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[bookmark: _Toc217082094]Chapter 1 – Introduction

[bookmark: _Toc217082095]1.1 Background of the Study

Employee engagement has become a crucial topic in modern business management, particularly because of its impact on organisational outcomes. At its core, employee engagement is closely tied to job satisfaction, which reflects how happy employees are with their jobs and work environment (Aggarwal and Venkatesh, 2024). When employees are engaged, they often display higher levels of energy, develop a stronger connection to the organisation's goals, and maintain consistent performance. Organisations that prioritise employee engagement through communication, recognition, development, and supportive leadership foster higher morale, productivity, and sustainable performance (Aggarwal and Venkatesh, 2024).
The retail sector is a crucial part of the UK economy, acting not only as a source of income but also as a major employer, with around 3.7 million people working in the field. With few exceptions, Tthe annual value of retail sales in the UK has steadily increased over the past decade, with 2024 reaching the highest total at about 515 billion pounds. (Statista, 2025).
However, it continues to experience some of the highest staff-turnover rates in the job market, which raises concerns about the stability and satisfaction of the workforce. The retail sector often relies on part-time and seasonal workers, leading to a lack of long-term employment opportunities for many individuals. This high turnover can disrupt customer service and operational efficiency, negatively impact the overall shopping experience, and weaken the brand’s reputation. Waitrose, part of the John Lewis Partnership, offers an interesting case for exploring these issues. The company operates on a co-ownership model, where all employees are referred to as Partners, share in the profits, and are involved in key decision-making. This governance approach promotes equality, transparency, and shared responsibility. The Partnership’s strong ethics and focus on employee well-being exemplify engagement-based management in UK retail. Despite this, Waitrose faces industry challenges in attracting and retaining skilled staff due to changing expectations, labour shortages, and rising costs.
Analysing the link between engagement and retention can offer valuable insights for research and management.
[bookmark: _Toc217082096]1.2 Problem Statement

While Waitrose is known for its progressive employment practices, it still faces challenges with staff turnover. Recent economic downturns and the post-pandemic shift in employee attitudes towards flexibility, recognition, and work–life balance have put even the most effective engagement strategies to the test (Lee, et al., 2025). The primary aim of this study is to determine which engagement initiatives most effectively improve staff satisfaction and retention at Waitrose. Without a clear grasp of these factors, the organisation risks losing valuable employees and weakening its service culture (Lee, et al., 2025). This research analyses employees’ perceptions of engagement practices to determine which elements most strongly influence loyalty and the desire to stay.
[bookmark: _Toc217082097]1.3 Theoretical Framework

This research is based on three well-established theories that together offer a solid framework for understanding how employee engagement affects staff retention. The first is Kahn’s (1990) Psychological Conditions of Personal Engagement Theory, which emphasises three key factors that are meaningfulness, safety, and availability, influencing how employees connect with their work roles. When individuals perceive their work as meaningful, feel psychologically safe, and have access to the necessary resources to perform well, they are more likely to experience increased engagement and a stronger commitment to their organisation. 
The second theory used in the research is the Job Demands–Resources (JD-R) Model, developed by Bakker and Demerouti (2007). This model posits that employee engagement results from a delicate balance between job demands, such as workload and pressure, and job resources, including recognition, autonomy, and social support. When employees are provided with adequate resources, they are better equipped to remain motivated and resilient, thereby significantly mitigating the risks of burnout and turnover.
The third is Social Exchange Theory (Blau, 1964), which explains the reciprocal relationship between employees and their organisation. This theory highlights the mutual relationship between employees and their organisations; when employees perceive fairness, trust, and support, they are more likely to show loyalty, perform better, and have a lower desire to leave. Overall, these frameworks provide valuable insights into how creating positive workplace conditions and mutual trust can lead to higher engagement levels, ultimately improving staff retention. These theories will guide the development of the research questionnaire, shape the interpretation of results, and aid in formulating practical recommendations for Waitrose and the broader retail industry. 
[bookmark: _Toc217082098]1.4 Conceptual Framework

Drawing on established engagement theories, this study constructs a conceptual framework that demonstrates how employee engagement strategies impact staff retention at Waitrose (Kahn, 1990; Kahn, 2017; Bakker and Demerouti, 2007; Blau, 1964). 
Strategies such as recognition, communication, well-being support, career development, and participative practices embedded within the co-ownership model foster employee engagement. This engagement acts as a mediating factor through motivation, job satisfaction, and organisational commitment. Consequently, employee engagement influences staff retention, as indicated by employees' intentions to stay and lower turnover rates.
The framework offers guidance for questionnaire design and data analysis by clarifying the presumed relationships between engagement strategies, engagement levels, and retention outcomes within the Waitrose context.
Theoretical foundations
· Kahn’s Psychological Conditions (1990; 2017)
· Job Demands–Resources Model (Bakker & Demerouti, 2007)
· Social Exchange Theory (Blau, 1964)
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Figure 1.1: Conceptual framework illustrating the relationship between employee engagement strategies and staff retention
Source: Author’s own conceptualisation based on Kahn (1990; 2017), Bakker and Demerouti (2007), and Blau (1964).
[bookmark: _Toc217082099]1.5 Purpose of the Study

