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Abstract 

Research suggests that 70% of North American employees are disengaged in the 

workplace. Some small retail managers lack strategies for engaging employees. Using the 

employee engagement framework, the purpose of this descriptive case study was to 

explore successful strategies that small retail managers use to engage employees. The 

target population was small retail leaders, purposefully selected because of their success 

with engaging employees at an Orlando, Florida, company. Data collection was through 

face-to-face interviews with 5 leaders; and a review of archived organizational 

documents, including company memorandums, central email software, and online 

customer reviews through social media websites such as Google, Yelp, and Facebook 

posts. Data were analyzed using inductive coding of phrases and words from participant 

interviews, whereas secondary data were collected from participant memorandums, the 

company website, central email software, and online social media posts supporting the 

theme interpretation through methodological triangulation. The findings on these Orlando 

leaders revealed that supportive leaders improved employee engagement, direct 

communication improved employee engagement, and training improved employee 

performance. Improving employee engagement contributes to social change because 

small retail managers can use the findings to improve employee engagement through the 

implementation of effective strategies, direct communication, and training initiatives. 
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Section 1: Foundation of the Study  

Employee disengagement is at an all-time high in the North American workplace 

and leads to what is known as an engagement gap (Saks & Gruman, 2014). 

Disengagement hinders the productivity of the employee and prohibits an effective 

workplace environment (Hollis, 2015). When employees become disengaged, they 

withdraw and defend themselves and promote a lack of connectedness and emotional 

absence (Shuck, Adelson, & Reio, 2016). High levels of employee engagement provide 

enhanced job performance, effective commitment, and organizational citizenship 

behavior, which improve workplace productivity (Albrecht, Bakker, Gruman, Macey, & 

Saks, 2015). 

Background of the Problem 

Researchers have discovered that employee engagement provides a positive 

working environment in terms of productivity and competitiveness (Shuck & Reio, 

2011). Managers who choose to attract and retain high-caliber, committed, productive, 

and engaged employees should provide strategic methods to meet the working contexts of 

the role expectations and a subsequent working environment (Albrecht, Bakker, Gruman, 

Macey, & Saks, 2015). An ethical leadership style from managers creates a moral 

guidance and encourages employees to interact with coworkers respectfully, thereby, 

developing and building a trustworthy workplace environment (Babalola, Stouten, 

Euwema, & Ovadje, 2016).  

Companies that have been studied have revealed an increase in employee 

engagement when managers provided safe workplace practices and a genuine concern for 
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the well-being of their employees (Vitt, 2014). Employees have displayed improved 

personal accomplishments and an overall connection to well-being when company 

managers implemented a healthy workplace climate through strategic leadership practices 

(Shuck & Reio, 2014). Organizations that provided managers with clear, effective, and 

principled leadership training provide employees with stability, safety, and psychological 

meaning to their work tasks (Nel, Stander, & Latif, 2015). 

Employee engagement is a positive tool to aid organizational leaders to strive and 

gain a competitive advantage (Anitha, 2014). Companies can gain a competitive 

advantage when their employees are engaged in their work and believe they can 

positively influence the success of the organization (Kumar & Pansari, 2016). Employee 

engagement influences the organizational climate when managers embed strategic 

practices such as personnel selection, socialization, performance management, and 

training and development of the employees (Albrecht et al., 2015). Job and organizational 

engagement indicate positive job satisfaction, organizational commitment, reduced 

intentions to quit, and organizational citizenship behavior (Saks & Gruman, 2014). 

Problem Statement 

Approximately 70% of North American workers are disengaged in the workplace, 

which results in low productivity (U. S. Merit Systems Protection Board, 2015). 

Disengaged employees cost businesses between $450 to $550 billion annually (Vitt, 

2014). The general business problem that I addressed in this study is that disengaged 

employees contribute to decreased productivity, which can negatively affect 
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organizations’ profits. The specific business problem that I addressed in this study is that 

some small retail business leaders lack strategies to engage employees in the workplace. 

Purpose Statement 

The purpose of this qualitative descriptive study was to explore strategies that 

some small retail business leaders use to engage employees in the workplace. The 

population of the study consisted of five small retail business managers located in 

Orlando, Florida, who have implemented strategies to engage employees. The 

implications for positive social change include the potential to enhance leaders’ 

understanding of effective strategies necessary to increase employee engagement, which 

may lead to positive social behaviors of employees who can volunteer their time to assist 

people in the community and society. 

Nature of the Study 

The qualitative approach is a method researchers use for exploring and gaining 

knowledge of how individuals have experienced a phenomenon (Baskerville &Wood-

Harper, 2016). In a quantitative method, researchers test predetermined hypotheses (Yin, 

2014). Researchers who use a mixed-method approach combine qualitative and 

quantitative data and paradigms to develop plausible answers to research questions 

(Wong & Cooper, 2016). The quantitative method was not appropriate for this study 

because I did not test hypotheses. The mixed method was also not appropriate for this 

study because of the quantitative component requirement to examine relationships or 

differences among variables.  
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The design that I selected for this study was a single case study. Using the 

narrative design approach allows the researcher to gather and restate the life stories from 

individuals (Lewis, 2015). Narrative design was not appropriate because participant life 

and family experiences were not the focus of my study. A phenomenological design 

involves the researching and understanding of the participants lived experiences in a 

specific phenomenon (Gustafsson, Nystrӧm, & Palmer, 2017). The phenomenological 

design was not appropriate for this study because the focus of this study was not on the 

lived experiences of participants. A researcher conducts a case study as an empirical 

inquiry to investigate the case or cases and understand a phenomenon (Yaghmaei & 

Brem, 2015). By conducting a single case study design, I collected data from multiple 

participants to explore the strategies managers use to improve employee engagement in 

the workplace. Researchers use a case study design to gather in-depth information from 

participants to identify, explore, or examine a critical problem (Koenitz, Ferri, Haahr, 

Sezen, & Sezen, 2015). 

Research Question 

The central research question for this study was as follows: What strategies do 

some small retail business leaders use to engage employees in the workplace? 

Interview Questions 

1. What engagement strategies do you use to engage the employees in your 

company? 

2. How have the employees responded to the utilized engagement strategies? 

3. How has employee engagement affected productivity? 
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4. What engagement strategies have you discovered to be the most successful? 

5. What engagement strategies have you revealed to be the least successful? 

6. How has employee engagement affected employee morale in their work tasks? 

7. How do you assess the effectiveness of the strategies for employee engagement? 

8. What barriers did you encounter to implementing the strategies, and how did you 

address the implementation barriers? 

9. What additional information would you like to provide regarding the engagement 

strategies utilized to improve employee engagement? 

Conceptual Framework 

Shuck and Reio’s (2011) employee engagement theory served as the conceptual 

framework of the study. Shuck and Reio (2014) expanded on Fredrickson’s (1998) 

broaden-and-build theory of positive emotions and Kahn’s (1990) theory of engagement, 

because the employee engagement theory pertains to the workplace climate, employee 

engagement, and indicators of employee well-being. The employee engagement theory 

suggests that employees engage in their workplace environment when upper-echelon 

leaders orchestrate the firm’s resources into a unique motivational capability (Barrick, 

Thurgood, Smith, & Courtright, 2015). The three key constructs underlying the employee 

engagement theory are (a) cognitive engagement, (b) emotional engagement, and (c) 

behavioral or physical engagement at work (Barrick et al., 2015). Rana, Ardichvili, and 

Tkachenko (2014) noted that organizational leaders use Shuck and Reio’s (2011) theory 

to predict financial performance levels based on employee engagement. Sarti (2014) 

noted that an employee’s opportunities for development in learning and personal growth 
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could affect employee engagement. Furthermore, Shuck and Reio (2014) observed that 

the key employee engagement constructs represent the intention to act and encompass 

motivation-like qualities separate from constructs such as job satisfaction and 

organizational commitment. The employee engagement theory served as a potential lens 

through which I explored participants’ perceptions and experiences to improve employee 

engagement. Shuck and Reio’s (2011) employee engagement theory aligns with my study 

by providing a potential means for understanding the strategies that retail leaders use to 

improve employee engagement. 

Operational Definitions 

Employee engagement: Employee engagement is the level of commitment and 

involvement an employee adheres to within the organization and toward his or her work 

roles (Anitha, 2014). 

 Employee productivity: Employee productivity refers to the worker’s ability to 

meet or exceed the agreed upon job duties with the provide resources (Bufquin, DiPietro, 

Orlowski, & Partlow, 2017). 

 Personal engagement: Personal engagement is the harnessing of an employee’s 

self to their work roles through physical, cognitive, and emotional means (Kahn, 1990). 

Profitability: Profitability refers to the revenues that an organization makes after 

deducting expenses (Janský & Prats, 2015). 

Strategies: Strategies are the conscious application of movement or actions made 

in planning the organization of one’s learning (Frese & Keith, 2015). 
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Assumptions, Limitations, and Delimitations 

Assumptions 

Assumptions in research are the internal beliefs and assumptions that the scholar 

brings to the exploratory effort (Seidman, 2013). Butler, Delaney, and Spoelstra (2017) 

noted that the researcher should root their presupposed understanding of validity in the 

problematized assumptions of qualitative research and institute valid approaches to his or 

her interpretation of the data. I made the following assumptions for this study: (a) some 

small retail managers use effective strategies to engage employees in the workplace, (b) 

the participants provided truthful responses about their workplace experiences, and (c) 

interviewees provided truthful information that helps answer the central research 

question. 

Limitations 

Limitations are potential weaknesses in research studies (Deb et al., 2016). In 

qualitative research, limitations are inadequacies, circumstances, or influences that place 

restrictions on the researcher’s study (Silverman, 2013). The limitations in research 

prohibit a perfect or unbiased quality of judgment (Haustein & Larivière, 2015). Clement 

et al. (2015) deliberated that the researcher should focus the limitations in a study 

specifically on the problem under review. One limitation of this study is that participants 

may not recollect all the specifics related to the strategies used to implement employee 

engagement in the workplace. Another limitation is a participant’s episodic memory, 

which may limit the individual to reconstruct their response, based on memory (Szpunar, 

Addis, McLelland, & Schacter, 2013) and create a false response during the interview. 
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Limits to a person’s episodic memory reveal an inability to construct and mentally re-

experience past incidents (Lind, Williams, Bowler, & Peel, 2014). The limitations in 

replicating past events can be time-consuming and present challenges to the early 

researchers’ findings (Clement et al., 2015). 

Delimitations 

Delimitations can be defined as the scope or boundaries that the researcher sets 

for the investigative study (Svensson & Doumas, 2013). A researcher has control over the 

delimitations of the research project. The first delimitation in this research was the 

geographical locations; all participants were from Orlando, Florida. Another delimitation 

was the target population. Only small retail business managers who had experience 

implementing effective employee engagement strategies participated in this study. The 

third delimitation was sample size. A restriction of qualitative research is in the small 

sample size addressed because a researcher needs more time to collect the qualitative data 

(Yin, 2014). The final delimitation was the industry; I investigated only effective 

employee engagement strategies in the small retail industry bounds or scope of the study. 

Significance of the Study 

Employee engagement is essential to productive business practices because 

employee engagement influences productivity and sustainability (Shuck & Reio, 2011). 

Engaged employees bring three essential elements to the organization through 

productivity, reduced attrition, and profitability (Saxena & Srivastava, 2015). Productive 

and profitable companies can bring positive change to their communities through social 

investment programs, such as sponsorships, charitable donations, and programs where 
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specific dollar amounts allocate monies (Adams, Potter, Singh, & York, 2016). Employee 

engagement is crucial to the success of retail businesses because employee engagement 

leads to increased productivity (Shuck & Reio, 2011), which enables organizations to 

affect their communities through positive social change.  

Contribution to Business Practice 

Although researchers are exploring employee engagement, the concept is 

underdeveloped and still emerging in scholarly research with minimal agreed-upon 

definition and few validated measures (Shuck & Reio, 2011). Employee engagement, 

according to Shuck and Reio (2011), has become the keystone to business success. 

Employee disengagement has a negative effect on the profitability and productivity of 

retail businesses (Karatepe & Aga, 2016). Disengaged employees cost companies billions 

of dollars in lost productivity and negatively affect the atmosphere of other workers 

(Hollis, 2015). The findings from this study could provide new insights on effective 

employment engagement strategies that might assist retail leaders to improve employee 

engagement and increase profitability and productivity. 

Implications for Social Change 

Successful businesses create opportunities that can bring positive social change to 

the communities they serve (Crane, Palazzo, Spence, & Matten, 2014). Organizations can 

bring positive social change in many ways, such as motivating and training community 

members, receiving input on projects for improvements, and creating new employment 

(Stephan, Patterson, Kelly, & Mair, 2016). Employee disengagement threatens 

organizational profitability and productivity (Hollis, 2015) and affects companies’ ability 
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to contribute to their communities. Employee disengagement reduces the revenue of 

small retail businesses and prohibits revenues intended for organizational activities, such 

as increasing the efficiency of the value chain and pricing power, sustainability 

initiatives, creating goodwill in the communities, and addressing the needs of low-income 

populations (Santos, Pache, & Birkholz, (2015). Improving employee engagement 

enables leaders within an organization to enhance company profitability and productivity, 

which in turn can lead to new opportunities in employment and sustainability efforts to 

serve low-income families and their communities. 

A Review of the Professional and Academic Literature 

The purpose of this qualitative descriptive study was to explore strategies that 

some small retail business leaders use to engage employees in the workplace. Employee 

engagement, as described by Anitha (2014), is an effective tool that organizational 

managers can strive to achieve to gain a competitive advantage within their industries. A 

researcher can gain knowledge on employee engagement but must understand how work 

conditions may encourage positive job performance that affects the employees’ 

experience of being engaged (Shuck, Collins, Rocco, & Diaz, 2016). Leaders who 

strategically implement positive employee engagement practices experience enhance 

employee job performance, organizational citizenship behaviors, higher productivity, and 

advanced levels of employee commitment (Popli & Rizvi, 2016).  

I reviewed published academic literature on employee engagement that appears in 

various peer-reviewed journals, websites, dissertations, government reports, and seminal 

scholarly books. Google Scholar links to Walden University’s Library database and 
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served as my primary resource for finding journal articles. I used Walden University’s 

Library database to acquire literature through Business Source Complete/Premier, 

EBSCO Primary, Academic Source Complete, ABI/INFORM Global, Psych ARTICLES, 

Emerald Management, ProQuest Central, Education Source, EBSCO Open Access 

Journals, Sage Premier Annual Reviews, SciDirect Subject Collections, and 

ScienceDirect. Key terms that I used in my search included effective employee 

engagement, manager strategies, employee productivity, and leader employee 

engagement strategies. The employee engagement theory, as described by Shuck and 

Reio (2011), is the basis for the discussion of the literature review. I used themes in the 

organization of the literature review. These themes include management strategies in 

employee engagement, effective leadership practices in employee engagement, employee 

engagement, and employee productivity.  

I gave preference to Google Scholar, which connects to the Walden Library’s 

database and provides peer-reviewed articles for my investigation. The literature review 

consists of 103 studies, of which 97 (94.17%) were published between 2013 and 2017; 

six (5.83%) of the studies were older than 5 years. The entire study consists of 273 

citations; 93.8% were from peer-reviewed articles published between 2013 and 2017; 1% 

was from dissertations, and the remaining 5.2% consisted of non-peer-reviewed sources 

or articles published before 2013. Although there is extensive information on employee 

engagement, I discovered a gap in studies examining managers who use effective 

strategies to improve employee engagement in the workplace. 
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Organization of the Literature Review 

The literature review section begins with an opening narrative that includes a brief 

discussion of the literature with a critical analysis and synthesis of various sources from 

scholarly articles, journals, and seminal books. In the next section, I focus on the 

application of the literature as it pertained to the research question and include a brief 

description of the purpose of the study. The themes that I selected to research and discuss 

in this literature review included management strategies in employee engagement, 

effective leadership practices in employee engagement, employee engagement, and 

employee productivity through engagement. I reviewed previous research and findings 

and implemented similarities with this study.  

The management strategies in the employee engagement theme included a 

detailed investigation and synthesis of the framework for employee engagement, which 

allowed me to use two supporting theories from relevant literature on the topic of 

employee engagement. The first theory includes a review of the relevant theory of 

personal engagement (Kahn, 1990). The second theory includes the in-depth employee 

engagement framework by Shuck and Reio (2011). In the employee engagement 

construct, I discuss shared findings by researchers which relate to the construct, as well as 

various definitions, antecedents, and strategies of effective employee engagement 

practices by managers. The antecedents uncovered may include both individual and 

organizational levels (Popli & Rizvi, 2016). I conclude the section with a discussion on 

employee engagement and focus on effective management strategies toward effective 

employee engagement. 
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Application to the Applied Business Problem 

The purpose of this qualitative descriptive study was to explore strategies that 

some small retail business leaders use to engage employees in the workplace. 

Researchers have found that approximately 30% of North American workers are engaged 

in the workplace (U. S. Merit Systems Protection Board, 2015). My primary focus during 

this research study was not to assess engagement levels, but to develop a thorough 

understanding of employee engagement strategies that managers use in the retail industry 

workplace. Developing an understanding of employee engagement strategies requires a 

qualitative approach, more specifically a descriptive single case study. The findings from 

my study could deliver insight into the lived experiences and the underlying meaning of 

employee engagement from managers’ perspectives.   

