ‘what do employees give at work’, 

according to Gallup this relates to the support, encouragement and recognition an 

employee receives at work. When asked about recognition or praise received in the 

last seven days, forty eight percent agreed and twenty nine percent strongly agreed 

that they had. A significant nineteen percent o f respondent disagreed with this 

statement.

A hundred percent o f respondents answered positively to the statement which 

enquires whether someone cares about them as a person at work. Sixty one percent 

strongly agreed with this statement. When asked whether they received

encouragement to develop at work, eighty four percent answered positively; 42% 

strongly agreeing and 42% agreeing with the statement. Sixteen percent of 

respondents disagreed.
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Q:6 There is someone at work who encourages my 
development.

Strongly Disagree 
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Questions seven, eight, nine and ten address Gallup’s ‘do I belong’ dimension. When 

asked whether their opinions counted at work, sixty one percent agreed with this 

statement and twenty six percent strongly agreed. Thirteen percent answered this 

question negatively; with two respondents strongly disagreeing and two disagreeing. 

In relation to the company’s mission making an employees job feel important, sixteen 

percent disagreed and six percent strongly disagreed. Sixty five percent strongly 

agreed that their colleagues are commitment to doing quality work and thirty five 

percent agreed. When asked if  they had a close friend at work, thirty two percent 

disagreed. However thirty six percent strongly agreed and thirty two percent agreed 

with the statement.

The final two questions explore the development opportunities available; the ‘how 

can we grow’ dimension o f Q12. Fifty two percent o f respondents agreed that 

someone had talked to them about their progress in last six months. Forty two percent 

strongly agreed. Six percent felt this had not happened in the last six months. Forty 

four percent o f respondent strongly agreed and thirty three percent agreed that they 

have had opportunities to grow and learn in the last year. A noteworthy twenty three 

percent disagreed.

In conclusion to the Q12 results, Company A have a number o f strengths to 

acknowledge and build upon if  they are to engage the fifty five percent currently not 

engaged with the organisation. As the percent o f disengaged employees is low (3%),
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the survey does not highlight any major weaknesses, just areas for improvement. 

Employees are given a clear job specification and the right materials to complete their 

jobs.

The supervisors/managers in Company A care about the employees as individuals. 

Sixteen of respondents felt there was no one to encourage their development. 

Managers and supervisors need to develop this caring relationship further and provide 

guidance to employees. In a similar manner, managers need to give praise when 

praise is deserved and ensure it is at timely intervals if  engagement levels are to 

increase; twenty three percent of respondents had not received any praise or 

recognition in seven days. Praise or recognition should be given at the point when a 

project is completed or when target is achieved, not five weeks later at the quarter end 

meeting. The opinions o f the workforce are counted and this is felt by a majority 

individual employees. With sixty one percent agreeing with this statement, Company 

A needs to demonstrate this to a higher degree if  these employees are to move up the 

scale and become engaged. The mission o f the company and how each individual’s 

contribution impacts on it must be clarified in more detail.

Dialogue with employees in relation the progress is evident. However, it could be 

developed further as a means o f increasing engagement levels. Providing 

opportunities to grow and learn is an area to be addressed. Twenty three percent of 

employees did not feel any opportunities were presented in the last year.

Section Two: CIPD Components of Engagement

The components o f engagement defined by the Chartered Institute o f Personnel and 

Development were tested. A hundred percent of respondents are cognitively engaged 

in their roles.
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Q: 13 Time passes quickly when I perform my job
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Ninety four percent are emotional engaged, agreeing that their own feelings are 

affected by how well they do their jobs. Engagement levels decrease in relation to the 

physical component with eighty one percent staying until their job is complete. 

Employees in Company A are conveyed by these results to be involved in their roles 

and focused on their duties, however there is need for improvement in the extent to 

which they will exert extra effort, go that extra mile, for the company.

Section Three: Intrinsic Motivators and Employee Mobility

The information collected on the things that employees’ value, and degree to which 

they value them, in Company A supports Brian Hall’s findings on the range of 

incentives an employer must offer. Hall states that employees’ are complex human 

beings that value a wide variety o f things from promotions to influence to money 

(2004). The top three choices were as follows:

Top three options
Percentage of 
respondents ranking 
First:

Percentage of 
respondents 
ranking 
Second:

Percentage of 
respondents 
ranking 
Third:

Opportunity for career 
development

29% 16% 19%

Salary 26% 19% 13%
Meaningful role 26% 6% 23%
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Twenty nine percent o f employees questioned ranked the opportunity for career 

development as their number one priority. Salary was positioned second and having a 

meaningful role ranked third in importance. The option to have a flexible working 

environment is ranked fourth on the list, followed closely by trust in fifth position. 

The need for praise and recognition is in sixth place.

These findings align with Woodruffe’s (2006) research on the crucial importance of 

non financial motivators. The fact that salary was not listed as the most important 

factor reinforces the idea that money is not necessarily the primary factor an 

individual’s decision to take and keep a job anymore. Furthermore the option for 

bonuses was ranked in eight place by forty five percent o f respondents, indicating that 

the more intangible elements, trust, flexible, praise, are seen to have greater 

importance.

The risk o f mobility of Company A employees was tested in the question referring to 

the number o f employers they expect to work for over their careers. In the current 

economic climate, it is important to note that some respondents may be mindful when 

answering this question of the possibility that some future moves may not be 

voluntary -  the changes resulting from the current market conditions could result in 

job losses.

Number o f Employers Number o f Respondents Percentage o f Respondents

1-3 employers 8 26%

4-5 employers 5 16%

5 + employers 18 58%

Fifty eight percent o f employees believed they will work for five or more employers 

in their careers. Twenty six percent felt they would work for between one and three 

employers during their careers. With seventy four percent (combined results 4-5 and 5 

+) o f Company A employees expecting to work for four or more employers the issue 

o f mobility and the need for a clear retention strategy is evident. The results are 

support the findings o f the Small Firms Association in relation to the rising problem 

o f employee mobility. If  Company A is to manage this concern, it must heed Patricia
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Callan’s, SMF Director, advice that “companies which respond to employee retention 

solely by increasing wages are only buying time, not loyalty ” (SFA, 2007). Company 

A must work to involve and engage their employees if  they are to reduce the threat for 

mobility.

When examined at a gender level, fifty two percent (14) female sample and a hundred 

percent (4) o f the male participants expected to work for five or more employers.

Section four: The Relationship between Managers and Employees

The exiting relationship between employees and managers at Company A was 

explored through a select few questions, focusing on communication.

Respondents illustrated in their scores that managers could consider the opinion of 

others more when making important decisions. Thirteen percent o f respondent 

believed that managers did not currently consider the opinion of others first. Also 

twenty three percent disagreed and three percent strongly disagreed that employees 

and managers regularly exchange information and ideas. Although forty five percent 

agreed and twenty nine percent strongly agreed, a need for improvement exists on the 

extent to which information and ideas are shared with employees.

Sixty one percent agreed and thirty two percent o f respondent strongly agreed, that a 

‘two way’ relationship exists between the employees and their managers. Employees 

responding felt they receive the support they need from their manager. Forty two 

percent strongly agreed and forty five percent agreed with the statement. Ten percent 

o f respondents felt they did not receive constructive and useful feedback from their 

manager.

Armstrong (2006) acknowledges the need for quality leadership in the process of 

engaging employees. He highlights that the manager has the power to delegate tasks, 

provide feedback and recognise contributions made by employees. Research by the 

Corporate Executive Board (2007) supports the importance of having good managers 

in place in relation to retention. The research shows that poor or bad managers can
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experience turnover that is 4 times higher than the levels experienced by those 

considered to be good managers.

According to employee opinion conveyed in this survey, Company A have strong 

foundations in place for a supportive management team. However, the negative 

responses suggest some managers are not providing the desired standard. This could 

mean that they are not engaged themselves in the organisation. Welboume (2007) 

stated that the challenge o f engaging employees starts with the manger him or herself 

becoming engaged.

11.3 Conclusion:

The results o f this questionnaire survey find the level o f engagement in Company A to 

be high, with forty two percent o f respondents actively engaged. This engagement 

level is higher than that found in other surveys, such as CIPD Employee Attitudes and 

Engagement Survey (2006) which found that 35% of respondents were actively 

engaged, 57% were not engaged and 8% were actively disengaged. The minimal 

degree o f disengagement, three percent, reflects positively on the organisation. As the 

majority o f those surveyed, fifty five percent, are not engaged Company A should 

increase their focus on engagement and seek continuous improvement. With forty five 

percent o f those not engaged scoring a three on the scale (agreeing with most 

statements), it could be presumed that Company A could significantly increase their 

level o f employee engagement through a dedicated engagement strategy.

The relationship between the employees and their managers was conveyed by the 

majority o f respondents as supportive and ‘two-way’ in nature. The literature has 

highlighted the critical role played in employee engagement by the manager; this may 

be a starting point for future development. Developing a consistent approach to 

communication, recognition and timely feedback among all managers would 

significant impact on engagement levels.
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Opportunities to develop and progress are key elements Company A should review 

and ensure are available to its employees. This factor was ranked of the highest 

importance by employees. As it received negative responses under question 12 of the 

Gallup survey it stands out as an area in need o f attention.

Q12: In the last year, I have had opportunities to learn and grow

Strongly Agree /

Strongly Disagree 
0%

— . Disagree
23% ■ Strongly Disagree

44% / I----- k ■ Disagree

V J ,
33%

□ Agree
□ Strongly Agree

The risk o f mobility could be somewhat reduced by aligning Company A ’s 

reward system to the needs and wants o f  employees’. Company A should analyse the 

existing reward structure against the rankings found in this survey to ensure 

congruence.
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Chapter Twelve: Company Data:

12.1 Objective:

My intention when beginning my research was to include a third element in my 

methodology, which would involve the compilation o f company data to compare 

against secondary information on the industry standards. This would also satisfy the 

requirements for triangulation. Deacon, Bryman and Fenton, (1998) describe 

triangulation as a means o f cross-checking the research findings accumulated from 

both quantitative and qualitative research.

My objective was to gather Company A personnel data on:

>  Absenteeism Rates

>  Cost o f Employee Turnover

>  Labour Turnover

and analyze these metrics against secondary data accumulated by national 

associations and other organisations such as CIPD, IBEC and SFA.

During the course o f my research it became clear that a direct comparator on these 

elements was not available. The National Recruitment Federation, a voluntary body 

setup in 1979 who represent 100 recruitment agencies in Ireland, have, to date, 

completed no research or reports on industry trends relating to these specific factors. 

As the information is so sensitive, Company A ’s direct competitors in the Irish 

recruitment market, Sigmar and Brightwater, would not provide any company data.

As I have collected data from Company A, I will utilize it by reviewing the 

information against my primary research findings and employ the available, although 

generalised, data from Irish Business and Employers Confederation, Small Firm 

Association and Chartered Institute of Personnel and Development as a labour market 

reference in both absenteeism and turnover rates.
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12.2 A bsenteeism :

The research conducted by Company A refers only to uncertified and certified sick 

leave; Maternity leave, Parental leave, Bereavement leave, Force Majeure etc were 

excluded.

In 2006, Company A recorded an overall absenteeism rate of 2.21%. This percent is 

created through the following formula:

No. o f days o f absence in the period under review *100 = %

(total no. o f employees) * (total number o f work days available)

The total number o f recorded sick days was analyzed against the total number of 

employees. This analysis gave an average number o f 5 sick days per person.

The Small Firms Association produced a report in 2006 on National Absenteeism. 

This study took place across Ireland and included all sectors o f Irish private 

businesses. The report differentiates between small, medium and large firms. 

Company A is a medium firm with less than 249 employees. The national average 

found by this survey, for a medium sized business, was 11 days, which according to 

the SFA gives a national absenteeism rate for this business size o f 4.9 %.

In 2007, Company A ’s absenteeism report found an overall absenteeism rate of 

2.25%. The average number o f sick days per person, unchanged from 2006, was 5 

sick days per person.

