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[bookmark: _Toc228563685]CHAPTER 1: INTRODUCTION
[bookmark: _Toc228563686]1.1 Background and Problem Statement
The pharmaceutical logistics sector in the United Kingdom operates in one of the most heavily regulated business environments, where every organisation must adhere to strict Good Distribution Practice (GDP) rules governing the storage, handling, and transportation of medicines (European Commission, 2013; MHRA, 2022). In this field, companies are not only bound by these regulations but also pressured by volatile demand, cost constraints, and workforce challenges (Torrington et al., 2020; CIPD, 2023). Because of this, the success of operations depends not only on technology or systems but also, and maybe more so, on the dependability and performance of the people doing the work on the ground.
Companies like Movianto UK and DHL Supply Chain Healthcare play a crucial role in keeping the UK healthcare system functioning by ensuring medicines reach their destinations safely and on time. Their daily operations rely on warehouse operatives, drivers, and supervisors who must follow strict procedures, undergo constant monitoring, and comply with compliance checks. These controls are necessary for safety and regulatory purposes, yet they often lead to heavy workloads, limited independence, and repetitive routines (Nickson, 2013; Thompson, 2011). Even though these roles are essential, they are often associated with shift work, job insecurity, and limited opportunities for employees to express their views. Over time, such conditions can erode morale and satisfaction, leading to higher turnover (CIPD, 2023).
High turnover is not just a human problem; it disrupts service flow, raises recruitment and training costs, and threatens compliance in a field where experience matters deeply. To address these issues, many organisations have turned to employee engagement as a key part of their HRM strategies. Engagement programs are often advertised as ways to boost motivation, commitment, and retention (Albrecht et al., 2015). However, there is still debate over whether these programs truly address the root causes of turnover or serve mainly as managerial tools to maintain performance without improving working conditions. Critics from the critical HRM perspective argue that engagement may mask deeper structural problems, such as workload pressure and management control, rather than addressing them (Legge, 2005; Thompson, 2011).
This study examines that tension by examining how engagement strategies are used in UK pharmaceutical logistics and how they relate to staff retention. Focusing on Movianto UK and DHL Supply Chain Healthcare, it explores whether engagement genuinely improves retention or if the rigid, regulated, and labour-heavy nature of the work limits its effects.
[bookmark: _Toc228563687]1.2 Research Aim
The main goal of this research is to critically explore the employee engagement strategies employed by Movianto UK and DHL Supply Chain Healthcare and assess how these strategies influence staff retention in the UK pharmaceutical logistics sector. The study avoids a purely managerial view, instead treating engagement as something socially and organisationally shaped by rules, management styles, and the structure of the work itself.





[bookmark: _Toc228563688]1.3 Research Objectives
To achieve the research aim, this study is guided by the following objectives:
· To critically examine how employee engagement strategies are designed and framed within Movianto UK and DHL Supply Chain Healthcare.	Comment by Bentil Oduro: designed
· To analyse the relationship between employee engagement strategies and staff retention outcomes in both organisations.
· To compare engagement practices across Movianto UK and DHL Supply Chain Healthcare to identify similarities and differences in how engagement is used and experienced within comparable regulatory and operational contexts.
· To evaluate the extent to which engagement strategies address, overlook, or reinforce structural workplace conditions—including work intensity, performance monitoring, and job security—that influence employee retention in pharmaceutical logistics.
· To develop contextually grounded recommendations for improving staff retention that recognise the constraints of highly regulated, labour-intensive environments rather than relying on engagement rhetoric alone.
[bookmark: _Toc228563689]1.4 Research Questions
To meet these aims, the study asks:
1. How are engagement strategies framed and represented within Movianto UK and DHL Supply Chain Healthcare?
2. What relationship can be identified between employee engagement strategies and staff retention outcomes in Movianto UK and DHL Supply Chain Healthcare?
3. What similarities and differences appear in the engagement strategies of Movianto UK and DHL Supply Chain Healthcare within UK pharmaceutical logistics?
4. To what extent do engagement strategies address, overlook, or reinforce structural workplace conditions—such as work intensity, monitoring, and job security—that shape retention?
These questions aim to allow a critical and comparative discussion of engagement, exploring both management narratives and the underlying organisational realities.
[bookmark: _Toc228563690]Research scope
The study moves beyond the common belief that more engagement automatically leads to better retention. Instead, it looks at how engagement strategies are designed, communicated, and presented in organisational materials and public data, and how these connect to actual retention and turnover patterns. It asks whether engagement programs truly build commitment or mainly act as tools of control in tightly regulated environments (Macey & Schneider, 2008; Legge, 2005).
Using a comparative case study, the research identifies similarities and differences in engagement approaches across Movianto UK and DHL Supply Chain Healthcare. Even though both work under the same rules, they differ in size, structure, and management style. This comparison helps reveal how context shapes the link between engagement and retention (Yin, 2018).
This study contributes to critical debates in human resource management and the labour process by situating engagement within the everyday realities of logistics work. Examining the gap between organisational discourse on engagement and the actual workplace structures, including workload, monitoring, and job security, develops a grounded and contextually informed understanding of employee engagement and retention (Thompson & Ackroyd, 1995; Thompson, 2011).
[bookmark: _Toc228563691]1.5 Significance and Relevance of the Study
This study matters both academically and practically. It fills a research gap and offers insights for organisations operating in heavily regulated, labour-intensive industries. Academically, it adds to HRM and labour process discussions by questioning the usual managerial framing of engagement. While engagement is often presented as a universally positive tool for boosting motivation and performance (Albrecht et al., 2015), this study challenges that by situating it within the structural realities of pharmaceutical logistics.
By focusing on a sector marked by strict rules, constant monitoring, and limited autonomy, it extends critical HRM debates into a less-studied area (Legge, 2005; Thompson, 2011). The comparative design strengthens this by showing that engagement strategies can function differently even under similar regulation.
In practice, the study is useful for HR professionals, managers, and decision-makers in logistics and related sectors. High turnover creates operational, financial, and compliance risks, especially in industries where experience and consistency are vital (CIPD, 2023). By examining both the limits and the potential of engagement, the findings encourage organisations to move beyond symbolic gestures toward more realistic, structurally informed actions to improve retention.
It also adds value by highlighting employee voices in secondary data, such as online reviews, which are often ignored in formal studies (Creswell, 2014). This helps balance how engagement is portrayed versus how it is experienced. Overall, the research helps both scholars and practitioners understand the complex link between engagement and retention in demanding work settings. By questioning easy assumptions and emphasising context, it supports the creation of more sustainable, ethically grounded ways to manage people in regulated industries.
[bookmark: _Toc228563692]1.6 Brief Research Methodology
The study uses a qualitative design within an interpretivist approach, which aligns with understanding how engagement is built, represented, and interpreted in organisations rather than measuring direct cause-and-effect links (Bryman, 2016; Creswell, 2014). It relies solely on qualitative secondary data, including company documents, reports, industry materials, academic work, and employee reviews from platforms like Glassdoor and Indeed. These sources allow exploration of both managerial narratives and employee perspectives on engagement and retention, without the researcher directly interfering (Johnston, 2017; Bryman, 2016).
A comparative case study approach is employed to examine the Healthcare Operations of Movianto UK and DHL Supply Chain.
This design allows the researcher to observe both the shared and differing aspects of engagement strategies and retention experiences across the two organisations, which work under similar regulatory pressures but differ in size and management style (Yin, 2018). 
The data are examined through thematic analysis, following Braun and Clarke’s six-step framework. This method helps to systematically find recurring patterns, contradictions, and tensions in the data (Braun & Clarke, 2006).
At times, thematic boundaries overlap, reflecting the complexity of qualitative interpretation, and it is not always clear whether a pattern is real or just noise, but that is part of the interpretive process. The analysis is guided by critical HRM and labour process theory, which helpsThese challenges simplified models situate engagement practices within the broader context of work intensity, monitoring, and job security. There is a kind of circular logic here; the structure shapes engagement, and engagement supposedly reshapes the structure, though it rarely does in practice.
Overall, the chosen methodology aligns with the research aim and questions by facilitating a critical, context-sensitive examination of employee engagement and staff retention in the UK pharmaceutical logistics sector (Thompson & Ackroyd, 1995; Thompson, 2011).
[bookmark: _Toc228563693]1.7 Structure of the Dissertation
This dissertation is structured into five chapters.
Chapter 1 introduces the research background, problem statement, aims, objectives, research questions, and methodological overview.
Chapter 2 presents a critical review of the literature on employee engagement, staff retention, and relevant theoretical perspectives, leading to the development of a conceptual framework.
Chapter 3 outlines the research methodology, including philosophical assumptions, research design, data collection methods, and ethical considerations.
Chapter 4 presents and analyses the research findings, linking them to existing literature and theoretical debates.
Finally, Chapter 5 summarises the key findings, draws conclusions regarding the research questions, offers practical and theoretical recommendations, and identifies limitations and areas for future research.












