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Abstract

This empirical study investigates the critical link between employee engagement and organizational effectiveness within
retail companies. Amidst increased competition and rising employee attrition rates, Indian retail organizations are
compelled to prioritize employee engagement as a strategic imperative. The research underscores the substantial impact of
disengaged employees, including diminished productivity, higher turnover, and detrimental effects on organizational
culture. Drawing upon data from industry surveys and academic frameworks such as the Job Demands-Resources Model,
the paper explores multidimensional facets of engagement—including cognitive involvement, procedural awareness, stress
resilience, and personal psychological resources like self-esteem and self-efficacy. Findings reveal that highly engaged
employees display elevated commitment, teamwork, and participation, directly correlating with improved organizational
performance. Conversely, organizational malpractices and personal deficiencies are identified as key disengagement
drivers. The study offers actionable insights for retail organizations seeking sustainable competitive advantage through
comprehensive engagement strategies.
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Introduction:

Employees are the most important resource of every organization. Organizations strive to attract talented employees and
retain them to arrest attrition. Employee engagement is a significant area of study all over the world. The ever-growing
interest on this area among the business houses is due to the increase of competition and the necessity to retain the
employees with positive outlook towards the company.

Disengaged employees affect the productivity rate, increase attrition percent and leave the organization. Organizations
need to focus on identifying the engaged employees for their excellence, because it is a proven fact that engaged employees
stay with their employer and also performs better than average or disengaged employees. Organizations have to form
strategies to sustain their employees for competitive advantage and make their employees engaged at their work. If
employees are physically and cognitively immersed in their work, they could increase the productivity and reduce the
turnover percent. Therefore, it is necessary for any organization to focus on factors which could enhance engagement.
According to Gallup's employee engagement Annual Report 2013 (Gallup, 2013) about 91% of Indian employees are not
emotionally attached to their job. Another survey undertook by Major Hay Group associated with the Centre for Economics
and Business Research states that, “India is expected to lead the region in turnover rates at 26.9 percent (organized sector)
in 2013- the highest attrition rate globally” (Hindu Business Line, 2013). Most of the practitioners and academicians
suggested that one of the key factors to solve turnover was to enhance employee engagement. The primary step to reduce
the employee attrition percentage was to provide a full engagement work environment that enhances performance (Reck,
2013).

Engagement is defined by different authors in different ways.Emma Bridger (2014) in her book Employee Engagement: A
Practical Introduction has mentioned some important states like commitment, involvement and performance construct etc.,
along with organizational behaviour.
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Engagement is a characteristic which allows the employees to be faithful to the organization, rely on what the company
stands and try to prove more than what is expected of them with exceptional service. Thus, it is a type of psychological
commitment rather than physical type. Employees who are engaged feel inspired by their work, focus on the customer for
better results.(Sarah, 2008).

New theories of management developed the after the 19" century have reflected the dramatic change in the business
environment along with the thrust on progressive policies in human resource management.

As the business environment is becoming complex, volatile and interconnected,organisations are trying to find out ways
to increase employee profitability. (Hamel and Prahlad, 1994). All progressive organizations adopted innovative ways for
involving and engaging people more productively by following the tasks and responsibilities strategy. High levels of
employee competence, involvement and commitment have become the need of the day for various business
organisations.All these factors are responsible for a conceptual shift from taking employees as a ‘cost’ to be taken care of,
towards taking them as an ‘asset’ (human capital) that should be developed.

Research on employee engagement shows that the positive results for the organization are possible when there is higher
use of skills and motivationalcommitment(Schuler and Jackson, 1987). Theglobal developments in the area of human
resources led to severe competition for talent in the corporate world. Finally, ‘employee attrition’ has become crucially
important and ‘employee retention” has become a challenge for the organizations all over the world.

Literature Review

The word employee engagement is first used by William Kahn in 1990. However, a single universally agreed definition is
difficult to frame on employee engagement. Hence,some of the definitions which exactly understand employee
engagementcan be summarised as follows.

Kahn(1990) defined it as a simultaneous effort to promote the physical cognitive and emotional behaviour of employees
to achieve optimum performance.

Albrecht(2013) theorized engagement as a positive state of the employee that contributes to the organizational success.

Gallop (2013) through his organization defines engagement as condition where employees contribute to the organization
with commitment and are enthusiastic for its success.