This research investigates how employee engagement strategies influence staff retention at Waitrose, a subsidiary of the John Lewis Partnership. Recognising that employee engagement has become central to sustaining organisational performance and fostering loyalty, the research investigates which initiatives most effectively nurture employees’ satisfaction and their intention to remain with the company (Kahn, 1990; Anitha & Aruna, 2020). Special attention is paid to internal communication, recognition, development opportunities, and the unique co-ownership model that underpins the Partnership’s culture.
Through the collection and analysis of quantitative data from current Waitrose employees, the study seeks to illuminate how these engagement practices influence motivation, commitment, and retention. By examining employees’ lived experiences, the research aims to clarify the relationship between engagement and retention within the retail sector. Ultimately, the findings will offer practical recommendations to help managers develop informed strategies that can reduce staff turnover and support a motivated, high-performing workforce.
[bookmark: _Toc217082100]1.6 Research Aim and Objectives

This research aims to assess how employee engagement strategies influence staff retention at Waitrose, a division of the John Lewis Partnership. It examines how initiatives such as recognition, clear communication, career growth opportunities, and the co-ownership model influence employees’ motivation, satisfaction, and their willingness to stay.

Research Objectives
To achieve the aim, the following objectives have been established:

· To critically assess existing literature on employee engagement and staff retention within the retail sector. 
· To identify the key engagement strategies currently in place at Waitrose. 
· To analyse the relationship between employee-engagement practices and staff-retention outcomes.
· To assess employees’ perceptions of current engagement strategies through primary quantitative research.
· To propose evidence-based recommendations that assist managers in boosting engagement and enhancing employee retention.
[bookmark: _Toc217082101]1.7  Research Questions
Based on the research aim and objectives, the following questions guide this research:
1. What employee engagement strategies are currently implemented at Waitrose?
2. How do employees at Waitrose perceive these engagement strategies in relation to their motivation and job satisfaction?
3. What is the relationship between employee-engagement practices and staff-retention outcomes within the organisation?
4. What additional strategies could be introduced to further improve employee retention at Waitrose?
These questions will form the basis for both the literature review and primary data collection, helping to keep the research focused and aligned with the goal of examining the relationship between engagement and staff retention at Waitrose.
[bookmark: _Toc217082102]1.8 Significance of the Study

This research possesses both academic and practical significance. From an academic perspective, it extends existing scholarship on the impact of employee engagement strategies on staff retention, with a particular focus on the distinctive co-ownership model exemplified by Waitrose, which has received limited scholarly attention. From a practical standpoint, the findings will help managers and HR professionals in identifying which engagement practices, including recognition, communication, and development, most effectively enhance motivation and reduce turnover. Insights into these factors can inform the development of future strategies aimed at improving workforce stability and satisfaction within the retail sector. Ultimately, this study aims to provide evidence-based recommendations to promote a more engaged and loyal workforce at Waitrose and similar organisations.
[bookmark: _Toc217082103]Chapter 2 – Literature Review
[bookmark: _Toc217082104]2.1 Employee Engagement – Definition and Importance

Employee engagement in the retail sector reflects the degree to which employees are physically, cognitively, and emotionally committed to their organisation (Salimath, et al., 2021). Engaged employees demonstrate enthusiasm, dedication, and a focus on their roles, viewing themselves as vital to organisational success. This connection encourages them to exceed performance expectations and contribute to positive business results. Organisational culture, transparent communication, supportive leadership, and opportunities for personal growth greatly impact engagement. When these elements are in place, employees are more likely to feel valued, motivated, and empowered to realise their potential at work (Salimath, et al., 2021).
Employee engagement is a crucial factor for overall performance and long-term sustainability in retail organisations. In competitive markets, engaged employees display more energy and effort, leading to higher productivity and better customer service. Leadership approaches that focus on individual recognition, transparency, and trust foster higher morale and commitment (Salimath, et al., 2021). A positive work environment enhances organisational performance by reducing absenteeism and turnover. A positive work environment not only improves organisational performance but also boosts competitiveness and financial stability by reducing absenteeism and turnover. As a result, organisations prioritisingthat prioritise engagement initiatives often seachieve better operational outcomes and greater customer satisfaction.
In addition, employee engagement also directly affects staff retention by linking organisational support to employees’ intentions to stay with the company (Eladl & Esenyel, 2025). Supportive management, fair treatment, and access to professional development opportunities increase engagement, reducing employees’ intention to leave. Additionally, when organisations effectively manage work-related stress and focus on employee well-being, engagement becomes a pathway through which well-being initiatives foster increased loyalty and lower turnover rates (Eladl & Esenyel, 2025).
In conclusion, employee engagement is essential in the retail industry, as it enhances job satisfaction, drives productivity through better motivation and energy, and reduces staff turnover by strengthening the emotional and cognitive bonds between employees and their organisation. An organisational culture that promotes engagement through effective communication, recognition, and development provides the foundation for ongoing workforce stability and organisational success.
[bookmark: _Toc217082105]2.2 Theoretical Frameworks of Engagement