[bookmark: _Toc228563694]CHAPTER 2: LITERATURE REVIEW
[bookmark: _Toc228563695] 2.1 Introduction 
Employee engagement has, over recent decades, become a central concept within human resource management (HRM) research and practice. It is frequently associated with improved organisational performance, enhanced employee well-being, and reduced staff turnover (Albrecht et al., 2015). Despite its widespread adoption in both academic and professional contexts, the concept remains conceptually ambiguous. Different scholarly traditions, including psychological, managerial, and critical perspectives, interpret engagement in distinct ways, leading to ongoing debate about its definition, measurement, and practical implications (Macey & Schneider, 2008). Although mainstream HRM literature often describes engagement as mutually beneficial for both organisations and employees, critical scholars have questioned whether engagement initiatives genuinely improve employees’ work experiences or primarily serve managerial interests (Legge, 2005; Thompson, 2011).
This chapter critically reviews the literature on employee engagement and its relationship to staff retention, with particular attention to labour-intensive and highly regulated organisational contexts. It begins by examining the conceptual development of employee engagement, tracing its origins in psychological theory and its subsequent adoption as a strategic HRM practice. The review then considers empirical studies that link engagement to retention outcomes and analyses the theoretical mechanisms proposed to explain this relationship. The discussion subsequently introduces critical HRM and labour process perspectives, which conceptualise engagement not only as a motivational mechanism but also as a phenomenon shaped by organisational power relations and structural constraints. By integrating these perspectives, the chapter identifies a gap in existing research concerning the role of engagement within the UK pharmaceutical logistics sector, where regulatory demands, operational pressures, and workforce stability intersect. The chapter concludes by presenting a conceptual framework that integrates mainstream engagement theory with critical HRM perspectives to guide the empirical analyses conducted in subsequent chapters. 
The literature reviewed in this chapter was identified through a structured search of several academic databases, including Academic Search Complete, Business Source Complete, and Google Scholar. These databases were selected due to their extensive coverage of peer-reviewed literature in human resource management, organisational behaviour, and management studies. The literature search was guided by key terms related to the study's central themes, including employee engagement, staff retention, employee turnover, human resource management practices, labour process theory, and workplace control. These keywords were used both individually and in combination to capture a broad range of relevant academic discussions and empirical studies. To ensure the relevance and academic quality of the sources included, several inclusion and exclusion criteria were applied. Priority was given to peer-reviewed journal articles, academic books, and recognised industry reports that address employee engagement, retention, and HRM practices. Emphasis was placed on literature published within the last two decades to capture contemporary developments in engagement research, while also including seminal theoretical works where necessary to provide conceptual foundations (e.g., Kahn, 1990; Edwards, 1979). 
Sources that lacked academic credibility, were not directly related to engagement or retention, or did not contribute to the theoretical or empirical understanding of the topic were excluded. These criteria were applied to maintain the chapter's analytical focus and ensure that the review draws on reliable and relevant scholarly contributions. 
This chapter critically reviews the literature on employee engagement and its relationship to staff retention, with particular attention to labour-intensive and highly regulated organisational contexts. It begins by examining the conceptual development of employee engagement, tracing its origins in psychological theory and its subsequent adoption as a strategic HRM practice. 
The review then considers empirical studies that link engagement to retention outcomes and analyses the theoretical mechanisms proposed to explain this relationship. The discussion subsequently introduces critical HRM and labour process perspectives, which conceptualise engagement not only as a motivational mechanism but also as a phenomenon shaped by organisational power relations and structural constraints. By integrating these perspectives, the chapter identifies a gap in existing research concerning the role of engagement within the UK pharmaceutical logistics sector, where regulatory demands, operational pressures, and workforce stability intersect. The chapter concludes by presenting a conceptual framework that integrates mainstream engagement theory with critical HRM perspectives to guide the empirical analyses conducted in subsequent chapters. 
[bookmark: _Toc228563696]2.2 Research Areas and Critical Review 
[bookmark: _Toc228563697]2.2.1 Conceptual Foundations of Employee Engagement 
The discussion of employee engagement typically begins with Kahn (1990), who defined it as the way people bring their physical, emotional, and cognitive selves to their work roles. He argued that engagement depends on three psychological conditions: meaningfulness, safety, and availability. In simple terms, people tend to be more engaged when they find their work meaningful, feel safe doing it, and have enough energy or capacity to give their best. Later, researchers made the idea more measurable. Schaufeli et al. (2002) defined engagement as a state of vigour, dedication, and absorption, which could be tracked using the Utrecht Work Engagement Scale (UWES). 
This helped organisations quantify engagement, although it also risked oversimplifying the concept. Some scholars argue that an excessive focus on positive psychology obscures the broader picture. It can make engagement seem like an individual responsibility rather than something shaped by organisational conditions. Macey and Schneider (2008) also point out that engagement is often mixed up with job satisfaction, motivation, or commitment, which makes it harder to measure accurately. Engagement surveys, which are very common in corporate settings, sometimes capture what employees think they should say rather than how they truly feel. In workplaces where complaining is perceived as unsafe, high engagement scores may indicate that people have learned to maintain appearances. 
The Job Demands and Resources (JD-R) model (Bakker & Demerouti, 2017) offers another perspective. It suggests that engagement arises from the balance between job demands, such as workload or time pressure, and job resources, such as autonomy, support, or growth opportunities. When resources exceed demand, engagement typically increases. However, in rigid or resource-poor environments, even the best-designed engagement programmes may not work as intended. This shows that context matters a great deal. Social exchange theory (Saks, 2006) provides yet another explanation. It suggests that employees respond to organisational support with higher levels of commitment, effort, and loyalty. In this sense, engagement can be seen as a reciprocal relationship between employees and the organisation. However, this view assumes that organisations consistently provide meaningful support and that employees perceive that support as genuine and valuable.

 In practice, this assumption may not always hold, particularly in organisational contexts characterised by high operational pressures or limited resources. Consequently, while social exchange theory explains why engagement may contribute to retention, it offers less insight into situations where organisational support is constrained.
 This limitation highlights a gap in the literature on how engagement operates in contexts where structural conditions may limit the organisation’s ability to provide such support.
[bookmark: _Toc228563698] 2.2.2 Employee Engagement as a Managerial Strategy
 Over time, the concept of engagement evolved from a psychological construct into a managerial one. Organisations began to employ it strategically through recognition initiatives, performance management systems, and communication campaigns to enhance productivity and innovation (Albrecht et al., 2015). It is now frequently regarded as a mechanism for aligning employee attitudes and behaviours with organisational objectives. Within modern human resource management, engagement has become closely integrated with performance management, positioning it as both a motivational instrument and a coordination mechanism (Torrington et al., 2020). However, this intersection of empowerment and control can create tension. In contexts where performance is closely monitored, engagement initiatives often coexist with heightened managerial oversight rather than reduced control. 
Critical scholars have drawn attention to these contradictions. Legge (2005) contends that human resource management promotes a rhetoric of mutual benefit while primarily advancing managerial interests. Similarly, Thompson (2011) argues that HRM can reframe increasing work demands as “empowerment”, thereby obscuring underlying power imbalances. Consequently, engagement programmes may encourage employees to internalise organisational goals without addressing the structural issues, such as excessive workloads or limited autonomy, that shape their work experience. This does not imply that engagement is ineffective, rather, its outcomes depend heavily on the organisational context.
[bookmark: _Toc228563699] 2.2.3 Employee Engagement and Staff Retention 
There is substantial evidence suggesting that engaged employees are less likely to quit. They tend to show stronger commitment, greater discretionary effort, and a lower inclination to seek jobs elsewhere (Albrecht et al., 2015). Reports from professional bodies, such as the CIPD (2023), support this view, highlighting engagement as an important factor in reducing employee turnover. Social exchange theory also helps explain this pattern, as employees who feel supported by their organisation are more likely to remain loyal (Saks, 2006). However, the relationship between engagement and retention is more complex than it may appear. Many studies identify correlation rather than causation. 
Levels of engagement may be influenced by factors such as leadership quality, job security, or career development opportunities, all of which also affect retention (Bryman, 2016). External conditions, including labour market trends and the availability of alternative employment, can further diminish the impact of engagement on staff turnover. Therefore, viewing engagement as a guaranteed solution to retention issues oversimplifies reality. Employee retention is shaped by context, and engagement interacts with broader organisational and economic factors.


[bookmark: _Toc228563700]2.2.4 Critical HRM and Labour Process Perspectives 
Critical human resource management (HRM) and Labour Process Theory (LPT) offer contrasting perspectives, focusing on power, control, and the underlying interests that shape work (Thompson & Ackroyd, 1995). LPT, rooted in Marxist analysis, views organisations as systems designed to manage labour efficiently while maintaining worker cooperation. From this perspective, engagement initiatives can be interpreted as subtle forms of control that align employee behaviour with organisational goals without relying on overt coercion. Edwards (1979) identified three types of control: direct, bureaucratic, and normative. Normative control, which involves shaping employees’ values and identities, is particularly relevant in this context. Engagement programmes that emphasise shared values or emotional commitment can lead employees to self-regulate by aligning their sense of self with organisational expectations. This process is not necessarily manipulative, but it illustrates how engagement can function as a form of soft control.
 Critical HRM scholars such as Legge (2005) and Thompson (2011) question the assumption that engagement is always mutually beneficial. They argue that the rhetoric of HRM often conceals the fact that managerial priorities predominate. As a result, engagement can make employees appear enthusiastic and self-motivated even when significant structural problems, such as excessive workloads or job insecurity, remain unresolved. More recent developments in labour process thinking have introduced the concept of neo-normative control (Fleming, 2017), in which organisations encourage employees to express authenticity and passion while still managing their identities from within. In such cases, individuals regulate themselves in ways that fit the organisation’s ideals. 
Engagement thus becomes not only a matter of motivation but also a means of shaping employees’ identities in the workplace. This perspective does not suggest that engagement is inherently negative; rather, it is complex and context-dependent. In highly regulated and labour-intensive sectors, engagement initiatives often exist alongside strict procedures, close monitoring, and performance pressures. Employees may be encouraged to “bring their best selves” even while operating within structures that allow limited autonomy. The resulting tension between motivational rhetoric and structural constraint highlights the importance of examining engagement as both a managerial strategy and a manifestation of organisational power.