The SFA national absenteeism report in 2007 indicated a decrease in the national 

absenteeism rate for medium sized businesses to 3.7%. The report gave an average, 

for this size firm, o f 8 sick days per person.

The Sick Leave policy in Company A is detailed and strictly monitored by 

management. A maximum of two uncertified days per annum are paid and this
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payment is at the Regional Director’s discretion. Following more than three days sick 

leave, which do not have to be consecutive, an employee must attend a ‘return to 

work interview’ with their manager or Director. This interview is recorded on their 

personnel file. Company A encourages and rewards full attendance with an incentive 

scheme through which employees can earn two additional holidays.

Reports on absenteeism are produced for review by senior management on a quarterly 

basis. Each report includes a breakdown o f team, division and regional absence.

12.3 Employee Turnover:

In 2006, Company A recorded a rate o f 30% employee turnover. This rate is derived 

from the following formula:

Total leavers * 100 = %

Total Employees (Employee no. in Jan + Employee no. in Dec/2)

In 2007, with approximately 80 leavers, the rate o f employee turnover was 45%.

Tenure o f leavers:

0-3 months 4-6 months 7-12 months 12-18 months 18 months +

10 17 17 14 22

A report by CIPD (2007) on employee turnover and retention found the level of 

turnover in private industry to be 22.6% at its highest level. The report highlights that 

employee turnover is dependent on the market in which an organisation competes. 

IBEC produced a report on employee turnover also in 2007. This report analyzed 

turnover by sector, by industry, and by size.

As the report does not specifically relate to the recruitment industry, the following 

results are generalised comparisons focusing on the services sector as a whole:
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• Services Sector: 28.78%

• Services Industry: 25%

• 100-249 Employees in size: 19.51%

* see appendix for full report

12.4 Cost of Employee Turnover

Research on the financial cost o f employee turnover was complied by Company A in 

relation to the 2007 employee turnover figure. The report examined the follow costs:

Rational Metrics:

• Recruitment Costs -  value o f Internal Recruiters time, psychometric testing

• Training Costs -  materials, venue, value o f trainers time, transport and

accommodation

• Additional Costs -  value o f time spent by HR, IT and Marketing setting up the 

new start

Opportunity Costs: (valued over the standard three month training schedule)

• Ave billing o f a successful new consultant lost

• Ave billing o f a senior consultant lost during the process o f training the new

start

• Ave billing o f manager lost during the process o f training the new start.

The report valued the lost o f a consultant at:

Rational Costs: €907 + Opportunity Costs: €48,815 = €49,722

Company A calculated this cost for 2007 based on the number of leavers with less 

than 12 months service from the operations division (consultants).

The cost o f leavers in 2007:

= 33 consultants * € 49,722 = €1,640,826.
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= 11 support services * € 907 

Total cost

€ 9. 977 

€ 1,650, 803

* please note leavers with in excess o f 12 months service were not valued here, as it 

was felt that they would have repaid this cost to the business, through performance, 

prior to exit.

12.5 Conclusion to this data:

Mowday, Porter and Steers (1982) suggest a psychological linkage exists between an 

employee’s level o f organisational commitment and absenteeism and turnover.

Absenteeism statistics o f 5 days per person in Company A are relatively healthy when 

compared to the National standard o f 8 days in 2007. These figures suggest that 

Company A is 38% below the national standard, for a medium sized company, o f the 

number o f days absence per person. It is pivotal to note that although these statistics 

are a helpful benchmark, they are a general standard and results from Company A can 

not be directly compared. Five days per person could be above the standard in the 

recruitment industry. The HR manager for Company A felt, when questioned, that this 

rate o f absence would fall below, or at least meet, the recruitment industry standard as 

a result o f the tight management controls in place.

I believe that the rigorous application and management o f the Sick Leave policy, 

imposing the threat o f non payment and discipline on employees, is the primary 

influence on the overall absenteeism rate. It could be suggested that employees do not 

have the option to be out sick. This may be the underlying reason for good attendance 

rates over the suggestion o f a committed or engaged workforce.

The nature o f role and the fact that what each consultant earns (a minimum of 30% of 

salary) depend on their own target based performance could also impact absenteeism 

rates. If  they do not meet their targets their salary has the potential to be dramatically 

decreased. As a result, it is possible that employees would come to work, even when 

sick, to ‘close a deal’.
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The employee turnover rate is of significant concern. Even without a relative 

comparator it is clear to see a problem exists. At a rate of 45%, Company A is almost 

losing every second hire. Mowday, Porter and Steers (1982) suggest that an 

employee’s commitment to an organisation can be a reliable indicator of particular 

behaviours, such as turnover. If an individual is involved and committed to an 

organisation, it is more likely that they will stay and engaged in working towards its 

goals. At first glance, Company A’s turnover figure would therefore imply that 

employees are not committed to the organisation. However if the quantitative data is 

considered, with pointed to a significant number of employee being engaged -  42% of 

those surveyed, a conflict exists. This discrepancy could possibly be explained by 

highlighting that, as with the absenteeism rate, the nature of the sales industry has a 

significant impact on the turnover rates. Sales jobs in general can be described as 

difficult and often pressure filled, primarily because salary is performance based. The 

qualitative research supports this idea, suggesting that excessive pressure to meet 

targets can be a contributor to the high level of turnover existing in the sales industry. 

Therefore it could be said that an engaged employee could experience ‘burnout’ and 

leave the company due to this continued exposure to pressure.

The qualitative research referred to the disruption to the team and possible impact on 

morale (elements have not been measured to date by Company A) that can be 

associated with high turnover. Outside of this effect, if  turnover rates continue at this 

level it will become a very expensive trend. As detailed above, excluding opportunity 

costing, the initial induction costs of a new start are significant.

Company A calculated this cost for 2007 based on the number of leavers with less 

than 12 months service from the all division.

44 leavers * €907 = €39,908

The Harvard Business Essentials guide to ‘Hiring and Keeping the Best People’ 

(2002) highlights three important bottom line reasons why retention is critical to an 

organisation’s success:
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1. The growing importance of intellectual capital:

In today’s Knowledge Era, a company’s competitive advantage is derived from its 

intellectual capital. The key economic resource is knowledge. When an employee 

leaves an organisation today, the company loses that employee’s knowledge and skill, 

which have often been acquired through significant investment in time and training by 

the company. The three month induction training in company A is valued at 

approximately €49,722 per consultant. The value of this loss is further increased for 

Company A if the employee moves to a competitor.

2. The causal link between employee tenure and customer satisfaction:

Research has shown a significant link exists between employee satisfaction and 

customer satisfaction. If every second hire leaves, clients of Company A will 

regularly meet new consultants. This could impact on the quality of the relationship 

between the client and the organisation; as they may have to explain their 

requirements or needs on a number of different occasions.

3. The high cost of employee turnover:

There is a high cost and considerable impact on an organisation’s bottom line

associate with employee turnover; costs include:

4) Direct costs which include the cost of recruitment and training

5) Indirect costs which include the impact on remaining employees’ morale and 

productivity.

6) Opportunity costs which relate to the time spent on training and developing 

an employee who leaves that could have been used in other more productive 

ways.

This high cost recorded in Company A will clearly impact on the bottom line, with an 

excess of €1.6 million lost on employee turnover in 2007. This sum could have been 

effectively invested in any number of business development opportunities.

Deloitte’s (2008) report on the importance of managing critical talent should also be 

considered against Company A ’s turnover rate of 45%. Deloitte advises employers to 

ensure that they have an effective retention strategy in place. Deloitte suggests that,
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in spite of the existing levels of unemployment, there is an acute shortage of critical 

talent.

“Critical talent is defined as the group and individuals that drive a disproportionate 

share o f  their com pany’s business performance and generate greater than average 

value o f  customers and shareholders

(Deloitte, 2008)

These employees hold highly developed skills and a deep knowledge of the company.

I would suggest that Company A reviews their retention strategy immediately. If 

Deloitte1 s predictions are correct, Company A will face a shortage of talent and as a 

consequence will find it a significant challenge to replace employees if this turnover 

rate continues.
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C h a p te r  T h ir te e n : O v e r a l l  R e s e a rc h  F in d in g s

13.1 Research Findings:

The combined qualitative and quantitative findings of this research convey the 

complexity of the concept in question; employee engagement. The research found 

that, similar to the 2003 NHS engagement survey, the drivers required to engage an 

employee in his or her role can be wide and varied. However, the essence of 

engagement at work, unveiled in this research, is conveyed to be dependent on an 

employee’s relationship with his or her manger, the extent to which their contribution 

is valued and recognised, the availability of learning and development opportunities 

and having a voice which is heard in the organisation. These findings support The 

Society of Human Resource’s (2006) statement that effective engagement is created 

by a careful mix of tangible and intangible factors.

The importance of intangible rewards to the modem workforce is evident in this 

research. During the interviews, both employees and managers highlighted praise, 

recognition and development opportunities as key ingredients of an engaging 

employment deal. Respondents to the questionnaire ranked development 

opportunities as their most important need. This agrees with the findings of Deloitte’s 

survey on Generation Y, which also ranked development as the top incentive. Salary 

was ranked in second place in my research. The importance of having a meaningful 

role was ranked in third place. These results are significant as they support the work 

of Woodruffe (2006) and Hall (2004), who propose that employees today value more 

than just financial motivators. Therefore, it could be suggested, in line with research 

by SHRM (2006) that a new or updated set of motivators exist in the modem 

workplace.

The desire for development opportunities apparent in these findings reinforces the 

concept of employability. PfefTer (1998) points to this element as been elevated to the 

top of the employment deal because of the lack of job security on offer. It is suggested 

that employees seek these development opportunities in order to up skill and make 

themselves more attractive to the next employer. These results could be further
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supported with the mobilitly statistics derived from this research. With 74% of 

questionnaire respondents expecting to work for four or more employers in their 

career, the notion of employability could naturally be seen to be a concern.

Recognition and feedback are two strong themes arising from the research findings. 

Interviewees stated that an individual needs to see and feel that their input is valued. 

Feedback and guidance were described as key if an employee is to continue to 

develop and excel to the best of their abilities. Satisfaction of these needs is believed 

to be at management discretion. Armstrong (2006) underlined this link by stating that 

it is the manager who has the power to delegate tasks, provide feedback and recognise 

contributions made by employees. The qualitative findings support this by 

highlighting the important role played by a manager. Interviewees conveyed the need 

for a supportive manager, someone who guides and coaches them, in the pursuit of an 

engaged workforce.

The research found that the extent and quality of the communication between a 

manager and his or her employee can have a significant influence on the employment 

relationship. Interviewees believed this relationship could have a pivotal impact on 

their engagement with the organisation and ultimately can affect the levels of 

employee retention. Findings derived from the questionnaire point to this element as 

an area for development. Of the respondents, 13% felt there manager should consider 

the opinion of others more before making decisions and 23% felt their manager did 

not exchange information or ideas regularly with employees.

The Gallup Q12 results found that 42% of employees to be actively engaged. A 

minimal 3% of employees surveyed were found to be actively disengaged. The largest 

proportion of those surveyed, 55%, are not engaged with the organisation. These 

results show higher engagement than those illustrated in the 2006 Chartered Institute 

of Personnel and Development (CIPD) survey. The Q12 scores highlighted a number 

of areas Company A should focus on if  the 55% are to become engaged;

• Clarification of the alignment between an employee’s role and company 

mission
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• Improvements in the manager and employee relationship

• An increase in dialogue about progress and an increase in the availability of 

development opportunities

• Improvement in communication -  ensuring that employees know that their 

opinions count.

The CIPD components of engagement when tested conveyed that Company A’s 

employees are cognitively (100%) and emotionally (94%) engaged at work. With 

only 81% of respondents portraying physical engagement, Company A needs to focus 

on harnessing their discretionary effort. This result emphasizes Meere’s (2005) 

comments that this effort is expended only at the discretion of the individual who 

owns it.