The findings of this study may assist managers with the creation and 

implementation of effective employee engagement strategies. The understanding, 

creation, and implementation of strategic practices may help managers use operative 

employee engagement approaches in the workplace. Managers who increase employee 

engagement provide a strategy for organizational success (Popli & Rivzi, 2016). For 

example, managers who train employees improve the service accuracy of those 

employees and therefore affect service performance and employee engagement practices 

(Anitha, 2014). Firm-sponsored activities offer managers an effective means to initiate 

strategies towards encouraging employee engagement (Glavas, 2016). The findings from 

the study might improve managements’ business practices by identifying industry 

specific strategies that lead to highly engaged employees in the workplace. The 
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implications for positive social change include the potential to enhance leaders’ 

understanding of effective strategies necessary to increase employee engagement, which 

may lead to positive social behaviors of employees who can volunteer their time to assist 

people in the community and society.  

According to research findings, more than 70% of employees in the United States 

do not feel engaged and withdraw from their roles in the workplace (Kahn, 1990; U.S. 

Merit Systems Protection Board, 2015). Actively engaged employees reveal a level of 

involvement and commitment towards the organization and its values (Srivastava, 2015). 

The engaged employee is more likely to be productive, remain with their current 

employer, and interact in a positive manner with customers (Shuck & Reio, 2014). 

Kahn’s Personal Engagement Theory 

Kahn (1990) first defined the personal engagement theory as the harnessing of the 

employees’ selves to their work roles through engagement and in the expression of 

themselves in a physical, cognitive, and emotional manner of work performance. 

Organizational leaders encounter a challenge when they attempt to engage employees to 

improve productivity through job commitments (Hollis, 2015). The personal engagement 

concept integrates the idea that people need both self-expression and self-employment in 

their work lives (Kahn, 1990). In the engagement theory, employees are more engaged 

when they perceive congruence with the organization’s values and purpose while feeling 

their own purpose matters (Glavas, 2016).  

Kahn (1990) based his personal engagement theory on the 1960s works of 

Goffman, who suggested employees act out momentary attachments and detachments in 
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their work role performances. Research involving the psychological workplace climate 

was developed from Kahn’s engagement theory (Shuck & Reio, 2014). Employee 

workplace beliefs include personal evaluations of their work and the interaction between 

their personal and social circumstances (Karimi, Brazier, & Paisley, 2017).  

Transitory face-to-face encounters allow scholars a desired concept to fit within 

the realm of the organizational work life (Kahn, 1990). Kahn began investigating the 

works of the 1922 psychologist Freud, 1961 sociologist Goffman, and 1957 sociologist 

Merton. People are intrinsically ambivalent about belonging to a group and continually 

pull and push themselves between internal and external conditions (Kahn, 1990). The 

concept of Kahn’s personal engagement theory represents a comprehensive description 

where one invests affective, behavioral, and cognitive energies in the workplace and 

therefore provides a holistic view of their investment of self toward their work 

connection and work role (Barrick et al., 2015). Highly engaged employees prove to 

fulfill the requirements of their jobs effectively and researchers have indicated that 

engaged employees enjoy serving customers and prove to be emotionally stable when 

dealing with stressful situations (Karatepe & Aga, 2016). 

Huang et al. (2016) investigated the effect of the workplace climate on 

engagement and employee job satisfaction. Employee job satisfaction and job 

engagement are related concepts, but affective individual dimensions (Huang et al., 

2016). According to Huang et al., engagement is an active or direct state whereby 

employees invest resources to reach a goal, and satisfaction is more of a passive feeling 

towards attaining an established goal. Kahn’s (1990) theory of personal engagement was 
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used by researchers to explain why employees become disengaged from their job or 

organization (Ford, Myrden, & Jones, 2015). According to Offord, Gill, and Kendal 

(2016) Kahn’s personal engagement theory to be an antecedent for workplace 

engagement and team performance.   

George and Joseph (2014) expanded on Kahn’s (1990) theory of personal 

engagement and realized managers need to work toward attaining engaged employees if 

they want the organization to survive. Employee engagement is one of a positive, 

fulfilling, work-related state of mind that characterizes vigor, dedication, and absorption 

(Kim, Khan, Wood, & Mahmood, 2016). Job crafting can help reduce job boredom and 

increase workplace engagement (Harju, Hakanen, & Schaufeli, 2016). Harju et al. (2016) 

found job crafting to psychologically generate meaning for an employee’s current work 

and redefine his or her cognitive, task, and relational aspects of the job functions. Kahn’s 

theory of personal engagement increases positive organizational behavior and drives the 

mental health or organizational citizenship behavior of employees (Chen & Huang, 

2016). Job engagement ebbs and flows because of how employees view their roles and in 

how they cope with internal ambivalences and external conditions (Hernandez & 

Guarana, 2016). Researchers indicated that job crafting engages employees in their work 

and relational manners to develop a person-to-job fit (Lu, Wang, Lu, Du, & Bakker, 

2014). Researchers argued that employees who proactively build their own work 

engagement using job crafting develop a source of personal satisfaction and development 

(Petrou, Bakker, & den Heuvel, 2016). 

Researchers have linked organizational trust and psychological empowerment to 
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employee engagement, which aligns with Kahn’s (1990) theory involving the 

individual’s self-image (Ugwu, Onyishi, & Rodríguez-Sánchez, 2014). A trusting 

environment can provide a mechanism through which an employee’s sense of 

engagement is practiced in his or her job function (Downey, Werff, Thomas, & Plaut, 

2015). Employees who trust their supervisor resulted in higher work engagement and 

positive role models for employees to follow (Chughtai, Byrne, & Flood, 2015). 

According to Vaara, Sonenshein, and Boje (2016), storytelling involves an active 

exchange between the storyteller (supervisor) and the audience (employee). Corporate 

storytelling can be a valuable tool for supervisors to use to heighten employee 

engagement (Gill, 2015). Employees benefit the most from corporate storytelling by 

learning through their supervisor and ensuring efficiency and effectiveness through 

continuous efforts on the part of the employee and manager (Hillon & Boje, 2017).   

Broaden-and-Build Positive Engagement Theory 

Fredrickson’s (1998) broaden-and-build theory of positive emotions posits that an 

individual’s physical, intellectual, and social resources support the model of positive 

emotions reviewed. People tend to grow vague when their emotions are positive and 

therefore became inactive through contentment (Frijda, 2016). Fredrickson noted that 

Frijda proved that employees transition toward what was termed free activation in an 

aimless method of engagement through the emotion of joy. Whereas joy creates the urge 

for people to play or be playful not only in physical and social play, but also intellectual 

and artistic play. Positive emotions build intellectual resources, according to Fredrickson, 

whose study is based off the attachment theory. The attachment theory involves the 
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perspective of an early love relationship between an infant and caregiver, just as there 

should be such a positive attachment between the employee and organization 

(Fredrickson, 1998). Fredrickson stated that securely attached people have proved to 

engage in more independent exploration of their physical environment, thereby being 

more productive. Work environments need to provide protective boundaries for 

employees, so they can experience a non threatening or welcoming place of work without 

emotional fear or psychological harm (Shuck et al., 2016).  

Positive engagement allows the employee an antithesis to job burnout and allows 

the work to become pleasant, fulfilling, and meaningful (Nimon, Shuck, & Zigarmi, 

2016). Optimistic leaders can empower their employees through short training programs 

and individual coaching by displaying examples of positive behavior toward a successful 

and positive employee engagement experience (Nel, et al., 2015). Positive organizational 

behavior is defined as the study and application of positively oriented individual 

strengths and psychological capacities that managers can measure, develop upon, and 

effectively manage for employee performance improvements in the workplace (Agarwal, 

2014).  

According to Isget, Algoe, Boulton, Way, and Fredrickson (2016), employee 

engagement is both cognitive and affective in nature. Kahn (1990) further noted how 

employees who experience a positive emotion are more likely to positively engage in 

their work. Lu et al. (2014) based their study on Fredrickson’s (1998) broaden-and-build 

theory of positive emotion. Lu et al. discovered that Fredrickson’s theory can broaden the 
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momentary thought-action repertories of employees and aid in building a positive 

workplace of engagement (Albrecht et al., 2015).  

Successful organizations provide managers who implement positive leadership 

that is supportive to employees and develops pathways toward positive employee 

engagement (Gill, 2014). Airila et al. (2014) used Fredrickson’s (1998) theory and 

revealed that job resources and self-esteem coincide with an increase in positive work 

engagement. Ugwu et al. (2014) noted that employees link organizational trust and 

psychological empowerment to their positive behaviors of engaged within the 

organization. Fredrickson’s study on the broaden-and-build theory inspired Mikulincer 

and Shaver (2017) to develop the engagement cycle to include attachment security. 

Through attachment security, a positive relation to higher levels of engagement can 

reduce anxiety and avoidance from employees (Byrne, Albert, Manning, & Desir, 2017). 

Employee engagement provides a fulfillment in work engagement and influences 

employee innovative work behavior (Agarwal, 2014). Lin, Chen, and Filieri (2017) 

divulged that the broaden-and-build theory suggests the experience of positive affect 

widens the scope of thoughts and actions, which build upon personal resources. The 

broaden-and-build theory of positive emotions allows researchers to find possible 

theoretical explanations that link work engagement and work ability (Airila et al, 2014). 

Employees develop personal resources over time when individuals are encouraged to 

explore and interact with the positive work environment (Gawke, Gorgievski, & Bakker, 

2017).     
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Job demands-resources. Researchers consider the job demands-resources (JD-R) 

model as a leading job stress model among employee engagement (Schaufeli & Taris, 

2014). Researchers use the JD-R model to understand employee health and well-being 

factors by revealing a balance between positive resources and negative job demands 

(Schaufeli & Taris, 2014). The JD-R theory is a flexible construct that a researcher uses 

in the work environment and allows him or her to examine either job burnout or work 

engagement (Bakker, Demerouti, & Sanz-Vergel, 2014). Bakker et al. (2014) noted the 

JD-R model allows researchers to understand employee job burnout, explain, and predict 

work engagement outcomes.  

Gordon, Demerouti, Bipp, and Le Blanc (2015) discovered that the JD-R model 

suggests the regulation of job demands is important to positively influence work 

performance. According to Trépanier, Fernet, Austin, Forest, and Vallerand (2014), the 

JD-R model proves how employees internalize their work experiences and helps predict 

the psychological gains or costs at work. Researchers who have used the JD-R model 

could predict that high job demands and low job resources create emotional exhaustion 

and burnout among employees within a year (Frins, van Ruysseveldt, van Dam, & van 

den Bossche, 2016). Some researchers reported how organizational leaders may create 

favorable working environments that promote employee development and retention rates, 

as predicted by using the JR-R model (Gabel-Shemueli, Dolan, Suárez Ceretti, & Nuñez 

del Prado, 2015).  

Job resources are crucial influencers, as proven through empirical analyses by 

researchers who examined the determinants of work engagement (Sarti, 2014). 
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Supervisor support, innovativeness, appreciation, and organizational climate are all key 

factors in providing job resources for employees and help them cope with the demands of 

their work load (Bakker, 2011). Lu et al. (2014) reported that engaged employees are not 

passive receivers of their work environment, but are proactive in creating changes and 

taking initiatives. The positive emotions or events that occur within individual resource 

building can become stronger under adverse conditions (Fredrickson, 1998). Researchers 

must be mindful in understanding that the JD-R model does not restrict itself to specific 

job resources and any demand or resource may affect employee engagement (Schaufeli & 

Taris, 2014).  

Employee Engagement Theory 

Shuck and Reio (2011) introduced the employee engagement theory in human 

resource development. Byrne et al. (2017) noted there is no single definition of employee 

engagement and most researchers rely on Kahn’s (1990) theory of personal engagement. 

Shuck and Reio based their theory on Kahn’s personal engagement concept and created 

three separate facets: cognitive engagement, emotional engagement, and behavioral 

engagement. Shuck and Reio revealed that leaders must remain at the forefront of the 

emerging engagement conversation. In 2008, academy-sponsored conferences began 

publishing engagement proceedings and in 2009, the first article termed the phrase 

employee engagement in an Academy of Human Resource Development sponsored 

journal (Shuck & Reio, 2011). Shuck and Reio remarked that employee engagement 

lacks a certain level of consistency in definition and application where some scholars 

view the term as a reconceptualization of other well-researched variables. Other 
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researchers advocate and address the distinctiveness of employee engagement and leave a 

gap for scholarly exploration (Shuck & Reio, 2011). A working relationship exists 

between employee engagement and job performance (Shuck & Reio, 2014).  

Shuck and Reio readdressed the development of employee engagement and found 

that poor workplace engagement deemed detrimental to organizations because of a 

decrease of employee well-being and productivity (Shuck & Reio, 2014). Shuck and 

Reio’s (2011) employee engagement theory includes the cognitive, emotional, and 

behavioral energy of the employee, and the authors found a transition beyond the 

traditional predictors of workplace performance and into employee job attitudes. The 

findings of the researchers revealed employee engagement as more predictive of task 

performance than intrinsic motivation, job immersion, and job fulfillment (Shuck & Reio, 

2014). The researchers noted a link of higher levels of employee engagement with an 

organization’s overall revenue (Shuck & Reio, 2014). Gilbert, Laschinger, and Leiter 

(2010) suggested evidence-based strategies where managers can empower employees and 

emphasize individual contributions toward organizational goals as pertinent steps in 

producing a positive workplace environment toward engagement. 

Shuck and Reio (2014) claimed the consensus of employee engagement proved 

positive for organizations. Company leaders who implemented employee engagement 

strategies through enhanced recruitment and safe workplace practices revealed excellent 

retention rates, stronger customer relationships, and deeper organizational expertise by 

their employees (Vitt, 2014). Anitha (2014) identified work environment, leadership, 

team and co-worker relationships, training and career development, compensation, 
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organizational policies, and workplace well-being as the driving factors towards 

employee engagement.  

Employee engagement through a critical lens is one of privilege and power on 

who (a) controls the context of the work, (b) determines the experience of engagement, 

(c) defined the value of engagement, and (d) benefits from high levels of engagement 

(Shuck et al., 2016). Shuck et al. declared both the organization and employee benefit 

from the outcomes associated with the experiences of employee engagement. Employee 

engagement is a separate construct from job satisfaction, as it relates to the active, work-

related positive psychological state of the employee (Nimon et al., 2016). Barrick et al. 

(2015) revealed engagement as an organizational-level construct influenced by 

organizational practices that are motivationally focused. Sarti (2014) stated engagement 

as a characterization of vigor, dedication, and absorption.  

Researchers communicated how a positive leadership has an indirect effect on the 

work engagement and job satisfaction of employees with life fulfillment through a 

psychological empowerment (Nel et al., 2015). Other empirical research has provided 

evidence on the utility of employee engagement beyond the traditional workplace 

performance, such as job attitudes (Shuck & Reio, 2014). Leaders can address the 

workplace environment by evaluating the needs of the employees and create a positive 

impact of staff productivity (Hollis, 2015). 

Bakker (2011) suggested that engaged employees could create their own person-

job (P-J) relationship and increase their P-J fit perceptions. Even so, engaged employees 

might learn to increase their skills at work and meet or exceed the job requirements more 
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effectively through a positive environment of psychological or financial rewards (Lu et 

al., 2014). Similarly, researchers discovered that employees recognized the importance of 

well-being, positive psychological, and eudemonic dimensions of engagement (Schaufeli 

& Taris, 2014). 

Employees are the backbone of the organization and workplace engagement is 

vital to the organization’s success (George & Joseph, 2014). Airila et al. (2014) studied 

work engagement over 10 years and found resourceful jobs and positive self-esteem play 

an important role in maintaining and promoting work ability and possibly decreasing 

employees’ intentions to retire early from the organization. Successful employee 

engagement results in improved financial revenues to the organization as a positive 

construct and predictor of contextual performance above and beyond the positive effects 

of job satisfaction (Byrne et al., 2017).  

Development of successfully engaged employees requires a certain amount of 

investment on behalf of the organization and its leaders (Shuck & Rose, 2014). The 

investment from the organization goes beyond a monetary one and involves the strategic 

application by the company managers. Leadership strategies may be required by 

managers to challenge employees in difficulties and hardships for workplace success 

(Gawke et al., 2017). The service triangle indicates a relationship among the 

organization, the employee, and the customer (Popli & Rizvi, 2017). Popli and Rizvi 

found engagement has a positive relationship to customer satisfaction. Therefore, a 

positive customer experience is derived from a more productive employee, improves 

customer service, and remains in their job longer (Byrne et al., 2017).  
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Employee Engagement 

Kahn (1990) created a distinction between the physical, cognitive, and emotional 

paths in which employees engage and disengage personally. The three facets of employee 

engagement suggest the construct consists of cognitive engagement, emotional 

engagement, and behavioral engagement (Shuck & Reio, 2011). Shuck and Reio 

combined the works of researchers on the newly developing topic of employee 

engagement and set out to assist organizations in developing strategic methods of 

capturing their employees’ attention, dedication, and longevity. By leaders implementing 

the facets of cognitive engagement, emotional engagement, and behavioral engagement, 

employees may experience positive emotions that draw them into an expansion of their 

human capital (Fredrickson, 1998). The three constructs of employee engagement are 

necessary conditions for employee engagement; mostly towards psychological 

meaningfulness, workplace safety, and employee availability (Barrick et al., 2015). 

Cognitive engagement. The concept of cognitive engagement construct involves 

employees appraising their work environment on whether the work is meaningful and 

safe, as well as if there are adequate resources to complete their work (Kahn, 1990). 