[bookmark: _Toc228563701]2.3 Conceptual Framework 
In response to the theoretical tensions identified in the preceding review, this study adopts a conceptual framework that positions employee engagement within the interaction between structural workplace conditions and staff retention outcomes. Rather than assuming a straightforward causal relationship between engagement initiatives and retention, the framework reflects the view that engagement practices are shaped by, and operate within, broader organisational and regulatory structures. Mainstream HRM literature frequently conceptualises this relationship in relatively linear terms:
 Engagement Strategies → Increased Engagement → Improved Retention 
While this model offers conceptual simplicity, it may overlook the complexity of organisational realities. Critical perspectives suggest that structural conditions, including regulatory intensity, performance monitoring, workload demands, and job security, can directly influence both the design of engagement initiatives and their impact on retention outcomes (Thompson, 2011; Legge, 2005). Engagement strategies, therefore, do not operate in isolation but are embedded within broader managerial and regulatory systems.
 To reflect this complexity, the conceptual relationships guiding this study are illustrated in Figure 1. 
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Figure 1: Conceptual Framework of Employee Engagement, Structural Conditions, and Retention Outcomes (Author’s Own)
Figure 1 integrates mainstream engagement theory with critical HRM perspectives. Consistent with psychological models of engagement (Kahn, 1990; Schaufeli et al., 2002), the framework acknowledges that engagement strategies may shape employee interpretations and behavioural responses. However, drawing on labour process scholarship (Legge, 2005; Thompson, 2011), the model recognises that structural workplace conditions influence both the form and effectiveness of engagement practices and may also directly impact retention outcomes.
 Accordingly, this study conceptualises employee engagement not as an isolated causal mechanism but as a context-dependent organisational practice shaped by structural constraints. Engagement strategies are examined alongside structural workplace conditions, rather than independently from them. This framework enables a more nuanced exploration of whether engagement initiatives meaningfully address retention challenges or operate primarily within existing systems of managerial control. It also provides the analytical foundation for the methodological choices outlined in the following chapter.
[bookmark: _Toc228563702] 2.4 Conclusion of Chapter 
This chapter has examined how employee engagement has been conceptualised and studied in relation to staff retention. Mainstream human resource management (HRM) literature often presents engagement as a positive organisational practice associated with improved performance and reduced employee turnover (Albrecht et al., 2015). Psychological models of engagement (Kahn, 1990; Schaufeli et al., 2002) emphasise the importance of meaningful work, energy, and commitment, suggesting that supportive organisational practices can strengthen employees’ attachment to their organisation. At the same time, managerial approaches increasingly frame engagement as a strategic tool for aligning employee attitudes and behaviours with organisational objectives (Torrington et al., 2020). However, critical HRM and labour process perspectives challenge the assumption that engagement initiatives are always mutually beneficial. Scholars such as Legge (2005) and Thompson (2011) argue that engagement practices may also function as forms of normative control, encouraging employees to internalise organisational expectations while leaving structural workplace pressures, including high workloads and restricted autonomy, largely unchanged. These perspectives highlight the need to view engagement not only as a motivational practice but also as a phenomenon shaped by organisational power relations and structural conditions. Despite the expanding body of research on employee engagement and retention, several gaps persist within the existing literature. 
Much of the empirical research emphasises the positive relationship between engagement and retention, but often treats engagement as a straightforward causal factor, paying insufficient attention to the organisational and structural contexts in which engagement initiatives are implemented. Furthermore, while critical HRM and labour process studies provide valuable insights into issues of power, control, and managerial interests, these perspectives are seldom integrated with mainstream engagement research. As a result, the interplay between engagement practices, workplace structures, and retention outcomes remains underexplored.
 Additionally, there is limited empirical research on employee engagement in highly regulated, operationally demanding sectors such as pharmaceutical logistics. In these environments, strict compliance requirements, operational pressures, and performance monitoring all influence how engagement initiatives are designed and experienced. Such structural factors affect both employee engagement and retention, yet they have received relatively little scholarly attention. To address these gaps, the present study adopts a context-sensitive approach that integrates mainstream engagement theory with critical HRM perspectives. By exploring how engagement practices operate within the structural conditions of UK pharmaceutical logistics organisations, this study aims to develop a more nuanced understanding of whether engagement strategies genuinely enhance staff retention or primarily function within existing managerial and regulatory constraints. The following chapter outlines the research methodology used to investigate these issues.


[bookmark: _Toc228563703]CHAPTER 3: RESEARCH METHODOLOGY 
[bookmark: _Toc228563704]3.1 Introduction 
This chapter outlines the methodological framework used to investigate the relationship between employee engagement strategies and staff retention within the UK pharmaceutical logistics sector. Research methodology provides the foundation for explaining how a study is conducted and how its research questions are addressed systematically and credibly (Bryman, 2016). Accordingly, this chapter explains and justifies the philosophical assumptions underpinning the research, the research design adopted, the research approach used, and the methods employed for data collection and analysis. It also discusses the ethical considerations and methodological limitations guiding the research process. The methodological choices in this study are guided by the research aim of critically examining how employee engagement strategies are implemented and interpreted within organisations operating in highly regulated environments. Because employee engagement is influenced by organisational practices, managerial narratives, and employee experiences, the research adopts a qualitative, interpretivist approach to explore these contextual dynamics in depth (Creswell, 2014; Bryman, 2016). To address the research objectives, the study employs a comparative case study design focusing on Movianto UK and DHL Supply Chain Healthcare. Case study research allows complex organisational phenomena to be examined within their real-life contexts, making it particularly appropriate for exploring management practices and workplace experiences (Yin, 2018). The research relies on qualitative secondary data sources, including organisational reports, industry publications, and employee review platforms such as Glassdoor and Indeed. These sources allow the study to examine both organisational representations of engagement and employee perspectives on workplace experiences. 
The collected data are analysed using thematic analysis, following the framework proposed by Braun and Clarke (2006), which provides a systematic approach to identifying patterns and themes in qualitative data. The following sections of this chapter justify the research philosophy adopted in the study, explain the research design and research approach, describe the data collection and analysis methods, and outline the ethical considerations and methodological limitations that guided the research process.
[bookmark: _Toc228563705] 3.2 Research Philosophy and Assumptions 
Research philosophy refers to the set of beliefs and assumptions that guide how knowledge is developed and interpreted within a study (Saunders, Lewis and Thornhill, 2019). It shapes the way researchers understand reality (ontology), how knowledge about that reality can be obtained (epistemology), and the role of values within the research process (axiology). Selecting an appropriate research philosophy is important because it influences the research design, data collection methods, and the interpretation of findings (Bryman, 2016). This study adopts an interpretivist research philosophy, which assumes that social phenomena are constructed through the meanings and interpretations individuals attach to their experiences (Creswell, 2014). Interpretivism contrasts with positivist approaches that seek objective measurement and causal relationships using quantitative methods. Instead, interpretivist research focuses on understanding the complexity of social realities and how individuals perceive and interpret organisational practices (Bryman, 2016). 



The interpretivist philosophy is particularly appropriate for this study because employee engagement is not a purely objective or measurable concept. Rather, it is shaped by organisational culture, managerial practices, and employee perceptions of their work environment. Engagement strategies may therefore be interpreted differently by organisations and employees, depending on the structural conditions and workplace experiences within specific contexts.
 In the UK pharmaceutical logistics sector, employee engagement operates within a complex organisational environment characterised by strict regulatory requirements, operational pressures, and managerial control. Understanding how engagement strategies are framed and experienced within such environments requires an approach that recognises the socially constructed nature of organisational practices. 
An interpretivist perspective, therefore, allows the research to explore how engagement is represented in organisational discourse and how it relates to employee experiences of work and retention. From an ontological perspective, this research adopts a constructivist view of social reality, whereby organisational practices such as engagement are shaped by social interactions, organisational structures, and workplace relationships (Saunders, Lewis & Thornhill, 2019). Epistemologically, the study assumes that knowledge about these phenomena can be developed through interpreting qualitative data derived from organisational documents, industry reports, and employee accounts. This approach enables the researcher to explore the meanings and interpretations attached to engagement practices rather than treating them as purely measurable variables. Overall, the interpretivist research philosophy provides an appropriate foundation for this study because it supports the exploration of employee engagement as a socially constructed organisational practice shaped by managerial strategies, regulatory structures, and employee experiences. This philosophical stance aligns with the study’s qualitative research design and supports the critical examination of engagement and staff retention within pharmaceutical logistics organisations. 
[bookmark: _Toc228563706]3.3 Research Design 
Research design refers to the plan or framework that guides how a research study is conducted to answer its research questions systematically and coherently (Bryman, 2016). It provides the structure for collecting, analysing, and interpreting data, while ensuring that the chosen methods align with the study's research objectives and philosophical assumptions (Saunders, Lewis and Thornhill, 2019). This study adopts a qualitative research design, which is appropriate for exploring complex organisational phenomena and understanding how individuals interpret social realities within specific contexts (Creswell, 2014). Unlike quantitative research, which focuses on measurement and statistical analysis, qualitative research aims to develop a deeper understanding of meanings, experiences, and organisational processes. Given that employee engagement involves perceptions, interpretations, and organisational narratives, a qualitative design allows the study to explore how engagement strategies are framed and experienced within organisational environments. Within this qualitative framework, the research employs a comparative case study design focusing on two organisations operating in the UK pharmaceutical logistics sector: Movianto UK and DHL Supply Chain Healthcare. 


Case study research enables the detailed investigation of contemporary organisational phenomena within their real-life contexts (Yin, 2018). This approach is particularly suitable when the boundaries between a phenomenon and its context are not clearly defined, as is the case with employee engagement, which is influenced by organisational structures, management practices, and workplace conditions.
 The comparative element of the design strengthens the research by enabling the identification and analysis of similarities and differences between the two organisations. Although both organisations operate under similar regulatory frameworks, they differ in organisational structure, management practices, and operational scale. Comparing these organisations, therefore, allows the study to explore how engagement strategies may operate differently even within comparable regulatory environments. 
This research design is therefore justified because it enables an in-depth and context-sensitive examination of employee engagement and staff retention within pharmaceutical logistics organisations. By analysing two comparable organisational cases, the study can explore how engagement strategies are implemented, interpreted, and experienced within real organisational settings while also identifying patterns and contrasts between the cases. Overall, the qualitative comparative case study design aligns with the research's interpretivist philosophy and supports the study’s aim of critically examining how employee engagement strategies interact with structural workplace conditions to influence staff retention.
[bookmark: _Toc228563707] 3.4 Research Approach
Research approach refers to the logical reasoning process used to link theory with empirical data to generate knowledge (Saunders, Lewis & Thornhill, 2019). In social research, two primary approaches are commonly identified: deductive and inductive reasoning. A deductive approach typically begins with existing theory and develops hypotheses that are then tested through empirical data, often using quantitative methods. In contrast, an inductive approach starts with observations or data and develops patterns, themes, or theoretical insights from the analysis (Bryman, 2016). This study adopts an inductive research approach, consistent with the interpretivist philosophical position and a qualitative research design. The inductive approach allows the researcher to explore how employee engagement strategies are represented and interpreted within organisational contexts without imposing predetermined hypotheses. Instead, themes and patterns emerge from the analysis of qualitative data sources (Creswell, 2014). 
The use of an inductive approach is particularly appropriate for this research, as it seeks to understand the complex relationship between employee engagement strategies and staff retention in the UK pharmaceutical logistics sector. Engagement practices are shaped by organisational structures, management practices, and employee experiences, meaning the phenomenon cannot be easily reduced to measurable variables or simple cause-and-effect relationships. 
An inductive approach, therefore, enables the researcher to explore how these factors interact within specific organisational contexts. Furthermore, the inductive approach supports the study’s critical analytical perspective, which examines how engagement strategies operate within broader structural conditions, including regulatory requirements, performance monitoring, and work intensity. By allowing interpretations to emerge from the data, the research can identify patterns, tensions, and contradictions between organisational narratives of engagement and employee-reported experiences. 