Mobility is a significant theme arising from the questionnaire findings and supported 

by the literature. As previously stated, with 74% of respondents expecting to work for 

four or more employers during their career, it can be said that mobility is an attribute 

of today’s workforce. This finding supports those of Deloitte’s 2008 survey on 

Generation Y that found 40% of respondents expecting to work for four to five 

employers. Pfeffer (1998) relates this new feature to the change in the employment 

deal, which saw an end to the job for life. As this issue is evident from the research 

findings, Company A should consider engagement as a means of reducing the 

outflow of employees. Interviewees felt that by increasing engagement levels in an 

organisation an almost tangible tie could be created, between the individual and the 

organisation, which may make it harder to leave.

The interview findings pointed to the idea that engagement is a topic in workplaces 

today, with 75% of interviewee’s being familiar with the concept prior to interview. It 

was found that engagement is not on the management agenda in Company A. 

Interviewee suggested this was because senior management neither need nor want this 

level of involvement from employees. The existing centralised decision making works 

for Company A at this moment in time. With a financial turnover of €80 million 

reported in 2007, there is no real impetus to change their style.
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A degree of conflict arose with the findings of the company data. The Gallup 

Organisation proposes that high engagement levels should result in high retention 

levels. The Q12 results of Company A are relatively high when compared to other 

engagement studies, at 42%, yet the organisation has a turnover of 45%.

To further complicate this, Company A, 2007, absenteeism rate of 5 days per person 

is below the national standard for a medium sized company of 8 days per person. 

Mowday, Porter and Steers (1982) suggest behaviours such as absenteeism and 

turnover are linked to the extent to which an employee is committed to an 

organisation. On one hand the company data could suggest then that Company A 

employees are more committed than the national average (absence rate) and on the 

other hand, it could be believed that their employees are minimally committed 

(turnover rate).

The inconsistency referred me to the organisation itself and the industry in which it 

operates. It is important to note that with no direct comparators available, the 

organisation’s standard of absence and turnover cannot be accurately assessed. 

However, it should be stated that, even without an industry benchmark, it is clear to 

see a 45% turnover is a significant problem, if  not a crisis!

Two key features of a consultant’s role in Company A have the potential to impact on 

the absence statistics. Firstly, the fact that a large percentage of their salary is 

performance dependent may impact on attendance. Secondly, the strict and tight 

controls on absence could also influence employee behaviour and thereby the overall 

result. It is possible that many consultants come to work when they are unwell to 

avoid loss of earning and disciplinary action.

The nature of the sales industry should be considered in line with the turnover rates. 

Sales can be described as a tough and pressure filled role that may be accompanied 

with a higher than average turnover of employees. It could be said that the 42% 

active engagement is due to the fact that many consultants really enjoy their fast 

paced, adrenalin filled jobs, however individuals may fall victim to ‘burnout’ and 

decide to change jobs.
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As a profitable organisation and the market leader in the industry, Company A have 

not engaged with their employees because it is not as yet a business need. However, 

with the cost of turnover in excess of €1.6 million and a predicted shortage of critical 

talent (Deloitte, 2008) employee engagement may be on the management agenda 

sooner rather than later. The findings of the cost of turnover in Company A support 

the need for retention and potential bottom line impact outline by the Harvard 

Business Essentials Guide (2002). An interviewee made reference to one of 

Harvard’s key retention reasons; the impact of customer satisfaction, by underlining 

the dissatisfaction a client may experience from Company A ’s turnover. It is possible 

that a client could have to explain his or her recruitment needs on a number of 

occasions to different consultants.

13.2 Conclusion

The concept of employee engagement was positively received by all interviewees and 

each participant agreed employee engagement could be used to impact retention in 

Company A. Both interviewees and questionnaire respondents were found to 

genuinely value the softer, intangible attributes of the employment deal, that are also 

associated with engagement; praise, learning and development, two-way relationship, 

having a voice and participating in decisions making. These results support the idea 

that the employment contract is changing and employees are seeking more 

challenging jobs with increased responsibility and autonomy (Mooney, 1999).

The profile of employee surveyed portrayed a mix of Generation X and Y. Research 

has shown these generations to have different needs and motivations (Deloitte, 2008). 

Employee engagement could be proposed as a means of meeting the needs of the 

workforce.

With a 45% employee turnover to manage, as suggested in the qualitative data, that 

increasing engagement would help build a relationship, between the employee and 

Company A, and thereby increase the pull factor in the organisation. This is in line 

with the findings of the Corporate Leadership Council research that suggests engaging 

employees could reduce probability of departure by 87%.
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13.3 P ersonal L e a rn in g  and L im ita t io n s :

I have found through my literature review and primary research that the management 

of human capital is a complex and dynamic process. Dave Ulrich (2005) defined 

human capital as the ‘soul o f the enterprise The development of a real and lasting 

source of competitive advantage is dependent on the manner in which an organisation 

manages its human capital, its human asset. (Jeffery Pfeffer ,1998).

The concept of engagement can appear as a vogue statement rather than an element of 

the strategic business plan. However, The B&Q case study, along with other cases 

reviewed highlighted to me the possible impact of employee engagement when 

incorporated as a critical business driver.

I have learnt the value of intrinsic motivators to this workforce and the importance of 

getting the right mix of intangibles and tangibles in the employment deal. It is clear 

from the literature and research that in order to do so, organisations must identify the 

needs of their employees. This highlighted to me the importance of treating each 

employee as an individual case. There is clearly no ‘one size fits all’ in employee 

engagement.

My primary research and the literature reviewed, indicate that employee engagement 

is a contributor, not a complete solution, to high retention levels.

The primary limitation I have found in my research relates to the lack of information 

on trends and standards of the sales industry, specifically the recruitment industry. 

Without a reliable and fair comparator the findings of my case study can not be 

accurately valued.

The case based nature of my research also limits the application of my findings. The 

findings of a single case study can be generalised to the theory but not generalised to 

the population.
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If more research findings on employee engagement in an Irish context were available, 

I believe my case study results would have a greater impact on Company A. With no 

other company to benchmark their results against, Company A may be slow to bring 

in the outlined changes required.

I believe the industry type selected has also effects the findings of my research as the 

majority of interviewees believed turnover to be associated with a sales job.

I am cognizant of the fact that the results of both my qualitative and quantitative 

research may have been influenced by employees’ fear of management repercussions 

in relation to their responses.

13.4 Recommendations:

In relation to the case study, I would strongly recommend Company A reviews its 

retention strategy. The company’s current turnover is unsustainable if they wish to 

remain a profitable market leader. I would suggest the organisation starts with their 

management team. The literature and my primary research conveys the critical role 

played by the manager in the development of employee engagement. My first 

proposal is to ensure that each manager is fully engaged with organisation. My 

second proposal would to make certain that each manager has the necessary skills to 

manage their team effectively, treating employees with dignity and respect.

In relation to the research findings, I would like to conduct further study. My key 

interest would be in surveying a direct competitor, such as Brightwater Recruitment, 

to assess and understand any trends or correlation between the two organisation’s 

results. I believe this additional research would give me a broader view of the real life 

application of the concept and help me further explore engagement in the context of 

the sales industry.

107



B ib lio g ra p h y :

Armstrong, M. (2006), 'A Handbook oj Human Resource Management Practice , 
tenth Edition, Kogan Page Limited, London.

tseardweli, J. & Claydon, 1. (2UU/) , 'Human Resource Management, A Contemporary 
Approach 5th Edition, Prentice Hall, England.

Becker, B.E, Huselid, M.A, and Uinch, D. (2UU1), 'The HR Scorecard, Linking 
People, Strategy and Performance ’, Harvard Business School Press, Boston 
Massachusetts, USA

Bonfield, E. (2007), ‘A ward Winning Employee Engagement at B&Q  ’, an interview 
with the employee engagement advisor, B&Q, 11th October. Available from: 
<goodpractice.net> [Accessed 26 January, 2008]

Boston Consulting Ciroup and European Association tor Personnel Management, 
(2007), ‘‘The Future o f  HR in Europe; K ey Challenges through 2015', Boston 
Massachusetts, USA

Bowditch, J.L. and Buono, A.F, (2005), "A Primer on Organisational Behaviour ’, 
Sixth Edition, John Wiley & Sons Inc, Massachusetts, USA

Branmck, 1 & Rocke, W.K. (1997), ‘Business Research Techniques; Strategies, 
Techniques and Sources', Irish Studies in Management, Oak Tree Press, Ireland

Brockbank, W. and Ulrich, D, (2005), ‘‘The HR Value Proposition', Harvard Business 
Press, Boston Massachusetts, USA

Buchanan, D. & Huczynski, A. (2004), ‘Organisational Behaviour; An Introductory 
Text', 5th Edition, Prentice Hall, England.

Byrman, A., & Bell, E. (2007), ‘Business Research Methods', 2nd Edition, Oxford 
University Press, England

Chiumento, Definition o f  Employee Engagement [Internet]. Available from 
www.chiiimento.co.uk/r>aue.r>hp?cid=l43 [Accessed 28 May, 2008]

Corporate Executive Board, April 2007, ‘Increasing employee level of engagement 
can reduce turnover by 8 7 percent'. Available from
hllp://cio.tckrati.com/research/news.aspl.;>id=8645 [Accessed May 21, 2008]

Deacon, D., Byrman, A., and Fenton, N. 1998, ‘Collision or CollusionsY A discussion 
o f  the Unplanned Triangulation or Quantitative and Qualitative Research Methods', 
International Journal of Social Research Methodology, 1:47-63.

108

http://www.chiiimento.co.uk/r%3eaue.r%3ehp?cid=l43


Deloitte Research, (2007a), ‘Generation Y, M oving with the Times’ [Internet]. 
Available from < www.deloitte.ie> [Accessed 29 January, 2008]

Deloitte Research, (2007b), ‘Managing the Talent Crisis in Global Manufacturing’ 
[Internet]. Available from <www.deloitte.ie> [Accessed 29 January, 2008]

Dorgan, S. (2007) ‘Power o f  Investing in People ’, [Internet] Irish Independent, 
October 23, 2007, National Centre For Partnership and Performance. Available from; 
<www.workplacestrategv.ie> [Accessed May 27, 2008]

Dreher, G.F. and Dougherty, T.W, (2001), ‘Human Resource Strategy; A Behavioural 
Perspective fo r  the General M anager’, McGraw-Hill International Edition, USA.

Dychtwald, K., Erickson, T.J., Morison, R. (2006), ‘Workforce Crisis', Harvard 
Business School Press, Boston Massachusetts, USA

EIQA, ‘Employment Engagement Survey’ [Internet]. Available from 
<www.cina.com/inde.\.php?pane^employee-enuauement> [Accessed 1 September,
2007]

European Motivation Index, definition of employee engagement, [Internet]. Available 
from: <www.motivation-index.com/hr-variables/emplovee-entumemenl/> [Accessed 
1 September, 2007]

Evans, N. (1995), ‘ Using Questionnaires and Surveys to Boost Your Business',
Pitman Publishing, London.

Fisher, C. (2007), ‘Researching and Writing a Dissertation; A Guidebook fo r  
Business Students', 2nd Edition, Pearson Education Ltd, England.

