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ABSTRACT 

 

In this paper, the researcher used a relational approach to investigate how employee perceptions 

of performance management practices, their relationships with two types of managers—line and 

senior managers—are related to employees’ job engagement and their intention to stay or quit. 

Based on an employee survey (n = 86) in a multinational organization operating in the Republic 

of Ireland, the study found that the employees’ perceptions of performance management 

practices was positively related to the both outcome variables.  The study also found that 

relationships with senior managers and line management were positively related to these 

outcome variables. In addition, this study found that employee engagement was observed to be 

stronger among newer employees.    

 

 

Keywords:  Performance Management, Employee Engagement, Retention, Turnover.
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1 INTRODUCTION 

 

“A company is only as good as the quality of its employees and keeping good workers at 

all skill levels is getting more difficult” (Wiggins, 1998, p27)  

 

In order to function and to achieve their objectives, organizations must draw from a variety 

of both tangible and intangible resources.  Research shows that the success of an organization is 

determined by the effectiveness of its leaders in managing the relationships between all vital 

resources to the realization of the organization’s objectives (Hall, 1993; Torrington et al., 

2017).  Included among these resources is the human elements which provide the organization 

with tools that are essential for day to day business operations such as skills, manpower and the 

know-how.   

 

Practitioners and academics have long since debated and highlighted the positive outcomes 

of holding on to good workers as a strategy for companies to remain competitive together with the 

challenges of doing so (Dalton, Krackhardt & Porter, 1981; Bonn & Forbringer, 1992; Wiggins, 

1998).  The retention of such valuable talent can be a source of sustained competitive advantage 

for the organization and is even more critical in today’s dynamic and competitive business 

environment (Barney, 1991).  Globally, organizations invest significantly on their employees in 

the form of inductions, trainings and other costly employee development programs and methods 
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all designed to retain the very best talent.  However, these methods are not always successful.  For 

various reasons both internal and external, people have always joined and left organizations on an 

ongoing basis in search for greener pastures (Campbell & Campbell, 2001).    

 

In times past, when human capital was to a large extent employed to perform manual labor 

tasks that required little or no skills, replacing workers was cheaper and relatively easier for 

employers.  However, in more recent times, this is rarely the case.  Today's jobs often demand for 

the employee to possess some critical skills or attributes essential to the organization’s operations 

that may not be readily available.  This rise in demand for skilled workers enforces the need for 

organizations to invest time and effort in human resources by managing the employer-employee 

relationship (Torrington et al., 2017).  Further, due to social developments such as globalization, 

technological innovations and growing global competition, today’s workforce share different 

values about work and varying expectations of their employers (Kyndt et al., 2009).  Combined, 

these factors present an even greater challenge for Human Resource Management in attracting and 

retaining one of their delicate and most required resource, - the employees.   

 

Previous research shows that in companies with a high level of staff turnover, the very 

factors that provide competitive advantage such as quality and customer service can be eroded as 

a result of high employee turnover, thereby inhibiting business growth or even at worst, causing a 

decline in the level of business (Curtis & Wright, 2001).  Further, the burdens to the company in 

the form of separation costs, sales loss, temporary replacement costs, recruitment and selection, 
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induction and training costs and decline in morale for those who stay are just some of the many 

challenges and outcomes associated with employers failing to keep hold of their employees 

(Chase, 1992; Richardson, 1999; O'Connell & Mei-Chuan, 2007).  

 

Despite all of this, it is not just all doom and gloom for employers.  The good news is that 

with the right leadership and management actions, the battle of rising staff turnover can be 

won.  Research shows that appropriate human resource management strategies and policies 

implemented effectively can significantly assist managers in dealing with the employee retention 

challenge ahead.  After evaluating the actions and positive outcomes of several organizations that 

were able to reduce staff turnover by deploying targeted employee retentions strategies, the 

conclusion by Bevan, Barber and Robinson (1997) was for company leaders to follow  the 

following three ‘golden  rules’ in combating this challenge,     

 acknowledge that there is a problem   

 identify the causes within your control    

 target solutions on these causes    

 

Considering the constantly changing demographics and human behaviors together with the 

dynamic nature of business, it is clear that for organizations to effectively apply this three-step 

process, ongoing research must be undertaken to refine the understandings and bridge the gaps in 

this area of talent retention.  
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1.1 RESEARCH CONTEXT 

 

Globally, several studies conducted by various institutions allude to the looming threat of 

talent shortages to businesses and impress the need for managers of organizations in all industries 

to concentrate on human resource strategies that are focused on hiring, developing and retaining 

workers to increase organizational competitiveness (Gartner, 2019; Korn Ferry, 2018).  In Ireland, 

it is impossible to ignore the rising managerial problem presented by the shortage of available and 

suitable talent to the business sector and the resulting struggles of attracting and retaining key 

employees.  Talent retention ranks high among the challenges faced by Irish businesses in modern 

times (Dublin Chamber, 2019).   Research by the CIPD (2018, 2019) shows that the sustained 

growth of the Irish economy has provided more job opportunities which has led to a shortage of 

desired skills available in the labor markets and more incentives for job mobility among workers 

in search of better rewards and improved working conditions.  Recently, another survey conducted 

by Manpower (2020) from over a thousand employers concluded that in Ireland, the shortage of 

talent was at its highest in over a decade and was likely to get worse.  It was also reported that 

behind the skilled trade sector, Sales and Marketing were the second hardest positions to fill 

followed by the Office Support sector in third position.  

 

Given the above national and global shortage of available talent, combined with the 

struggle for organizations to keep hold of valuable employees, it is no surprise that Company X 

(name changed for anonymity reasons), a subsidiary of the global X Group of Companies and an 

Irish based business to business sales organization has been experiencing the effects of talent 
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retention challenges.  In recent years, both from a Group and national level, the organization has 

invested heavily in various strategic approaches and adopted mindsets that management hoped 

will lead to higher retention of staff.  The objective of these strategies was to reduce staff turnover 

by holding on to the best talent and as a result, increase the competitiveness of Company 

X.  However, the results have been somewhat disappointing.  

 

1.1.1 COMPANY X OVERVIEW 

   

Company X was founded in 1982 as a subsidiary of the international X Group of companies 

and started its business to business sales operations in Ireland with a single salesman who later 

became the company’s first Managing Director.  Initially the company focused its operations on 

the automotive sector in the Republic of Ireland followed by the introduction of the Wood division 

in 1985.  In just four years' time from its inception, by 1986 the company had grown to realize 

sales revenue in excess of a million pounds with 29 employees, of which 15 were field sales 

representatives.  This success prompted the company to expand its operations to cover the 

complete island of Ireland including Northern Ireland.  Sustained growth throughout the nineties 

and into the new millennium has made Company X one of the top 1000 companies in the country. 

Company X currently employs 86 direct sales representatives and continues to operate in the fields 

of Automotive, Metal, Wood and Construction divisions offering a range of more than 8,000 

articles direct from their logistics center.   
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In a recent report issued by the Company’s Group headquarters, Company X’s unhealthy 

staff turnover of 22% ranked 5th in the world among the group’s companies that have 75 sales 

representatives or more with a deterioration rate of 2.8% percentage points over the period from 

November 2019 to February 2020 (Staff Turnover Report, 2020).  For Company X to remain 

competitive and the market leader, it is essential that strategies to hold on to talent are investigated, 

identified and implemented.  Saunders, Lewis and Thornhill (2016, p5) define research as 

something systematically undertaken by people with a view to gaining understanding and thereby 

increasing their knowledge in the process.  The authors argue that above just providing knowledge 

and understanding, business and management research needs to address issues and practical 

managerial problems.  Hence this study aims to address the managerial problem of talent retention 

by building on the already available research into employee retention strategies and thereby 

providing the senior management of Company X with much needed and current theoretical and 

practical insights to the barriers and antecedents to employee retention.    

  

While several studies have been done in various companies on performance management, 

employee engagement and their impact on retention, research that includes the evaluation and 

perceptions of performance management from the employee’s standpoint have so far been lacking 

in Company X.  The study will provide an understanding of the employees’ perceptions of the 

current performance management systems and the level of employee engagement within the 

salesforce while seeking answers on how these strategies can be deployed more effectively to 

increase engagement and reduce staff turnover.   
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1.2 RESEARCH AIMS AND OBJECTIVES 

 

This study aims to investigate employee perceptions of human resources practices such as 

performance management, line and senior manager relationships and turnover intentions and 

explores issues such as whether employees’ idiosyncratic or collective perceptions of these topics 

and practices shape employee outcomes and intentions.  It has been suggested by some human 

resource management scholars such as Den Hartog, Boon, Verburg and Croon, (2012) that 

employee perceptions of human resource practices play a major role in influencing how effective 

these practices turn out to be.  It is therefore necessary to investigate the relationships between 

employee perceptions and outcomes through the following research title, aims and hypotheses.   

 

1.2.1 RESEARCH TITLE 

 “Talent Retention through Effective Performance Management and Employee Engagement 

Practices in Company X.” 

 

1.2.2 RESEARCH QUESTION 

The aim of the researcher is to search for empirical evidence to answer the following research 

question:   

“Do the sales force perceptions of performance management practices have an effect on their 

engagement and impact on their intentions to stay or leave Company X?”  
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1.2.3 RESEARCH OBJECTIVES 

1. To gain an understanding into Company X sales force perceptions of performance management 

practices.  

2. To investigate Company X sales force perceptions of their relationships with their line 

managers.  

3. To evaluate Company X sales force attitudes towards Company X senior management.  

4. To gain an understanding into the levels of employee engagement among the sales force of 

Company X. 

 

1.2.4 RESEARCH HYPOTHESES 

H1   Perceptions of performance management practices are positively related to engagement 

among Company X sales force.  

H0   Perceptions of performance management practices are not positively related to engagement 

among Company X sales force. 

H2   Perceptions of senior management are positively related to engagement among 

Company X sales force.  

H0   Perceptions of senior management are not positively related to engagement among Company 

X sales force.  
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H3    Employee engagement is positively related to employee retention.  

H0    Employee engagement is not positively related to employee retention. 

 

Hiring employees is just a start to creating a strong work force.  Beyond that, you have to 

keep them.  High employee turnover costs business owners in time and productivity. The role of 

motivating employees to avail of themselves in pursuit of organizational goals and outcomes can 

be a complex task for managers, especially as valuable resources such as time and energy are 

limited and must therefore be invested effectively. This challenge can be intensified where 

knowledge lacks on the various factors that influences employee behaviors, such as their 

motivational outlooks.  Understanding the employee perceptions of a performance management 

system can direct organizational leaders to specifically focus in on the interventions that build, 

nurture and increase autonomous motivation in employees which increases performance and 

makes better use of resources (Lion & Burch, 2018).    

   

Therefore, by answering the above research question, aims and hypotheses, the researcher 

hopes to bring to the attention of the management of Company X the employee's perceptions of 

the performance management practices, employee-manager relationships and engagement levels 

in order to draw conclusions on whether there are correlations between the perceptions and the 

employee’s intentions to leave or to remain in the company. 
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1.3 RATIONALE FOR THE RESEARCH 

 

As an employee of Company X and having performed the role of a sales rep for over twelve 

years before advancing into a management role, the author has come to understand firsthand and 

to appreciate the complexities of the relationships that can develop between the sales reps and the 

company management.  While management make decisions for the benefit of the company, it is 

often the case that the salesforce do not understand the decisions and lack the clarity of what is 

expected of them and how they fit into the picture.  This can often lead to many disgruntled and 

often disengaged reps who are still going about their duties but not giving their all which 

culminates in unhappy customers, reducing sales revenues and eventually, increased staff 

turnover.    

 

Previous research shows that a rising number of contemporary organizations are placing 

greater emphasis on their performance management systems as a means of generating higher levels 

of employee engagement which leads to improved talent retention and overall performance 

improvements (Gruman & Saks, 2011; Mone & London, 2018).  For example, a recent study 

conducted among the millennial generation employees concluded that employee work engagement 

strengthens their commitment to the organization and significantly reduces the likelihood of them 

leaving the organization (Walden, Jung & Westerman, 2017).    
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Data collected in a study by the CIPD in 2010 showed that engaged employees are 

significantly more likely to be loyal and want to stay with their organization compared with those 

who are less or even not engaged at all.  Moreover, this study concluded that even disengaged 

employees who end up quitting organizations have the potential to be engaged provided that the 

conditions and the working environment are right for engagement to be initiated and sustained 

(Alfes et al., 2010).  Therefore, it is hoped that this research will help the management of Company 

X to identify ways to improve talent retention by identifying and concentrating on improving 

conditions that foster engagement through better use of performance management. 

 

1.4 RESEARCH CONTRIBUTION 

 

As the researcher is charged with the responsibly to manage a team of salespeople, the 

findings of the research will provide more insight into the role of line managers in employee 

retention strategies.  With this insight, the researcher will also become more informed and 

competent towards senior management’s role in the process which should be of benefit towards 

his ambitions of eventually transitioning towards a more senior management role within the 

company.  Above all, the organization will have an opportunity to utilize the findings towards the 

enhancement of their current frameworks and approaches to improve competitiveness should they 

choose to do so.  Since Company X is a subsidiary of X Group of companies with over 400 sister 

companies worldwide that have a similar structure of employees, and with the majority of the 

companies facing similar retention challenges, it is hoped that the research will help managers 
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across the X Group to learn from the research conducted in Ireland and apply it to their companies 

to combat this growing global challenge.     

   

Academically, it is hoped that the research will identify other areas of further research and 

provide a foundation into more specialized human resource studies within the company and the X 

Group of companies.  Since the issue of employee retention is of interest to all businesses, the 

research will be of benefit to management teams beyond the X group.  It is hoped that the findings 

can be applied to any organization that has employees, especially those engaged in B2B 

sales.  Since this study is the first of its kind that involves employee perceptions within Company 

X, it is hoped that the findings obtained will provide a foundation for future research in this area.  

 

1.5 RESEARCH LIMITATIONS 

 

Price et al (2004) defines a limitation in research as a systematic bias that is beyond the 

control of the researcher but one that has the potential to inappropriately affect the results of the 

study.  It has been recognized that matters and other occurrences beyond the control of the 

researcher can arise in any study and can limit the extensity to which the study can go often 

affecting the end results and conclusions that can be drawn (Simon & Goes, 2013).  This research 

was also subject to a number of limitations which will be explained below  
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Firstly, the plans for the study were formulated pre Covid-19 pandemic.  However, by the 

time the study was conducted, a lot had changed including the climate within the company with 

many colleagues who were comfortable expressing their true feelings and opinions now fearing 

for their jobs as talks of redundancies circulated within the company.  This has led many previously 

willing participants that were planned for qualitative in-depth interviews to refuse to have their 

views and perceptions recorded on tape fearing the possibility of senior management ever gaining 

access to the research data.  This insecurity was intensified by the researcher’s position of area 

manager.  After many failed assurances about the anonymity of the study, the researcher opted to 

abandon the previously planned mixed-method approach but to instead pursue a quantitative 

mono-method approach through a survey questionnaire.   For the quantitative survey questionnaire 

to the salesforce, the researcher identified the internal validity threat of respondents not answering 

the questions truthfully in fear of being held accountable for their views by senior management 

and thereby providing answers that may not necessarily reflect their true perceptions nor those of 

the complete population.  To reduce the risk of this limitation, the researcher sent two pre-study 

emails explaining the nature of the study to the whole salesforce and has continuously assured 

potential participants of the confidentiality and anonymity of their responses.  The design of the 

survey instrument was also changed to support complete anonymity of the respondents. 

   

Secondly, the survey data was collected as a snapshot at one single point in time point in 

time, which will have implications and limits the conclusions that can be made regarding the causal 

order of the relationships.  The researcher believes that this leaves an opportunity for further 

experimental or longitudinal design research studies to substantiate the causality of the stated 
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hypotheses.  Price et al (2004) suggested that for surveys to be useful they need to have higher 

return rates to reduce the possibility of nonresponse bias.  While the researcher had no control on 

how many responses will be returned, several reminder emails to the salesforce were planned and 

agreed with Company X human resource department to minimize the risk  

   

Due to the study’s reliance on individuals’ self-reports on all variables, concerns of 

possible common method bias may be raised.  Although Donaldson and Grant-Vallone (2002) 

argue that at least two data sources are required to help rule out the validity threats of self-report 

and single method bias,  the focus of the study was on finding out employee perceptions of 

Performance management practices, their views on the organization and their perceptions of their 

line managers and therefore, it can be argued that the self-report methods used might actually be 

the most valid and beneficial measures for most of the variables, as only the individuals concerned 

would be best placed to report their own perceptions of performance management practices, 

managerial support and their levels of engagement.  Further, only the individual sales force 

members would be able to report on their intentions to stay or to leave their current employer.  

Finally, the study did not utilize previous complete published scales, and most of the measures 

used were perceptual rather than objective.  

 

However, even with the cited limitations, the study still does contribute to how the 

perceptions of the mentioned organizational practices have an effect on employee’s engagement 

and impact on their turnover intentions within Company X. 
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2 LITERATURE REVIEW  

2.1 INTRODUCTION 

 

The objective of a literature review is to extract and summarize the most recent knowledge 

and ideas in the development of a subject field making it possible to identify areas where further 

research in a subject may be beneficial (Rowley & Slack, 2004).  Therefore, the objective of this 

chapter is to search and identify previous academic information related to effective performance 

management practices, its relationship with employee engagement, and how these two constructs 

relates to the improvement of employee retention.  For this reason, the researcher will follow the 

process required for a complex literature review as defined and described by Machi & McEvoy 

(2016).     