Cognitive engagement is a delicate phenomenon that is both challenging to develop and 

tough to sustain because of the interpretation of the work environment (Shuck & Reio, 

2014). Shuck and Reio stated employees use the cognitive decision-making process to 

determine the overall worth of the circumstances in a silent effort to begin the process of 

work engagement. An employee’s cognitive or intellectual resources may improve 

through a manager’s strategic engagement within the workplace and may provide 
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employees with a means of inspired exploration on the job (Fredrickson, 1998).  

Employees become physically involved in their work tasks and cognitively 

vigilant while empathically connecting to others through their performance of the job and 

how they display what they think and feel (Kahn, 1990). An employees’ cognitive 

engagement revolves around the way the employee understands their job, the company, 

and the environment of the workplace (Shuck & Reio, 2011). Shuck and Reio (2011) 

stated that cognitive resources allow the employee to experience positive emotions to 

momentarily draw on the expansion of their human capital. Therefore, a joyous employee 

is more apt to be flexible, creative, and use critical thinking skills on the job (Shuck & 

Reio, 2014). Researchers have discovered that cognitive flexibility presents a positive 

association between the employee’s thoughts and manner of mental processing to 

complete the assignment (Wong et al., 2016). Once employees appraise the 

circumstances as a positive work encounter, they can move to the next process of 

emotional engagement (Shuck & Reio, 2014). 

Cognitive engagement is not a momentary or specific state, but a more persistent 

state that does not involve the focus on any one person, object, or behavior (Saks & 

Gruman, 2014). The interactions are responsive and provide supportive attachments 

imparting a sense of safety, and provoke positive emotions (Mikulincer & Shaver, 2017). 

Bakker (2011) noted that job resources become salient when high job demands expand 

employees’ emotional and cognitive abilities. 

Emotional engagement. Employee satisfaction is an emotional reaction of the 

employee engaging in the job circumstances and other work factors, such as the 
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leadership qualities of the manager and cohesion of the co-workers (Kumar & Pansari, 

2016). The participation of engagement is a role of performance for the employee (Rana 

et al., 2014). Researchers suggest the level in which an employee engages on the job 

includes an emotional factor of engagement in work-related tasks (Shuck & Reio, 2014). 

An employee’s emotional bond in their work creates a willingness to involve personal 

resources such as pride, belief, and knowledge (Shuck & Reio, 2011).  

An employee’s emotional engagement is a bond with their organization and is an 

important determinant of commitment and loyalty (Shuck & Reio, 2011). An emotionally 

engaged employee has a positive attitude in the workplace, values the system, and goes 

beyond the call of duty to perform their role in excellence (Anitha, 2014). The self-

management process requires an employee to use and make sound decisions on the 

meaningfulness or purpose of their job and in the manner of making the right choice and 

in the right way (Saxena & Srivastava, 2015). Researchers have proved that formally 

negative emotions from employees have been reversed into positive emotions of 

engagement with psychological actions of readiness (Fredrickson, 1998).  

Researchers discovered the emotional engagement of employees to be a collective 

phenomenon which spreads from individual to individual (Rana et al., 2014). Other 

researchers’ findings exposed that employees thrive on intrinsic rewards the employee 

may receive from the work performed and act as reinforcements to keep the employee 

actively self-managing and engaged in their work (Saxena & Srivastava, 2015). 

Emotional engagement produces emotional responses from employees that lead to 

behavior patterns, or behavioral engagement actions on the job (Karatepe & Aga, 2016). 
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Behavioral engagement. Behavioral engagement is the most evident form of 

employee engagement (Shuck & Reio, 2011). Researchers observed that cognitive and 

emotional engagement spawns the physical manifestation of discretionary behavioral 

engagement (Shuck et al., 2016). Circumstances within the job appear as fleeting 

contracts to the employee and if certain conditions are met, the employee deems these 

conditions as acceptable and can personally engage in moments of task behaviors (Kahn, 

1990). The employee’s perception of the job objective allows for a positive reaction of 

behavior based on the motivation from encouraging managers (Hackman & Oldham, 

1976).  

Leaders who identify a style that works best for a situation and matches the 

expectations of the employees brings forth high levels of engagement for better work 

performance through improved employee behavior (Popli & Rizvi, 2016). Changes in 

behavioral patterns occur during positive emotions and broaden a person’s momentary 

thought-action repertoire (Fredrickson, 1998). Behavioral engagement allows the 

employee to broaden their available resources and openly display these behaviors in the 

workplace (Shuck & Reio, 2014). Fredrickson further claimed certain positive emotions 

prompt individuals to abandon instinctive behavioral scripts and pursue innovative, 

creative, and unscripted paths of thoughts and actions. Positive behavioral engagement 

from employees may create an interaction with customers who may talk positively about 

the brand and recommend the brand or service to their family and friends (Kumar & 

Pansari, 2016). Employee job performance satisfaction and high levels of commitment 

benefit the organization through positive behavioral engagement actions (Rana et al., 
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2014). The social implications of behaviorally engaged employees predict a health 

working environment that reflects the social impact of the organization (Anitha, 2014).  

The Effects of Disengaged Employees  

Disengagement is a separation of the employee’s self from work roles and a 

withdrawal from people and a need to defend themselves physically, cognitively, or 

emotionally in the workplace (Kahn, 1990). Disengaged employees are dangerous 

individuals who do not perform well on the job and demotivate other employees within 

the organization (Anitha, 2014). Disengaged employees withdraw physically and 

mentally in the workplace and fail to connect with co-workers (Kahn, 1990). When the 

employee does not believe in a perceived organizational support system, the employee 

becomes disengaged (Glavas, 2016). A form of bullying occurs in the workplace when a 

manager fails to analyze and address the disengaged employee (Hollis, 2015).  

The disengaged employee focuses on the tasks they are to perform, rather than the 

goals of the organization (Anitha, 2014). When employees become disengaged, 

researchers have reported organizational revenue decreases because employees are not 

providing effective customer service (Kumar & Pansari, 2016). Disengagement causes a 

personal, individual cost to the employee, as well as a detrimental revenue loss to the 

organization (Shuck & Reio, 2014). As a petty thief steals cash, the disengaged employee 

steals the productivity of the organization (Hollis, 2015). Workplace disengagement cost 

American institutions $64 billion annually (Hollis, 2015).    

Even though Kahn (1990) coined the term of personal engagement, Buckingham 

and Coffman (1999) first referenced the term of employee engagement. Researchers 
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conducted studies on how disengagement and knowledge sharing from supervisors 

compared engagement theory versus adaptive cost theory (Ford et al., 2015). Researchers 

use the moral disengagement theory to examine the relationship between a supervisor’s 

moral disengagement and employee engagement perceptions of ethical leadership 

(Bonner, Greenbaum, & Mayer, 2016). According to Ford et al. (2015) the relationship 

between engagement theory and the disengagement of employees come from a lack of 

knowledge sharing by managers who are too busy to share information with their staff. 

The lack of knowledge sharing by supervisors created disengaged employees in the 

workplace (Ford et al., 2015).  

The reference to employee disengagement produces an uncoupling of selves from 

work roles (George & Joseph, 2014). Disengaged employees struggle in work 

responsibilities and performance, morale, and in employees not taking advantage of 

available work resources (Offord, Gill, & Kendal, 2016). The disengagement plight of 

employees reduces creativity and participation in the workplace and hinders innovation 

(Martinez, 2015). The cause of disengagement is imperative to supervisors because 

disengagement can lend itself to employees justifying unfair working conditions or high 

demands (Valentin, 2014). Disengagement is a critical element for supervisors to 

acknowledge and strategically work to achieve a sustainable organization (Kim et al., 

2016). Researchers noted self-efficacy to have a stronger negative impact on 

disengagement than commitments to goals (Khan, Tang, & Joshi, 2014). A weak 

association between employee satisfaction and workplace engagement creates a 

disconnect (Suriyankietkaew & Avery, 2014). Disengaged workers create negative 



31 

 

effects with financial and non-financial consequences to the organization (Byrne et al., 

2017). 

Disruptive employees. Workplace aggression has grown over the past 25 years 

and refers to both physical and psychological negative acts carried out against other 

employees or the organization (Suriyankietkaew & Avery, 2014). Mobbing is a term used 

by behavioral scientists when unfriendly behavior occurs by employees in the workplace 

(Qureshi et al., 2015). Negative emotions intensify when people are under performance-

oriented rules by management (Petrou et al., 2016). Mental distress contributes to be the 

underlying psychological effects of low self-esteem and causes disruptive patterns by the 

aggressive employee (Simpson, Byrne, Gabbay, & Rannard, 2015).  

Disruptive conflict behaviors require managers who implement resolution tactics 

with open discussions, respect for employees, and a moral awareness to address the 

disruptive behaviors (Babalola et al., 2016). Dissatisfied employees are more likely to 

express disruptive behaviors if they believe their current wages for the work they perform 

are too low (John, Lowenstein, & Rick, 2014). According to Larkin and Pierce (2016), 

disengaged employees may be prone to illegal behaviors of misconduct of fraud, theft, 

and other wrongdoing. Employees can learn about unethical behavior from other 

coworkers and by the organizational acceptability of this behavior type (Larkin & Pierce, 

2016).  

Poor employee performance. Inattentive employees are emotionally 

disconnected and lack concentration to perform their job in the workplace (Martinez, 

2015). Ford et al. (2015) reported that employees who determined their job meaningless 
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became disengaged in their work and organizational goals. Employees who lack 

responsibility for their work role do not go beyond the demands of the job task (Paillé et 

al., 2014). Disengaged employees are not able to identify with their work and therefore 

perform poorly (Bakker et al., 2014). When job demands are high, employees decrease 

their work performance and do not achieve their work goals (Schaufeli & Taris, 2014).  

Employee job performance is indicative of the organization’s financial or non-

financial outcome and based on the direct link with the performance and success of the 

organization (Anitha, 2014). Employee performance may be hindered if the manager is 

overly judgmental towards the employee and fails to allow the employee to adapt and 

evaluate their own work performance (Petrou et al., 2016). A lack of managerial feedback 

and social support also contributes to poor employee performance on the job (Bakker, 

2011). When workers have insufficient opportunities for development, do not receive 

regular feedback from supervisors, or cannot work on various tasks, they may become 

disengaged (Bakker et al., 2014). 

Low self-esteem is another consequence of poor job performance and the way an 

employee evaluates themselves affects how engaged they are in their role and how they 

assess their work ability (Airila et al., 2014). Bonner et al. (2016) stated that moral 

disengagement of the supervisor leads to employees’ perceptions of unethical leadership 

and poor job functions. A negative work relationship between the manager and employee, 

or the employee and other employees can lead to job burnout and poor work performance 

(Shaukat, Yousaf, & Sanders, 2017). Disengaged employees underperform in their 

workplace roles (Saxena & Srivastava, 2015). 
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Simpson et al. (2015) noted that managers who continually criticized employees 

for poor work performance contributed towards the employee experiencing work-related 

stress that resulted in the deficient performance. Many companies have changed from 

instructor lead training programs for employees, to e-learning programs and rely on the 

employees to train themselves (Charlier, Guay, & Zimmerman, 2016). Charlier et al. 

(2016) further stated that e-learning programs are only effective if the employee uses the 

software and applies what they learned to their job.  

Financial consequences of disengaged employees. Wong, Soh, Chong, and 

Karia (2015) reported that evidence showed the financial health and viability of firms are 

directly impacted by employee engagement. The financial consequences of the 

organization are directly related to the disengaged employee (Christian & Ellis, 2014). 

Disengaged employees demonstrate lower levels of daily engagement in the workplace 

and this disengagement reduces the organization’s financial returns (Bakker, 2011). Rao 

(2017) found that employees who do not enjoy returning to the organization do not 

contribute their best and decrease the organization’s bottom lines.  

Researchers have proved that self-interest on the part of the employee is the 

blame for corporate financial ruin (Kish-Gephart, Detert, Treviño, Baker, & Martin, 

2014). Rose, Shuck, Twyford, and Bergman reported disengaged employees cost the 

United States economy approximately $24 million annually in lost revenue, production, 

and innovation. Leaders who exhibit dysfunctional behavior patterns can cause the 

organization its most costly financial ruin (Rose et al., 2015). Brammer, He, and Mellahi 

(2015) associated corporate social responsibility with employee disengagement and 
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documented that negative employee attitudes produce declined financial returns. 

Compensation systems and extrinsic incentives may generate perverse economic 

incentives as well as psychological and social responses that lead an employee towards 

illegal misconduct that costs the organization financial penalties (Larkin & Pierce, 2015).  

Companies with a weak organizational culture of disengaged employees do not 

generate healthy revenue (Samnani & Singh, 2014). According to Rajini (2016), 

disengaged workers contribute to low revenues because of low productivity and scarce 

innovative ideas. Poor decision-making by management also leads to disengagement and 

reduces the organization’s revenue (Miles & Clieaf, 2017). Therefore, management’s 

responsibility to find strategic ways to engage employees in the workplace and protect 

the organization’s financial resources (Wong et al., 2015).  

Effective Employee Engagement Strategies 

Effective employee engagement strategies may include managers who implement 

meaningful work characteristics like self-actualizing work, social impact, feelings of 

personal accomplishment, and perceived ability to meet the employee’s projected career 

goals (Shuck & Reio, 2011). Gilbert et al. (2010) suggested engagement strategies to 

empower employees and emphasize individual contributions to organizational goals as 

important steps in producing positive workplace environments. Managers who focus on 

engaging employees may also engage customers through listening, servicing, and treating 

the customer in the best manner (Kumar & Pansari, 2016). However, organizational 

leaders should ensure all levels of hierarchy are involved in fostering employee 

engagement to improve the cultural setting (Rana et al., 2014).  
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Workplace practices of enhanced recruitment and safe work environments 

showed an increase of employee engagement with excellent retention, stronger customer 

relationships, and a deeper understanding of organization (Vitt, 2014). Managers who 

empower employees enhance employee feelings of self-efficacy (Nel et al., 2015). 

Researchers also proved that engaged employees present a competitive advantage in the 

marketplace for the organization (Glavas, 2016).  

Moreover, engaged employees who analyze the strategic structure of their firm 

generate shared perceptions and collectively engage as a group (Barrick et al., 2015). 

Managerial support presents a positive contribution to the organization and a feeling of 

value to the employees (Shuck & Reio, 2014). The role performed by employees reveals 

a dimension of self-expression and the use of skills within their designated roles (Kahn, 

1990). Therefore, managers who offer a positive perception of the work environment 

present a supportive workplace for employee engagement (Anitha, 2014). Managers who 

reengage their employees through a thoughtful change intervention benefit the entire 

organization (Shuck & Reio, 2011). 

Effective employee engagement can lead to higher individual and organizational 

performance and outcomes (Albrecht et al., 2015). Managers are responsible for 

interpreting and executing organizational strategies, facilitating workplace changes, 

generating effective working environments, ensuring operations run efficiently, building 

up and motivating teams and individuals (Agarwal, 2014). Self-efficacy is partially the 

mediator between the manager’s rated effectiveness and employee engagement (Ugwu et 

al., 2014). 
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Communicate with employees. Communicating with people is a means to the 

manager figuring out the best method to respond to certain situations with employees 

(Kahn, 1990). Technology offers managers an effective way to communicate and engage 

with their employees (Men & Hung-Baesecke, 2015). Managers can build trust with 

employees by implementing internal campaigns such as kick-off meetings, flyers and 

announcements via the company’s intranet, and publishing articles in the company’s 

magazine (Schaufeli & Taris, 2014). Strategic managers work with employees to improve 

time management skills and help them learn effective communication skills to increase 

their job effectiveness (Byrne et al., 2017). According to Gordon et al. (2015), 

communication helps employees perform their daily work tasks and enhance both their 

and other’s professional development.  

Share knowledge. Communication of the manager’s knowledge allows for 

knowledge sharing of the company’s procedures with employees (Ford et al., 2015). 

Leadership traits include the manager’s motives, values, social and cognitive ability, and 

knowledge; which they share with their employees (Offord et al., 2016). Researchers 

have found knowledge sharing and innovation encourage creativity and participation 

among employees (Martinez, 2015). Kahn (1990) stated effective leaders share their 

personal philosophy and vision with employees to build relationships. Knowledge 

sharing among team members also fosters individual and team creativity and employee 

engagement (Dong, Bartol, Zhang, & Li, 2016). Internal knowledge sharing promotes 

proactive work behaviors where the behavioral characteristics of the employees reveal 

initiative, risk taking, and the introduction of innovative ideas (Gawke et al., 2017).  
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Provide employee resources. Job resources refer to the physical, psychological, 

social, or organizational aspects of the job function that help the employee achieve their 

work goals (Balunde & Paradnike, 2016). Sufficient job resources may provide 

employees with a sense of security to improve their engagement practices (Byrne et al., 

2017). Job resources provide employees with greater learning opportunities and have 

direct effects on increasing work engagement (Sarti, 2014). Managers should seek 

resources to positively associate with employee engagement practices where employees 

can seek challenges to associate adaptivity and reduce demands from a negative 

environment (Petrou, Demerouti, & Schaufeli, 2016). Job resources, along with the 

employees’ personal resources, help to balance the employee’s personal abilities and 

needs (Gawke et al., 2017).  

Empower employees. Empowerment allows a person to feel the need to serve, 

aspire, and respect the power and receive the support of their supervisor (Mikulincer & 

Shaver, 2017). Social media outlets allow employees to articulate their opinions and 

engage in a more personalized and intimate relationship with the organization (Men & 

Hung-Baesecke, 2015). Transformational leaders empower their employees, and provide 

a leader-member exchange, influence forms of engagement in the workplace (Saks & 

Gruman, 2014). Therefore, empower your employees and give them freedom to make 

decisions, respect their failures, and let them learn lessons from those failures so they can 

become successful leaders (Rao, 2017).  