Multiple theoretical models have been proposed to explain variations in employee engagement and its impact on retention. This analysis utilises three principal frameworks that collectively offer a comprehensive understanding of engagement: Kahn’s (1990) Psychological Conditions of Engagement, the Job Demands–Resources (JD-R) Model, and Social Exchange Theory (SET). Each framework emphasises distinct factors that influence employee motivation, behaviour, and long-term organisational commitment.
[bookmark: _Toc217082106]Kahn’s (1990) Psychological Conditions of Engagement
Kahn proposed that employee engagement occurs when three conditions are met: meaningfulness, safety, and availability (Kahn, 1990). In retail environments, meaningfulness may result from providing quality customer service or contributing to team achievements. Safety is promoted through equitable treatment and clearly defined expectations. Availability relies on sufficient staffing, emotional support, and access to necessary resources. While Kahn’s research is foundational, it was conducted with small qualitative samples, which limits its generalisability to fast-paced retail settings characterised by large and diverse workforces (Kahn, 2017). Furthermore, the model does not adequately address the unique challenges faced by part-time or seasonal employees.
[bookmark: _Toc217082107]Job Demands–Resources (JD-R) Model
The JD-R Model proposes that employee engagement arises when job resources, including support, autonomy, and training, exceed job demands such as workload, emotional labour, and time pressure (Demerouti & Bakker, 2011). Within Waitrose, resources like supportive management, effective communication platforms, and structured development pathways may contribute to increased engagement. Nevertheless, the JD-R Model has been criticised for its emphasis on structural job elements, often neglecting cultural and relational factors such as psychological ownership, belonging, and trust, which are particularly significant in co-ownership environments (Demerouti & Bakker, 2011).
[bookmark: _Toc217082108]Social Exchange Theory (SET)
Social Exchange Theory (SET) (Blau, 1964) emphasises reciprocal relationships, positing that when employees perceive fairness, trust, and organisational support, they respond with increased loyalty and commitment. This framework is especially pertinent to Waitrose, where employees, referred to as Partners, share in profits and participate in decision-making. Nevertheless, SET presumes long-term, stable employment relationships, a condition that may not fully apply in retail environments that depend heavily on temporary or part-time workers (Blau, 1964). This limitation reduces the theory’s predictive power in such contexts.
[bookmark: _Toc217082109]Comparison of the Three Models
Although each of the three frameworks provides valuable insights, they address distinct dimensions of engagement:
· Kahn’s framework focuses on internal psychological states.
· The Job Demands-Resources (JD-R) model emphasises structural job conditions.
· Social Exchange Theory (SET) highlights the principle of relational reciprocity.
Collectively, these frameworks provide a robust, integrated perspective on engagement in the retail sector (Macey & Schneider, 2008). However, their limitations, including limited applicability to high-turnover environments, insufficient consideration of part-time employment dynamics, and a narrow focus on organisational culture, underscore the need for context-specific research, particularly within co-ownership models such as Waitrose.
[bookmark: _Toc217082110]2.3 Staff Retention in the UK Retail Sector

Staff retention is defined as an organisation’s capacity to maintain its workforce by minimising voluntary turnover and fostering long-term employee commitment (Noorulkhathija & Hussain, 2025). In the retail sector, retention is especially important because service quality and customer satisfaction are closely linked to the consistency, expertise, and motivation of frontline staff. Elevated employee turnover disrupts daily operations, diminishes morale, and incurs substantial costs related to recruitment, induction, and training (Noorulkhathija & Hussain, 2025).
The UK retail sector is one of the country’s largest employers, offering jobs to millions across supermarkets, department stores, and online platforms. However, it also faces some of the highest turnover rates among all industries (Ward, 2025). Retail positions are frequently associated with low pay, irregular hours, high work intensity, and limited opportunities for career advancement. These conditions hinder staff retention, particularly in high-cost regions such as London and the Southeast. The ongoing cost-of-living crisis and rising consumer prices have prompted many employees to seek better-paid opportunities in logistics, hospitality, or other service industries (Ward, 2025).
In response, many retailers have implemented new strategies to improve retention. Tesco, for example, introduced mental health first-aider training and a “Time Out” policy to enhance staff well-being and mitigate burnout (Essex Mag, 2017). Marks & Spencer has prioritised clearer internal career pathways and leadership training programmes to promote long-term progression, while IKEA UK has increased flexibility and family-friendly scheduling to support employees with childcare responsibilities (M&S, 2025). These initiatives demonstrate that organisational support and work–life balance can positively influence retention.
Despite these initiatives, significant challenges remain. Retailers that depend on part-time, seasonal, or temporary workers, such as Sainsbury’s and Primark, frequently experience high staff turnover because employees perceive these roles as temporary (Louis, 2024). Even Waitrose, recognised for its co-ownership model and strong commitment to employee welfare, continues to face retention difficulties as younger generations of workers prioritise flexible arrangements, higher pay, and personal development over long-term loyalty (John Lewis Partnership, 2023). The adoption of automation and self-checkout technology has further altered job roles, contributing to uncertainty among some employees (BBC, 2025).
In summary, the UK retail industry continues to face workforce instability despite considerable investment in engagement and well-being initiatives. Addressing this issue requires organisations to prioritise not only pay and flexibility but also the creation of meaningful, inclusive, and supportive workplaces where employees feel valued and motivated to remain.
[bookmark: _Toc217082111]2.4 The Link Between Employee Engagement and Staff Retention