   

Several theories have been proposed to explain what motivates human behavior and aids 

employee retention. However, the construct of engagement through effective performance 

management practices is gaining popularity in the literature. Although the literature covers a wide 

variety of such practices under the umbrella of performance management, this review will focus 

on five major themes which emerge repeatedly throughout the literature reviewed. These themes 

are the importance of Meaningful goals, Feedback and Communication, Ongoing performance 

management, the role of line managers and senior management involvement as essential 

components for engagement. Although the literature presents these themes in a variety of contexts, 

this paper will primarily focus on their application to employee retention.  
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2.2 PERFORMANCE MANAGEMENT 

 

It is not clear from the literature, when the process of measuring and managing performance 

originated, however what is clear is that performance has always mattered.  Lawler (2008) 

maintains that human capital is the most valuable asset in any organization and suggests that 

managing performance should be the primary and key concerns for every manager.  The ability to 

manage performance is and has always been at the heart of every success whether it be on an 

individual, team or organizational level.  However, the term performance can be quite broad as a 

construct and in its meaning.  For business managers, the importance of having a clear 

understanding of what is meant by the phrase Performance Management can be seen in the 

following quote by Michael Armstrong: “If you can’t define performance, you can’t measure or 

manage it.” - (Armstrong, 2018, p 8).     

 

The Cambridge Dictionary defines performance as “how well a person, machine, etc. does 

a piece of work or an activity” (dictionary.cambridge.org, 2020).   However, from the academic's 

point of view, there are varying definitions and understandings of the meaning of the term.  Some 

authors like Aguinis (2009) and Williams (2006) suggest that performance is about the behavior 

of the employees (what they do) rather than the final outcomes of their work.  However, Armstrong 

and Baron (2007) provides a more comprehensive definition by arguing that performance 

encompasses both the behaviors and the outcomes. They argued that measuring performance 

embraces competency levels and achievements together with objective-setting and reviews.  For 

example, the well-known method of Management by Objectives (MBO) first conceptualized by 
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Peter Drucker can be part of a Performance Management system that is focused on setting goals 

and objectives and measuring results while there are other types of performance management 

systems that place emphasis on the process and not necessarily the results (Greenwood, 1981).    

 

What is clear though is that despite the differences in academic definition, there seems to 

be a consensus in the literature as to the purpose and the benefits of Performance 

Management.  According to recent studies, the constant understanding is that Performance 

Management refers to a range of holistic and continuously ongoing activities in which 

organizations engage in an effort to enhance the performance of individuals and teams in them 

with the ultimate goal of improving the organizations effectiveness (Williams, 2006, p10; 

Armstrong, 2018, p19-22; Aguinis, 2009, p77-90).  Broadly conceptualized, Performance 

Management is therefore about developing a culture that encourages the continuous improvement 

of business processes through the improvement of individuals’ skills, behavior and contributions 

(Latham et al., 2005).  This view of performance management is concurred by Aguinis and Pierce 

(2007) who defined performance management as a process of identifying, measuring and 

developing the performance of the organization members to align their performance with the 

strategic goals of the organization.  Armstrong (2018, p30) highlights the organizations goals and 

objectives as the bedrock upon which an ideal performance management system is built upon with 

the three main pillars of planning, monitoring and reviewing each contributing cumulatively to the 

achievement of the main objective of improved performance, although in operation it is an endless 

self-renewing cycle as depicted on the diagram below (Fig 1).   
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Performance Management Cycle 

 

Fig 1 (Armstrong, 2018) KoganPage.com 

 

According to DeNisi and Murphy (2017), a variety of activities are included under the 

Performance Management umbrella namely-policies, procedures and interventions all designed to 

assist employees to improve their performance.  Lee (2005) maintains that the focus of any 

performance management system should not be directed towards correcting past mistakes but its 

main objective should rather be forward looked and aimed at attaining to these three benefits, i.e. 

to correct poor performance, to sustain good performance, and to improve future performance.  

DeNisi and Murphy (2017) further state that these programs go beyond just appraising 
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performance however, the practice encapsulates actions such as goal setting, feedback, coaching 

and training and the reward systems.  Performance Management centers on the important roles of 

senior managers, supervisors and line managers to effectively set goals, track performance, reward 

employees and conduct reviews with the goal of strengthening the performance of their staff to the 

benefit of the organization.   

 

2.2.1 GOAL SETTING 

 

Humans are surrounded by goal setting everywhere.  Goals are set as guides to the 

achievement of specified targets.  Latham and Locke (2006) define a goal as a level of performance 

proficiency that one wishes to attain which is usually within a specified time period.  Goals and 

objectives provides a means to measure performance against.  Research has shown that to perform 

at a high level, employees need well-constructed and meaningful motivational goals (Latham & 

Locke, 1979).  Although the idea of assigning employees a specific amount of work or task to be 

accomplished to a certain standard or by a specific deadline is not new but can be found even as 

far back as the days of Frederick W. Taylor, the importance and nature of goals as a motivational 

factor has been the subject of research for decades dating as far back as 1968 when Locke (1968) 

investigated what motivates people perform better on work tasks than others and conceptualized 

the Goal setting theory.   
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 According to the Goal setting theory, the willingness to work towards the attainment of 

the goal is the main source of job motivation among the employees.  Locke (1968) suggested and 

demonstrated that employees are motivated by clear, well-defined and challenging goals 

accompanied by feedback.  Precisely, the literature pertaining to performance management 

strongly suggests that effective management of performance involves setting clear goals that 

provides motivation to perform at a high level.  Since people do not measure their level of success 

by an absolute level of performance, goals provide that measure upon which to define 

success.  Locke and Latham (2002) suggests that when a person overachieves on goals that they 

view as high, meaningful and challenging, they experience a greater level of subjective well-being 

in terms of pleasure, satisfaction and happiness.  These positive feelings produce in them a 

satisfaction with their task and as a result they start to like the task more than they did 

previously.  Above that, the benefit of attaining such challenging goals go beyond just providing 

a personal sense of achievement, they are likely to lead to rewards such as recognition, promotions, 

and financial benefits in the form of monetary raise or bonuses in the workplace which all can lead 

to more job satisfaction and increase engagement.    

 

  While most goals are beneficial, research has shown that clear, specific, particular and 

difficult or challenging goals produce greater motivating factors and lead to higher performance 

than easy, general and vague goals.  For example, studies by Latham and Locke (1979) found that 

setting precise goals inevitably resulted in higher performance.  These studies also found that 

participative or joint set goals between manager and subordinate were superior to manager set and 

assigned goals albeit only to the degree that it led to the setting of higher goals and not necessarily 
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on improving performance.  The importance of consulting employees at the conception stages of 

a goal highlights a crucial need for autonomy in the workplace which leads employees to feel 

intrinsically motivated to complete a task by developing a sense of ownership for the 

goal.  However, their findings were that overall, regardless of whether they were supervisor set or 

participate goals, groups with set goals outperformed groups that had no goals but were simply 

told to do their best.  This thinking is in agreement with London, Mone and Scott (2004) whose 

view is that while participation in goal setting is important, it must be complimented by a clear 

understanding of organizational goals together with information on how these can be translated 

into actions, and the support for meeting such goals.    

   

The effects of goal setting on performance have been studied extensively and have been 

found to be exceptionally reliable, valid, and useful across diverse work situations.  Moreover, 

research shows that when setting goals in group settings, a strong focus on individual goals may 

be detrimental to group goals.  Crown and Rosse (1995) found that coupling egocentric goals with 

group centric goals where the individual's goals maximizes the individual's contribution to the 

group resulted in more effects directed toward the groups output which increases the individual's 

effort for the group and reduces social loafing.  It has also been suggested that when the employees 

have a clear understanding of organizational goals and believe that they can contribute value to the 

achievement of those goals, they are likely to be more engaged and to go the extra mile for the 

organization (Ashdown, 2018).  This involves cascading organizational goals from the top senior 

management through each level of the organization until they become individual employee 

goals.            
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  Consequently, an effective performance management system is one that ensures a process 

of clear and continuous performance enhancement through the setting of individual and team goals 

that are congruent with the strategic goals of the organization it serves (Armstrong, 

2018).  However, about setting goals for performance improvement, Pulakos et al (2015) warns 

against setting employee goals based on huge long-term organizational goals that are lofty and 

difficult to cascade to individual employees in favor of short term clear and SMART goals.  The 

authors argue that long-term goals may potentially lose their relevance in today's increasingly 

dynamic nature of business. Further, the process can be extremely challenging as high-level 

organizational goals may be lofty and broad and require a lot of time investment to ensure 

completion of the cascade, which is no wonder that many companies fail at performance 

management.  As a result, these strategic goals rarely reach past the highest level of the 

organization.  Goals must therefore be challenging, specific and explained to the employees in 

order to be effective. The involving of employees in setting goals increases their commitment and 

belief that the goal can be accomplished.   

   

Therefore, effective performance management involves constantly reviewing goals and an 

ongoing assessment of performance management systems to ensure that it supports the training 

and development of knowledge, skills, and abilities.  One of the most effective ways of supporting 

and developing employees is through the provision of continuous and meaningful 

feedback.  Research on goal setting has concluded that the combination of goals and feedback 

yield higher performance results than from goals or feedback separately (Locke & Latham, 2002).  
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2.2.2 FEEDBACK AND COACHING 

 

Research by London, Mone and Scott (2004) maintains that goals alone do not improve 

performance.  The authors suggest that a combination of Goals, Feedback and Coaching are 

essential elements of the performance management process.  Performance feedback is an essential 

management activity if employees are to know how they are performing against their set goals and 

those of the organization.  In its nature, feedback can either be given in formal setting such as in 

annual and biannual reviews between managers and their subordinates or in an informal setting 

such on ongoing discussions during the year.   Armstrong (2018, p117) defines feedback as 

information provided to people about their previous performance in terms of results, events, critical 

incidents and significant behaviors.  Research has shown that humans possess an innate need to be 

valued and recognized for the work they accomplish.  Such recognition increases their self-esteem 

and fuels their motivation for future performance (Aguinis, 2014, p 4).    

 

One of the major attractions of performance feedback as a means of improving 

performance and productivity is its economic efficiency to implement, easy programmability and 

flexibility.  The organization does not have to provide sophisticated, lavish and expensive training 

and development courses for the entire force of employees.  Once the manager or other employees 

are competent in the task, feedback can be used as a technique to improve the remaining employees 

work and bring them to the required standard.  Usually, even the supervisors and managers do not 

need elaborate systems but a simple instruction on how to effectively provide feedback to others 
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in necessary.  Feedback can be given at any time based on performance data from existing 

accounting systems without the need to implement new structures (Prue & Fairbank, 1981). 

 

One of the more effective ways of getting employees engaged is by giving them ongoing 

feedback. The giving of feedback allows workers to know what is expected of them and where 

they stand within the company.  However, for engagement to take place, this cannot be a one-way 

street.  In order to foster engagement, managers need to remove any obstacles to internal flow of 

information and provide ongoing feedback to employees concerning their individual issues and 

those impacting the organizational (Walden, Jung & Westerman, 2017).  London, Mone and Scott 

(2004) highlights the need to accompany goal setting strategies with a clear explanation of 

organizational goals to make ensure that employees understand how to translate the set goals into 

action and what support is available to them.   This can be achieved through ongoing trainings that 

are linked to corporate strategy (Latham, 1988).  

 

Therefore, when a company instill a culture of asking for feedback, this creates a ‘give and 

take’ environment where employees are not afraid but are encouraged to talk to business owners 

or managers about issues that affect them at work or even outside of work.  According to Walden, 

Jung and Westerman, (2017) when organizations were upfront in providing the employees with 

suitable information, the two-fold positive outcomes were a greater focus on the task at hand and 

a stronger commitment to their employer.  One study found that when feedback was perceived to 
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be fair, it was positively related to job satisfaction and feelings of being in control at work, and 

negatively related to job depression and turnover intentions (Sparr and Sonnentag, 2008). 

 

However, while in performance management feedback is accepted as a positive and useful 

tool that is very helpful in directing employees’ development forward and thereby improving their 

performance, some authors have questioned its wide acceptance as a performance improvement 

tool.   For example, after a review of several studies related to performance feedback, Kluger and 

DeNisi (1996) found at best a modest positive relationship between the constructs of feedback and 

performance.  More alarmingly were their findings that among the cases studied, over one third of 

the feedback interventions achieved the opposite of the intended purpose and actually decreased 

performance.  Balcazar, Hopkins and Suarez (1985) reviewed 126 applications of feedback in 

various organizations with regards to the consistency of effects and found differing effects based 

on whether feedback was used as a stand-alone tool or in conjunction with other organizational 

procedures such as rewards or goal setting or a combination of the two. The results of their research 

were that when used alone, feedback does not uniformly improve performance.  The author’s 

arguments were in harmony with those of Locke (1968) who suggested that a combination of 

specific and challenging goals along with appropriate feedback contributed to higher and better 

task performance.   

 

According to Prue and Fairbank, (1981) feedback is a multi-dimensional concept with 

various characteristics that determine its effectiveness with some characteristics being more 
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consistently associated with improved performance than others.  These characteristics include the 

source providing the feedback, the mechanism used, the content, the recipient, and the frequency 

of which feedback is given.  How these characteristics are brought together and packaged in 

providing feedback will determine whether it will be perceived as constructive or destructive 

(Mone & London, 2018, p89).   

 

There is no doubt that finding a solution for an effective performance management system 

has been illusive for most organizations.  Despite the ubiquitous nature of performance 

measurement systems in academic and practitioner literature, research shows that not every 

organization is successful in implementing such systems (Pulakos and O’Leary, 2011).  A quick 

search for performance management reveals no shortage of the problems encountered by 

organizations in implementing an effective system leading them to change from system to system 

in search of what works.   It is no wonder that Pulakos and O’Leary (2011) referred to performance 

management as an ‘‘Achilles Heel of human capital management” when highlighting the 

challenges faced by organizations in designing a system that works.  That is mainly because when 

it comes to performance management, there is no one size fits all solution.   

 

Perhaps it is due to such reasons that unsurprisingly, in many organizations, it has been 

observed by different authors such as Pulakos (2009, p 3-6) and Cannon and Witherspoon (2005) 

that both managers and employees frequently shy away from engaging in the giving and the 

receiving of feedback.  For managers who may not be highly skilled in providing feedback, they 
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fear upsetting their subordinates on whom they rely to get work done, and for the employees, they 

fear the potential consequences that may potentially arise from seeking or providing feedback such 

as jeopardizing their pay prospects and career advancements.  To counteract this negative impact 

of feedback, O’Leary and Pulakos (2011) argue that for performance management to be effective 

and provide the expected positive results, managers must prepare the groundwork by creating a 

culture for feedback in the organization.  It has been suggested that the primary differences 

between the traditional top-down performance appraisal systems which we held once a year versus 

performance management are the once or twice a year time intervals versus continuous, and the 

use of constructive feedback or coaching tips from other sources who interacts with the induvial 

other than his/her boss. (Latham et al, 2005).  

 

2.2.3 LINE MANAGER RELATIONSHIPS 

 

Positive perceptions of the performance management system by line managers and 

employees alike are crucial for it to be effective.  Unlike the traditional appraisal systems that were 

heavily HR led, a well-designed performance management system according to research by Den 

Hartog, Boselie and Paauwe (2004) will involve line managers directly or indirectly as it is the 

managers that will set attainable objectives, appraise the performance and give meaningful 

ongoing feedback and coaching to the employees.  Mcguire, Stoner and Mylona (2008) 

acknowledges that in modern organizations, an increasing number of line managers are being 

tasked with people development and other management activities that were previously assigned to 

HR departments.   
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This devolvement of responsibility is often the result of necessity over choice as line 

managers tend to spend more time alongside their subordinates and therefore it can be argued that 

their reactions will be more immediate and appropriate.  Therefore, trust is seen as an essential 

prerequisite for effective performance development and coaching as trusting employees are more 

likely to be willing to follow the managers lead with confidence that they will be treated with 

fairness (Pulakos & O’Leary, 2011).  Pulakos (2009, p 3-6) highlights further reasons that limit 

the success of Performance Management processes citing the fact that too often the whole exercise 

of performance management is negatively viewed by the very people (line-manager and 

employees) at the center of its implementation as a “paper drill” or a box ticking exercise imposed 

by Human Resources that need to be submitted on the due dates to be filed and never to see sunlight 

again.  To quote the author, “… a necessary evil that warrants the minimum investment of 

time”.  This kind of viewpoint is often a byproduct of poorly executed performance management 

systems that include over engineered performance management processes resulting in line 

managers resenting the process which then manifest itself by periodic performance management 

activity spurts that increases closer to due dates but then fizzle off to little or no activity in 

between.   

 

These poor attitudes give birth to unproductive “tick the box” mentality that fails to address 

the main components i.e. - behavioral and relationship drivers of effective performance.  These 

attitudes and viewpoints fail to motivate the employees and as a byproduct also create an extreme 

dissatisfaction with performance management systems among the employees (Pulakos et al., 

2015).   
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It has also been observed and noted by Buchner (2007) that although performance 

management should be about the performer, because of its heavy reliance on stringent performance 

management systems both in literature and in practice, it can often be conducted as a top down 

approach and therefore become negatively viewed by most employees and line managers who see 

no value to it but as something that is forced upon them by Human Resource Departments and 

senior managers.  The evolving nature of work and generational demands gives way to new 

industry trends in business management and human resource management.  Some experts have 

cautioned against adopting unproven strategies warning that there is no empirical evidence that 

these new industry trends work while advising HR professionals to adhere to sound psychological 

principles that inform effective appraisal systems (Rotolo et al., 2018).   

 

However, the important role of line managers in the implementation of human resource 

management practices in modern organizations cannot be overlooked.  For example, Fu (2012) 

highlights the role of line managers in informing employees about organizational practices while 

making sure that these are understood, the execution of top management decisions while still 

making sure that everyone is cared for by providing performance feedback.  According to Fu, 

(2019) line managers must seek the opportunity to provide employees with recognition or reward 

when they perform their work well and when they have improved their work efficiency.  Research 

by Delaney and Royal (2017) highlight coaching as a tool to increase intrinsic motivation and as 

a result, increase engagement.  Their study found that the extent to which the employees personally 

feel motivated to perform tasks better than the bare minimum required is a top predictor of overall 
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engagement, however it must be followed by the extent to which the company motivates 

employees to do more than is required of them. 

