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Abstract
   To survive in a competitive world, organisations depend on their employees. Previous studies showed that engaging employees increases productivity and drives organisational success. The purpose of this qualitative exploratory thesis was to investigate the phenomenon of employee engagement in a pharmaceutical organisation in Beirut, Lebanon. This study aims to understand how employee engagement is defined by participants in the selected organisation. Another aim is to explore employee engagement strategies implemented by PHARM from managers’ perspectives. Also, the drivers of employee engagement from employees’ perspectives were explored. This study applied qualitative methodology based on constructivist grounded theory as an epistemological perspective guiding a single case study approach. Five managers and twenty employees working in different departments in PHARM participated in face to face semi-structured interviews. Analysis of the data revealed three themes: multifaceted employee engagement definition, strategies of employee engagement, and drivers of employee engagement. Some factors that affect negatively employee engagement include work load, time flexibility, favoritism, unfairness and mistrust. The contribution of this study to theory includes a new definition of employee engagement using Macey and Schneider (2008) conceptual model. The contribution to practice includes the construction of a model of employee engagement drivers that would help PHARM engage their employees. Further quantitative research is recommended on the topic of employee engagement definitions, strategies and drivers in the Lebanese pharmaceutical sector in order to support the research findings.
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Chapter One: Introduction

1.0 Introduction

       The global challenges and increased levels of uncertainty that face organisations require continuous adaptation to changes and meeting the different needs of employees to achieve sustainability (Koyuncu et al., 2006). Previously, organisations survived turndowns by adopting different strategies such as cutting costs, lowering prices, and downsizing the number of their employees. These problem- coping strategies were found to have limited effect on business and were replaced by more positive approaches that focus on employees. Human resource management (HRM) studies shift their focus to new approaches that target the workforce such as trust, supervisor support, positive culture and employee engagement as they have positive effect on employees’ behavior, attitude and discretionary effort and enhance the financial and market status of organisations (Veth et al., 2017; Elrehail et al., 2018). 
The notion of employee engagement in organisations received attention over the last decade (Saks and Gruman, 2011) as engaged employee give discretionary effort at work and are highly dedicated to their job, while disengaged employees are disconnected from work and show no enthusiasm (Bakker et al., 2008). Engaged employees outperform disengaged employees because they often experience positive emotions, better health, create their own resources and transfer their engagement to others (Bakker and Demerouti, 2008; Timms et al., 2015). In 2008, Gallup organisation found in their study that high levels of disengaged employees resulted in 300 billion dollars in lost productivity per year. Additionally, extensive research findings share similar conclusions that engaged employees are important source of organisational competitiveness (Salanova and Schaufeli, 2008) and lead to increase in performance, productivity and profits (Harter et al, 2002; Xanthopoulou et al., 2009; Bakker, 2008). A meta-analysis across different business units conducted by Harter et al. (2002) affirmed that having engaged employees results in better business unit outcomes such as better customer satisfaction, productivity and profits. Towers Perrin (2008), in his study across 50 multinational companies, showed that companies with high engagement levels outperform in three financial measures: operating income, net income growth and earnings per share. 
During turbulent times and financial meltdown, it is vital for organisations to have engaged employees who are motivated, committed, ready to exert effort and go extra mile with them to ensure business sustainability. For many years, Chartered Institute of Personnel Development (CIPD), Gallop, business researchers and consultancy organisations applied their studies on western markets and different cultures such as Spain (Schaufeli et al., 2002), Japan (Shimazu and Schaufeli, 2009) and India (Anitha, 2014). They focused on conceptualizing the construct (Kahn, 1991; Maslash and Leiter, 1997; Macey and Schneider, 2008), validating the constructs (May et al., 2004), examining determinants and consequences (Bakker and Demerouti, 2007; Harter et al., 2002) and exploring mediating factors (Salanova and Schaufeli, 2008; Alfes et al., 2013). The results of their studies were applied globally assuming they were relevant in different cultures and different countries like Africa, Middle East and other countries. Yet, no universal definition of employee engagement is agreed on and no comprehensive list of drivers and mediators established. For example, Rasheed et al. (2013) examined selected antecedents of employee engagement in the banking sector in Pakistan. Moussa (2013) surveyed 104 employees working in the information technology sector in Saudi Arabia about antecedents of employee engagement. 
In the Lebanese context, there is still scarcity in the research about employee engagement although its popularity in the West (Ibrahim and Al Falasi, 2014). Additional researches in new cultures like Lebanon are in need to broaden the knowledge about employee engagement construct (Christian et al., 2011) and help establish external validity of the construct (Ismail et al., 2019). As a result, this thesis aims to fill this gap and explore employee engagement phenomenon in Lebanon with focus on pharmaceutical sector. This thesis does not aim to examine the impact of employee engagement on organizational performance or profit during times of turbulence; instead, the interest here is to explore the strategies a pharmaceutical organisation applies to engage their employees on one hand, and explore the drivers of employee engagement from employees’ perspective in order to have a holistic understanding about the phenomenon from both perspectives. The results of this study will contribute to theory and knowledge regarding the strategies and drivers of employee engagement in pharmaceutical organisations in Lebanon. This study will also contribute to the practice of pharmaceutical managers who aim to create engaged workforce within their organisations. 
1.1 Background of the Research
Lebanon, a small country in the middle east, always faced political instability, anti-government protest, economic crises, and natural disasters (Bosqui, 2020). The unstable geo- political environment, corruption, and failure of governments to implement necessary reforms exacerbated the financial and economic crisis. These constant challenges affect how businesses operate in Lebanon (Aragie et al., 2021) and mandate organisations to continuously come up with strategies to engage if they want to sustain their business in turbulent times. Also, available researches on employee engagement does not cover similar contexts as that happening in Lebanon. Thus, considering Lebanon as a context for this study to examine strategies of employee engagement during turbulent times would be of extreme importance and would be of added value to the stream of research in such situations.  
The pharmaceutical sector is regarded as one of the fastest growing industries worldwide due to the increased global demand for medications and greater emphasis on healthcare standards and continuous research toward illness prevention (Ifpma,2011). That is why pharmaceutical industry is considered a highly competitive market and constitutes a major source of employment. This sector contributed to 900,000 jobs worldwide and is expected to open 1.5 million additional jobs (Ifpma, 2011). For example, in China there is more than 1.3 million employed in this industry, 92,000 in brazil and 25,000 in Turkey.

In Lebanon, the pharmaceutical market is considered weak and faces many challenges including high production costs and limited production efficiency, relatively small local market, high labor costs as well as uncertain authenticity due to fragile law (Ramadan et al., 2019).  This sector is expected to grow and employment opportunities are expected to increase.

 In March 2014, the Lebanese Ministry of Public Health issued a price cutting legislation of medications in an attempt to provide affordable drugs to the public and keep prices of medications in their lowest with respect to other countries in the Middle East area as a way to increase market growth (Ramadan et al, 2019). The Lebanese pharmaceutical market was estimated to be worth 1.75 billion dollars in 2016 and was expected to reach 2.20 billion dollars by 2020 (Ramadan et al., 2019). However, in 2019, the covid-19 pandemic, the nonstop political, financial and economic challenges and August 4,2020 massive blast caused hyperinflation, severe shortage in fuel, food and medicines and loss in the value of the Lebanese currency by 95 %. The World Bank classified the Lebanese crisis among the worst in the past century (Mroue, 2021).
 While many countries were able to manage the impact of COVID-19, Lebanon was not capable of doing so due to the severe financial crisis and economic depression. All industries suffered since October, 2019. Some businesses (banks, hotels, restaurants, small businesses) closed or downsized, others merged their branches, laid off their employees or relocated some employees to other branches. The healthcare sector was not an exception. All this chaos This had put pressure on pharmaceutical companies through lowering costs, cutting their profits and forcing them to decrease the number of employees and managing those remaining in their jobs on one hand. On the other hand, another pressure was exerted on the remaining employees to encourage them do their best and engage in order not to face the same path of their friends (Marques et al, 2011). Maslach et al. (2001) stated that cost cutting strategies such as decreasing the total number of employees (for example layoffs, buyout packages) impact companies and result in negative work outcomes at the level of employees such as lower levels of trust, lower levels of commitment, higher levels of staff turnover, lower levels of performance, and lower job satisfaction. At the level of the company, Gandolfi (2008) showed that companies which followed cost cutting strategies have failed to reap the anticipated organisational benefits, and in those who did, long term benefits were not guaranteed. He also concluded that there was no empirical evidence to suggest the correlation between cost cutting strategies and better organisational benefits. Therefore, it is a challenge for human resource management (HRM) in Lebanese pharmaceutical companies to absorb the negative environment, understand their employees and create a supportive environment that facilitates a high level of employee engagement in order to drive superior organisational performance. They should inspire their employees to be engaged and apply their full capabilities at work (Marques et al., 2011). 

Employees are a source of competitive advantage (Wright et al., 2003) and the key ingredient to the success or failure of the organisations (Davis, 2017). Managing effectively potential employees at work and retaining them is a big challenge that faces organisations in disturbed industries. The engaged employees tend to remain with their organisations for longer periods of time, become more committed (AbuKhalifeh and Som, 2013; Kular et al., 2008) and ensure higher level of productivity and drive business success (Schaufeli, 2012; Ariani, 2013) whereas satisfied and stable ones only meet the requirements of the job and do not show higher levels of productivity (Aarhus, 2012; Abrahamson, 2012). Therefore, the focus of organisations should be on managing employees rather than focusing on cutting costs. They should understand their employees and their needs if they want to engage them and retain them to increase productivity and reap benefits. There are many challenges that affect employee engagement in turbulent times. 
Human Resource Management (HRM) is regarded as a philosophy, policy, system and practices that can impact the behaviours and attitudes of employees which can affect organisational performance. Activities of HRM include planning, staffing, training and development, performance management, compensation management, safety and health and employees’ relations. Previously, organisational management neglected the role of HRM practices in driving organisational success. It is only since 1990’s when substantial amounts of empirical researches were carried out to study the relationship between human resource management practices and organisational performance (Delaney and Huselid, 1996). For example, a study on banks that was done by Delery and Doty (1996) found significant relationships between HR practices and accounting profits (Wright et al., 2005). This was also supported by a study that was carried out by Aktar and Hossen (2012) on pharmaceutical firms which showed that human resource management practices enhanced organisational performance (variables studied included net profit margin, and gross profit margin). Hewison et al. (2013) found that good leadership, and communicating clear goals and objectives are crucial for employee engagement and further for organisational development.

Although many studies have showed that there are positive links between HRM practices or interventions and organisational and individual outcomes, scholars criticized those results and said that methodologies were insufficient to show causal effect or better HR interventions will lead to better outcomes (Wright et al. 2005). Paauwe (2009) argued that HR interventions at a micro level should not be assessed at the organisational level but instead at the employees’ levels which are better indicators and may be mediators of organisational level performance (Alfes et al., 2013). Moreover, HR interventions that impact performance are those put in action and affect employees, not those that are written in an organisations’ strategy but not implemented (Gratton and Truss, 2003). That is why these studies will not provide valid results unless they measure employees’ perception of implemented HR interventions (Alfes et al., 2013). In Lebanese context, multiple researches were done about employee engagement. For example, Ismail (2019) studied the mediating role of creativity between employee engagement and organisational performance in manufacturing industry where as Messara (2014) studied the impact of religious diversity on levels of engagement in financial sector. Similarly, Bazaza (2021) examined the effect of social corporate responsibility activities on levels of engagement in the pharmaceutical sector. However, there is no study that focuses on both strategies implemented by managers to engage their employees and employees’ perspectives on the drivers of their levels of engagement in one study.    

1.2 Research Aims and Objectives
In order to address the specific gaps of this research and provide implications for solutions, it is necessary to formulate effective research aim guiding this research. The aim of this research is to investigate the employee engagement construct and its drivers from the perspectives of both managers and employees working in a pharmaceutical organisation in Lebanon during times of turbulence. 

 To effectively reach the aim of this research, it is necessary that the following objectives are met:

1- To get better understanding of the employee engagement phenomenon and its importance to organisational outcomes.
2- To identify the factors and challenges that influence employee engagement from the perspectives of both employees and managers. 
3- Be able to develop a model about employee engagement for the organisation under study.
1.3 Research Design
            Creswell and Poth (2018) indicate that qualitative research is conducted because a problem or an issue requires exploration. The main reason for this study is to explore a social phenomenon and use participants’ personal experiences to explore the meaning and the factors leading to it. In order to explore employee engagement phenomenon through the stories and experiences of managers and employees in a pharmaceutical organisation in Lebanon, this research follows qualitative methodology and adopts the interpretivist/constructivist approach since it provides rich and dense data about one setting and about the participants who work in it.

For the sake of this study, a qualitative methodology has been selected to address the research questions of this research. An exploratory research is adopted as it uses the stories and experiences of participants to analyze and understand in detail the phenomenon of employee engagement and the drivers that lead to employee engagement in the pharmaceutical organisation. To do so, a single case study approach is used since it allows the in-depth examination of a phenomenon in one organisation. It also allows to investigate a topic that was not covered before (Ismail, 2019). 

Semi-structured interviews were selected as most appropriate to collect data from participants involved in this research. These types of interviews allow the extraction of as much stories and data from interviewees thus allowing thorough explanation and understanding of the phenomenon under study (Creswell and Poth, 2018). For this study, grounded theory techniques were implemented in data collection and data analysis as they allow for better extraction of new emergent categories and themes not covered before (Corbin and Strauss, 2008). Thematic analysis was applied to extracted data to conclude the final themes that are related to the research questions in this study. The details of research methodology and approaches selected in this research will be discussed in chapter three.
1.4 Contributions to Theory and Practice

This study adds to the existing body of knowledge on employee engagement through a new conceptualization of employee engagement from the view point of the workforce who works in PHARM in Lebanon. Using the narratives of participants, this study conceptualized employee engagement in terms of emotional expression, mental readiness and presentation of work - related actions. 

It is possible to state that this study has supported the assumption of the theory of Macey and Schneider (2008) conceptualization that employee engagement drivers include work related characteristics and leadership style. In PHARM, the explored drivers of employee engagement include supportive and communicative manager, fairness in payment, career development, personal development and work-life balance.  Beside the drivers of employee engagement, a contribution to knowledge is revealed in the factors that hinder employee engagement in the Lebanese pharmaceutical context which is favoritism or Wasta. The findings support other studies which found that work load, insecurity, and unfairness in supervisor support and organisational support are among the important factors that affect employee engagement (Demerouti et al., 2001; Saks, 2006).

This study also contributes to the assumption that employee engagement increases employees’ productivity and enhances organisational performance. The findings showed that engaged employees are more motivated and committed to work from their heart and are more willing to dedicate their time and effort to achieve organisational goals. 

An important contribution of this study is in the context within which the research is taking place. The explored strategies and drivers are implemented by organizations having volatile markets and financial and economic turbulences. The findings supported the assumption that employees are organisations’ assets and investing in them during turbulences sustain the business and drive productivity.  

There are practical implications that can be identified from the findings of this study. First, organisations need to realize the importance of engaging their employees to increase productivity and organisational performance in volatile markets. They need to identify the drivers that help their employees engage and the issues that decrease their engagement in order to implement practices that are tailored toward their engagement levels. 

In pharmaceutical organisations, managers in such volatile industries should take into consideration personal needs of employees if they want to create engaged workforce. The need for work-life balance, personal development, career development and financial development are among the important drivers that affect levels of engagement in Lebanese market. They should avoid stressors like workload, unfairness, lack of support, and favoritism. They need to invest in training employees to build their skills, capabilities and knowledge, recognize employees who achieve their targets and promote when they are capable of, and reward employees fairly, communicate openly and effectively and provide continuous support. The key contribution in the pharmaceutical organisation in Lebanon is the development of a model that helps managers able to enhance employee engagement in their organisation. This model shows the strategies and the drivers that influence employee engagement as well as the challenges that act against their engagement. 

1.5 Limitations and Suggestions for Future Research

This study adopted qualitative case study approach to study employee engagement phenomenon strategies and drivers in the Lebanese pharmaceutical organisation. It doesn’t allow generalizability of results to other organisations or contexts. Future research may apply quantitative methodology to verify and validate the strategies of this research in other organisations and other settings. 

Future research may increase the sample size and use multiple case study approach to explore strategies implemented by managers in other organisations in the pharmaceutical context. 

Another recommendation is to consider studying the strategies of employee engagement in different sizes of organisations. Small, medium and large organisations may have different strategies as they have varying levels of capabilities, resources and investments. This might affect the types of strategies they implement to engage their employees. 

This study also showed that within the same organisation, employees have different working conditions and different payment systems and benefits. Future research is recommended to compare employee engagement drivers between departments within the same organisation as they have different work conditions. 

This study showed that implementing employee engagement strategies faces challenges such as favoritism. Future research is recommended to explore the impact of these challenges on the implementation of engagement strategies.  

1.6 Structure of the Thesis
This thesis consists of seven chapters as follows:
Chapter one has presented an introduction to the topic and discussion of the background of the study and the context within which the study is taking place. The analysis of the Lebanese volatile economy allows determining the gap in the literature of employee engagement in pharmaceutical organisations in Lebanon.  The aim and objectives that guide this research are identified. The specific problem to be studied in this research is exploring employee engagement strategies and drivers from the perspectives of managers and employees in a volatile market such as the pharmaceutical organisations in Lebanon. This revised chapter has been amended according to the examiners suggestions to include a comprehensive summary of the whole thesis were the limitations of the research and future recommendations and the contributions of this research to theory and practice were included the research design and outline of this thesis.
Chapter two provides a review on the existing literature about employee engagement concept and crisis management. Based on examiners’ suggestions to include the issues of turbulence and crisis management literature to the literature review chapter, the researcher reviewed crisis management definition, crisis management types, consequences, and strategies applied by HRM in volatile markets. Then, literature continues with a review over the strategies studied to engage employees.  It also discusses the drivers of employee engagement from employees’ perspectives. The chapter examines the different theories and models relevant to the employee engagement construct. It concludes by presenting the gaps in literature and stating the research questions that will guide this research.
Chapter three is about the methodological approach adopted and methods used. It discusses the research philosophy, design and methodology followed in this thesis. The rationale behind selecting case study approach will be provided with the semi-structured interviews. This chapter include limitations to methodology and ethical considerations. A paragraph that explains how data saturation was reached was added in this chapter according to examiners’ suggestion.  
Chapter four is the data analysis chapter. It details the grounded theory data collection techniques and data analysis approaches implemented in this study. 
Chapter five presents the findings of this study and their analysis with the focus on the themes generated from data analysis. The references in this chapter were removed to allow the data to stand alone. This amendment was a suggestion by examiners following the viva discussion.  
Chapter six is the discussion chapter. It focuses on interpreting and discussing the findings revealed from the data analysis. Specifically, each theme is discussed and interpreted against the wider literature. The examiners suggested to add at the end of this chapter a discussion that explains the difference in the model developed and that of Macey and Schneider (2008). Also, a discussion on the implications of this thesis to the context of turbulence was added.  
Chapter seven presents the conclusions, recommendations and contributions to theory and practice. This chapter summarizes the findings of this study with relative to the research questions that guided this thesis. This is followed by discussing the recommendations for further research and the contributions to theory and practice. Following viva recommendations, the model was revised to include the whole thesis findings. 
Chapter Two: Literature Review

2.0 Introduction
Employees are identified as a source of competitive advantage (Wright et al., 2003) and the key ingredient to the success or failure of the organisations (Foss and Laursen, 2013).  Managing effectively potential employees at work and retaining them is a big challenge that faces organisations in disturbed industries and turbulent business environment, for instance, Macey et al. (2009) claimed that competitive advantage in organisations can be achieved through engagement (Gruman and Saks, 2011). The study of employee engagement is gaining significant importance and attention in the fields of organisation development, psychology and human resource management, since engaged employees tend to remain with their organisations for longer periods of time, become more committed (AbuKhalifeh and Som 2013; Kular et al., 2008), ensure higher level of productivity and drive business success (Schaufeli, 2012). This has been compared to satisfied and stable employees, who tend to only meet the requirements of the job and don’t show high levels of productivity (Aarhus, 2012; Abrahamson, 2012). Disengaged employees show low levels of productivity, more days of absenteeism and tend to leave organisation earlier than other employees (Kaliannan and Adjovu, 2015). Furthermore, empirical research (Gruman and Saks, 2011) done on employee engagement showed that levels of engagement among employees is decreasing (Gruman and Saks, 2011). For instance, one study showed that around half of working Americans are disengaged and are costing their businesses around 300 $ million in productivity (Gruman and Saks, 2011). Many studies were done to explore this concept, however, there are still many gaps that need to be searched, especially exploring the concept in other countries and different contexts. In Lebanon, employee engagement is under searched, a context where economic activity is below potential and suffers from volatile security conditions. Exploring the phenomenon of employee engagement in such context adds value to the stream of research of employee engagement.
       Majority of countries worldwide faced periods of continuous natural disasters, economic turndown and challenges. The global GDP has decreased by approximately 4% and about half a million employees lost their jobs in 2020 during COVID 19 pandemic. Lebanese crisis is considered by the World Bank the worst among all (Mroue, 2021). Lebanon has been facing nonstop multiple challenges for long time. Lebanon has been suffering for decades from ethnic and religious strife, economic instability and political uncertainty since 1975 (Fleifel and Farraj, 2022). These economic, political and financial disturbances have been exacerbated by the economic impact of COVID-19 outbreak, and the massive port of Beirut explosion in August 2020. Lebanon’s ongoing crisis, along with the pandemic, affected negatively how organizations operate and function, altered the operating systems, organizational culture, staff performance and productivity of organisations (Khazaal, 2022). Due to these challenges and uncertainties hitting Lebanon for long time, managers have searched for new approaches to manage their employees, to build trust in their leadership and product profiles, ensure honesty in their communication with them to assure that during peak times of turbulences employees are the main source of business productivity and sustainability. In this thesis, the researcher aims at exploring the strategies implemented by the organisation under study to engage their employees from managers perspective on one hand; and exploring, from employees’ perspective, the drivers that lead to their engagement in volatile environment on the other hand. 