Employee engagement is consistently identified as a key predictor of staff retention, especially in service-driven sectors where employee–customer interactions influence organisational performance (Aggarwal and Venkatesh, 2024). Engaged employees exhibit greater job satisfaction, organisational commitment, and emotional attachment, which collectively reduce voluntary turnover. Engagement reinforces the perception that remaining with the organisation offers both personal and professional benefits, thereby decreasing employees’ intention to leave (Aggarwal and Venkatesh, 2024).
Extensive evidence indicates that engagement mediates the relationship between organisational practices and retention outcomes (Surya & Sadhu, 2024). Supportive leadership, recognition, development opportunities, and clear communication do not directly reduce turnover; instead, they enhance engagement, which subsequently influences employees’ decisions to remain. Thus, engagement serves as a psychological mechanism translating workplace experiences into long-term organisational commitment.
However, some scholars contend that the strength of this mediating effect varies by sector, demographic characteristics, and job structure, indicating that engagement alone may not prevent turnover in all contexts (Msangi, et al., 2024).
Findings from related service sectors support these conclusions. For instance, research in the car rental industry, which shares the fast-paced, customer-facing characteristics of retail, demonstrates that higher employee engagement improves customer satisfaction and fosters a more stable service environment. Employees who are highly engaged manage customer demands more effectively, and the resulting positive service climate strengthens workforce resilience (Khwaja & Yang, 2022).
Nevertheless, critics observe that many of these studies rely on small samples or cross-sectional designs, which limits the ability to establish long-term causal relationships between engagement and retention (Yamoah, et al., 2024).
Workplace well-being is also a significant factor in the engagement–retention relationship. Engagement buffers the negative effects of emotional exhaustion and job stress, especially in customer-facing roles with high emotional labour. Employees who feel supported and have manageable workloads sustain higher engagement, which protects against burnout, a well-established predictor of turnover.
However, some researchers caution that engagement may not compensate for structural issues such as low pay or limited career progression, which are significant drivers of turnover in retail (Noorulkhathija & Hussain, 2025). This indicates that while engagement enhances retention, it cannot independently address deeper organisational or economic challenges.
Despite these complexities, the literature consistently demonstrates that engagement functions as both an antecedent and a mediator of staff retention. Organisations that foster engagement through trust, recognition, development, and supportive leadership are more likely to sustain stable and motivated workforces (Surya & Sadhu, 2024).
Even so, the magnitude of this effect depends on broader organisational conditions, generational expectations, and labour market pressures. This underscores the need for more context-specific research, particularly in unique organisational models such as Waitrose’s co-ownership structure (John Lewis Partnership, 2023).
[bookmark: _Toc217082112]2.5 Engagement Strategies in the Retail Industry

Employee engagement strategies in the retail sector are designed to enhance motivation, performance, and long-term commitment in environments characterised by high workloads, emotional labour, and customer-facing responsibilities (Kumar & Pansari, 2015). Retail organisations have implemented a variety of initiatives, including recognition schemes, communication practices, well-being programmes, and career development pathways, to strengthen employees’ psychological attachment to their roles (Kumar & Pansari, 2015). However, the effectiveness of these strategies varies significantly, and research demonstrates that not all practices result in meaningful or sustained engagement. Recognition and reward are commonly used approaches in UK retail, aiming to reinforce positive behaviour and increase employees’ sense of value. For instance, Marks & Spencer introduced the “Everyday Appreciation” program to encourage managers to acknowledge staff contributions regularly (M&S, 2025). Although such initiatives can improve short-term morale, critics contend that they often lack substantive impact and may be perceived as superficial if not supported by genuine managerial commitment or opportunities for professional growth. This indicates that recognition alone is insufficient to maintain engagement in high-pressure work environments. Another important strategy is employee voice and communication, particularly in organisations that prioritise participation and transparency (Macey & Schneider, 2008). Waitrose and the broader John Lewis Partnership exemplify this through their co-ownership model, which involves employees in decision-making and profit-sharing (Gilmore, 2022). This model fosters trust and psychological ownership; however, evidence suggests that participatory structures may lose effectiveness during periods of organisational change or financial difficulty, thereby reducing their motivational impact. This demonstrates the susceptibility of engagement strategies to wider economic and organisational pressures (Gilmore, 2022). Well-being and work–life balance initiatives have also become increasingly prominent among retailers such as Tesco, Sainsbury’s, and IKEA (Essex Mag, 2017). These initiatives include mental health support, flexible scheduling, and family-friendly policies. While such practices can alleviate stress and promote engagement, their success is highly contingent on effective store-level implementation. Discrepancies between policy and practice, often resulting from understaffing or managerial discretion, can undermine intended outcomes and cause employees to view well-being efforts as merely symbolic. Career development and training are also frequently identified as critical drivers of engagement. Retailers offering clear advancement opportunities are better positioned to retain skilled employees. 
Nevertheless, career pathways in retail often remain limited, particularly for part-time or temporary workers, which reduces the long-term effectiveness of development initiatives (Eladl & Esenyel, 2025). In summary, although engagement strategies in retail can improve motivation and retention, their effectiveness relies on sustained managerial commitment, sufficient resources, and alignment between organisational values and daily practices. These challenges highlight the necessity for further investigation into which engagement practices most effectively influence retention, especially within distinctive organisational models such as the Waitrose co-ownership structure (Demerouti & Bakker, 2011).
[bookmark: _Toc217082113]2.6 Gaps in the Literature