Gallo, Carmine, 2008, ‘Bringing Passion to Starbucks, Travelocity', Business Weekly 
Online, 10th January, pp. 14. Available from: Business Premier Database. [Accessed 
18 February, 2008]

Gallup Management Journal, May 2008, ‘Turning Around Employee Turnover ’ 
[Internet]. Available from: <http://mni.gallup.com/content/106912/Turninu-Around- 
Your-Turnover-Problem.aspx> [Accessed 21 May, 2008]

Gallup Management Journal, November 2007, exert from: ‘Human Sigma: Managing 
the Employee-Customer Encounter' [Internet]. Available from:
< httn://mni.aallup.com/cm.s.aspx?ci 1020372title~l 1S> [Accessed 14 March, 2008]

Gallup Management Journal, May 2003, ‘B&Q B oost Employee Engagement -  and 
Profits’ [Internet]. Available from: http://gmi.aallup.com/content/1036/BQ-Boosts- 
Emplovee-Engagement-and-Profits 
[Accessed 25 May, 2008]

109

http://www.deloitte.ie
http://www.deloitte.ie
http://www.workplacestrategv.ie
http://www.cina.com/inde./.php?pane%5eemployee-enuauement
http://www.motivation-index.com/hr-variables/emplovee-entumemenl/
http://mni.gallup.com/content/106912/Turninu-Around-%e2%80%a8Your-Turnover-Problem.aspx
http://mni.gallup.com/content/106912/Turninu-Around-%e2%80%a8Your-Turnover-Problem.aspx
http://gmi.aallup.com/content/1036/BQ-Boosts-


Gallup management Journal, 2003, '‘Building a Highly Engaged Workforce; Q&A 
with Curt Hoffman’ [Internet]. Available from;
<www.t>ovleader.s.oruAiallup article.htm> [Accessed 6 April, 2008]

Guest, D.E, Conway, N, Briner, R. and Dickman, M. (1996), ‘The state o f  the 
psychological contract in employment: issues in people management', Chartered 
Institute of Personnel and Development, lecture notes distributed in the topic of 
Employee Relations [MAHR] at National College of Ireland on January 25, 2007.

Gunnigle, P, Heraty, N. and Morley, M.J. (2006), ''Human Resource Management in 
Ireland’, Third Edition, Gill & MacMillan, Dublin

Hall, B.J. (2004), ‘‘Incentives within Organisations', Harvard Business School Press, 
January, 9, 9-904-043, lecture notes distributed in the topic of Performance 
Management [MAHR] at National College of Ireland on April, 2008.

Hall, D. (1976), ‘Careers in Organisations', Goodyear, Santa Monica.

Irish Business and Employers Confederation; Employee Turnover Report 2007, IBEC 
Research Unit. Confidential report provided to members of IBEC. [Accessed 10 
February, 2008]

Johnson, M. (2004), ‘‘The New Rules o f  Engagement, life-work balance and employee 
commitment', CIPD, Cromwell Press, England.

Kane, E. & O’Reilly-De Bran, M. (2001), ‘Doing Your Own Research', Marion 
Boyars Publishers, London, England.

Katz, D. & Kahn, R. L. (1966), ‘The Social Psychology o f  Organisations', John Wiley 
& Sons, Inc. New York, USA.

Kotter, J. (1982), ‘The General M anagers', Free Press, New York, USA.

Kotter, J. (1995), ‘‘The New Rules', Free Press, New York, USA.

Lockwood, N.R. (2006), ‘Talent Management; D river fo r  Organisational Success ' , 
SHRM Research Quarterly, Issue 2, Published by Society for Human Resource 
Management, lecture notes distributed in the topic of Performance Management 
[MAHR] at National College of Ireland on March, 2008.

McKinsey, January (2008), ‘Making Talent a Strategic P riority’ [Internet].
Available from: <www.mckinseyquarterlv.com/article-page.aspx> [Accessed 13 
February, 2008]

Martel, L. (2002), ‘High Performers, How the best performers fin d  and keep them', 
Jossey-Bass, A Wiley Company, San Francisco.

May, D.R, Gilson, R.L, Harter, L.M. (2004), “The psychological conditions o f  
meaningfulness, safety and availability and the engagement o f  the human spirit at

110

http://www.t
http://www.mckinseyquarterlv.com/article-page.aspx


worK', Journal of Occupational & Organisational Psychology, Vol. 77 pp. 11-37. 
Available from Emerald Database. [Accessed 20 October, 2007]

Meere Michael, (2005), ‘The High Cost o f  D isengaged Employees ' [Internet], 
Employee Engagement Industry Briefing, Swinburne University of Technology, 
Australia, Available from:
<www.swinburne.edu.au/.../ee/reports/emr)lovee%20eimauement%20industrv%20bri 
efing%20%20Dec%202005%20.ndf> [Accessed 7 April, 2008]

Melchar, D.E, Bosco, S.M, Cantrell, C. (2008), ‘Leadership fo r  the Next Generation 
Proceedings for the Northeast Region Decision Sciences Institute, March 28-30, 
pp 498-503. Available from: Business Source Complete Database. [Accessed 3 June,
2008]

Miles, M.B. (1979), ‘ Qualitative D ata as an Attractive Nuisance', Administrative 
Science Quarterly, 24: 590-601

Minton-Eversole, T. (2007), “Less Engagement, Less Profit, Research Finds", HR 
Magazine, SHRM Online, Available from: Business Premier Database. [Accessed 18 
February, 2008]

Mobley, H. W. (1982), ‘Employee Turnover: Causes, Consequences, and Control', 
Addison -  Wesley Publishing Company.

Mooney, P. (1999), ‘K eepingyour best s ta f f , Oak Tree Press, Dublin.

Mowday, R.T, Porter, L.W, & Steers, R.M. (1982), ‘Employee-Organisation 
Linkages; the Psychology o f  Commitment, Absenteeism and Turnover’, Academic 
Press, INC, New York, USA.

National Strategy for Workplace Innovation, [Internet], March (2005), National 
Centre for Partnership and Performance. Available from 
<workplacestrategy.ie> [Accessed 27 May, 2008]

Pfeffer, J. (1998), ‘The Human Equation; Building Profits by Putting People First', 
Harvard Business School Press, Boston Massachusetts, USA.

Robinson, D, Perryman, S and Hayday, S. (2004), ‘The drivers o f  employee 
engagment' [Internet]. Institute for Employment Studies Report 408, Brighton. 
Available from: <www.employment-studies.co.uk> [Accessed 1 September, 2007]

Rucci, A.J, Kim, S.P, and Quinn, R.T. (1997), ‘The employee-customer-profit chain 
at Sears Harvard Business Review, January -  February, pp 83-89, lecture notes 
distributed in the topic of Strategic HRM [MAHR] at National College of Ireland on 
October, 2007.

Saks M. A., (2006), ‘Antecedents and consequences o f  employee engagement', 
Journal of Managariel Psychology, Vol 21, No. 7. Available from: Emerald 
Database. [Accessed 20 October, 2007]

111

http://www.swinburne.edu.au/.../ee/reports/emr)lovee%20eimauement%20industrv%20bri%e2%80%a8efing%20%20Dec%202005%20.ndf
http://www.swinburne.edu.au/.../ee/reports/emr)lovee%20eimauement%20industrv%20bri%e2%80%a8efing%20%20Dec%202005%20.ndf
http://www.employment-studies.co.uk


Small Firms Association; Worker Mobility Survey 2007, [Internet]. Available from: 
<www.sfa.ie> [Accessed 21 January, 2008]

Small Firms Association; Absenteeism Report 2007, [Internet]. Available from: 
<www.sfa.ie> [Accessed 10 May, 2008]

Small Firms Association; Absenteeism Report 2006, [Internet]. Available from: 
<www.sfa.ie> [Accessed 10 May, 2008]

Small Firms Association; Worker Mobility Survey 2005, [Internet]. Available from: 
<www.sfa.ie> [Accessed 21 January, 2008]

Small Firms Association; Worker Mobility Survey 2004, [Internet]. Available from: 
<www.sfa.ie> [Accessed 21 January, 2008]

Stake, R.E. (1995), ‘The A rt o f  Case Study Research’, Thousand Oaks, California, 
USA.

Supply Management July (2007) ‘Corporations Should Know T  [Internet]. Available 
from: <www.ism.ws> [Accessed 13 February, 2008]

Thackray, J. 2001, ‘Feedbackfor real', [Internet]. Available from 
<www.ualliip.com/content/nrint/Feedback-for-ieal.aspx> [Accessed 1 September, 
2007]

Thomson, May 2007, ‘Employee Engagement, Human Capital Measurement’, IDS 
HR Studies Update, Study 846, pp. 17-33.

Thomson, IDS HR Studies (2007) ‘The RBS Group links employee engagement to 
improved business performance’, Update 846, May, pp. 17 - 22

Towers Perrin, (2003), ‘ Working Today; Understanding What Drives Employee 
Engagement'.[Internet]. Available from: <www.towersperrin.com>
[Accessed 9 May, 2008]

Towers Perrin, (2007), ‘EngagedEmployee; Drive the Bottom Line ’, [Internet]. 
Available from: <www.irsinsiuht.com/solutions/enuauement u.aspx> [Accessed 18 
September, 2007]

Tritch, T. (2003), ‘B&Q boosts employee engagement’, The Gallup Organisation, 
Gallup Management journal May, 8. Retreived October 23, 2007, from Lexis-Nexis 
Database

Truss, C, Soane, E. and Edward, C. (2006), ‘ Working Life: Employee Attitudes and  
Engagement 2006’, Chartered Institute of Personnel and Development, England.

Welboume, T.M. (2007), ‘Employee Engagement: Beyond the Fad and into the 
Executive Suite’, Leader to Leader, Spring, Vol 2007, Issue 44, pp 45-51.
Retrieved June, 3, 2008, Business Source Complete Database

112

http://www.sfa.ie
http://www.sfa.ie
http://www.sfa.ie
http://www.sfa.ie
http://www.sfa.ie
http://www.ism.ws
http://www.ualliip.com/content/nrint/Feedback-for-ieal.aspx
http://www.towersperrin.com
http://www.irsinsiuht.com/solutions/enuauement%20u.aspx


Welch, J. & Welsh, S. (2006), ‘‘Ideas the Welch Way: How healthy is your companyV  
Business Week 126, May 8.

Wikipedia, ‘Generations and demographics’. [Internet]. Available from: 
<http://en.wikipedia.org/wiki/generation> [Accessed 21 May, 2008]

W oodruffe, C (2006), ‘The crucial importance o f  employee engagem ent, HRM 
International D igest Vol. 14, No. I, pp.3-5. Retrieved October 23 ,2007, from 
Em erald Database.

Vance, R. J. (2006), \SIIRM Employee engagement and commitment\  SHRM 
Foundation 2006. Retrieved October 20, 2007, from Emerald Database.

113

http://en.wikipedia.org/wiki/generation


Appendix

1. Interview Question Analysis

2. Questionnaire Analysis

3. Sample Interview Schedule

4. Sample Questionnaire

5. IBEC Employee Turnover Report

6. SFA Worker Mobility Report- 2007, 2005, 2004

7. SFA Absence Report -  2007,2006

8. Deloitte Generation Y  Survey



A p p e n d ix  O ne: In te rv ie w  questions A n a lys is :

Question One:

When asked if an issue of employee retention exists in Company A, 75% of 

interviewees agreed. Three managers and three employees, said yes.

Is there an issue of retention in Premier?
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Question Two:

Pressure was cited as the primary reason for turnover; with 80% of the employees 

interviewed stating it. The employees are under pressure to meet individual and team 

targets and cross their financial thresholds to guarantee their salary. A lack of 

management support and communication were also highlighted by the employees 

interviewed as causes of low retention.

The managers interviewed gave a variety of reasons for the low retention levels in 

Company A. In line with employees, managers interviewed linked pressure for targets 

leading to burnout as a reason for turnover. The managers also suggested that a lack 

of recognition for input as a contributory factor for low retention. One manager



pointed to the fact that some new starts underestimate the skill required in a sales role 

and enter the job with false expectations. Insufficient support from managers was 

also cited to have an influence on turnover.

Question Three & Four:

All the interviewees agreed that turnover has an impact on Company A; specifically 

on morale and team performance. Employees referred to the additional work and 

pressure placed upon remaining team members to make up the target of the leaver. 

Two interviewees stated that the negative attitude of a leaver can filter down onto 

their colleagues and raise concerns about why they are leaving. This negative attitude 

has the potential to affect the morale of the team, by decreasing consultants’ 

confidence in their future with the company. Each interviewee felt that high turnover 

would have a negative impact on the image of Company A as an employer. Three 

interviewees stated it would suggest to potential employees there was some 

underlying reason or issue within the company.