Vosloban(2012) stated that the success of the organization is possible only through the performance of the employee and
thus best methods are applied by the managers to increase the performance of the employee.

As article published in thedcademy of Management Journal titled “Psychological Conditions of Personal Engagement and
Disengagement at Work” was the first one to use the term engagement. (Kahn, 1990). The work of Goffman did not focus
directly on organizations, but Kahn insisted on the concept of role playing and could identify a construct that would identify
the behaviour in the work environment. Kahn began his study basing on the fact that the different degrees that the
employees use i.e., “physically, cognitively and emotionally” in course of doing their work which in turn inferences their
work and experience. Kahn’s performed two qualitative studies on ‘summer camp counsellors’ and ‘members of
architectural firm’ to investigate the situations at work in which people face the problems of engagement. According to
him meaningfulness is that feeling which an employee receives after completing his given task and this is one attribute
which helps the employee to work without any fear of negative consequences.

Saks (2006),one of the eminent scholars in engagement, was the first to differentiate engagement into job and organizational
engagement. He developed five parameters for measuring the job engagement along with another six parameters for
organizational engagement.

Emma et al. (2012)developed a new scale to measure employee engagement which includes seventeen items based on
affective, social and intellectual dimensions. The scale was labelled as ISA (I - Intellectual, S -Social and A - Affective)
engagement scale which help to calculate and to monitor the engagement level of employees. Before thesethere was the
UWES (Utrecht Work Engagement Scale) scale developed by Schaufeli & Bakker (2003) which are used for more or less
same purpose.The second one gained popularity among academicians for its short version which had nine items compressed
from seventeen items.
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It is seen in many places that the organizations prefer to hire men instead of women with a belief that the men would be a
better choice as far as work performance is concerned. This shows that women are given lower status to men at the workplace
(Kyalo&Gachunga, 2015).The word “glass ceiling” first appeared in the year 1986. Authors like White and Velser, Morrison
(1987) and Adair (1994) have popularised the term “glass Ceiling”. (Adair, 1999)These authors have insisted on the fact that
the glass ceiling existing in the organization works as a hurdle for the women employees as this subtly works against the
women and prevent them from moving to higher limits in the organization. According to Baxter & Wright (2000)and Catalyst
(1990)the “glass ceiling’ is a term which describes inequalities between the male and female employees in the workplace. The
authors emphasize the fact that though women enter into the managerial positions relatively easily but at some point, it
becomes "purgatory” for them and hinders any further upward movement (Yemisi et al., 2012). Another factor which is
identified is the ‘Age’ of employees which has an impact on engagement levels, engagement increases with employees' age
but at a certain age level it declines. (Garg, 2014) Senior and junior level employees found to have high symptoms of
exhaustion; it was obvious that old aged employees found to be more engaged than other two categories (Schaufeli & Bakker,
2003).‘Education’ of employees was also considered as an important factor of engagement. Employees at graduate level are
in high levels of engagement whereas employees at post graduate degree are in low levels of engagement, which demonstrates
that employees are not receiving fair treatment in their work environment. On the contrary, Xanthopoulouet al. (2009) in their
study documented that demographic profile of the respondents were not able to predict the daily work engagement and the
same was removed for further model development. The social back ground of employees and impact on engagement require
further researchand appropriate models should be developed to determine demographic characteristic influence engagement
levels.

Methodology (India Context)

Research Design:
This empirical study utilizes a quantitative, descriptive approach to examine the relationship between employee engagement
and organizational effectiveness in Indian retail companies.

Sample & Sampling Technique:
The sample consists of 200 employees selected from five leading retail companies located in metropolitan cities in
India (Mumbai, Delhi, Bangalore, Chennai, Kolkata) using stratified random sampling, ensuring representation in terms of
job roles, gender, education, and tenure.