Encourage employees. Employees with low morale are likely to view their 

manager as disengaged and unethical (Bonner et al., 2016). Adequate salary and career 
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opportunities may provide employees with the motivation to engage in high work 

performance (Balunde & Paradnike, 2016). Some managers may use a reward system to 

encourage and stimulate employees to engage in their job functions (Peng et al., 2016). 

Managers should pay attention to improving their personal integrity as employees soon 

discover their manager’s integrity builds their own engagement and improves citizenship 

behaviors (Reunanen, Penttinen, & Borgmeier, 2017).  

Build trustworthiness. Researchers noted that without trust, employees focus on 

placing blame on others, miss deadlines, fail to service customers efficiently and fail to 

deliver positive results (Rao, 2017). Transparency among management builds a 

relationship of trust with the employees (Men & Hung-Baesecke, 2015). Employee 

engagement, as an organizational strategy should be a leadership goal of managers that 

involves all members of the organization and one that offers a supportive culture and 

builds on trust (Popli & Rizvi, 2017). When managers provide consistent responsiveness 

and attention, individuals develop positive internal processes of trustworthiness (Byrne et 

al., 2017). Trust in the supervisor creates the development of an employee’s social capital 

outcome and positive attitudes and behaviors (Lapointe & Vandenberghe, 2016). 

Employees who believe in the wow factor in their work environment are more likely to 

lead results and transfer the excitement and engagement forward to others (Reunanen et 

al., 2017). Trust allows individuals to fulfill their job roles in an efficient manner 

(Trépanier, 2014).  

Link engagement to high performance. Employee engagement is a motivational 

state where employees invest themselves emotionally, cognitively, and physically in their 
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work role (Kahn, 1990). Employees who demonstrate high performance skills in their job 

are more likely to further develop their cohesion levels and be a benefit to the entire 

organization in future tasks (Rodríguez-Sánchez, Devloo, Rico, Salanova, & Anseel, 

2016). Managers can customize individual performance levels for each employee and in 

turn, create influence follower development by communicating lofty expectations and 

stimulate followers’ intrinsic needs for growth (Dong et al., 2016). High performers want 

to believe their work is meaningful and believe they can give and receive in their work 

role (Kahn, 1990). Superior job performance boosts employee engagement and self-

efficacy because it encourages motivation-enhancing experiences of excellence and 

success (Schaufeli & Taris, 2014).  

Lead by example. Managers who lead by example provide the most effective 

implementation of employee engagement (Bernard, 2016). Leaders need to lead by 

example if they are to expect their employees to engage in their job role (Fortenberry & 

McGoldrick, 2016). Effective leaders emphasize common grounds, shared values, and 

ideology to employees by articulating a compelling vision, developing acceptance of 

collective goals, and establishing themselves as a role model for the team (Dong et al., 

2016). Employees observe managers and respond well to leaders who lead through 

example (Zhu, Treviño, & Zheng, 2016).  

A responsive leader repeats interactions with responsive and supportive actions to 

their employees and creates a cohesive pattern where the employees can psychologically 

function on the job (Mikulincer & Shaver, 2017). Effective leaders also leverage the 

talents of others so business-oriented leaders can focus on their business roles within the 
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organization and perform their tasks more efficiently (Rucker, 2017). A leadership 

strategy with a scheme of effective nurturing and collaborative capabilities draws 

employees towards engagement in their work roles (Beckmann, 2017). Inspirational 

leaders close the gap between themselves and employees and develop positive employee 

engagement in the workplace (Rao, 2017). 

 

Factors That Enhance Employee Engagement 

Employee engagement is a level of commitment and involvement an employee 

has towards their organization and company values (Anitha, 2014). According to 

researchers, many leaders are turning to scholars to test strategies on how to develop an 

engaged workforce (Shuck & Reio, 2011). Job crafting links work engagement and opens 

opportunities for individuals to expand their career (Lu et al., 2014). A fair pay structure 

creates a sense of self-efficacy for the employee and promotes employee engagement 

(Olafsen, Halvari, Forest, & Deci, 2015). Shuck, Adelson, and Reio (2016) noted how 

engaged employees bring their whole selves into their work roles. Kahn’s (1990) 

personal engagement foundation reveals that engaged employees show cognitive 

attentiveness, become emotionally vested, and are physically energetic in the work 

environment. 

Leadership. Leadership was an important criterion identified through research as 

a fundamental factor to employee engagement (Anitha, 2014). Researchers suggested 

leadership as one of the largest factors affecting employee perceptions and the workplace 

and workforce engagement actions (Popli & Rizvi, 2016). Effective leaders translate 
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organizational systems to their employees and reinforce their behaviors to create different 

degrees of supportiveness and openness (Kahn, 1990). Kahn further stated supportive 

managers create a supportive environment that allow employees to try and to fail without 

fear of the consequences. Leaders who inspire employees create trust through civility, 

honest communication, and concern towards a healthy workplace (Hollis, 2015). 

Managers should recognize and implement focal areas of employee development that 

require immediate attention (Kumar & Pansari, 2016).  

Organizational leaders can enhance employee engagement through effective use 

of current resources or in purchasing external resources and develop new capabilities to 

create improved employee and customer value (Barrick et al., 2015). The positive 

leadership role of managers in an organization help develop reliable and valid perceptions 

by the employees towards their work environment (Nel et al., 2014). Managers need the 

ability to facilitate directions to employees in a manner of collaboration; instead of 

enforcing the power of one over another (Shuck et al., 2016). When employees are 

encouraged and supported by their managers, they are willing to engage in the workplace 

environment to help their organization achieve functional and social success (Paillé et al., 

2014). 

Fair pay. Workers associate fair compensation with task assignment and task 

completion (Borromeo, Laurent, Toyama, & Amer-Yahia, 2017). Fair compensation 

systems attract and retain valuable employees based on their heterogeneous ability, 

motivation levels, and social relationships (Larkin & Pierce, 2015). Samnani and Singh 

(2014) reported that performance-enhancing compensation practices help to increase 
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employee productivity through greater accountability.  

Employees tend to engage in their work efforts based on what they consider fair 

wages (Cohn, Fehr, Herrmann, & Schneider, 2014). According to Borromeo et al. (2017), 

engaged workers may contribute more than their disengaged counterparts if they believe 

their wages are fair. Larkin and Pierce (2016) noted that fair wages encourage engaged 

employees to work harder, obtain promotions in the workplace, and increase their 

psychological well-being.  

Responsible organizational leaders influence a culture that drives employee 

engagement and compensates their workers to ensure fairness and employee satisfaction 

in the workplace (Taneja, Sewell, & Odom, 2015). Compensation motivates an employee 

to achieve more and therefore focus more on their work and personal development within 

the organization (Anitha, 2014). Therefore, compensation systems represent a critical 

influence and driver of employee attitudes and behaviors towards employee engagement 

in the workplace (Samnani & Singh, 2014). 

Cultural diversity. A healthy working environment should consist of a moral 

cultural diversity that includes an effective team, an attentive manager, job security, a 

sustainable compensation package, proper resources, and a safe working environment 

(Anitha, 2014). Productive and successful firm cultures are comprised of skillful 

employees who perform routines with knowledge of organizational processes and a full 

understanding of the daily operations (Charlier et al., 2016). Kish-Gephart et al. (2014) 

stated that fairness generates moral standards and honest motives across corporate 

culture.  
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Effective employee engagement affects all work groups, industries, and 

organizational cultures and requires dedication from managers and employees (Shuck et 

al., 2016). Employee engagement combines an affective commitment and intrinsic 

motivation between an employee’s attachment and relationship with the organizational 

culture and colleagues (Taneja et al., 2015). Organizational culture influences whether an 

employee chooses to engage in their work and is based on the work environment (Reis, 

Trullen, & Story, 2016). The key competitive advantage of a firm is to attract top talent, 

apply strategic practices, develop respectable leadership, and engage employees within a 

healthy organizational culture of motivated employees (Evangeline & Ragavan, 2016). 

Transition  

In this section, I introduced the business problem and provided context for the 

study. The section included the problem statement and the purpose statement as well as a 

discussion of the nature of the study, the central research question, interview questions, 

the conceptual framework supporting this study, and the contribution the research makes 

toward social change and strategies managers can use to engage employees. Operational 

definitions relevant to the study, as well as the assumptions, limitations, and delimitations 

for the study provided context. The literature review includes an exhaustive analysis of 

current research relevant to strategic employee engagement theories and includes several 

additional theories for contrast toward the development of employee engagement 

practices, as well as themes used in the literature review to gain a thorough understanding 

of the research topic. Section 2 includes supplementary information on the research 

methods and designs, population and sampling, ethical matters, the role of the procedures 
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chosen for this study. Additional components contained in this section revealed my role 

as the data collection instrument and provide detailed information about the data 

collection, data collection technique, data organization techniques, and the data analysis 

process. Furthermore, I identified and discussed strategies for increasing reliability and 

validity toward the research. Section 3 includes a presentation of the findings, 

applications to professional practice, implications for social change, recommendations for 

action and further research, and the reflections and conclusion.  
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Section 2: The Project 

The engagement level of employees in the organization affects the levels of their 

organizational productivity (Shuck & Rose, 2014). The purpose of conducting this 

qualitative case study was to examine the strategies that small retail business managers 

use to engage employees in the workplace. I selected participants based on their years of 

experience working in the retail industry. In Section 2, I begin with the purpose statement 

for the study. A discussion on my role as the researcher follows, followed by an overview 

of the participant criteria. Included in this section are the research methodology, research 

design, population and sampling, participants, ethical research, data collection 

instruments, data collection technique, data organization technique, data analysis, and 

reliability and validity of the research. 

Purpose Statement 

The purpose of this qualitative descriptive study was to explore strategies that 

some small retail business leaders use to engage employees in the workplace. The 

population of the study consisted of five small retail business managers located in 

Orlando, Florida, who implemented strategies to engage employees. The implications for 

positive social change include the potential to enhance leaders’ understanding of effective 

strategies necessary to increase employee engagement, which may lead to positive social 

behaviors of employees who can volunteer their time to assist people in the community 

and society. 
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Role of the Researcher 

The role of a researcher in a qualitative study is one where the researcher locates a 

problem and begins to gather substantive data through participant interview and 

observation (Katz, 2015). A researcher adopts a methodology during the design of his or 

her research and associates the assumptions that they make when collecting, analyzing, 

and interpreting their data (Moon et al., 2016). Researchers should take initiatives to 

ensure the achievement of rigor in the study to avoid the subjective view of events 

(Hamdani, Valcea, & Buckley, 2016). Yin (2014) further noted that a qualitative 

researcher serves as the primary data compilation instrument. In qualitative studies, as 

well as quantitative and mixed-methods studies, the researcher is responsible for 

gathering and analyzing data from human subjects (Abildgaard, Saksvik, & Nielsen, 

2016; Schoenherr, Ellram, & Tate, 2015), protecting the participants’ rights (Goldenberg, 

Brouwer, Jimenez, Miranda, & Mindt, 2016), safeguarding identifiable data (Wong, 

Hassed, Chambers, & Coles, 2016), and ensuring that study results accurately convey 

participant responses (Nilsson et al., 2016).  

Qualitative inquiry allows a researcher with prior knowledge of the topic to 

provide relevant understanding to the situation (Male, 2016). The researcher-participant 

relationship requires an anti-authoritarian connection between the two parties and a 

minimization of distance within that relationship (Råheim et al., 2016). Olsen, Lehto, and 

Chan (2016) noted that a researcher should build a trusting relationship with participants. 

The goal of my relationship with the participants is to build a trusting rapport and gain 

their input and knowledge on the topic under review. My career has allowed me to 
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participate in successful employee engagement experiences in the workplace. However, I 

have also observed a lack of strategic engagement by some organizational leaders in their 

employee’s work engagement. Because of these professional experiences, I decided to 

research effective employee engagement strategies within workplaces.  

Researchers need to incorporate ethical practices and prevent bias throughout 

their investigations (Kouchaki & Gino, 2015). I adhered to the three ethical principles 

outlined in the Belmont Report by the National Commission for the Protection of Human 

Subjects of Biomedical and Behavioral Research (1979). In accordance with the Belmont 

Report, these ethical practices include a researcher demonstrating respect for individuals, 

beneficence, and justice by (a) ensuring participants receive the informed consent, (b) 

assessing the risks and inflicting no harm to the participants, and (c) treating participants 

with fairness and equality.  

Researchers must disclose the details of the study to the participants and reveal 

the tools used to prevent bias (Garg, 2016). A researcher can control bias by setting aside 

any prejudices and knowledge gained through personal or scholarly sources (Johnston, 

Wallis, Oprescu, & Gray, 2017). A researcher may have prior knowledge of the topic 

under study, known as bracketing, but should control interjecting that information during 

the research and interview process (MacFarlane, Veach, Grier, Meister, & LeRoy, 2016). 

By using bracketing techniques, I overlooked my personal experiences, beliefs, attitudes, 

culture, and generational views when interpreting data. Because their interpretation is a 

key factor to their investigations, qualitative researchers sometimes encounter difficulty 

in separating themselves from their research (Fusch & Ness, 2015). To avoid viewing 
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data through a personal lens, I paid close attention to and discerned my worldviews from 

the behavior and reflections of the participants.  

To ensure ethical research and prevent bias, I used an interview protocol (see 

Appendix D) and interviewed participants using open-ended, in-depth questions, audio 

records the interview, reviewed and scrutinized data, and interpreted findings. I attempted 

to refrain from interjecting bias into my investigation by following the interview protocol 

to ensure systematic treatment of participants. Researchers follow an interview protocol 

as a procedure with prompts to follow throughout the interview process (Li et al., 2014). 

By following such protocol, researchers can establish rapport, obtain consent, and ensure 

rich data collection (Doody & Noonan, 2013). Prompts may include a short introduction 

of the study, an informed consent reminder, and cues to obtain other necessary 

information (Li et al., 2014). By using this protocol, I attempted to establish a rapport 

with participants and gathered relevant data. 

Participants 

Participants who perform a specific role in the organization should meet the set 

conditions of the researcher because they match eligibility criteria (Palinkas et al., 2015). 

A qualitative researcher locates and selects participants who have extensive knowledge 

on the topic (Ibrahim & Sigani, 2014). Researchers should recruit and select participants 

using inclusion and exclusion criteria (Khidir et al., 2016). The purpose of the study is for 

me to explore strategies that some small retail business leaders use to engage employees 

in the workplace efficaciously. Participants for this study must be leaders who manage at 

least two employees in a small retail business and have demonstrated effective employee 
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engagement patterns. Information from the participants and organizational documentation 

provided data to support claims of effective employee engagement. Participants had at 

least one year of managerial experience in the business. 

The researcher-participant interview involves a critical two-way interaction of 

information (Farago, Zide, & Shahani-Denning, 2013). Gaining access to the participants 

may require the researcher to conduct continuous negotiations to ensure the agreement 

and consent of participants and gatekeepers, and by demonstrating transparency 

regarding the researcher's identity and the nature of the findings (Høyland, Hollund, & 

Olsen, 2015). A researcher should secure permission from an individual who has access 

to channels of communication used within the organization (Robinson, 2014). After the 

delegating authority at my proposed study site grants permission, I sent participants a 

consent form to sign in advance of their interviews. A researcher uses the consent form to 

outline the purpose of the study and explain why the research is important and beneficial 

for the individual, business, and community (Nel et al., 2015). By working with my study 

organization’s leadership team, I gained access to the names of the participants who fit 

my study eligibility criteria. Interview discussions occurred after receiving a signed letter 

of cooperation, which authorized data collection process from managers at my study site. 

Another means of gaining access to participants was through a formal written request via 

email notification. I obtained consent to speak with and interview potential subjects via a 

phone conversation. I arranged scheduled interview dates, times, and a suitable meeting 

location at the company’s place of business. 
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A working relationship between a researcher and participant creates an 

environment of reciprocity, representation, and cultural considerations (Lloyd et al., 

2016). A researcher should not pressure participants to respond and allow for their 

willingness to answer the interview questions in an honest and open manner (Marshall et 

al., 2014). To ensure an effective working relationship, I provided a statement of purpose 

and maintain transparency. Individual participation was voluntary. Each participant 

received a copy of the consent form. All information will be stored on an external hard 

drive and a separate flash drive and kept in a secure, locked location for five years. After 

five years, I will destroy all information about the study. 

Walden’s Institutional Review Board (IRB) requirements postulate a scholar 

develop their study around a central research question. Participants’ characteristics 

should also align with the developed central research question (Klein et al., 2014; 

Roulston, 2014). To achieve alignment, I compared the purpose of the study with the 

participant criteria. A researcher uses the central research question as the overarching 

question to maintain alignment with the set criteria (Polikoff & Porter, 2014). I used the 

interview protocol and interview questions to sustain the orientation of the results and 

ensure transparency.  

Research Method and Design  

Selecting an apt research method and design is dynamic in the scholar providing a 

detailed picture of a phenomenon (Ritchie, Lewis, Nicholls, & Ormston, 2013). Scholars 

should pay careful consideration in choosing the appropriate research methodology and 

design that may be suitable for revealing the answer to the central research question 
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(Hartley, 2016). I used a qualitative method with a single case study design for this 

research study. The qualitative researcher uses netnography, personal interviews, and 

participant observations from a selected target audience (Guercini, 2014). Qualitative 

methodology used by a researcher should incorporate descriptive purposes which are 

mainly focused on areas of emerging theory or used to investigate individuals or explicit 

historical events copiously (De Massis & Kotlar, 2014). In case study design, scholars 

investigate data to fulfill design purposes and follow the alignment of the research 

process toward the desired outcome while recognizing the value and considering that data 

influences positive change behaviors (Harland, 2014).  