Although extensive research has been conducted on engagement and retention, several significant gaps persist:
· There is limited research on employee-owned organisations, such as Waitrose, in which profit-sharing and democratic governance influence engagement in distinct ways (Gilmore, 2022).
· An overreliance on cross-sectional research constrains the understanding of long-term causal relationships (Macey & Schneider, 2008).
· Existing studies often provide a fragmented analysis of engagement strategies, focusing on single initiatives, such as recognition, rather than examining the interactions among multiple strategies.
· There is a lack of insight into part-time and seasonal employment, which constitutes a significant portion of the retail workforce.
· Research remains insufficient regarding the impact of economic pressures, labour shortages, and automation on engagement and retention (CIPD, 2023).
The present study addresses these gaps by examining engagement within an employee-owned retail organisation. Quantitative data from Waitrose Partners are used to identify which engagement practices most strongly influence retention.
[bookmark: _Toc217082114]Chapter 3 – Research Methodology
[bookmark: _Toc217082115]3.1 Introduction

This chapter presents the methodological framework employed in this study, which examines the impact of employee engagement strategies on staff retention at Waitrose. The chapter details the research philosophy, approach, design, and strategy, as well as the target population, sampling procedures, data collection methods, and data analysis techniques. Additionally, ethical considerations and methodological limitations are addressed to ensure transparency and academic rigour.


[bookmark: _Toc217082116]3.2 Research Philosophy 

This study is based on a positivist research philosophy. Positivism assumes that reality is objective, measurable, and independent of the researcher (Saunders et al., 2019). This approach is often used in quantitative research, where hypotheses, variables, and relationships are analysed using numerical data. Since the aim of this research is to explore patterns and links between employee engagement strategies, such as recognition, communication, well-being support, career development, and staff retention outcomes at Waitrose, a positivist approach is suitable. This philosophy supports the use of structured questionnaires, statistical analysis, and objective measurement of variables, including satisfaction, commitment, engagement level, and intention to stay (Creswell, 2014). As a result, positivism helps develop generalisable findings that provide evidence-based suggestions to improve staff retention within the organisation.
[bookmark: _Toc217082117]3.3 Research Approach

This study employs a deductive research approach. Deductive reasoning starts with established theories and frameworks and then tests these through empirical data (Saunders et al., 2019). Since this research is guided by well-established theoretical models, including Kahn’s Psychological Conditions of Engagement, the Job Demands–Resources (JD-R) Model, and Social Exchange Theory, the deductive approach is considered suitable. The aim is to determine whether relationships identified in previous literature, such as those between recognition and engagement or between engagement and retention intentions, are relevant in the Waitrose context. Quantitative data are gathered via a structured questionnaire, enabling measurable testing of these theoretical propositions. This approach also helps identify patterns, correlations, and general trends within the organisation.
[bookmark: _Toc217082118]3.4 Research Design

The study utilizes a quantitative, descriptive, and correlational research design.
Quantitative Design

A quantitative research design is appropriate as the study examines numerical responses related to engagement strategies, perceptions, satisfaction, and retention intentions. This approach enables statistical analysis and objective interpretation, aligning with positivist research principles (Saunders et al., 2019).
Descriptive Design
The descriptive component allows the study to summarise and present respondents’ views on engagement practices currently implemented at Waitrose. It focuses on describing employees’ perceptions in a structured and measurable way.
Correlational Design
Given the study’s aim to examine the relationship between employee engagement strategies and staff retention, a correlational research design is appropriate (Bryman, 2021). This design facilitates analysis of the strength and direction of associations between variables such as:
· recognition → engagement
· communication → satisfaction
· engagement → intention to stay
This approach enables the identification of engagement strategies that are the strongest predictors of staff retention.
[bookmark: _Toc217082119]3.5 Research Strategy

This study employs a survey strategy. Surveys are widely used in quantitative research because they enable the collection of data from large groups in a time- and cost-efficient manner (Bryman, 2021). A structured, self-administered Google Forms questionnaire will be distributed to employees (Partners) at Waitrose stores. The survey will use Likert scales to measure perceptions' strength, ensuring consistency and aiding statistical analysis. This method supports the study’s aim to gather measurable, comparable data and identify broader trends in employee engagement and retention within the organisation.
[bookmark: _Toc217082120]3.6 Target Population

The target population for this study comprises employees, referred to as Partners, currently employed at Waitrose, a division of the John Lewis Partnership. This group includes individuals occupying various roles such as customer service assistants, stock replenishment staff, checkout operators, team leaders, and supervisors. Given that the study examines employee engagement and staff retention, it is essential that participants have direct experience with the organisation’s engagement initiatives and workplace practices. Both full-time and part-time employees are included to reflect the varying engagement and retention experiences influenced by contractual hours, tenure, and job demands. Including a diverse range of employees ensures the research captures a wide spectrum of perspectives and accurately represents the realities of the workforce within a typical Waitrose store environment.
The population is deemed appropriate because Waitrose Partners directly experience the engagement strategies being examined. Their perspectives offer valuable insights into how these strategies affect motivation, satisfaction, and intentions to remain with the organization. Additionally, their responses contribute to a nuanced understanding of engagement within an employee-owned retail organization. This choice of population enhances the study’s relevance and aids in formulating practical recommendations that are specifically tailored to Waitrose and comparable retail settings.
[bookmark: _Toc217082121]3.7 Sampling Method