 Research on crisis management is rare even though its frequent occurrence in recent years (Sommer at al., 2015) especially in a country like Lebanon. The following section covers the concept of crisis, crisis management, types, consequences and strategies adopted by human resource management to cope with uncertainties and crises.  
2.1   Crisis and Crisis Management Defined 
      Crisis is a sequence of disturbing events that impacts negatively organisations and affects employees, teams, organisations or society. It triggers feelings of fear and threat among employees and leads to instability in an organisation. Rosenthal et al. (2001) refer to it as situations that are “unwanted, unexpected, unprecedented, and almost unmanageable, causing widespread disbelief and uncertainty”. Crisis is considered inevitable and can be hardly predicted or avoided. It is a deviation from the normal and is considered a threat to the basic structure of a system. Organisations are required to employ critical decisions in times of uncertainty.
        Crisis management (CM) is the process by which organisations deal with a threatening event that is affecting employees, organisation, stakeholders and clients by dealing with the risks and uncertainties (Hazaa et al., 2021). According to Lockwood (2005), crisis management is the organisations’ acts and behaviours which prepare it to manage sudden situations in a safe and effective way. It helps avoid crisis before it happens, contain the repercussions of its negative effects, prevent them from spreading, control the extent of damage, and reduce losses (Al-Marri, 2014). Organisations tackle the unwanted effects of external turmoil and unprecedented crisis through approaches of HRM practices and strategies that aim at building engaged and empowered workforce capable of facing threats and challenges. With crisis management, organisations may not always be able to avert crisis but may be able to manage it efficiently with minimum loss (Sahin et al., 2015).        
 2.1.1 Crisis Types 
In order for leaders to be well prepared for a crisis, they must differentiate the different types that are likely to affect their organisations and be aware of their consequences and find ways to cope with them. Crisis can be organisation related or non-organisation related. Organisation related reasons could arise from misunderstandings, miscalculation and evaluation, wrong interpretation, mismanagement or ignorance of early warning signals. Non-organisation reasons include rumors, conflict of interest, information sabotage, global financial crisis (Al-Ajlouni, 2009), natural (floods), health (Covid-19), political (world war II), economic or financial (2007-2008 financial crisis) or combinations of crises (Hazaa et al., 2021). Pederson et al. (2020) discussed three types of crises; immediate (occurs without warning), emerging (not predictable) and sustained (lasts for weeks). Gundel (2005) classified them based on their predictability and influence (conventional, unexpected, fundamental…). 
2.1.2 Crisis Consequences 

Crisis affects both organisations and employees. Herman and Brandstatter (2015) noted that the consequences of crisis may range from insignificant to catastrophic on businesses such as regulatory investigations, decline in the stock price, executive resignations, reductions in revenues, and loss of public goodwill. 
Moreover, crisis affects employees’ emotions and wellbeing through increasing the anxiety, stress, uncertainty among employees and managers, and burnout (Maslach and Leiter, 2008). Crisis leads to reduction in working hours, changes in workplace and working conditions, increase in workload, less job choices for workers and cut of wages, feeling insecure and worsen wellbeing (Howlett, 2020). Researchers suggest that crisis consequences on employees can be avoided through building resilient and engaged workforce capable of facing and recovering quickly from disruptions or conflict (Shin et al., 2012; Luthans et al., 2006). 
Employee engagement and employee resilience to stress and burnout have been embedded in the field of positive psychology and positive organisational behaviour (Luthans, 2002). Organisations emphasis should be on implementing different HRM practices that focus on understanding employees’ feelings and managing their attitudes and behaviours to build workforce capable of coping to constantly changing workplace.  
2.1.3 Human Resource Management (HRM) strategies in Crisis Management
Coombs (1999) indicates that employees play important roles in determining organizational success or failure in managing the crisis. Employees are valuable insights into the crisis through their knowledge of the organization and are source of valuable suggestions that may provide organizational leaders with possible causes and solutions to prevent a similar crisis from reoccurring (Mitroff et al., 1996).  In the crisis context where organizations tend to experience turmoil and turbulences, HRM can provide a useful framework for leadership to design interventions that will contribute to the successful outcome of crisis management. It promotes practices that enhance the perform​ance of employees and organizations through emphasis on proactive change in management which enables organizations to survive in an increasingly com​plex, unstable and competitive environment (Grieves, 2003). 
Organisational HRM provides an important source of competitive advantage especially when human resources are valuable, rare, inimitable, and non-substitutable. Hu (2007) examined five activities which are talent development, training and development, organization development, performance development, and leadership development. Garavan (2007) highlighted three sets of HRM strategies: organisation performance, organisation learning, and organisation change. Wang et al. (2009) argued HRM should adopt all types of performance and learning interventions to develop operational capabilities that enable organisations to respond to any crisis or prevent any crisis in the future. In general, two approaches to employees’ management are adopted by HRM in uncertain times mainly soft and hard. 
In the soft approach, employees are treated as valuable resources for the organization (Psychogios et al., 2016) and essential in the survival of organisations, especially in crisis context. HRM practices focus on training employees on new skill sets (Nijssen and Paauwe, 2012), knowledge sharing (Zhu, 2005), informal coordination (Zhu, 2004), results-based motivation (Gurkov and Settles, 2013), mentoring, counselling and coaching (Ramlal, 2013), employee involvement (Marchington and Kynighou, 2012) and leadership development (Martin and Gollan, 2012). In the hard approach, HRM practices apply pay cuts and pay freezes (Cibborn, 2018), reductions in the workforce (Roche et al., 2013), recruitment pause, decrease in the training budget, and renegotiation of the contractual agreements (Jaidi and Thévenet, 2012), workload (Cook et al., 2016), and freeze benefits (McDonnell and Burgess, 2013). Gunnigle et al. (2013), in their study, supported the notion that economic crises could have a negative effect on salaries and training and development budgets. 
Training and development expenditure are the first to be reduced during crisis. They are considered quick cost cut (Sharma and Sharma,2010). Kim and Ployhart (2014) argued that organisations that consistently invest in capability development and skills building have been found to outperform competitors during times of economic turbulence. Similarly, Zatzick and Iverson (2006) found that continued investment in capabilities as part of work practices throughout economic turbulence maintain workforce productivity, and workplaces were able to avoid productivity losses, compared with workplaces that discontinue such investments. Additionally, literature highlights that downsizing as a result of austerity measures will result in a loss of critical employee capabilities and may lead to deteriorating quality, productivity, and effectiveness of the firm (Schmitt et al.,2012). HRM realize the importance of training and professional development programs to retain talented employees and maintain their engagement and loyalty to minimize organisational loses of skilled workers and prevent high turnover (Lockwood, 2005). They shift the training and development practices in to on the job training and off the job training as their costs are minimal on the organisation. Khatri and Ng (2000) highlighted the value of tacit learning in filling the gaps in information and knowledge and to enable the accurate interpretation of the crisis event. This includes education, training, and exposure to crisis events to learn from experience. Such trainings transform employees’ skills and capabilities at the individual levels and promote increase in organisational capability and performance at the organisational level.  
During times of turbulence, organisations need to prioritize and reorganize recruitment strategies to reflect the cost reduction initiatives due to the situation (Vardarlier, 2016). Examples include hiring freezes, pay cuts, layoffs, and employee cross-training to best utilize the human capital on hand, and job redesign so that fewer employees are needed (Mello, 2015). Bulmahn and Krakel (2002) stressed that the different tasks and roles employees rotate in allow better exchange of information and knowledge between departments and ensure coherence among teams before crisis occurs and during planning phase. In cases of employees hiring, low cost methods of recruitment (internal recruitment, word by mouth, employee referrals) with rigorous selection criteria are to be chosen to choose highly skilled employees who are productive and have the skills and ability to work under stress. In cases where layoffs are unavoidable, HRM will need to include appropriate engagement strategies for survivors to avoid a loss in morale, job insecurity that may affect remaining employees and the lack of loyalty to the organization (Mello, 2015). 
Performance management systems are important and positively linked to organisational performance (Pfeffer, 1998). Performance management approaches are affected by the crisis in terms of setting targets, providing efficient feedback and providing employees with timetables to adhere to. Bidya (2009) stresses on the importance of including or involving employees in the planning process as it boosts their morale and confidence, helps them avoid communication gaps, and provides them with clear picture of what is expected from them. Similarly, compensation practices have been searched in the context of aligning employees’ performance with organisational goals (Ferreira, 2012). During crisis, organisations tend to reduce compensation practices, benefits and bonuses to overcome the extra costs and negative burden of the crisis (Gunnigle et al., 2013). 
Effective leadership is important during crisis to create and sustain organisation’s credibility and trust among stakeholders. Leaders assist organisations return to their productivity, and maintain business reputation, brand and value in market. They need to have emotional intelligence competencies such as empathy, self-awareness, persuasion, teamwork skills, and ability to manage employees, empower them, put trust in their decisions, and engage them to avoid the negative consequences of the crisis on them (Howell and Shamir, 2005; Mitroff, 2007). Communication is another important aspect in crisis management (Lockwood,2005). Facilitating effective communication between employees and encouraging them to express their views freely may reveal potential problems at an early stage. In some instances, crises might have been avoided, if effective levels of communication had been established between the employees and management (Nizamidou et al., 2018). Organisations are responsible for establishing and promoting high levels of communication so that employees feel secure (Lockwood, 2005). Employees have an increased sense of safety, trust, and security when they know in advance whom they should report to, and what to report in the right time. Employees should be familiarized with all means of communication long before a crisis occurs. The HRM role is to maintain a direct line of communication between the departments and the employees, with the aim of strengthening employees’ emotional and mental states. The negative emotions, fears, uncertainties, and stresses that arise during the crisis stage continue long after the crisis is over. One HRM solution is providing employee mental assistance programs which may help employees overcome the negative emotions and sense of grief they might experience after a crisis (Premeaux and Breaux, 2007).

2.2 Towards the Construct of a Definition of Employee Engagement
Employee engagement has emerged as an interesting topic in recent years (Albrecht et al., 2015) among researchers and practitioners (Truss et al., 2013; Schaufeli, 2012) and consulting firms like Aon Hewitt (Saks, 2006). Employee engagement is regarded as a source of competitive advantage and is suggested to be linked to retaining skilled employees, improving customer loyalty and increasing organisational performance and stakeholders’ value (Albrecht et al., 2015). A research done by CIPD (Chartered Institute of Personnel Development) showed that there is a link between the way employees are managed, employees’ attitudes and the overall organisations’ performance (Mehta and Mehta, 2013). However, some other studies were based on practical workplace examples, such as, Gallop organisation who ran an engagement survey on 100,000 employees in different industries, classifying employees into three types; engaged, not engaged and actively disengaged. They showed that there are many actively disengaged employees than there are engaged ones, highly demotivated, unsupportive, and willing to leave the organisation more than any other types of employees (Anitha, 2014; Bedarkar and Pandita, 2014). This means that organisations will be facing the problem of low productivity as a result of disengaged employees. This puts pressure on organisations to work on engaging their employees if they want higher productivity levels. Employee disengagement is costing US businesses $300 billion a year of lost productivity (Werner et al., 2011).

One of the most influential studies of employee engagement was carried out by Kahn (1990), one of the first human resources pioneers who defined employee engagement as “the harnessing of organisation members’ selves to their work roles; expressing themselves physically as the willingness to invest in skills and to exert extra effort, cognitively, as the way employees regard their organisations’ working conditions, and emotionally, e.g. during role performances includes employees’ positive attitude, toward their employer, company’s values, leadership and working conditions (Schaufeli, 2012). In this definition, the author identified three psychological conditions that are the driving forces behind engagement or disengagement at work: meaningfulness, safety, and availability. He found that workers were more engaged at work in situations that offer them more psychological meaningfulness as the role performed provides them with a return on investment of the self, psychological safety where employees can voice their opinion without fear of negative consequences, and with accessibility to all the needed advocacy resources when they were more psychologically available (all resources needed to perform the role are available). Kahn (1991) came to this definition by running a qualitative study where he interviewed summer camp counselors and staff at an architecture firm about their moments of engagement and disengagement at work (Mehta and Mehta, 2013). May et al. (2004) studied empirically Kahn’s model and found that meaningfulness, safety, and availability were significantly related to engagement with meaningfulness having the strongest relation to different employees’ outcomes whereas safety and availability were moderately related (Kumar and Swetha, 2011). Kahn’s definition was criticized for discussing employee engagement from an employees’ perspective rather than both employees and organisational perspectives, highlighting one type of employee engagement which is engagement to the job or role instead of to both job and to the organisation. He also put more emphasis on employee’s psychological state as the driving force of employees’ engagement.  

Maslach et al. (2001), on the other hand, developed an alternative model from burn out literature, where  they found that engagement is the opposite of burnout, the detachment from one’s job, and defined it as a persistent, positive, affective and motivational state of fulfillment and identified six areas of work life that lead to either engagement or burn out: workload, control, rewards and recognition, community and social support, perceived fairness and values (Truss et al., 2013). Maslash et al. (2006) discussed six work-life factors and various work outcomes. The findings of the research that was done by May et al. (2004) support Maslach et al. (2001) notion of meaningful, valued work being associated with engagement; therefore, it is important to consider the concept of ‘meaningfulness’ as a psychological state that will mediate the relation between the job and employee engagement. Holbeche and Springett (2003) agree with (May et al., 2004) and Maslach et al. (2001) that meaningfulness is highly linked to employee engagement and organisation’s performance; they indicated that employees who don’t find meaning in their work are more likely to quit. In their study they found that around 70% of people search for meaning in their workplace more than they search for it in their personal lives especially because they spend much of their day time hours at work. However, here employee engagement is assumed to be the opposite of burnout, which is not true. If an employee is not feeling happy and engaged at work, then he might not necessarily be experiencing burnout and quitting the job. He might be experiencing a state of not being engaged. Gonzalez-Roma et al. (2006) argue that the opposite of employee engagement is not burnout but a state of not being engaged. They showed that if employee engagement is the opposite pole of burnout, then the measurement used to assess employee engagement should be the same of that of burnout two different measurements (Maslash and Leiter, 2008). 

Schaufeli (2012), opposing Maslash et al. (2001) definition, said that employee engagement is not the opposite of burnout but instead it is a unique construct and defined it as a positive fulfilling work related state of mind that is characterized by vigour (refer to high level of energy and mental flexibility at work, willingness to give extra effort, and persistence in front of difficulties), dedication (refers to being involved in work and feeling pride, inspiration, and challenge), and absorption (being fully concentrated in the job and feel like hours move quickly and one feels difficulty to detach from the job) (Schaufeli, 2012). Here employee engagement is defined as a positive psychological state and is characterized by mental awareness of job characteristics, emotional awareness and the feeling of being empowered and challenged in a safe environment and the pride to work for the organisation. 

Macey and Schneider (2008) stated that employee engagement has both behavioural and attitudinal elements. Defining employee engagement behaviourally, attitudinally or both increased the confusion with other behavioural and attitudinal constructs. Saks (2006) argued that engagement is related to, but distinct from, other constructs in organisational behaviour like employee satisfaction, commitment and involvement (Macey and Schneider, 2008). He argues that employee engagement and employee satisfaction are not the same.  The Gallop’s study referred to engagement as satisfaction and enthusiasm to work and included items in their survey that measures engagement in the form of satisfaction with resources available, opportunity to grow and clarity of expectations. This has been argued that what was studied was employee satisfaction not the level of employee engagement. Moreover, Towers Perrin (2003) study suggested that measuring personal satisfaction is mainly a measure of the emotional aspect of employee engagement only without assessing the cognitive element. They said that employee engagement is not only about enthusiasm and commitment to work but also the willingness to put extra effort to make employer succeed. For example, some surveys that measure satisfaction include an item ‘Most days I feel enthusiasm about my job’ and this item is also found in engagement surveys. Also, engagement means having and showing an active role in one’s job while satisfaction is about being satisfied with no extra behaviour shown.

Engagement has been also confused with another attitudinal construct which is organisational commitment (Wellins and Concelman, 2004 cited in Little and Little, 2006). Commitment is the attitude and attachment of the employee toward the organisation while engagement is not merely an attitude but also it is the extent an employee is willing to stay in the organisation because of that attachment and the extra effort he/she will produce to increase productivity of the organisation. According to O’Reilly and Chatman (1986) commitment is considered a psychological aspect of attachment or the force that binds an employee to his organisation. In measuring commitment, psychological aspects like concepts of belonging, personal meaning, and feeling as a part of family were assessed not the antecedents that lead to commitment. Thus, measuring the psychological aspect of commitment coincides with the measurement of only one aspect of engagement (Macey and Schneider, 2008). 

Moreover, involvement is confused with engagement. Harter et al. (2002) defined engagement as both satisfaction and involvement. Also, Brown (1996) said “a state of involvement implies a positive and relatively complete state of engagement of core aspects of the self in the job”. It should be stated here that researchers distinguish between job engagement and organisation engagement and involvement is considered an assessment of job engagement but not organisation engagement whereas employee engagement includes an assessment of engagement with one’s job, managers, seniors and organisation. Involvement consequences are employee/task outcomes whereas engagement includes organisational outcomes (Macey and Schneider, 2008; May et al., 2004).  

Employee engagement has been also studied against OCB (Organisational Citizenship Behaviour). It is argued that employee engagement focuses on more formal role performances, which are not voluntary nor extra-role, while OCB relates to the voluntary and informal intentions to help employees or the organisation to be on top of what is expected from them (Saks, 2006). This has been criticized by Dicke (2010) who stated that going an extra mile or over-performing at work is not considered a formal, non-voluntary behaviour; on the contrary it is voluntary one (Mansoor et al., 2012).

Macey and Schneider (2008) said that employee engagement is a desirable condition that has organisational purpose; signifying commitment, energy, passion, involvement and effort. Building on the research of other scholars, they developed conceptual model different from other researchers. They proposed employee engagement constitutes psychological state, trait and behavioural components where one state of engagement builds over the other to form the overall employee engagement concept. Psychological trait engagement (person’s character) is seen as an orientation to see the world from a positive angle, a proactive personality and conscientiousness. This is supported by Albrecht (2015) and Judge et al. (2002) who argued that personality traits can affect employees’ personal acceptance with job resources and feelings of safety. This will further affect levels of job satisfaction, commitment and intention to leave.  Behavioural engagement is defined as the discretionary effort or the extra role or behaviour done by an employee at work. Albrecht (2015) and Xanthopoulou et al. (2009) agree that employee engagement influence behavioural, performance and organisational outcomes. They added that employee engagement is manifested behaviourally when employees meet organisational goals or exceed it. Psychological state engagement is defined as the feelings of energy, enthusiasm, absorption and involvement at work. Trait engagement is manifested in state engagement which acts as an antecedent to behavioural engagement. According to them, characteristics of a job (variety, challenge and autonomy), leadership style (transformational leadership) and trust affect employee engagement. Also, they said that if the work goes well with employees’ values, then employees will be more engaged, thus highlighting more emphasis on the role of employee-environment fit. This definition has been criticized for neglecting the role of employees’ experience, knowledge and skills in driving employee engagement and considering the extra role as a behavioural engagement only not as adaptive behaviour in role performance (Burke, 2008). Additionally, this model is criticized for neglecting the experience of safety and the capability of sharing voice and ideas freely without being judged. Organisational culture, organisational policies and human resource practices have been neglected in this model although previous research shows their important contribution to competitive advantage, engagement and performance outcomes (Bakker and Demerouti, 2014; Wollard and Bakker, 2010). This model defined employee engagement from an employee perspective and neglected the organisational perspective of the construct. It doesn’t include all organisational factors that affect employee engagement at work. Additionally, it doesn’t state all individual factors that affect employee engagement such as employees’ willingness to contribute. 
Other researchers like Baumruk (2004), Richman (2006) and Shaw (2005) defined employee engagement as the intellectual and emotional commitment to organisation, Frank et al. (2004) defined it as the amount of discretionary effort exhibited by employees in their job and Truss et al. (2006) defined it as simply as ‘passion for work’ (Mehta and Mehta 2013; Saks, 2006). Rich, Lepine and Crawford (2010) defined engaged individuals as those who are alert, fully there, attentive, feeling, connected, integrated, and focused in their role performances. They are open to themselves and others (Purcell, 2012). Robinson et al. (2004) defined engagement as ‘one step up from commitment’. Practitioners such as consulting firms also provided their own definitions. Gallop organisation defined it in terms of commitment and enthusiasm to work. Perrin’s Global Workforce Study (Towers Perrin, 2003) defined engagement as those employees accepting to contribute to company success by exerting extra effort, time and energy into their work.  Institute of employment studies defined employee engagement as the employees’ acceptance for what the organisation stands for and its values. An engaged employee is aware of organisational environment, and supports his colleagues to improve the overall performance for the sake of the organisation.

These definitions presented above agree with Kahn’s definition that employee engagement encompass the psychological elements (three dimensions of engagement): meaningfulness, safety and availability. Employee engagement is considered a multi-dimensional construct. Also, they shed light on the role the organisation and its culture can play to enhance and improve employee engagement, for example, by applying good communicational skills between employer and employee (Robinson et al., 2004). However, they do not indicate whether employee engagement is an individual or a group level phenomenon (Macey and Schneider, 2008). Dansereau and Yammarino (1998) reported that the Gallop study measured employee engagement levels in relation with organisation’s productivity, profitability, employee retention and customer satisfaction thus suggesting that engagement would be a group level phenomenon which requires other types of measurement like in group and between group variance measurements. Also, this study divided employees into engaged, not engaged and actively disengaged and thus each employee shows a different level of engagement from his colleague and this suggests that employee engagement is an individualistic approach. Moreover, both positively engaged and disengaged employees have shown increased productivity, profitability and retention, assuming that disengaged employees have no effect on the organisation and this rise the question on whether employee engagement is a mix of both individual and group level phenomenon (Little and Little, 2006).  

Among all the definitions presented, the closest definition that covers all aspects of employee engagement is the one of Macey and Schneider (2008) who defined employee engagement broadly as a desirable condition that have an organisational purpose and includes involvement, commitment, enthusiasm, passion and energy. Their general conceptual construct has the trait (positive view about life issues and proactive personality), state (feeling of satisfaction energy and involvement at work), and behavioural (role expansion and extra role behaviour) components of employee engagement. Thus, they approached employee engagement from psychological, attitudinal and behavioural perspectives and this will allow understanding the experiences of employees and their impact on these perspectives to get better understanding on the factors that influence employees to engage at work.
Thus, for this study, Macey and Schneider (2008) conceptualization of employee engagement will be accepted as a comprehensive definition and upon which employee engagement in the pharmaceutical organisation under study in Lebanon will be explored. 

2.3 Importance of Employee Engagement to Organisations
Employee engagement has become an important topic for organisational management (Simpson, 2009). Many studies were run to study the relationship between employee engagement and performance of organisations (Gill 2012; Harter et al. 2003; Purcell 2012; Truss et al. 2013). Kahn (1991) suggested that employee engagement leads to high quality of work, growth and productivity. Kahn’s findings were supported by May et al. (2004). Also it was supported by Harter et al. (2002) who run a study that included 8,000 business units of 36 companies and revealed that levels of employee engagement are positively related to business unit performance like customer satisfaction and loyalty, productivity, turnover and safety (Schaufeli, 2012). Results have shown that the most influential was customer satisfaction-loyalty, then employee turnover, safety and then followed by productivity and profitability. In their study they said that an organisation needs to build an environment that foster employee engagement in order to increase its chances of success. Also, the Gallop study showed that disengaged employees impact the organisation negatively and losses reach 300 billion dollars a year due to disengaged employees.

Engaged employees affect performance according to Bakker (2011) and this attracts organisations. Fredrickson (2001) suggested that engaged employees exhibit more emotions like joy, happiness and enthusiasm than non-engaged employees; this will increase the thinking and acting repertoire and thus engaged employees will use their full potential resources at work. Second, engaged employees show better health and thus they will be more focused, have the drive to do their best and put their skills and experiences at work. Third, engaged employees create their own job and personal resources, thus feeling how meaningful is their job and how their job fits their personality. Fourth, engaged employees are more open minded, behaviourally ready to actively change their work environment (Schaufeli, 2012) and transfer their engagement indirectly to their colleagues. By transferring their engagement to their colleagues, better team work would result and thus better performance (Bakker 2011; Schaufeli, 2012).

Many studies demonstrate a relationship between employee engagement and organisation performance and business outcomes. Wellins et al. (2005) divided business outcomes into four categories: productivity, employee retention, customer satisfaction, revenue growth.

Employee engagement leads to higher levels of productivity and profitability (Harter et al., 2002). Engaged employees develop new knowledge, exhibit new behaviour like searching for new ways to perform their job better, using their time efficiently and making effective use of resources available. They also show ability to collaborate with and assist their colleagues through mentoring and volunteering; and willingness to exert extra effort. This will allow organisations to provide better products or services and invest in remaining resources for further investments. 