Research Method 

The qualitative approach is a method that researchers use for the systematic 

collection, organization, and interpretation of textual data derived from an experienced 

phenomenon (Gale, Heath, Cameron, Rashid, & Redwood, 2013). Qualitative researchers 

identify and articulate concepts and tactics to simplify what they offer in the study which 

leads to the enhancement and justification of the research findings and conclusions 

(Parker & Northcott, 2016). A qualitative approach enables researchers to obtain and 

gather information which includes the participants’ emotions, attitudes, and learning 

processes from a variety of individual perspectives (Hammel et al., 2015). I used a 

qualitative research method for this study to interview small retail managers and report 

their strategies to improve successful employee engagement. 

Quantitative researchers test hypotheses and examine relationships between 

variables (Warner, 2016). The researcher’s goal of the quantitative approach should be to 
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maintain objectivity (Wright, O'Brien, Nimmon, Law, & Mylopoulos, 2016). 

Quantitative researchers may use a variety of procedures such as statistical data, random 

sampling, surveys, direct observation, or social network analysis to gather their findings 

(Marti, 2016). A quantitative approach would not have provided me with the necessary 

exploration and design required to encapsulate the environment of the managers’ 

effective employee engagement strategies. 

A mixed method approach in research is a methodological plurality used in 

psychology to refer to a combination of qualitative and quantitative methods (Sullivan, 

2015). Mixed methodology combines qualitative focus groups and quantitative survey 

approaches to allow the researcher to identify and characterize groups with identical 

contributors (Weible, Christoph-Schulz, Salamon, & Zander, 2016). The mixed research 

method tends to enrich the researcher’s understanding of business problems and 

questions while advancing the research topic within the business field (Molina-Azorin, 

2016). The mixed method was not appropriate for my study because of the requirement to 

combine qualitative and quantitative approaches in developing and testing existing 

theories and hypotheses. 

Research Design 

The selection of the qualitative method as five available design options of (a) 

narrative, (b) ethnography, (c) grounded theory, (d) case study, and (e) phenomenology 

(Palinkas et al., 2015). A case study is an empirical inquiry which allows the researcher 

to investigate the case or cases and understand how or why a phenomenon occurs 

(Yaghmaei & Brem, 2015). A researcher selects a single case study design to critically 
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evaluate data to determine if the topic has sufficient empirical support to be deemed 

evidence-based (Fallon, Collier-Meek, Maggin, Sanetti, & Johnson, 2015). In the single 

case study, as defined by Yin (2015), the researcher is required to report all evidence 

fairly and without bias. Hott, Limberg, Ohrt, and Schmit (2015) found single case study 

design allows the researcher to report the results by using patterns of data. A researcher 

gains reliability in a single case design when agreement among the criteria is present 

throughout the data (Vannest & Ninci, 2015). The phenomenon I explored for this study 

encompassed retail managers with experience in using successful strategies to engage 

employees within the workplace. A single case study design is the most appropriate 

choice for my research because the data I collected was consistent with the topic of the 

study and phenomenon of successful practices by managers in employee engagement.  

The narrative design was not appropriate for the study because the researcher 

focuses on the examination of recent or current literature which can span over a wide 

range of subjects with multiple levels of completeness and comprehensiveness (Iversen et 

al., 2016). Narrative design is a preliminary framework and collection of stories 

developed by the participants (McLean, Shucard, & Syed, 2017). Ethnography was not 

appropriate for the study because there was no need to conduct a systematic study of a 

specific culture or group of people (Vogel, 2016). Social science researchers use 

ethnography as a long tradition of representation of the relation between people and 

places (Eisenhardt, Graebner, & Sonenshein, 2016). A phenomenological design was not 

appropriate for the study because there was no need to explore any specific experience 

and actions (Hamarat, 2016). A researcher uses a phenomenological design when the 
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essence of phenomena is known, but which do not possess an in-depth understanding 

(Yilmaz, 2016). 

The population for this qualitative single-case study included managers from a 

small business who were based in Orlando, Florida. Purposeful sampling is the desired 

sampling method choice of qualitative researchers, and the essence of purposeful 

sampling is to select information-rich cases that allow for the highest level and use of 

limited resources from diverse conditions (Duan Bhaumik, Palinkas, & Hoagwood, 

2015). Purposeful sampling is the exhaustive effort the researcher puts into developing 

data collected for the study (Benoot et al., 2016). A researcher uses purposeful sampling 

to recruit a certain number of participants to partake in the interview process and provide 

relevant data for the study (Stein et al., 2016). I used purposeful sampling to select the 

study participants. 

Sample sizes are typically small in qualitative research studies; nevertheless, the 

researcher should address credibility, transferability, dependability, and confirmability 

(Brown, Strickland-Munro, Kobryn, & Moore, 2017). The justification of sample size is 

evident in the data reaching the saturation point of redundancy, however a sample size 

may include three semistructured interviews (Campbell, 2015; Marshall, Cardon, Poddar, 

& Fontenot, 2013). In qualitative work, the sample size is generally small and based on 

similar research on the same topic (Karimi et al., 2017). A homogenous population 

should consist of six and 12 participants for the researcher to obtain data saturation 

(Saunders & Townsend, 2016). However, my study consisted of five eligible managers 
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from a retail business who implemented successful strategies to engage employees in the 

workplace. 

Participants met the eligibility criteria as managers leading successful teams 

through strategic engagement practices. I collected data from five managers and used 

semistructured, open-ended, and in-depth interview questions. Managers who 

participated in the study had at least 1 year of leadership experience and met the criteria 

for inclusion in this study. Secondary data from company memorandums, central email 

software, and online customer reviews provided information towards data collection and 

validation for the past 5 years (2012-2016).  

Fusch and Ness (2015) defined data saturation as a difficult task for the 

researcher, as the ability to reach data saturation depends on the varying available studies 

and willing participants. In qualitative inquiry, there is a purposeful strategy of 

ambiguities where the researcher examines the purpose of the inquiry, seeks what is at 

stake, provides useful data of credible input, provides information throughout the 

available time, and incorporates the obtainable resources as a method to reach 

redundancy (Marshall et al., 2013). The most suitable unit of investigation in reaching 

data saturation is sufficiently large enough, but small enough for the researcher to provide 

relevant meaning for the reader to evaluate the trustworthiness of the findings (Elo et al., 

2014). A researcher achieves data saturation when their investigation can no longer 

reveal further information offered by the participants (Palinkas et al., 2015). My goal was 

to recruit and interview six participants until no new information emerged in the collected 

data. I reached data saturation with five participants and the data collection process 
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ceased. The company did not have six participants, therefore, five participants assisted 

me to reach data saturation on the topic.  

Participant eligibility includes a series of criteria which the researcher identifies to 

enable a consensual evaluation guide for a qualitative study (Santiago-Delefosse, Gavin, 

Bruchez, Roux, & Stephen, 2016). The rationale of selecting participant criteria is for the 

researcher to strategically categorize areas of unique, different, or important perspectives 

on the phenomenon in question (Robinson, 2014). In qualitative methodology, the 

researcher selects participants who meet or exceed a specific set of criteria and who can 

share intimate knowledge of the phenomenon toward an information-rich case study 

(Palinkas et al., 2015). The informed consent process should contain clear information 

from the researcher so that participants can comprehend the research study and make 

informed decisions about their participation.   

To determine the eligibility criteria, I based the experience of each participant 

with their employee engagement strategies in the retail industry. Eligible participants 

need at least one year of management experience and knowledge related to the 

phenomenon (Karimi et al., 2017). Flexibility in criteria allows the researcher to meet the 

needs and specificities of their study and present a consensual and explicit evaluation 

protocol of the participants (Santiago-Delefosse et al., 2016). I purposively selected the 

participants for this study among company managers from a business in Orlando, Florida, 

who effectively used strategies to improve employee engagement. The appropriate 

participants needed management experience and proven leadership skills to fulfill the 

requirements of my study. A suitable interview setting is one that is accessible and 
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comfortable for the participants (Paulo, Albuquerque, Saraiva, & Bull, 2015). I met the 

participants at the location of their choice and where they felt comfortable with the 

private interview process. 

Population and Sampling 

The population for this qualitative single-case study included managers from a 

small business who were based in Orlando, Florida. Purposeful sampling is the desired 

sampling method choice of qualitative researchers, and the essence of purposeful 

sampling is to select information-rich cases that allow for the highest level and use of 

limited resources from diverse conditions (Duan Bhaumik, Palinkas, & Hoagwood, 

2015). Purposeful sampling is the exhaustive effort the researcher puts into developing 

data collected for the study (Benoot et al., 2016). A researcher uses purposeful sampling 

to recruit a certain number of participants to partake in the interview process and provide 

relevant data for the study (Stein et al., 2016). I used purposeful sampling to select the 

study participants. 

Sample sizes are typically small in qualitative research studies; nevertheless, the 

researcher should address credibility, transferability, dependability, and confirmability 

(Brown, Strickland-Munro, Kobryn, & Moore, 2017). The justification of sample size is 

evident in the data reaching the saturation point of redundancy, however a sample size 

may include three semistructured interviews (Campbell, 2015; Marshall, Cardon, Poddar, 

& Fontenot, 2013). In qualitative work, the sample size is generally small and based on 

similar research on the same topic (Karimi et al., 2017). A homogenous population 

should consist of six and 12 participants for the researcher to obtain data saturation 
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(Saunders & Townsend, 2016). However, my study consisted of five eligible managers 

from a retail business who implemented successful strategies to engage employees in the 

workplace. 

Participants met the eligibility criteria as managers leading successful teams 

through strategic engagement practices. I collected data from five managers and used 

semistructured, open-ended, and in-depth interview questions. Managers who 

participated in the study had at least 1 year of leadership experience and met the criteria 

for inclusion in this study. Secondary data from company memorandums, central email 

software, and online customer reviews provided information towards data collection and 

validation for the past 5 years (2012-2016).  

Fusch and Ness (2015) defined data saturation as a difficult task for the 

researcher, as the ability to reach data saturation depends on the varying available studies 

and willing participants. In qualitative inquiry, there is a purposeful strategy of 

ambiguities where the researcher examines the purpose of the inquiry, seeks what is at 

stake, provides useful data of credible input, provides information throughout the 

available time, and incorporates the obtainable resources as a method to reach 

redundancy (Marshall et al., 2013). The most suitable unit of investigation in reaching 

data saturation is sufficiently large enough, but small enough for the researcher to provide 

relevant meaning for the reader to evaluate the trustworthiness of the findings (Elo et al., 

2014). A researcher achieves data saturation when their investigation can no longer 

reveal further information offered by the participants (Palinkas et al., 2015). My goal was 

to recruit and interview six participants until no new information emerged in the collected 
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data. I reached data saturation with five participants and the data collection process 

ceased. The company did not have six participants, therefore, five participants assisted 

me to reach data saturation on the topic.  

Participant eligibility includes a series of criteria which the researcher identifies to 

enable a consensual evaluation guide for a qualitative study (Santiago-Delefosse, Gavin, 

Bruchez, Roux, & Stephen, 2016). The rationale of selecting participant criteria is for the 

researcher to strategically categorize areas of unique, different, or important perspectives 

on the phenomenon in question (Robinson, 2014). In qualitative methodology, the 

researcher selects participants who meet or exceed a specific set of criteria and who can 

share intimate knowledge of the phenomenon toward an information-rich case study 

(Palinkas et al., 2015). The informed consent process should contain clear information 

from the researcher, so that participants can comprehend the research study and make 

informed decisions about their participation.   

To determine the eligibility criteria, I based the experience of each participant 

with their employee engagement strategies in the retail industry. Eligible participants 

need at least one year of management experience and knowledge related to the 

phenomenon (Karimi et al., 2017). Flexibility in criteria allows the researcher to meet the 

needs and specificities of their study and present a consensual and explicit evaluation 

protocol of the participants (Santiago-Delefosse et al., 2016). I purposively selected the 

participants for this study among company managers from a business in Orlando, Florida, 

who effectively used strategies to improve employee engagement. The appropriate 

participants needed management experience and proven leadership skills to fulfill the 
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requirements of my study. A suitable interview setting is one that is accessible and 

comfortable for the participants (Paulo, Albuquerque, Saraiva, & Bull, 2015). I met the 

participants at the location of their choice and where they felt comfortable with the 

private interview process. 

Ethical Research 

Heyler, Armenakis, Walker, and Collier (2016) defined ethical research as a 

process of recognizing a need, considering the alternatives, identifying a morally 

acceptable option, and implementing the process. In accordance with the requirements of 

ethical research, I conducted a study under the Walden University (IRB) approval 

number 06-06-17-0580697. A letter of consent given to each person contributed 

information in the study and contained a clear declaration concerning the purpose of the 

study, benefits of involvement for the researcher and participant, and the estimated time 

for the interview process (Mabery, Gibbs-Scharf, & Bara, 2013).  

All participants signed a consent form, found in Appendix B, before participating 

in the interview process. The informed consent is used by a researcher to incorporate the 

disclosure of information or a table of contents of (a) the protective comprehension of the 

participant to make an informed decision, (b) the participant’s freedom from coercion, 

and (c) a participant’s willing consent explicitly and formally in written format (Ssali, 

Polan, & Seeley, 2016). For this study, I provided each participant with an invitation to 

participate. Subjects had the opportunity to withdraw at any time during the interview 

process through means of written email or in-person communication. Research 

participation incentives often improve response rates (Pederson & Nielson, 2014). 
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However, the participants in this study did not receive any incentives for participating in 

the interview process of the study.  

Researchers should uphold ethical research and integrity practices to protect each 

participant (Goodrich & Luke, 2017). Bauman (2013) described integrity as a term of 

identity-conferring commitments to ethical, unethical, or personal principles. Elements 

such as bias, intuition, experience, emotion, social awareness, and colleagues’ input need 

to be avoided by the researcher (Heyler et al., 2016). As a researcher, the goal is to gain 

the trust and cooperation of the participants who may otherwise be reluctant to provide 

information (Berger, 2015). The names of the participants and organization remained 

anonymous. Each contributor to the interview process received the opportunity to review 

their feedback before inclusion in the study. I studied the National Institutes of Health 

Office of Extramural Research and received the required certification to properly engage 

in the research involving human subjects (Appendix C). 

Rapport development allows the researcher to create a connection with the 

participant, regardless of the complexity and dilemmas that may surround the relationship 

(Stahl, 2016). Scholars should understand and follow the process of participant consent, 

the protection of privacy, storage requirements of data, and the scope of sharing data 

(Brett, O’Neill, & O’Gorman, 2014). Providing transparency is imperative in reporting, 

preparing analyses, disclosing conditions, sharing data, and sharing research materials 

(Steegen, Tuerlinckx, Gelman, & Vanpaemel, 2016). I communicated and ensured 

transparency characteristics with the participants by following the procedure outlined 

throughout the table of contents and included appendices. I researched the data to 
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establish and maintain a trusting relationship. The appendices of this study include (a) 

Appendix A, interview questions; (b) Appendix B, invitation to participate; (c) Appendix 

C, National Institutes of Health Office of Extramural Research certificate; and (d) 

Appendix D, interview protocol. 

Each participant’s information or any other identifiers associated with them from 

the collection of data will be maintained in a locked cabinet for 5 years to protect the 

rights of the participants. After the 5-year period, I will destroy all information from the 

participants by shredding data in a cross-cut shredder and erasing any audio data from an 

electronic device. I did not collect data for this research study before receiving approval 

from the Walden University’s IRB without an identification number and expiration date 

(06-06-17-0580697 and Jun 15, 2018). The importance of protecting the identity of the 

participant and organization was essential to secure and protect privacy rights. For 

privacy protection, all organizational information remained confidential, the participants 

remained confidential, and each participant was assigned a random identifier code of (P1-

P5). 

Data Collection Instruments 

A researcher conducts qualitative research and acts as the primary data collection 

instrument to interpret a phenomenon that stems from a surrounding environment (De 

Lima Ferreira & Bertotti, 2016). Types of data collected by the researcher may include 

observations, interviews, or the review of organizational documentation (Specht et al., 

2015). Ali, Zevenbergen, and Tuladhar (2014) further noted that data collection involves 

the researcher examining, categorizing, tabulating, or recombining the evidence. Through 
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semistructured interviews, a researcher can act as the data collection instrument through 

open discussions with participants and in exploring new topics that may arise during the 

process (Leng, MacDougall, & McKinstry, 2016). As the data collection instrument, I 

used semistructured, open-ended, and in-depth interview questions to gather data for this 

study. I investigated organizational documents that included administrative 

memorandums for the past 5 years (2012-2016). 

The interview process involves the researcher acting as the data collection 

instrument and in safeguarding there is concentration on the research topic (Paradis, 

O’Brien, Nimmon, Bandiera, Martimianakis, 2016). The researcher also ensures 

anonymity of the participants during all stages of data collection process (De Lima 

Ferreira & Bertotti, 2016). A researcher should create interview questions as open-ended 

and appropriately expressed, with a direct relation to the topic of study (Hermes & 

Metzger, 2017). As documented by Yin (2015), company data consist of documents, 

archived records, interviews, and direct observations. I developed an interview 

instrument consisting of nine open-ended questions for managers of a small retail 

business to provide their responses (Appendix A). Each open-ended interview question 

aligns with the central research question developed for the study. I reviewed company 

data, such as organizational charts, job description criteria, and managerial reports that 

related to successful employee engagement.  