 

However, as the purpose of Performance management is to help the organization achieve 

its goals, it should not be viewed as something that is sorely the responsibility of senior 

management and HR Departments, nor line managers alone but as a responsibility of everyone in 

the organization.  Some authors have also suggested that effective Performance Management 

results from peoples successful and unsuccessful everyday interactions in which all the parties 

have joint responsibilities (Pulakos et al., 2015, p54).  Therefore, it is essential that employees are 

allowed to have some amount of autonomy over their work.  This reasoning calls for frequent and 

open communication between employees and their direct managers.  Research on service-sector 

organizations in the United Kingdom by Alfes et al. (2013) found that perceived line manager 

behavior is linked with employee engagement.  Their findings highlight the significance of the line 

manager – employee relationship link in determining employee outcomes and the mediating role 

played by employee engagement.     

 

The far-reaching benefits that can be achieved from a well architected performance 

management system are well illustrated in the literature.  Aguinis (2014, p7) lists the following as 

just some of the benefits that can be reaped from effective performance management,      
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 Employees become more competent.  

 Employee misconduct is minimized, thereby protecting from lawsuits.  

 There is better and timely understanding of good and poor performers.  

 Supervisors’ views of performance are communicated more clearly.  

 Organizational change is facilitated.  

 Motivation, commitment, and intentions to stay in the organization are enhanced.  

 Voice behavior is encouraged. 

 Employee engagement is enhanced.  

 

2.3 EMPLOYEE ENGAGEMENT   

   

The construct of engagement is a complex and multidimensional one.  Robinson, Perryman 

and Hayday (2004) defines an engaged employee as someone that holds a positive attitude towards 

the organization and its values.  An engaged person is therefore aware   of   business   context 

and   works   with   their colleagues to improve performance within the job for the benefit of the 

organization.  However it is important to distinguish between Engagement and its closely related 

constructs of job satisfaction, involvement and commitment (Maslach, Schaufeli & Leiter, 2001).  

Nearly thirty years ago now, one of the earlier pioneers in the study of engagement, Kahn (1990) 

defined Engagement as a the harnessing on the organizations members’ selves to their work roles 

and  identified three ways that engaged people express themselves during performance, that is: 

physically, cognitively and emotionally (Kahn, 1990).  This concept of engagement is the measure 
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of an employee’s emotional and intellectual commitment to their organization and its success 

based on the premise that individuals possess the power to make real choices about how much of 

their personal selves and abilities they would be willing to reveal and express in carrying out their 

work.    

   

According to Kahn (1990) to be engaged, individuals need to be psychologically and 

physically present in role performance.  The author proposed three psychological conditions as 

antecedents to personal engagement. These are psychological meaningfulness (how meaningful it 

is for a person to bring themselves to perform a role), psychological safety (how safe it is to 

perform without the feat of any damage to oneself or career) and psychological availability (how 

available is one to bring themselves psychologically, emotionally and physically to perform a 

role).  While there has not been many studies to test out Kahn’s theory, an empirical study by May, 

Gilson and Harter (2004) did find that meaningfulness, safety, and availability were significantly 

related to engagement, and these three factors include a physical component, an emotional 

component, and a cognitive component.  

 

  However, the depth of conceptualization and understanding about how to improve 

engagement levels is still evolving and so are the definitions of the construct.  Gallup whose 

extensive twenty-five-year research data collected from over a million employees provided the 

foundations for coining the term employee engagement defines engaged employees as those who 

are “involved in, enthusiastic about and committed to their work and workplace” (Gallup, 2017, 
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p41).  Harter, Schmidt and Hayes (2002) defined the construct of engagement as “the individual’s 

involvement and satisfaction with as well as enthusiasm for work” and they concluded from their 

study that the subject of employee satisfaction and engagement are positively related to meaningful 

business outcomes in organizations and that correlations are generally observed across companies.  

Hutchinson (2013:99) points to the following requirements as necessary for a performance 

management system to be effective, it must be or at least perceived to be valid, reliable, fair and 

practical.     

 

2.3.1 ANTECEDENTS OF ENGAGEMENT  

There is little empirical research in the literature on the main drivers that predict employee 

engagement.  Communication is however one of the key factors for organizational 

effectiveness.  The role of feedback has already been discussed in this paper and it has been 

suggested that for feedback to be effective, it has to be a two way process where employees feel 

able and are encouraged to share their concerns with their managers about issues that affect them 

at work.  Employee voice is defined by McCabe and Lewin (1992) as a construct consisting of two 

dimensions.  The first being the expression of complaints or grievances in a work context by 

employees to management and the second, being the participation of employees in the decision-

making processes of the organization.    

 

Employees have a voice when they are able and willing to put forth effort into 

communicating suggestions, their opinions, concerns, and their ideas to be used in making 
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decisions and improvements. Employee voice is seen as a key ingredient in the development of 

organizational commitment and other positive outcomes (Wilkinson et al, 2004).  Rees, Alfes and 

Gatenby (2013) claim that employee voice is significantly related to engagement.  This was also 

echoed by Ruck, Welch and Menara (2017) in their study on Employee voice.  Through a survey 

questionnaire to more than two thousand participants, the authors investigated the association 

between employee voice, the receptiveness of managers to voice and organizational engagement 

and found strong positive relationships.  Autonomy, decentralization and involvement in 

management decisions involving employees enhance the attitudes of the employees towards the 

organizations and therefore increases engagement and thereby improve performance. 

    

Miles and Mangold (2014) highlights the importance of having a proper channel for 

employees to voice their feelings within the organization.   The authors argue that if employees 

feel that their views will be heard and acted upon, they are more likely to share their views through 

the organization’s voice mechanisms helping managers to capture feedback however, the 

alternative in this technology era of social media platforms like Facebook, Twitter and LinkedIn 

is that workers can potentially share views that may be undesirable and even outright damaging to 

the organization.  Not to be overlooked is the positive perceptions of Rewards and recognition.  

Kahn (1990) reported that people vary in their levels of engagement as a function of their 

perceptions of the benefits they receive from engaging in a role.   

 



44 

 

Research by Hoole and Hotz (2016) highlights the pitfalls of many organizations in 

implementing reward systems that are one size fits all and ignore the varying locus for motivation.  

The authors maintain that a better understanding of which rewards preferred by workers will lead 

to better informed and customized reward strategies, which, in turn, will lead to improved 

engagement.  Their study on the relationship between total rewards and engagement found albeit 

minimal, a significant correlation between total rewards and work engagement which implies that 

total rewards are important motivators for employees in the workplace.  The perceptions of 

performance and career management  was found to have the highest correlations with work 

engagement which suggest that while pay and rewards are important, the employees valued 

performance and career management more.  

 

In a separate study, although it was based on the views of reward professionals and not the 

employees, research by Scott, McMullen and Royal (2011) reaffirmed that reward fairness is 

important to employees.  They also found that management communications of reward systems 

were very important for creating perceptions of reward fairness and equity, alternatively 

communicating reward issues poorly could erode reward perceptions.  Scott, McMullen and Royal 

(2011) found that employee perceptions of fairness and equity have a strong influence on their 

engagement, commitment and tenure in organizations. 
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2.3.2 OUTCOMES OF ENGAGEMENT  

  

Research by Gallup has led them to the conclusion that workgroups with high levels of 

employee engagement experience are likely to experience up to 22% higher profitability and 21% 

higher productivity compared with those who possess low levels of engagement.  Other benefits 

are that engagement workgroups experience 65% lower turnover and 10% higher customer ratings 

than workgroups with low engagement (Mann and Darby, 2014).  Empirical research suggests that 

employee engagement is responsible for several positive individual and organizational 

outcomes.  The positive impact of employee engagement on organizational performance has been 

widely accepted by academics and practitioners for quite a few years now. (Saks and Gruman, 

2014; Ahlowalia, Tiwary and Jha, 2014; Albrecht et al., 2015).  For example, it has been suggested 

that engaged employees manifest themselves through qualities such as organizational commitment 

and dedication, advocacy, discretionary effort, using talents to the fullest and being supportive of 

the organization’s goals and values (Robertson-Smith and Markwick, 2009).    

 

Harter, Schmidt and Hayes (2002) suggested that engaged employees possess a sense of 

attachment towards their organizations, and they are prepared to invest themselves not only in their 

role, but in the organization as a whole leading to improved individual performance and ultimately, 

higher team performance.  It is therefore reasonable to conclude that engaged employees share 

feelings of strong emotional bond to their employer and would be prepared to recommend their 

employer to their friends, relatives and others as a great place to work.   These employees are an 
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asset to the organization as they are willing to commit time and effort to help the organization 

succeed in its objectives.   Research by Robinson, Perryman and Hayday (2004) links the 

employee’s perceptions of the working environment, being valued and involved to increased 

engagement and suggests that high levels of work engagement is linked with higher intentions to 

stay with the employer leading to lower numbers of voluntary turnover.  This reasoning was 

supported by Richman et al (2008) who found evidence that employee’s positive perceptions of 

organizational policies were likely to enhance employee engagement, which may in turn lead to 

desire to stay longer in a job.    

 

2.3.3 THE DISENGAGEMENT CHALLENGE 

 

Not everyone is engaged.  Despite the evidence suggesting that having engaged employees 

result in greater profitability, shareholder returns, productivity and customer satisfaction, many 

companies are struggling to keep their workers engaged.  For example, it has been reported by 

Richman (2006), Pech and Slade (2006) and Gallup (2017) that employee engagement is on the 

decline and there is a deepening disengagement among employees today.  Burnout is another 

construct that emerges from the literature as the opposite of engagement.  Burnout can occur as a 

result of prolonged response to chronic emotional and interpersonal stressors on the job, and is 

defined by the three dimensions of exhaustion, cynicism, and inefficacy and is often negatively 

linked to such concepts as job satisfaction, organizational commitment, and turnover (Maslach, 

Schaufeli & Leiter, 2001).   
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In its 2017 State of the Global Workplace report, Gallup (2017) also found that when it 

comes to engagement, just 10 per cent of Western European workers were generally engaged, 

compared to 33 per cent of those in the US, while globally, 85 per cent of workers are either not 

engaged or disengaged.  Gallup (2017) makes a differentiation between the not engaged and the 

actively disengaged workers.  They define the not engaged employees as those that have no 

psychological attachment to their work and organization.  According to Pech and Slade, (2006) 

these workers have mentally quit but choose to stay on drawing salaries and benefits which their 

energy is no longer available to the organization.  They put in the time while reserving energy and 

lack passion for their work.  On the other hand, actively disengaged workers go beyond just being 

unhappy at work but are resentful and act out their unhappiness by undermining what is achieved 

by the group.  These workers can be summed up as indifferent and sleepwalking through their 

workday without any regard for their performance or their organization’s performance. 

 

Meanwhile, Cartwright and Holmes (2006) suggests that even worse than actively 

disengaged employees, employee cynicism is on the rise and calls out the changing nature of work 

and organizational behaviour as factors that engender a rise in employee cynicism and mistrust 

within organizations.  According to Dean, Brandes and Dharwadkar (1998), Employee cynicism 

is a “negative attitude toward the organization, comprising certain types of belief, affect, and 

behavioral tendencies.”  This state is characterized by negative attitudes of frustration, 

disillusionment, and even a feeling of contempt and distrust towards a business organization, its 

executives, management and even colleagues Cartwright and Holmes (2006).     
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2.3.4 THE ROLE OF SENIOR MANAGEMENT  

 

Senior managers hold a significant role in setting the tone in the organization.  The way in 

which they are perceived to treat employees as valuable resources that are worthy of investment 

or as expendable factors of production determines negatively or positively the levels of job 

satisfaction, organizational commitment, citizenship behavior, performance and even levels of 

turnover (Frenkel, Sanders & Bednall, 2012). 

 

Trust in leadership is said to be a vital piece of an effective performance management 

puzzle (Albrecht & Travaglione, 2003).  Managers who have the trust of their employees will be 

able to obtain the much needed discretionary effort of employees which is not inscribed on any 

contract but can sorely be given at the discretion of the employee (Sharkie, 2009). This trust in 

leadership facilitates cooperative behavior, the development of communication networks and 

increases the willingness of employees to voluntarily share their knowledge with others for the 

benefit of the organization.  Sharkie (2009) suggested that the choice to engage in discretionary 

extra role behavior by the employees is strongly dependent on the employee assessments and 

perception of the level of support given to them by management.    

 

Not to be overlooked is employee empowerment.  Research shows that today’s employees 

want to work for senior managers who engage in activities that empower the employees.  For 

example, Bresman (2015) refers to a recent study conducted in multiple countries investigating the 
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millennials generation where it was found that respondents from various continents said they 

wanted managers who empower their employees.  By instilling a culture of openness and sharing 

information, it shows Millennials their value within an organization—which can lead to better 

overall work engagement.  

 

Sanchez (2007) suggested the use of frequent surveys by management and maintains that 

when done right, employee surveys have the potential to enhance organizational communication, 

measure employee views on various work-related topics, and both measure and improve employee 

engagement.  This research concurs with Brumback (2011) who maintains that empowered people 

will invariably outperform commanded and controlled people which is why performance 

management is optimized in flat organizations as opposed to those with a strong hierarchy.  It is 

for this reason that companies need to focus on practices that enable their employees to take 

responsibility for managing their own performance.  This would involve linking business strategies 

with people strategies and placing the employees at the center of management decisions. 
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2.4 EMPLOYEE TURNOVER AND RETENTION 

 

It is no surprise that organizations that succeed in holding on to their best people tend to 

perform well.  Employee retention is associated with positive organizational outcomes (Kyndt et 

al., 2009).  Employee retention refers to a phenomenon where employees voluntarily choose to 

stay with their current organization and not to actively seek other job opportunities elsewhere.  It 

is viewed by some researchers as the opposite of turnover, where employees leave the company 

for a variety of reasons.  Staff turnover, or the rate at which employees choose to disassociate 

themselves from the organization on the other hand is often associated with a number of significant 

negative impacts on the businesses including damaging workplace morale, deterioration of 

services and negatively impacting business profitability (Abbasi & Hollman, 2000).  

   

However, even in the most well managed organizations, staff turnover cannot be entirely 

eradicated as the term includes both voluntary and involuntary turnover of employees.  After all, 

it has been previously reported in the literature that not all employee turnover needs to be viewed 

as negative as sometimes employee and employer separations can involve individuals that the 

organization would prefer not to retain also known as involuntary turnover. Therefore, it is 

important to differentiate between functional and dysfunctional nature of staff turnover (Abelson 

& Baysinger, 1984).  Functional turnover can also be good for an organization in introducing fresh 

thinking and new ideas.  However, when it comes to voluntary dysfunctional staff turnover 

especially in sales organizations, cost is a salient issue for managers as over time, organizations 

invest substantial resources in their employees.    
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To evaluate the cost of employee turnover to the company, both the associated tangible and 

intangible costs must be considered (Ott, Tolentino & Michailova, 2018).  For example, With 

every salesman leaving an organization, the tangible costs include,  the cost of lost sales while the 

territory remain vacant during the role advertisement stages, then there is the costs of recruiting, 

screening, interviewing and testing applicants to make sure that they are the right fit for the 

role.  The intangible costs are incurred during the orientation and training stages after recruitment 

as the candidate may not necessary be as productive in the first couple of months of their 

employment as his predecessor.   Further, the intangible costs of remedying the errors often made 

by new hires in the form of processing credit notes and time spent by Line managers coaching, 

training and developing new salespersons must be taken into account (Noble, 2008).   According 

to Agovino, (2018) the cost of one employee who leaves a company can be as high as a third of 

their annual salary.  Therefore, the retention of employees can yield twofold positive outcomes on 

profitability. Firstly, it saves the employer significant amounts of money on replacement fees and 

Secondly, even when an employee has been replaced, it can take the new employee a considerable 

period of time to adjust to a new role and start being productive. The impact of this on profitability 

is especially evident in sales, where it can take years for a new employee to generate the same 

amount of revenue as an established one (Darmon, 2008).  

    

While for many industries excessive employee turnover can be harmful to organizational 

performance, research shows that this threat can be considerably higher when it comes to the 

turnover of salespeople given the explicit and implicit nature of the costs associated with their 
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turnover levels and the replacements of the leavers (Sager, Varadarajan & Futrell, 1988) (Boles et 

al., 2012).  Hence the subjects of employee turnover and employee retention and their effects on 

organizational performance has long been the interest of many studies by researchers and 

practitioners alike.  For example, even from as far back as the early 1980’s, Futrell and 

Parasuraman (1984) described turnover as a sleeping giant, inconspicuously swallowing a 

significant portion of the productivity and profits of many organizations.     

  

During their investigation of the problem of salesforce turnover, Johnston et al.,  (1987) 

tested the relationship between organizational commitment, the major facets of job satisfaction, 

i.e. pay, promotion, work designs, supervisor relationships and co-workers relationships) 

and  turnover  among  new  salespeople  and  came to the conclusion that significant  differences 

existed in organizational  commitment  between  the individual employees who stayed in their jobs 

and those that left.  When employees are committed or engaged to the organization, they tend to 

want to remain with the organization.  While admitting to the challenge caused by the 

heterogeneous nature of the problem of salesforce turnover, Darmon (2008) argues that it is a 

management issue and that managerial decisions have a direct or indirect effect on salesforce 

turnover.  They advise that the sales force turn-over issue should be addressed long before 

salespeople decide to quit the company with the goal of retention.  This is however easier said than 

in practice.  Today’s managers continue to face increased challenges as the demand for skilled 

worker services increases while the supply of employees with the requisite skills continues to 

lag.     
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Herzberg (2003) proposed a two-factor theory also known as the motivator-hygiene theory 

which identified several motivators associated with employees developing and which are essential 

for maintaining high levels of job satisfaction.  Among the hygiene factors are salaries and 

benefits, job security, the quality of supervision and positive inter-personal relationships.  While 

these are important, according to (Herzberg, 2003), the motivating factors that result in high 

motivation are sense of personal achievement and advancement, recognition, growth, 

responsibility, and the opportunity for challenging work.  Therefore, managers must do more than 

just manage the performance of the employees to avoid employee dissatisfaction, however they 

must guarantee the adequacy of hygiene factors together with the motivators by making sure that 

the work is stimulating and rewarding so that the employees are motivated to work and perform 

harder and better.  Herzberg found that when a combination of these factors are implemented well, 

job satisfaction is increased, and dissatisfaction becomes avoidable.    