Question Five:

When asked how Company A could increase their retention levels two out of four 

employees cited recognition as a key influence. Three out of four employees would 

advise Company A to improve their communication networks and provide employees 

with a voice. Constructing a clear path of communication and ensuring upwards 

feedback is in place and valued by senior management. One employee suggested 

establishing an employee forum where ideas, suggestions and problems could be 

discussed with management. Two employees suggested introducing flexibility; giving 

back to employees by rewarding overtime.

When questioned, one manager suggested that Company A addresses their structure, 

citing the ‘fake lean structure; as a problem or blockage for communication with 

management. Fifty percent of the mangers interviewed advised Company A to reduce 

their micro management of employees and to give them more autonomy in their work. 

Three out of four managers suggested an improvement in employee recognition 

schemes.



Question Six:

When asked whether they were aware of the concept of engagement, 75% percent of 

interviews said ‘Yes’. All the managers interviewed were familiar with the concept 

while only two out of four employees were aware of the concept.

Question Seven:

When asked what engagement meant in their role, the employees gave similar 

answers to each other; citing a selection of key variables;

1. Being motivated in their role

2. Seeing their contribution valued by the organisation

3. Having a close relationship with their manager, know their manager cares 

about them as individuals

4. Communication, open dialogue and having a voice in the organisation.

When asked what engagement meant in their role, the managers stated a similar set of 

attributes to the employees;

1. Feeling valued

2. Communication and having a voice

3. Seeing their contribution and being recognised for work done

4. Being involved and understanding their role

5. Having a good and supportive relationship with their manager

6. Having an interest in the company

Being engaged in a role meant different things to each interviewee. The above list 

conveys the variety of features suggested and highlights that being engaged means 

different things to different people. However some key commonalities did exist in the 

answers as recognition, communication and a relationship with the manager were 

strong response themes.



Question Eight:

Interviewees were asked what they believed the key ingredients for an engaged 

workforce were. The employees interviewed gave a list of ingredients they found 

essential:

1. Job security

2. Development opportunities

3. Recognition for their contribution

4. Communication -  a manager who listens

5. Relationship with their manager

Managers also gave a similar list of ingredients:

1. Support from management

2. Recognition for work done

3. Two way communication and having a voice in the organisation

4. Development opportunities

When comparing this compilation of ingredients, it is interesting to note that only 

employees mentioned job security. This attribute was not highlighted by any of 

managers interviewed.

Question Nine:

When asked if  engagement was on the management agenda in Company A six out of 

eight interviews said ‘No’. Employees supported this answer by stating that in theory 

the senior management like the idea but it doesn’t work in practice. A reason given 

for this was that ultimately the targets reached are what count and the regional 

directors alone decide and control ‘the board’ (a target and result display). They do 

not want a democracy when it comes to setting targets. One employee stated that she 

felt management did not want that level of involvement from their employees.



Is Engagem ent on the Management Agenda in 
Premier?
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Question Ten: (in reference to the definition of an engaged employee)

When asked if  the performance and attitude of an engaged employee differs from that 

of a disengaged employee seven out of eight interviewees said ‘Yes’. They provided a 

number of reasons why the performance differs:

> The engaged employee has bought into the Company A way

>  They are more focused and dedicated to their role

>  They want to do better for the company

>  Their heart and mind is in the job

>  They support their team members

>  They can show increased attention to detail, better attempts problem solving

>  They make additional effort to help the organisation.

These reasons are varied however a common thread can be identified; ‘buying into 

‘the Company A Way’. Both managers and employee interviewed see an engaged 

employee buying into the organisation and seeking to do their very best to ensure it



excels. Such an individual is described as being focused on the task and supportive of 

his or her team.

Question Eleven:

When asked if  an investment in employee engagement would impact retention levels 

all interviewees said ‘Yes’. This answer was supported by a range of comments:

‘its harder to leave something you love’

‘when your involved with your colleagues and the organisation, you have more of a 

tangible relationship’

‘engagement would help you build relationships and increase the pull factor into the 

business’.



A p p e n d ix  T w o : Q u a n t i ta t iv e  Q u e s tio n n a ire

Topic: Employee engagement and retention

Time to complete : 10-14 minutes

Number of questionnaire distributed: 60

Number of completed questionnaires returned: 31

Sample type: Probability Sampling (to ensure fair representation)

Completion percentage: 52%

Distribution date: 19th May

Collection date: 6th June

Question Analysis:

Section One: Gallup Q12 (Likert Scale)

Question One: I know what is expected of me at work.

Each respondent answered this question positively.

No negative answers were given. Sixteen employees (51 %) strongly agreed with this 

statement and fifteen respondents agreed.



Q1: 1 know what is expected of me at work

■ Strongly Disagree
■ Disagree
□ Agree
□ Strongly Agree

Question Two: I have the right materials and equipment to do my work right.

Ten percent of (3) respondents disagreed with this statement. Sixty one percent (19) 

of the survey strongly agreed that they had the right materials and equipment, with 

twenty nine percent (9) agreeing with the statement.



Eight four percent (26) of respondents positively agreed with this statement; 13 

respondents strongly agreeing and 13 respondents agreeing. Four employees (13 %) 

disagreed with this statement.

Question Three: A t work, I  have the opportunity to do what I  do best every day.

Q:3 At work, 1 have the opportunity to do what 1 do best every
day.

Strongly Disagree
0%

Disagree

IK"Strongly Agree / ■ Strongly Disagree
43% / r  \ ■ Disagree

I  / ) □ Agree

v /Agree □ Strongly Agree
—  44%

Question Four: In the last seven days, I have received recognition or praise for doing 

good work.

Forty eight percent (15) agreed with this statement. Twenty nine percent (9) 

employees strongly agreed.

One respondent strongly disagreed and six respondents (19%) disagreed with the 

statement.



Q:4 In the last seven days, 1 have received recognition for doing
good work

Strongly Disagree 
3%

Strongly Agree
29% X "

y
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Question Five: My supervisor, or someone at work, seems to care about me as a 

person.

A hundred percent of respondents answered this statement positively; thirty nine 

percent (12) of employees agreed with this statement and sixty one percent (19) 

strongly agreed.

Q:5 My supervisor,or someone at work, seems to care about
me as a person

Strongly Disagree 
0%

Disagree
l o %

Agree
\  39%r ■ Strongly Disagree

f ■ Disagree

Strongly AgreeV
61% \ v

□ Agree
□ Strongly Agree



Eight four percent (26) o f employees positively agreed with this statement; 13 

respondents strongly agreeing and 13 respondents agreeing. Sixteen percent (5)

Question Six: There is someone at work who encourages my development.

employees disagreed.

Q:6 There is someone at work who encourages my
development.

Strongly Disagree 
0%

Disagree

> rStrongly Agree / a  Strongly Disagree
42% /

j Agree
42%

□ Disagree 
D Agree
□ Strongly Agree

Question Seven: At work my opinions seem to count.

Sixty two percent (19) agreed with this statement and 26% (8) strongly agreed that 

their opinions seem to count at work. Two respondents strongly disagreed and two 

respondents disagreed with this statement



Question Eight: The mission of the company makes me feel my job is important.

Sixty eight percent (21) respondents agreed and 10% (3) strongly agreed with this 

statement. Five respondents (16%) disagreed and 2 respondents (6%) strongly 

disagreed.

Q:8 The mission of the company makes me feel my job is
important

Strongly Agree 
10%

/ - " I

Strongly Disagree
6%

Disagree 
/  \  16%

5e
■ Strongly Disagree
■ Disagree
□ Agree
□ Strongly Agree

\ —  
Agree 
68%

___^



Question Nine: M y colleagues are commitment to doing quality work.

A hundred percent of respondents answered positively with 65% (20) strongly 

agreeing with this statement. Thirty five percent (11) employees agreed with this 

statement.

Q:9 My colleagues are committed to doing quality work
Strongly Disagree

■ Strongly Disagree
■ Disagree
□ Agree
□ Strongly Agree

Question Ten: I have a close friend at work.

Thirty two percent (10) disagreed with this statement. Thirty six percent (11) strongly 

agreed and thirty two percent (10) agreed with this statement.



Strongly Disagree 
0%

Q: 10 I have a close friend at work

■ Strongly Disagree
■ Disagree
□ Agree
□ Strongly Agree

Agree
32%

Question Eleven: In the last six months, someone at work has talked to me about my 

progress

Fifty two percent (16) agreed with this statement and forty two (13) strongly agreed. 

Six percent (2) disagreed.

Q:11 In the last six months, someone at work has talked to me
about my progress.

Strongly Disagree 
0%

Disagree

■ Strongly Disagree
■ Disagree
□ Agree
□ Strongly Agree



Question Twelve: In the last year, I have had opportunities to learn and grow.

Thirty three percent (10) agreed with this statement and forty two percent (13) 

strongly agreed. Twenty three (7) employees disagreed with this statement.

Section two: CIPD Components of Engagement 

Cognitive Statement: Time passes quickly when I perform my job.

A hundred percent o f respondents answered ‘Yes’ to this statement.

Q: 13 Time passes quickly when I perform my job

35 /  /
30 * s \/  I
2b f  X
20

/  s15 s
10 /  s 'S  J/  Ajjmb
0

I Total Respondents

YES NO



Emotional Statement: My own feelings are affected by how well I perform my job.

Ninety four percent (29) respondents answered ‘Yes’ and six percent (2) answered

‘No’.

□ Total Respondents

Q:14 My own feelings are affected by how well I perform my job

Physical Statement: I stay until the job is done.

Eighty one percent (25) answered ‘No’ and nineteen percent (6) of respondents said



Section Three: (Part 1) Ranking Extrinsic and Intrinsic Rewards

1. Opportunities for career development:

Opportunities for career development was ranked number one in the overall survey 

results. This option was ranked number one by twenty nine percent (9) of people. 

Sixty five percent of employees ranked this option in one of their top three choices. 

One (3%) respondent ranked it number eight.

2. Salary:

Salary was ranked second in the overall survey results. Twenty six (8) respondents 

ranked in number one position. Fifty five percent of respondents ranked this option in 

one of their top three important options. No employees ranked this option number 

eight.

3. A flexible working environment:

This ranking of this option fluctuated, with ten percent (3) ranking it first and twenty 

three percent (7) ranking it number eight on their list. Sixteen percent (5) of 

employees place it second on their list of choices.



4. Responsibility:

No employees ranked this option as number one. Nineteen percent (6) ranked it 

number five and number seven on their list.

5. Bonus scheme:

No employees ranked a bonus scheme as number one. Forty five percent (14) ranked 

it number eight. Twenty three percent (7) ranked it number six.

6. Praise and recognition:

Three percent (1) employee ranked this as number one. Thirteen percent (4) of 

employees ranked it number two. Twenty nine percent (9) ranked it as number seven 

on the list of importance.

7. Trust

Thirty two percent of employees ranked Trust as one of their top three choices. No 

respondent ranked it number eight. Twenty three percent (7) employees ranked it in 

fourth and fifth place.

8. A meaningful role:

Twenty six percent (8) of employees ranked a meaningful role in first place. Fifty five 

percent (17) ranked it in their top three choices.

Top Three Choices:

1. Opportunity for career development

2. Salary

3. A meaningful role



Top three options
Percentage of 
respondents ranking 
First:

Percentage of 
respondents 
ranking 
Second:

Percentage of 
respondents 
ranking 
Third:

Opportunity for career 
development

29% 16% 19%

Salary 26% 19% 13%
Meaningful role 26% 6% 23%

Section Three: (Part 2)

Question seventeen: How many employers do you expect to work for over your 

career?

Fifty eight percent (18) of respondents believed they will work for five or more 

employers over the duration of their career.

Number of Employers Number of Respondents Percentage of Respondents
1-3 employers 8 26%
4-5 employers 5 16%
5 + employers 18 58%

H o w  m any em p loye rs  do  yo u  ex p ect to w o rk  fo r?