A researcher ensures reliability and validity of the data collection process using 

member checking to prevent misinterpretations of the information (Killawi, Heisler, 

Hamid, & Padela, 2015). Member checking is a process where the researcher shares the 
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interview transcripts, analytical thoughts, and drafts of the final study with the 

participants to ensure their input are accurate (Mitchell, Schuster, Smith, Pronovost, & 

Wu, 2015). Årlin, Börjeson, and Östberg (2015) shared how a researcher uses member 

checking as a process to test data collection, a validation to the interpretations as an 

overview of the pros and cons, and as a tool to check preliminary results to increase 

validity and credibility. Directly following the interview process, I incorporated member 

checking to confirm the validity of each participant’s responses. By validating the correct 

interpretation of each participants’ data, I solidified the credibility and ensured the 

truthfulness of the information to eliminate any potential interview misinterpretations. 

The interview protocol process is one where the researcher conducts key in-depth 

interviews through informed consent and plans the stages of the research procedure (Zea 

et al., 2015). A researcher uses the interview protocol to build rapport through drafted 

questioning to provide an investigative interview of the chosen participants (Paulo et al., 

2015). The planned stages of the method allow the researcher to use an interview 

protocol to ensure the interview questions align with the research question, to construct 

an inquiry-based conversation, to receive feedback on interview protocols, and to pilot 

the interview protocol throughout the study (Mansour, 2015). Employing an interview 

protocol (Appendix D) with each participant enabled me to control inaccuracies in the 

data collection process and provide consistency throughout the study. 

Data Collection Technique 

Individual interviews allow the researcher an opportunity to make observations 

that naturally occur from the voice of a participant (Petrie, 2016). Stein et al. (2016) 
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recommended a researcher obtain an audio recording of the interview to ensure data is 

complete and as reliable as possible. Researchers use semistructured interviews as both a 

data collection strategy and a research method (McIntosh & Morse, 2015). I chose a date, 

time, and interview location setting for the interview to ensure data collection suffices 

with interest and focus on the study. A suitable meeting location with each participant in 

a quiet environment allowed me to provide a successful completion of each 

semistructured audio recording of the interview. To collect data for this study, I used the 

semistructured interview method in audio recorded face-to-face communications of open-

ended questions and organizational documents. When using a script or interview 

protocol, a researcher must remember to notify the participant of the informed consent 

form and obtain a signed consent to participate (Drake et al., 2016). In following the 

interview protocol (Appendix D), I ensured to be consistent in asking each participant to 

sign the consent form prior to collecting interview data and give the individuals a hard 

copy of the consent form before starting the interview. 

The interview process was the principal foundation of data collection for this 

study. As the data collection instrument, both advantages and disadvantages occurred. 

One advantage is in how interviewers ask open-ended and relevant questions during the 

interview process (Chan et al., 2013). Another advantage is that an interviewer can 

observe the reactions of participants and make assumptions of the freely-given responses 

by the individuals (Saunders & Townsend, 2016). A disadvantage, as described by Paulo 

et al. (2015), is a participants’ attitude and failure to release information could be a 

deterrent to the progression of the research. Another disadvantage is the researcher’s 
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tendency to misinterpret nonverbal cues during the interview process and make incorrect 

assumptions (Lin et al., 2016). I ensured the incorporation of the potential advantages and 

disadvantages to the interview process. To prevent misinterpretations, I asked the 

participants to clarify their response to the interview questions (Appendix A) and 

encouraged them to provide any additional information. I also checked the audio 

recordings, prior to leaving the interview to confirm the recording device worked as 

expected. 

Pilot studies are defined as feasibility studies and are small scale versions, or trial 

runs the researcher uses to conduct a pretest of the research instrument (Van Teijlingen & 

Hundley, 2015). Cullen, Brennan, Manly, and Evans (2016) documented the researcher 

validates preliminary evidence towards the legitimacy of data through pilot studies. 

Another purpose of the pilot study is for the researcher to find possible revisions to the 

interview questions and collected data to ensure alignment with the purpose of the 

research (Zea et al., 2015). Since I followed the rigors of the interview protocol 

(Appendix D), I did not need to conduct a pilot study after IRB approval. 

Member checking allows the researcher to reflect on the results of the 

participants’ perspectives and verify the accuracy and depth of the information (Tong & 

Dew, 2016). The purpose of member checking is to ensure trustworthiness and credibility 

of data collection process (Matthews et al., 2016). Through member checking, the 

researcher can (a) request participants to approve the transcripts, (b) identify themes and 

codes from the responses, and (c) address transferability by keeping data on file and 

available upon request (Saeieh et al., 2016). To achieve member checking, I emailed or 
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met with each participant within a week of the interview and attempted to prevent 

potential inaccuracies in the data collected. 

Data Organization Technique 

The data organization technique is the open coding, creation of categories, and 

abstraction of data to confirm conformality and credibility of the researcher’s study (Elo 

et al., 2014). Researchers use digitization technology to connect the different services and 

the automation of many processes and electronic devices (Delsing, 2017). Male (2016) 

recommended for a researcher to organize and store the collected data in a computer 

processing software program to easily locate data to code for themes or categories. A 

researcher should create folders with structures relating to each participant and include 

the type of data and results of data analysis (Bigdely-Shamlo, Makeig, & Robbins, 2016). 

After collecting data, I categorized the information and created electronic folders based 

on (a) the type of written document or recorded interview, (b) the file name of the 

document, (c) data collected, (d) any recorded journals or logs, (e) analysis of data, and 

(f) the findings. I labeled each folder with the designated code and complied with 

confidentiality requirements throughout the research. 

Raw data are the primary data a researcher collects from available sources 

(Vähä‐Ypyä, Vasankari, Husu, Suni, & Sievänen, 2015). Kroon-Batenburg, Helliwell, 

McMahon, and Terwilliger (2017) revealed that a researcher should store raw data for 

later retrieval and determine a balance between archiving and discarding the raw data in 

the future. Chen, Won, Stoleru, and Xie (2015) suggested a researcher take advantage of 

cloud computing resources to store raw data because of the large computation and storage 
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capabilities. Yin and Kaynak (2015) noted a researcher could use a typical database 

software tool to capture, store, manage, and analyze the raw data throughout the project 

and prevent the loss of valuable information. To comply with the Walden DBA program 

requirements, I plan to ensure participant privacy during the process of my study and 

hold onto all records for 5 years, after the study is complete. After 5 years, I will erase 

electronic data and shred any paper documents. 

Data Analysis 

A qualitative single case study is the complex investigation by a researcher to 

understand the activity within important circumstances (Yaghmaei & Brem, 2015). 

Researchers use a case study to develop theoretical propositions to guide data collection 

and analysis with the inclusion of multiple sources of evidence for triangulation (Green et 

al., 2015). Triangulation results in the researcher accomplishing a final analysis grid with 

specific categories that takes the form of a series of questions used to analyze data (Saint-

Jacques et al., 2016). I performed triangulation by interviewing five retail managers on 

the topic for the study. Data analysis occurred when I gathered the information from the 

participants, applied codes to the specified categories that resulted from the interview 

questions, and attained the desired data saturation requirements. 

In the first step of the process for data analysis, I gathered and grouped the written 

information by using sense making techniques and created themes from the data. Paillé, 

Chen, Boiral, and Jin (2014) proposed the researcher reduce the number of data items for 

each construct. Therefore, in the next step and upon the completion of the interview and 

member checking process, I reviewed data and removed superfluous information with no 
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value to the study. Kim et al. (2014) postulated there are many probable sources of data 

for use in case study research, including documents, archival records, interviews, direct 

observation, participant-observation, and physical artifacts. NVivo is Computer Assisted 

Qualitative Data Analysis Software (CAQDAS) that the researcher uses to organize and 

manage interview data transcripts and audio files (Zamawe, 2015). Once I removed the 

irrelevant information, I then uploaded the interviews, recorded documents, and audio 

data into NVivo 11 and created codes that were consistent with the interview questions to 

reach data saturation. To comply with privacy requirements, I coded participants with the 

letter “P” and assigned a number to the letter. The number correlated to the order of the 

participants’ interview. For example, the third managerial participant received a code of 

P3. Coding is a process of sense making of data, concealing the privacy of the 

participants, dividing data into text or image segments, labeling the segments with codes, 

examining the codes for any overlap or redundancy, and collapsing the codes into broad 

themes (Baghurst, Murray, Jayne, & Carter, 2014). When I completed the interviews, I 

implemented member checking to permit the participants the opportunity to elucidate and 

corrected any erroneous information found in my transcriptions. The process of 

triangulation allowed me to assemble facts from the participant interviews and included 

company documents such as strategic managerial memorandums and organizational 

spreadsheets on successful engagement practices. 

There are 15 different CAQDAS programs available to researchers that can code, 

retrieve functions, and utilize pragmatic and methodological considerations for the 

researchers’ use (Silver & Lewins, 2014). A researcher can use Microsoft Excel, along 
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with coded interviews and analyze data in NVivo 11 (Thomas, 2016). NVivo software 

runs in accordance with the modified van Kaam data analysis method, and the researcher 

can use this software to identify common themes and patterns (Baghurst et al., 2014). I 

used NVivo 11, as there was a 30-day free trial available from the manufacturer and a 

student discount available for purchase, should I need to extend the software trial. With 

NVivo, I input data from the organizational documents, archival records, interviews, and 

direct observations. Houghton et al. (2016) resolved NVivo can assist the researcher in 

enhancing and illustrating the rigorous processes of the data analysis. Wilson et al. (2016) 

noted NVivo not only allows the researcher to import data for analysis but also provides a 

second copy for archive purposes and offers organization to data analysis process. Mind 

mapping is a technique used by individuals who wish to analyze complex case study data 

collected from face-to-face semistructured interviews during a research project (Schwab 

et al., 2017). A researcher can use mind maps to identify mind structures regarding the 

topic and the concepts associated with those concepts in a visual representation (Sümen 

& Çalışıcı, 2016). 

A researcher is the primary data collection instrument in qualitative research 

when exploring a phenomenon under study (Baghurst et al., 2014). Coding data around 

themes is a key characteristic of qualitative researchers (Castleberry, 2014). Houghton et 

al. (2016) determined themes encompass drawn explanations and descriptions that are 

found by the researcher. In content analysis, data of similar types are grouped by the 

investigator who uses certain codes and themes to organize and later interpret the 

information for readers to easily follow (Sümen & Çalışıcı, 2016). To accomplish 
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focusing on key themes, correlate the key themes in the literature, and align with the 

conceptual framework of the study, I used the interrelated themes found from data 

analysis and reported the findings. I presumed as the study progressed, similar themes 

were bound to surface through new studies published by other researchers on successful 

management strategies for productive work practices, employee engagement, and 

organizational commitment. 

Reliability and Validity 

The researcher measures the qualities of reliability and validity through data 

collection (Bråndal, Eriksson, Wester, & Lundin-Olsson, 2016). A researcher writes a 

case study while comparing the viability of themes and explanations, member checking 

them against the collected data, and recognizing if they need to collect more or different 

data (Marshall & Rossman, 2016). Establishing and reporting content validity evidence 

consists of three established types, such as (a) content, (b) criterion, and (c) construct 

validity (Chiarotto, 2016). Construct reliability and validity is a 4-step framework for 

establishing the standards of minimal qualifications, inter-reviewer reliability, factorial 

validity, and measurement reliability (Magill et al., 2016). I ensured the proposal for this 

study consists of conversant elucidation on the research design, data collection procedure, 

and data analysis process. A description of how I accomplished this goal to ensure 

reliability and validity follow in the next sections 

Reliability 

Reliability is the agreement of consistency in classifying content that is crucial to 

content analysis (Su et al., 2017). Venkatesan, Schotanus, and Hendrickx (2016) 



72 

 

concluded that a researcher should evaluate the reliability and construct validity for a 

dependable outcome. The investigators’ accuracy and reliability of the research are 

dependent upon the sample size (Schiefele et al., 2016). Lishner (2015) noted the 

researcher should (a) examine existing literature, (b) determine theoretical implications, 

(c) develop a research design, (d) collect data, (e) analyze data, and (f) disseminate the 

findings through a dependable, reliable, and truthful presentation. My proposal consisted 

of a collection of thorough details towards the alignment of the central research question 

and in conjunction with the research method and design; as well as the interview process. 

A researchers’ selection of participants, concept definitions, and choice of data collection 

and analysis all contribute to purposeful sampling and dependability to identify common 

patterns across the variations (Palinkas et al., 2015). I attested reliability by providing an 

exhaustive argument regarding the research information, data assembly procedures, and 

data analysis process.  

Dependability is a strategy that researchers use to discover a consistency of 

explanations and conformability (Nenonen, Möller, & Storbacka, 2017). In a recent 

study, Birt, Scott, Cavers, Campbell, and Walter (2016) recommended qualitative 

researchers conduct member checking to ensure participant or respondent validation by 

continually checking and confirming the results. The researchers’ strategies towards 

dependability contribute to member checking and an audit trail to enhance 

trustworthiness in case study research (Ang et al., 2016). Through member checking, 

participants validated the information and advised me of any corrections. I addressed the 

written proposal with detailed information, which was in alignment with the research 
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question of the research design, research processes, methodology, and semistructured 

interviews. For reliability in the research, I provided details of the interview discussion, 

data collection processes, and data analysis. 

Validity 

Validity is the extent to which a contributory interpretation occurs by the 

researcher (Leviton, 2016). Through validity, a researcher must prove to be of value and 

accomplish the intended goals within the set paradigm (Baskerville & Wood-Harper, 

2016). Validity can also be obtained by the researcher using member checking and 

allowing the participants to review the interview transcripts (Wilson et al., 2016). The 

widely-used criteria of trustworthiness in qualitative research are credibility, 

transferability, and confirmability (Carr et al., 2016). By examining data, a researcher can 

illuminate problems through member checking and create integrity of the empirical 

findings (Lishner, 2015). Credibility is revealed by a confidence in the truth, on behalf of 

the researcher, and on the findings based on the research design, participants, and context 

(Moon, Brewer, Januchowski-Hartley, Adams, & Blackman, 2016).). A pilot test 

provides preliminary data on the efficacy of data (Timmons-Mitchell, Levesque, Harris, 

Flannery, & Falcone, 2016). Random samples of participants allow the researcher to 

describe the experiences of implementation as credible resources (Palinkas et al., 2015). 

Triangulation occurs when the researcher uses more than one method of data collection 

(Kim et al., 2014). A methodological triangulation includes multiple measures of data 

and methodological triangulation, member checking, and audit trail to establish 
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trustworthiness (Green et al., 2015). I demonstrated credibility through methodological 

triangulation. 

Transferability allows for the future usage by other researchers because of the 

criterion of dependability of the research process details and adherence to validity 

(Sundler, Eide, Dulmen, & Holmström, 2016). To enhance transferability, the researcher 

can address the research question and provide adequate data within the study (Entsieh & 

Hallström, 2016). Santiago-Delefoss et al. (2016) addressed transferability and stated that 

the level of generalizability of the results must be specified by the researcher and 

reference back to the credibility and confrontation with other literature. I ensured 

transferability by providing a rich description of the participants’ responses to the 

interview questions, research framework, data analysis, and all discoveries. By providing 

rich data in my study, I presented the groundwork for future readers and scholars to make 

well-informed decisions based on the transferability of this data. 

Confirmability is when the investigators’ findings and interpretations link to data 

(Tong & Dew, 2016). To achieve confirmability, researchers must demonstrate clear 

results that connect to the conclusions in a manner that follows through a process and 

eventually replicate (Moon et al., 2016). Au, Lo, Cheong, Wang, and Van (2016) posited 

confirmability is when the researchers’ study results derive from characteristics of the 

participants and the context of the study. I used member checking so the participants can 

review the transcripts for accuracy. A researcher uses queries to audit the findings and 

check that propositions are grounded in data (Houghton et al., 2016). Therefore, I 
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performed an audit trail using NVivo 11 to analyze the input data from the interview 

transcripts and other collected information to justify data analysis.  

Data saturation occurs when the analysis and data collection return no new 

information to the codebook created by the researcher (Tran, Porcher, Falissard, & 

Ravaud, 2016). Data saturation can be influenced by unforeseen limitations outside of the 

researchers’ or participants’ control and may need to be estimated by the investigator 

(Zhao et al., 2016). Gharib, Zolfaghari, Mojtahedzadeh, Mohammadi, and Gharib (2016) 

established a researcher could reach data saturation by including additional participants 

until no new insights are recognized. To reach data saturation, I interviewed all managers 

until I no longer found new evidence or located any additional codes within the data. 

Transition and Summary 

In Section 2, I provided an accurate account of the qualitative research study 

process, including the justification for a qualitative case study research design and 

methodology. I described the role of the researcher, participants, and the sampling 

technique for the study. I presented the explanation and application of ethical research 

and provided an overview of the data collection instrument and techniques I used for the 

organization of data analysis process. Finally, I discussed the importance of data 

reliability and the validity of qualitative research, as well as strategic methods to enhance 

the reliability and validity of the study.  

In Section 3, I presented the findings of this study. The findings included a 

detailed description of the analysis of the semistructured interview responses of the 

participants, documents review, themes that emerged from the collected data, and 
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presentation of the findings of other peer-reviewed studies from the literature review. In 

addition, in Section 3 I provided a detailed dialogue on the application of the findings of 

the managerial strategies used within the business. There were implications regarding 

effective strategies managers use to engage employees in the workplace; therefore, these 

implications helped the managers to improve productivity and may affect a positive 

social change within the surrounding communities. 
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Section 3: Application to Professional Practice and Implications for Change 

Section 3 consists of an introduction of the study and a presentation of the 

findings. In addition, this section encompasses the application to professional practice 

and the implications for social change. A discussion also provides leaders and managers 

with recommendations for actions. Section 3 further includes recommendations for 

further research on employee engagement. In the reflections, I describe my experiences 

during this doctoral study journey. I conclude the study with a synopsis addressing the 

importance of implementing effective strategies to improve employee engagement. 