The inductive research approach is justified because it enables a flexible and exploratory investigation of employee engagement and staff retention within complex organisational environments. This approach aligns with the interpretivist research philosophy, the qualitative research design, and the use of thematic analysis for interpreting the collected data.

[bookmark: _Toc228563708] 3.5 Data Collection Methods 
This study adopts a qualitative secondary data collection strategy to investigate employee engagement strategies and staff retention within the UK pharmaceutical logistics sector. Secondary data refers to data that have been previously collected for purposes other than the current research but are re-analysed to address new research questions (Johnston, 2017). The use of secondary data is particularly appropriate for this study as it allows access to a wide range of organisational and employee perspectives without directly intervening in the research setting. The data were collected from multiple sources to ensure breadth, depth, and credibility. These sources include: Organisational documents, such as annual reports, corporate communications, and policy statements from Movianto UK and DHL Supply Chain Healthcare Industry and professional reports, including publications from bodies such as the Chartered Institute of Personnel and Development (CIPD) and the Medicines and Healthcare products Regulatory Agency (MHRA) Academic literature, including peer-reviewed journal articles and books on employee engagement, staff retention, and human resource management Employee-generated content, particularly online reviews from platforms such as Glassdoor and Indeed The inclusion of both organisational and employee-generated sources is intentional and reflects the interpretivist aim of capturing multiple perspectives.
 Organisational documents typically present engagement strategies in a formalised and often positive manner, reflecting managerial intentions and corporate narratives. In contrast, employee reviews provide insight into how these strategies are experienced in practice, often revealing discrepancies between organisational rhetoric and lived experience (Creswell, 2014; Bryman, 2016). To enhance the credibility and validity of the data, this study employs data triangulation, which involves comparing information from different sources to identify patterns and inconsistencies (Bryman, 2016). For example, engagement initiatives described in company reports were compared with employee feedback to assess whether they were perceived as meaningful or merely symbolic.
 Several criteria, including relevance, credibility, and recency, guided the selection of data sources. Priority was given to peer-reviewed academic literature and reputable institutional reports to ensure theoretical rigour. Similarly, employee review data were selected based on their relevance to the organisations studied and their ability to provide insight into engagement and retention experiences. However, the use of secondary data also presents certain limitations. Since the data were not originally collected for research purposes, they may reflect organisational bias or individual subjectivity (Johnston, 2017). For instance, company documents may emphasise positive aspects of engagement strategies, while extreme experiences may disproportionately influence employee reviews. To mitigate these issues, the study integrates multiple data sources and adopts a critical analytical perspective.The use of qualitative secondary data is appropriate for this research as it enables a context-rich, non-intrusive, and critically informed exploration of employee engagement and staff retention within a highly regulated and operationally complex sector.


[bookmark: _Toc228563709]3.6 Data Analysis
Data Analysis Data analysis in qualitative research involves the systematic examination and interpretation of textual data to identify patterns, themes, and meanings relevant to the research objectives (Saunders, Lewis and Thornhill, 2019). In this study, qualitative data were analysed using thematic analysis, following the framework developed by Virginia Braun and Victoria Clarke (2006). Thematic analysis was selected because it provides a flexible yet rigorous method for analysing qualitative data within an interpretivist research paradigm. It enables the researcher to identify recurring patterns across diverse data sources while remaining sensitive to context, language, and meaning (Braun and Clarke, 2006). This makes it particularly suitable for examining how employee engagement is both represented in organisational discourse and experienced by employees.
 The analysis followed six key stages: 
1. Familiarisation with the data
 All collected materials, including organisational reports, industry publications, and employee reviews, were read repeatedly to develop a deep understanding of their content, tone, and context. This stage is essential for identifying initial patterns and gaining insight into how engagement and retention are discussed across different sources (Braun & Clarke, 2006).
 2. Generating initial codes
 Relevant segments of the data were systematically coded. Coding involved identifying key phrases, ideas, and concepts related to employee engagement, management practices, and staff retention. This process was both data-driven (inductive) and informed by existing theoretical concepts (Bryman, 2016). 
To enhance transparency, the coding process involved systematically identifying recurring concepts across the dataset. Initial codes were developed by highlighting frequently occurring ideas in organisational documents and employee reviews. For example, references to “high workload”, “time pressure”, and “long shifts” were coded under workload intensity, while mentions of “strict procedures” and “monitoring” were coded under managerial control. This process ensured that coding remained grounded in the data while capturing patterns relevant to the research questions.
	Table 1: Example of Coding and Theme Development

		Initial Codes
	Category
	Final Theme

	High workload, time pressure, shifts
	Work demands
	Work Intensity and Job Pressure

	Monitoring, strict rules, compliance
	Managerial control
	Regulatory and Managerial Control

	Lack of voice, low autonomy
	Limited employee influence
	Restricted Autonomy

	Engagement initiatives, recognition
	HR practices
	Engagement as Managerial Strategy

	Positive vs negative experiences
	Employee perceptions
	Gap Between Rhetoric and Reality





This table illustrates how raw data were systematically coded and grouped into broader analytical themes. The progression from initial codes to final themes reflects an iterative process in which patterns were continuously refined and aligned with the research questions and theoretical framework. This approach enhances the transparency and rigour of the analysis by clearly demonstrating how interpretations were developed from the data.
3. Searching for themes
 Codes were grouped into broader themes that captured recurring patterns across the dataset. For example, themes emerged around managerial narratives of engagement, employee perceptions of workload and autonomy, and tensions between engagement rhetoric and workplace realities. 
4. Reviewing themes
 The identified themes were refined and evaluated to ensure they accurately represented the data and were internally consistent. This involved comparing themes across different data sources to identify similarities and contradictions. 
5. Defining and naming themes 
Each theme was clearly defined and named to reflect its core meaning and relevance to the research questions. This step ensured clarity and coherence in the presentation of findings.
 6. Interpretation and theoretical integration
 The final themes were interpreted in relation to established theoretical frameworks, including the Job Demands–Resources model (Bakker and Demerouti, 2017), social exchange theory (Saks, 2006), and critical HRM perspectives (Legge, 2005; Thompson, 2011). This theoretical integration deepens the study's analytical rigour by linking empirical findings to existing academic debates. A key feature of the analysis is the comparative approach between organisational and employee-generated data.
This allows the study to identify potential gaps between managerial intentions and employee experiences, which is central to the research aim. For example, engagement initiatives presented as empowering in organisational documents may be interpreted differently by employees working under high workloads and monitoring. The analysis process was iterative and reflexive, meaning that themes were continuously reviewed and refined as new insights emerged.
 This reflects the interpretivist nature of the research, where understanding develops through ongoing interaction with the data (Creswell, 2014). To enhance the rigour and trustworthiness of the analysis, several strategies were employed. These include maintaining a clear audit trail of coding decisions, ensuring transparency in theme development, and grounding interpretations in multiple data sources. Such practices contribute to the reliability and validity of qualitative research findings (Bryman, 2016). Thematic analysis provides a systematic, transparent, and theoretically informed approach to analysing qualitative data. It enables the study to uncover complex relationships between employee engagement strategies and staff retention while accounting for the structural and organisational contexts in which these practices operate.



[bookmark: _Toc228563710]3.7 Ethical Considerations 
Every research design involves methodological limitations that can influence the scope and interpretation of findings. Because this study relies solely on qualitative secondary data, certain constraints were inevitable. One key limitation concerns the lack of control over the original data collection process. The organisational reports, industry publications, and online employee reviews analysed in this study were not produced for academic research purposes. As a result, the content may reflect specific organisational agendas or individual biases, which can limit the depth and consistency of available information (Bryman, 2016). Another limitation relates to data representativeness.
 Employee reviews from online platforms do not necessarily reflect the views of all employees within the organisations examined. Individuals who post reviews may hold particularly positive or negative experiences, leading to potential bias in the sample. In addition, company documents are likely to present engagement practices in a favourable light, which may not always correspond with employee realities. To mitigate these limitations, several strategies were adopted. First, the study used data triangulation by combining multiple secondary sources, including organisational publications, professional reports, and employee-generated content. This allowed for comparison between management narratives and employee perceptions, helping to identify inconsistencies and reduce single-source bias. Second, systematic thematic analysis (Braun and Clarke, 2006) was applied consistently across all data types to ensure that coding and theme development were transparent and replicable. 
This structured approach enhanced the reliability of the analysis by providing a clear audit trail of how findings were derived. Maintaining validity involved ensuring that interpretations remained grounded in the data. Multiple examples from different data sources supported themes, and findings were interpreted considering established theoretical frameworks, such as the Job Demands–Resources model and social exchange theory. This theoretical triangulation helped strengthen the internal validity of the conclusions. Although the use of secondary qualitative data limits generalisability, the study focuses on analytical generalisation rather than statistical generalisation.
 The insights aim to deepen understanding of engagement and retention processes within the UK pharmaceutical logistics sector rather than produce universally applicable conclusions. The findings can, however, inform future studies and provide a conceptual basis for primary research in similar organisational contexts. Integrating diverse data sources, applying systematic analytical procedures, and maintaining transparency and theoretical consistency throughout the research process, this study strengthens the validity and reliability of its findings despite the inherent limitations of its data type and collection methods.