    

  Recent research work by Pandita and Ray (2018) concluded that one of the most effective 

tools to ensure that employees stay engaged and committed to their work and the organization in 

the long run is through effective talent management.  Effective talent management practices lead 

to increased employee engagement levels and thereby influence the decision of the employees to 

stay in the organization.  The authors argue that while the decision to stay or leave is influenced 

by employee’s own emotions, it can be positively affected by the actions undertaken by the 

organization.  Therefore, the increased levels of engagement will foster relationships between the 

employer and the employee that prompt an intent to stay with the company due to the overarching 

sense of connectedness. Ott et al., (2018) concurs with this thinking and they identified four main 
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strategies to improve talent retention. The authors suggest providing applicable and dynamic 

training opportunities, an engaging environment, opportunities for career development and a solid 

organizational culture with strong values.   

 

2.5 LITERATURE REVIEW CONCLUSION 

 

It is clear to see from the literature above that when done well, performance management 

not only has the ability to improve the performance of individuals in an organization but to benefit 

the whole organization through the achievement of strategic goals and objectives.  It has also 

become clear that performance management practices such as clear goal setting, feedback and 

continuous on the job training and development has the potential to create engaged employees, 

causing them to give more of themselves for the employer.    

   

Previous research suggests that engaged employees are much more likely to stay with their 

employer as they feel a sense of commitment to the organization and therefore will lead to a higher 

talent retention.  All that being said, managers in organizations need not to forget that performance 

management is all about the employees.  Therefore, the effectiveness of any well-constructed 

system with only be determined by how it is perceived by the workers.  According to Luthra and 

Jain (2012), the main point for managers to remember is that if employees lack faith in the system, 

it will not achieve its intended purpose.  This includes even in well-built systems that appear to 
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have in them all the right elements designed to encourage employees to perform better (i.e. 

communication, coaching, development, and recognition).   

 

Positive perceptions of accuracy and fairness of performance management systems are just 

some of the strong drivers of engagement among employees while on the contrary, negative 

perceptions may lead employees to doubt whether a performance management system is capable 

of actually identifying superior performance and raise questions as to whether is it able to 

effectively reward good performance. These negative emotions, if not addressed ultimately may 

lead to disengaged employees and increases the risk of turnover.   

 

Although processes are essential for the uniformity of a performance management system, 

managers must keep in mind that emotions play an equally important role in managing employee 

perceptions of those systems (Luthra & Jain, 2012).  In the end, according to Gallup, the 

philosophical battle between performance and engagement is a meaningless one.  Successful 

managers understand that these two constructs are not mutually exclusive but are rather mutually 

dependent variables.  Gallup assert that teams will never reach their optimum potential until the 

managers realize the importance of being both performance-oriented and engagement focused 

(Mann & Darby, 2014).
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3 METHODS   

3.1 INTRODUCTION   

 

Research Methodology refers to a step by step strategy which describes how research was 

conducted.  It outlines the science of how research was systematically conducted.  The 

methodology of the research forms an integral part the research by ensuring the consistency 

between the tools, techniques and underlying philosophies used.  The purpose of this research was 

to investigate the perceptions of performance management practices among company X 

employees’ and to evaluate their impact on employee engagement within the company and how 

these two impacts on employee intentions to remain or leave the organization.   

   

Selecting the appropriate methodology was essential in making sure that adequate, 

appropriate and relevant information is collected in order to be able to answer the research question 

effectively.  In this chapter, there researcher outlines the research question and 

objectives.  Although various methodologies are available, the author will present and justify the 

most appropriate choice made for this study using Saunders, Lewis and Thornhills (2016) Research 

Onion framework.  This framework helps to explain the rationale of methodological choices into 

onion-like layers that categorize each of the sections from the most outer philosophy, approach to 

theory development, strategies, time horizons and eventually, the techniques and procedures used 

in data collection and analysis at the core of the onion Saunders, Lewis and Thornhills (2016).    
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Research Philosophy and Approaches to Theory Development 

 

Fig 2. Research Onion Diagram (Saunders, Lewis and Thornhills (2016) 

 

3.1.1 RESEARCH QUESTION  

 

Company X has suffered a great loss of employees through voluntary turnover over the 

previous years.  Based on Secondary research though literature, both academic and practitioner 

literature suggests that the key to employee retention is by building loyalty through employee 

engagement and positive perceptions of performance management is suggested as a tool to build 

engagement.  Therefore, the aim of the study is to investigate how the perceptions of performance 
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management practices amongst the employees of Company X impact their levels of engagement 

and their intentions of staying or leaving the company.  

 

The study will address the answers to the research question: 

“Do the sales force perceptions of performance management practices have an effect on their 

engagement and impact on their intentions to stay or leave Company X?”  

 

3.1.2 RESEARCH OBJECTIVES 

 

1. To gain an understanding into Company X sales force perceptions of performance management 

practices.  

2. To investigate Company X sales force perceptions of their relationships with their line 

managers.  

3. To evaluate Company X sales force attitudes towards Company X senior management.  

4. To gain an understanding into the levels of employee engagement among the sales force of 

Company X. 
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3.1.3 RESEARCH HYPOTHESES 

 

H1   Perceptions of performance management practices are positively related to engagement 

among Company X sales force.  

H0   Perceptions of performance management practices are not positively related to engagement 

among Company X sales force. 

H2   Perceptions of senior management are positively related to engagement among 

Company X sales force.  

H0   Perceptions of senior management are not positively related to engagement among Company 

X sales force.  

H3    Employee engagement is positively related to employee retention.  

H0    Employee engagement is not positively related to employee retention. 

 

3.1.4 VARIABLES 

 

The independent variables are perceptions of performance management and perceptions of senior 

management.  Employee engagement is the intervening variable and the dependent variable is 

employee retention  
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3.2 RESEARCH PHILOSOPHY  

   

Business research is characterized by five major philosophies as outlined by Saunders, 

Lewis and Thornhills (2016).  None of these should be viewed as better than the other however, 

each researcher must be guided by his/her examination of one's own beliefs, judgments and 

practices during the research process and how these may have an influence providing answers to 

the research question.  Given the explanatory nature of the research, the study will follow a 

deductive approach as it seeks to test out theories from academic literature.  Therefore, having 

considered all the available research philosophies the researcher adopted a research philosophy of 

Pragmatism to guide the Epistemological orientation of the research based on assumption that 

within the research it is possible to adapt both positivist and interpretivist positions whichever 

works best for particular research question realizing that there may be more than one way to 

interpret events and undertake research (Ragab & Arisha, 2017).   

 

The researcher believes that either or both observable phenomena and the subjective 

meanings will be able to provide acceptable knowledge to answer the research question.  For 

pragmatists, research is carried out with the aims of contributing practical solutions that inform 

future practices on a problem that has been identified.  According to Elkjaer and Simpson, (2011) 

a pragmatics researcher’s values are the core drivers of the reflexive process of inquiry and are 

initiated by a sense of doubt and that something isn’t right and rests when it has been resolved.   
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This philosophy will allow for collection of the most relevant, reliable, credible and well-

founded data through that will advance the research and answer the hypotheses.  The study will be 

concerned with understanding the perceptions of a large group of employees over a twelve weeks 

period and hence the adoption of a quantitative method for the research.     

 

3.3 RESEARCH APPROACH    

 

The research approach is concerned with the theory development from which the research 

originates.  In business research three approaches are possible, i.e. deduction, induction and 

abduction.  When research is informed by previous theory, it can be described as deductive 

(Rowley, 2014).  A deductive approach can provide meanings and explanations by the means of 

testing out hypotheses, which can be derived from the propositions of the theory based on academic 

literature or practice.  A deductive approach is concerned with deduction of conclusions based on 

premises or propositions. This approach explores a known theory and tests if that theory is valid 

in the given particular circumstances by following the steps below as outlined by Bryman and Bell 

(2007).  

 

 

 



62 

 

The Process of deduction 

 

Fig 3 (Bryman and Bell, 2007; p11) 

 

 

Therefore for this research, the secondary research through a review of the literature has 

led the researcher to the conclusion that in one of the reasons why employees leave organizations 

is a lack of employee engagement which is often caused by a dissatisfaction with elements of 

performance management.  This research will search for relationships between employee 

perceptions and the levels of engagement and the desire to leave or remain in the Company X.  The 

collected quantitative data will either support or disagree with these existing theories.    
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3.4 METHODOLOGICAL CHOICE    

 

As part of the research design process, the third of the six onion like layers that must be 

peeled in a sense by the researcher is the choice of methodologies to be employed in answering 

the research question.  The main methodological choice is whether to follow a quantitative, 

qualitative or a combination of the two known as mixed methods design.  Quantitative research 

can be construed as a research strategy that emphasizes quantification in the collection and analysis 

of data often through survey questionnaires while on the contrary, qualitative research can be 

explained as a research strategy that usually emphasizes spoken words via interviews over the 

quantification in the collection and analysis of the data (Williams, 2011).  The table below shows 

the three main differences between quantitative and qualitative research in terms of the three areas 

that impact on this research. 

 

Differences between quantitative and qualitative research strategies 

 Quantitative Qualitative 

Principal orientation to the role of 

theory in relation to research 
Deductive; testing of theory Inductive; generation of theory 

Epistemological orientation 
Natural Science model, in 

particular positivism 
Interpretivism 

Ontological orientation Objectivism Constructionism 

Fig 4 adapted from (Bryman and Bell, 2007) Page 28 
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In order to answer the research question stated above, the researcher guided by previous 

research has developed a theory that a lack of engagement caused by poor perceptions of 

performance management has led to high levels of turnover intentions.   Due to the deductive 

approach orientation where the focus is on using data to test a theory by measuring the perceptions 

of the salesforce, the researcher has opted to use a mono method quantitative study which will 

involve a single data collection technique via a self-completed web questionnaire 

survey.  According to Williams, (2011) quantitative  research  is best used in  response  to  

relational  questions  of  variables  within  the  research where the research itself remains 

independent of the researcher and data collected is used to objectively measure reality and create 

meaning through objectivity.  

   

3.5 RESEARCH STRATEGY  

   

As outlined earlier, the researcher intends to follow a quantitative research 

methodology.  According to Saunders, Lewis and Thornhill (2016), this research methodology is 

mainly associated with experimental and survey research strategies.  Given the deductive nature 

of the study, the researcher has chosen a survey strategy.  The data collected from participants 

through this method is largely structured and standardized and therefore will allow collection of 

data from a large population in a highly economical way.  It will also allow for quantitative 

analyses through descriptive and inferential statistics using SPSS Software.  Saunders, Lewis and 

Thornhill (2016) suggests that using a survey strategy gives the researcher more control over the 
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research process and  data collected in this way can be used to suggest possible reasons for certain 

relationships between variables and to produce models of these relationships.   

   

3.6 PARTICIPANTS  

   

The intended participants of this study were all the field sales representative of Company 

X at the time of the study.  According to the figures provided by the HR department of the 

company, Company X had 86 direct sales representatives covering territories in both the Republic 

of Ireland and Northern Ireland.  Saunders, Lewis and Thornhill (2016, p274) defines a population 

as a full set of cases from which samples could be taken.  The researcher has made a 

methodological choice to conduct a census of the population as it is deemed of manageable size, 

accessible and is likely to provide perceptions that can be generalized to the whole 

salesforce.  Therefore, the research consisted of a census of 86 cases representing the complete 

salesforce population.  The cases were 100% males and no females.  All cases were field sales 

representatives of Company X at the time of the study.  
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3.7 TIME HORIZON  

   

Given the time allocated for the research, a cross-sectional study design was viewed as 

more appropriate and adopted for this research over longitudinal design.  The available timeframe 

to conduct and complete the research was over a period of twelve weeks (See Appendix F).  With 

these time constraints in mind, the researcher chose to conduct the study as a snapshot taken at a 

particular time which involves looking at data from a population at one specific point in 

time.  While the adoption of a cross sectional study design may be limited in that it may it may not 

provide definite information about cause and effect relationships, the benefits of this is that it 

makes it possible for researchers to compare many different variables at the same time and at 

minimal costs (Gray, 2014).  This cross-sectional study may provide the start in first establishing 

whether there are links or associations between the variables explored and perhaps provide a bases 

for future longitudinal research which may be set up to study cause and effect amongst the 

variables.  

   

3.8 MATERIALS   

   

At the center of the research onion is the choice of data collection methods.  As this 

research is largely informed by previous theory it can be described as deductive.  After a thorough 
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evaluation of all possible data collection methods, given the need for the researcher to collect data 

and get responses from a large number of people, a survey questionnaire was chosen as an 

appropriate data collection tool.  A questionnaire is defined by Malhotra (2006) as a formalized 

set of questions for obtaining information from respondents.  According to Rowley (2014), this 

method is also mostly used in conducting quantitative research, where the researcher is seeking to 

evaluate the frequency of occurrence in opinions, attitudes, experiences, behaviors or 

predictions.  With the research question and objectives in mind, the resources available and with 

guidance from Saunders, Lewis and Thornhill (2016), the researcher chose an internet (Web-

based) questionnaire which was distributed via the company email addresses of all participants.  

 

Questionnaire design Process 

 

Fig 6 Saunders, Lewis and Thornhill (2016, p440),  
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A Likert Scale type questionnaire was chosen for the research.  This was to take advantage 

of the several advantages provided by this method.  The Likert scale has several advantages. It is 

easy for the researcher to construct and administer this scale and it is easy for the respondent to 

understand and therefore considered suitable for several quantitative data collection methods 

(Malhotra, 2006).  A self-completed questionnaire with 40 items adapted from various literature 

was designed with the intention to distribute to all members of the direct salesforce of Company 

X.  The design process followed was Malhotra’s Questionnaire design process (See Appendix A) 

(Malhotra, Nunan & Birks, 2017, p378) together with a questionnaire checklist (See appendix 

B).    

 

The data collection instrument was tested using 10 cases from various organizations and 

was sent by email with a response rate of 100 Percent.  The advice from the testing participants 

was that the 40 questions felt too long to fill in and so the researcher chose to reduce the complete 

questionnaire to 30 essential items (See Appendix E).  Other amendments were made to the 

original according to observations and recommendations from the pilot group which included 

among others the correction of some spelling mistakes and phrases.  The final draft was approved 

by the research supervisor prior to be sent to the study recipients.  
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3.9 PROCEDURE  

   

The research took place over a twelve weeks period over which an extensive review of the 

literature was carried out.  Based on the secondary academic and practitioner literature, a research 

question and hypotheses were formed.  Data collection instruments were designed and 

administered.  Malhotra, Nunan and Birks (2017) cites the refusals caused by the inability or 

unwillingness of potential participates as a major cause of lower response rates which result 

increased potential for nonresponse bias and therefore advice researchers to always attempt to 

lower refusal rates.  The authors argue that researchers can improve the response rates by offering 

the potential participants prior notification, incentives, good questionnaire design and 

administration, follow-up and other facilitators.    

   

To boost the response rates, the researcher sent all the intended participants prior 

notification in a form of an emailed letter requesting their voluntary participation a week before 

the commencement of the study and informed them of the purpose of the study and their rights to 

refuse or decline to participate without the need to explain should they wish to do so in line with 

the DBS ethical guidelines (See Appendix C).  A survey questionnaire was designed and emailed 

to their company email addresses using a survey monkey link.  While no incentives were offered 

to the participants, other methods were fully utilized such as follow up emails sent a week apart 

(See Appendix D) and reminder telephone calls to as many individuals as possible.  
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3.10 ETHICS  

 

Any research that is performed with the involvement of human elements involves ethical 

considerations.  Gray (2020, p83) highlight four main principles that must be adhered to by the 

research namely that – it must avoid harm to participants, insure informed consent to participants 

and the organizations they work for, respect the privacy of the participants and avoid the use of 

deception.  Some important ethical concerns that were taken into account when carrying out the 

qualitative part of the research were to respect the privacy and anonymity of the participants and 

the confidentiality of the information they provide.   

 

Participants have been assured of the confidentiality of the data collected and that no 

personal identifying information will be collected during the research.  Further, the researcher is 

also aware of the need to obtain consent from all participant and therefore, prior to the study, all 

participants were notified of their rights to choose to partake or not to partake in the study without 

having to provide an explanation.  All collected data and any data analysis performed on the data 

will be used for the purpose of the dissertation and related presentations,  and all data collection 

for the purpose of this research will be executed in full compliance with the DBS Ethical 

Guidelines for Research with Human Participants.   
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3.11 DATA ANALYSIS  

 

Since the research is conducted on the survey monkey platform, the data will be 

automatically entered and saved on the platform at the time of collection.  However, in its raw 

form, quantitative data provides very limited meaning and therefore must be edited, processed and 

analyzed to help in answering the research question (Saunders, Lewis & Thornhill, 2016; 

p496).  The collected data was analyzed using Survey monkey platform.  However, due to the 

imitations of the survey monkey package that was subscribed, the data was uploaded into SPSS 

and excel for further analyses.   

 

All survey responses required coding and therefore, the questions were separated into 

‘closed’ and ‘open’ questions so that different processes of coding and analysis could be carried 

out.  In the case of ‘closed’ questions, coding simply involved assigning a numerical value to each 

response (e.g. “Strongly Disagree” = 1, “Strongly Agree” = 5) since the range of available response 

options were already known from the Likert type items.  The researcher reverse coded the items 

deemed negatively worded which allowed for more effective data entry and analysis. Coding of 

‘open’ questions involved drawing creating a coding frame into which answers were 

allocated.  This was followed by descriptive analyses of the data through SPSS and excel.