Employee retention will be also affected. Highly engaged employees tend to remain longer in their organisations as their organisations provide them with meaningful, safe, rewarding, challenging job where there is opportunity to grow and develop. Many studies have shown that employee engagement is related to employee retention, for example Schaufeli and Bakker (2004) in their study noted that engaged employees have low tendency to leave the organisation. Their findings were supported also by a study that was run by Fleming and Asplund (2007) in small manufacturing firms in Mexico. Results have shown that employee turnover rate decreased from 70% to 40% as a result of employee engagement programs. Also Shuck, Reo and Rocco (2011) found that turnover rates decrease when employee engagement is high.  

Customer satisfaction is expected to increase as employees who are engaged show positive attitude and behaviour at work. They have a positive tone when talking, smile, approach customers, appreciate them and provide good advice. Through engagement, employees tend to enhance factors that affect customer satisfaction like responsiveness and thought leadership. The organisation-customer relationship is managed by employees. The way organisation treats its employees, and the way employees feel during their role performances will be transmitted to customers as they meet face to face and work closely with each other.  If customers are happy with the interaction with employees then they will judge the organisation positively and if they are not satisfied with the experience, they will judge the organisation negatively. A study that was carried by Salanova et al. (2005) showed that the availability of organisational resources as well as the level of engagement influence organisational culture which will affect employee performance which will impact customer satisfaction and loyalty. 

Engaged employees show superior work attitude, are more innovative and meet customer demands which will lead to better financial performance. Towers Perrin (2003) conducted a survey of 664,000 employees across various countries in 2006. Its’ findings revealed that high levels of employee engagement were translated in improved financial outcomes of the organisations in terms of operating income, net income and earnings per share. The findings showed that organisations with high levels of employee engagement had an improved operating income by 19.2 percent within 12 months period, while organisations with low levels of employee engagement had a decline by 32.7 percent. A highly engaged employee force attributed to increase in net income by 13.7 percent, versus a 3.8 percent decline for peer companies.

The cost reduction laws and economic crisis facing the pharmaceutical sector mandates organisations find another way to compete and outperform other organisations. Employees are the organisational assets that can’t be imitated. Their satisfaction and engagement drive organisational performance. Employee engagement is a critical factor in driving employees’ attitudes and behaviours especially during bad economies. The cost of losing skilled employees might outweigh the cost of recruiting and hiring new ones and training them to become skilled. Additionally, employee engagement is found to be important for the performance, success and competitiveness of organisations (Baumruk, 2004; Macey and Schneider, 2008). It influences productivity, profitability and customers’ satisfaction. That is why it is important for Lebanese organisations to put engaging employees as a priority if they want to drive organisational performance, increase productivity and drive organisational success. 
2.4 Employee Engagement from Employer Perspective
By reviewing literature, it is seen that drivers of employee engagement and antecedents of employee engagement are used interchangeably. There are little empirical studies on the factors that predict employee engagement. However, Saks (2006) identified some factors from Kahn (1990) model and Maslach et al. (2001) model.  Saks (2006) studied several drivers which the company can control and would lead to better employee engagement. He said they can be grouped into economic and socio - emotional factors. Social exchange theory explains why employees respond in varying degrees to these drivers. This theory says that interactions between parties who are in a reciprocal dependence create obligations that are followed by parties. The exchange policy here is that actions of one - party lead to a payback by the other party. So, the economic and socio-emotional resources the organisation provides its employees with will be returned by the employees in the form of commitment, loyalty, discretionary effort, and making themselves available cognitively, emotionally and physically (Saks, 2006). 

Job characteristics: 

Job characteristics according to Hackman and Oldham’s (1980) are skill variety, task identity, task significance, autonomy, and feedback. According to Kahn (1990), psychological meaningfulness is one of three states that contribute to employee engagement, and it can be achieved from developing task characteristics that provide challenging work, variety, allow the use of different skills, personal discretion, and the opportunity to make important contributions. Jobs that are high on the core job characteristics provide individuals with motives and energies to bring more of themselves into their work or to be more engaged (Kahn, 1992). May et al. (2004) empirical study found that job enrichment was positively related to meaningfulness which mediates the relationship between job enrichment and engagement. Maslach et al. (2001) suggested that feedback and autonomy are two important job characteristics that determine employee engagement whereas work load and control were related to burnout.
Rewards and recognition: 

 Levels of engagement vary among employees according to the benefits they receive from a role performance (Kahn, 1990 cited in Saks, 2001). Employees will engage more at work when they receive a greater amount of rewards and recognition for their performances. Maslach et al. (2001) argued that rewards and recognition is one of the main factors that can lead to burnout if not applied, while appropriate recognition and reward will oblige employees to respond with higher levels of engagement according to the social exchange theory (Saks, 2006).

Perceived organisational support (POS) and perceived supervisor support (PSS): 

Rhoades and Eisenberger (2002) defined POS as the general belief that the organisation values their employees’ contribution and cares about their well-being. In return to this support, employees care about the organisation’s welfare and help the organisation reach its objectives. Psychological safety involves a sense of being able to express the self without constraints (Kahn, 1992). Feeling of safety originates from the amount of care and support employees receive from their organisation (POS) as well as their direct supervisor (PSS). Work environments that were characterized by openness and supportiveness allow members to experiment and to try new things and even fail without fear of the consequences (Kahn, 1990). In his study, Kahn (1990) found that supportive and trusting interpersonal relationships as well as supportive management promoted psychological safety. May et al. (2004), when testing Kahn’s model, found that supportive supervisor relations was positively related to psychological safety. Also, Maslach et al. (2001) and Schaufeli and Bakker (2004) results suggested that support from colleagues predicted engagement. 

Distributive and procedural justice: 

Distributive justice pertains to one’s perception of the fairness of decision outcomes; and procedural justice refers to the perceived fairness of the means and processes used to determine the amount and distribution of resources (Rhoades et al., 2001). For example, it is important to be fair when rewards and recognitions are distributed as well as be consistent in the procedures that were used to allocate them. Organisational justice studies found that justice perceptions are related to organisational outcomes such as job satisfaction, organisational commitment, organisational citizenship behaviour, withdrawal, and performance (Colquitt et al., 2001). Employees who feel high perceptions of justice in their organisation, they are more likely to feel obliged to also be fair in how they perform their roles by giving more of themselves through greater levels of engagement.

Shuck et al. (2011) grouped the factors that affect employee engagement into two categories which are recruitment practices and management practices. In recruitment practices, he stated that intensive interview processes help the organisation to match candidates to a job. Good job fit will provide a good perception that the employee’s personality and values fit with those of the organisation. It is assumed that this will create a meaningful job and an environment where the employee feels emotionally and psychologically safe. Management practices that Shuck (2011) discussed include the importance of having effective communication channels as part of the organisation’s culture, allowing employees to engage in decision making, and providing clear job expectations and effective feedback. This will provide employees a sense of meaningful work and a safe environment where they can share their opinions and communicate their work safely. A research by Harter et al. (2012) showed that weak organisational culture and poor communication are of the factors of decreased satisfaction and higher levels of turnover. 

Organisational environment:
The environment includes all employees working inside the organisation, policies and procedures, physical space, organisational structure and intangible elements like trust, safety and cooperation. Employees who come from different backgrounds and have different personalities interact with elements in their organisational environment to form organisational culture. Organisational culture is the employees’ perception of the behaviours, procedures that support the vision of the organisation. It also includes the rewarding system, employees’ personalities, mission and objectives of the organisation, organisational identity, structure, different levels of control and the communication channels (Shuck et al., 2011).

Harter et al. (2003) discussed work conditions that affect employee engagement. They include job characteristics, the boss, career development issues and availability of resources. Also, Macey and Schneider (2008) acknowledged the importance of the situation and the task characteristics in promoting employee engagement. Research showed that effective managers produce productive work units. These managers don’t attempt to change their employees; they work with and improve the capabilities their employees have. Showing transformational leadership style and passion in job nurture an open culture where ideas are developed and communicated freely and safely. Rhoades and Eisenberger (2002) stated that employees to have tasks that show autonomy, variety and are challenging show state and behavioural engagement especially when managers are supportive and communicate fair and clear expectations. 

The discussed above are few of the practices or strategies that organisations offer to engage their employees in western countries. In the Lebanese context, organisational practices and strategies that increase employee engagement are not searched well. Additionally, it is argued that the practices and strategies in times of crisis or cost reductions are different from those in time of prosperity. During negative economic situations employee engagement decreases, work load, work tension and employee turnover increases (O’Neil, 2010). Thus, this research attempts to explore the strategies and practices implemented by the pharmaceutical organisation under study to engage their employees during negative economic situations. 
2.5 Employee Engagement at the Employee Level
Shuck et al. (2016) argued that understanding and developing employee engagement from employee perspective depends on employees’ personal experiences of the factors affecting it. He said that since employee engagement is considered a positive psychological state, then it can be understood better or connected to the factors that affect this positive state. 

Kahn (1990), in his constructivist subjective approach, developed the construct of employee engagement from the experiences of employees at work. He identified three psychological states affecting employee engagement at work. He argued that personal engagement will be higher when the experience of employees with these psychological conditions is better. These psychological states are meaningfulness, safety, and availability. 

Meaningfulness was defined as a positive sense of return on investment of the self in role performance (Kahn, 1990). According to May et al. (2004) job enrichment and role fit were found to be the main factors that predispose an employee into a state of psychological meaningfulness. Autonomy at work, high job characteristics, task significance and feedback create a challenging job and motivates employees to bring themselves more and engage in their job (Saks, 2006). Meaningfulness was found to be the most influential dimension in employee engagement. 

Psychological safety was defined as the ability of expressing the self without fear of affecting negatively status, career or image (Kahn, 1990). safety happens when an employee knows job requirements, have supportive direct manager and receive effective feedback, and get rewarded and recognized for job done (Shuck, 2011). Safety is promoted in the amount of care a supervisor provides his employees, and the supportiveness and openness he shows them when he deals with daily work issues (Saks, 2006). Another source of support that contributes to employee engagement is the one that comes from colleagues and interpersonal relationships.  Macey and Schneider (2008) mentioned the importance of trust in driving safety. 

Psychological availability was defined as owning or making available the physical, emotional and psychological resources necessary to get the job done (Kahn, 1990). Resources can be tangible such as supplies, budget, and skilled employees or intangibles such as development opportunities (Shuck, 2011).    

Macey and Schneider (2008) relate employee engagement to personality character of the employee suggesting that proactive and autotelic personality tend to be engaged than others and tend to become more satisfied, committed and willing to work from the heart. Some employees are willing to work from their heart, help others, and participate in workshops for the sake of their benefits and for the sake of driving organisational success without expecting anything in return. Whether it is the personality of employees or work - related factors that affect employees’ engagement, exploring the drivers that affect employee engagement form employees’ perspective will decrease the gap between employees and managers and help managers understand their employees better and implement strategies that are targeted towards employees’ needs. 
2.6 Employee Engagement Models and Theories
Many approaches were developed to study the concept of employee engagement. The four most used approaches according to Shuck (2011) : 

1-
Kahn’s need satisfying approach

Kahn (1990) is the first researcher to study employee engagement at work. He interviewed employees to explore how their experiences with various work characteristics affect their behaviour, involvement level and engagement. He defined personal engagement as “the simultaneous employment and expression of a person’s “preferred self” in a task behaviours that promote connection to work and to others, personal presence, and active full role performance (p.700)”. According to Kahn there are three faces for employee’s engagement: physical, emotional and cognitive that is affected by the following psychological states which are meaningfulness, safety and availability.

Kahn defined meaningfulness as the positive “sense of return on investment of self in role of performance” (Kahn, 1990, p.705 in Gruman and Saks, 2011). Employees feel a sense of meaningfulness when they are appreciated and not taken for granted, valued and realize that their work is important and matters. Work dynamics and Task and role characteristics were among the main factors that affect psychological meaningfulness. They will give employees a sense of direction and thus increase their level of engagement.

The second aspect is psychological safety. It is the perception of how safe an employee can speak out during the role performance without fear of negatively affecting the self-image, status or career (Kahn, 1990, p705 in Gruman and Saks, 2011). The environment of the organisation plays an important role in encouraging employees to express their selves safely. Also, management style, norms, group and intergroup dynamics, and interpersonal relationships are among the factors that affect safety.

Psychological availability, the third aspect, is the perception of how much the employee can bring of physical, emotional and psychological resources necessary to perform task or role (Kahn, 1990). Availability is affected by depletion of physical and emotional energy, insecurity and employees’ personal life.  

May et al. (2004) investigated Kahn’s (1990) theory and concluded that job enrichment and job role affect meaningfulness; supportive co-worker and good supervisor relations improve safety, adherence to co-worker norms and self- consciousness had negative effect; availability of resources is a predictor of psychological availability and outside life affect negatively employee engagement. 

Their findings also show that the framework developed by Kahn (1990) built a foundation for the future conceptualization of engagement (Shuck and Wollard, 2010). 

2-
Maslach et al.’s burnout-antithesis approach

Maslach Schaufeli, and Leiter (2001) began their study on the job burnout concept. In their study, they hypothesized that the employee engagement as the “positive antithesis to burnout” (Maslach and Leiter, 2008) thus defining it as “a persistent positive affective state of fulfillment in employees, characterized by vigor, dedication and absorption” (Schaufeli, 2012).

Vigor refers to the employees’ willingness to exert extra efforts into their jobs by passing difficulties they face through endurance and persistence. Employees’ dedication is referred to those involved in their work with enthusiasm. Absorption happens when the employee is happily working without logging time and engaging with the task they are working on (Maslach et al., 2001).

Burnout or disengagement arises when there is an imbalance between the workers and the six work settings: workload, control, reward, community, fairness, and values (Maslach and Leiter, 2008). Engagement is related to the employees’ work and the execution of a job (Schaufeli, 2012).

Kahn’s (1990) and Maslach et al. (2001) definitions were the first theoretical frameworks, which helped other researchers to understand employee engagement and built their concepts of engagement (Shuck and Wollard, 2010).

3-
Harter et al.’s satisfaction-engagement Approach :
In 2002, Harter et al. wrote one of the most widely cited works on employee engagement, where they searched 7939 business units to examine the importance of engagement. They defined employee engagement as “individual’s involvement and satisfaction with as well as enthusiasm for work” (Harter et al., 2003).

In their meta-analysis, they agreed with Kahn’s concept (1990) and saw engagement occurs when the employees are emotionally and cognitively committed and when they know their role. They also agreed that engagement was dependent on the employees having the resources necessary to do their jobs as well as feelings fulfilled, and appreciated while working with colleagues whom they trust with a chance for promotion.

Using Kahn’s (1990) framework, Harter et al. (2002) developed a measure, consisting of 12 points, which examines how the employees perceive their working place. Results of the meta-analysis showed a positive relationship between employee engagement and several important business outcomes such as customer satisfaction, loyalty, profitability, productivity, employee turnover, and safety.

4-
Saks’s multidimensional Approach:
Another approach to employee engagement emerged from the multidimensional perspective of employee engagement presented by Saks (2006). His theory was built on the belief that engagement is developed through a social exchange theory (SET).

Saks defined employee engagement as “a distinct and unique construct consisting of cognitive, emotional, and behavioural components that are associated with individual role performance”. This definition assured what previous literature said about engagement, and introduced the suggestion that employee engagement was developed from cognitive (Kahn, 1990; Maslach et al., 2001), emotional (Harter et al., 2002; Kahn, 1990), and behavioural components (Harter et al., 2002; Maslach et al., 2001). According to Saks (2006), the two main roles that most the employees in an organisation must perform are their own work role and their role as members of the organisation. Thus, Saks was the first one to present two categories of engagement: job engagement (psychological presence in one’s job) and organisation engagement (psychological presence in one’s organisation) (Schaufeli, 2013). Although these two categories look similar, their antecedents and consequences vary a lot and Saks was the first one to conceptualize and test these antecedents and consequences based on Kahn’s (1990) and Maslach et al.’s (2001) models. Saks’s findings indicate that even though the two measures of engagement are related, the study suggests that employees show significantly higher job engagement than organisation engagement. The results of testing engagement antecedents showed that job characteristics and organisational support were significant predictors of job engagement while Procedural justice and organisational support were significant predictors of organisation engagement (Saks, 2006).

In general Saks (2006) research suggested that the engagement can be experienced emotionally and cognitively whilst being demonstrated behaviourally. Saks supported Schaufeli, et al. (2002), Kahn (1990) and Harter et al. (2002) models who agree that for engagement or absorption to occur, employees need the physical, emotional and psychological resources to successfully perform their work; – without this, employees eventually disengage.

Saks (2006) explained employee engagement using social exchange theory (SET). SET suggests that interactions between parties who are in a state of reciprocal interdependence will evolve over time into trust, loyal, and mutual commitments as long as the parties abide by certain ‘rules’ of exchange (Cropanzano and Mitchell, 2005 cited in Kular et al., 2008). As such if an organisation provides financial and social, emotional benefits to its employees, in return employees feel they need to pay it back. This theory according him provides an explanation of why employees show different levels of engagement and disengagement at work and in organisation. Robinson et al. (2004) agrees with what Saks said and defined engagement as a two-way relationship between the employer and employee. Both Robinson et al. (2004) and Saks (2006) conclusion agree with Kahn’s definition that employees devote themselves to their work in varying degrees emotionally, psychological, and cognitively as a repayment for the economic, social and emotional resources administered by the organisation. So, the level of engagement employees’ show may depend on the amount of resources provided by the organisation. 

5- Macey and Schneider (2008): 

Macey and Schneider (2008) synthesized all elements from previous constructs and developed a new conceptual framework that includes 

1-trait engagement represents the way a person looks at the world or experience the world from a certain point. It is represented in conscientiousness, proactive and autotelic personality.

2-state engagement is considered a unique affective state and is used to explain positive mood and emotional states and is represented by being active, attentive, alert, active, determined, inspired, passion and excitement. 

3-behavioural engagement is an adaptive behaviour that serves the objectives of the organisation and is represented by the discretionary effort, role expansion, and going beyond the typical job role. 

This framework is considered the umbrella of all other definitions according to Saks (2008). They distinguished between antecedents and consequences which means that the drivers are not necessarily the job resources where they argued that a job could be resourceful but the employee doesn’t feel engagement (Schaufeli, 2013).   
After reviewing the models that were developed to understand employee engagement, the last section discusses the model that guided this research and reasons behind choosing it to understand the construct.
2.7 Macey and Schneider as a conceptual Model
Macey and Schneider (2008) developed a conceptual framework to understand employee engagement psychologically, behaviourally and emotionally. They argue that the attitudinal, emotional and behavioral components of employee engagement should be present to understand fully how employee engagement occurs. They conceptualized employee engagement into state engagement, trait engagement, and behavioural engagement. Trait engagement or disposition represents the way a person looks at the world or experience the world from a certain point. This state is manifested in the psychological state engagement where the employee shows positive affectivity or feeling of enthusiasm while on job. Psychological state engagement is considered a driver of behavioural engagement which is defined as the extra role or extra effort an employee do, or the discretionary behaviour in a job role. 

State engagement or emotional engagement is considered a unique affective state and is used to explain positive mood and emotional states. It is represented by being active, attentive, alert, active, determined, inspired, passion and excitement (Macey and Schneider, 2008). This is relevant with Schaufeli (2013) definition of engagement as a positive affective state of mind that is characterized by vigor, dedication and absorption. Vigour according to Shirom (2003 stated in Macey and Schneider, 2008) is a characteristic of the job and the workplace. It is manifested as a feeling of physical strength and emotional energy. Dedication is expressing the self in the job and corresponds to feeling of self-esteem and self-involvement in job role and organisation.  This is similar to Kahn (1991) definition which is harnessing the self in job role. Being involved in the job means the employee is using his skills, abilities and personal resources to do the job. 

Behavioural engagement is an adaptive behavior that serves the objectives of the organisation. It is one of many observable performance related behaviour. It is represented by the discretionary effort, role expansion, being proactive, going beyond the typical job role, showing initiation and showing innovative behaviour. Role expansion is related to autonomy and cognitive ability and self-efficacy. Contextual and personal factors affect behavioral engagement. Frese and Fay (2001 stated in Macey and Schneider, 2008) suggested that the personal factors include self-starting, proactivity and persistence. 

Trait engagement as a disposition is manifested as positive affectivity. Proactive, conscientiousness, and autotelic personalities influence organisational culture. Employees who exhibit conscientiousness characteristic are hard workers, confident and ambitious. Autotelic employees do extra activities for their personal gain instead of doing it for gain. These employees are open to challenges, persistent and achievers. Trait engagement is considered one of the drivers of behavioural engagement.   

This construct discusses employee engagement attitudinally, psychologically, and cognitively which allows better understanding of employees’ experiences at the individual level and understanding the root behind their experiences. Thus, the first objective of this research which is to understand employees’ personal experiences that are related to employee engagement can be better studied using this model. 

To understand fully employee engagement, one should explore experiences at the individual level and at the managerial level. Pugh and Dietz (2008) stated that Macey and Schneider’s construct allows understanding employee engagement at the individual level and at the organisational level. The positive affectivity component (passion and energy) at the management level will be reflected in the culture or workplace and this will affect every individual working in the organisation at one point. The other point is that positive emotions at managerial level are contagious to the group level. They also stated that the empowerment, involvement, and commitment an employee shows at individual level is dependent on strategies made at the organisational level. The transformational leadership style at the managerial level affects employee’s state engagement which is a main driver of behavioural engagement. They suggested also that employees with similar positive and proactive personality work in the same place thus reporting that trait engagement can be analyzed at the organisational level. Moreover, they argued that behavioural engagement also can be studied at the organisational level. Behavioural engagement is manifested in the discretionary effort, role expansion and  organisational citizenship behaviour which according to Ehrhart (2004 stated in Pugh and Dietz, 2008) is studied at the organisational level and at the group level since it is part of the organisations’ strategy and can be analyzed at the individual and group level. This allows for analyzing behavioural outcomes at the organisational level as well as individual level. 

Macey and Schneider (2008) stated that the drivers of employee engagement are present in the work place (culture, leader style) and the effect of employee engagement is organisational effectiveness. They also said the work conditions produce state and trait engagement and moderate the relationship between them. Thus, it is logical that the construct of engagement can be analyzed at the organisational level. 

To conclude, Macey and Schneider (2008) framework is considered a comprehensive model to interpret the experiences of individuals of the employee engagement phenomena at different levels in the organisation. Specifically, this framework can answer the objectives of this research which are exploring the phenomena of employee engagement at the organisational levels and at the individual levels.

2.8 Gaps in literature
Over the past few years, research on employee engagement is increasing as organisations are realizing the importance of engaging their employees to drive performance. The concept of employee engagement in Lebanon has been gaining attention as the pharmaceutical organisations are facing multiple challenges due to continuous changes in policies of pricing medications, cost reductions and political interference. This put pressure on organisations to invest in their workforce to distinguish themselves from other organisations and remain competitive. Organisations are supposed to adopt strategies that satisfy their employees and motivate them to give the best of them at work to achieve organisational excellence and reach organisational goals. Additionally, the scarcity of published articles about the topic in Lebanon and specifically in the pharmaceutical sector gave the researcher the motive to pursue this study. Some of the published articles about the topic in Lebanon were covered in multiple sectors and studied the mediating role of multiple factors such as gender, diversity, religion, creativity and HR practices on levels of employee engagement (Sakr, Zotti and Khaddage-Soboh, 2019; Ismail, Iqbal and Nasr, 2019; Messarra, 2014). Thus, this study investigates holistically employee engagement by exploring the perspectives of both managers and employees about the topic. 