1 - 3  4-5 5+



Section Four: Manager and employee relationship (Likert Scale)

Question eighteen: my manager considers the opinion of others before making 

important decisions.

Fifty eight percent (18) of respondents agreed with this statement and twenty nine 

percent (9) strongly agreed. Thirteen percent (4) disagreed with the statement.

My manager considers the opinion of others before making 
important decisions

Strongly Agree

Agree

Disagree

Strongly Disagree

0 5 10 15 20

o>

18

4

0

■ Series 1



Question nineteen: Employees and management regularly exchange information and

ideas.

Forty five percent (14) agreed and twenty nine percent (9) strongly agreed with this 

statement. Three percent (1) strongly disagreed and twenty three percent (7) 

disagreed.

Employees and management regularly exchange information
and ideas

Disagree Agree

■ Total Respondents

Question twenty: I receive the support I need to perform my job to the best of my 

ability.

Forty two percent (13) strongly agreed and forty five percent (14) agreed with this 

statement. Ten percent (3) disagreed, while three percent (1) strongly disagreed.



Question twenty one: A ‘two-way’ relationship exists between my manager and me.

Sixty one percent (19) o f respondent agreed and thirty two percent (10) strongly 

agreed with the statement. Six percent (2) disagreed.

A  'two-way' relationship exists between my manager and me

Strongly Agree

Strongly Disagree

□ Total Respondents

10 1 5 20



Question twenty two: I receive useful and constructive feedback from my manager. 

Forty eight percent (15) of employees agreed and forty two percent (13) strongly 

agreed with the statement. Ten percent (3) disagreed with the statement.

Section Five: Respondent Profile

Gender Number of Respondents Percentage of Respondents
Male 4 13%
Female 27 87%

In Company A, the organisation’s gender profile is 85% female to 15% male. The 

sample of respondents is a close representation of this profile.



G e n d e r  P r o f i le  o f  R e s p o n d e n t s

13%

■ Male

■ Female

87%

Age Number of Respondents Percentage of Respondents
18-24 years 11 35%
25-34 years 14 45%
35-44 years 6 19%
45-54 years 0 0
55 + years 0 0



Semi-Structured Interview Schedule

Division:
Location:
Length of service:

Gender:

1. Do you feel there is an issue of retention in Premier/sales industry?

2. What is your opinion on the causes of low retention in Premier/sales industry?

3. In your opinion what is the cost and effect of employee turnover to Premier/a company?

4. Do you believe low levels of retention impact on:
>  The team performance
>  The team morale
>  The organisation’s image as an employer

5. What would you advise Premier to do to increase retention levels?

6. What are your aware of the concept of engagement in the workplace?

7. What does engagement mean to you in your role?

8. What do you believe are key ingredients for an engaged workforce?



9. Is the engagement on the management agenda in Premier?

10. How do you think an engaged employee’s attitude and performance differs from a 
disengaged employee’s attitude and performance?

11. Do you believe that retention levels would be improved with an investment in employee 
engagement?

Definitions from Wikipedia

Retention: Opposite side of the coin to recruitment. A retention strategy focuses on keeping the best 
people and reducing turnover,
Employee engagement is a concept that is generally viewed as managing discretionary effort, that is, 
when employees have choices, they will act in a way that furthers their organization's interests. An 
engaged employee is a person who is fully involved in, and enthusiastic about, his or her work.



Section One:
PLEASE READ THE FOLLOWING STATEMENTS AND DECIDE WHETHER YOU STRONGLY DISAGREE, DISAGREE, AGREE 
OR STRONGLY AGREE, CIRCLE THE NUMBER BELOW YOUR CHOICE:
(Scale included as researcher is seeking more detail than yes/no)

Strongly
Disagree Disagree Agree

Strongly
Agree

1. I  know what is expected of me at work. 1 2 3 4

2. I  have the right materials and equipment to do my work right. 1 2 3 4

3. At work, I have the opportunity to do what I do best every day. 1 2 3 4

4. In the last seven days, I  have received recognition or praise for doing good work. 1 2 3 4

5. My supervisor, or someone at work, seems to care about me as a person. 1 2 3 4

6. There is someone at work who encourages my development. 1 2 3 4

7. At work, my opinions seem to count. 1 2 3 4

8. The mission of the company makes me feel my job is important. 1 2 3 4

9. My colleagues’ are committed to doing quality work. 1 2 3 4

10.1 have a close friend at work? 1 2 3 4



Strongly Strongly
Disagree D isagree A gree Agree

11. In the last six months, someone at work has talked to me about my progress. 1 2  3

12. In the last year, I have had opportunities to learn and grow. 1 2  3 4

Section Two:
PLEASE READ THE FOLLOWING STATEMENTS AND ANSWER YES O R  NO:

13.Time passes quickly when I perform my job YES NO

14.My own feelings are affected by how well I  perform my job YES NO

15.1 stay until the job is done YES NO



S ec tio n  th re e :

16.PLEASE READ THE FOLLOWING OPTIONS AND RANK THEM IN ORDER OF IMPORTANCE 1-8, WHERE 1 IS THE 
MOST IMPORTANT:

Opportunity for career development

Salary

A flexible working environment: flexibility in working hours and location of work 
(can include home)

Responsibility
Bonus Scheme: reward for performance, pay in addition to salary

Praise and recognition

Trust: creates a relationship of reliance with employer, employee feels confident that the 
employer will fulfill any promises made in the employment deal.

A meaningful role: activity is valued by employee; role provides a sense of purpose

17. How many employers do you expect to work for over your career? 1 -3 4-5 5+
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IB E C  E M P L O Y E E  T U R N O V E R  R E P O R T  2007 T U R N O V E R

Table 1: Employee Turnover- by sector, main activity and size
n

Employee Turnover Number of 
cases

Average Median Lower
Quartile

Upper
Quartile

Percentage
1. Employee turnover by sector

Manufacturing (170) 10.68 6.61 2.17 15.38

Distribution (53) 11.48 9.09 3.45 17.86

Services (156) 19.21 15.00 4.35 28.78

Retail (29) 20.92 . 16.00 10.91 26.93....
2. Employee turnover by industry

Food/drink/tobacco (20) 16.57 8.63 5.54 19.76

Healthcare/Medical Devices (20) 14.00 9.59 1.83 21.83

Paper/printing/publishing (10) 10.25 4.60 1.78 7.69

Chemical/pharmaceutical (33) 9.39 8.57 2.82 15.60

Rubber/plastics (9) 4.44 4.55 0.00 4.88

Metals/engineering (40) 8.35 4.08 0.00 12.63

Electronics (15) 10.24 8.54 0.00 15.38

Non-metallic mineral products/wood 
products

(8) 8.60 7.84 6.07 12.14

Other manufacturing (15) 13.03 9.09 5.00 23.81

Wholesale distribution (53) 11.48 9.09 3.45 17.86

Finance (35) 21.28 19.26 9.60 30.77

Contact centres (9) 41.37 40.68 28.78 53.35

Retail (29) 20.92 16.00 10.91 26.93

Software development (39) 15.34 11.01 7.41 18.35

Other services (73) 17.48 11.11 0.00 25.00

3. Employee turnover by company size

Less than 50 employees (212) 13.87 9.09 0.00 20.00

50 - 99 employees (61) 14.05 10.71 5.00 18.35

100 - 249 employees (62) 15.79 10.83 4.20 (  19.51 ^

250 - 499 employees (39) 17.23 9.39 2.78 26.71

Greater than 500 employees (34) 16.62 11.27 5.44 23.36

TOTAL RESPO NSE (408) 14.74 10.00 2.86 20.00

IBEC Research unit
November 2007
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IB E C  E M P L O Y E E  T U R N O V E R  R E P O R T  2007 T U R N O V E R

Table 1 (cont’d)
Employee Turnover Number of 

cases
Average Median Lower

Quartile
Upper

Quartile

Percentage
4. Employee turnover by region

Dublin (186) 16.97 12.33 4.71 25.00

Cork (33) 12.07 7.14 2.17 15.22

West (34) 13.56 9.67 5.56 16.67

Mid-west (46) 9.46 6.61 0.00 14.44

South-east (34) 16.38 14.39 1.82 23.81

North-west (13) 12.52 11.70 0.00 19.12

North-east (19) 17.28 16.48 1.79 28.78

Wicklow (11) 11.42 6.85 4.65 16.67

Kildare (10) 7.85 3.42 0.00 11.54

Midlands (22) 14.40 7.42 0.00 20.00

TOTAL RESPONSE (408) 14.74 10.00 2.86 20.00

IBEC Research unit
November 2007

3
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340.000 Irish workers moved jobs in 2007, SFA exit poll shows.

icreasing wages simply to keep staff is like the arms race - expensive to play and impossible to win. Companies must 
ways pay the market rate but other factors are more important in attracting and retaining people in the modern 
orkplace.

102.000 were unhappy with people.
85.000 felt contribution was not recognised.
68.000 because of lack of advancement.
47,600 because of salary.
17.000 were bored with their job.
20,400 for other reasons.
ie Small Firms Association has today released details of the findings of a major worker mobility report, which it carried 
jt throughout 2007. The Report shows that mobility rates among Irish workers was strong in 2007, as the labour market 
¡mained tight, despite a move to more moderate economic growth rates. 2007 saw an average Voluntary Turnover rate* 
17% apply, which means that some 340,000 people moved jobs. The SFA have also released the findings of 1,000 exit 

terviews carried out during the year on the reason why people are leaving their jobs. The results show that over 292,000 
sople left jobs last year for reasons other than money.

ccording to SFA Director, Patricia Callan, "these survey findings show that in many instances people leave people, not 
ibs. The role of management is now far more complex, with managers required to do far more than simply give 
structlons. Managers need to provide training, coaching, support and managers themselves need to be reviewed on a 
50-degree basis. Over 290,000 people voted with their feet last year, because of a failure to get on with fellow employees 
id the style of management."

ie survey also shows that the Irish workplace culture suffers badly from a lack of recognition for the contribution that 
sople make. This was the main reason why over 85,000 (25%) people moved jobs, Increasingly people need to feel that 
ieir contribution is valued. Even though managers do value employees, they do not tell them often enough. If people do 
Dt feel important, they are not motivated to stay. No one wants to be a commodity, easily replaced by someone off the 
:reet. If they are regarded as expendable, they will leave for a position where they are appreciated.

3.000 people (20%) left jobs last year because of lack of advancement. According to Callan, "this highlights the need for 
jntinual training programmes within every business. It is no longer enough to offer people jobs, employers must now 
¥er people careers. Investment in training Is crucial because this will create a skills increase, which in turn will increase 
jtput, competitiveness, and sales."

ver 85% of employees left jobs last year for reasons other than salary. "While money remains a universal motivator,
:her issues such as learning opportunities, personal growth, work variation, autonomy at work and intellectual stimulation 
iust feature highly on small business strategy to attract and retain staff.“

owever, Callan cautioned, "companies which respond to employee retention solely by increasing wages are only buying 
ne, not loyalty. Companies which compete for scarce talent only on a cash basis are vulnerable to the next offer that the 
nployee receives. Increasing wages simply to keep staff is like the arms race - expensive to play and impossible to win. 
Dmpanies must always pay the market rate but other factors are more Important in attracting and retaining people in the 
odern workplace."

kewise, in examining employment opportunities, prospective employees should look beyond basic rates of pay and 
<amine the full remuneration package that includes many non-pay elements. They should see that small companies give 
;ople the opportunity to use all their talents, people are not pigeon-holed, are close to the decision-making process and 
iey will be paid at least as much, if not more, than working for a larger company."