This study employs a non-probability convenience sampling approach. Convenience sampling involves selecting participants who are readily accessible to the researcher, making it particularly suitable for workplace-based investigations where employees freely choose to participate (Saunders et al., 2019). Given that the researcher is based within Waitrose, this method facilitates efficient distribution of the questionnaire to eligible employees. Furthermore, voluntary response sampling is incorporated, allowing participants to decide whether to complete the questionnaire. This approach promotes ethical participation and helps prevent coercion in the workplace setting. While non-probability sampling may limit the ability to generalize findings, it is appropriate for exploratory organizational research focused on understanding relationships rather than representing the entire UK retail workforce. The sample is anticipated to comprise employees of diverse ages, roles, shift patterns, and lengths of service, providing valuable insights into how engagement strategies impact retention across different demographics.
[bookmark: _Toc217082122]3.8 Data Collection Procedure

Data for this study will be gathered through a carefully designed online questionnaire created using Google Forms. This approach is economical, efficient, and well-suited for collecting quantitative insights from diverse respondents. The questionnaire is structured into four main sections: demographic details (including age, gender, role, tenure, and working hours), perceptions of engagement strategies (such as recognition, communication, leadership support, well-being programmes, and development opportunities), levels of engagement (covering motivation, satisfaction, and sense of connection to the organisation), and intentions regarding retention (including likelihood of staying, reasons for leaving, and role satisfaction). Most questions use a 5-point Likert scale, providing a standardised way for respondents to express their agreement or perceptions and facilitating meaningful statistical analysis. The survey will be shared via a link, ensuring ease of access and participant anonymity. Participants will be informed about the purpose of the research, their right to withdraw at any time, and how their responses will be utilised, in accordance with ethical standards.
[bookmark: _Toc217082123]3.9 Data Analysis Techniques
The information gathered from the questionnaire will be examined using straightforward statistical methods. Since most responses are on a Likert scale, the aim is to spot patterns, trends, and connections between different engagement strategies and staff retention.
[bookmark: _Toc217082124]Descriptive Statistics
Descriptive statistics will be used to illustrate the demographic characteristics of respondents and their views on engagement practices. This includes frequencies, percentages, means, and standard deviations. These statistics help to present an overview of how employees rate engagement strategies such as recognition, communication, leadership, well-being, and career development.
[bookmark: _Toc217082125]Correlation Analysis
To better understand how employees feel about their work and their plans to stay with Waitrose, the relationship between their engagement and their intentions to remain will be explored. This will include looking at factors like how engaged they feel, their overall satisfaction, and how they perceive leadership support to see how these might influence their decision to stay. Correlation analysis is appropriate because the research aims to explore the strength and direction of relationships between variables rather than establish causality (Bryman, 2021).
[bookmark: _Toc217082126]Software

Data will be analysed using Microsoft Excel or SPSS, both commonly utilised tools for quantitative analysis at the undergraduate level. These programmes facilitate descriptive and correlational analyses and enable results to be presented clearly through tables, charts, and graphs. The selected techniques support the study’s positivist, quantitative framework by providing objective, numerical insights into the relationship between engagement strategies and retention.
[bookmark: _Toc217082127]3.10 Ethical Consideration

This study adheres to the ethical standards set by the University of Wales Trinity Saint David. Participation in the questionnaire is voluntary, and participants are informed of the research purpose and their right to withdraw at any time. The process ensures the collection of no personal or identifiable data, maintaining anonymity and confidentiality. The questionnaire is completed independently online, minimising the risk of pressure or coercion, particularly in workplace contexts. All data are securely stored on Google Forms and used exclusively for academic research. Participants can be confident that their responses will not influence their employment or be disclosed to any employer. The study complies with the Data Protection Act (2018) and upholds established ethical principles for academic research (Bryman, 2021).
[bookmark: _Toc217082128]3.11 Methodological Limitations

Several limitations should be acknowledged. First, the use of convenience and voluntary sampling may limit the generalisability of the findings, as participants are selected based on accessibility rather than random selection. Second, the study depends on self-reported data, which could be influenced by bias despite assurances of anonymity. The cross-sectional design also limits the ability to explore long-term or causal relationships between engagement and retention. Additionally, while the quantitative approach offers valuable statistical insights, it cannot fully capture the nuanced personal experiences that qualitative methods might reveal. Nonetheless, the chosen methodology remains suitable for identifying relevant trends and relationships aligned with the study’s objectives (Bryman, 2021).
[bookmark: _Toc217082129]Chapter 4 - Findings/Results

This chapter reports the findings of a quantitative questionnaire survey administered to 199 retail employees. The results are structured around key themes of employee engagement and staff retention. Descriptive statistics identify patterns and trends in the data, which are subsequently explored in greater depth in the discussion chapter.
[bookmark: _Toc217082130]4.1 Profile of Respondents 

The respondents represented a diverse retail workforce with variation in length of service, employment status, and role type. More than half of participants (52.3%) had worked at their current store for over five years, reflecting substantial organisational experience. Most respondents were employed full-time (65.8%), while 33.2% held part-time positions, and a small minority occupied seasonal or flexible roles. Participants had a range of operational and supervisory positions, including checkout, replenishment, customer service, and team-leader roles. This diversity offers a comprehensive perspective on employee engagement and retention across different functions.
[bookmark: _Toc217082131]4.2  Recognition and Communication