Introduction 

The purpose of this qualitative descriptive study was to explore strategies that 

some small retail business leaders use to engage employees in the workplace. I posed 

nine interview questions (see Appendix A) to gain knowledge of the strategies managers 

use to engage employees in the workplace. Each participant interview lasted 30 minutes, 

and all interviews took place in a private office in the company’s location in Orlando, 

Florida. Participants had experience implementing strategies to improve employee 

engagement; all participants (P1–P5) held in managerial positions for at least one year. 

Other sources of data evaluated were the company’s memorandums, job 

description criteria, central email software, and online employee reviews by the 

company’s customers. Before the interviews, participants reviewed and signed consent 

forms. After conducting the interviews, I found the managers improved employee 

engagement by implementing a supportive workplace environment, expressing 

interpersonal communication, and conducting employee training.  
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In Section 3, I provide an overview of the purpose of the study, the central 

research question, and a presentation of the findings. I completed the five-step process, 

which Yin (2014) indicated consists of (a) compiling, (b) disassembling, (c) 

reassembling, (d) interpreting, and (e) concluding of the data. Also included in this 

section are the applications to the professional practice of my research, implications for 

social change, and recommendations for action and further study, and the reflections of 

my journey through this doctoral study. Finally, I conclude with a closing statement that 

encompassed the conclusion of the study. 

Presentation of the Findings 

The overarching research question for this qualitative descriptive study was: What 

strategies do some small retail business leaders use to engage employees in the 

workplace? The study consisted of five retail managers from a small Orlando business 

who had implemented effective strategies to engage their employees successfully. The 

data emanated from semistructured interviews with the participants and in reviewing of 

the company’s memorandums, job description criteria, central email software, and online 

employee reviews by the company’s customers. I uploaded the audio files, transcribed the 

interviews, and then uploaded the interview data, and the policies and documentation 

from the company into the NVivo 11 software. NVivo software was used to organize the 

text data, code the text, and manipulate the text data to display the desired codes. Finally, 

I generated themes from the node attributes and queries from the participant responses 

through the NVivo 11 program. After analyzing the data in NVivo 11, three major themes 

emerged. These three themes included (a) supportive leadership improved employee 
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engagement, (b) direct communication improved employee engagement, and (c) training 

improved employee performance. 

Theme 1: Supportive Leadership Improved Employee Engagement 

 Supportive leadership improved employee engagement was the first theme that 

emerged from exploring the participants’ responses. The participants’ articulated that 

supportive leadership, as a strategy, is important to improve employee engagement. All 

managers (P1, P2, P3, P4, and P5) shared that they dedicated time to support and engage 

the employees in their job duties. To engage employees, each manager (P1, P2, P3, P4, 

and P5) held weekly meetings with their teams to encourage staff in understanding and 

performing their duties. The meetings allowed employees to express concerns and ask 

questions and permitted the managers to provide support toward future goals. P1 stated, 

“In my department, I am trying to build long-lasting, long-term employees so they remain 

in their job. A relationship of supportive leadership helps to build engagement on the 

job.” P2 stated that they support their employee team by taking part in job-site projects. 

P3 noted, “Employees don’t have to go through supervisors or tiers of authority to speak 

to me, it is an open-door policy.” According to P5, “We work as a team and everyone 

shares their knowledge, so they understand they have support to perform their job.” 

According to P1, supportive managers listen to and help direct employees towards 

engagement. Managerial support in the workplace goes beyond implementing rules and 

regulations where managers present positive contributions to the organization and a 

feeling of value to the employees (Shuck & Reio, 2014). All managers in the company 

demonstrated their support to employees by working alongside or helping to guide the 
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employees in their work role (P1, P2, P3, P4, and P5). Bechmann (2017) discovered that 

supportive managers nurture their employees and encourage employees toward 

engagement in their work roles. P2 found working alongside employees provided a 

strategic atmosphere of teamwork. Research findings reveal that the outcomes associated 

with supportive leadership are positive. Hollis (2015) found that supportive managers 

present a productive workplace environment where employees can engage in their duties. 

More recently, Shuck et al. (2016) noted that supportive managers discuss and clarify 

employee concerns to improve employee engagement.  

The findings in the study identified the described theme of supportive leadership 

and improved employee engagement. Employee engagement, according to Karatepe and 

Aga (2016), has a positive effect on the workplace environment. All participants (P1, P2, 

P3, P4, and P5) demonstrated supportive leadership by building effective working 

relationships and by listening to their employees and encouraging teamwork. Most of the 

participants (P1, P2, P4, and P5) shared that the employees accomplished their tasks 

efficiently because managers dedicated time to the employees through constant 

discussions and guidance. Several of the participants revealed that employee engagement 

is identified when the employee becomes a benefit to the business by completing their job 

assignments through managerial support (P1, P2, and P4). Byrne et al. (2017) revealed 

that supportive leaders engage employees to perform effectively and produce higher 

results that benefit the employee and the company. 

In case studies, researchers use archival records, interviews, direct observations, 

and physical artifacts, such as memorandums as data collection techniques (Kim et al., 
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2014). I reviewed company memorandums on the managerial support and employee 

engagement from the past 5 years (2012–2016). In the first memorandum, P1 

summarized the importance of using supportive leadership as a strategy to improve 

employee engagement. In the first memorandum, P1 referenced that engagement 

increased over 60% over the past 5 years, because of attentive leadership strategies. In the 

second memorandum, P2 stated, “Communication with employees is met through being a 

supportive manager and encouraging my employees.” P3 noted that in 2012, employee 

engagement was very low and around 25%. This percentile aligns with the reporting of 

only 30% engagement in the workplace (U.S. Merit Systems Protection Board, 2015). P4 

revealed in the third memorandum that manager availability to the employee builds 

supportive applications to the workflow relationships and engagement. P5 stated the team 

had grown between 2014 and 2014, but employee engagement had not improved much. 

The five memorandums supported the findings that managers may accomplish effective 

employee engagement through supportive leadership strategies, such as employee 

attentiveness and work role support. 

Based on a comprehensive review of company memorandums on employee 

engagement, managers documented these improvements based on their supportive 

leadership. Figure 1 reflects the organization’s 5 years (2012–2016) of engagement. 
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Figure 1. 5-year (2012–2016) employee engagement increases in the company. 

The data in Figure 1 shows that the overall engagement levels drastically 

improved from 2012 during the next 5 years. The data in Figure 1 shows that the 

employee engagement levels in 2012 was 25%. In 2013, the engagement was 40%, which 

is an increase of 15%. In 2014, the engagement was 50%, which is an increase of 10%. In 

2015, the engagement was 60%, which is an increase of 10%. In 2016, the engagement 

was 80%, which is an increase of 20%. The improvement in employee engagement over 

the past 5 years is due to managers listening, discussing, and working alongside of their 

employees (P1, P2, P3, P4, and P5). All managers revealed that employee engagement 

improved by 60% during a 5-year period (P1, P2, P3, P4, and P5). 

Correlation to the literature. The findings noted in Theme 1 aligned with the 

findings of Ruck et al. (2017) that supportive managers provide discussions about the job 

to offer employees a sense of belonging and help build job awareness. Furthermore, 

Tucker (2017) identified that attentive managers set aside time to answer questions and 



83 

 

observe team/project activities with employees. Ruck, Welch, Menara (2017) found 

supportive managers promote commitment to the company and build awareness of the 

employees’ environment. Heyden, Fourné, Koene, Werkman, and Ansari (2017) 

investigated employee engagement for change and found successful managers 

implement, execute, and support employees toward workplace change to improve 

engagement. Shuck et al. (2016) asserted that additional research may include other 

criterion, such as a researcher interviewing employees.  

Correlation to the conceptual framework. Theme 1 relates to Shuck and Reio’s 

(2011) framework for employee engagement because the three facets of engagement are 

reliant on Kahn’s (1990) theory on personal engagement where supportive leaders 

translate organizational systems, acknowledge their employees, and create a supportive 

environment. Albrecht et al. (2015) associated high-levels of employee engagement with 

enhanced job performance, affective commitment, and organizational citizenship. The 

findings are consistent with Anitha’s (2014) study results, who concluded that the 

engagement level of employees in the organization affect the levels of their 

organizational engagement.  

The findings represented in this theme convey that supportive managers dedicate 

time with employees through documented memorandums, open discussions, and in their 

guidance in job-site duties. The supportive strategies used by these managers helped to 

improve the company’s effective business practices on employee engagement over five 

years (2012–2016). Shuck and Reio (2014) noted that managerial support provides a 

positive contribution to the organization and a feeling of value to the employees. Anitha 
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(2014) found that managers who offer a positive perception of the work environment 

present a supportive workplace for employee engagement. Therefore, managers who 

engage their employees through a thoughtful change intervention provide a benefit to the 

entire organization (Shuck & Reio, 2011).  

Theme 2: Direct Communication Improved Employee Engagement 

 Direct communication improved employee engagement was the second theme 

that emerged from investigating the participants’ responses. All five leaders (P1, P2, P3, 

P4, and P5) referred to direct communication as a strategy to improve their employee 

engagement through face-to-face, text messaging, and company email communications. 

The managers (P1, P2, P3, P4, and P5) relayed that direct communication to the 

employee provided encouragement for the employee to engage on the job. P1 stated, 

“Direct communication as a strategy permitted the employees to express themselves to 

the managers and to relay important messages regarding work tasks.” Effective managers 

should be quick to communicate and provide direct and positive responses to their 

employees (P1). According to some of the participants (P1, P2, and P4), managers used 

direct verbal communication reinforcements with their employees to vocally guide and 

achieve employee engagement. P3 noted, “I do not resort to fear, threats, sarcasm, or 

belittlement, because it is not motivating to the employee.” According to P5, “We use a 

central email program to keep notes that may help the team respond faster and 

efficiently.” 

Job descriptions posted on the company’s website provided insight into the 

expectations of what managers were looking for in their employees These job 
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descriptions included terms such as dedication, great attitude, team player, and integrity. 

The company’s career opportunities allowed the managers to communicate with 

employees and increase the company’s productivity through job performance 

requirements. Managers (P1, P2, P3, P4, and P5) used the job descriptions to 

communicate and address employee job motivation, behavior, productivity, and 

engagement. According to the participants (P1, P2, P3, P4, and P5), most of the 

employees have remained with the company for well over 10 years and continue to 

adhere to the job descriptions. 

Direct communication is crucial when a manager desires to gain employee 

engagement and build trust with an employee (P2). Another participant (P3) believed that 

clear and direct communication is an effective strategy to engage their employees and a 

forum for “sharing business strategies and innovative processes of success.” P3 noted that 

there is an open-door policy where employees can express their concerns at any time and 

directly communicate with the manager. P4 used email as a direct communication 

strategy to interact with the company employees. P5 used direct communication to 

encourage their employees to share vital company information and improve customer 

relations. The participants (P1, P2, P3, P4, and P5) in this study understood the 

importance of effective communication to improve employee engagement. Each 

participant (P1, P2, P3, P4, and P5) shared that direct communication articulated a 

strategic leadership style to build employee engagement.  

Correlation to the literature. The findings represented in Theme 2 aligned with 

the findings of Shuck et al. (2016) that employee engagement affects all work groups in 
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the organization and requires direct communication from managers and employees. P1 

used a calm speaking voice as a gentle approach of direct communication to give 

instructions to employees. Most participants (P1, P2, and P5) praised their employees 

with direct and immediate communication as the employee performed their job function. 

P5 preferred the employees directly communicate with each other and share information 

with the group so everyone could learn together. Each manager (P1, P2, P3, P4, and P5) 

expressed an understanding of the process of direct communication and positively 

encouraged their employees to engage in their work. 

Direct communication creates behaviors to develop an employee’s social capital 

outcome and build trust in the organization (Lapointe & Vandenberghe, 2016). Honest 

communication creates trust between the employee and manager and provides for a 

healthy workplace environment (Hollis, 2015). The findings of direct communication in 

the workplace were consistent with the literature from Byrne et al. (2017) who revealed 

that strategic managers work with employees to expand their skills and help employees 

learn effective communication skills to improve engagement. 

Correlation to the conceptual framework. Theme 2 corresponded to 

Fredrickson’s (1998) framework for employee engagement because of the broaden-and-

build theory of positive employee emotions towards engagement. Shuck and Reio (2011) 

expanded on Fredrickson’s theory, as well as Kahn’s (1990) theory of engagement to 

improve the workplace climate, employee engagement, and the employee’s well-being. 

The participants each used an open-door policy to allow for direct communication from 

their employees, and therefore, set a positive workplace environment where employees 
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could freely communicate with their manager. Managers at this company understood and 

implemented Barrick et al.’s (2015) three key constructs of the employee engagement 

theory of (a) cognitive engagement, (b) emotional engagement, and (c) behavioral or 

physical engagement in the workplace.  

The findings represented in Theme 2 expose that direct communication improved 

employee engagement. Effective business practices, such as direct communication, 

present a cohesive work environment and allow for engaged employees to effectively 

perform their roles. Direct communication, according to Men and Hung-Baesecke (2015), 

can be conducted by managers through technology or face-to-face communication for 

employee engagement. Kumar and Pansari (2016) found that managers should give 

immediate attention to and recognize areas for improved employee engagement. 

According to Gordon et al. (2015), direct communication helps employees perform their 

work tasks and enhance their professional development. Ford et al. (2015) shared that 

communication of the manager’s knowledge allows for knowledge sharing of the 

company’s procedures with employees and enhances workplace engagement. Therefore, 

managers who engage their employees in direct communication may improve business 

practices which lead to highly engaged employees in the workplace. 

Theme 3: Training Improved Employee Performance 

Training improved employee performance was the third theme that emerged from 

the participants’ responses. According to the participants (P1, P2, P3, P4, and P5), the 

company covers customer service training programs, if the training pertains to the 

employee’s job or the employee’s intention of moving to another position within the 
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company. P1, P2, and P3 stressed the importance of the company providing or supporting 

customer service training programs for employees wishing to advance their careers 

within the company. P2 revealed that, “My employees expressed interest in learning more 

about their jobs and want to grow within the company.” Training programs such as e-

learning or professional licensing classes allowed managers to provide employees with 

opportunities to expand and improve customer service performance (P3). P4 stated, “We 

now have an internship program where drivers can train for three months with an 

experienced employee and learn more of what we expect.” P5 noted, “When managers 

provide company training opportunities for improved customer service, employees learn 

something new in their job and feel more connected to each other.” 

According to P1, “Employees want to grow in their job and managers are faced 

with a challenge to find innovative methods to provide training.” Employee job 

shadowing allowed the manager to strategically train employees through experienced 

workers (P1). P2 noted, “My employees attend state training courses to improve their 

skills, obtain industry licensing, and remain relevant in their field of work.” P2 further 

conveyed that employees felt valued when the company invested in training programs 

towards customer service or reimbursed the employee for industry licenses. P3 revealed 

that license reimbursement from the company encouraged employees to develop their 

skills through continual training programs for their desired professional license. As 

reported by P5, “Employees take turns learning advanced customer service skills through 

different training programs on the topic.” Most managers (P1, P2, P4, and P5) 

encouraged the employees to attend customer service training programs to learn how to 
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speak to a customer over the phone and interact with customers in a professional online 

environment. P5 further revealed that the employees share their customer service 

knowledge from training programs with the team so they each can perform well on the 

job. 

Conferring with Shuck and Reio’s (2014) employee engagement theory, a 

working relationship exists between employee engagement and job performance. 

Engaged employees may strive to improve their skills at work and meet or exceed the job 

requirements more effectively through a positive environment or financial reward system 

(Lu et al., 2014). Managers at the company offered a $25.00 paycheck bonus to any 

employee who received a positive online customer review. Customers who post online 

employee reviews on websites such as Google, Yelp, and Facebook provided insight on 

how the employees’ training skills provided improved service to the company’s 

customers (P3). P3 further explained that the bonus program encouraged employees to 

extend their customer service skills they learned in customer service training programs.  

According to all participants (P1, P2, P3, P4, and P5), employee performance 

improved by the staff attending training programs through e-learning and outside 

classroom participation on customer service enhancement. Charlier et al. (2016) found 

that many companies have changed to e-learning programs and relied on the employees 

to train themselves. Moreover, the findings aligned with Stephan et al. (2016), who 

revealed that managers who motivate, train, and encourage employees improve 

organizational productivity. 
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The findings aligned with the study by Samnani and Singh (2014) where the 

researchers found performance-enhancing compensation practices helped to increased 

employee productivity through greater accountability. Additionally, the findings from the 

participants aligned with Kumar and Pansari’s (2016) review of how effective training 

may encourage employees to communicate with customers through listening, servicing, 

and treating the customer in the most effective manner. Nel et al. (2101) noted that 

training programs result in positive performance towards successful employee 

performance. Therefore, the findings revealed that employee training may build a direct 

line of knowledge between the employee and customer towards the utilization of 

effective customer service practices to improve employee performance.  