DITOR'S NOTE:
Voluntary Turnover is defined as the number of full time voluntary separations, excluding retirement, 
ivided by the number of full time employees.

or fu rth e r Inform ation  contact:
atricia Callan, Director, Small Firms Association at Tel: 087 6 999 345.
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ASSOCIATION

99,000 Irish workers moved jobs this year!
FA exit poll shows:

59,700 were unhappy with people;
49,750 felt contribution was not recognised;
39,800 because of lack of advancement;
27,860 because of salary;
9,950 were bored with their job;
11,940 for other reasons.

increasing  w ages s im p ly  to keep  s ta ff is  like  the a rm s race  - expensive  to  p la y  a n d  Im possible to win. 
om panies m u st a lw ay s p a y  th e  m a rket rate  b u t o th er fa cto rs  a re  m ore  im p ortan t in attracting  a n d  reta in ing  
sop le  in the m odern  w orkp lace". Pat Delaney, Director, Small Firms Association.

obility rates among Irish workers are set to increase as economic growth continues. This year some 199,000 people 
0%  of the national private sector workforce) moved jobs in what was a brilliant year for overall employment growth. The 
-A have released the findings of 1000 exit interviews carried out on the reason why people are leaving their jobs. The 
isults show that over 170,000 people left jobs last year for reasons other than money.

rcording to SFA Director, Pat Delaney, "these survey findings show that in many instances people leave people, not jobs, 
ie role of management is now far more complex, with managers required to do far more than simply give instructions, 
anagers need to provide training, coaching, support and managers themselves need to be reviewed on a 360-degree 
jsis. 170,000 people voted with their feet last year, because of a failure to get on with fellow employees and the style of 
anagement."

ie survey also shows that the Irish workplace culture suffers badly from a lack of recognition for the contribution which 
jople make. This was the main reason why almost 50,000 (25%) of people moved jobs, Increasingly people need to 
el that their contribution is valued. In many cases, the companies reported that while they recognise that people are the 
ost important asset of the business, they forget to convey this to their staff because of pressure of work.

Imost 40,000 people (20%) left jobs last year because of lack of advancement. According to Delaney, "this highlights 
ie need for continual training programmes within every business. It is no longer enough to offer people jobs, employers 
ust now offer people careers. Investment in training is crucial because this will create a skills increase, which in turn will 
crease output, competitiveness, and sales."

ver 85% of employees left jobs last year for reasons other than salary. "While money remains a universal motivator, 
her issues such as learning opportunities, personal growth, work variation, autonomy at work and intellectual stimulation 
ust feature highly on small business strategy to attract and retain staff,"

Dwever, Delaney cautioned, "companies which respond to employee retention solely by increasing wages are only buying 
ne, not loyalty. Companies which compete for scarce talent only on a cash basis are vulnerable to the next 
ffer that the employee receives. Increasing wages simply to keep staff is like the arms race - expensive to 
lay and impossible to win. Companies must always pay the market rate but other factors are more important 
i attracting and retaining people in the modern workplace.

kewise, in examining employment opportunities, prospective employees should look beyond basic rates of pay and 
carmine the full remuneration package which includes many non-pay elements. They should see that small companies give 
;ople the opportunity to use all their talents, people are not pigeon-holed, are close to the decision making process and 
ey will be paid at least as much, if not more, than working for a larger company."

ids.

jr further information contact: Pat Delaney, Director, Small Firms Association 
slephone: 01 605 1611 (office) 087 222 44 44 (Mobile).
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6.000 Irish workers moved jobs last year!
A exit poll shows:

18.000 were unhappy with people
¡2,000 felt contribution was not recognised
15.000 because of lack of advancement 
.8,000 because of salary
1.000 were bored with their job 
',000 for other reasons

)bility rates among Irish workers are set to increase as the economic upturn gathers pace. Last year over 126,000 (9%  
the national private sector workforce) people moved jobs in what was a very difficult year for employment. The SFA 
ive released the findings of 1000 exit interviews carried out on the reason why people are leaving their jobs. The results 
ow that over 90,000 people left jobs last year for reasons other than money.

:cording to SFA Director, Pat Delaney states "this survey findings show that in many instances people leave people, not 
bs. The role of management is now far more complex, with managers required to do far more than simply give 
jtructions. Managers need to provide training, coaching, support and managers themselves need to be reviewed on a 
>0 degree basis. 90,000 people voted with their feet last year because of a failure to get on with fellow employees and 
/Ie of management."

ie survey also shows that the Irish workplace culture suffers badly from a lack of recognition for the contribution which 
¡ople make. This was the main reason why over 30,000 ( 26%) of people moved jobs. Increasingly people need to feel 
at their contribution is valued. In many cases the companies reported that while they recognise that people are the most 
iportant asset of the business, they forget to convey this to their staff because of pressure of work.

^000 people (19%) left jobs last year because of lack of advancement. According to Delaney "this highlights the need for 
ntinual training programmes within every business. It is no longer enough to offer people jobs, employers must now 
fer people careers. Investment in training is crucial because this will create a skills increase, which in turn will increase 
itput, competitiveness, and sales."

/er 70% of employees left jobs last year for reasons other than salary. "While money remains a universal motivator, 
her issues such as learning opportunities, personal growth, work variation, autonomy at work and intellectual stimulation 
ust feature highly on small business strategy to attract and retain staff."

iwever Delaney cautioned that "companies which respond to employee retention solely by increasing wages are only 
tying time, not loyalty. Companies which compete for scarce talent only on a cash basis are vulnerable to the next offer 
at the employee receives. Increasing wages simply to keep staff is like the arms race - expensive to play and impossible 
win. Companies must always pay the market rate but other factors are more important in attracting and retaining 

:ople in the modern workplace.

iwever, in examining employment opportunities prospective employees should look beyond basic rates of pay and 
:amine the full remuneration package which include many non-pay elements. They should see that small companies give 
:ople the opportunity to use all their talents, people are not pigeon holed, are close to the decision making process and 
ey will be paid at least as much, if not more than working for a larger company."

ids.
ir further information contact: Pat Delaney, Director, Small Firms Association 
ilephone: 01 605 1611 (office), 01 2750985 (home) 087 222 44 44 (Mobile).
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SFA National Absenteeism Report Reveals:

• 5.3 million days lost in small business in 2007.

' Absenteeism from work costs small business C793 million per annum

■ National average is 8 days
■ Small firm average is 6 days
• Medium firm average is 8 days 

Large firm average is 10 days

• Contact centres suffer most
• Cork and South-East show highest levels of absenteeism.

- Back pain and stress are the biggest contributors.

A new report by the Small Firms Association has shown that small businesses In Ireland lose on average 
C793 million per annum through absenteeism. The report also shows that workers in small companies 
are less likely to miss work through illness than their counterparts in larger businesses.
The study conducted by the Small Firms Association took place throughout Ireland and covered all sectors of 
Irish Business.

According to Avine McNally, Assistant Director of the Small Firms Association "the results show marked 
differences across sectors and regions, and show that small firms with less than 50 employees, are less likely 
to have workers absent on sick leave than larger firms." The national average for absenteeism is 3 .5 %  
or 8 working days. For large firms this rises to 4 .6 %  or 10 working days. For small firms the 
average falls to 2 .8 %  or 6 working days.

In cash terms, absenteeism costs small businesses with sick pay schemes an estimated C793 million per 
annum, based on average earnings of C149 per day / C37,400 per annum. "This takes no account of other 
direct costs such as the requirement to replace absent staff with other workers or overtime payments, and the 
cost of medical referrals; or of the Indirect costs such as the effect on productivity and quality, the increased 
work pressure on other colleagues, and the admin time in managing absence". The overall cost in reality 
could be in excess of C l billion", commented McNally.

"Back pain/lnjury and stress are the most commonly cited problems on medical certs", stated McNally, 
"Employers should ensure that they are fulfilling their duty of care to their employees by including manual 
handling and stress when conducting risk assessments as part of their review of their Health & Safety 
Statements."

"A substantial portion of back Injury can be prevented by an effective control program and ergonomic design 
of work tasks, Controls could Include: correct training in regard to lifting techniques; reduction in the size or 
weight of objects being lifted; adjusting the height of pallets/shelving and the installation of mechanical aids 
or automated materials handling equipment,"

McNally added, "It Is a concern that stress remains one of the high reasons for absenteeism, as aside from the 
employees' absence, stress can lead to a less productive workforce, faulty decfslon-making, and ultimately the 
possibility of legal action being taken against the company for negligence or constructive dismissal". Firms 
should implement a specific policy on workplace stress. They should educate employees on stress 
management, while being receptive to the potential causes of stress and the early warning signs of stress. On 
a practical level, they should also ensure that their Employers Liability Insurance will protect them against any 
compensation awards that may arise from this area", commented McNally.

Minor illnesses are the most common cause for short-term, uncertified absences, while secondary causes 
are home responsibilities and personal problems. Companies who formally record absence are more 
likely to see their absence as unsatisfactory or a serious problem, It Is essential that small firms be proactive 
in dealing with the issue of absenteeism and Introduce policies and procedures to address the problem, 
companies who do this are more likely to see a decrease.

The survey also showed that most absenteeism occurred in contact centres, which averaged 14 days

http://www.sfa.ie/Sectors/SFA/SFADoclib4.nsf/wvPressReleasesCurrent/lC8BB8Fl... 10/06/2008
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(6 .1%), followed by the metals/engineering sector at 11 days (5.1%). This may be explained by the 
repetitive nature of the work involved In these Industries. In marked contrast, small firms generally have 
more flexible jobs, multiskilling, less pigeon holing and jobs are less boring. The industry with the least 
amount of absenteeism Is the wholesale distribution & transport sector where there Is a lot of 
Interaction between people and services.

In term of regions, Cork and the South-East fair badly, with the average In the Cork region being 11 days 
(4.9%) and the South-East being 9 days (3.9%).

Detailed tabular analysis is given below:

National average absenteeism rate is 3 .5 %  = 8 days

Small Firms average is 2 .8 %  = 6 days

Medium Firms average is 3 .7 %  = 8 days

Large Firms average is 4 .6 %  = 10 days

Absenteeism By Region
Cork 4.9
South-East 3.9
West 3.9
Wicklow 3.9
Midlands 3.8
Kildare 3.6
North-East 3.4
Mid-West 3,3
North-West 3.0
Dublin 3.0

Absenteeism By Industry
Industry Average Absence Rate ( % )

Contact Centres 6.1
Metals/Engineering 5.1
Rubber/Plastics 4.2
Food/Drink/Tobacco 3,7
Non-Metalllc Mineral/Wood Products 3.6
Other 3.6
Chemical/Pharmaceutlcal/Healthcare 3.2
Electronics 3.1
Paper/Prlnting/Publlshlng 2.8
Wholesale Distribution & Transport 2.3

McNally concluded, "there is an increasing need for business to have an overall policy to deal with 
absenteeism. There are issues for both employers and employees. Employers should be aware that there are 
a wide range of factors that can Influence employees' attendance patterns and levels. These include good 
communication, training and development, working conditions, Job design, team working and the creation and 
fostering of a culture and organisational morale, which encourages and recognises excellent attendance. 
Promoting employee health and welfare, tackling the Issues surrounding stress in the workplace and 
management training for handling absenteeism, should assist in reducing absenteeism."

Ends

For further information contact: Avine McNally, Assistant Director, Small Firms Association, Tel: 01 
605 1633 (Office) or 087-645 0205 (Mobile).

ED ITOR 'S NOTES:
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Absenteeism is defined as the "unscheduled disruption of the work process due to days lost as a result of 
sickness or any other cause not excused through statutory entitlements or company approval." Absenteeism 
excludes statutory leave, e.g. annual leave & public holidays, maternity leave, parental leave, force majeure 
leave, carer's leave; days lost due to strikes and lay-off/short-tlme; and excused time off, e.g. bereavement 
leave, exam & study leave, marriage leave and paternity leave.