Employee perceptions regarding recognition and communication were mixed. Figure 4.1 demonstrates that 36.7% of respondents agreed or strongly agreed that their work is recognised and appreciated, whereas 34.2% disagreed or strongly disagreed. A significant proportion of respondents selected a neutral response (29.1%), indicating possible uncertainty or inconsistency in recognition practices. Similarly, perceptions of communication clarity were diverse. Figure 4.2 shows that responses were distributed across the scale, with similar proportions agreeing, disagreeing, or remaining neutral about the clarity of essential workplace communications. This distribution indicates that communication practices may vary between teams or roles.
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Figure 4.1: Employee perceptions of recognition at work
Source: Author’s own data (2025)
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Figure 4.2: Perceptions of workplace communication clarity
Source: Author’s own data (2025)

[bookmark: _Toc217082132]4.3 Well-being and Development 

The findings regarding well-being and development revealed disparities in respondents’ experiences. As shown in Figure 4.3, approximately 37% of employees agreed or strongly agreed that their well-being is supported at work, whereas 38% disagreed or strongly disagreed. The substantial proportion of neutral responses further indicates diverse perceptions of organisational support.
Opportunities for learning and progression exhibited a comparable trend. As illustrated in Figure 4.4, 40.7% of respondents agreed or strongly agreed that they have opportunities to acquire new skills and advance, while over one-third disagreed. These findings suggest that although development opportunities are present, they are not uniformly accessible to all employees.
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Figure 4.3: Well-being
Source: Author’s own data (2025)

[image: A graph with purple rectangles

AI-generated content may be incorrect.]
Figure 4.4: Opportunities and Progression at work
Source: Author’s own data (2025)




[bookmark: _Toc217082133]4.4 Motivation and Job Satisfaction

Although perceptions of specific engagement drivers varied, overall motivation and job satisfaction remained positive. As indicated in Figure 4.5, 46.7% of respondents agreed or strongly agreed that they felt motivated to perform at their best. Similarly, job satisfaction was generally favourable, with 49.2% of participants reporting satisfaction with their current roles. These results indicate that a substantial proportion of employees remain engaged in their work, even when perceptions of support and recognition differ.
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Figure 4.5: Motivation at work
Source: Author’s own data (2025)

[bookmark: _Toc217082134]4.5 Retention intentions

Retention intentions stood out as a key strength in the findings. As illustrated in Figure 4.6, most respondents (61.1%) expressed that they plan to stay in their current role for at least the next 12 months. However, opinions were more divided regarding how often they think about leaving, suggesting that while short-term retention is high, their long-term commitment might be shaped by their ongoing experiences and engagement.
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Figure 4.6: Intention to stay
Source: Author’s own data (2025)

[bookmark: _Toc217082135]4.6 Correlation analysis
To further investigate how employee engagement influences retention intentions, Pearson correlation analysis was performed on responses measured on a Likert scale. This analysis examined the relationships between key engagement factors and employees’ plans to remain in their current roles for at least the next year. The findings showed significant positive correlations across all engagement variables and retention intentions (p < 0.01). Job satisfaction had the strongest association, with a correlation coefficient of 0.63 (p < 0.001), indicating that employees who reported higher job satisfaction were notably more likely to intend to remain. Motivation also showed a meaningful positive relationship (r = 0.47, p < 0.001), along with opportunities for learning and career development (r = 0.46, p < 0.001). Support for well-being was moderately associated with retention plans (r = 0.44, p < 0.001), suggesting that feeling supported in health and well-being encouraged employees to remain. Recognition at work was positively associated with retention intentions (r = 0.42, p < 0.001), whereas clearer communication at work showed a weaker but still significant association (r = 0.26, p < 0.01). These results highlight that although effective communication is important, factors such as satisfaction, motivation, growth opportunities, and well-being play a more vital role in keeping employees engaged and committed.

	Engagement variable
	r
	Significance (p)
	Strength

	Job satisfaction
	0.63
	< 0.001
	Strong

	Motivation
	0.47
	< 0.001
	Moderate-strong

	Learning & Progression
	0.46
	< 0.001
	Moderate

	Well-being support
	0.44
	< 0.001
	Moderate

	Recognition
	0.42
	< 0.001
	Moderate

	Communication clarity
	0.26
	< 0.01
	Weak-moderate


[bookmark: _Toc217082136]
Table 4.1: Correlation between engagement factors and retention intention
[bookmark: _Toc217082137]Chapter 5 – Discussions