72 

 

4 RESULTS  

4.1 INTRODUCTION 

 

The purpose of the study was to seek an answer to the research question: “Do the Salesforce 

perceptions of performance management practices have an effect on their engagement and impact 

on their intentions to stay or leave Company X?”  This chapter deals with the results from the 

survey questionnaire seeking answers to the research objectives and hypotheses outlined in 

Chapter 3 of this this document.  

 

  This chapter aims to present the findings of the quantitative data collected through a 

survey questionnaire to the direct sales employees of Company X.  The analysis of the variables 

will be covered under the headings of (i) Attitudes towards Performance Management Practices, 

(ii) Perceptions of Line Manager Relationships, (iii) perceptions of Senior Management and (iv) 

Employee engagement (v) Employee Retention.  The findings focus on the relationships between 

the major variables of interest, which is investigating the Salesforce perceptions of performance 

management practices, their attitudes towards line and senior management and how these affect 

their engagement and impact on their intentions to stay or leave Company X.  The findings chapter 

will be followed by a critical discussion of the findings and how they link to the existing literature 

and research in order to ascertain whether this primary data supports or contradicts the hypotheses 

based on existing literature information.  

 

As noted in the previous chapter, the research population comprised of 86 potential 

participants who were all direct sales representatives of Company X at the time of the study.  All 
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86 participants were Males as there were no females employed in the sales role at the time of the 

study.  The survey instrument was designed with a total of 30 items representing a mixture of 

questions, the first 28 of which were Likert type covering perceptions of performance management 

practices and employee engagement.  All 28 items allowed respondents to expand on their answers 

if they wished to do so.  The last two questions were open questions about what employees liked 

and disliked about working for the company.   

 

Given the nature of the events going on in the company at the time of the study as already 

discussed in the research limitations section of the document, the researcher was very careful to 

keep the request of any demographic information to a minimum so as to make sure that no 

personally identifying information was collected about any of the individuals.  Although, variables 

such as age may have produced deeper insights into whether engagement varies with age, the 

researcher chose not to request such information as it might have been deemed personally 

identifiable for some of the youngest employees and likewise the older ones causing them to 

potentially skip some questions.  Of the 86 survey invitations which were sent to the participants’ 

company email addresses, 69 respondents took part in the survey and answered all questions, 

therefore a return rate of 80 percent was achieved.   

 

When designing the survey instrument, four scales were developed from the 28 items to 

measure employee satisfaction with the following variables, performance management, line 

manager relationships, senior manager perception, and employee engagement.  The four scales 

were deemed suitable and reliable after the internal consistency of the each scale was tested using 
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the Cronbach’s Alpha method. The Cronbach alpha was higher than 0.70 for each scale which 

suggests reliability.  Results are shown below. 

 

Questionnaire Reliability Test Score  

Cronbach Alpha Cronbach alpha Based on 

Standardized Items 

Number of Items 

   

.0946 .948 28 

   

Table 1. 

 

 

Individual Construct Scales Cronbach Test Scores 

Construct Scales Cronbach Alpha 

Performance Management Practices .856 

Line Manager Relationships .914 

Senior Manager Perception .932 

Employee Engagement .948 

Table 2. 

 

The opening question on the questionnaire asked the respondents of the length of time they 

have served in the company.  A choice of 5 Likert style type choices were presented to the 

respondents allowing them to choose between less than one year, 1 year up to 5 years, 5 years to 9 
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years, 9 years to 13 years and over 13 years.  With this item, the researcher sought to gain an 

understanding whether as to whether the length of service with the company had any associations 

with the measured variables and to identify any correlations that might be observed.    The year 

brackets were chosen to provide as much insight as possible while still limiting the possibility of 

individuals being identified by their length of service to the company. The table below provides a 

detailed summary of the number of individuals in each length of service bracket. 

 

Survey Participants based on tenure 

Length of Tenure N of Participants Percentage  

less than 1 year 16 23 

1 year up to 5 years 20 29 

5 years up to 9 years 11 16 

9 years up to 13 years 6 9 

over 13 years 16 23 

Totals 69 100 

Table 3 
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The demographics above were deemed useful to understand the relationship between 

length of service in service in the company and employee engagement in so far as understanding 

whether there exist any correlations between the length of service and the perceptions of 

performance management practices.  Among the respondents, 25% (n=17) were in service for less 

than a year while another 28% (n=19) were less than 5 years with the company, 11 were between 

5 and 9 years, 5 were between 9 and 13 years and just 16 of the 86 salespeople had more than 13 

years’ experience with the company.  Therefore these results show that at least 42% of the 86 sales 

representatives of Company X are less than 5 years with the company. 

 

4.2 PERCEPTIONS OF PERFORMANCE MANAGEMENT 

 

Attitudes towards performance management were measured using a scale comprised of 8 

items developed to investigate perceptions of performance management such as clarity of goal 

setting, training and education, personal development and reward systems.  With regards to Goal 

Clarity, the majority of the respondents had a positive view of their goals and targets.  71% (n=49) 

of those that took part in the survey felt their goals were clear and specific to the point that not just 

two individuals strongly disagreed while overall 14% (n=10) found their goals not clear and 

specific.  Upon further statistical analysis, it was also clear that those between 1 and 5 years’ service 

with the organization felt the most positive about the clarity of their goals.  This group accounted 

for 33% (n=16) of all those that agreed while those less than 1 year in employment accounted for 

29% (n=14). 
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When asked if they found their goals challenging but achievable, 62% (n=43) perceived 

their goals to be challenging although achievable.  Although 23% (n=16) of those surveyed held a 

negative view of their goals, on average it was found that the majority of respondents found their 

goals and targets they are set to be both challenging and achievable.  Goal setting was also tested 

in relation to understanding the organizational goals and the company’s objectives.  Organizational 

goal clarity also scored high with 65% (n=44) of the respondents reporting that they understood 

the company’s goals and objectives.   While it may be reasonable to think that length of service is 

positively related to understanding company goals and objectives, it was noticed that out of the 44 

individuals who indicated a clear understanding of organizational goals, 30% (n=13) of them were 

from the less than one year in service group while another 27% (n=12) were from those that are 

between 1 and 5 years with the company.  These numbers are significant when compared with just 

18% (n=8) of those over 13 years.   

 

Moreover, when the respondents were asked if they saw a clear link between their daily 

work and the goals and objectives of the organization, there was a noticeable split in opinion with 

just 52% (n=36) of those surveyed in agreement.  It is also noteworthy that of the 36 workers that 

indicated positively to seeing the congruency of the organizational goals to those of their own, 

70% (n=25) of them were with the organization for just 5 years or less.  Participants were presented 

with other performance management practices to draw out their perceptions.  One of these was 

their satisfaction with the amount of training and education that is being offered to them by their 

company towards their advancement.  A great number of participants (68% / n=47) expressed 

dissatisfaction with the amount of training in comparison to just 32% (n=22) who were satisfied. 
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Using a 5 point Likert type item ranging from very dissatisfied to very satisfied, the 

respondents were asked to rate their satisfaction with the rewards and incentives offered by the 

company to the employees in return for their jobs.  The perceived fairness and transparency of the 

reward systems scores were among the lowest observed with 62% (n=43) of those surveyed 

expressing discontent with the systems.  21 of the 43 unsatisfied individuals were very dissatisfied 

with the rewards systems while 22% expressed neither dissatisfaction nor satisfaction.  Apart from 

those who were with the company for less than a year, the dissatisfaction with the rewards and 

incentive systems was observed across all other length of service brackets.  

 

 

Regarding the tools required to perform the job, although 46% (n=32) of the respondents 

were satisfied to some degree with the tools and technologies they were issued to dispatch their 

roles, 36% (n=25) of those that participated in the survey felt that the tools and technologies they 

were given were insufficient for their jobs.  A further 17% (n=12) chose to neither disagree nor 

agree.  The last item on the performance management scales tested the respondent’s perception of 

growth and personal development opportunities within the company.  Item 9 on the survey 

questionnaire asked the participants of they had a clear roadmap on how they can advance and 

progress within the company and what was expected of them.  45% (n=31) of respondents agreed 

while 35% (n=24) disagreed.  Out of the 31 who felt that they knew what was expected of them to 

progress, 39% (n=12) of them were only with the company for less than a year and another 26% 

(n=8) were between 1 and 5 years.  The chart below (See Chart 1) shows a summary of the overall 

positive perceptions of performance management. 
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Chart 1. 

Hypothesis 1 

H1   Positive perceptions performance management practices are positively related to 

engagement among Company X Sales force.    

After a Spearman's correlation was run to determine the relationship between 69 

performance management attitude scores and employee engagement scores, we found that a 

significant, positive correlation exists between performance management attitudes scores and 

employee engagement (= .683, n = 69, p < .001).  The data favors the alternative hypothesis and 

therefore the null hypothesis was rejected. 
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4.3 PERCEPTIONS OF LINE MANAGER RELATIONSHIPS 

 

 
The researcher investigated the perceptions of the Line Manager-employee relationships 

with a 7 item scale.  Through these items, the participants were required to rate a number of 

characteristics associated with their relationships to their direct line managers which included 

honest open communication, performance coaching, feedback, motivation, fairness and 

cooperation.  The findings of the survey for item 10 to 16 regarding the line manager relationships 

are presented in the subsections that follow. 

 

On the question of open and honest communication, the majority of the sales reps surveyed 

(67%, n=46) indicated that they agree to some degree that their manager was honest and open 

when communicating with them, 23%, (n=16) disagreed with this statement, while only 10%, 

(n=7) stated that they “neither agreed nor disagreed”.   

 

 While still on communication, frequent and ongoing performance related communication 

between line managers and employees is said to be an important part of performance management.  

Those surveyed were asked whether they and their direct line managers held regular an ongoing 

performance related conversations.  This item tested the availability of managers as coaches of the 

sales representatives.  Most of the sales reps surveyed 75% (n=51) of those surveyed felt that the 

performance related conversations they had with their managers were frequent and ongoing.  It 

was also found that only 17% (n=12) disagreed while the remaining (7%, n=5) of the respondents 

stated that they “neither agreed nor disagreed.  It was also observed that despite the many 

employees agreeing that they held regular performance management conversations with their 
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managers, the perceptions of whether their line managers motivated them to perform better at their 

roles differed significantly.  46% (n=32) of respondents agreed while 35% (n=24) did not feel 

motivated by their line managers.   

 

Feedback provided by line managers was positively perceived by 54% (n=37) of the 

surveyed group as indicated by the 26 persons who agreed with item 13, i.e. “I regularly receive 

quality feedback from my manager,” and a further 11 who strongly agreed with that supposition.  

Such good perceptions of performance feedback were also shadowed by the 33% (n=23) 

proportion who didn’t feel that they received regular enough feedback or that it was quality.   

Chart 2. 

 

While overall the majority of the employees reported receiving regular feedback from their 

line managers, such was not the case with upwards feedback (See Chart 2).  It was found that 42% 
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(n=29) of the sales representatives agreed that their line managers valued their feedback however, 

14% (n=10) could not agree nor disagree while at least 43% (n=30) of those who took part in the 

survey reported feeling that their line managers did not value their feedback.  It was also observed 

that in at least 34 cases, the respondents perception of upward feedback was mirrored by their 

perceptions of downward feedback, for example, those who felt their manager regularly provided 

them with quality feedback also felt that their managers valued their feedback. 

 

The relationships between line managers and the employees were positively appraised by 

the respondents as evidenced by 62% (n=43) of those surveyed viewing their manager as fair in 

dealing with them.  This number was significantly higher than the 22% who held the perception 

that their line managers were not being fair.  This positive perception was also demonstrated by 

the results of item 16 which measured the overall employee perceptions of their direct manager-

employee relationships.  The study found that 78% (n=54) of those surveyed shared healthy 

relationships with their managers in comparison to just 13% who felt the opposite and 9% who 

neither agreed nor disagreed.  Overall, the relationship between the direct managers and their 

subordinates were rated very positively as illustrated by the diagram below (See Chart 3) showing 

average ratings for the Line manager relationship scale. 
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Chart 3. 

 

 

4.4 PERCEPTIONS OF SENIOR MANAGEMENT 

 

Using 5 Likert type items on a Senior Management scale, the participants were presented 

with positive statements about their senior managers.  The first item of the scale aske the study 

participants to rate Senior Management’s communication of the company strategy to the company 

employees from a scale of 1 as the worst number and 5 being the best.   As illustrated by the table 

below, (see Fig 5) the results shows that only 14% (n=10) of the employees who took part in the 

survey rated management communication as equal to a 4 or above.  The remainder of the 
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participants were not that convinced that management were at least doing a good job of 

communicating the strategies to them evidenced by 56% (n=39) rating senior management 

communication at 2 and below. 

 

Senior Management Communication rating 

Rating Percentage N of participants 

1 26% 18 

2 30% 21 

3 29% 20 

4 10% 7 

5 4% 3 

Table 4. 

 

Much like the line managers, the perceived fairness of senior managers’ decisions towards 

the employees were investigated with an item that asked the respondents if senior management 

decisions were fair and transparent.  20% (n=14) believed that to be true while 17% (n=12) could 

neither agree nor disagree.  A significant number of those surveyed expressed disagreement with 

that statement though, with 36% (n=25) disagreeing and 26% (n=18) strongly disagreeing.  When 

respondents were asked whether they had a voice as employees and whether their feedback was 

considered by the company, the results were somewhat similar to those of fairness and transparency.  

14% (n=10) of those surveyed were in agreement while 19% (n=13) neither agreed nor disagreed.  

Overwhelmingly, 67% (n=46) of the employees expressed feelings that they had no voice and that 

their feedback was not considered by senior management in decision making.  This was an 

important finding in the understanding of employee voice within Company X. 
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The dissatisfaction with senior management’s decision was further observed in the answers 

pertaining to trust.  From the findings it is evident that the majority of the sales employees find it 

difficult to trust senior management.  Our results showed that only 25% (n=17) of employees were 

confident that they could trust senior management with another 26% (n=18) undecided whether 

they agree or disagree.  Significantly though, the study results highlighted that 49% (n=34) of those 

surveyed believed that they could not trust their company senior management.   

 

Unsurprisingly, in keeping with the negative perceptions of how employees are treated by 

the senior management, data from the final item of this scale indicates that a large portion of 

employees feel that the company’s senior management does not care about them nor their welfare 

as employees. Our research found that 59% (n=41) indicated a belief that senior management did 

not care about them, 17% (n=12) could neither agree nor disagree while only 23% (n=16) felt 

positively about this subject.  The overall summary of the employees rating scores of their senior 

management was quite negative with an average of 58% of those surveyed displaying negative 

feelings about their perceptions of senior management dealings.  The average views can be seen 

from the diagram below (See Chart 4). 
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Chart 4. 

 

Hypothesis 2 

H2   Perceptions of senior management are positively related to engagement among 

Company X sales force.  

A Spearman's correlation test was run to determine the relationship between 69 attitudes 

towards line manager scores and employee engagement scores. There was a moderate although 

positive correlation between line manager attitudes and employee engagement (= .788, n = 69, p 

< .001).  The data favors the alternative hypothesis and therefore the null hypothesis was rejected. 
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4.5 EMPLOYEE ENGAGEMENT  

 

 
The final and important variable we measured was employee engagement.  Employee 

engagement was measured using a developed 9 point scale that measured the employees’ overall 

feelings about the company and their commitment to the organization.  These questions were 

mostly related to the employees’ intention to stay, their pride in the organization, advocacy and the 

desire to put in discretionary effort which are mostly commonly accepted as key measures of 

employee engagement.   

 

This study found that 57% (n=39) of those surveyed felt pride to work for Company X, 

28% (n=19) of them didn’t feel any pride while 16% of responses were neutral.  When the 

respondents were asked if they felt a part of a team in the company, 42% (n=29) agreed while the 

rest of the 38% (n=26) didn’t agree.  Opinions were split nearly equally on the next item with 43% 

(n=30) of the workers not feeling motivated by the company to go the extra mile in order to achieve 

the shared objectives, compared with just 46% (n=32) who felt motivated.  When the respondents 

were asked whether they would voluntarily recommend their employer to friends and family as a 

great place to work, 45% (n=31) did not think they would and only 39% (n=27) agreed they would.  

 

Commitment to the organization was measured with three items that summed up their 

engagement to the organization.  The results found that 58% (n=40) said that they often thought 

about looking for a job elsewhere and only 30% were committed to the organization.  Further, it 

was found that 43% (n=27) of those who thought about leaving admitted to being always actively 

looking for job opportunities elsewhere, leaving only 39% who were committed and focused on 



88 

 

staying with their employer.  Only 43% (n=19) of workers were certain about their intentions to 

stay with Company X and could see themselves still working at the company in two years’ time.  

It was also noted that although there was an equal number of those that were “less than 1 year” 

and those that were “over 13 years” with the company,  68% of those certain they will be working 

for the company in two years’ time were from the “less than 1 year” with the company.  Overall 

employee engagement was found to be very low among the employees of company X. The 

employees rating scores of their senior management was quite negative with an average of 58% of 

those surveyed displaying negative feelings about their perceptions of senior management dealings.  

The average of the views can be seen from the diagram below (See Chart 5). 

 

 

 

Chart 5. 

 



89 

 

Hypothesis 3 

H3    Higher levels of Employee Engagement are positively related to the employees' desire to 

remain.  