Employee engagement has been defined and measured by many researchers (Kahn 1990; Macey and Schneider 2008) but these definitions lack consistency and are surrounded by controversies. Employee engagement was either confused with other attitudinal and behavioural constructs or the construct is general, conceptual and lacks validity. Confusion still exists on whether the construct is one dimensional or multi-dimensional, individual or group level phenomenon, personality related or enhanced through organisational strategies. This study will cover this gap by exploring the meaning of employee engagement from the perspectives of employees working in the Lebanese pharmaceutical organisation under study. Both managers and employees will be interviewed to construct a working definition of the construct of employee engagement.
The above literature review showed that researchers studied many drivers of employee engagement and their link to organisational variables such as performance, productivity, and profitability (Gruman and Saks, 2011; Baumruk, 2004; Harter et al., 2002). Such drivers include team work/ collaboration (Kahn 1991; Schaufeli, 2002), recognition and rewards (Cropanzano and Mitchel, 2005), job crafting (Bakker et al., 2012), nature of work (Sardeshmuckh et al., 2017), organisational support (Rich et al., 2010), Human resource management practices (Alfes et al., 2013), training (Brummelhuis et al., 2012; Carter at al., 2010), Trust in leader (Rees et al., 2013), personal resources (Xanthopoulou et al., 2009).Studied drivers are not conclusive and some showed positive association to engagement while others showed negative association to the construct. Studies were not conclusive and more research is needed to identify all the drivers that affect employee engagement at work. Some drivers showed negative association to the construct such as workload and control (Maslash et al., 2001). Additionally, few studies showed that these drivers were studied in the Lebanese context (Ismail, Iqbal and Nasr 2019; Sakr, Zotti and Khaddage-Soboh, 2019) and very few in pharmaceutical organisations (Alsharif et al., 2019; Yasmine, 2019). This study fills the gap by exploring the drivers of employee engagement from employees’ perspectives and that are relative to the Lebanese context and specifically to the pharmaceutical context. Moreover, drivers associated negatively with employee engagement will be explored in the studied context. Organisations will establish strategies or ways to manage them and decrease their negative consequences on employees and organisations. 
Most of the published articles adopted quantitative approach to find links or associations between drivers and the construct and its consequences (Kumar and Pansari, 2015). Few studies followed a qualitative approach to understand the construct deeply (Shuck et al 2011). This study will cover the gap by adopting a qualitative approach to understand the employee engagement construct better. Interviewees’ personal stories and experiences will help the researcher get an in-depth understanding of employee engagement and its drivers in the Lebanese pharmaceutical organisation. 
Previous research didn’t reach a consensus whether employee engagement is organisation driven (Cropanzano and Mitchel, 2005) and whether it can be enhanced. Thus, this research attempts to cover the gap in literature through investigating the strategies implemented by the Lebanese pharmaceutical organisation from managers’ perspective to study their influence on employee engagement. Studying these strategies will help the organisation under study improve their HR practices and strategies through suggesting a model that shows the drivers of employee engagement and this help the organisation focus strategies at satisfying employees’ needs. Organisations will understand their employees’ needs and develop ways to empower them, involve them and motivate them to drive organisational success. 
2.9 Research questions
In this chapter a critical review of the literature on employee engagement has been undertaken. The need for more research to understand the construct better in different setting is identified. The following core questions can be used to cover the gaps identified about employee engagement in the Lebanese pharmaceutical organisation:
1- How employee engagement is conceptualized by managers and employees in PHARM?

2- What strategies and practices are implemented by PHARM managers to engage their employees?

3- What are the drivers of employee engagement from the viewpoints of employees? 

4- What would be a practical model of employee engagement drivers in PHARM in Lebanon.

These research questions help in understanding employee engagement in the pharmaceutical context in Lebanon and the drivers that lead to increase in productivity and organisational effectiveness. To do so, it is important to explore the strategies PHARM implement to engage their employees and the drivers employees think are important for their engagement.
2.10 Summary
This chapter examined employee engagement literature and the different theories that supported its conceptualization. This chapter also took a look over the importance of the construct to organisations if they want to drive organisational success, the drivers that affect employee engagement from employee perspective and the strategies that affect employee engagement from managers’ perspective. The chapter also highlighted the gaps in literature regarding the inconsistency the definition of the construct, unavailability of a holistic collection of drivers of employee engagement relative to the Lebanese context and specific pharmaceutical organisations and strategies that drive employee engagement. 
Chapter Three: Research Philosophy, Design and Methodology

3.0 Introduction
This chapter provides a detailed description of the research methods adopted in this study. It provides details on research philosophy, approach and strategy used and their suitability. Then it discusses the data collection method, data analysis and ethical considerations.
The Lebanese pharmaceutical sector is facing many challenges including cost reductions and political interference. In order to survive these challenges, pharmaceutical organisations should create competitive advantage through engaging employees to drive organisational performance. The aim of this qualitative study is to investigate the employee engagement construct and its drivers from the perspectives of both managers and employees working in a pharmaceutical organisation in Lebanon in such volatile market. The aim is reached through completing the following objectives:

1- To get better understanding of the employee engagement phenomenon and its importance to organisational outcomes. 

2- To identify the factors and challenges that influence employee engagement from the perspectives of both employees and managers. 
3- Be able to develop a model about employee engagement for the organisation under study.
The following research questions were used to address the gaps in literature regarding employee engagement in the Lebanese pharmaceutical context:
1- How employee engagement is conceptualized by managers and employees in PHARM?

2- What strategies and practices are implemented by PHARM managers to engage their employees?

3- What are the drivers of employee engagement from the viewpoints of employees? 

4- What would be a practical model of employee engagement drivers in PHARM in Lebanon.

3.1 Research Philosophy Perspective
Guba (1990) argues that identifying research philosophy or paradigm is an essential step that aids in research investigation. It is a philosophical way of thinking and includes the beliefs and assumptions about how the researcher views the world. It aids the researcher in justifying the methodological aspects, choosing the right methods and conducting data analysis (Kivunja and Kuyini, 2017). 
In research, the two dominant approaches are positivism and interpretivism/constructivism (Gray, 2013). According to the positivist paradigm social reality exists externally and is independent of the knower and independent of the researcher where objective knowledge is produced through observed facts not imagination. The role of the researcher is to observe objectively and uses quantitative methodology and scientific measurement in order to generate laws about the social reality using facts rather than opinions (Smith et al., 2008). Positivism assumes human behaviour as passive and can be controlled by external environment. The opposing paradigm is the interpretivist/constructivist paradigm (Gephart, 1999). Interpretivism assumes knowledge is socially constructed and social reality is subjective. Reality can be explored from the personal experiences of the people in the external world. According to Willis (1995), there is no single way or method to get to knowledge since there are many truths and multiple realities. Denzin and Lincoln (2008) stated that qualitative methods are informed by interpretivist/constructivist approach. Knowledge and meanings do not exist objectively and are generated from interpretation and human reasoning (Walsham, 1993). The focus is on the human sense making as the phenomenon emerges (Kaplan and Maxwell, 1994).
In this research the aim is to study a social phenomenon and use the managers’ and employees’ personal experiences to explore the meaning and the factors leading to it, thus a positivist approach is not suitable here and will not provide the answers this research aims to cover. In order to explore employee engagement phenomenon through the stories and experiences of managers and employees in a pharmaceutical organisation in Lebanon. This research adopts the interpretivist/constructivist approach and uses the case study approach and semi structured interviews as data collection method. Qualitative methods here will help to know how the phenomenon is affecting employees from their viewpoint through exploring recurring issues. The underpinning ontological and epistemological assumptions of this approach are discussed in the following section.
3.1.1 Ontological Assumptions
Ontology is the belief system or assumptions about the being, nature of reality or the essence of social phenomenon under investigation (Scotland, 2012). Constructivism denies the presence of single reality that exists external to the human mind, independent of any consciousness, which is available in scientific research or positivist approach to social sciences. It assumes reality is socially constructed, mind dependent, limited to context, space, time and to participants of the phenomenon and can’t be generalized into a single reality (Creswell, 2003). 
The phenomenon under investigation is employee engagement in pharmaceutical organisation in Lebanon. Employee engagement has been defined as a cognitive, emotional and behavioral state where employees show passion, energy, emotional connectedness and absorption in their work (Shuck, 2010). Harter et al. (2002) and Saks (2006) also conceptualized it as positive psychological concept. Research agenda of human research development scholars focuses on developing strategies and policies to improve employee engagement as it affects organisation productivity and profitability. They used surveys and a questionnaire based on other constructs to study factors that affect or cause the phenomenon (Harter, 2002). Shuck (2010) argues that employee engagement research is loaded with theories and practices on how organisations should engage their employees. However, there is a lack of the unique experience of employees about the phenomenon of employee engagement which would give insight into how and why employees engage and what are the factors that lead to it. Shantz et al. (2013) stressed on the importance of employee’s individual experiences about different aspects of organisational context, management practices, leadership styles and social interaction between different employees in the same organisation to understand the phenomenon better. In this research, the aim is to explore the personal stories and perceptions of employees in a Lebanese pharmaceutical organisation about every day experiences and other aspects related to the organisation where they work, in their natural context, in order to understand the phenomenon of employee engagement and the factors that influence it. Thus, the ontological position of this study is constructivism which claims that world does not exist separately of peoples’ awareness and that truth is constructed and multiple, not single one (Blaike, 2007). Employee engagement is defined using subjective terms (cognitive, psychological, behavioural) which makes it hard to be measured using rating scales found in the scientific methods. The assumption here is that employee engagement phenomenon is socially constructed and should be studied subjectively from employee’s perspectives to be able to understand it better. Constructivism assures that reality is constructed which means there is no objective truth to search for and many interpretations can be applied to the world; subjective which means that the world is unknown to the participants and the researchers’ role to help construct meaningful understanding of the world as they see it; and transactional which means that reality can be understood through the interaction of participants in their context using language and rhetoric (Guba and Lincoln, 1998). Reality about employee engagement is multiple and constructed through the interaction between the researcher and the participants in a specific context and is non- generalizable and doesn’t lead to predictability. 
Constructivist grounded theory is the philosophical framework that underlie the constructivist paradigm and justifies its ontological and epistemological perspectives. It studies the world of the human experience where reality is socially constructed and depends on the participants’ perceptions and experiences about the phenomenon under study (Lincoln and Guba, 1985; Charmaz, 1998). Constructivist grounded theory doesn’t start with a theory like post-positivist research, it uses data to inductively come out with a theory or generate patterns of meanings about the phenomenon to understand it better (Creswell, 2003; Strauss and Corban, 1998).  Issues and themes that emerge from participants’ stories and perceptions are important and relevant for the researcher to develop the final theorizing about the phenomenon. Subjective meanings given to past and present experiences and the beliefs about future situations influence how the person generates actions and meanings in a social context. Focusing on actions, thoughts and behaviours that influence interactions is what underpins the theoretical framework of the grounded theory perspective on how knowledge is experienced and generated (Corbin and Strauss, 2014). 
3.1.2 Epistemology Assumptions
Epistemology is the study of knowledge, or the relationship between the knower and what can be known (Guba and Lincoln, 1998:201).  Epistemology is important because it helps the researcher frame his/her research method in the best way to discover knowledge. Blaikie (2007) defines it as “the philosophical grounding for establishing what kinds of knowledge are possible”. Epistemology is coined with two different views of how research should be done: positivism and constructivism. Constructivist research in human and social sciences is interested in understanding (VERSTEHEN) while objectivist research is interested in explaining (ERKLAREN) causality (Crotty, 2003).  In this research the epistemological approach adopted is constructivism. The constructivist approach assumes that social world is different from the natural world and requires different methodological tools to be understood. The social world accepts subjective human behaviour of critical importance to reach deep understanding of society and history opposite to the natural world of realism, logic and positivism which see constructivism as irrelevant and accepts behaviour measurement objectively (Hughes and Sharrock, 1997). This is because the natural world sciences aim to explain a phenomenon using cause and effect analysis away from its context while the social world sciences aim to understand and interpret a social phenomenon uniquely based on specific context. Thus, in the natural sciences the aim is to look for regularities and laws (generalizing method) while in social sciences the aim is the unique development of understanding of the human (individualizing method) (Crotty, 2003). Relevant to this research, the aim is to understand the unique experiences of employees about employee engagement in the selected organisation not to explain it through identification of causes and effects.
Constructivism assumes knowledge does not exist outside the mind; it is constructed by humans based on their experiences as they engage in their social world (Crotty, 1998).  Truth is not fixed or objective as in the positivist approach where meaning exists in objects independent of human consciousness and is considered representative of the external world through observation. It is not accepted passively from the world, but viable depending on the participants’ making sense of their experienced world. It is considered temporary, developmental and socially and culturally mediated. Different meanings are generated by different people facing the same event using language (Thorpe and Jackson, 2015). Stake (1995) said that knowledge is explored mainly from social interaction rather than awareness in the external reality. The assumption here is that employee engagement will have different meanings for different people working in the same organisation. Subjective stories and perceptions from varying experiences should be collected through qualitative methods like interviews from different people to capture the multiple subjective realities and have better understanding of the phenomenon. The social world represents the organisation where the employees work and build their experiences. Knowledge gathered and interpreted will not yield cause and effect analysis of the phenomenon understudy and will not be generalized as they do not represent the external world; knowledge allows understanding the meaning of the phenomenon and its core elements as seen from the people experiencing it in their organisation. Thus, knowledge is limited to a specific context and is not generalizable as in the positivist approach (Crotty, 1998). 
Meaning making and knowledge construction are developed from the interaction between the human beings’ past knowledge and beliefs with the new knowledge and experiences. According to Glassersfeld (1995), knowledge is not passively received but constructed through linking previously existing knowledge with new ones.
"Constructivists of different persuasion hold a commitment to the idea that the development of understanding requires active engagementon the part of the learner." (Jenkins, 2000, p. 601).
Therefore, the task of the researcher is not to collect data and facts based on objective measurement like observation as in positivist studies, but to respect the way humans make sense of their world and share their experiences through language to be able to construct multiple realities (Shunk, 2004). Human beings, from their experiences, are considered the generators of knowledge and the researchers’ role is to help them develop new meanings and understanding through their role as facilitators, data gatherers and interpreters (Maclellan and Soden, 2004).
Positivist theoretical approach can be used to study employee engagement using objectivist approach. Starting with hypotheses and variables will help in explaining causal issues of the phenomenon understudy. Another theoretical approach that can be used to study employee engagement is the critical theory which is similar to the constructivist approach and subjective perspective. This social theory aims to critic and change the society as a whole by focusing on how power and domination affects people’s lives. The aim of this research is to deeply describe a phenomenon to reveal its meaning and its content based on the unique experiences of people encountering it and thus critical theory is not relevant here.
Table 3.1: Differences between interpretivism and positivism

	
	Interpretivism/Constructivism
	Positivism

	Aim
	Culturally derived and historically situated interpretation of social world
	Control and prediction of natural world

	Focus
	Meaning and values
	Numbers, mathematics and hypotheses

	Concern
	Interpretation and Understanding (VERSTEHEN)
	Explaining (ERKLAREN)

	Methods
	Qualitative 
	Quantitative 

	Results
	Unique experience/individualistic 
(ideographic)
	Causality/Regularities /Laws(nomothetic)


Lincoln and Guba (1985) said that constructivist research is ontologically constructed, epistemologically subjectivist and methodologically hermeneutic and dialectical. Truth is a matter of multiple constructed realities that are holistically studied not with an objective reality. They are context bound and problems and solutions can’t be generalized to other settings. Data derived doesn’t yield cause and effect analysis and doesn’t have a special legitimation but another construction that help in reaching consensus. Facts and knowledge are not value free and objective assessment is not accepted and thus humans are the data collection method (Patton, 2002). Thus, for this research, the constructivist epistemology and ontology build upon the same philosophical framework of the constructivist grounded theory which justifies the research methodology, design, collection and analysis explained in the next part. 
3.2 Research Design and Methods
3.2.1 Constructivist Grounded Theory
Grounded theory methodology is most cited within social sciences and has been applied across disciplines like psychology and healthcare sciences (Strauss and Corbin, 1994). It allows generation of theory using rigorous research method (Patton, 1990). It involves two main steps. The first step is the constant comparison method which allows generating iteratively codes, categories and themes through data analysis and the second is the theoretical sampling which allows selecting rich data sources to explain the social phenomenon (Charmaz, 2006). These steps allow generating a theory that explains the processes of a phenomenon that people experience in a specific social context. It is used in studying rigorously an emergent case or real world phenomena as it helps in its conceptual foundations that are grounded in the data. That is why it is not considered a descriptive method but a process of iterative conceptualization (Strauss and Corbin, 1994).  
Grounded theory method can be used differently with different paradigms; signifying objectivity within post- positivist research and subjectivity and meaning making in the constructivist interpretive research (Charmaz, 2006). It can be used in theory testing (deductive) or theory generation (inductive). The deductive approach, as in the scientific method, relies on testing a priori hypothesis and theory. Glaser and Strauss (1967) rely on positivist assumptions and objectivist epistemology and thus assume that the researcher has no role in the research process. Glaser (1992) argues that literature review should be avoided in order to allow for a theory generation free from preconceived ideas. 

Constructivist grounded theory relies on the subjectivist epistemology and the researcher has the role of constructing of shared meanings with the participants (Charmaz, 2006) and thus denying the presence of objective reality. Creswell (2007) said that grounded theory that aims to generate theory is considered inductive research as it shows the process of a phenomenon based on recurring data patterns that are grounded in the data through iterative process of data collection and analysis and comparison (Charmaz, 2006). The researcher is the co-creator of meanings and the interpreter of data. The results will be socially and culturally bound and can be reached through reflexive processes to show how meanings were constructed.  Mills, Bonner and Francis (2006) agree with Charmaz (2006) that the interaction between the researcher and the participants can’t be neutral. It is through actively engaging in the interview process, sharing ideas and discussing meanings knowledge is constructed between the researcher and the participants to generate new data. Location and timing of the interview, non - hierarchical intimacy, openness to ideas and negotiation help both the researcher and the participants to share and reflect their points of views and perspectives to be heard. 
Charmaz (2006) has no problem that the researcher gets knowledge about the phenomenon from the literature as long as the researcher doesn’t start from them. Theory generation should be grounded in data and emerges from the active interaction between the researcher and participants. It has been argued that although constructivist grounded theory uses procedures of coding, comparing, categorizing, and saturating which have positivist and mechanistic attitude, it is not considered objectivist since these procedures are not automatic or algorithmic. Also, the constant comparison technique allows the researcher to ask about the codes deeply and what do they mean for the participants and this means that the researchers are part of the interpretation (Strauss and Corbin, 1990). In this study, Charmaz (2006) asserts that reality explored through constructivist grounded theory arises from the interactive process and its temporal, cultural, and structural contexts (p. 524). She explains that researchers should not only search for meanings in the data but seek to explore beliefs, values and ideologies. According to her, researchers should include the narratives of the participants in the final report of the research as it keeps the participant’s voice and meaning present in the theoretical outcome. She emphasizes on the writing style of the final report as it shows how the researcher presents the participants as contributors in the final model. She also stresses on the ethical obligation on the researcher to describe participants’ experiences in the best way possible. In this study, the researcher built rapporteur with participants, used semi-structured interviews with probing that allow interfering to ask more about stories or lived experiences of certain situations participants passed through. Participants were asked about positive and negative experiences at work to help better understanding of the phenomenon. Data analysis and themes generation included participants’ quotations and own words to show precisely the meaning each participant wants to convey and in this way they help in meaning construction.
Table 3.2: strengths and weakness of grounded theory

	Strengths
	Weaknesses

	● Develop understanding of a social phenomenon without the use of a priori theory

●Uses established data analysis methods to generate theory about the phenomenon
	●Produces large amount of data that are difficult to manage
●No rules to follow to identify categories 

●Doesn’t detail data collection techniques, only analysis process


For this research, the constructivist grounded theory method advocated by Charmaz (2006) with Strauss and Corbin (1994) procedures to data collection and analysis were found appropriate since they allow the exploration of the phenomenon of employee engagement through the interpretation of experiences and narratives of participants in the pharmaceutical organisation. Grounded theory is in line with the ontological nature of the study which assumes that social truth is subjectively constructed in the experiences and stories of participants and epistemological nature which assumes the social truth is pluralistic and socially constructed through sharing and constructing of meanings. It aims to build theories of social phenomena in organisations like employee engagement. It helps the researcher to immerse into the personal stories of participants, reach multiplicity of experiences and actively engage in interpretation with participants to determine relationships they have at work (Charmaz, 2006).
Strauss and Corbin (1994) alternate between post-positivism and constructivism since in their method they don’t specify the underpinning paradigm but they talk about how theory can be embedded in history and the relationship between the researcher and the participants and discuss that this relationship cannot not be free from bias when doing research. They acknowledge the importance of seeking truth from multiple perspectives and theoretical sensitivity concept which helps in better data analysis and allows the voices of participants to be heard. This puts them in relevance with the constructivist ontology and epistemology. Employee engagement is a multifaceted construct that includes behaviour, attitude, cognition, emotions and other constructs (Macey and Schneider, 2008) and there is no agreement on what really constitutes employee engagement. Grounded theory is helpful in conceptualizing real life issues through generating theory that explains patterns of behaviours, emotions and beliefs that constitute a phenomenon especially when theoretical foundations are not yet mature (Milliken, 2010). Hughes and Jones (2003) said that grounded theory is compatible with interpretive case studies as they explore social and organisational contexts. 
Grounded theory is an inductive approach that starts from specific to more general information, a bottom up way that uses the participants’ views to come up with themes in order to generate theories from these themes. The type of questions asked or the phenomena chosen to be studied and the choice of theoretical perspective influence the selection of qualitative or quantitative approach (Yilmaz, 2013). The approach used in this study is the constructivist research paradigm which is based on interpretivist epistemology and assumes that reality is socially constructed within a framework that is value laden, holistic and context driven. Qualitative research methods like observations, focus groups and in-depth interviews to capture participants’ experiences using their own words about events that happen in their natural setting without using predetermined categories of analysis or a priori. The researcher and participants are connected to each other where the researcher develops a trust, empathic and close relationship with the participant to help in the co-construction of meaning (Yilmaz, 2013). Direct quotations from the participants’ narratives and stories are used to writing down the final report of data analysis instead of numbers and mathematical models (Charmaz, 2006). Small number of participants is chosen mostly through purposive sampling by selecting key informants such as those who are engaged most with the phenomenon or have unique characteristics such as having many years of experience (Denzin and Lincoln, 1998; Strauss and Corbin, 1994). However, this won’t allow for generalization of findings to other contexts or settings (Patton, 2002). This is compatible with this research as the aim is not generalizations but developing theoretical model that is time and context bound to help understand the phenomenon better (Creswell, 2003).  In this study employees’ and managers’ experiences about employee engagement phenomenon were analyzed and interpreted to help in understanding the phenomenon better. Employee engagement construct, according to the literature review in the previous chapter, is still not comprehensive and theoretical models are debatable (Macey and Schneider, 2008). 
This inductive study adds to the knowledge and theories of employee engagement by understanding the phenomenon in different context and industry which is the pharmaceutical industry. This will allow new insights and knowledge to be generated from the qualitative nature of data collection. According to Creswell (2003), the researcher who conducts a qualitative research brings his or her assumptions to the research. First, the researcher admits that there are multiple realities (ontology) and the research is written to show these realities (Charmaz, 2006; Strauss and Corbin, 1994). This should be done by using multiple quotes using original words from many participants to show the different perspectives they have. The researcher also admits the value-laden nature (axiology) of information collected and constructed. They report the interference of their values and the biases in data collection and data analysis and interpretation (Creswell, 2003).
The second approach to research is the deductive approach which starts from theory or hypotheses and is used within the positivist research paradigm that assumes reality is fixed and seeks to develop explanation through scientific measurement. The methods implemented in this approach are quantitative, uses questionnaires and surveys, large representative sample and allows aggregation of large amount of numerical data from small set of questions. Results are represented in the form of mathematical calculations which will aid in proving or rejecting a hypothesis to reach generalizations (Patton, 2002). This approach is not relevant to the constructivist nature of this study which aims to study narratives of employees and managers to understand the phenomenon of employee engagement better.  
Table 3.3: Difference between qualitative and quantitative approaches