Employee engagement and staff retention at Waitrose present a complex picture. While overall motivation, job satisfaction, and short-term intentions to remain are relatively high, employee perceptions of key engagement factors such as recognition, communication, well-being, and development are mixed. This suggests that although many employees are willing to stay with the organisation in the near term, a deeper emotional connection is not consistently felt across the workforce. These findings resonate with existing research indicating that engagement in retail settings is often fragile, largely influenced by everyday workplace conditions rather than formal policies. Kahn’s (1990) psychological conditions of engagement offer a helpful lens for understanding these results. Psychological meaningfulness appears inconsistent, as many respondents report feeling motivated and satisfied, yet simultaneously express dissatisfaction with recognition practices. Recognition is a central means by which employees find meaning in their work (Salimath et al., 2021). When recognition is applied unevenly, employees may perform their roles adequately but without full emotional or cognitive investment, which limits deeper engagement. Challenges related to psychological safety were also evident, especially concerning communication clarity and support for well-being. Responses varied, suggesting not all employees feel equally supported or confident in voicing concerns. In a fast-paced, emotionally demanding retail environment, such inconsistencies can discourage proactive behaviour and gradually weaken engagement. These findings highlight that superficial engagement initiatives cannot substitute for consistent, supportive managerial practices in everyday work life (Eladl and Esenyel, 2025). Psychological availability, however, appears relatively strong; many respondents report access to skill development and career progression, indicating that they generally see themselves as capable of meeting job demands. Nonetheless, Kahn (1990) emphasises that meaningfulness, safety, and availability must coexist to foster high engagement. Therefore, offering development opportunities alone may not compensate for gaps in recognition or emotional support, limiting their overall effectiveness. The Job Demands–Resources (JD-R) model offers further insight. 
While some resources, such as training and role competence, are evident, perceptions of social and organisational resources, including recognition, communication, and well-being support, are uneven. These resources are especially vital in high-demand, customer-facing retail roles. From a JD-R perspective, lacking access to these resources can hinder employees’ ability to cope with work pressures, increasing the risk of disengagement. Social Exchange Theory (SET) also sheds light on retention patterns. Many employees intend to stay in the short term, yet some express doubts or hesitation about recommending the organisation, indicating conditional loyalty. This loyalty appears driven more by external factors, such as job security or pay, rather than by strong emotional bonds. SET suggests that this reflects partial fulfilment of the psychological contract, in which perceived organisational support sustains short-term commitment but fails to foster deeper reciprocal loyalty. These insights challenge the assumption that Waitrose’s co-ownership model alone guarantees high engagement and retention. While participatory practices and shared ownership can promote initial commitment, day-to-day managerial interactions and relationships are more influential in maintaining engagement. This aligns with broader retail research highlighting the importance of local leadership in translating organisational values into daily employee experiences. Overall, engagement at Waitrose appears to vary across the organisation rather than being uniform. Although many employees show a willingness to stay in the short term, their long-term commitment may be fragile due to inconsistent recognition, communication, and support for well-being. These findings support existing research suggesting that engagement initiatives may temporarily reduce turnover intentions but are unlikely to resolve deeper relational issues unless they are consistently integrated into everyday managerial practice. This understanding provides a solid foundation for the recommendations outlined in the following chapter.
Overall, the study shows that employee engagement at Waitrose is present but uneven. While short-term intentions to stay remain strong, lasting commitment may be at risk without improvements in recognition, communication, and support for well-being. This supports existing evidence that engagement can temporarily reduce turnover but cannot address deeper relational and structural challenges on its own. These findings lay the groundwork for the recommendations to follow.
[bookmark: _Toc217082138]Chapter 6 – Conclusion and Recommendations

[bookmark: _Toc217082139]6.1 Conclusion

This study examined the link between employee engagement strategies and staff retention at Waitrose, a subsidiary of the John Lewis Partnership. Based on data from 199 employees, it assessed how practices such as recognition, communication, well-being support, and development opportunities influence motivation, satisfaction, and retention intentions. Results showed that, although motivation and short-term retention intentions are generally strong, experiences of engagement vary across the workforce.

The research highlighted that recognition and communication are areas where employee perceptions differ, suggesting uneven implementation at the store level. Perceptions of well-being support and development opportunities were also mixed, indicating that formal structures are not felt equally by all staff. These findings align with Kahn’s psychological conditions of engagement, revealing gaps in psychological meaningfulness and safety despite perceived availability. The Job Demands–Resources model further explains that social and organisational resources often do not fully meet the demands of retail work. From a Social Exchange Theory perspective, employees may remain short-term loyal, but long-term commitment depends on everyday managerial support and reciprocity.
Ownership structures alone do not guarantee high engagement or retention. Instead, local leadership, communication, and employees' experiences of feeling valued are crucial factors influencing engagement and retention.
[bookmark: _Toc217082140]6.2 Recommendations

Based on the findings, the following recommendations are offered to foster greater employee engagement and promote long-term retention at Waitrose:

1. Enhance recognition practices at the store level
Managers should be encouraged to regularly offer meaningful recognition that extends beyond informal praise. Adopting structured yet flexible recognition strategies tailored to individual and team contributions could positively influence employees' perceptions of appreciation and psychological fulfilment.

2. Foster consistency and clarity in communication
Prioritising clear, timely, and two-way communication across stores is essential. Creating opportunities for employees to express concerns and share feedback may bolster psychological safety and build trust in management.

3. Increase visibility and accessibility of well-being initiatives
Well-being programs should be consistently implemented and actively promoted to ensure employees view them as genuine rather than symbolic. Line managers have a vital role in normalising the use of well-being resources and supporting a healthy work–life balance.

4. Create inclusive pathways for career progression
Development opportunities should be made clearer and more accessible, especially for part-time and long-serving employees. Improving transparency around career progression may enhance engagement and reduce intentions to leave.
[bookmark: _Toc217082141]6.3 Limitations and Future Research

This study has certain limitations, including reliance on self-reported data, a cross-sectional research design, and a focus on a single organisation within the retail sector. Future research could benefit from longitudinal designs or comparative studies across retailers to better understand the long-term relationship between employee engagement and retention.
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