A Spearman's correlation was run to determine the relationship between 69 employee 

engagement scores and employee retention scores. There was a significant positive correlation 

between employee engagement and employee retention (= .839, n = 69, p < .001) 
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5. DISCUSSION  

 

There is no shortage of positive appraisals for performance management practices in 

previous literature from both academics and practitioners.  Several researchers have shown that 

Performance management is responsible for positive organizational outcomes.  However some 

studies have argues that Performance Management systems have failed to yield the desired results 

because of employee’s negative perceptions (Pulakos & O’Leary, 2011).  The purpose of  this 

study was to gain an understanding into how Company X’s sales force perceptions of performance 

management practices, relationships with line managers, senior managers affect their engagement 

and impact on their intentions to stay or leave the organization.   

 

5.1 EMPLOYEE PERCEPTIONS OF PERFORMANCE 

MANAGEMENT 

 

Perceptions of performance management practices were hypothesized to be positively 

related to engagement among Company X Sales force.  The data led to the alternative hypothesis 

being accepted.  As expected, our study found that a significant, positive correlation exists between 

performance management attitudes and employee engagement.  The results showed that the 

majority of those that took part in the survey shared positive feelings about their goals and targets.  

In line with Locke, (1968) the study showed that employee goals were perceived by the majority 

to be clear and specific and that many found them challenging but achievable.  Goal setting is 

perceived as a necessary foundation of performance management as it provides a blueprint of what 
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needs to be done and shapes what success will look like.  London, Mone and Scott (2004) 

suggested that goal setting is important and maintains that good goals must be complimented by a 

clear understanding of organizational goals together with information on how these can be 

translated into actions, and the support for meeting such goals.  Ensuring employees know how 

they fit in to the organization and the value of their role and contribution is crucial to the success 

of performance management.   

 

Our study found that while a large portion of the sales force felt that they understood the 

company objectives, nearly half of Company X sales force did not see a clear link between their 

daily work and the organizational goals which may negatively impact on their performance 

motivations and ultimately their engagement.  Previous research by Ashdown (2018) have found 

that employees that have a clear understanding of organizational goals generally  believe that they 

can contribute value to the achievement of those goals and are more likely to be committed to the 

organization and therefore exhibit higher levels of engagement.   

 

Training and development was viewed by staff as lacking in quantity with some of those 

surveyed commenting that the training they received was limited to systems training but they had 

not enough product training.  Some of the newer surveyed employees commented that the training 

they received had been impacted by Covid-19 disruptions and therefore were not able to complete 

the training.  It remains unclear whether this had any influence on their perceptions of training for 

the purpose of the study.  Our findings also highlighted the employees’ dissatisfaction with the 

rewards systems with the majority of those surveyed finding the rewards neither fair nor 

transparent.  Hoole and Hotz (2016) suggested that attract a shift towards total reward strategies 
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was necessary to keep employees motivated and to foster engagement.  If employees perceive the 

company reward systems positively, they are likely to be more engaged and therefore committed 

to the organization.  When reward systems are combined with career development, they become 

even more powerful and therefore financial rewards and the practice of recognizing individuals or 

teams based on their performance can yield better results.  In summary, the findings of this study 

do not disagree with the body of research found in the performance management literature.  

 

5.2 EMPLOYEE PERCEPTIONS OF LINE MANAGERS 

 

The perceptions of line manager relationships were hypothesized to be positively related 

to engagement among Company X Sales force.  The data led to the alternative hypothesis being 

accepted.  As expected, our research found that a significant, positive correlation exists between 

employee-line manager relationships attitudes and employee engagement.  Company X sales force 

share strong relationships with their line managers.  Alfes et al. (2013) found that perceived line 

manager behavior was linked with employee engagement.   

 

Data from this study agree with their findings in that a large proportion of the sales force 

whose engagement scores rated their relationships with their managers higher.  These employees 

saw their managers as being open and honest in communicating with them.  An important part of 

performance management is frequent and ongoing performance related communication between 

employee and line manager.  When survey participants were asked whether they and their direct 

line managers held regular and ongoing performance related conversations, a significant number 
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felt the meetings with their managers were frequent and ongoing, we observed that despite the 

many employees agreeing that they held regular performance management conversations with 

their managers, the perceptions of whether their line managers motivated them to perform better 

at their roles differed significantly.  Feedback provided by line managers was positively perceived 

by the salesforce, however it was found that a greater proportion of those who didn’t feel that they 

received regular enough feedback or that it was quality were among those who were either 

passively engaged or outright disengaged. 

 

5.3 EMPLOYEE PERCEPTIONS OF SENIOR MANAGEMENT   

 

Our findings were in contrast with the common view in the literature that performance 

management is a function led by human resource management departments and driven by line 

managers.  Our research findings suggest that perceptions of senior management play a large role 

in determining whether employees will be engaged or not.  Research by the SHRM (2016) found 

that positive relationships between management and employees that are based on a foundation of 

mutual trust and understanding have the potential to enhance productivity and organizational 

success.  Company X employees rated their senior management’s communication of the company 

strategy very poorly indicating a need for more communication between the parties.  This idea was 

confirmed by a large number (67%) of employees that felt their feedback was not considered by 

management and that employees have no voice in the company.   It would therefore be reasonable 
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to agree with Darmon (2008) who argued employee turnover is a management issue and that 

managerial decisions have a direct or indirect effect on salesforce turnover. 

 

This research found that nearly three quarters of the sales force believe that decisions by 

senior management were not fair and transparent and as a result, the majority of the employees did 

not have any trust in senior management.  As already mentioned in the review of the literature, 

research conducted in Public sector environments by Albrecht and Travaglione (2003) found that 

trust in senior management was predicted by effective organizational communication, perceived 

procedural justice, organizational support and the satisfaction with one’s job security.  Their results 

also showed that trust in senior management influenced among other variables commitment, 

cynicism towards change and employee turnover intentions. 

 

5.4 EMPLOYEE ENGAGEMENT AMONG THE SALES FORCE 

 

The results of this study suggest that a large number of company X employees are either 

passively engaged or disengaged.  The study found a lack of pride in the organization which is 

contrary to the feeling of engaged workers.  For example, a study by the Jostle showed that some 

programs which are designed to enhance employee engagement can actually fail to meet 

expectations as they fail to instill a sense of purpose in the organization.  Instead, their research 

suggested that the main predictors of employee engagement were “respect for leadership, pride in 

company, a positive company culture and belief that your work matters” (Jostle Corporation, 2015). 
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It is important for Company X managements to consider strongly the findings of this study 

in order to make sure that employees know what is expected of them.  While it may seem basic, 

often in companies, employees have a wide breadth of responsibilities and if they their goals and 

targets are not made clear and specific, they may fail to understand what is expected of them and 

their jobs which often leads to performances that are below standards and, dipping morale and can 

even lead to increased turnover intentions.  It would be beneficial for Company X management to 

concentrate on performance management strategies such as communicating organizational 

objectives and clarifying how these link to the employee’s everyday work in order to increase 

engagement.  Further, we recommend that Company X senior management concentrate on 

improving training and learning opportunities for the employees.  These trainings do not 

necessarily have to be elaborate and expensive but could be training to learn a new job skill, 

providing feedback on how to be better at their jobs or tuition reimbursement to help further the 

employee’s education (Prue & Fairbank, 1981). 

 

When relationships are toxic between employees and senior management, the situation can 

escalate it into disgruntled employees, waning effectiveness levels and other negative 

consequences.  On the contrary, Positive perceptions of relationships by staff based on a 

foundation of mutual trust and understanding between the parties have the potential to enhance 

productivity, organizational success and organizational commitment.  Company X senior 

management can show support for their employees by considering their viewpoint when making 

decisions that impact the workers and by presenting opportunities for employees to demonstrate 

their viewpoints through effective communication (Miles and Mangold, 2014).
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5.5 RECOMMENDATIONS 

 

As this was the first study of its kind to be conducted on the perceptions of the sales force, 

the finding give rise to a number of recommendations that may be implemented by the company 

management to improve talent retention through effective performance management that leads to 

engaged employees.  Our research found the lowest scored areas in performance management were 

employee training and development and the perceived fairness of the reward systems.  Many of 

the employees were not satisfied with the understanding of the rewards systems and felt a lack of 

transparency and therefore, it is recommended that careful attention is given to this area to improve 

performance management perceptions.   

 

With engagement levels dwindling among most employees, Company X management will 

do well to consider other forms of strategic engagement enhancers such as providing extended 

paid holiday breaks to longer serving employees and more educational opportunities.  For example, 

according to Agovino, (2018) by creating a career blueprint for its workers the Indiana University 

Health system managed to lower its annual nursing turnover rate for nurses to just 13 percent in 

comparison to the national average of 15 percent.  This was achieved by offering nurses that have 

served a specified amount of time with the organization a choice from a wide array of courses 

including tuition reimbursement and e-learning classes in order to help them meet their goals.  

Trust in senior management was found to be very low among the participants of the study.  As 

already indicated above, trust in senior management has the capacity to influence commitment 

levels, cynicism towards change and employee turnover intentions (Albrecht & Travaglione, 2003). 

Therefore it critical that Company X management combat this problem by focusing their attention 
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on strategies that positively affect trust such as effective organizational communication, perceived 

procedural justice, organizational support and the satisfaction with one’s job security 

 

Finally, it is recommended for management to invest in strategies such as the inclusion of 

frequent pulse surveys which are shorter and take less time for employees to give their feedback.  

Above that, conducting annual engagement surveys may improve employee voice by providing a 

platform for staff to give upward feedback and lead to organizational commitment.  For 

engagement to be enhanced, is important for managers to involve their subordinates in decision 

making process while taking decisions which affect their work.  However, according to Sanchez, 

(2007) careful attention should be given to the design and analysis of the surveys as research shows 

that poorly designed and implemented surveys that lack follow up action from management have 

the potential of doing more harm than the intended good by diminishing engagement even further.  

 

5.6 CONCLUSION  

 

Managers in Company X do not seem to be fostering Employee Engagement.  Employee 

Engagement seems to be concentrated in the early years of employment at the company.  It seems 

that once the employees have spent a significant amount of time with the company, the emphasis 

on engagement seems to diminish. This conclusion is based on the findings that, overall, 

employees with longer tenures with the organization assessed performance management practices 

in the work environments and the workplace senior management proximate support less favorably 

than the respective shorter tenure comparison groups did.  Additionally, the employees with longer 

tenures seemed relatively less satisfied with their workplace experiences exhibiting less 
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engagement levels. Performance management contributes more to productivity than most other 

organizational strategies as it leads to and employee engagement which drives employees to give 

their best and increases retention which drives down turnover costs. 

 

The results have implications for both researchers and managers of sales organizations.  As 

regards researchers, studying employee retention in sales organizations should not assume that 

within a specific company, employee retention processes will be identical, or that employees will 

perceive their work environment conditions and the relationships with their senior management 

similarly.  Variables such as the employees’ tenure, perceptions of performance management 

practices, and perceived managerial support clearly are important considerations. Findings of this 

study suggest that these variables in particular account for important differences in employee 

perceptions of their workplaces and influences their intentions to stay or leave organizations.  The 

findings of the study have implications for the management of Company X as well.  For instance, 

managers need to acknowledge that their actions in effectively managing the performance of their 

employees are perceived differently by employees and that added efforts may be necessary to keep 

workers engaged and therefore increase their tenure with the company.  As already indicated earlier 

in this paper, staff turnover cannot be entirely eradicated however it remains important for 

companies to investigate strategies to increase retention. 

 

5.6.1 STRENGTHS AND WEAKNESSES 

 

The study was conducted in a quantitative method via an email survey sent to the email 

addresses of the employees of Company X.  Surveys can provide an excellent way to gather lots 
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of information from many people at a cost-effective way while providing the generalizability of 

the results. A survey research was selected and deemed to be the best method to use in order to 

gain a representative picture of the attitudes and characteristics of a large group of Company X 

Salesforce. 

 

The following were two identified weaknesses of conducting this survey research, these 

include inflexibility lack of depth issues.  Due to the nature of Surveys, the questions presented 

are standardized thus making it difficult for the researcher to ask anything other than general 

questions that cater for the understanding of a broad range of people. Because of this, the survey 

results may not be as informative as results obtained using methods of data collection such as 

qualitative in-depth interviews that allow a researcher to more comprehensively dig deeper and 

further examine whatever topic is being studied. 

 

5.6.2 FUTURE RESEARCH IMPLICATIONS 

 

The findings of the  this current study sheds some  light  on  important  questions  for  future  

research  studies  to address.   For example, researchers could productively also examine the 

variables from the line managers and human resource managers’ perspectives of performance 

management practices and how these could be improved to increase talent retention within 

Company X.  As regards the relationship between tenure and engagement, this study found a 

positive relationship between the two constructs however future research could delve into the 

relationships between an employee’s age and their engagement levels.  



100 

 

6. REFERENCES 

Abbasi, S. and Hollman, K., 2000. Turnover: The Real Bottom Line. Public Personnel 

Management, [online] 29(3), pp.333-342. Available at: 

<https://doi.org/10.1177/009102600002900303> [Accessed 14 June 2020]. 

Abelson, M. and Baysinger, B., 1984. Optimal and Dysfunctional Turnover: Toward an 

Organizational Level Model. The Academy of Management Review, [online] 9(2), p.331. 

Available at: < https://doi.org/10.5465/amr.1984.4277675> [Accessed 15 April 2020]. 

Agovino, T., 2018. To Have And To Hold. [online] SHRM. Available at: 

<https://www.shrm.org/hr-today/news/all-things-work/pages/to-have-and-to-hold.aspx> 

[Accessed 17 June 2020]. 

Aguinis, H. and Pierce, C., 2007. Enhancing the relevance of organizational behavior by 

embracing performance management research. Journal of Organizational Behavior, 

[online] 29(1), pp.139-145. Available at: <https://doi.org/10.1002/job.493> [Accessed 18 

March 2020]. 

Aguinis, H., 2009. Performance Management. 2nd ed. New Jersey: Pearson Education Inc, 

pp.77-90. 

Aguinis, H., 2014. Performance Management. 3rd ed. Essex: Pearson Education Limited, p.7. 

Aguinis, H., 2014. Performance Management: Pearson New International Edition. Harlow: 

Pearson Education Limited, pp.1-9. 

Ahlowalia, S., Tiwary, D. and Jha, A., 2014. Employee Engagement: A Structured Theoretical 

Review. The International Journal of Business & Management, 2(6), pp.309-317. 

Albrecht, S. and Travaglione, A., 2003. Trust in public-sector senior management. The 

International Journal of Human Resource Management, [online] 14(1), pp.76-92. 

Available at: <https://doi.org/10.1080/09585190210158529> [Accessed 17 June 2020]. 



101 

 

Albrecht, S., Bakker, A., Gruman, J., Macey, W. and Saks, A., 2015. Employee engagement, 

human resource management practices and competitive advantage. Journal of 

Organizational Effectiveness: People and Performance, 2(1), pp.7-35. 

Alfes, K., Truss, C., Soane, E., Rees, C. and Gatenby, M., 2010. CREATING AN ENGAGED 

WORKFORCE Findings from the Kingston Employee Engagement Consortium Project. 

United Kingdom: CIPD, pp.42 -54. 

Alfes, K., Truss, C., Soane, E., Rees, C. and Gatenby, M., 2013. The Relationship between Line 

Manager Behavior, Perceived HRM Practices, and Individual Performance: Examining 

the Mediating Role of Engagement. Human Resource Management, [online] 52(6), 

pp.839-859. Available at: <https://doi.org/10.1002/hrm.21512> [Accessed 16 June 2020]. 

Armstrong, M. and Baron, A., 2007. Performance Management. 2nd ed. New Delhi: Jaico 

Publishing. 

Armstrong, M., 2018. Armstrong's Handbook Of Performance Management. 6th ed. London: 

Kogan Page, pp.8; 19-22. 

Armstrong, M., 2018. The Ideal Of Performance Management. [online] Kogan Page. Available 

at: <https://www.koganpage.com/article/the-ideal-of-performance-management> 

[Accessed 10 August 2020]. 

Ashdown, L., 2018. Performance Management. 2nd ed. London: Kogan Page Limited, pp.3-4. 

Balcazar, F., Hopkins, B. and Suarez, Y., 1985. A Critical, Objective Review of Performance 

Feedback. Journal of Organizational Behavior Management, [online] 7(3-4), pp.65-89. 

Available at: <https://doi.org/10.1300/J075v07n03_05> [Accessed 10 July 2020]. 

Barney, J., 1991. Firm Resources and Sustained Competitive Advantage. Journal of 

Management, [online] 17(1), pp.99-120. Available at: 

<https://doi.org/10.1177/014920639101700108> [Accessed 2 June 2020]. 



102 

 

Bevan, S., Barber, L. and Robinson, D., 1997. Keeping The Best: A Practical Guide To 

Retaining Key Employees. Report 337. [online] Brighton: The Institute for Employment 

Studies, pp.1-38. Available at: <https://www.employment-

studies.co.uk/system/files/resources/files/337.pdf> [Accessed 4 June 2020]. 

Boles, J., Dudley, G., Onyemah, V., Rouziès, D. and Weeks, W., 2012. Sales Force Turnover 

and Retention: A Research Agenda. Journal of Personal Selling & Sales Management, 

[online] 32(1), pp.131-140. Available at: <https://doi.org/10.2753/PSS0885-

3134320111> [Accessed 14 July 2020]. 

Bonn, M. and Forbringer, L., 1992. Reducing turnover in the hospitality industry: an overview of 

recruitment, selection and retention. International Journal of Hospitality Management, 

[online] 11(1), pp.47-63. Available at: <https://doi.org/10.1016/0278-4319(92)90035-T> 

[Accessed 3 June 2020]. 

Bresman, H., 2015. What Millennials Want From Work, Charted Across The World. [online] 

Harvard Business Review. Available at: <https://hbr.org/2015/02/what-millennials-want-

from-work-charted-across-the-world> [Accessed 13 June 2020]. 

Brumback, G., 2011. Performance Management Fundamentals. Industrial and Organizational 

Psychology, [online] 4(2), pp.182-183. Available at: 

<https://www.cambridge.org/core/journals/industrial-and-organizational-

psychology/article/performance-management-

fundamentals/E5E0EECE62A2BA0C6F53C86CA5A26B1D> [Accessed 18 March 

2020]. 