	Qualitative Research 
	Quantitative Research 

	-Focuses on understanding the situation/ analyze culture and social world

-Rely on participant viewpoint

-Rational approach and interpretive 

-Measurement in natural setting and observation

-Subjective view of researcher -value laden

-Aim of research is exploration-induction 

-Process oriented

-Small sample

-Holistic approach
-No generalization


	-Focuses on testing and verifying variables in a situation

-Rely on facts

-Logic and critical approach

-Controlled measurements

-Objective view of researcher -value free

-Aim of research is describe and explain, hypothesis-testing-deductive 

-Results oriented

-Representative sample

-Analytical approach 
- particular

-Aim to generalize


3.2.2 Case Study
Qualitative case study is an approach that facilitates exploration of a phenomenon within its context using a variety of data sources (Baxter and Jack, 2008). Case study design method can be qualitative or quantitative based on the research assumptions and research questions (Stake, 1995; Yin, 2003). In this thesis, single case study research design is chosen because of its suitability to the research question, accessibility to the studied organisation, and the complexity of the studied phenomenon where few research studies are done about the employee engagement phenomenon in the pharmaceutical industry in Lebanon.
A manager working in PHARM was contacted and introduced the researcher to senior management. PHARM gave permission to the researcher to interview its employees and managers about employee engagement phenomenon. This manager helped in identifying the employees who have been in the organisation long time and can enrich the research with their stories. This type of sampling is called purposive sampling. This technique is used when the researcher intentionally selects participants who have experience and knowledge about the studied construct. It allows gaining in-depth insights from people who thought to be most informative about the research field (Dworkin, 2012). The qualitative research uses small sample sizes because it depends on in-depth understanding of the phenomenon from key informants. Data saturation is achieved from small sample sizes which are estimated between 5 to 50 participants. For this study, saturation was reached from twenty- five interviewees. The manager introduced the topic to employees beforehand and explained the privacy concerns they will have if they share their stories. Also, in the field of pharmaceutical industry in Lebanon, employee engagement research is minimal and this is the first research to take a qualitative approach to study the unique perceptions of employees of how and why they engage. 
The organisation chosen is a Lebanese pharmaceutical organisation headquartered in Beirut. The chosen pharmaceutical organisation (PHARM) was established in 1999. They are importers, marketers and distributers of high quality branded products ranging between pharmaceutical and para-pharmaceutical products. They employ around 200 employees in all their branches, around 70 work in the headquarter branch in Beirut. PHARM aims to grow and develop through ensuring the satisfaction of their clients. They care to their employees and put them on their top priority. Their goal is to become the organisation of choice to all future employees who are willing to enter the pharmaceutical market. Their mission is to improve quality of lives through delivering high quality brands and ensuring customer satisfaction. Their vision is to remain a key player, increase their market share and be a role model employer by caring to their employees and opening up opportunities for their employees. They value accountability and integrity and have an excellent customer service because they care to their customers and to their reputation. 

This organisation is divided into departments. The Operation department is the area where the orders are prepared and made ready to be sent to retail stores. Sales department links the organisation with the market. They take orders, collect money, and solve any issue that would arise between the organisation and the retailers. Marketing department presents the products of the organisation and promotes them to both prescribers and to the retailers. The Human Resource Management department links between employees and the organisation and do all legal issues related to employment issues. Scientific department provide scientific information about the organisations’ products, collect feedback about their products from the prescribers and retailers, provide the organisation with market research about future potential products. Finance department do everything related to organisation finances. Each department serves as a unique unit and has its own employees, supervisors and managers. Managers from all the units report to the General Manager of the organisation. Employees from different specialties and different roles work in different departments in the organisation and each have unique experience about the employee engagement phenomenon.
PHARM is well known in the market for their employee-oriented approach. They believe in their employees and work on improving their skills and developing them in different areas required for their jobs. Moreover, PHARMs’ reputation is high concerning payment system; they give salaries to their employees that meet their expectations. This makes them target for new graduates and employees from different organisations. They work on their products profile and always improve their list through adding high quality products that meets market needs, serve different market segments to empower their organisation. All this makes PHARM attractive to employees to work in and attractive to researchers to understand what strategies and policies they adopt to improve their employees’ levels of engagement. 
3.2.2.1 Justification for Choosing Case Study Approach
Case study approach was chosen as relevant method to help collect the relevant stories and experiences from participants in the research. Stake’s (1995) approach to case study is qualitative and falls within the constructivist paradigm where the ontological belief is that reality is locally and specifically constructed where it seeks the truth from multiple perspectives (Lincoln and Guba, 2000). Its’ purpose is to describe and explore in-depth a social, complex, real life phenomenon intensively in a specific context to understand it better (Stake, 1995).Thus, qualitative case study approach following Stake’s (1995) approach is found relevant for this study since it will help in understanding the phenomenon of employee engagement in specific context which is the pharmaceutical organisation  by providing rich and dense data about one setting and about the participants who work in it.
Yin (2003) stated that a case study design is considered useful when the focus of the study is to answer “how” and “why” questions; the behaviour of participants can’t be manipulated; explore contextual conditions that are relevant to the phenomenon under study; or when the boundaries between the phenomenon and context are not clear. Precisely this will help the researcher to answer the “how” and “why” employee engagement is conceptualized and what are the factors that influence employee engagement and why. Also, this approach is used when complex behaviours are developed from interaction between employees, managers, supervisors and their context.
3.3 Participants
In a qualitative case study, participants chosen to participate in the research should have experience about the phenomenon of employee engagement (Yin, 2014). Yin (2011) defines purposeful sampling as “The selection of participants or sources of data to be used in a study, based on their anticipated richness and relevance of information in relation to the study’s research questions” (p. 311). This is compatible with the grounded theory methodology as a technique where participants are chosen so that they know most and contribute to understanding the phenomenon in the study (Strauss and Corbin, 1998, p.201). Snowballing is a sampling technique that locates participants in a research through referral from someone who knows other participants who possess rich stories and experiences about the phenomenon in the study (Thompson, 1997). Guba and Lincoln (1985) suggest that all sampling is done with some purpose in mind. It is widely used method in psychology, sociology and organisational studies (Dragan and Isaic-Maniu, 2013) where the sample chosen is not representative of the entire population but represents participants who have many experiences and rich knowledge about the phenomenon under study where the aim of this study is not reaching generalization but conceptual understanding the phenomenon in single organisation.
Semi-structured interviews were conducted with 20 employees and 5 managers from different departments from the selected pharmaceutical organisation in Beirut Branch which employs around 70 employees in its branch. Each employee at the end of the interview was asked if he/she recommends an employee who would be knowledgeable about the phenomenon. Saturation of data was achieved after twenty-five participants were interviewed and thus no more data can be extracted for analysis. Table 3.4 shows the characteristics of employees who participated in this study.
The next section will describe the data collection methods and data analysis of the research. Then ethical considerations, reliability and validity issues are discussed.
3.4 Data Collection Methods
Data collection is the process of gathering information to answer the research questions and analyze data using methods such as interviews, observations, questionnaires and focus groups (Bryman and Bell, 2015). As this study is based on a qualitative single case study approach, face to face semi structured interviews with employees and managers were used as a data collection method in order to explore employee engagement phenomenon and the factors that lead to it holistically. Semi-structured interview uses open ended questions and these questions are planned in advance about ta certain topic. It is considered a popular method and widely used in qualitative research for its ability to generate rich data needed to understand the phenomenon under study better (Alvesson and Deetz, 2000, p.194). It is suitable when perceptions, values and opinions need to be collected, issues collected are emotionally sensitive or when there is need to understand employees and organisational behaviour. It is flexible, accessible and helps the interviewer reveal hidden information not said or known before (Kallio et al., 2016; Kvale, 2007). It is convenient since it depends on conversation and allows participants to express what they want to say or what they think of using their own expressions and language.
The semi-structured interview includes a guide consisting of previously prepared questions that are guided by themes (Krausse et al., 2009; Kallio et al., 2016). These questions are easily understood by participants and gives the interviewer the opportunity to discuss some topics in detail to getter better understanding of the phenomenon under study. If the participant provides brief answer, the interviewer can use probe questions to encourage the participant to express more and give more information. The interviewer can interfere or respond to unexpected answers in order to understand the world from participants’ perspectives. Probing helps the interviewer to seek more elaboration or clarification from participants about a surprising answer, a topic that was not covered before, or an issue considered meaningful to the participant. Responses are situation specific and every question may have different answers from the same participant depending on the context and the way the question was asked by the interviewer (Qu and Dumay, 2011). In this study, interviews followed a guide that consists of key questions to help the researcher remain focused and guides her through research areas that need to be explored to answer the research question. This guide was developed after a rigorous review of literature about the phenomenon to get idea of the key concepts that are covered and not covered. 
The advantage of interviews is that they provide better understanding of the whole phenomenon (Rossetto, 2014) and allow for probing to make participants tell more their experiences and aspects that might be found relevant to the research. They allow getting deep into one’s mind to know aspects about the phenomenon that can’t be observed (Patton 1987, p.105). Also, interviews provide allow for triangulation of data from different sources to increase credibility of the results (Merriam, 2002). The main disadvantage is that they are time consuming during data collection and during the transcription. 
3.4.1 Interviews
The method used to collect data is interviews since it allows the participants to express their experiences and opinions and share their stories. Kvale (1996:174) states that interviewing is a conversation that aims to collect experiences and stories through which a specific phenomenon is interpreted. Semi-structured interviews were the main technique of data collection for both managers and employees. Probing was used to help interviewees explain an issue or clarify behaviour (Denzin and Lincoln, 2000).
Before start interviewing, the interview guide and informed consent were sent to both managers and employees one month before the start of the interviews. All interviews were conducted in areas outside the organisation, in locations chosen by the participants where they feel free and comfortable to talk. Interviews were conducted face to face. They started in March 2017 and ended in November 2018. All interviews were tape recorded following the permission of participants. Some of them showed concern about their privacy, but the researcher assured to them that all names will be anonymous and will be kept safe. The researcher reminded them that they can withdraw from the research at any time. Also, notes were taken during the interviews to track emergent and critical data to get back to them when needed.
I started transcription directly after the first interview was completed. Interviewees answered the questions in both languages, Arabic and English. So, the process of transcription included also translation from Arabic to English. To ensure transcription was accurate, transcripts were sent to interviewees to check if they agree on what is written and clarify any misunderstanding. Member checking is a technique that asks participants for their feedback on the information collected, written and interpreted (Yin, 2013).

3.4.2 Documents and Website Data
 Organisation website and documents was the second tool for data collection. They were reviewed and coded to help in the clarification of information provided by managers and employees and to provide a deep description of the case (Glasser and Strauss, 1967). The website was checked for the availability of organisation vision and mission, announcement of new strategies (marketing, product arrivals), online recruitment, internal training of employees, online internal communication and any source that help validate participants’ perspectives. organisation s’ documents were reviewed and coded for their training policies, promotion strategy, payment system and all other benefits given to employees. This information helped the researcher validate data from participants and revealed any missed data needed to understand phenomenon better.   
3.5 Data Analysis
Yin (2003) defined data analysis as the process of searching for meaning. Easterby-Smith et al. (2015) suggest that data collection, analysis and interpretation do not follow a linear structure, instead they overlap. Data analysis started as soon as the data collection started. Corbin and Strauss (2008) suggest that qualitative data analysis should not be the last stage of research; instead theory generation evolves from the interplay between data collection and data analysis. Data analysis from the first few interviews are incorporated in the following interview to ask following participants about them and what would they comment or whether they agree or not. This step is repeated until no new concepts emerge from the data. This study follows Strauss and Corbin (1994) data analysis. They identify three levels of analysis. The first level includes presenting the data without interpretation where participants tell their own story; second level includes creating a rich and descriptive narrative using interview transcripts and researcher interpretations; and third includes building a theory using high levels of interpretation and abstraction.
Concepts that arise are considered provisional and they find their way to theory generation through repetition in interview transcripts and documents. This helps against researcher bias through forcing concepts in theory generation. Concepts are the basic units of analysis. They are grouped into related categories through the process of constant comparisons to find similarities and differences. This is done through open coding were concepts and phrases are examined, compared and contrasted to reach categories. Memo writing and notes taken are also coding in the same way to generate categories. Then axial coding is applied to categories to find links between them and reach the core category. Selective coding is applied in the last stage to help categories to be integrated into a theory, which understands the phenomenon under investigation. 

Glaser and Strauss (1967) state that the process of theory generation involves simultaneous data collection, coding, and data analysis (Allan, 2003).
3.6 Data Saturation
The concept of saturation is used in qualitative research as a criterion to end data collection and/or analysis (Saunders at al., 2018). It is an essential methodological element and failure to reach saturation impact the quality of research (Fusch and Ness, 2015: p. 1408). Reaching saturation means no important data are being collected or no new codes or themes are generated to develop the theory. All similarities and contrasts about codes and themes required for the emerging theory are identified (Bryman, 2012). In grounded theory, saturation is embedded in an iterative process of data sampling, data collection and data analysis where data continuously inform sampling until saturation (Charmaz, 2014). Following the first interview, the researcher had initiated data coding and data analysis. Table of codes was generated and refined following every interview. Codes and concepts were compared through constant comparison method, grouped to form conceptual categories and validated between all interviewees. Then, the conceptual categories were analysed, refined until the main themes were generated. The researcher shared these themes with the interviewees and asked them whether they represent what had been said or whether they would like to add or refine any data. The researcher proceeded to collect more stories, negative and positive experiences that would strengthen or enrich the categories until all the themes with their categories were completed.  At this point the researcher realized that theoretical saturation had been reached as there were no data to be added and all the themes that help her develop the grounded theory about the phenomenon of employee engagement in the pharmaceutical organisation in Lebanon can be constructed. 
3.7 Research Evaluation
Credibility refers to the extent to which data collected and its analysis are trusted or findings represent reality. Lincoln and Guba (1985) stated that the most critical technique to ensure credibility is member checking. In this research, the researcher was double checking with participants as interviews were transcribed to make sure the meanings are not lost in transcription and translation.
Transferability refers to the extent to which findings can be generalized to other settings (Cho and Trent, 2006). It is challenging in qualitative research but can be enhanced by writing in detail the assumptions of the research, research methods and the context where study is taking place. For this research, the researcher specified that this single case study is done in one of the pharmaceutical companies located in Beirut. Review of the pharmaceutical market and the document review of the company were discussed in previous chapter.  

Confirmability is the extent to which research findings are confirmed by others. It refers to researchers’ awareness of personal bias and subjectivity (Harper and Cole, 2012). The findings should represent participants’ view about the phenomenon. The researcher did member checking in every step in the research process starting from interview questions review to interview transcription and interpretation.
3.8 Ethical Considerations
Schrems (2014) said that informed consent is the legal process of retaining or releasing information of a research. It is needed to get access and permission to do the research and protect participant’s rights. It should be done before the research starts and should contain the purpose of the research and the data collection process. It should clearly state that the participant can withdraw from the research as it is seen as a fundamental ethics. Signing the informed consent means that the participants agree to participate in the research. Confidentiality and privacy issues should be guaranteed and communicated with all participants prior the start of the interview. Lahman et al. (2015) said that fake names or pseudonyms of participants should be used to hide their identity, protect any sensitive information shown in the data collection stage or preventing others from linking data to participants (Yin, 2014). 
Particularly, in my research, I followed the ethical review policy that is followed by Staffordshire University. It constitutes of participant information sheet, interview schedule sheet and participant content form. The participant information sheet includes an overview of the research and the purpose of doing it, why the participant is chosen, the data collection technique and the risks from participating in the research. It also assures the confidentiality and anonymity through the use of pseudonyms and fake names. It discusses how the coded transcripts of the interviews will be stored securely and then destroyed in accordance with University and Faculty procedures that are in force when the project is completed. It states that the final information from the research will be made available for other researches to benefit from and will be put to public through publications and in archiving. The interview schedule sheet includes the main questions that will be asked in the interview and it gives the participant the power of reading the questions in advance and the power of not answering a question if he doesn’t feel like without giving explanation. The last sheet, the participant consent sheet summarizes in a table all the issues related to confidentiality, privacy, voluntary participation, withdrawal before aggregation of data, audio recording of interviews, and data storage and summary of research findings. 
3.9 Limitations of the Research Methodology
 The chosen qualitative case study methodology which is based on grounded theory in this research has some limitations to pay attention to (Glaser 1978; 2001). The bias involved in choosing the research process can decrease the degree of trustworthiness and dependability of the themes generated from grounded theory. In the context of the application of grounded theory the researcher is required to identify the sources which can induce biased perspective in the perception of the researcher during the theory development process (Jones and Alony, 2011). However, this may not guarantee that all possible biases involved in the exploration and theory development have been identified. 
In using grounded theory, bias originate from the researcher’s own ideas about the phenomenon, context, situation, behaviours, personal experiences that may prevent the researcher from acknowledging the presence of such biases (Charmaz, 2014). Also, the inclination to follow preconceived ideas about the topic of investigation can result in filtering out some information and overlooking some important areas of concern that does not fit in the study. Before the study, the researcher understands that she works in the same sector where the research is conducted and she acknowledges that she has some previous knowledge of the gaps that exist in the sector. To understand better her own biases, the researcher uses memo writing method to write all what she knows about the context, situation, and past experiences which she thinks may affect the analysis process. Also, using one pharmaceutical organisation to study the phenomenon of employee engagement limits the number of participants in the case study approach and makes the data only representative of the organisation studied and cannot be generalized to the whole sector. Using memo writing and reflexivity approach to question her own ideas helped the researcher not to allow her own preconceived knowledge about the market to influence the research. 
Another type of bias originates from conducting literature review at the beginning of the study (Corbin and Strauss, 2008) because the researcher can be influenced by existing theories and force data into preexisting categories. The researcher acknowledges that she conducted small literature review before she started the research as she recognizes herself a novice researcher who does not know much about the area of investigation and this preliminary literature helped her understand the different theories, models and themes available, familiarize herself with what has been done and what gaps need to be answered in research. Otherwise, the research topic would be very general and the researcher may repeat what had been done by other researchers or lose her focus in conducting the study. To minimize the bias, the researcher used memo writing and constant comparison method to continuously compare codes and concepts she generated while interviewing. Member checks or constant comparison allow participants to provide feedback on themes and categories developed (Guba and Lincoln, 1989). This method assures that study findings represent participants’ meaning of the phenomenon. Charmaz (2014) argued that researchers are part of the world they study and thus construct their theories through their “past and present involvements and interactions with people, perspectives, and research practices” (p. 17). The researcher reflected on her personal experiences and ideas and questioned her own preconceptions to avoid forcing categories into the generated data. Being part of the interpretive process through questioning the self and becoming self-aware of own preconceptions make the researcher part of the co-construction of theory (Giles et al., 2013).    
Another bias originating from grounded theory is the one originating from the interviewees (Jones and Alony, 2011). Interviewees may alter their responses (positively or negatively) based on their experiences or hide some information they do not want to share. This type of bias is reduced by asking interviewees for positive and negative experiences they faced at work and comparing or matching these stories with other responses to increase validity of data generated. 
3.10 Conclusion
This chapter gave an overview of the methodology that will be followed in this study. Philosophical assumptions, approach and strategy were identified. Overview of the case selected was identified with the characteristics of the participants. As justified in this chapter, qualitative research approach with constructivist epistemology and ontology is adopted. Semi structured interviews are the main data collection method and the straussian Grounded theory data analysis approach is used in data analysis. In the following chapter findings from the data analysis of the interviews will be discussed. 
Chapter Four: Data Analysis

4.0 Introduction

This chapter provides description of the methods used in the data analysis. As discussed in the previous chapter, a constructivist epistemology and grounded theory approach is followed in this study. This approach gives the researcher flexibility in collecting opinions and experiences of employees and managers through actively interacting in the interviews and helps in analyzing and interpreting the personal experiences through identifying emergent concepts and categories from data collected. Cooney (2011) says that reflexivity practiced throughout interpretation and theory construction, rigour built in the method and transparency in applying it are important aspects of this method to ensure its credibility. Data analysis depended on Strauss and Corbin (1990) procedures to coding since it provides analytical techniques that guide novice researchers through the coding process to theory development. 

Coding, according to Goulding (2002, p. 77), is the conceptualization of data through constantly comparing incident with incident and incident with concept in order to reach categories and their properties. Data analysis from transcripts was done line by line, and segment by segment, where the engagement phenomenon and its determinants were labeled following Strauss and Corbin (1990) coding procedures. These procedures and the coding process will be further discussed in this chapter. 

4.1 Coding Procedures

4.1.1 Theoretical Sensitization
It is the ability of the researcher to make sense of data and choose the issues and concepts from the data collected that are relevant to the phenomenon in the study (Corbin and Strauss, 2015). Since the data collection method in this study is interviewing, too much data where given by respondents, some of them relate to topic, some do not, some of them are repetitive and some of them were personal judgement and vague and were not supported by stories or experiences to prove given data. I had to work extensively to keep relevant data and omit unnecessary ones. The researcher should keep an analytical distance to decrease bias, be open to new emerging concepts and avoid forcing own ideas into data, try to tolerate and work with misleading data or stories outside the scope of the study and be able to view and think about the data from different perspectives, organize them in a way to generate new connections and relate them to theories or models. This was developed or achieved through reading the literature and studies published about the phenomenon, trying to use professional and personal experience and following procedures in doing a good data analysis (Strauss and Corbin, 1990). Theory generation, according to Strauss and Corbin (2008), depends on the researchers’ experience as well as the background he / she comes from.  

Before initiating the interviews, I used my experience about the topic and asked about the engagement phenomenon beforehand and collected ideas about the phenomenon before doing this research. Then, I did a literature review about the phenomenon and made myself familiar with the issues and theories available. I decided to use the conceptual model developed by Macey and Schneider (2008) to locate and structure the data collected. They talked about three states of engagement, state, trait and behavioural and discussed personality related factors, work related factors and leadership as factors leading to engagement. These factors were used as starting point to ask about other factors through sharing experiences. Stake (1995) emphasizes the importance of using framework as it helps outline the main issues about the phenomenon. These issues, as said by Charmaz (2006), were used as the starting point that guided the interviews and preliminary analysis not as predetermined factors that lead to employee engagement. These issues then were shaped and changed based on the experiences and stories that were shared by participants. They help in focusing my attention in the data collection and analysis and alerted me to merging issues arising from participants’ stories.
4.1.2 Theoretical Sampling
Grounded theory uses the principle of theoretical sampling. Purposeful sampling is one type of theoretical sampling. The selection of participants was based on their anticipated richness and relevance of information they possess in relation to the study’s research questions. This is compatible with the grounded theory methodology as a technique where participants are chosen so that they know most and contribute to understanding the phenomenon in this study (Strauss and Corbin 1998, p. 201) 

The participants in this study work in PHARM, Lebanese pharmaceutical organisation headquartered in Beirut. PHARM aims to grow and develop; they care about their employees and put them on their top priority. Their goal is to become the organisation of choice to all future employees who are willing to enter the pharmaceutical market. Of the twenty five participants, twenty were employees and five were managers working in different departments in Beirut Branch. All managers had at least five years of experiences and they were all males while employees had a minimum of three of experience in PHARM. Of the employees, thirteen were females and seven were males. They were willing to contribute to this study by sharing their personal and lived stories about aspects of their engagement. Fifteen employees live in Beirut area and believe their organisation is close to their homes while ten employees live outside Beirut and consider PHARM is located far from their residency area. There were no organisational or personal issues impacting participants’ responses at the time the study took place. All interviews were conducted outside the organisation, in locations chosen by the participants where they feel free and comfortable to talk and express their feelings. All interviews were tape recorded and in order to ensure confidentiality before data analysis participants’ names were replaced by nicknames. Table 4.1 (appendix) provides a summary of the participants in this study, their years of experience and the department they work in. Names used in this research are not real and are changed for the sake of participants’ confidentiality.