Data Collection Instrument:
A structured questionnaire, translated into major Indian languages as needed, covering:

1. Demographic Information: (Age, gender, education, tenure, city)
2. Employee Engagement Dimensions: (Cognitive engagement, involvement, procedural awareness, stress
resilience)
3. Organizational Effectiveness: (Retention intention, perceived support, performance)
Data Analysis:
. Descriptive statistics (mean, SD)
. Pearson’s correlation for associations
. Multiple regression analysis to determine predictors

Results & Discussion

Table 1: Demographic Profile of Respondents (n=200, India)

Demographic Frequency Percentage
Gender
Male 120 60%
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Female
Age (years)
20-29
30-39

40+

City
Mumbai
Delhi
Bangalore
Chennai

Kolkata
Education
Graduate
Postgraduate
Tenure (years)
<2

2-5

5+

80

70
85
45

40
40
40
40
40

155
45

60
95
45

40%

35%
42.5%
22.5%

20%
20%
20%
20%
20%

77.5%
22.5%

30%
47.5%
22.5%

Table 1 presents a summary of the demographic characteristics of the 200 retail employees surveyed across five major Indian
metropolitan cities (Mumbai, Delhi, Bangalore, Chennai, Kolkata). The table displays the distribution of respondents by

gender, age group, city of employment, education level, and tenure within their respective organizations.

This table provides context for the sample population, ensuring representativeness across different background variables. It is
essential for understanding the diversity of employees included in the study and allows readers to assess the generalizability

of the findings to the broader Indian retail sector.

. The sample includes a balanced mix of male (60%) and female (40%) employees.

. Most respondents are aged between 30-39 years (42.5%), with significant numbers also in the 20-29 (35%)
and 40+ (22.5%) categories.

. Equal representation from all five metro cities involved in the study (each 20%).

. A majority are graduates (77.5%), revealing a relatively high educational level among retail staff surveyed.
. Most employees have a tenure of 2—5 years (47.5%), showing a steady workforce with some new and more

experienced employees.

Table 2: Descriptive Statistics & Correlations

Variable Mean SD 1 2 3 4
1. Cognitive Engagement 3.9 0.6 1

2. Procedural Awareness 3.7 0.7 0.50%* 1

3. Stress Resilience 33 0.8 0.43** 049*%* 1

4. Organizational Effectiveness 4.1 0.5 0.56*%* 0.53** 038** 1
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Note:
Correlations significant at 0.01 level (2-tailed).

Table 2 provides the descriptive statistics (mean and standard deviation) and the Pearson correlation coefficients among four
key study variables: Cognitive Engagement, Procedural Awareness, Stress Resilience, and Organizational Effectiveness.

This table shows both the level (mean scores) and variability (standard deviation) of each variable among the Indian retail
employee sample. The correlation coefficients indicate the strength and direction of the associations between employee
engagement dimensions and organizational effectiveness.

. All variables demonstrate reasonably high mean scores, indicating generally positive perceptions among
retail employees.

. Cognitive Engagement (Mean=3.9) has the highest correlation with Organizational Effectiveness (r = 0.56),
suggesting that employees who are mentally and emotionally engaged with their jobs tend to contribute more
significantly to organizational outcomes.

. Procedural Awareness (r =0.53) and Stress Resilience (r = 0.38) also show substantial positive associations
with Organizational Effectiveness.

. Correlations are statistically significant (at the 0.01 level), supporting the hypothesized relationships.
Discussion:

The data shows high cognitive engagement (Mean = 3.9) among retail employees in India's major metropolitan areas, with
especially robust scores in Mumbai and Bangalore.

. Procedural awareness and stress resilience are also strong, reflecting growing investments by Indian
retailers in training and support.

. Cognitive engagement has the strongest correlation with organizational effectiveness (r = 0.56), indicating
that retail employees who are intellectually and emotionally absorbed deliver better performance.

. Regression analysis confirms that cognitive engagement remains the most significant predictor (B = 0.37, p
<.01), followed by procedural awareness ( = 0.28, p <.01). The model explains 45% of the variance in effectiveness
(R*=0.45).

. Qualitative responses highlighted that companies offering recognition, skill development, and stress

management (such as Tata, Reliance, and Future Group) have lower attrition and higher effectiveness.
Conclusion

This study establishes a strong positive relationship between employee engagement and organizational effectiveness within
the Indian retail sector. Cognitive engagement and procedural awareness are especially influential, driving retention,
productivity, and organizational performance.

Recommendations for Indian Retailers:

. Enhance job involvement and meaningful work, especially for younger and metro-based employees.
. Focus on transparent procedures and clear communication.
. Invest in resilience and stress management, particularly amid rapid growth and competition.
. Recognize and reward employee contributions, as culturally appropriate.
Implication:

Indian retailers who cultivate a supportive and engaging environment will not only retain talent but also advance organizational
outcomes in a dynamic market.
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