Bryman, A. and Bell, E., 2007. Business Research Methods. 2nd ed. Oxford: Oxford Univ. Press, 

pp.4-36. 

Buchner, T., 2007. Performance management theory: A look from the performer's perspective 

with implications for HRD. Human Resource Development International, [online] 10(1), 



103 

 

pp.59-73. Available at: <https://doi.org/10.1080/13678860601170294> [Accessed 9 June 

2020]. 

Campbell, D. and Campbell, K., 2001. Why individuals voluntarily leave: Perceptions of human 

resource managers versus employees. Asia Pacific Journal of Human Resources, [online] 

39(1), pp.23-41. Available at: <https://doi.org/10.1177/103841110103900103> 

[Accessed 1 June 2020]. 

Cannon, M. and Witherspoon, R., 2005. Actionable feedback: Unlocking the power of learning 

and performance improvement. Academy of Management Perspectives, [online] 19(2), 

pp.120-134. Available at: <https://doi.org/10.5465/ame.2005.16965107> [Accessed 7 

July 2020]. 

Cartwright, S. and Holmes, N., 2006. The meaning of work: The challenge of regaining 

employee engagement and reducing cynicism. Human Resource Management Review, 

[online] 16(2), pp.199-208. Available at: <https://doi.org/10.1016/j.hrmr.2006.03.012> 

[Accessed 17 June 2020]. 

Chase, P., 1992. Cost of employee turnover. American Journal of Health-System Pharmacy, 

[online] 49(4), pp.814-816. Available at: <https://doi.org/10.1093/ajhp/49.4.814> 

[Accessed 2 June 2020]. 

CIPD, 2018. HR Practices In Ireland Survey - 2018. [online] Dublin: Chartered Institute of 

Personnel and Development, pp.1-8. Available at: <https://www.cipd.ie/Images/hr-

practices-in-ireland-survey-2018_tcm21-39230.pdf> [Accessed 10 May 2020]. 

CIPD, 2019. HR Practices In Ireland Survey - 2019. [online] Dublin: Chartered Institute of 

Personnel and Development, pp.1-7. Available at: <https://www.cipd.ie/Images/hr-

practices-in-ireland-survey-2019_tcm21-57834.pdf> [Accessed 10 May 2020]. 

Crown, D. and Rosse, J., 1995. Yours, Mine, and Ours: Facilitating Group Productivity through 

the Integration of Individual and Group Goals. Organizational Behavior and Human 



104 

 

Decision Processes, [online] 64(2), pp.138-150. Available at: 

<http://dx.doi.org/10.1006/obhd.1995.1096> [Accessed 9 June 2020]. 

Curtis, S. and Wright, D., 2001. Retaining employees – the fast track to commitment. 

Management Research News, [online] 24(8/9), pp.59-64. Available at: 

<https://www.emerald.com/insight/content/doi/10.1108/01409170110782964/full/html> 

[Accessed 2 June 2020]. 

Dalton, D., Krackhardt, D. and Porter, L., 1981. Functional turnover: An empirical assessment. 

Journal of Applied Psychology, [online] 66(6), pp.716-721. Available at: 

<https://doi.org/10.1037/0021-9010.66.6.716> [Accessed 5 June 2020]. 

Darmon, R., 2008. The Concept of Salesperson Replacement Value: A Sales Force Turnover 

Management Tool. Journal of Personal Selling & Sales Management, 28(3), pp.211-232. 

Dean, J., Brandes, P. and Dharwadkar, R., 1998. Organizational Cynicism. Academy of 

Management Review, [online] 23(2), pp.341-352. Available at: 

<https://doi.org/10.5465/amr.1998.533230> [Accessed 29 June 2020]. 

Delaney, M. and Royal, M., 2017. Breaking Engagement Apart: The Role of Intrinsic and 

Extrinsic Motivation in Engagement Strategies. Industrial and Organizational 

Psychology, [online] 10(1), pp.127-140. Available at: 

<https://doi.org/10.1017/iop.2017.2> [Accessed 13 June 2020]. 

Den Hartog, D., Boon, C., Verburg, R. and Croon, M., 2012. HRM, Communication, 

Satisfaction, and Perceived Performance. Journal of Management, [online] 39(6), 

pp.1637-1665. Available at: <https://doi.org/10.1177/0149206312440118> [Accessed 9 

June 2020]. 

Den Hartog, D., Boselie, P. and Paauwe, J., 2004. Performance Management: A Model and 

Research Agenda. Applied Psychology, [online] 53(4), pp.556-569. Available at: 

<https://doi.org/10.1111/j.1464-0597.2004.00188.x> [Accessed 8 June 2020]. 



105 

 

DeNisi, A. and Murphy, K., 2017. Performance appraisal and performance management: 100 

years of progress?. Journal of Applied Psychology, [online] 102(3), pp.421-433. 

Available at: <https://psycnet.apa.org/record/2017-03603-001> [Accessed 6 June 2020]. 

Donaldson, S. and Grant‐Vallone, E., 2002. Understanding Self-Report Bias in Organizational 

Behavior Research. Journal of Business and Psychology, [online] 17(2), pp.245-260. 

Available at: <https://doi.org/10.1023/A:1019637632584> [Accessed 6 July 2020]. 

Dublinchamber.ie. 2019. Dublin Chamber - Business News Dublin | Dublin Chamber. [online] 

Available at: <https://www.dublinchamber.ie/media/news/january-2019/new-survey-

reveals-biggest-challenges-for-business> [Accessed 2 June 2020]. 

Elkjaer, B. and Simpson, B., 2011. Pragmatism: A lived and living philosophy. What can it offer 

to contemporary organization theory?. Philosophy and Organization Theory, [online] 32, 

pp.55-84. Available at: <https://doi.org/10.1108/S0733-558X(2011)0000032005> 

[Accessed 13 June 2020]. 

Frenkel, S., Sanders, K. and Bednall, T., 2012. Employee perceptions of management relations 

as influences on job satisfaction and quit intentions. Asia Pacific Journal of Management, 

[online] 30(1), pp.7-29. Available at: <https://link.springer.com/article/10.1007/s10490-

012-9290-z> [Accessed 15 June 2020]. 

Fu, N., 2019. Developing a Strong HRM System: The Role of Line Managers. Annals of Social 

Sciences & Management studies, [online] 2(5), pp.124-137. Available at: <http://DOI: 

10.19080/ASM.2019.02.555599> [Accessed 12 June 2020]. 

Futrell, C. and Parasuraman, A., 1984. The Relationship of Satisfaction and Performance to 

Salesforce Turnover. Journal of Marketing, 48(4), p.33. 

Gallup, 2017. State Of The Global Workplace. [online] New York: GALLUP PRESS, pp.4-205. 

Available at: <https://www.gallup.com/workplace/257552/state-global-workplace-

2017.aspx> [Accessed 29 July 2020]. 



106 

 

Gartner, 2019. Gartner Survey Shows Global Talent Shortage Is Now The Top Emerging Risk 

Facing Organizations. [online] Virginia: Gartner. Available at: 

<https://www.gartner.com/en/newsroom/press-releases/2019-01-17-gartner-survey-

shows-global-talent-shortage-is-now-the-top-emerging-risk-facing-organizations> 

[Accessed 19 May 2020]. 

Gray, D., 2014. Doing Research In The Real World. 3rd ed. London: SAGE Publications Ltd, 

p.35. 

Gray, D., 2020. Doing Research In The Business World. 2nd ed. London: Sage Publications Ltd, 

pp.77-106. 

Greenwood, R., 1981. Management by Objectives: As Developed by Peter Drucker, Assisted by 

Harold Smiddy. The Academy of Management Review, [online] 6(2), p.225. Available at: 

<https://journals.aom.org/doi/10.5465/amr.1981.4287793> [Accessed 15 April 2020]. 

Gruman, J. and Saks, A., 2011. Performance management and employee engagement. Human 

Resource Management Review, [online] 21(2), pp.123-136. Available at: 

<https://doi.org/10.1016/j.hrmr.2010.09.004> [Accessed 5 June 2020]. 

Hall, R., 1993. A framework linking intangible resources and capabilities to sustainable 

competitive advantage. Strategic Management Journal, [online] 14(8), pp.607-618. 

Available at: <https://doi.org/10.1002/smj.4250140804> [Accessed 2 June 2020]. 

Harter, J., Schmidt, F. and Hayes, T., 2002. Business-unit-level relationship between employee 

satisfaction, employee engagement, and business outcomes: A meta-analysis. Journal of 

Applied Psychology, [online] 87(2), pp.268-279. Available at: 

<https://www.semanticscholar.org/paper/Business-unit-level-relationship-between-

employee-a-Harter-Schmidt/ef4784551509456237a2ba2926e30eecf485a456> [Accessed 

27 March 2020]. 



107 

 

Herzberg, F., 2003. One More Time: How Do You Motivate Employees?. [online] hbr.org. 

Available at: <https://hbr.org/2003/01/one-more-time-how-do-you-motivate-employees> 

[Accessed 5 June 2020]. 

Hoole, C. and Hotz, G., 2016. The impact of a total reward system of work engagement. SA 

Journal of Industrial Psychology, [online] 42(1), pp.1-14. Available at: 

<http://dx.doi.org/10.4102/sajip.v42i1.1317> [Accessed 14 June 2020]. 

Hutchinson, S., 2013. Performance Management. London: Chartered Institute of Personnel and 

Development, p.99. 

IES, 1997. Keeping The Best:A Practical Guide To Retaining Key Employees. Report 337. 

[online] Brighton: The Institute for Employment Studies, pp.4-31. Available at: 

<https://www.employment-studies.co.uk/resource/keeping-best-practical-guide-retaining-

key-employees> [Accessed 2 June 2020]. 

Johnston, M., Varadarajan, R., Futrell, C. and Sager, J., 1987. The Relationship Between 

Organizational Commitment, Job Satisfaction, and Turnover Among New Salespeople. 

The Journal of Personal Selling and Sales Management, 7(3), pp.29-38. 

 

Jostle Corporation, 2015. The Engagement Gap: Executives And Employees Think Differently 

About Employee Engagement. The Engagement Gap. [online] Jostle Corporation, pp.1-

17. Available at: <https://www.jostle.me/uploads/theEngagementGapWhitePaper.pdf> 

[Accessed 19 June 2020]. 

Kahn, W., 1990. Psychological Conditions of Personal Engagement and Disengagement at 

Work. Academy of Management Journal, [online] 33(4), pp.692-724. Available at: 

<https://journals.aom.org/doi/abs/10.5465/256287> [Accessed 5 April 2020]. 

Kluger, A. and DeNisi, A., 1996. The effects of feedback interventions on performance: A 

historical review, a meta-analysis, and a preliminary feedback intervention theory. 



108 

 

Psychological Bulletin, [online] 119(2), pp.254-284. Available at: 

<https://doi.org/10.1037/0033-2909.119.2.254> [Accessed 15 July 2020]. 

Korn Ferry, 2018. Future Of Work - The Global Talent Crunch. [online] Korn Ferry, pp.1-46. 

Available at: <https://www.kornferry.com/content/dam/kornferry/docs/article-

migration/FOWTalentCrunchFinal_Spring2018.pdf> [Accessed 18 May 2020]. 

Kyndt, E., Dochy, F., Michielsen, M. and Moeyaert, B., 2009. Employee Retention: 

Organisational and Personal Perspectives. Vocations and Learning, [online] 2(3), pp.195-

215. Available at: <https://doi.org/10.1007/s12186-009-9024-7> [Accessed 4 June 2020]. 

Latham, G. and Locke, E., 1979. Goal setting—A motivational technique that works. 

Organizational Dynamics, [online] 8(2), pp.68-80. Available at: 

<https://doi.org/10.1016/0090-2616(79)90032-9> [Accessed 7 June 2020]. 

LATHAM, G. and LOCKE, E., 2006. Enhancing the Benefits and Overcoming the Pitfalls of 

Goal Setting. Organizational Dynamics, [online] 35(4), pp.332-340. Available at: 

<https://doi.org/10.1016/j.orgdyn.2006.08.008> [Accessed 8 July 2020]. 

Latham, G., 1988. Human Resource Training and Development. Annual Review of Psychology, 

[online] 39(1), pp.545-582. Available at: 

<https://doi.org/10.1146/annurev.ps.39.020188.002553> [Accessed 17 June 2020]. 

LATHAM, G., ALMOST, J., MANN, S. and MOORE, C., 2005. New Developments in 

Performance Management. Organizational Dynamics, 34(1), pp.77-87. 

Lawler, E., 2020. Make Human Capital A Source Of Competitive Advantage. [ebook] California: 

Center for Effective Organizations, pp.1-21. Available at: 

<http://dx.doi.org/10.2139/ssrn.1311431> [Accessed 6 June 2020]. 

Lee, C., 2005. Rethinking the goals of your performance-management system. Employment 

Relations Today, [online] 32(3), pp.53-60. Available at: 

<https://doi.org/10.1002/ert.20075> [Accessed 6 June 2020]. 



109 

 

Lion, R. and Burch, T., 2018. When Feelings Matter: Affect as a Mediator Between Motivational 

Regulation and Work Intentions. Advances in Developing Human Resources, [online] 

20(2), pp.214-226. Available at: <https://doi.org/10.1177/1523422318756645>. 

Locke, E. and Latham, G., 2002. Building a practically useful theory of goal setting and task 

motivation: A 35-year odyssey. American Psychologist, [online] 57(9), pp.705-717. 

Available at: <https://doi.org/10.1037/0003-066X.57.9.705> [Accessed 3 June 2020]. 

Locke, E., 1968. Toward a theory of task motivation and incentives. Organizational Behavior 

and Human Performance, [online] 3(2), pp.157-189. Available at: 

<https://doi.org/10.1016/0030-5073(68)90004-4> [Accessed 6 July 2020]. 

London, M., Mone, E. and Scott, J., 2004. Performance management and assessment: Methods 

for improved rater accuracy and employee goal setting. Human Resource Management, 

[online] 43(4), pp.319-336. Available at: <https://doi.org/10.1002/hrm.20027> [Accessed 

9 June 2020]. 

Luthra, P. and Jain, M., 2012. India's Performance Management Problem. [online] Gallup.com. 

Available at: <https://news.gallup.com/businessjournal/153278/india-performance-

management-problem.aspx> [Accessed 15 June 2020]. 

Machi, L. and McEvoy, B., 2016. The Literature Review - Six Steps To Success. 3rd ed. London: 

SAGE Publications Ltd., pp.1-5. 

Malhotra, N., 2006. QUESTIONNAIRE DESIGN AND SCALE DEVELOPMENT. In: R. 

Grover and M. Vriens, ed., The Handbook of Marketing Research: Uses, Misuses, and 

Future Advances. London: Sage Publications Ltd, pp.83-94. 

Malhotra, N., Nunan, D. and Birks, D., 2017. Marketing Research. 5th ed. Harlow: Pearson 

Education Limited, pp.371-408. 

Mann, A. and Darby, R., 2014. Should Managers Focus on Performance or Engagement?. 

Business Journal, [online] Available at: 



110 

 

<https://news.gallup.com/businessjournal/174197/managers-focus-performance-

engagement.aspx> [Accessed 19 June 2020]. 

Manpower, 2020. Irish Talent Shortages Deepen As Firms Suffer Worst Talent Shortage In A 

Decade.. [online] Manpower. Available at: <https://www.manpower.ie/article/irish-

talent-shortages-deepen-as-firms-suffer-worst-talent-shortage-in-a-decade-/> [Accessed 

19 May 2020]. 

Maslach, C., Schaufeli, W. and Leiter, M., 2001. Job Burnout. Annual Review of Psychology, 

[online] 52(1), pp.397-422. Available at: 

<https://doi.org/10.1146/annurev.psych.52.1.397> [Accessed 16 June 2020]. 

May, D., Gilson, R. and Harter, L., 2004. The psychological conditions of meaningfulness, 

safety and availability and the engagement of the human spirit at work. Journal of 

Occupational and Organizational Psychology, 77(1), pp.11-37. 

McCabe, D. and Lewin, D., 1992. Employee Voice: A Human Resource Management 

Perspective. California Management Review, [online] 34(3), pp.112-123. Available at: 

<https://doi.org/10.2307/41167427> [Accessed 19 June 2020]. 

Mcguire, D., Stoner, L. and Mylona, S., 2008. The Role of Line Managers as Human Resource 

Agents in Fostering Organizational Change in Public Services. Journal of Change 

Management, [online] 8(1), pp.73-84. Available at: 

<https://doi.org/10.1080/14697010801937580> [Accessed 27 June 2020]. 

Miles, S. and Mangold, W., 2014. Employee voice: Untapped resource or social media time 

bomb?. Business Horizons, [online] 57(3), pp.401-411. Available at: 

<https://doi.org/10.1016/j.bushor.2013.12.011> [Accessed 16 June 2020]. 

Mone, E. and London, M., 2018. Employee Engagement Through Effective Performance 

Management. 2nd ed. NEW YORK: ROUTLEDGE, pp.1-12. 



111 

 

Noble, C., 2008. The Influence of Job Security on Field Sales Manager Satisfaction: Exploring 

Frontline Tensions. Journal of Personal Selling & Sales Management, [online] 28(3), 

pp.247-261. Available at: <https://www.jstor.org/stable/40472148> [Accessed 19 July 

2020]. 

O’Leary, R. and Pulakos, E., 2011. Managing Performance Through the Manager-Employee 

Relationship. Industrial and Organizational Psychology, [online] 4(2), pp.208-214. 

Available at: <https://doi.org/10.1177/0894845313495512> [Accessed 9 June 2020]. 