4.1.3 Saturation Point
Saturation point is the point when there is no new data emerging from the interviews and conceptual categories are fully developed; thus it is said the sampling has reached an end and the study is completed. Breckenridge and Jones (2009) said that conceptual saturation leads to theory generation. All categories will be saturated with their properties or themes and there are no new data to alter these themes which will become part of the theory (Glaser and Strauss, 1967). Incidents become repetitive and no new stories contribute to more information generation. These categories and themes will be used to explain the phenomenon of employee engagement. The researcher will know that saturation point has reached and the research has ended.

4.1.4 Constant Comparison
Rich stories and experiences are the indicators of concepts. Thus, comparison between stories is necessary to generate conceptual code first and then to identify newly emerging concepts defining that code. These stories show similarities, differences, or consistencies in meanings; and these allow developing the codes or concepts and their properties (Glaser, 1978). Constant comparison method is an essential part of the grounded theory design and is widely used throughout qualitative research (Charmaz, 2006). It is an iterative process to compare data, codes, categories and concepts with each other and between each other. It is done in every stage in the analysis where the researcher is simultaneously collecting, coding and analyzing data (Strauss and Corbin, 1990). This allows generation of theoretical categories by identifying patterns of similarities and differences. Glasser and Strauss (1967) name this analysis as build up facts to reach the nature of knowledge and theory. I used interviewee’s personal words as facts as well as contradicting stories and the choice of words used.  
Table 4.2: Example of comparative analysis for a single code
	Interviewee
	Personal Experience 
	Initial codes 
	Conceptual Categories 

	Rola
	“My manager told me that my target in one area is less than the last month. What I did was I pushed the whole month in that area until I raised my numbers. I work hard but it is good to know where I should put more effort. I really appreciate it, my manager knows when and how to make me focus “
	Communicating department goals, weaknesses and keeping me focus
	-effective communication

-supportive manager

	Tima
	“When I used to prepare the orders I sometimes unintentionally bring the wrong medication especially if it looks the same as another one. For example, the box of the tablet looks the same as the suppository; or I sometimes bring the injection form instead of the tablet form. My manager kept reminding me of the forms and the differences between them until I mastered them very well. He used to tell me about my mistakes without being angry or aggressive.” 


	Reminding me of mistakes and providing effective feedback to avoid these mistakes 
	-providing effective feedback

-caring, supportive manager 

	Hamed
	“I collect payments from retail pharmacies by entering into their codes. Sometimes I type the wrong code and set a payment for another pharmacy which didn’t pay. It is my job and I shouldn’t do such mistake but in work it happens. This mistake can be seen later in the statement of account for the pharmacy who didn’t pay and the one who paid. In some organisations, this is considered a big mistake but here my manager is supportive and considerate. If there is difference in the statement of account, he tries with me to sort out where the mistake is.”
	 Helping me know the mistake and show support to sort out the mistake
	-considerate and helper manager


4.2 Coding Process

Before I started the data analysis, video recorded interviews of both managers and employees were translated from Arabic to English then transcribed to ensure accurate responses of interviewees. After finishing the first transcription, I double checked it with the interviewee to validate the responses. All transcriptions were installed on my personal computer. I read the first transcript several times and initiated the coding process directly after data collection started. I read each transcript several times to find similarities, differences and patterns between the codes and organize them around concepts (Saldana 2016). Concepts are the basic units of analysis. They find their way to theory development through repetition in interviews or due to their absence. Concepts are then combined into related categories where links between them are identified and confirmed against data. The refined categories represent the new conceptual framework developed of the phenomenon under investigation.

The first step of analysis started directly after the first interview is completed with one of the employees in the pharmaceutical company where the employee responded to semi structured interview questions and shared specific incidents and experiences that lead to engagement. As stated previously coding followed Strauss and Corbin (1990) steps which include open, axial and selective coding (table 4.3).
Table 4.3: Data analysis steps
	              Data collection 
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4.2.1 Open Coding
The open coding is the first step in data analysis where the researcher examines the data collected, compare it and assign words or sentences to pieces of data to convey action. It is the first stage of analysis; it is the process of breaking down the data into small pieces of meanings (table 1).  During this step, I labeled keywords or phrases to pieces of texts through a line by line basis to identify codes (Goulding 2002, p.170). Initial codes are given identification number (cd1, cd2, cd3, cd4, cd5….) (table 2). A deep examination of the text is done through asking the questions like what does this data talks about? What does it represent? What is happening? What category does this experience indicate? Asking these questions prevented me from forcing codes into the data instead of generating them grounded in the data. They helped me find patterns in the experiences and find codes that fit data rather than fit data into codes. 

Miles and Huberman (1984) criticize the line by line analysis as it is time consuming, confusing and produces too many concepts which may cause the researcher to be lost in the data. They talked about finding the key points of a paragraph instead of specific word by word analysis since this keeps the data against being overloaded (Glaser 1992:40).  This point was explained by Strauss (1987) that detailed analysis decreases the chances of missing a category or finding an emergent one. 

Table 4.4: Example of coding process
	Quotes from Interviews
	 Initial Codes

	“Now, thanks to this organisation and specially to my personal manager who kept empowering me and working on me until I got a senior level role” (Layal)
	Being motivated, showing appreciation to organisation, showing appreciation to personal manager, personal improvement, advancing career, getting promoted

	“In sales, we provide huge deals to key clients with manager’s approval. My manager allows me to break the deal and give good offers for one’s who I care about; a way to encourage them to sell our products. We need his approval as part of the company procedure; sometimes, he is flexible and allow me to make such decisions” (Kholoud) 
	Sales Job role, communicating company products, deciding who benefits from offers, managers’ approval, taking control, motivating role, manager-employee relationship

	“I love talking about scientific information with doctors. It fits well into my personality. But, waiting in the doctor’s office is stressful. Yes, you make good public relations but also it is very time consuming. Sometimes, I stay more than one hour to meet the doctor for ten minutes to convey my message. I stay late. There is no specific time schedule in my job, and this puts me under stress because sometimes I have family commitments. ..Yeah, but I still love it”. (Dani)
	Scientific job role, passion about job, job-employee fit, benefits of job role, stressors of job role, free unused time, late work, time management, family commitments,   


Since codes change throughout the process of analysis to fit the data, I constantly compared codes to each other to find similarities and differences. Labels or codes were used several times when coding different responses. After I transcribed the first few interviews I established a full list of all open codes, I then organized them around concepts. Then these concepts are grouped together to form categories and their properties.  This stage leads to developing higher levels categories and their properties (Strauss and Corbin, 1998). Concepts generated should have analytic power and sensitive. Analytic power is achieved if the concepts are general enough to show its properties and dimensions and sensitive if it provides a meaningful picture when interviewee’s personal meanings are used (Glaser and Strauss, 1967; p. 38). 
4.2.2 Axial Coding
The second step of coding includes reorganizing the data in a way that help in establishing relationships between categories and their subcategories through identifying their properties and dimensions (Strauss and Corbin, 1998). The coding is organized around an axis of every category.  Strauss (1987) recommends the use of coding paradigm which is coding around items that include conditions, actions/interactions, and consequences for every category. Then within each category further coding of paradigm conditions and subcategories that answers the questions of who, what, where, how and why of a category. The aim of this type of coding is to find the core category and its links to the others. LaRossa (2005) said that the core category becomes the main story behind the research. It is the category that has linkages with all other categories, most saturated and centrally relevant. It explains what the research is all about.  

Categories describe a group of interrelated open codes. During this step I continued to revisit each transcript and reread carefully, coded and compared the generated concepts with new incidents shared. These codes were compared and contrasted against new data until sorting out the main category under discussion. I started rebuilding the pieces of data in new ways to find new explanations and new understandings to refine categories and their subcategories as they become the building block of the theoretical model of the phenomenon of employee engagement.

4.2.3 Selective Coding
This more focused type of coding starts when the core category is established. The core category becomes the center of researcher’s analysis and all the coding occurs systematically around this core category.

This is the last step of coding and it includes integrating and refining categories into the theoretical model that explain the employee engagement phenomenon. I completed refining all the concepts and their relationships with all the statements from the interviews that validates what is going on (Strauss and Corbin, 1998).
4.3 Memo Writing

Memo writing is important aspect of the theory as it helps the researcher defines how data is interpreted and questions the meanings of experiences implicit within the data (Charmaz, 2006). It takes place throughout the data analysis process. At the beginning of the analysis, it helps in generation of coding and formation of basic categories. In later stages, it allows explaining categories, searching for relationships among them, and defining their patterns (Tweed and Charmaz, 2011). Glaser (1978) said that memos include writing ideas about codes and their relationships as they emerge in the coding process. Memos can be sentence or a paragraph that connect pieces of data together to show they may be a general concept. They can be personal reflections on concepts emerging or notes about new ideas the researcher passed through. 

Writing memos is useful tool that helps the researcher transfer from empirical data to conceptual level, allowing her to expand codes, identify categories and find the relationships between them, thus allowing better understanding of the phenomenon. It also allows her to identify core category around which other categories interrelate. Dimensions of categories can be identified and completed through asking questions that allows further codes generation. Thoughts that arise throughout the data coding, analysis and report writing are written down. For example, the following memo was written after the interview with HR manager.
Table 4.5: Example from Memo 2

	Memo number: 2

Interviewee: HRM

	Type of work: manager involved in the process of recruitment in one the departments 

Main note: this manger mentioned that referral is a technique used to choose an employee for a position (way of hiring). But referral has two sides; positive one which means choosing the right person through positive recommendation from others in the field or job hunting for talented employee from another company whose recruitment will benefit the organisation. It is good to reduce time and cost. The other side is negative where the employee is recruited because of personal relationship with the family. This negative process in Lebanon is called WASTA or nepotism (pros and cons of referral).

Further steps: This concept should be further developed and discussed with the other managers and employees to check the meaning it takes in the organisation, how frequent it is applied, is it applied in all management activities and its effect on employees (regular application of technique, impact of referral on employees’ engagement level).




In this memo the issue of referral is identified and lead to the development of the concept procedural fairness especially in selecting new employees. This concept was incorporated in the coding process to see whether it was raised by other managers or employees as a factor that affects their level of engagement.

4.4 Triangulation

Triangulation is the use multiple methods in studying a phenomenon to produce valid results (Denzin and Lincoln, 2005, p.5). In qualitative research, it is the use of multiple resources to reduce bias and improve validity and reliability of results (Miles and Huberman, 1984). It increases confidence in research data, reveals unexpected findings, enables reaching data saturation and gives better understanding about the phenomenon under study. Different types of triangulation include data source (validation across time, space or person), investigator (use two or more interviewers or analysts), methodologic (use of multiple methods), theoretical (use of multiple hypotheses), data analysis (use multiple methods to analyze data). Collecting data through semi-structured interviews from multiple perspectives allows understanding the phenomenon in different ways and helps validate data from different perspectives and reach saturation. The objective of this research is to gain a comprehensive understanding of the phenomenon of employee engagement from the perspectives of both employees and managers. To gain this understanding and decrease bias, I used interview guide, data saturation, information shared by employees and managers and supported them from the company website and internal procedures. Triangulation of these resources allowed me to get better understanding of the interviewee’s responses and validate them against the policies and procedures of the organisation. It also alerted me at specific measures implemented by the organisation but were not mentioned by interviewees.
4.5 Conclusion

Charmaz (2008) assures that researchers should use robust procedures that show the way of code and concepts are developed and the rationale to theoretical conception and theory generation (Corbin and Strauss, 1990). As previously stated, the procedures suggested by Strauss and Corbin (1990) are used within this study to compare and contrast data in order in generate high level categories. 

Coding is an iterative process where the researcher moves between concepts generated and data, and comparative where constant comparison is done across codes and categories to reach conceptual level and theory generation. 

Data analysis process was done twice; the first one with employees to answer the questions of how employees define employee engagement and what factors lead to their level of engagement. The second process was done with managers to answer the questions how they understood employee engagement and what strategies are implemented by the organisation to drive employee engagement. 

Applying open and axial coding helped determine categories and subcategories of what factors affect employee engagement from their perspectives and determine categories and subcategories of the strategies implemented by organisation to drive employee engagement. Personal attributes, role of personal manager, work role, positive environment, and financial fairness are the five categories that emerged from coding employees’ transcripts. They answer the questions of the factors that drive employee engagement from employees’ perspective. Similarly, strategies that were provided by managers to improve employee engagement were organized and grouped under five strategies including training, providing tangible and nontangible rewards, communicating, creating positive work environment and building sense of belongingness. 

Chapter Five: Findings

5.0 Introduction

In this chapter I present the findings of this qualitative study that aims at defining employee engagement from the perspectives of the managers and employees, understanding the strategies used by PHARM to engage its employees, and studying the factors that affect employee engagement from employees’ personal stories and experiences. To do so, I conducted face to face semi structured interviews, reviewed PHARMs’ website and documents to answer the research questions. 

This chapter is organized into three sections. In the first section the results of the definition of employee engagement from the viewpoints of employees and managers revealed four themes: 

►Expressing emotions, 

►Staying mentally ready, 

►Presenting work related actions, 

►Two ways process.

In the second section the results of the strategies employed by managers to increase employee engagement resulted in two themes: 

►Developing employees

►Cultivating system of betterment

The third section discussed the factors that affect employees’ engagement form their perspective. This section discussed two themes:  

►motivating factors

►creating work opportunities

5.1 Defining Employee Engagement

Participants were asked to share their definition of employee engagement. Almost all participants were doubtful about what would be the word or the sentence that defines the term employee engagement. They used terms like “It is a big term”, “It encompasses many things”, and “no one word defines it”. Zeina, from the Marketing department, and Marwa, from the Scientific department, both acknowledged, “It can be defined in different ways using many terms”.  Twenty employees and five managers shared their definition of employee engagement. Their definitions involved four themes expressing emotions, staying mentally ready, presenting work related actions, and two ways process.

Table 5.1: multifaceted employee engagement definition

	Themes 
	Subthemes 

	Expressing emotions


	being positive as a personal choice 

Responding to Work situations 

	Staying mentally ready 


	Thinking actively  

Presenting positive attitudes

	Presenting work related actions
	Using personal resources

Accomplishing work  

	Two ways process


	Management characteristics 

Personal input 


5.1.1 Employee Engagement is about “Expressing Emotions”

The theme “Expressing emotions” includes all the positive feelings employees express or have toward their organisation and its conditions, job, managers and colleagues. They can be personal choice or work - related response. All participants, managers and employees, mentioned emotions as an important element of their definition such as feelings of happiness at work and being energetic, enjoy connecting with their colleagues and proud of being part of organisational success. 
Among the managers, Jad, marketing manager, believed that employee engagement refers to:

 “employees who are happy at work, energetic and satisfied with their work”. 
Also, Ali, sales manager, added,
“...employee engagement is when the employee works from his heart, and is 
dedicated to the organisation and to the success of the organisation and gives the best of him toward his job to the level that he amazes us with his work”. 

 Dani, Scientific department manager, shared his view by saying: 

“...employee engagement is about having passion toward the job, feeling 


attached to it in all its details and being dedicated to excellence at work”.

In this sense, employees shared their definition of employee engagement. All employees talked about their passion to their work, their pride in their role and their pride to belong to their organisation. They mentioned their commitment to their organisation and their focus to organisational goals.  Nizar, from the Sales department, shared,
“Employee engagement…for me...Is going to work with a smile on my face, 
energetic, and happy to contribute to the success of the organisation”. 

Lara, from the Operation department, also expressed her opinion,
“..employee engagement for me is enjoying my work, putting all my potential to give the best of me and being happy in my job”. 

Haneen, from Marketing department, commented, 

“It is when you feel happy and proud of what you do.” 

Kholoud from the Sales department talked about her day at work; connection with her friends, concentration in task, and the detachment from her surrounding, 

“I start my day at work with a cup of coffee and chat with my friends. When these fifteen minutes daily routine are over, I go to the field and start my work. I love connecting with people, I am an active woman, and I am happy to belong to the sales team in PHARM.”

Positive feelings are also responses of work situations both formal and informal ones. Formal situations like getting recognition from the manager; while informal like having a birthday celebration of a colleague. Zeina, from the Marketing department, expressed, 

“I am the best achiever in my team for the second year consecutively. You don’t know how much happiness this brings to me. I feel motivated to get the same recognition next year”. 

Peter, from the same department stated that his happiness and motivation to work comes from PHARM’s acceptance to pay fifty per cent of the school fees of his kids. In the same sense, Reem from the HR department perceived that giving health insurance for her and her parents means a lot to her especially that her parents are old and their insurance fees are expensive for her to cover alone.   

Emotions can be positive, negative or neutral. Employees mentioned positive emotions when talking about their level of engagement. They talked about passion to work, being happy, pride in one’s job, loving to connect with colleagues and pride of belonging to the organisation. 
Negative emotions were present at work, too. They felt negative at certain times at work or before the work; but some argued they were able to handle these emotions while others said the day passed and they completed their job without any level of engagement. Peter, from the Marketing department, commented on this

“Sometimes I wake up not in a good mood, one small thing like….uhhh…seeing       a bad dream or listening to early political news before work changes my mood. When I reach work, I put these emotions aside and continue my day or I talk about what bothers me with my colleagues. Sharing these emotions or hearing others’ opinion helps me relax or make them fades away”

Manal, from the Scientific department, shared her experience of negative emotions

 “I lost the folder that contained all the scientific presentations I did during my work in PHARM. I downloaded a file from non-recognized website; it was a spam- a virus that damaged the hardware. Since that date, I save two copies of everything I present.” 

Also, Kholoud, from the Sales department remembered a negative moment where she felt angry and her day was a bad day to remember

 “I lost all the orders I did during the day because the POS palm (machine connected to the organisation used to place orders) stopped working. When I settled it again all my work was deleted”. 

Negative emotions could originate from personal, economic, environmental, technological sources. Emotions are part of the daily life and affect daily activities, actions and decisions. They also affect the employees’ level of wellbeing.  

Properties of emotions include intensity, frequency and duration. Employees described different intensity level of emotions when they were sharing their experiences. Anwar, from Sales department, talked about his excitement when he was mentioned among the best achievers of the year. Fadi, from Operation department, shared his joy and interest when he was given more roles additional to his roles and he succeeded in doing the new roles. Also, Zeina, from the Marketing department, expressed her happiness and pride when the marketing plan initiated by her team lead to increase in the sales numbers. Participants talked about frequency of their emotions by relating it to events or experiences they were in. They admitted that almost every day or every other day they received a nice complement or a positive feedback. Laura, from the Scientific department, shared that she would be very happy and celebrates achievement and success with her colleagues every quarter whenever her department meets for follow up and feedbacks. Also, Deria from the HR department relates to this by saying,
 “I enjoy my daily routine at work and I am satisfied with my manager and colleagues. My excitement reaches its highest levels in the end of year meeting when our manager announces the sales numbers and achievements”.

 Duration or timing was mentioned by almost all employees. They considered few seconds in a meeting that highlight their achievements is enough to boost their day, week and sometimes their month, give them energy and persistence and make them more concentrated and focused toward achieving their targets. Reem from HR department expressed her opinion 

“The word THANK YOU from my manager is enough for me to boost my energy the whole day”. 

Sara, from the same department, also believed that:
“When my manager approaches me and says he apologizes for putting extra work on me makes me feel respected and my hard work appreciated. This makes me glad to work more and give the better of me”. 

Rola, in the Sales department, assured that the positive feedback she gets from her manager gives her inner happiness and satisfaction and pushes her to give from her heart even if she feels sick or tired.  

Emotions can be a result of personal factors (son won first place in tennis game, graduation of my daughter) or social situation at work (birthday of a colleague). It can also be generated from personal recognition or spending a training day outside PHARM. It can be a personal characteristic of the employee or contagious from the surrounding.
5.1.2 Employee Engagement is “Staying Mentally Ready”
“Staying mentally ready” relates to the thoughts and attitude employees hold towards their job, colleagues and organisation. It is something personal and relates to the personality of the employee and to his /her interest in the job role. It is the willingness of employees to align with their organisations’ values, understand work related targets and move toward achieving them. It is understood as employees’ beliefs about their colleagues, managers, working conditions and culture. 

Managers commented on this theme. Ali, sales manager, said that engaged employees start their day energetic, enthusiast, and focused; they know their role and know what is required of them. Engaged employees spread their energy to their surroundings and make their colleagues more interested to achieve and compete. To keep them enthusiast, Jad, marketing manager, shared,
 “We involve them in problem defining and use their suggestions in problem solving. This will motivate them and help them focus their effort as they will be part of problem solving”.

 Involving employees in problem solving and empowering them to share their opinion help employees to remain focused, dedicated and ready to enjoy their job. Also, Adnan, operation manager, shared his view

 “We set for them daily, monthly and yearly achievable targets to follow and this keeps them focused and alerted to finish their work”. 

In the same sense, Ali, sales manager, added,
“the annual targets we set at the beginning of the year allows employees to set their own plans for the year and helps them to think better when, where and how much effort should be exerted”. 

Setting short term and long-term goals pushes employees to remain concentrating on achieving targets. Ahmad, HR manager, assured that they send announcement emails to all employees of who is the best achiever of the month and year and the best team as this will create a motive for employees to be more dedicated to give more. Recognizing and appreciating employees on their effort is way to keep employees mentally focused, determined and always thinking of achieving better.

Employees had their opinion about this. Tima, employee in the Operation department expressed herself,
 “It is when you go to your work and you know you are going to do your daily routine job and still you are happy to do it with open mind and heart”.

Rola, employee from the Sales department, shared her view on this,
“I enjoy working with PHARM, under the supervision of my manager. He is so humanitarian and understanding person. He supports me if my results were not as they should be. Sometimes he goes with me field visits to push in placing orders or to understand the market better and analyze the factors behind the decrease in the sales numbers. Also, the team members I work with are cooperative and one hand. I collect orders for my colleagues if there is something delaying them from completing their job. We support each other and make the work enjoyable”. 

Being mentally aware relates to some personality characteristics that exist among employees and these characteristics make them distinguished from their colleagues and more willing to engage than others. Managers agree that some employees have a proactive personality, they are initiative in nature. They don’t wait to be told what to do; they put themselves in new tasks and new learning opportunities that are not written in their job description. They are eager to learn, inspire others at work, share their opinion and initiate new ideas as this gives them self-appreciation, pride and self-worth. Managers shared their experiences about this. Adnan, manager from the Operation department shared his view:

 “They are self-paced. They plan their work efficiently and know how to organize their work very well and finish extra tasks they see it is important to accomplish their job”. 