[bookmark: _Toc228563711]3.8 Conclusion
This chapter has outlined and justified the methodological framework used to investigate the relationship between employee engagement strategies and staff retention within the UK pharmaceutical logistics sector. It began by explaining the research philosophy underpinning the study, identifying interpretivism as the most appropriate philosophical position. This perspective recognises that organisational practices and employee experiences are socially constructed and therefore require interpretive analysis rather than purely objective measurement (Bryman, 2016; Creswell, 2014). 
The chapter then justified the qualitative research design adopted in the study, highlighting the suitability of a comparative case study approach for examining engagement strategies within real organisational contexts. By focusing on Movianto UK and DHL Supply Chain Healthcare, the research design enables a detailed comparison of engagement practices within organisations operating under similar regulatory conditions. The inductive research approach further supports the study's exploratory nature by allowing patterns and interpretations to emerge from the analysis of qualitative data rather than by testing predetermined hypotheses (Saunders, Lewis and Thornhill, 2019). The chapter also explained the data collection methods used in the research, which rely on qualitative secondary data sources such as organisational documents, industry reports, and employee reviews from platforms including Glassdoor and Indeed. These sources provide insights into both managerial representations of engagement strategies and employee experiences of workplace conditions and retention-related issues. 
The collected data are analysed using thematic analysis, which allows recurring themes and patterns within the data to be systematically identified and interpreted (Braun and Clarke, 2006). Finally, the chapter addressed the ethical considerations guiding the research process, including the responsible use of publicly available data, protection of individual anonymity, and adherence to academic integrity and proper referencing practices. Overall, the methodological choices adopted in this study align with the research aims and objectives by enabling a critical and context-sensitive examination of employee engagement and staff retention within pharmaceutical logistics organisations. The following chapter presents the study's findings and analyses the identified themes in relation to the theoretical perspectives discussed in the literature review.










[bookmark: _Toc228563712]CHAPTER 4: FINDINGS, ANALYSIS AND DISCUSSION
[bookmark: _Toc228563713]4.1 Introduction
This chapter presents and critically analyses the study's findings, drawing on qualitative secondary data from organisational documents, industry reports, and employee-generated reviews relating to Movianto UK and DHL Supply Chain Healthcare. Building on the methodological framework outlined in Chapter 3, the analysis adopts an interpretivist and inductive approach, enabling an in-depth exploration of how employee engagement strategies are constructed, represented, and experienced within the UK pharmaceutical logistics sector (Bryman, 2016; Creswell, 2014).
The purpose of this chapter is to address the research aim and questions by examining the relationship between employee engagement strategies and staff retention in highly regulated, labour-intensive organisational contexts. Rather than treating engagement as a straightforward managerial tool with predictable outcomes, the analysis recognises that engagement is socially constructed and shaped by organisational structures, managerial practices, and employee interpretations. 
This perspective aligns with the critical and context-sensitive approach developed in earlier chapters, particularly the conceptual framework presented in Chapter 2, which emphasises the interaction between engagement practices and structural workplace conditions.
The findings are derived through thematic analysis, following the six-phase framework proposed by Braun and Clarke (2006), which allows for the systematic identification of patterns, contradictions, and tensions across diverse data sources. The use of secondary qualitative data enables the study to capture both managerial narratives of engagement and employee perspectives on workplace experiences, thereby facilitating a comparative analysis between how engagement is presented and how it is lived in practice. This dual perspective is particularly important in addressing the research questions, as it reveals potential discrepancies between organisational discourse and employee realities.
Five key themes emerged from the analysis. The first theme explores how engagement is framed within organisational narratives, highlighting its positioning as a strategic HRM tool to improve motivation, performance, and commitment. The second theme examines employee experiences of work, focusing on issues such as workload intensity, performance monitoring, and limited autonomy. The third theme identifies a gap between engagement rhetoric and employee reality, revealing tensions between organisational representations and lived experiences. The fourth theme analyses the relationship between engagement and staff retention, questioning the assumption that engagement automatically reduces turnover. Finally, the fifth theme considers the role of structural workplace conditions, including regulatory requirements and operational pressures, in shaping both engagement practices and retention outcomes.





This chapter not only presents the findings but also critically engages with them by linking empirical insights to the theoretical perspectives discussed in the literature review. In particular, the analysis draws on mainstream HRM literature, the Job Demands–Resources model, social exchange theory, and critical HRM and labour process perspectives to interpret the data and evaluate the effectiveness of engagement strategies (Albrecht et al., 2015; Bakker and Demerouti, 2017; Saks, 2006; Legge, 2005; Thompson, 2011). By integrating these perspectives, the chapter moves beyond descriptive reporting to offer a deeper understanding of the complex, context-dependent relationship between employee engagement and staff retention.
This chapter contributes to the study by demonstrating that employee engagement cannot be understood in isolation from the structural realities of work. Instead, it highlights the importance of examining how engagement operates within organisational systems characterised by regulation, control, and operational demands. The insights developed in this chapter form the basis for the conclusions and recommendations presented in Chapter 5.
[bookmark: _Toc228563714]4.2 Overview of Themes
The thematic analysis identified five key themes related to employee engagement and staff retention in the UK pharmaceutical logistics sector. These themes reflect recurring patterns across both organisational and employee-generated data. 
Table 4.1: Thematic Matrix of Employee Engagement and Staff Retention
	Theme
	Organisational Narrative (What companies say)
	Employee Experience (What employees say)
	Key Tension / Pattern
	Theoretical Interpretation

	Work Intensity and Job Pressure
	Emphasis on efficiency, productivity, and meeting targets
	High workload, long hours, stress, pressure
	Performance expectations vs employee wellbeing
	JD-R Model (Bakker & Demerouti, 2017) – high demands reduce engagement

	Regulatory and Managerial Control
	Focus on compliance, accuracy, and strict procedures
	Constant monitoring, lack of flexibility
	Compliance requirements vs autonomy
	Labour Process Theory (Edwards, 1979) – direct & bureaucratic control

	Limited Autonomy and Employee Voice
	Claims of employee involvement and open communication
	Little say in decisions, weak feedback systems
	Participation rhetoric vs limited influence
	Critical HRM (Legge, 2005) – illusion of involvement

	Engagement as a Managerial Strategy
	Promotion of engagement initiatives and recognition schemes
	Engagement seen as superficial or symbolic
	Engagement discourse vs practical impact
	Strategic HRM (Torrington et al., 2020) – alignment tool

	Gap Between Rhetoric and Reality
	Emphasis on wellbeing, support, and positive culture
	Contradictory experiences of pressure and dissatisfaction
	Organisational claims vs lived experience
	Normative Control (Thompson, 2011; Fleming, 2017)



The thematic matrix provides a comparative overview of how employee engagement is constructed and experienced across organisational and employee-generated data. By contrasting organisational narratives with employee experiences, the matrix highlights consistent tensions between engagement rhetoric and workplace reality. These tensions reveal that engagement strategies are not experienced uniformly but are shaped by structural conditions such as workload, regulatory pressure, and managerial control. The matrix also demonstrates how each theme aligns with established theoretical perspectives, reinforcing the study’s conceptual framework and supporting a critical interpretation of engagement within highly regulated organisational contexts.
[bookmark: _Toc228563715]4.3 Work Intensity and Job Pressure
The findings indicate that employees in pharmaceutical logistics frequently experience high workloads and operational pressure. This pattern is consistently reflected in employee-generated data, particularly online reviews. 
Table 4.2: Evidence for Work Intensity and Job Pressure
	Data Source
	Extract (Evidence)
	Interpretation
	Theoretical Link

	Employee Review
	“Workload is very high, and you are expected to meet strict targets every shift.”
	High performance pressure and demanding targets
	JD-R Model (high job demands)

	Employee Review
	“Long hours and constant pressure make the job stressful.”
	Sustained stress due to workload intensity
	JD-R Model (burnout risk)

	Organisational Narrative
	Emphasis on efficiency and strict performance targets
	Focus on productivity over employee wellbeing
	HRM performance orientation



The table above demonstrates that work intensity is a consistent issue across employee accounts. While organisational narratives emphasise efficiency and service quality, employee experiences highlight the physical and psychological strain associated with these expectations. This imbalance between high job demands and limited resources supports the Job Demands–Resources (JD-R) model, suggesting that excessive demands can lead to reduced engagement and increased turnover intentions.

[bookmark: _Toc228563716]4.4 Regulatory and Managerial Control
The analysis reveals that employee work is closely structured and monitored, reflecting both regulatory requirements and managerial control mechanisms. This is evident in both organisational narratives and employee experiences.
Table 4.3: Evidence for Regulatory and Managerial Control
	Data Source
	Extract
	Interpretation
	Theoretical Link

	Employee Review
	“You are constantly monitored…”
	Continuous surveillance of employees
	Labour Process Theory (direct control)

	Employee Review
	“Strict procedures for everything”
	Limited flexibility in how work is performed
	Bureaucratic control

	Organisational Data
	Strong focus on compliance and procedures
	Regulation drives control systems
	Institutional/regulatory pressure



The table shows that control is embedded within both organisational systems and employee experiences. While such control is necessary for compliance in pharmaceutical logistics, it reduces employee discretion. From a labour process perspective, this reflects a combination of direct and bureaucratic control, where engagement operates within rather than replaces these structures.

[bookmark: _Toc228563717]4.5 Limited Autonomy and Employee Voice
A recurring theme across the data is the limited autonomy employees experience. Employee-generated data suggests that opportunities for participation and decision-making are restricted.