CSO Quarterly National Household Survey, November 2007, total employment = 2,138,900 
Public Sector Employment & Earnings, CSO, September 2007 = 363,900 
Implies private sector employment = 1,775,000
Small Firms, i.e. those employing less than 50 employees account for approximately 50% of all private sector 
employment = 887,500.
Average 6 days absence per employee per annum in small business = 5,325,000 days lost.
Average industrial earnings = €748 per week (daily rate approx C149).
Total Cost = C793 million.

http://www.sfa.ie/Sectors/SFA/SFADoclib4.nsf/wvPressReleasesCurrent/lC8BB8Fl... 10/06/2008
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- SFA National Absenteeism Report Reveals:
- 6 million days lost in small business in 2006.
- Absenteeism from work costs small business C757 million per annum.
- National average is 9 days.
- Small firm average is 7 days.
- Medium firm average is 11 days.
- Large firm average is 10 days.
- Electronics and Metals/Engineering sectors suffer most.
- South-East and W est show highest levels of absenteeism.
- Stress is the biggest contributor.

A new report by the Small Firms Association has shown that small businesses in Ireland lose on average £757 
million per annum through absenteeism. The report also shows that workers In small companies are less likely 
to miss work through illness than their counterparts in larger businesses.

The study conducted by the Small Firms Association took place throughout Ireland and covered all sectors of 
Irish Business.

According to Avlne McNally, Assistant Director of the Small Firms Association "the results show marked 
differences across sectors and regions, and show that small firms with less than 50 employees, are less likely 
to have workers absent on sick leave than larger firms." The national average for absenteeism is 3.8% or 9 
working days. For medium firms this rises to 4.9% or 11 working days. For small firms the average falls to 
3.1% or 7 working days.

In cash terms, absenteeism costs small businesses with stck pay schemes an estimated €757 million per 
annum, based on average earnings of C120 per day / €30,800 per annum. "This takes no account of other 
direct costs such as the requirement to replace absent staff with other workers or overtime payments, and the 
cost of medical referrals; or of the Indirect costs such as the effect on productivity and quality, the Increased 
work pressure on other colleagues, and the admin time In managing absence". The overall cost in reality could 
be In excess of €1 billion", commented McNally,

"Stress has arisen as a key cause of absence from work, replacing back pain, as the most commonly cited 
problem on medical certs", stated McNally, "This Is a particularly concerning development, as aside from 
absenteeism, stress can lead to a less productive workforce, faulty decision-making, and ultimately the 
possibility of legal action being taken against the company for negligence or constructive dismissal". 
"Employers should ensure that they are fulfilling their duty of care to their employees by conducting stress 
risk assessments as part of their review of their Health & Safety Statements, as well as Implementing a 
specific policy on workplace stress. They should educate employees on stress management, while being 
receptive to the potential causes of stress and the early warning signs of stress. On a practical level, they 
should also ensure that their Employers Liability Insurance will protect them against any compensation awards 
that may arise from this area", commented McNally.

The Increased Incidence of stress is not a particularly Irish phenomenon - an ILO (International Labour 
Organisation) Survey from 2000 shows that In the EU overall, 4%  of the gross national product goes to treat 
mentally-lll employees, whilst In the UK, three in ten employees suffer from mental health problems, resulting 
In an estimated 80 million lost working days a year and 14% of NHS In-patient costs and 25% of the cost of 
medication result from stress-related illnesses in workers. The World Federation for Mental Health has 
predicted that by 2020 the primary cause of lost working time will be stress, "This is not just a workplace 
issue", commented McNally. "It Is a national problem that needs to be addressed with some urgency".

Over half of the companies partaking In the study Indicated that they recorded the causes of short-term 
absence. Minor Illnesses are the most common cause for short-term, uncertified absences, while secondary 
causes are home responsibilities and personal problems. Companies who formally record absence are more 
likely to see their absence as unsatisfactory or a serious problem, it Is essential that small firms be proactive 
In dealing with the Issue of absenteeism and introduce policies and procedures to address the problem, 
companies who formally record absenteeism are more likely to see a decrease.

The survey also showed that most absenteeism occurred In the electronics Industry, which averaged 16 days 
(7.1%), followed by the metals/engineering sector at 11 days (4.7%). This may be explained by the repetitive 
nature of the work involved in these industries. In marked contrast, small firms generally have more flexible 
jobs, multiskilling, less pigeon holing and Jobs are less boring. The Industry with the least amount of
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absenteeism is the wholesale distribution & transport sector where there Is a lot of interaction between people 
and services.

In term of regions, the South-East and West fair badly, with the average in the South-East being 13 days 
(5.4%) and the West being 12 days (5.3%).

Detailed tabular analysis is given below:
National average absenteeism rate Is 3.8% = 9 days.
Small Firms average Is 3.1% = 7 days.
Medium Firms average Is 4.9% = 11 days.
Large Firms average is 4.3% = 10 days.

ABSENTEEISM  BY REGION
Region Average Absence Rate (%)
South-East 5.4
West 5.3
North-East 4.4
Kildare 4.4
Mildands 3.9
Mid-West 3.4
North-West 3.4
Wicklow 3.3
Cork 3.3
Dublin 3.2

ABSENTEEISM  BY INDUSTRY
Industry Average Absence Rate (%)
Electronics 7.1
Metals/Engineering \4.7
Rubber/Plastics 4.6
Paper/Printlng/Publishing 4.3
Other 4.0
Non-Metalllc Mineral/Wood Products 3.6
Textiles/Clothing 3.3
Chemical/Pharmaceutical/Healthcare 3.3
Food/Drink/Tobacco 3.1
Wholesale Distribution & Transport 2.2

McNally concluded, "the results of this study highlight the need for business to have an overall policy to deal 
with absenteeism. There are issues for both employers and employees, Employers should be aware that there 
are a wide range of factors that can influence employees' attendance patterns and levels. These include good 
communication, training and development, working conditions, job design, team working and the creation and 
fostering of a culture and organisational morale, which encourages and recognises excellent attendance. 
Promoting employee health and welfare, tackling the Issues surrounding stress in the workplace and 
management training for handling absenteeism, should assist in reducing absenteeism."

For further Information contact: Avine McNally, Assistant Director, Small Firms Association, Tel: 087-645 0205 
(Mobile).
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Job satisfaction

A. How important is a work/life balance when considering employment?
B. How Important Is it to you to feel fulfilled/challenged at work7 
C  How important is it to you to be given a high degree of personal

responsibility/autonomy by your employer?
D. How important do you perceive regular communication/interaction 

with superiors in the workplace to be?

flfl

%  0 20 40 60 80 100
I  Very important |  Important I  Indifferent f l  Not important |  Not very important

Our survey shows that work/life balance has become a key factor in the employer decision-making process. Over 
50% also consider it as very important to be fulfilled and challenged at work. However, regular communication and 
interaction with superiors, and a high degree of personal responsibility are important to Generation Y.

Incentives

Rank the following Incentives offered by a company/firm in order of importance

III
% 0  20 40 60 80 100

I  V e r y  im p o r t a n t  I  Im p o r t a n t  I  I n d if f e r e n t  I  N o t  im p o r t a n t  N o t  v e r y  im p o r t a n t

yV Salary B. Prestige
!<’C,ppportunities for careei development D. Location
E. A flexible work environment F. Training
G The firm's reputation/size H Responsibility

Incentives are a key consideration for employers looking to recruit Generation Y. The top incentive for Generation Y 
is the opportunity for career development, followed closely by salary. Training, a flexible work environment, 
responsibility, location and prestige also rank high on the list of incentives. It appears that a firm's reputation/size 
holds minimal importance.



Generation Y

The job

The search

How do you look for a job?

There is no significant preferred means of looking for a job. While over 30% use the internet, searches 
are also done using newspapers, employment agencies, colleague referrals, career fairs and careers 
offices.

Money talks

What wage bracket do you How important do you think
consider to be an acceptable third level education is in
starting salary? boosting earning pow er?

29%

■ IB - 22k ■ 23 - 27k ■ Very important ■ Important

■ 28 - 32k ■ 33 - 37k ■ Indifferent ■ Not important

■ 38 - 42k ■ 43k +

According to this survey, acceptable starting salaries range between €23 and €32k. 
However, respondents feel that €18 - €22k is not acceptable.

The majority of this generation are of the opinion that third level education is important in 
boosting earning power.

4



Generation Y

Stay or go?

How long do you envisage staying at your first professional job?

Is taking a career break (of 6 
months or more) from your 
first job to travel something 
that you have either 
done/intend to do?

■ Yes ■  No

How many employers do you 
expect to work for over your 
career?

■ 1 3  ■ 4-5 ■ 5 +

Is job security a concern for you?

■  Yes ■  No

Over 50% of respondents envisage staying in their first job between 3 and 5 years, with 70% expecting to take a career break. Job security 
does not appear to be of great concern for Generation Y and almost half of the respondents would expect to have 4-5 employers 
throughout their career.

6



Generation Y

The career

High achievers

How confident are you of 
achieving your career goals?

2%

Would you describe yourself as 
being an ambitious person?

Do you have a detailed career 
plan?

3S

Very confident 

Indifferent

Confident 

Not confident

Yes No Yes No

In relation to achieving career goals, there is a high level of confidence - only 2% do not feel confident.

With such confidence in achieving career goals and an overwhelming 97% describing themselves as ambitious, it is interesting to note that 
68% do not have a detailed career plan.

Social networking

Is an individual's social netw ork  

an important too l in gaining their 
employment of choice, in your 
opinion?

How often do you use a social 
networking website, for example,
my space, facebook or bebo?

10%

33%

40%

77% of respondents consider their 
individual social network to be an important 
tool in gaining their employment of choice. 
With online networking a popular method 
of choice, 33% use these sites on a daily 
basis and a further 40% use them on a 
weekly basis. A mere 17% of this 
generation surveyed never use social 
networking websites.

Yes No Daily

Monthly

Weekly

Never

7



Generation Y

The differentiators

C o m m u n i c a t i n g  w i t h  G e n e r a t io n  Y

What method of communication with your employer would you prefer7

II

% 0 10 20 30 40 50 60 70 80
|  Email |  Personal interaction |  Both email and personal Interaction |  Telephone

The importance placed on interaction with superiors in the workplace Is further emphasised by the preferred method of communication 
identified by this generation. Over 70% of respondents indicate that a combination of both email and personal interaction would be their 
preferred method of communication with their employer. A further 25% highlighted personal interaction alone as their preferred method.

G e n e r a t i o n  g r e e n

A. How important is it for you to work in an ethical organisation?

B. How important is it for you that the organisation your join is environmentally conscious?

% 0 20 40 60 80 100
|  Very Important |  Important |  Indifferent |  Not Important |  Not very important

It is perhaps unsurprising that working for an ethical and environmentally conscious employer is a key factor for this generation. However, it 
is interesting to note that ethics is of more importance than the environment to Generation Y.

8



The future

Generation Y

It is interesting to see that almost half of 
respondents see themselves retiring 
between 51 and 60 years of age however, 
over 70% do not contribute to a pension 
scheme.

Over 50% do not consider debt as a driver 
for acquiring a job and 94% do not 
envisage following in their parents 
footsteps. Interestingly, 64% would consider 
setting up their own business.

What age do you envisage 
yourself retiring at?

Do you contribute to a pension?

■ 30-40 ■  41-50 H  yes ■  No

■ 51-60 ■  60 +

Do you consider having debt as a Are you currently or do you plan Would you consider setting up
major catalyst for acquiring a job7 to pursue the same career as your your own business?

parents?
6%

Yes ■  No ■  Yes ■  No ■ Yes ■  No ■  Unsure

9



Generation Y

Profile of participants
G e n d e r

Gender of participants

■ Female ■  Male

E m p l o y m e n t

What industry do you work in?

6%

■ Financial Services ■  IT

■  Marketing ft HR ■  Retail

■ Education ■ Health

■ Other

A g e

Age of participants

Aie you currently in full time 
employment?

■ Yes ■  No

Research was conducted with both males 
and females between the ages of 21 and 
25. Full time workers, full time students and 
unemployed members of this generation 
participated in the survey.

F u l l  t i m e  e d u c a t io n

If you are not currently in full
time employment are you 
enrolled In full time education?

■  Yes ■  No

12