Dani, Scientific department manager, also shared
 “In the scientific training for a new medication, my team asks detailed questions the trainer didn’t think of. I love how focused and detailed they become and eager to get new information. This makes me proud”. 

Employees interviewed talked about themselves and about their proactive personality. They expressed how they focus on their work so that they initiate tasks because they feel they need to do it. They also talked about how they adapt to changes, open to new learning strategies and self-evaluate their work and try to provide it in the best way possible. Laura, from the Scientific department, stated
“I visit doctors that are not on my list if I feel I need to. I also reach doctors from different specialties if I feel that my medication treats diseases not related to one specialty or causes side effects or is contraindicated with other medications and I need to create awareness among doctors”.

Haneen, from the Marketing department, expressed herself by saying

 “I was watching the marketing plan of our competitors and reported to my manager that we need to make a twist in our plan if we want to increase our sales. I monitor the marketing campaigns of several products from sectors other than the pharmaceuticals to learn from them new techniques. I feel committed to PHARM and their success means my success”.

Reem, from the HR department, commented on this

 “When I write an email to employees about a raise or a bonus; I feel all my body parts involved in writing it. If the email contains a reminder or a change in a policy I send it multiple times in different intervals of time to make sure that all employees are aware of the new changes. Our department doesn’t generate sales numbers as the sales employees, but we contribute to the success of the organisation in other ways. We boost employees’ motivation”. 

Participants expressed their satisfaction in their job role and how this make them more concentrated, open, and ready to work from their heart to a level that they forget everything around them when they focus. Anwar, sales employee, stated
 “I love my work, I love driving my car and I love socializing with people. I hate working in a room of four walls. The sales representative job offered me all I need to feel alive in my work.” 

Marwa, Scientific department employee, shared,
 “Having a chat about everything related to medications, diseases or any new medical trends to doctors is something I love to do as a medical representative. Keeping up to date with recent medical articles is my focus. My intention is to leave a positive impact in the lives of patients by communicating with doctors any new guidelines and new trends in the treatment”. 

Deria, HR employee, commented on this,
“My role in the HR department resonates my love to work closely with employees and senior managers in the organisation. I work with employees from the very beginning before they are employed. I also work as a bridge between senior managers and employees through communicating policies and procedures important for employees. I work hard to complete my job accurately”.    

Being mentally aware ranges between being fully concentrated and focused on ones’ job to partially focused to not focused and distracted. Distractions could be work related or non-work related factors. Rola, sales employee, mentioned being distracted when a product offer was changed mid of the day and she had to call the pharmacies she visited back again to change the orders. She shared,
“Some employees don’t tell their pharmacies about the change; they invoice different numbers from the agreed. I tell my customers about any changes; I feel responsible, they trust me and I want to be up their level of trust”. 

All employees in the Sales department mentioned similar stories to what Rola mentioned. Hamed, from the same department admitted he gets annoyed and not willing to exert effort when the employees from the Scientific department interfere in the work.  He said 

“They have one day pharmacy visit, they collect orders which is not their job and they break the offers we provide our pharmacies with. We appear liars and not able to defend why there is a difference in the offer”.

Nizar, Kholoud and Rola agree with Hamed’s experience of other departments’ interference. Anwar, on the other hand, commented on this by saying that this happens but this doesn’t annoy him, he explains to his pharmacies that the Scientific department is the only one who can give better offers, it is their job, and he would be happy if they take it and benefit from these high offers. Rania, operation employee, mentioned that she is a working mother and sometimes she doesn’t feel focused if her son is sick or has fever. Amal, HR employee, agreed with Rania and added

 “When my kids have holiday and I have work, I get worried and I call them every while to check if they want anything”. 

Zeina, employee in the Marketing department, stated that her kids are old enough and can take care of themselves and what makes her not focused is having an appointment after work with the dentist. She is always afraid and feels panic all the day if she has to fix a tooth. Work, family and personal conditions affect employees’ attention and focus to one’s work.     

5.1.3 Employee Engagement Is About “Presenting Work Related Actions”
Presenting work related actions includes the different actions employee show at work and the different resources they use to show engagement. Managers and employees mentioned different actions like effort, working extra role or expanding job role, volunteering in organisation activities, and sharing positive opinion about PHARM. They described the use of different resources at work such as time, personal skills and knowledge.

Managers said that engaged employees are open to experience and willing to exert effort to finish a task within deadline. They use their skills, experience and all available resources in an efficient way. They expand their work role or volunteer to work additional roles if they see in them new opportunity to learn or have a new experience or make them feel proud. Dani, manager from the Scientific department, commented on this point by saying 

“They volunteer in roles additional to their daily roles and they prove themselves in these roles. They come up with new scientific workshops not written on our calendar of the year and they do them with excellence. They like to have a positive impact in everything they work”. 

Ali, manager in the Sales department, talked about expanding the work role,
“Engaged employees are initiative and they amaze us with their detailed and complete work. While making sales orders, collecting money and following up, some sales employees collect market information for our products and those of the competitors and tell us about the sales decrease of some products before the end of the month and before we generate our sales report of the month in our meeting. They open our eyes to emerging issues”. 

He also mentioned that his engaged employees work under pressure and in stressful conditions like rainy or very hot weather, or high work load especially after holidays. They don’t use excuses to explain their work delay. They plan their time well in a way that suits them, the organisation and their clients. Sometimes they work on their holidays to reduce the workload of the week. Additionally, Ahmad, HR manager, added that engaged employees have active and positive vocal tones, they spread positivity around them, talk in a positive way with colleagues, share their opinion freely, discuss and share new policies and strategies for the benefit of the whole group. 

Employees shared their experiences and opinions about this issue. Hani, employee in the Scientific department, talked about the effort he puts and the time he invests in reading scientific articles to stay updated and ready to any medical question that will be asked. He expressed how he feels proud when he knows the answers and look prepared. This gives him a high dose of energy and self-esteem. Manal, from the same department shared how she visits doctors from areas not on her list because she feels there is a need. She also mentioned that this fulfills her and makes her more confident in herself. 

In the Operation department, all employees mentioned the extra effort they exert to prepare all the orders and make them ready on the same day to be sent to pharmacies. They believed that they work hard enough and sometimes they work late so that no delay in any order occurs. From a sense of responsibility toward patients and humanity side they give their best. Rania shared her opinion

 “In PHARM, our aim is to make the medications we have available as soon as possible to patients. We don’t accept any delay from our part. In the most stressful periods, usually after long holidays, we try our best to finish all orders in time. The maximum delayed time for any order doesn’t exceed twenty four hours even if this means we work after the daily working hours”. 

Zahwa, from the Marketing department, also shared her experience

 “In case there is work overload, we help the sales team through working as telemarketers. We take orders on the phone or through visits and try to help as much as we can”. 

Peter from Marketing department shared his experience about volunteering in workshops and projects that broadens his experience and exposes him to new opportunities. He expressed his gratitude for contributing in projects that target Alzheimer patients, patients with disabilities, and cancer patients. He shared,
 “These projects help me, in addition to building up my experience, general knowledge and abilities; it improves my spiritual and mental health and makes me thankful to the status I reached”.  

All the sales team recall going back home late after a long day of work. Rola stated “No one tells me to stay late; I just love to do my job till the end”. Hamed expressed his opinion “We have obligations toward pharmacies, patients and toward PHARM, PHARM treats us well”. 
5.1.4 Employee Engagement Is “Two Ways Process”
Two ways process means that employee engagement is process that involves both the employee and the organisation. The existence of one alone is not enough to have engaged employee. Both should be available; employees’ effort, character and interest in the job on one hand and the presence of suitable environment, work conditions and policies and strategies that allow employees to express themselves on the other hand. They said that in response to receiving organisational resources employees show involvement in their role and use their personal resources in their engagement.

Managers agreed in their definition that employee engagement takes place because PHARM respects its employees and provides them with all necessary resources they need to excel. Ahmad, HR manager, shared
 “PHARM is a place where an employee can build his future in. PHARM cares about its employees and cares about their wellbeing and their future”. 

Dani, Scientific department manager, also shared his comments, 

“PHARM is employee oriented and gives its employees everything they need to develop personally and financially”.

 Ahmad, HR manager, added, 

“PHARM supports its employees, empowers them and motivates them to be the best version of themselves”. 

The marketing manager, Jad, also shared his view

 “Employees are followed and directed to achieve their targets. They are supported in every step to achieve best results”. 

Moreover, managers admitted that PHARM is a place that embraces challenge, diversity, cooperation, support and innovation. They mentioned that employees come from different areas in Lebanon and hold different university degrees so that they use the skills and capabilities they hold to achieve organisation success. Employees are encouraged to help each other, support each other and build good public relations. They are empowered to share their voices and their opinions are welcomed. Adnan, operation manager, stated
 “We are open to discuss with them the strategies and policies we put; they are not fixed and everything can change if we feel we need to”. 

Also, Ali, sales manager, corroborated
“We welcome new ideas and we would be glad to try them. In PHARM everything is possible”.

Managers also talked about policies and considered they are made to help employees feel directed, organized, and aligned with organisation values and strategies. Ali, sales manager, also shared his opinion about this 

“Our sales employees put effort and focus on achieving their goals; we, in return, distribute incentives and bonuses to high achievers. They work and we reward”. 

Ahmad, HR manager, added

 “Our policies are in the side of employees. We have policies for training and building capabilities, we invest in employees. They are the priority to PHARM”. 

Jad, marketing manager, expressed his opinion

 “Policies direct employees in their work, keep them aligned with targets, and help us communicate with them about their performances”. 

Employees also shared their perspectives. They all stated that they love their jobs, have passion in what they do and put their skills and capabilities to achieve their best. 
Amal, from the HR department, considered employee engagement is 

“It is a dual process that requires the input from the side of employees and the side of organisation. I love my job and I love what I do and I do it for my heart. I don’t wait for anyone to tell me about my duties. I wait my organisation to treat me in the best way possible”. 

Employees also mentioned the effort and energy they put in doing their jobs. Rania, from the Operation department, said,
“I always put my effort in doing my job. Sometimes I work extra time and I put extra energy to get the job done. I don’t leave any unfinished work to the second day”.

In the same way Zahwa, from the Marketing department, added,
“I love what I do and I do it in the best way possible, this gives me inner satisfaction”.
However, they argued that this is alone is not enough. The organisation should have a big role in boosting their engagement. Almost all participants in this study referred to employee engagement as a process that involves both employees’ and the organisation s’ sharing at the same time. Anwar, from the Sales department also shared his point by saying

 “How much they give me is equal to how much I give them”.  

When asked about what they expect from their organisation, Layal, Marwa and Dani, from the Scientific department, Rola and Hamed, from the Sales department, provided the same comment 

“I want my organisation  to recognize my work and recognize and appreciate the effort I am exerting”.  

Omar and Amal from the HR department also believed that the word:
“Thank you for your contribution”
is enough to boost their energy and stimulates them to work better because they know that their work is appreciated.  Employees discussed their passion to the roles they fulfill in PHARM and mentioned their personal efforts they put to achieve their jobs and said that they need organisational support to flourish and continue giving their best. 
5.2 Strategies Used to Engage Employees From Managers’ Perspective
Five managers in PHARM branch in Beirut were interviewed about the strategies implemented to increase employee engagement. The coding process included the interviews, memos generated in the interviews and coding stages and PHARM website and documents for policies and procedures they have. Two themes found are developing employees and cultivating a system of betterment. Developing employees includes building capabilities and advancing career as subthemes while cultivating a system of betterment includes the two subthemes providing superior relationships and creating a better culture to work in.   
Table 5.2 strategies implemented to improve employee engagement

	Themes 
	Subthemes

	Developing employees


	Building capabilities 

Advancing career 

	cultivating a system of betterment
	Providing superior relationships

Creating a better culture to work in


5.2.1 Developing Employees
Building capabilities and advancing career are the two subthemes generated under the selective code developing employees. 

Managers defined building capabilities as the ability to develop employees’ skills, abilities and knowledge to drive organisational performance. Building capabilities is done through training employees on soft skills and technical skills, building their knowledge and continuing education in specific areas of interest, involve them in decision making and problem solving and adding responsibilities and roles that expands their experiences in certain domains in the job. Ahmad, HR manager, stated
“PHARM invests in its’ employees, it is their priority”. 

PHARM has a clear section in their policies and procedures document about training employees. It states that PHARM is dedicated to empowering their employees and training them to develop their potential. It leaves the decision to departments to choose the type of training, date, timing, location and budget.  

Managers agreed that training is a PHARM policy for all employees that start with the first day of employment. It includes training on soft skills and technical skills. They are trained through job shadowing, coaching, mentoring, training sessions and workshops, or specific university courses. Training can be intense (all day training), moderate (half a day or few hours training). Employees are trained on their roles, use of machines, access and use of resources necessary to accomplish their roles and different skills needed in work and life. The aim is to build self confidence in the employee and empower him/her to belief and trust his/her capabilities… Ali, sales manager shared,
 “New sales employees are sent with their colleagues to the market for full month training before their official start as employees. They stay with them to learn how to plan their routing, practice the use of POS machine, understand their job requirements from placing orders, checking expiry dates, collecting payments and managing pharmacies’ requests. In this way they become fully dependent on themselves”. 

They learn to use the software and machines needed in their roles. All employees also get soft skills training throughout the year in different areas like communication skills, leadership skills, negotiation skills, problem solving techniques and many others. Jad, marketing manager, shared,
 “Employees are sent to workshops that help them gain negotiation skills and communication skills needed in their job and in life”. 

Training takes place onsite, in PHARM, or of offsite, in a hotel, resort or university. It can occur once, twice or multiple times per year depending on the department and on the budget. It can be intensive full day training or one to two hours workshop depending on factors like importance of training, employees’ needs, budget or timing. Dani, Scientific department manager, shared his view on this, 

“Training sessions can be multiple short training sessions that takes place throughout the year on skills like communication skills and leadership skills; they take place in PHARM or in a training room in an hotel. Intensive full day knowledge based training on newly launched products or team building skills take place in an hotel or resort away from PHARM were the aim is to combine study with fun”. 

Similarly, Adnan, operation manager shared,
“In the Operation department we make two hours stress management workshop to help my team members to organize themselves and prioritize their tasks. Sometimes full day training is done to build team spirit”. 

Managers also agreed that they support their employees who want to expand their knowledge by enrolling in specific courses like strategy or epidemiology courses or degrees in the university like MBA. Jad, marketing manager, shared,
“We support them to do it and we provide them with facilities like access to data, apply what they study on PHARM and time flexibility to go out early to catch up with the courses”.  

Dani, Jad, and Ali, Scientific department, marketing and sales managers consecutively added that sometimes they delegate their duties and responsibilities to their employees in a way to build their potential, introduce them to new managerial roles and prepare them to senior positions roles. They said that they let them work part of their role under their supervision to help them understand the full picture and understand the responsibilities that lie behind managerial positions. 

Other ways to build their capabilities, managers identified that employees are involved with problem solving decisions. They are encouraged to share their voices and be an active part in PHARM by suggesting solutions for emerging problems; this makes them feel they are part of the success and that their presence is important to PHARM.. Adnan, operation manager shared his experience 

“In our monthly meeting we discuss the performance of the month and discuss any problem occurred during the work. We brainstorm and try to come out with practical solutions that fit all. For example, we got several claims of a missing medication in the order or the numbers invoiced of a medication X is different from the number sent (invoiced five pieces but sent four). We came up with a solution which is to check the order three times, once in the preparation phase, once in the packaging phase and once when it is handled to the pharmacy. In this way we reduced the errors of sending wrong numbers or missing item”. 

Jad, marketing manager, commented on this,
 “I remember when we initiated market plan for product X and we introduced it to the market. Two weeks later, my team found that our competitor gave a better plan and was getting better share of the market. We set an urgent meeting and discussed with my team what information we had in hand and amended our plan in a way it is suitable for them to gain market access”.

Advancing career is the second subtheme in the selective code developing employees. It is defined by managers as getting higher status or more job responsibilities in the organisation than the previous status the employee was in. It can be either job advancement as getting promoted; getting a higher job position or title or new job position, or financial advancement like getting more financial assistance like annual bonuses, gift cards, medical or life insurance. It can also be both. Promotion and financial advancement are written in the policies and procedures document in small paragraphs; it doesn’t state who is eligible and who is not, how it is given and when and what criteria is used to evaluate performance. Advancing career is motivating and rewarding for employees after hard work and effort exerted to achieve PHARMS’ goals and targets.   

Ali, sales manager, discussed this issue by saying, 

“hard working employees are promoted either to sales supervisors or sales lead where they have new responsibilities like managing small teams or become key account sales employees where they serve special group of pharmacies, the loyal ones. In this way we decrease their responsibilities”. 

When asked about the promotion criteria he added:
“We observe our employees and check the numbers they achieved and based on these numbers we promote or we don’t. We do end of year performance checkup for every employee and based on the results we decide”. 

The policy says that it is the job of every department to evaluate the performance of their employees and decide whether the employee should be promoted or not or given financial assistance or not. It does not specify the key performance parameters needed for an employee to get promoted or financially assisted.  Moreover, when asked about the years of experience an employee needs to get promoted he stated
 “Promotion policy doesn’t specify honestly, it depends on the skills learned, results achieved, and influenced by managerial decision that takes place when a position should be filled”. 

Dani, Scientific department manager, agree with Ali on what he said and shared his experience 

“We assess how much an employee is working and putting an effort based on the prescriptions written of a medication X and the repeated orders of the product in the area where the employee covers”. 

He also added

 “Usually when there is a position to fulfill, managers of departments meet and discuss the files of the employees. The manager of the department where the position is to be fulfilled gives his recommendations first then all other managers discuss, agree or disagree with the recommendations and come up with one decision”. 

Based on what is mentioned each department has its own parameters to evaluate performance and PHARM gives priority to promote from within its departments before hiring someone from outside. 

Ahmad and Adnan, HR and operation managers shared the same experience,
“In our department we don’t contribute much to the sales increase, we contribute to the whole process; we help employees in other departments to get the work achieved in the best way possible. It is technical or administrative work that we do; usually promotion in our department is done by decreasing or increasing responsibilities, hiring assistants, decreasing working hours or adding financial benefits”. 

They argued that in their departments there aren’t much senior positions to promote employees for; they help their employees by decreasing their responsibilities and workload or by financial reward.

Financial advancement is defined by managers as money given to employees other than the basic salary as a form of reward or compensation for their high achievement and effort. It gives the employees a sense of belonging to PHARM and a hint that PHARM cares and appreciates the effort they are putting to reach goals. It takes many forms (gift cards, bonuses, tuition reimbursement...) and can be given in any point of time (monthly, quarterly, and annually). It is given to all employees or selected employees. The most common one is the annual bonus which is given at the end of the year if PHARM reaches its yearly goals and targets. Others include gift cards, target based bonuses, offering a company car or fuel cards. The annual bonus is given by a managerial decision to all employees while other bonuses are distributed based on decisions taken by each department toward their employees. Ahmad, HR manager, shared
“The annual bonus is given as a thank you for all employees’ efforts and commitments toward PHARM and regardless of their job roles and regardless of whether their roles have direct impact or minimal impact toward success”.

Marketing, Sales and Scientific department managers shared the same response,
 “Our employees are given bonuses based on achieving their quarterly and annual targets. Each employee is given a reward based on his numbers and achievements. In this way we challenge them to break their own numbers and achieve better”.

Employees who work in the Sales department get more bonuses because of their roles. They are PHARMs’ representatives in the market. They take orders, check expiry products, sole pharmacies’ problems and collect money. There is a section in the policy that specifies the percentages given to employees for the money collected from the market. It targets employees who work in the Sales department and says that an employee will get a bonus of 0.5 % of the value of the collected invoice if it is collected before the due time. Ali, sales manager, talked about this

 “We have money in the market and we need to collect them; some of our clients do not commit to deadlines. We motivate our employees by giving them shares of every payment collected. In this way they focus their attention and effort toward money collection”.  

Adnan and Ahmad, operation and HR department managers shared their view,
 “Our employees usually get annual bonuses and gift cards. Bonuses or gift cards are not based on personal targets but on PHARM growth and special occasions like religious or national holidays”. 

The policy about the bonuses is general and doesn’t specify in what occasions it is given, to whom and how much. Ahmad, HR manager, commented 

“Bonuses are given to employees when the senior managers say so. Some are given in the same time every year while others are given to the employee who is achieving most in times of tension, pressure or low season”.  

5.2.2 Cultivating a System of Betterment

Providing superior relationships and creating a better culture to work in are two subthemes for the selective code cultivating a system of betterment.

Managers defined the code providing superior relationships as having positive and healthy relationships with employees at the personal, professional, formal and informal levels. Spreading positivity among employees as motivating and empowering them and maintaining two ways communication through effective listening and providing clear feedback, good mentoring, directing, appreciating the hard work and cherishing the happy moments and memories are some of the ways managers talked about to create healthy relationships. These ways make employees feel happy at work and happy to work with their teams and managers, motivated to do their jobs and give effort from the empowerment they receive in their roles where they feel they are the masters of themselves. These ways make them connected to the organisation, managers and colleagues as they feel they are cared about and their presence matters and their hard work add to the success of the organisation. Jad, marketing manager, commented by saying,
 “Knowing how to manage our relationships with each other is all what matters in work and life”.

Dani, Scientific department manager, also shared his view, 

“The way we talk, treat, communicate and react in front of our employees will be mirrored in their behaviours”. 

Managers mentioned that in their daily interactions at work they support their employees and motivate them. They also considered that in turbulent times they increase communication, do more meetings, listen more and clarify misunderstandings. In this way they make employees feel comfortable and believe in the way PHARM is lead. They said that communication is a powerful strategy for employees to engage. It is a mean by which all people working in the organisation exchange information at all levels. It is the strategy used to align employees with their roles and set their targets, promote their commitment, create sense of belonging, exchange ideas and share opinions, provide appraisals, share organisational  achievements and give feedback. Adnan, operation manager, shared his view,
 “Standing up with our employees is important, we see their work and we know how much effort they put. We show them that we live on the same planet, we talk their language and we feel their feelings. In economic crisis, price cut down and in our bad days we listen to their anxieties. We communicate with them in our weekly meeting, we share our feelings too and talk about our plans. We buy in what they tell us and discuss them and try to make them know they are our partners in decisions and PHARMS’ success”.

 They mentioned emotional support and informational support in all occasions at work and outside work. Emotional support is when managers show empathy, appreciation and caring to their employees in their daily activities and life issues. Emotional support keeps employees alive. It gives employees impression about their importance and their presence in the organisation. It makes them to give from their heart, boosts their enthusiasm and go the extra mile for the organisation that cares about them. Ali, sales manager, talked about this

 “We share with our employees the good and bad memories. In addition to celebrating success at work, we also do birthday parties; congratulate the birth of a baby of one of our employees, marriage, engagement, we encourage and announce when an employee earns a new degree from the university or a skill from workshops. We also stand with or employees in crisis by providing physical and financial support, in deaths by sending condolences and staying by their side. We are always available for them”.

Managers talked about how they motivate their employees and keep them in positive mood, spread positive vibes and empower them by making them the owners of their decisions, trust them and trust what they do to build confidence in their character and in their work. Ahmad, HR manager, also shared, 

“Employees are treated as part of the big family. We motivate our employees by keeping them updated with our new plans and decisions. Our decisions and policies are always employees’ oriented and we always aim to satisfy them. We appraise their hard work, celebrate their success and spread the good news to make success contagious”. 