Table 4.4: Evidence for Limited Autonomy and Employee Voice
	Data Source
	Extract
	Interpretation
	Theoretical Link

	Employee Review
	“Workers have very little say in how things are done.”
	Lack of employee participation in decisions
	Critical HRM

	Employee Review
	“Suggestions are rarely taken seriously.”
	Weak employee voice mechanisms
	Power imbalance

	Organisational Narrative
	Claims of employee involvement
	Symbolic rather than meaningful participation
	Normative control



The table highlights a disconnect between organisational claims of involvement and employee experiences. While engagement rhetoric suggests participation, actual decision-making power remains limited. This supports critical HRM perspectives, which argue that engagement may promote the idea of involvement without altering underlying power structures.

[bookmark: _Toc228563718]4.6 Engagement as a Managerial Strategy
The findings indicate that organisations actively promote engagement through formal initiatives such as recognition schemes and communication strategies. However, employee responses suggest that these initiatives are not always perceived as meaningful.
Table 4.5: Evidence for Engagement as a Managerial Strategy
	Data Source
	Extract
	Interpretation
	Theoretical Link

	Employee Review
	“Engagement does not change workload.”
	Engagement disconnected from real working conditions
	HRM critique

	Employee Review
	“Recognition programs feel like a formality.”
	Symbolic engagement practices
	Legge (2005)

	Organisational Data
	Promotion of engagement initiatives
	Engagement used as a performance tool
	Strategic HRM



The table suggests that engagement initiatives are often perceived as symbolic rather than substantive. While organisations present engagement as a motivational tool, employees may interpret these practices as superficial. This reinforces the argument that engagement can serve as a managerial strategy to align employee attitudes without addressing structural issues.
[bookmark: _Toc228563719]4.7 Gap Between Engagement Rhetoric and Employee Reality
A significant finding of the study is the gap between organisational representations of engagement and employee experiences. While organisations promote a narrative of empowerment and support, employee data often reveals contrasting experiences.
Table 4.6: Evidence for Gap Between Engagement Rhetoric and Reality
	Data Source
	Extract
	Interpretation
	Theoretical Link

	Employee Review
	“Management says they care, but workload says otherwise.”
	Contradiction between discourse and experience
	Critical HRM

	Employee Review
	“You are expected to stay positive…”
	Emotional pressure despite challenging conditions
	Normative control

	Organisational Narrative
	Emphasis on well-being and teamwork
	Idealised representation of the workplace
	Rhetoric vs reality



The table clearly illustrates the tension between organisational discourse and lived experience. While engagement is framed as supportive and empowering, employee accounts suggest otherwise. This aligns with critical HRM perspectives, where engagement is seen as a form of normative control that encourages employees to internalise organisational values despite structural constraints.

[bookmark: _Toc228563720]4.8 Discussion of Findings
The findings of this study challenge the dominant assumption in the human resource management (HRM) literature that employee engagement is a straightforward, universally effective mechanism for improving staff retention. Instead, the analysis demonstrates that engagement is deeply embedded within structural workplace conditions, which both shape its implementation and constrain its outcomes (Legge, 2005; Thompson, 2011). 
A central insight emerging from the findings is that high work intensity and operational pressure significantly undermine the potential benefits of engagement initiatives. While organisations promote engagement to enhance motivation, commitment, and performance (Albrecht et al., 2015), employee-generated data consistently highlight excessive workloads, long hours, and sustained performance pressure. This imbalance between high job demands and limited resources aligns with the Job Demands–Resources (JD-R) model, which suggests that excessive demands without sufficient resources lead to stress, reduced engagement, and increased turnover intentions (Bakker & Demerouti, 2017). In this context, engagement initiatives appear insufficient to offset the structural pressures inherent in pharmaceutical logistics work, thereby limiting their impact on retention outcomes.
Closely related to this is the finding that regulatory and managerial control structures limit the extent to which employees can meaningfully experience engagement. The highly regulated nature of pharmaceutical logistics requires strict adherence to procedures, monitoring, and compliance standards. While such controls are necessary for ensuring safety and regulatory compliance (MHRA, 2022), they also reduce employee discretion and autonomy. From a labour process perspective, this reflects systems of direct and bureaucratic control designed to standardise behaviour and ensure consistency (Edwards, 1979). Engagement strategies, therefore, operate within these constraints rather than replacing them, raising questions about whether genuine empowerment can exist in tightly controlled work environments (Thompson, 2011).
The theme of limited autonomy and weak employee voice further reinforces this structural constraint. Although organisational narratives frequently emphasise participation and involvement, employee accounts suggest that opportunities for meaningful input are restricted. This discrepancy highlights a gap between the rhetoric of engagement and the reality of organisational power structures. Such findings support critical HRM perspectives, which argue that engagement initiatives often promote the appearance of involvement without fundamentally redistributing decision-making power (Legge, 2005). In this sense, engagement may function as a form of normative control, encouraging employees to internalise organisational goals while maintaining existing hierarchies (Fleming, 2017).



Another key finding is that engagement is often framed as a managerial strategy rather than as a substantive improvement in working conditions. While organisations invest in recognition schemes, communication initiatives, and engagement programmes, employees often perceive these efforts as symbolic or superficial. This suggests that engagement practices may prioritise managing employee attitudes over addressing underlying structural issues such as workload, job design, and career progression. From a strategic HRM perspective, engagement is often used to align employee behaviours with organisational objectives (Torrington et al., 2020). 
Perhaps the most significant contribution of this study lies in identifying the gap between engagement rhetoric and employee reality. Organisational discourse consistently presents engagement as supportive, empowering, and mutually beneficial (Albrecht et al., 2015). However, employee experiences frequently contradict this narrative, revealing tensions between what organisations claim and what employees encounter in practice. This gap supports critical HRM and labour process perspectives, which suggest that engagement can function as a form of normative control by encouraging employees to display commitment and positivity despite ongoing structural pressures (Thompson, 2011; Fleming, 2017). As a result, engagement may mask underlying issues rather than resolve them.
Importantly, the findings also demonstrate that the relationship between employee engagement and staff retention is indirect and context-dependent rather than causal. While existing literature often identifies a positive association between engagement and retention (Saks, 2006; CIPD, 2023), this study shows that engagement alone is insufficient to explain retention outcomes. Instead, retention is influenced by a broader set of factors, including job security, workload, career development opportunities, and external labour market conditions (Bryman, 2016). This challenges linear models that position engagement as a primary driver of retention and instead supports a more complex, context-sensitive understanding of the relationship.
The findings strongly reinforce the conceptual framework developed in Chapter 2, which positions employee engagement within the interaction between organisational strategies and structural workplace conditions. Rather than functioning as an independent solution to retention challenges, engagement is shown to be a contextually embedded practice whose effectiveness depends on the extent to which underlying structural issues are addressed (Legge, 2005; Thompson, 2011).
In conclusion, this discussion highlights that while employee engagement remains a valuable organisational concept, its capacity to improve staff retention within highly regulated and labour-intensive environments is inherently limited. Without addressing core structural conditions such as workload intensity, managerial control, and limited autonomy, engagement initiatives are unlikely to achieve their intended outcomes. These insights provide a critical foundation for the recommendations presented in the following chapter, which focus on developing more realistic and context-sensitive approaches to managing employee engagement and staff retention.





[bookmark: _Toc228563721]CHAPTER 5: CONCLUSIONS AND RECOMMENDATIONS
[bookmark: _Toc228563722]5.1 Introduction
This chapter presents the final stage of the research by drawing together the key findings, developing overall conclusions, and outlining practical and theoretical recommendations. It directly addresses the research aim and questions by linking the empirical analysis presented in Chapter 4 with the theoretical perspectives discussed in Chapter 2.
The purpose of this chapter is not only to summarise the findings but also to interpret their significance in relation to existing academic debates on employee engagement and staff retention. In doing so, it moves beyond description to critically evaluate how engagement operates in highly regulated, labour-intensive organisational environments.
The study focused on employee engagement strategies within Movianto UK and DHL Supply Chain Healthcare, two organisations operating within the UK pharmaceutical logistics sector. Strict regulatory requirements, operational pressure, and a reliance on consistent workforce performance characterise this sector. These conditions create a challenging environment in which engagement strategies are expected to support both organisational efficiency and employee retention.
By adopting a qualitative, interpretivist, and comparative case study approach, the research explored both organisational narratives and employee experiences. This dual perspective was important for identifying not only how organisations formally present engagement but also how employees interpret and experience it in practice. As highlighted in Chapter 4, this comparison revealed clear tensions between managerial representations of engagement and the realities of day-to-day work.
The findings demonstrate that employee engagement is neither simple nor universally effective in addressing retention challenges. While engagement is often presented in mainstream HRM literature as a positive and mutually beneficial practice (Albrecht et al., 2015), this study shows that its impact is shaped and often limited by structural workplace conditions. Factors such as workload intensity, regulatory control, limited autonomy, and performance monitoring play a central role in influencing both engagement and retention outcomes. These findings support critical HRM and labour process perspectives, which argue that engagement must be understood within broader systems of organisational control and power relations (Legge, 2005; Thompson, 2011).
In this context, engagement strategies appear to operate within existing structural constraints rather than transforming them. As a result, their ability to improve staff retention is conditional rather than guaranteed. These challenges challenge simplified models that assume a direct causal relationship between engagement and retention and instead supports a more complex, context-sensitive understanding of organisational practice.
The structure of this chapter reflects these aims. Section 5.2 summarises the study's main findings, highlighting the key themes identified through thematic analysis. Section 5.3 provides clear and direct answers to the research questions, ensuring that the study’s objectives are fully addressed. Section 5.4 presents practical recommendations tailored to the pharmaceutical logistics sector, focusing on how organisations can improve retention in a realistic and context-aware manner. Finally, the chapter concludes with a discussion of the study’s limitations and suggestions for future research.