Correlation to the literature. The findings in Theme 3 aligned with the findings 

of Nel et al. (2015) that company training improved employee performance because 

training created stability, safety, and psychological meaning to the employees’ work 

tasks. According to Lloyd, Bond, and Flaxman (2017), employees perceived intrinsic 

value in attending training programs and were more apt to learn and use the training 

material on the job. Albrecht et al. (2015) found that employee engagement influences 

the organizational climate when managers implement strategic practices such as training 

and development. Furthermore, Kane (2017) discovered that employers are offering 

employees with opportunities of organizational grow through technical training and 

carefully curated work experiences towards career development. 

Correlation to the conceptual framework. The findings of Theme 3 aligned 

with the conceptual framework because of managerial strategies for employee training. 



91 

 

Anitha (2014) found that managers who train employees improve their customer service 

effectiveness. Additionally, Charlier et al. (2016) revealed managers can use e-learning 

programs to train employees. Similarly, managers may implement what Sarti (2014) 

identified as employee opportunities for development in learning and personal growth 

and how training could improve employee engagement. Therefore, managers can enhance 

employee improvement through company training programs as a strategic means to fulfill 

the company’s goals and vision (Nel et al., 2015). 

The findings tie to the existing literature on effective business practices because 

the managers strategically use training programs to help improve employee engagement 

to fulfill the company’s mission of excellent customer service. Each manager believed 

job training improved employee performance by developing the employees; customer 

service skills (P1, P2, P3, P4, and P5). Albrecht et al. (2015) identified that strategic 

managers device employee training plans as an important workplace strategy to create an 

improved organizational environment. According to Stephan et al. (2016), organizations 

can potentially create positive social change by motivating and training employees. 

Company training as a management strategy assists managers in focusing on developing 

and improving employee engagement to create socially-responsible employees inside and 

outside of the workplace (Crane et al., 2014). 

Applications to Professional Practice 

Since disengagement causes a personal, individual cost to the employee, it also is 

a disparaging loss of revenue to the organization (Shuck & Reio, 2014). As noted by 

Hollis (2015), workplace disengagement costs American institutions $64 billion every 
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year. Disengaged workers present a critical element for managers to recognize and 

strategically work to achieve a productive and sustainable organization (Kim et al., 

2016). Researchers use the disengagement theory to examine the relationship between a 

supervisor’s disengagement and employee engagement perceptions of ethical leadership 

(Bonner et al., 2016). 

Disengagement reduces creativity and participation in the workplace and hinders 

innovation (Martinez, 2015). Employee disengagement was observed by Karatepe and 

Aga (2016) to have had a negative effect on the profitability and productivity of small 

retail businesses. Productive and successful organizational cultures are therefore 

comprised of skillfully engaged employees who perform duties with knowledge of the 

company processes and have a full understanding of the daily business operations 

(Charlier et al., 2016). A review of the literature showed that by reducing employee 

disengagement, managers and leaders could increase workplace engagement, which leads 

to organizational productivity as the result of increased performance.  

Efficacious organizations train their employees and develop opportunities that can 

convey positive social change to the communities they serve (Stephan et al., 2016). 

Successful managers can use effective employee engagement strategies to improve the 

productivity and revenue status of the organization within its community. Even though 

most managers are aware that employee disengagement has adverse effects on an 

organization, leaders can still benefit by gaining new insight on strategies successful 

leaders use to reduce employee disengagement effectively.  
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Although there are numerous strategies managers use to increase engagement, the 

findings from the participants revealed engagement strategies of managerial support, 

direct communication, and continual training opportunities for the employees to decrease 

disengagement. Gawke et al. (2017) identified managers who understand the benefits 

associated with using effective strategies can gain a competitive advantage and improve 

the organization’s revenue. More importantly, small retail managers can use the findings 

of this study to gain new knowledge, which might be beneficial in the implementation of 

a company’s employee engagement strategy. The findings are conducive to Ford et al. 

(2015) who found managers who communicate their knowledge allow for knowledge 

sharing of the company’s procedures and effectively engage with their employees. 

The information shared by the participants might provide small retail managers, 

leaders, and other business professionals with the valuable information they can use to 

improve employee engagement within their organizations. In addition, the strategies 

shared by the participants are not only effective in their organization, but provide a cost-

effective means for other managers to implement and increase productivity, improve 

sustainability, and approach survivability in a competitive marketplace. Researchers 

suggested evidence-based strategies where managers can empower employees and 

emphasize individual contributions toward organizational goals as relevant procedures in 

producing a positive and productive workplace environment towards engagement 

(Gilbert et al., 2010). My goal was that the findings from this study might provide small 

retail managers and leaders with the new revelation on effective engagement strategies 
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among their employees and reduce disengagement factors that hinder organizational 

profitability and productivity.  

Implications for Social Change 

This qualitative descriptive case study on employee engagement is meaningful to 

social change because small retail managers can use the findings to improve employee 

engagement through the implementation of effective strategies. The primary objective of 

this research was to explore effective strategies used by managers to improve employee 

engagement in the retail industry. Employee disengagement is a threat to organizational 

profitability and productivity (Hollis, 2015) and affects the company’s ability to 

contribute to their communities. The work environment, leadership personnel, team and 

co-worker relationships, training, organizational policies, and workplace well-being are 

the driving factors towards employee engagement (Anitha, 2014).  

Researchers suggest an emotional level of engagement in work-related tasks was 

directly related to employee engagement on the job (Shuck & Reio, 2014). Researchers 

further suggested leadership as one of the principal factors affecting employee 

observations and their workplace engagement actions (Popli & Rizvi, 2016). Managers 

can use the strategies that emerged from the data analysis towards implementing effective 

employee engagement strategies to promote productivity and profitability within the 

organization’s business environment. These strategies may lead to new employment 

opportunities and promote prosperity for local families and the community. Cultivating 

employee engagement empowers leaders within an organization to develop company 
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profitability and productivity, which in turn can lead to new opportunities in employment 

and sustainability efforts to serve low-income families and their communities. 

Recommendations for Action 

Small retail managers can use the information in this study to implement effective 

strategies to engage the employees in their organizations. By managers implementing 

some or all the strategies shared by the participants, leaders can improve employee 

engagement, which might benefit improved profitability, productivity, and sustainability. 

The knowledge shared by the participants in this research may contribute toward the 

success of other retail organizations experiencing disengaged employee in the workplace.  

The data may present leaders with different or new strategies similar managers 

considered effective to improve employee engagement. In addition, by improving 

employee engagement in the workplace, small retail managers can promote 

organizational productivity and profitability. The findings from this study also provide 

small retail managers experiencing employee disengagement beneficial data, such as how 

to implement and increase productivity, improve sustainability, and approach 

survivability in a competitive marketplace. 

Implementing effective strategies to improve employee engagement may assist in 

retaining quality and knowledgeable employees who are dedicated to their work duties 

and provide excellent customer service through knowledge sharing. I recommend small 

retail business leaders and managers review the findings of this study and espouse some 

of the strategies that are feasible for application in their businesses. To promote 
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distribution of the findings of this study, dissemination of this research occurred through 

numerous methods.  

Participants from the partner organization received the opportunity to receive a 

two-page summary of the study results. The summary allowed each participant to 

disseminate among peers, other business managers, leaders, and employees. This study is 

available through the ProQuest/UMI dissertation database for future scholars and other 

organizations. Retail managers may also find useful strategies to engage employees and 

reduce the disengagement problem in North America. I will submit and request approval 

to present the study results with business related forums, organizational training 

committees, and leadership conferences. 

Recommendations for Further Research 

The purpose of this qualitative descriptive study was to explore strategies that 

some small retail business leaders use to engage employees in the workplace. While the 

participants interviewed provided valuable insight and feedback to engage employees 

effectively, further research is recommended. The limitations identified in Section 1, 

Limitations, can be addressed in future research by scholars through alternative interview 

questions. Some of the participants appeared nervous in the recording of their responses. 

A participant may experience limitations in their response by not recollecting all the 

specifics related to the strategies used to implement employee engagement. Another 

limitation can be a participant’s episodic memory, which may have limited the participant 

to accurately reconstruct their response, based on memory (Szpunar et al., 2013). The 

lack to recollect from memory may create a false response during the interview. The 
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limitations in replicating past events can be time-consuming and present challenges to the 

early researchers’ findings (Clement et al., 2015).  

Although the findings of this study extend to existing research on employee 

engagement, employee disengagement was not always the same for each person. 

Employee engagement contains a human element and creates a complex business 

problem that future qualitative scholars should explore. A researcher should consider 

other effective strategies to improve employee engagement. Future research may include 

the interviewing of employees as an additional means to explore their perceptions of 

effective strategies that may provide valuable insight on this topic.  

Recommendations for further qualitative descriptive research also includes the 

exploration of effective engagement strategies in different geographical locations and 

diverse types of retail industries. By exploring employee engagement in diverse 

geographical locations and industries, future researchers may contribute to the 

understanding of employee engagement in the workplace. Future qualitative researchers 

should consider examining employee engagement within the office environment or the 

external field environment. Further research may provide managers and leaders with 

valuable insight to improve employee engagement which may increase productivity, 

improve sustainability, and approach survivability in a competitive market. 

Reflections 

Throughout my experiences within the DBA Doctoral Study process, I came 

against a few obstacles. In April 2015, my husband experienced a heart attack and after I 

had completed my first couple of courses, I took a two-month break from my studies. The 
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focus required of me to continue was not a part of my being. Once I returned to my 

studies after this break, I engulfed myself once again with coursework. I developed a 

topic of study during my first residency program after speaking with Dr. Freda Turner. 

However, once I began to apply the doctoral study process, I changed my topic several 

weeks into the program and had to start over. The process and application of the 

information Dr. Turner provided helped get my new problem statement drafted.  

There have been several instances where I wanted to give up on this journey. I 

had lost my job in October 2015 and felt this degree would not make a difference to 

anyone but myself. Even then, I was unsure if a DBA degree would matter to me. As I 

continued in interview after interview for jobs I knew I was well-qualified, it appeared I 

was over-qualified everywhere I applied. Employers either viewed my education and me 

as too expensive to hire or over-educated. The assumptions came without an opportunity 

to defend myself and get my foot in the door.  

My husband has been my biggest fan and continued to encourage me through this 

entire journey. My husband’s persistent encouragement and belief in me were what 

pushed me to continue. Could I have done this without him? I am unsure of the answer to 

this question of continuing, as I have asked it many times. I am thankful my husband is 

still alive and still experience emotions of unbelief and surreal events. Because of my 

persistence in continuing onward, I finally obtained a position in May 2017, that 

encompassed every qualification and desire that ignites my passion. Unfortunately, in 

August of the same year, the employer had to lay several people off due to budget 

constraints. This lay-off affected our household in a huge way as my husband had 
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accepted a position with the same company and lost his new job as well. To discuss our 

emotions now is difficult, but we know our worth and know the right job will present 

itself. Finally, after two months of continual searching, my husband accepted a wonderful 

opportunity. 

The research of this study has been one of learning and expanding my knowledge 

in employee engagement in the workplace. I was fortunate to interview participants who 

were willing to assist me in gathering the data. Scheduling the interviews was not an easy 

task. Instead of setting up calendar events, I had to approach and call each manager 

throughout the weeks and catch them between tasks. The participants were managers who 

came to their office early in the morning and spent the remainder of their day out in the 

field.  

In my role as the researcher, once I began the interviews, I witnessed each 

participant rethinking their management strategies as they answered the interview 

questions. The process was one of the ethical considerations on both sides of the table, as 

well as respect for each other’s time involved. The participants provided patterns of 

thought processes and were not quick to respond. Each manager gave the interview 

questions deep attention and showed a genuine concern for their employees. Some of the 

participants appeared nervous to the audio recording, and one thought I was conducting 

recorded videos. I handed each participant the Consent Form and read through the form 

and answered any questions. Once the interview was completed, I thanked the participant 

for their time and began analyzing the data through NVivo 11.  
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I faced a challenge while carrying out this research by keeping my personal biases 

to myself. When I conducted the interviews, I had to ensure that my personal biases did 

not interfere with the data collection or data interpretation. I believe it is important for a 

qualitative researcher to be careful during the interview and data interpretation processes. 

Therefore, a researcher needs to be aware of not introducing personal biases into their 

research. 

I understood throughout the interview process to keep bias from creeping into the 

conversation and only aided the participants in clarifying the interview questions. The 

process has shed light on employee engagement from what I knew as an employee and 

opened my eyes to how managers view employee engagement. The managers at the 

company I interviewed appeared to enjoy the role they represented. Each manager 

incorporated supportive leadership styles, direct communication, and company-supported 

training to engage employees and improve the organizational environment. 

Conclusion 

The findings from this qualitative descriptive study revealed that supportive 

leaders, direct communication, and company training as a management strategy improved 

employee engagement. According to research findings, disengaged employees represent 

more than 70% of the workforce in the United States (U.S. Merit Systems Protection 

Board, 2015). Through investigative research, Shuck and Reio (2016) found engaged 

employees are more likely to be productive, remain longer with their current employer, 

and positively interact with customers. Employee engagement through a critical lens is 

one of privilege and power on who (a) controls the context of the work, (b) determines 



101 

 

the experience of engagement, (c) defines the value of engagement, and (d) benefits from 

high levels of engagement (Shuck et al., 2016). 

The findings from this descriptive case study revealed that small retail managers 

could improve employee engagement by focusing on the supportive leadership styles, 

exercising direct communication, and investing in company training as a management 

strategy. Based on the participants’ experiences, managers should implement the above 

strategies to improve organization’s employee engagement strategy. The findings of this 

study also indicated that by managers applying the strategies that emerged from the 

participants’ responses, organizational leaders could increase employee engagement, 

which leads to organizational productivity as the result of increased performance. Most 

importantly, implementing these strategies is cost-effective and managers can integrate 

these recommendations into the organizational engagement strategy. 

Managers who are interested in improving employee engagement strategies may 

not produce the exact results of this study because of the situational and circumstantial 

intricacy of employee engagement and leadership styles. By implementing the strategies 

recommended under Recommendations for Action, managers may improve employee 

engagement which can benefit improved profitability, productivity, and sustainability. 

Archived records, such as company memorandums, may help the manager understand 

that company employees value their position and want to engage in the company. The 

knowledge shared by the participants in this research may contribute toward the success 

of other retail organizations experiencing disengaged employees. Peer-reviewed sources 

used throughout this study provided insight, definitions, and solidification on each 
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terminology on employee engagement strategies for leaders to follow. Furthermore, 

strategic managers show concern for employees and in return, inspire employees to 

follow the leader. Successful employee engagement supports improved organizational 

performance through focused job satisfaction for business competitiveness and industry 

survival. 
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Appendix A: Interview Questions 

Organization: ___________________________________________________________ 

Interviewee: ____________________________________________________________ 

Introductions: __________________________________________________________ 

Beginning Comments: ___________________________________________________ 

1. What engagement strategies do you use to engage the employees in your 

company? 

2. How have the employees responded to the utilized engagement strategies? 

3. How has employee engagement affected productivity? 

4. What engagement strategies have you discovered to be the most successful? 

5. What engagement strategies have you revealed to be the least successful? 

6. How has employee engagement affected employee morale in their work tasks? 

7. How do you assess the effectiveness of the strategies for employee engagement? 

8. What barriers did you encounter to implementing the strategies, and how did you 

address the implementation barriers? 

9. What additional information would you like to provide on the engagement 

strategies you utilize to improve employee engagement? 

Other topics discussed: 

________________________________________________________________________

________________________________________________________________________ 

Post interview comments:__________________________________________________            

________________________________________________________________________ 
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Appendix B: Invitation to Participate 

Dear (XXXX XXXX): 

My name is Janet Deskins, and I am a graduate student working on my doctoral 

study at Walden University. This doctoral study is about retail managers who use 

engagement strategies that could contribute to organizational productivity in the 

workplace. Research collected in this study will be used to explore small retail managers 

within your organization who use strategic employee engagement practices to improve 

the productivity in the workplace.  

The only requirements for your participation will be to meet with me for 

approximately 60 minutes at your facility to answer some interview questions about your 

experiences which you use to implement successful engagement strategies within the 

employee workforce. 

Your identity and the identity of your company will be kept confidential and will 

not be disclosed in the study. As a participant in the study, you will receive a copy of the 

research, when completed. The copy of the research may provide information that you 

can incorporate into your business to enhance your business practices or boost the 

profitability of your business. 

I would like to speak with you by phone or in person to further explain the study 

or to answer any questions that you may have and your potential participation in this 

study. The call will only take 5 to 10 minutes of your time.  

I will call you at your office number on (INSERT DATE AND TIME). If you 

prefer to call me at a different time or to a different number; please notify me by replying 

to this email. 

 

Regards, 

 

Janet Deskins 

janet.deskins@waldenu.edu 

Tel: 352-989-6322 
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Appendix C: 

National Institutes of Health Office of Extramural Research Certificate 
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Appendix D: Interview Protocol 

Interview Title: An exploration of retail managers’ perceptions regarding employee 

engagement and the use of strategic practices to improve productivity. 

1. A set of interview questions will proceed the greeting and introduction. 

2. Each participant will receive the consent form and provide their contact 

information, in agreement with the requirements. Upon receipt of the 

informed consent, I will thank each participant for their agreement to provide 

information toward this study. 

3. The member checking process will follow the interview session. I will 

summarize the interpretations from the interview data and validate accuracy. 

If any participant finds any errors in the interpreted communication, the 

participant may provide clarification of the corrected information, and it will 

be recorded by myself and transcribed for accuracy and validity. 

4. Upon use of an audio recorder, I will announce the date, time, and location of 

the interview. 

5. Each participant will be allowed ample time to respond to the interview 

questions and any potential follow-up responses. 

6. At the end of the interview, I will thank the participant for giving of their time 

and participation in the study. 
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