O'Connell, M. and Mei-Chuan, K., 2007. The Cost of Employee Turnover. Industrial 

Management,, [online] 49(1), pp.14-19. Available at: 

<https://search.ebscohost.com/login.aspx?direct=true&AuthType=ip,shib,cookie,url&db

=a9h&AN=25205085&site=eds-live> [Accessed 4 June 2020]. 

Ott, D., Tolentino, J. and Michailova, S., 2018. Effective talent retention approaches. Human 

Resource Management International Digest, [online] 26(7), pp.16-19. Available at: 

<https://www.emerald.com/insight/content/doi/10.1108/HRMID-07-2018-

0152/full/html> [Accessed 16 March 2020]. 

Pandita, D. and Ray, S., 2018. Talent management and employee engagement – a meta-analysis 

of their impact on talent retention. Industrial and Commercial Training, 50(4), pp.185-

199. 

Pech, R. and Slade, B., 2006. Employee disengagement: is there evidence of a growing 

problem?. Handbook of Business Strategy, [online] 7(1), pp.21-25. Available at: 

<https://doi.org/10.1108/10775730610618585> [Accessed 30 June 2020]. 

Price, J., Murnan, J., Dake, J., Dimmig, J. and Hayes, M., 2004. Mail Survey Return Rates 

Published in Health Education Journals: An Issue of External Validity. American Journal 

of Health Education, 35(1), pp.19-23. 



112 

 

Prue, D. and Fairbank, J., 1981. PERFORMANCE FEEDBACK IN ORGANIZATIONAL 

BEHAVIOR MANAGEMENT. Journal of Organizational Behavior Management, 

[online] 3(1), pp.1-16. Available at: <https://doi.org/10.1300/J075v03n01_01> [Accessed 

8 July 2020]. 

Pulakos, E. and O’Leary, R., 2011. Why Is Performance Management Broken?. Industrial and 

Organizational Psychology, [online] 4(2), pp.146-164. Available at: 

<https://doi.org/10.1111/j.1754-9434.2011.01315.x> [Accessed 5 June 2020]. 

Pulakos, E., 2009. Performance Management: A New Approach For Driving Business Results. 

[ebook] West Sussex: John Wiley & Sons, pp.3-6. Available at: 

<https://www.wiley.com/en-us/9781444308754> [Accessed 4 June 2020]. 

Pulakos, E., Hanson, R., Arad, S. and Moye, N., 2015. Performance Management Can Be Fixed: 

An On-the-Job Experiential Learning Approach for Complex Behavior Change. 

Industrial and Organizational Psychology, [online] 8(1), pp.51-76. Available at: 

<https://doi.org/10.1017/iop.2014.2> [Accessed 8 June 2020]. 

Ragab, M. and Arisha, A., 2017. Research Methodology in Business: A Starter’s Guide. 

Management and Organizational Studies, [online] 5(1), p.1. Available at: 

<https://doi.org/10.5430/mos.v5n1p1> [Accessed 19 June 2020]. 

Rees, C., Alfes, K. and Gatenby, M., 2013. Employee voice and engagement: connections and 

consequences. The International Journal of Human Resource Management, 24(14), 

pp.2780-2798. 

Richardson, R., 1999. Measuring The Impact of Turnover on Sales. The Journal of Personal 

Selling and Sales Management, [online] 19(4), pp.53-66. Available at: 

<https://www.jstor.org/stable/40471764> [Accessed 3 June 2020]. 

Richman, A., 2006. Everyone Wants an Engaged Workforce: How can you create it?. Workspan, 

[online] (49), pp.36-39. Available at: 



113 

 

<https://www.wfd.com/PDFS/Engaged%20Workforce%20Amy%20Richman%20Works

pan.pdf> [Accessed 30 June 2020]. 

Richman, A., Civian, J., Shannon, L., Jeffrey Hill, E. and Brennan, R., 2008. The relationship of 

perceived flexibility, supportive work–life policies, and use of formal flexible 

arrangements and occasional flexibility to employee engagement and expected retention. 

Community, Work & Family, [online] 11(2), pp.183-197. Available at: 

<https://doi.org/10.1080/13668800802050350> [Accessed 15 June 2020]. 

Robertson-Smith, G. and Markwick, C., 2009. Employee Engagement A Review Of Current 

Thinking. Report 469. [online] Brighton: Institute for Employment Studies, pp.1-55. 

Available at: <https://www.employment-

studies.co.uk/system/files/resources/files/469.pdf> [Accessed 25 June 2020]. 

Robinson, D., Perryman, S. and Hayday, S., 2004. The Drivers Of Employee Engagement. 

Report 408. [online] Brighton: INSTITUTE FOR EMPLOYMENT STUDIES, pp.1-58. 

Available at: <https://www.employment-

studies.co.uk/system/files/resources/files/408.pdf> [Accessed 23 June 2020]. 

Rotolo, C., Church, A., Adler, S., Smither, J., Colquitt, A., Shull, A., Paul, K. and Foster, G., 

2018. Putting an End to Bad Talent Management: A Call to Action for the Field of 

Industrial and Organizational Psychology. Industrial and Organizational Psychology, 

[online] 11(2), pp.176-219. Available at: <https://doi.org/10.1017/iop.2018.6> [Accessed 

7 June 2020]. 

Rowley, J. and Slack, F., 2004. Conducting a literature review. Management Research News, 

[online] 27(6), pp.31-39. Available at: <https://doi.org/10.1108/01409170410784185> 

[Accessed 3 June 2020]. 

Rowley, J., 2014. Designing and using research questionnaires. Management Research Review, 

[online] 37(3), pp.308-330. Available at: <https://doi.org/10.1108/MRR-02-2013-0027> 

[Accessed 18 June 2020]. 



114 

 

Ruck, K., Welch, M. and Menara, B., 2017. Employee voice: An antecedent to organisational 

engagement?. Public Relations Review, [online] 43(5), pp.904-914. Available at: 

<https://doi.org/10.1016/j.pubrev.2017.04.008> [Accessed 12 June 2020]. 

Sager, J., Varadarajan, R. and Futrell, C., 1988. Understanding Salesperson Turnover: A Partial 

Evaluation of Mobley's Turnover Process Model. The Journal of Personal Selling and 

Sales Management, 8(1), pp.21-35. 

Saks, A. and Gruman, J., 2014. What Do We Really Know About Employee Engagement?. 

Human Resource Development Quarterly, [online] 25(2), pp.155-182. Available at: 

<https://doi.org/10.1002/hrdq.21187> [Accessed 10 June 2020]. 

Sanchez, P., 2007. The employee survey: more than asking questions. Journal of Business 

Strategy, [online] 28(2), pp.48-56. Available at: 

<https://doi.org/10.1108/02756660710732657> [Accessed 19 June 2020]. 

Saunders, M., Lewis, P. and Thornhill, A., 2016. Research Methods For Business Students. 7th 

ed. Harlow: Pearson Education, p.5. 

Scott, D., McMullen, T. and Royal, R., 2011. Reward Fairness: Slippery Slope Or Manageable 

Terrain?. [online] Scottsdale: WorldatWork, pp.1-17. Available at: 

<https://www.worldatwork.org/docs/research-and-surveys/survey-brief-survey-on-

reward-fairness.pdf> [Accessed 28 June 2020]. 

SHRM, 2016. EMPLOYEE JOB SATISFACTION AND ENGAGEMENT Revitalizing A 

Changing Workforce. Employee Job Satisfaction and Engagement. [online] Alexandria: 

SHRM, pp.1-65. Available at: <https://www.shrm.org/hr-today/trends-and-

forecasting/research-and-surveys/documents/2016-employee-job-satisfaction-and-

engagement-report.pdf> [Accessed 17 June 2020]. 



115 

 

Simon, M. and Goes, J., 2013. Scope, Limitations And Delimitations. [online] 

Dissertationrecipes.com. Available at: <http://dissertationrecipes.com/wp-

content/uploads/2011/04/limitationscopedelimitation1.pdf> [Accessed 10 June 2020]. 

Sparr, J. and Sonnentag, S., 2008. Fairness perceptions of supervisor feedback, LMX, and 

employee well-being at work. European Journal of Work and Organizational 

Psychology, [online] 17(2), pp.198-225. Available at: 

<https://doi.org/10.1080/13594320701743590> [Accessed 19 June 2020]. 

Torrington, D., Hall, L., Atkinson, C. and Taylor, S., 2017. Human Resource Management. 10th 

ed. Harlow: Pearson Education Limited, pp.4-10. 

Walden, J., Jung, E. and Westerman, C., 2017. Employee communication, job engagement, and 

organizational commitment: A study of members of the Millennial Generation. Journal of 

Public Relations Research, [online] 29(2-3), pp.73-89. Available at: 

<https://doi.org/10.1080/1062726X.2017.1329737> [Accessed 5 July 2020]. 

Walden, J., Jung, E. and Westerman, C., 2017. Employee communication, job engagement, and 

organizational commitment: A study of members of the Millennial Generation. Journal of 

Public Relations Research, [online] 29(2-3), pp.73-89. Available at: 

<https://doi.org/10.1080/1062726X.2017.1329737> [Accessed 5 July 2020]. 

Wiggins, D., 1998. On Keeping Good Employees. Journal of Environmental Health, [online] 

60(7), pp.28-29. Available at: <https://www.jstor.org/stable/44527263> [Accessed 3 June 

2020]. 

Wilkinson, A., Dundon, T., Marchington, M. and Ackers, P., 2004. Changing Patterns of 

Employee Voice: Case Studies from the UK and Republic of Ireland. Journal of 

Industrial Relations, [online] 46(3), pp.298-322. Available at: 

<https://doi.org/10.1111%2Fj.0022-1856.2004.00143.x> [Accessed 8 June 2020]. 



116 

 

Williams, C., 2011. Research Methods. Journal of Business & Economics Research (JBER), 

[online] 5(3), pp.65-72. Available at: <https://doi.org/10.19030/jber.v5i3.2532> 

[Accessed 25 June 2020]. 

Williams, R., 2006. Managing Employee Performance. 4th ed. Australia: Thomson Learning, 

pp.93-95. 

 

 



117 

 

7. APPENDIX  

 

APPENDIX A - MALHOTRA’S QUESTIONNAIRE DESIGN 

PROCESS 

 

Fig 6 (Malhotra, Nunan & Birks, 2017, p378)    
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APPENDIX B - MALHOTRA’S QUESTIONNAIRE DESIGN 

CHECKLIST 
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APPENDIX C - FIRST INTRODUCTION EMAIL TO 

PARTICIPANTS 

 

Dear Colleagues 

 

I am sure for many of you we have crossed paths already over the years but for those that 

we haven’t met yet, my name is Vusie Majola and have been an employee of Company X (name 

changed for anonymity reasons) since 2005.  I have recently been pursuing a part time post 

graduate Master’s degree in Business Administration in Dublin Business School and as part of my 

final assessment, I am tasked with conducting a research study into a topic that affects most 

contemporary businesses.  My chosen topic is “Employee Retention through effective performance 

management and employee engagement practices in Company X.”  The study seeks to investigate 

the relationship between performance management perceptions and employee engagement among 

employees and how this impacts their decisions to stay or leave the company 

.  

This is where I need all your help, As such I will be sending out to every salesmen in the 

company a survey questionnaire in the coming weeks with some questions that I would like you 

to answer as honestly as you can.  This survey should take no more than 7 to 10 minutes to complete.   

 

 

PARTICIPANTS’ RIGHTS 

You may decide to stop being a part of the research study at any time without explanation 

required from you.   You have the right to omit or refuse to answer or respond to any question that 
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is asked of you.  You have the right to have your questions about the procedures answered (unless 

answering these questions would interfere with the study’s outcome).  If  you  have  any  questions  

as  a  result  of  reading  this  information  sheet, please feel free to contact me directly before the 

study begins.     

CONFIDENTIALITY/ANONYMITY   

The survey is completely anonymous and any responses will not be personally identifiable but will 

remain anonymous.  The data I collect will not contain any personally identifiable information 

about you and any findings will be used for the purpose of my dissertation, presentations and 

college publication. 

FOR FURTHER INFORMATION   

I or my college Dissertation Supervisor, Doctor Andrew Browne will be glad to answer any 

questions you may have about this study at any time. You may contact my supervisor at 

andrew.browne@dbs.ie or by telephone to Dublin Business School at (+353 1 417 7500). 

Dear colleagues, while I appreciate and respect your rights to be excluded from the study should 

you wish so, I would like to ask you to please consider taking part as this would be of great help 

to me. 

 

Kind Regards 

Vusie Majola 

0861726255  

Vusie.majola@companyx.ie (domain name changed for anonymity reasons) 

mailto:Vusie.majola@companyx.ie
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APPENDIX D - FOLLOW UP LETTER OF TO SURVEY 

PARTICIPANTS 

 

Dear Colleagues 

 

Further to the email I sent you last week, this is just a reminder to please fill in the survey 

questionnaire that you would have received through your company email addresses by now. 

Please note, this study is not affiliated with the company in any shape or form.  Any responses 

collected with the anonymous and no one will be able to tell which response came from whom as 

I am interested in the collective opinions of the sales force and not individuals.  As you would 

already know, I have recently been pursuing a part time post graduate Master’s degree in Business 

Administration in Dublin Business School and as part of my final assessment, I am tasked with 

conducting a research study into a topic that affects most contemporary businesses.  My chosen 

topic is “Employee Retention through effective performance management and employee 

engagement practices in Company X.”  The study seeks to investigate the relationship between 

performance management perceptions and employee engagement among employees and how this 

impacts their decisions to stay or leave the company. 

 

A survey questionnaire has been sent to every salesmen in the company with some 

questions that I would like you to answer as honestly as you can.  This survey should take no more 

than 7-10 minutes to complete.   
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PARTICIPANTS’ RIGHTS 

You may decide to stop being a part of the research study at any time without explanation 

required from you.   You have the right to omit or refuse to answer or respond to any question that 

is asked of you.  You have the right to have your questions about the procedures answered (unless 

answering these questions would interfere with the study’s outcome).  If  you  have  any  questions  

as  a  result  of  reading  this  information  sheet, please feel free to contact me directly before the 

study begins.     

CONFIDENTIALITY/ANONYMITY   

The survey is completely anonymous and any responses will not be personally identifiable 

but will remain anonymous.  The data collected will not contain any personally identifiable 

information about you and any findings will be used for the purpose of my dissertation, 

presentations and college publication.  No data will be shared with the company or any of its 

members. 

FOR FURTHER INFORMATION   

I or my college Dissertation Supervisor, Doctor Andrew Browne will be glad to answer any 

questions you may have about this study at any time. You may contact my supervisor at 

andrew.browne@dbs.ie or by telephone to Dublin Business School at (+353 1 417 7500). 

Dear colleagues, while I appreciate and respect your rights to be excluded from the study 

should you wish so, I would like to ask you to please consider taking part as this would be of great 

help to me. 

Kind Regards 

Vusie Majola 0861726255   

Vusie.majola@companyx.ie (domain name changed for anonymity reasons)

mailto:Vusie.majola@companyx.ie
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APPENDIX E - SURVEY INSTRUMENT 

 

This Research is being conducted by Vusie Majola of the Dublin Business School as part of 

a dissertation for a post graduate Master’s degree in Business Administration. 

 

Please feel free to elaborate on any of your answer choices below. 

The Survey contains 30 Questions in Total and should take between 7 - 10 

minutes to complete. Please answer all questions 

 

 

YOUR ANSWERS ARE CONFIDENTIAL AND 

ANONYMOUS 

 
Please indicate to what degree you agree or disagree with the following statements. 

 

 

1. I have been an employee of this company for 

 less than 1 year  

 1 year up to 5 years  

 5 years up to 9 years  

 9 years up to 13 years 

 over 13 years 

  

 

2. The performance goals I am set are clear and specific 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

  

 

3. I find my performance goals / targets challenging but achievable 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 
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4. I understand the company's goals and objectives. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

5. I see a clear link between my daily work and the company’s goals and objectives 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

6. How satisfied are you with the amount of training and education offered to you to do 

your job effectively 

 Very Dissatisfied  

 Dissatisfied 

 Neither Dissatisfied nor Satisfied  

 Satisfied  

 Very Satisfied 

Other (Please Specify) 

 

 

7. I find the reward systems and incentives fair and transparent 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

8. I have been given all the tools, and technologies I need to do my job properly 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 
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9. I have a clear idea of how I can progress in this company and what is expected of me to 

do so 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

10. My line manager is honest and open in communication with me 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

11. My line manager and I have regular and ongoing performance related conversations 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

12. My line manager motivates me to do my job 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

13. I regularly receive quality feedback from my manager 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 
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14. My line manager values my feedback 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

15. My line manager is always fair to me. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

16. Overall, my line manager and I have a good working relationship. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 
17. On a Scale of 1 - 5, (1 being the least and 5 the most) where would you rate Senior 
Management communication of the company strategy to the company employees? 

 1 

 2 

 3 

 4 

 5 
Other (Please Specify) 

 

18. I feel that senior management decisions are always fair and transparent in dealing with 

the employees 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 
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19. I feel like I have a voice as an employee and that my feedback is considered. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

20. I can trust my company's senior management. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

21. I feel that the company's senior management cares about me and my welfare as an 

employee. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

Other (Please Specify) 

 

 

22. I am proud to work for my company. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

 

 

23. I feel like I am part of the team in the company 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 
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24. I am motivated to go the extra mile and do more than the minimum required to achieve 

company's goals. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

 

 

25. I would voluntarily recommend my company to friends and family as a great place to 

work 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

 

 

26. I often think about looking for a job at another company 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

 

 

27. I am always actively looking for job opportunities elsewhere 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

 

 

28. I see myself still working at this company in two years’ time. 

 Strongly Disagree  

 Disagree 

 Neither Disagree nor Agree  

 Agree  

 Strongly Agree 

 

 

29. Please list up to 3 things you like the most about working for your company 

30. Please list up to 3 things you dislike the most about working for your company 
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APPENDIX F - DISSERTATION GANTT CHART 
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