Overall, this chapter consolidates the study's contribution by demonstrating that employee engagement must be understood as a context-dependent organisational practice. Rather than viewing engagement as a universal solution, the research emphasises the importance of addressing underlying structural conditions to achieve meaningful and sustainable improvements in staff retention.
[bookmark: _Toc228563723]5.2 Summary of Main Findings 
This section summarises the main findings by linking each theme directly to the research objectives outlined in Chapter 1. This strengthens the connection between the study’s aim, analysis, and conclusions.
The first theme, work intensity and job pressure, directly supports Objective 2, which aimed to analyse the relationship between engagement and retention. The results indicate that high workload, strict targets, and long working hours reduce both engagement and retention. This shows that engagement strategies are limited when basic working conditions are demanding. This finding supports the Job Demands–Resources model (Bakker & Demerouti, 2017), where excessive demands weaken engagement outcomes.
The second theme, regulatory and managerial control, supports Objective 4, which examined structural workplace conditions. The data shows that strict procedures and monitoring systems shape how employees work. While necessary for compliance, these controls reduce flexibility and autonomy. This limits how engagement can operate in practice.
The third theme, limited autonomy and employee voice, supports Objective 1, which explored how engagement is framed and implemented. While organisations promote involvement, the results suggest that employees have limited influence. This shows a gap between engagement rhetoric and actual practice.
The fourth theme, engagement as a managerial strategy, supports Objective 3, which compares engagement practices across organisations. Both companies use similar engagement tools, such as recognition and communication systems. However, employees often see these as symbolic rather than meaningful. This suggests that engagement is used to manage attitudes rather than improve working conditions.
The final theme, the gap between engagement rhetoric and employee reality, supports Objective 4 again. It shows that engagement is presented positively but experienced differently. Employees report pressure and limited support despite organisational claims. This reflects critical HRM arguments that engagement may reinforce existing structures rather than change them (Legge, 2005; Thompson, 2011).
Taken together, these findings challenge the dominant assumption in mainstream HRM literature that employee engagement directly leads to improved staff retention. While engagement may contribute to positive outcomes under certain conditions, this study shows that its effectiveness is heavily dependent on the broader organisational context. Structural factors such as workload, control, and autonomy play a central role in shaping both engagement and retention
Importantly, the findings demonstrate that the relationship between engagement and retention is not linear but conditional and context-dependent. Engagement does not operate in isolation; it interacts with organisational structures and external factors, including labour market conditions and job security (Bryman, 2016). This supports the conceptual framework developed in Chapter 2, which positions engagement within the interaction between organisational strategies and structural workplace conditions.
In conclusion, the study finds that employee engagement in the UK pharmaceutical logistics sector is constrained by the realities of highly regulated and labour-intensive work environments. While engagement strategies are widely used, their ability to improve staff retention is limited when underlying structural issues remain unaddressed. This highlights the need for organisations to move beyond symbolic engagement initiatives and focus on improving the fundamental conditions of work to achieve meaningful and sustainable retention outcomes.
[bookmark: _Toc228563724]5.3 Conclusions in Relation to Research Questions
This section provides direct answers to the research questions by synthesising the study's key findings and linking them to the theoretical perspectives outlined in Chapter 2. It moves beyond description by offering a critical interpretation of how employee engagement operates in the UK pharmaceutical logistics sector and its relationship to staff retention.
Research Question 1: How are engagement strategies framed and represented within organisations?
The findings show that engagement strategies are consistently framed as positive, supportive, and performance-enhancing practices. Within both Movianto UK and DHL Supply Chain Healthcare, engagement is presented as a key component of human resource management, linked to employee wellbeing, motivation, and organisational success.
This framing aligns with mainstream HRM literature, which views engagement as a mutually beneficial process that enhances both employee satisfaction and organisational performance (Albrecht et al., 2015). Engagement initiatives such as recognition programmes, communication strategies, and feedback mechanisms are positioned as tools to foster commitment and improve workplace culture.
However, the findings also indicate that this representation is largely managerial and strategic. Engagement is framed primarily as a means of aligning employee behaviour with organisational objectives rather than as a response to employee needs or structural challenges. From a strategic HRM perspective, this reflects the role of engagement as a tool for enhancing performance and coordination within organisations (Torrington et al., 2020).
At the same time, employee-generated data reveals a more critical perspective. Many employees perceive engagement initiatives as superficial or disconnected from their everyday work experiences. This suggests a gap between how engagement is presented and how it is experienced in practice.
The study concludes that engagement strategies are framed to emphasise positivity and mutual benefit, but this framing often masks underlying organisational constraints. Engagement is therefore better understood as a managerial construct shaped by organisational priorities rather than a purely employee-centred practice.






Research Question 2: What is the relationship between employee engagement and staff retention?
The findings demonstrate that the relationship between employee engagement and staff retention is complex, indirect, and highly context-dependent.
While existing literature often suggests a positive link between engagement and retention (Saks, 2006; CIPD, 2023), this study finds that engagement alone does not determine whether employees stay or leave. Instead, its impact is mediated by a range of structural and organisational factors.
In particular, high levels of work intensity, limited autonomy, and strong managerial control reduce the effectiveness of engagement initiatives. Even when engagement programmes are in place, employees may still choose to leave if their working conditions remain demanding or unsatisfactory. This supports the Job Demands–Resources model, which suggests that excessive job demands can outweigh the positive effects of organisational resources such as engagement initiatives (Bakker & Demerouti, 2017).
The findings also highlight that retention is influenced by factors beyond engagement, including job security, opportunities for career progression, and external labour market conditions (Bryman, 2016). As a result, engagement cannot be treated as a standalone solution to turnover.
The study, therefore, concludes that engagement contributes to retention only under certain conditions. Specifically, engagement is more likely to have a positive impact when favourable working conditions, meaningful job design, and opportunities for employee development support it. Without these conditions, engagement initiatives are unlikely to produce sustained improvements in retention outcomes.
Research Question 3: What similarities and differences exist between engagement strategies in the two organisations?
The comparative analysis of Movianto UK and DHL Supply Chain Healthcare reveals a high degree of similarity in the way engagement strategies are designed and implemented.
Both organisations operate within the same highly regulated sector and face similar operational pressures, including strict compliance requirements, performance targets, and workforce demands. As a result, their engagement strategies share common features, such as communication platforms, recognition schemes, and employee feedback mechanisms.
These similarities suggest that sectoral and regulatory conditions play a significant role in shaping engagement practices. Engagement strategies are not developed in isolation but are influenced by the broader institutional environment in which organisations operate.
However, the findings also identify differences in how employees experience engagement. Variations in management style, organisational culture, and operational structure affect how engagement initiatives are perceived and interpreted. In some cases, engagement practices are seen as more supportive and meaningful, while in others they are viewed as symbolic or ineffective.
This supports the argument that organisational context matters, even within similar regulatory environments (Yin, 2018). While external conditions shape the overall framework of engagement strategies, internal organisational factors influence their practical impact.
The study therefore concludes that engagement strategies in the two organisations are structurally similar but contextually differentiated in their implementation and outcomes.

Research Question 4: To what extent do engagement strategies address structural workplace conditions?
The findings show that engagement strategies have a limited impact on structural workplace conditions.
Key issues such as workload intensity, strict performance monitoring, limited autonomy, and regulatory control remain largely unchanged despite engagement initiatives. Engagement programmes tend to focus on communication, recognition, and employee attitudes rather than on redesigning work or addressing underlying structural constraints.
This supports critical HRM and labour process perspectives, which argue that engagement initiatives often operate within existing organisational systems rather than transforming them (Legge, 2005; Thompson, 2011). In this sense, engagement can function as a form of normative control, encouraging employees to adopt organisational values and maintain positive attitudes even when working conditions are challenging (Fleming, 2017).
The findings also suggest that engagement may, in some cases, reinforce existing structures by diverting attention away from more fundamental issues. For example, recognition programmes may improve morale in the short term but do not address long-term concerns such as workload or job design.
The study, therefore, concludes that engagement strategies rarely address structural workplace conditions directly. Instead, they operate alongside these conditions, often without significantly altering them.
This highlights a key limitation of engagement as a management tool. Without addressing the underlying organisation of work, engagement initiatives are unlikely to produce meaningful or lasting improvements in employee retention.
[bookmark: _Toc228563725]5.4 Overall Conclusion 
This dissertation set out to critically examine the relationship between employee engagement strategies and staff retention within the UK pharmaceutical logistics sector, focusing on Movianto UK and DHL Supply Chain Healthcare. By adopting a qualitative, interpretivist, and comparative case study approach, the research explored both organisational representations of engagement and employee experiences of work. This dual perspective enabled a more nuanced and context-sensitive understanding of engagement than is typically presented in mainstream human resource management (HRM) literature.
A central conclusion of the study is that employee engagement cannot be understood as a simple or universally effective mechanism for improving staff retention. While engagement is widely promoted in HRM theory as a positive and mutually beneficial practice associated with improved organisational outcomes (Albrecht et al., 2015), the findings of this research demonstrate that structural workplace conditions fundamentally shape its impact. In highly regulated and labour-intensive environments such as pharmaceutical logistics, factors including workload intensity, regulatory compliance, managerial control, and limited autonomy play a decisive role in shaping employee experiences and retention outcomes.


The study finds that engagement strategies are consistently framed in organisational discourse as supportive, empowering, and aligned with employee wellbeing. Many employees experience high pressure, restricted autonomy, and limited influence over their work, undermining the intended effects of engagement initiatives. This gap between engagement rhetoric and employee reality represents a key contribution of the research. It highlights that engagement practices may serve more as managerial tools for shaping employee attitudes than as mechanisms to improve underlying working conditions.
From a theoretical perspective, the findings support and extend critical HRM and labour process arguments. Engagement can be interpreted not only as a motivational construct but also as a form of normative control, where employees are encouraged to internalise organisational values and maintain positive attitudes despite structural constraints (Thompson, 2011; Fleming, 2017). This challenges the dominant assumption within HRM that engagement is inherently beneficial and instead positions it as a context-dependent practice embedded within systems of organisational power and control.
At the same time, the study does not entirely dismiss the value of engagement. Rather, it shows that engagement can contribute to positive outcomes, including improved motivation and commitment, but only when supported by favourable organisational conditions. When issues such as excessive workload, limited career development, and rigid control structures are not addressed, engagement initiatives are unlikely to deliver meaningful or sustained improvements in staff retention.
Another important conclusion is that the relationship between engagement and retention is indirect and conditional. Retention is influenced by a wider range of factors, including job design, employment conditions, and external labour market dynamics (Bryman, 2016). Engagement interacts with these factors rather than acting as a primary driver. These findings challenge simplified, linear models of engagement and retention and support a more complex and integrated understanding of organisational behaviour.
The comparative aspect of the study further reinforces the importance of context. While Movianto UK and DHL Supply Chain Healthcare operate under similar regulatory frameworks, differences in organisational practices and employee experiences demonstrate that engagement is shaped not only by external conditions but also by internal organisational factors such as management style and workplace culture.
This dissertation makes both theoretical and practical contributions. Theoretically, it integrates mainstream engagement theory with critical HRM perspectives, offering a more balanced and realistic understanding of how engagement operates in complex organisational environments. Practically, it highlights the limitations of relying on engagement initiatives alone to address retention challenges and emphasises the need for organisations to address underlying structural conditions.
This study challenges the assumption that employee engagement can serve as a standalone solution for staff retention in highly regulated environments. The findings show that engagement is shaped by structural workplace conditions, including workload intensity, managerial control, and limited autonomy, which constrain its effectiveness.



Rather than operating as a direct driver of retention, engagement functions as a conditional factor whose impact depends on the broader organisation of work. This highlights the need to move beyond simplified HRM models and adopt a more context-sensitive understanding of engagement.
The study contributes to both theory and practice by demonstrating that improving retention requires changes to working conditions, not only employee-focused initiatives. In doing so, it provides a more realistic and critical account of how engagement operates in complex organisational settings.

[bookmark: _Toc228563726]5.5 Recommendations 
The following recommendations are directly informed by the findings presented in Chapter 4 and aligned with the research objectives. Each recommendation addresses specific structural and organisational issues identified in the analysis.
The findings in Chapter 4 show that employee engagement alone is not sufficient to improve retention. Instead, its effectiveness depends on how it interacts with structural workplace conditions such as workload, control systems, and job design. Therefore, the recommendations focus on improving both engagement practices and the underlying conditions of work.
5.5.1 Redesign Workload and Shift Structures
This recommendation responds directly to Theme 1 (Work Intensity and Job Pressure) and Objective 2, which identified workload as a key factor affecting both engagement and retention.
A key finding of the study is that high workload and sustained pressure significantly reduce employee engagement and increase turnover intentions. Employees in both Movianto UK and DHL Supply Chain Healthcare reported long hours, strict targets, and limited recovery time.
To address this, organisations should redesign workload and shift structures to create a more sustainable work environment.
This can be achieved by:
· Reviewing performance targets to ensure they are realistic and achievable 
· Introducing more flexible shift patterns where possible 
· Increasing staffing levels during peak demand periods 
· Allowing recovery time between shifts to reduce fatigue 
These changes would help rebalance job demands and resources, in line with the Job Demands–Resources (JD-R) model (Bakker Demerouti, 2017).
Improving workload conditions is likely to have a stronger impact on retention than engagement initiatives alone, as it addresses one of the main causes of dissatisfaction identified in the findings.



5.5.2 Strengthen Employee Autonomy and Voice
This recommendation addresses Theme 3 (Limited Autonomy and Employee Voice) and Objective 1, which highlighted the gap between engagement rhetoric and actual participation.
The findings highlight that employees experience limited autonomy and weak participation in decision-making. While organisations promote engagement through communication and feedback systems, these are often perceived as symbolic rather than meaningful.
To improve engagement and retention, organisations should strengthen employee voice and increase autonomy within operational limits.
This can be achieved by:
· Introducing structured feedback systems where employee input leads to visible changes 
· Involving employees in operational decision-making where feasible 
· Creating regular forums for open discussion between staff and management 
· Empowering team leaders to adapt processes based on local needs 
While regulatory requirements limit full autonomy, small increases in decision-making power can improve employee satisfaction and commitment.
This recommendation addresses the gap between engagement rhetoric and reality and aligns with critical HRM perspectives that emphasise the importance of genuine participation (Legge, 2005).
5.5.3 Align Engagement Strategies with Actual Working Conditions
The study shows that many engagement initiatives are perceived as disconnected from everyday work. Recognition programmes and communication campaigns do not address core issues such as workload, pressure, and control.
Organisations should ensure that engagement strategies are directly linked to real working conditions.
This can be achieved by:
· Integrating engagement initiatives with operational improvements 
· Linking recognition to meaningful contributions rather than symbolic rewards 
· Ensuring that communication reflects actual workplace challenges 
· Evaluating engagement programmes based on employee feedback, not just participation rates 
This approach would shift engagement from a symbolic activity to a practical tool for improving the work environment.
It also supports the argument that engagement must be embedded within organisational systems rather than applied as a standalone strategy (Torrington et al., 2020).


5.5.4 Improve Career Development and Job Security
Retention is influenced not only by engagement but also by long-term employment conditions. The findings suggest that limited career progression and job insecurity contribute to employee turnover.
Organisations should invest in career development and provide clearer pathways for progression.
This can be achieved by:
· Developing structured career pathways within warehouse and logistics roles 
· Providing training and upskilling opportunities 
· Offering internal promotion where possible 
· Communicating clearly about job stability and future opportunities 
Improving career development would strengthen the psychological contract between employees and the organisation, supporting social exchange theory (Saks, 2006).
Employees are more likely to stay when they see a future within the organisation.

5.5.5 Balance Compliance with Employee Experience
The pharmaceutical logistics sector requires strict compliance with regulatory standards. However, the findings show that excessive control and monitoring reduce engagement and autonomy.
Organisations should aim to balance compliance requirements with employee experience.
This can be achieved by:
· Simplifying procedures where possible without compromising safety 
· Using technology to reduce unnecessary monitoring 
· Providing clear explanations of regulatory requirements to employees 
· Training managers to apply rules in a supportive rather than purely controlling way 
While compliance cannot be removed, how it is implemented can significantly affect employee experience.
This recommendation reflects labour process theory, which highlights how control systems shape workplace behaviour and perceptions (Edwards, 1979; Thompson, 2011).
5.5.6 Move Beyond Symbolic Engagement Practices
A key conclusion of the study is that engagement often functions as a managerial tool rather than a meaningful improvement in working conditions.
Organisations should move beyond symbolic engagement practices and focus on substantive changes.


This can be achieved by:
· Prioritising improvements in workload, job design, and working conditions 
· Using engagement data to identify real issues rather than confirm positive narratives 
· Aligning engagement strategies with broader organisational change initiatives 
· Holding management accountable for improving employee experience 
This approach recognises that engagement is not an end in itself but part of a wider system of organisational practices.
Without addressing structural issues, engagement initiatives are unlikely to achieve long-term improvements in retention.
5.5.7 Limitations of the Study
This study has several limitations that should be acknowledged.
First, the research relies on qualitative secondary data. While this allows access to a wide range of perspectives, the data were not originally collected for research purposes. As a result, some sources may reflect bias, particularly organisational documents that present engagement positively.
Second, employee review data may not represent all employees. Individuals who share experiences online may have particularly strong positive or negative views.
To reduce these limitations, the study employed data triangulation, combining multiple sources and comparing organisational narratives with employee perspectives.
Finally, the study focuses on two organisations within one sector. While this allows detailed analysis, the findings may not be fully generalisable to other industries.

5.5.8 Summary of Recommendations
Overall, the recommendations highlight the need for a shift in how organisations approach employee engagement. Rather than relying on engagement as a standalone solution, organisations should integrate it with improvements in working conditions, job design, and organisational practices.
For companies such as Movianto UK and DHL Supply Chain Healthcare, improving staff retention requires a balanced approach that recognises both the sector's operational demands and the workforce's needs.
By addressing structural constraints alongside engagement practices, organisations can create a more sustainable and effective approach to workforce management.





[bookmark: _Toc228563727]5.6 Implications of Findings
5.6.1 Practical Implications
The findings suggest that organisations should reconsider how they use engagement strategies in highly regulated environments. Engagement should not be treated as a standalone solution but integrated with improvements in workload, job design, and management practices.
For organisations such as Movianto UK and DHL Supply Chain Healthcare, this means focusing on operational changes rather than relying only on communication or recognition initiatives. Improving working conditions is likely to have a stronger impact on retention than engagement programmes alone.
5.6.2 Theoretical Implications
This study contributes to the academic debate by showing that engagement is context-dependent rather than universally effective. It supports critical HRM perspectives, which argue that engagement operates within systems of organisational control (Legge, 2005; Thompson, 2011).
It also extends the Job Demands–Resources model by demonstrating that high job demands in regulated environments can limit the impact of engagement. This suggests that future research should consider structural conditions more explicitly when examining engagement outcomes.
[bookmark: _Toc228563728]5.7 Limitations of the Study
This study has several limitations that should be acknowledged. First, the research relies on qualitative secondary data. While this allows access to a wide range of perspectives, the data were not originally collected for research purposes. As a result, some sources may reflect bias, particularly organisational documents that present engagement positively.
Second, employee review data may not represent all employees. Individuals who share experiences online may have particularly strong positive or negative views.
To reduce these limitations, the study employed data triangulation, combining multiple sources and comparing organisational narratives with employee perspectives.
Finally, the study focuses on two organisations within one sector. While this allows detailed analysis, the findings may not be fully generalisable to other industries.
[bookmark: _Toc228563729]5.8 Recommendations for Future Research
Future research could build on this study in several ways.
First, primary data collection, such as interviews or surveys, could provide deeper insight into employee experiences and engagement practices.
Second, research could examine other sectors to determine whether similar patterns exist in less-regulated environments.
Third, future studies could explore the long-term impact of structural changes, such as workload redesign or increased autonomy, on engagement and retention.
Finally, quantitative research could test the relationships identified in this study on a larger scale.
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