Managers also provide informational support all the time and whenever employees ask for it. At work, managers mentor and train their employees on different skills needed to complete their work. They also put at their desk all necessary resources, knowledge and information required from them. They offer different resources for getting these information, medical websites, government websites, scientific articles and online courses. Dani, Scientific department manager, commented on this,
 “It is our job to make all resources employees want available for them. If a resource is not available we do our best to get it or get a replacement.”

 All managers confirmed that they make their employees’ life easier by making resources they want available. They said there might be some technical delays or delayed approval from the senior managers but when approval is given resources will be available. Sales employees are given new POS machines with new GPS technology; operation employees got the newest version of the pharmaceutical system to register orders on and Scientific department employees are given access to scientific websites needed in their jobs.   

Managers communicate new developments and achievements the organisation got or received. This kind of communication gives employees a sense of pride and belongingness to the organisation and drives them to commit to their work role and be part of organisations’ success.  Managers also share with their employees data about their monthly achievements and provide feedback about their success so that they keep them directed and focused on their work. They advise employees on necessary steps that need to be taken to achieve better. Jad, marketing manager, said,
“We also share our progression with our teams. We always remind them of their targets, were they reached and how much is needed to achieve their targets”.

In the same way Dani, Scientific department manager, commented, 

“We follow our teams, direct them and help them see were their efforts should be focused and in what areas. We offer our help and sometimes we do with them field visits to help them remain concentrated, energetic and focused”. 

The operation manager also stated,
“In our weekly meetings we talk numbers and show them graphs of how we are proceeding and how we will reach our goals. We keep them concentrated and directed to their”. 

Also, the sales manager shared: 

“We talk about daily activities and remind our employees about tasks required by them. We keep them updated about their sales numbers and direct them toward areas where sales numbers are low. In this way we focus their energy and efforts toward the correct area” 

Managers assured that they respect diversity and are open to the diverse points of views their employees share. They love diversity and love to discuss anything that distracts employees’ attention. They assured that this is part of any ones’ daily life and don’t mind to listen, discuss and share ideas. Ahmad, HR manager, said

“Everyone has the right to know and that is why our doors, in PHARM, are open to all kinds of discussions. We talk politics, economics, policies, sociology with our employees because all this affect us and affect our presence. We discuss them and discuss their reflections on our work and the way will continue working or amending our plans”.

 Managers corroborated that these discussions about work and other issues allow employees to talk freely without being judged, make them understand the situation better, introduce them to more ideas, and allow them to create innovative or practical solutions to different issues they face.  

They all assured that it is important that the process of support is continuous and lifelong and doesn’t stop no matter what happens and it should be more intense and more open and honest in turbulent times and in economic crisis. They used different ways to provide support. They use formal ways using emails or phone or informal ways using social media applications. It takes place anytime during the day, week or month throughout the whole year.  

Creating a better culture to work in is the subtheme of the selective code cultivating a system of betterment. It is defined by managers as the set of positive characteristics and attitudes the organisation is known with and set of values and beliefs the organisation embraces. Employees’ oriented, future stability, diversity, equality, supportiveness, continuous organisational development, professionalism and high- quality standards are some of the characteristics and values mentioned by managers. 

“PHARM focuses its efforts to be a healthy work place to work in”, Ali, sales manager stated.
Diversity is an important element in PHARM’s culture. Employees come from different cities from Lebanon, hold different religious views and have different political viewpoints. They graduated from different universities with different specialties. Appreciating and working with employees from different backgrounds help in accepting and respecting the opinion and view point of the other person and enrich each others’ experience. Ahmad, HR manager, shared his viewpoint 

“When we have an open vacancy and send email to all candidates in our bank of CVs, we don’t have hidden criteria or hidden exclusion criteria. Some competitors don’t accept employees with certain religions or graduating from certain universities. We don’t have such problems. Here, we care and search for the skills we need to be available in the employee to be hired. Also, most importantly, the new employee accepts our values and the values of his colleagues and the way our system runs”.  

Ali, sales manager, perceived that the diversity in his team adds to his experience as every member knows the area he or she comes from and knows its characteristics and the way to enter its market. 

PHARM is supportive organisation and encourages learning and development of its employees. Learning is inevitable especially in a pharmaceutical organisation that holds different types of jobs and requires different skills and unique characteristics of its employees. Ahmad, HR manager, shared 

“Our employees should be responsible, quality seekers, and ready to personally develop. Some of them come from business background or scientific, marketing or finance majors. However, all should possess some knowledge other than the ones they master. Scientific employees are science oriented but they should gain some knowledge in reading sales statistics and analyzing market needs and marketing employees should gain some scientific information about the product they are marketing for”.

 Jobs can be inside or outside the organisation. They can be administrative, follow routine with too much workload as in the HR and Operation department or creative and innovative as in the Marketing and Sales department or detail oriented as in the Scientific department. PHARM is employee oriented and empowers its employees each in his or her position. Employees in the Sales department are taught sales skills as well as negotiation and communication skills. Employees in the Scientific department are encouraged to enroll in scientific workshops and medical conferences that increase their medical knowledge and marketing employees gain knowledge in their field. Jad, marketing manager, commented

 “Our employees undergo trainings and go through different workshops all over the year and tailored to their specific roles they fulfill”. 

PHARM encourages its employees to pursue special university qualifications like MBA and Diplomas and supports their decisions in whatever they choose to be the way they choose to learn (university degrees, special courses, workshops, conferences, online courses and certificates). 

Equality between employees is another value PHARM managers talked about. They assured that all employees in pharm are treated the same. They do not differentiate between one employee and another. They all get the same kind of support and same empowerment. They all get the same opportunity to grow and develop their skills and abilities. All laws and policies should be followed by all employees in all departments. Also, they all agreed that all employees are paid fairly but not equally. On this, Ali, sales manager, commented

“A sales employee who exceeds his monthly targets and always work the extra mile and gives from his heart can’t be paid as an employee who barely reaches his target or gives us part of his effort and we know that he can give us better results”. 

All employees get the same types of communication and same motivators to work better. Dani, Scientific department manager shared
“Fairness in treatment and payment are two issues that characterize PHARM. No one should feel they are treated less or unfair”.      

PHARM provides its employees with some freedom and trust them so that they give the best of what they have. All managers agreed that laws and policies should have some freedom so that employees’ actions are not restrained. Trust gives opportunity to employees to prove themselves and feel confident in what they do. Dani, Scientific department manager, commented on this,
 “Employees should be given freedom and trust to work freely and show us how they can be creative, but this trust should be monitored and carefully observed so that we don’t get chocked with their behaviour if we over trust”. 

Similarly, when asked about this issue, all managers agreed that it is true that they give employees their trust but they follow them in every step and ask for feedback in their daily, weekly or monthly reports. 

PHARM is well known for its very low employee turnover. Employees who enter this organisation aim to grow in PHARM. Managers agreed that PHARM is a place any employee would want to pursue a career in. They said that no employee would be fired from PHARM unless they want to leave for a better opportunity. Managers mentioned that all employees are empowered and motivated to do their best. They also added that PHARM aims to grow bigger in the market and tries its best to improve its products range and get high quality products that ensures its survival among competitors. Jad, marketing manager stated
“We plan ahead and our research department is strong enough to take quality decisions into a whether a product or a medication should be added to our portfolio or not. The addition of new and well-studied products and medications assures our growth in the market”. 

Managers said that their hard work, good planning and rigorous market research ensures their stable growth. They perceived their stability in the market comes from their power to continuously expanding their portfolio. 
5.3 Factors that Lead To Employees’ Engagement From Employees’ Perspective
Twenty employees in PHARM branch in Beirut were interviewed about the factors that lead to their engagement. The coding process included the interviews and memos generated from the interviews. The two themes generated are motivating factors and creating work opportunities. Motivating factors include ensuring positive relationships and open communication, paying fairly, and creating work- life balance. Creating work opportunities includes developing career, developing the self and expanding circle of relationships.
Table 5.3: factors that lead to employee engagement from employees’ perspective

	Themes 
	Subthemes 

	Motivating factors


	Ensuring positive relationships and open communication

Paying fairly

Creating Work- life balance 

	Creating work opportunities


	Developing career

Developing the self

Expand the circle of relationship




5.3.1 Motivating Factors 
The selective code motivating factors includes three subthemes, ensuring positive relationships and open communication, paying fairly, and creating work- life balance.

Ensuring positive relationships and open communication includes all the relationships that take place inside the organisation between employees and managers, like supporting, appreciating, empowering, rewarding, delegating tasks, helping, mentoring, communicating, leading and many others that occur on a daily basis. Employees stated these interactions occur at no time and no borders, sudden or planned, formal or informal, during a meeting, in an office, in a lunch break, at work or even outside work.  

Employees talked about their close relationships with their managers. They showed gratitude that they can reach their managers in their offices or on the phone and are ready to help them whenever they need or whatever they ask for. Rola, from Sales department commented on this, 

“The managers here are so humble. We can enter their offices without previous appointment. They are so nice and generous with information, give us advice and share with us their experiences to learn from them and build on them new insights.”

Also, Zeina, from the Marketing department shared her experience,
“My manager is so nice and helpful. He is always ready to answer my questions anywhere and at any time. Even if I don’t reach him in his office he answers my sudden phone calls, what’s app messages and even emails.” 

Easy access, unconditional help and share of knowledge gave employees the impression that their managers are supportive, friendly and not superior to them. This allowed the transfer of messages and information between them easily and freely. Employees mentioned that the support they get from their managers allows them to be honest in their chats, raise their voices, be confident to share their ideas openly and give the best of them to achieve better results. Rania from the Operation department, on the other hand, shared her experience when her manager didn’t reply to her on time

 “I remember when I tried to reach my manager to help me in technical issue. He didn’t answer me for a couple of hours and this caused the accumulation of orders and tasks for the whole day. When he answered me it was late; I had to put extra effort and time to get the job done”. 

Laura from the Scientific department also shared a similar story when she had to reach her a manager but couldn’t, he wasn’t online until sometime passed. Peter and Zeina from the Marketing department admitted that in several occasions their manager didn’t reply to them on time; but when he became available; he answered them and replied effectively. They excused him and said he might be in a meeting. 

Another positive relationship mentioned by employees is caring. Employees agreed that their managers keep checking their progress at work and other issues outside work like family and health. Caring gave impression to employees they were part of the big family. They felt emotionally supported and connected to PHARM, trusted, and free to share personal opinion and stories without being judged or criticized. Manal, from Scientific department shared
“My manager kept asking me about my daughters’ health after she underwent appendectomy surgery. He is so caring; he asked me every day about her until she became better”. 

Haneen, from Marketing department also stated,
 “My manager gave me helping hand with a project I was working on after he knew I was taking pain medication for back pain”. 

Fadi, from Operation department also shared his experience, 

“My manager gave me a day off after he saw me working overtime for two consecutive days to catch up with all delayed orders”. 

Employees agreed that caring about work-related issues was dominant as managers always check their progress on a daily basis, ask about their monthly targets and the challenges they face at work and whether they can help to overcome them. They added that managers keep asking them about anything that bother them and discuss possible solutions. Employees said that caring gave them the impression that they are loved, involved and belong to the big family. It made relationships stronger and pushed them to give their best to meet the expectations of their managers. Hanan, from the Marketing department talked about this 

“My family represents everything in my life and asking about them makes me happy. I love being cared about and I, in return, do the same and ask my manager and colleagues about their families. This will strengthen the bonds between us and makes our relationships go beyond just work relationships”.      

Employees also expressed their happiness in the way their managers appraised them and celebrated their achievements. They said that the word “THANK YOU” from their managers has a very positive impact on them. It boosts their energy and makes them feel their organisation appreciates them their hard work. Layal, from Scientific department shared,
“My manager announced that I was the employee of the month for the hard work I showed. He made my day on that day and the positive vibes remained for several weeks after the announcement. He made me feel proud in front of my colleagues and feel that my work matters”.  

Employees agreed that their managers don’t wait for big achievements to celebrate; they observe small achievements and honor employees whenever the chance allows them to do so. Rima, from HR department, shared,
“They like to be part of every detail; they show us they are happy for our achievements at work and outside work. They celebrate work achievements, training certificates and university degrees earned by employees”. 

Appreciation can be private (between manager and employee) or public within PHARM (everyone in PHARM knows about it). It can be verbal (saying thank you) or written through a letter of appreciation sent to a department or to everyone. Marwa, from Scientific department, shared her experience,
 “One of my tasks is to prepare and train employees and make them ready to speak up in conferences. In one of the medical conferences my team was distinguished from other teams in their medical knowledge, presentation skills and their readiness to answer all kinds of questions even those about our competitors’ medications. After the conference I felt proud after I received a letter from my manager thanking me on my effort and congratulating me on my teams’ success. Few days later, everyone in PHARM congratulated me on this success. The email was sent to all departments and employees”. 

Anwar, from Sales department, agrees with his colleagues about the appreciation they receive from their managers but also criticizes that some colleagues work harder than others but don’t receive the appreciation they deserve. He said that appreciation that depends on performance is unfair because it is based on sales numbers. According to him, sales numbers are affected by many factors like the prescribing power of the doctors in an area, the purchasing power of patients, competitors marketing strategy, the economic situation, availability of the products and many more factors other than the salesperson himself or herself. 
Lara, from Operation department, commented also on this issue by saying that some colleagues know how to present themselves or market for their hard work while others don’t know how to talk and even don’t know how to speak up. She added that some employees don’t contribute to increase in sales numbers or targets but they work hard, give from their heart, are passionate for work but don’t get recognized. 
Employees mentioned trust as important factor in positive relationships with their managers. Trust makes employees empowered, more confident and self-esteem and willing to collaborate and commit to work, listen to their managers and accept advice, be open to discussions with their colleagues and accept different opinions. 

Hamed, from Sales department shared his story,
 “In one of our meetings I gave a suggestion concerning raising the selling point of a medication, my manager liked my idea and asked the team to put it into trial for two weeks until we meet again and give feedback. For two full weeks I was energetic and ready to work with the whole team to meet the expectation of my manager”. 

Reem, from HR department, shared,
“I asked my manager to leave three hours earlier to go to my daughter’s graduation and I promised to compensate in the week after. He smiled and said “congratulations to your daughter” and of course you can go, and I believe in you and know you are giving your best at work and you will compensate”.

Anwar, from Sales department also shared, 

“We are given attendance sheet to stamp during our visit to pharmacies. One day I forgot the sheet at home and forgot to stamp the whole day. According to PHARM policy, this day is considered off and is not paid. I told my manager to see what can be done. My manager said don’t worry I know you work hard, I believe you, I will consider that the paper is signed”.

Employees appreciated the trust held to them by their managers and believed it was a driver for them to give their best, to be up to the level of trust that was given to them. Trust empowers employees to be decision makers, empowers them to involve in discussions and share their opinion and believe in what they do without fear of failure or criticism.  When asked about experiences of mistrust, Rola, from Sales department shared, 

“I remember when one of the pharmacists called me to return an expired medication in her pharmacy and blamed me for not returning it on time. I usually do my work and follow up returned medications so I refused because it wasn’t my fault. She insisted that it was my mistake, I told my manager and I was shocked that he asked me to return it. This was a slap on my face; as if he is telling me it is my fault”. 

Similarly, Laura, from Scientific department, shared,
“Usually every month we change our routing, instead of visiting doctors we visit pharmacies to collect feedback about our mediations and to refresh pharmacists about medical information. My manager comes with me to visit pharmacies; he doesn’t do the same with my colleagues. I wonder if this is normal or an issue of mistrust”.

Feelings of mistrust affect employees negatively, create psychological pressure and anger of being treated unfairly, impair wellbeing and decrease the levels of energy and enthusiasm toward the job.  

Empowering, involving, supporting, appraising and trusting require effective and positive communication between managers and employees. Employees emphasized on the role of communication as an essential part in their relationships with their managers. They admitted that communicating actively, continuously, effectively and reciprocally about work, targets, performance, projects, trainings, health, family, life issues, competitors, economics and political issues shaped their relationships with their managers. Amal, from HR department believed
 “Talking to my manager is something rewarding. I learn from him work tactics. I owe him much of my experience”.

Fadi, from Operation department, also commented, 

“I love chatting with my manager about different life issues; he makes me think outside the box”.

Communicating daily work challenges, targets, and providing feedback about performance kept employees motivated, focused and determined toward achieving their goals and targets. 

Fadi, from Operation department shared,
 “I tell my manager about every obstacle I face at work; he has wide experience and knows how to think outside the box”.  

Discussing challenges and being involved in brainstorming to find solutions empowers employees and helps them to believe in their capabilities, build their confidence in themselves and raise the level of trust in themselves and in their managers. Also, discussing and transferring knowledge, skills and experiences makes employees more knowledgeable, possess better problemsolving skills and capable of coming up with better decisions and suggestions.  

Communicating and discussing non-work related issues helped in breaking the ice between employees and managers, increased connection between them, released tension and misconceptions, and raised empathy and trustworthiness. Lara, from Marketing department, shared her story, 

“My day at work starts with fifteen minutes chat with my manager and my colleagues while sipping coffee. We talk about merely everything from family and kids, to politics and politicians, television series and films, beauty tricks and many others. We don’t leave a piece of information we don’t talk about; these fifteen minutes are enough to release my stress and tension and provide me with energy I want for my day. When we finish I go to my office fully concentrated and ready to work”. 

This created an understanding they can safely share their problems, opinions and personal perceptions about life matters openly, safely and without criticism or discrimination.  Communication is a continuous process that occurs all the time and in any place. Communication can be formal or informal, using words, gestures or through email or messages. Continuous uninterrupted communication is very important to keep employees focused, motivated, enthusiast, and ready to go the extra mile to keep these positive relationships.    

These work- related interactions alter employees’ understanding and perception about themselves and about their relationship with their work and their role at work. Employees mentioned that these relationships make them know their importance in the eye of others and create a feeling that they are part of a bigger family. They help them feel safe as they realize their role in the success of the organisation and gives impression to them that they are trusted, respected and their presence matters. They agreed that these feelings boosted their level of satisfaction with work and surrounding, increased their confidence, and pushed them to give the best of themselves at work. 
Fair payment is the second subtheme in motivating employees. It is defined by employees as all the cash and non-cash given to employees for the work they do in PHARM which they perceive as fair. They can be either fixed ones given to all employees like salaries, or given in certain situations to certain employees or to all employees like bonuses. PHARM provides, in addition to salaries, incentives, commissions, school partial payments for kids, university degrees partial payment, health insurance cards, parking free tickets, car fuel vouchers, prepaid phone tickets and lunch vouchers. They are given selectively to some employees. Employees talked about the role of the payment policy and compensation packages on their engagement level. They admitted it is a contributing factor but not the only one that affects their level of engagement. For them, it shows how much PHARM respects them and appreciates their hard work. It also shows how PHARM places itself among competitors and in the market and how it wants to present its image among new and future employees; an organisation that meets their employees’ and future employees’ job expectations. Sara, from HR department said,
“PHARM is well known in the Lebanese market in giving good starting salary for new employees”.    

Employees agreed that PHARM pays salaries higher than the market average and that makes them proud and satisfied with what they get since they don't feel under-rated; instead feel happy to start a career in PHARM. Manal, from Scientific department commented on this 

“I compared my salary with my two friends who work in other pharmaceutical organisations and I found that I am paid pretty well with respect to my role and experience”.

Rola, from Sales department added,
“I am fine with the basic salary that I receive in PHARM.” 

Employees judged PHARM by comparing it to other pharmaceutical organisation s in the market. They considered that the driving force to keep them motivated and inspired to work is a salary that is not below the average of the market and takes into consideration their hard work, qualifications and experiences. In their understanding, getting a market average salary or higher or a somehow similar salary to a colleague is a matter of fairness. Layal, from Scientific department shared 

“I am satisfied with the salary that I get. With respect to the job I do and the university qualifications I have I am paid well”. 

For them, a good basic salary is the one that meets their monthly living expenses and still allows them to save from it for future plans. Kahn (1991) found that employees will vary in their level of engagement depending on the resources and benefits they receive. Omar, from HR department shared 

“I want a salary that is good enough so I don’t work a second night job to meet my life expenses”. 

In the same way Fadi, from the Operation department assured what his colleague said,
 “I don’t want to go into debt and bank loans to live my life respectfully”.

Employees mentioned that PHARM doesn’t pay cash for overtime working hours, instead, employees are asked to take hours or day off. Employees admitted that this doesn’t suit them much; they would either prefer extra cash to pay their bills instead of accumulation of more work and thus more working overtime. Tima, from the Operation department stated,
“Sometimes I ask the HR department to give me the compensation for the extra work I do in the form cash instead of days off but I always face refusal”. 

Similarly, Zeina, from Scientific department shared
“In PHARM we are not paid cash for the extra hours we work; in other pharmaceutical organisation s they add cash to the basic salary”. 

Marwa, from Scientific department commented 

“Sometimes work follows us home; PHARM doesn’t count these as working hours”. 

These comments faced criticism from other colleagues who defended by saying that work load doesn’t occur every day throughout the whole year, instead it occurs in certain quarters or certain days in a month, for example, beginning of a week, after a long holiday, or when launching of a new medication. They also added that in work recession PHARM doesn’t deduct from their salaries and thus two or three days in a month with work load should not be counted.

Employees mentioned that PHARM pays salaries and incentives based on a ranking system that takes into consideration employees’ qualifications, years of experience, university degree held, role fulfilled and position held. Pharmacists in PHARM are ranked high and are paid high salaries because they hold pharmacy degree, and their role and their hard work is essential to PHARMs’ presence and success. Marwa, from the Scientific department expressed:

 “We are paid good basic salaries, and the incentives we receive are so satisfying”. 

Similarly, Laura, from the same department stated:

 “With respect to my degree qualification I am happy with what I get”. 

Dani also mentioned: 

“They pamper us because the success of PHARM depends on our input”. 

Employees from other departments start with a low rank, but with the accumulation of years of experiences or promotion they get a higher rank. When they were asked about this issue they said that this makes them feel dissatisfied because of this inequality. They believed that they also contribute to PHARM’s success. They said if their presence is not important why they were hired. Peter, from the Marketing department commented: 

“The starting salary is fine, but we are not all treated the same”. 

Amal, from HR department also expressed,
“My salary is fair enough; but sometimes I ask myself why we are not paid like pharmacists. Our role in PHARM also matters. Sometimes we have work load and pressure more than pharmacists have”. 

Rania, from the Operation department, added:

 “We are paid less than other departments; although pharmacists’ role is very important but it is the effort of all the departments that make success”. 

Tima, from the same department shared,
“Why aren’t we paid the same? We also have university degree; have experience in our fields, and face stressful moments where we have to work overtime due to work load”.

 Additionally, the ranking system involves levels and in each level there is a salary range. This means that employees in the same department or in the same team might get different salaries in the same rank. Employees mentioned that the university degree or qualifications shouldn’t be the first ones to be taken into consideration when giving an employee a rank or even a salary. They criticized the ranking system and perceived it as unfair since it doesn’t look at many other issues like personal performance, personality of employees, whether they are team players, capable of working under stress or can manage their time effectively. Reem, from HR department stated, 
“They don’t have policy or performance criteria that states who will get high salary in a rank and who will get low one”. 

 They added that some employees are ranked better than other employees not for their qualifications but for their social connections with the senior managers or the owners of PHARM. Zeina, from Marketing department shared, 

“When I was employed with two others, I knew by chance that one of the two was given a rank higher than me although we both have the same degree and graduated in the same year, but his family knows one of the senior managers”. 

Bonuses are given either annually to all employees when PHARM’s profits are revealed or selectively to some employees for their outstanding performance. The annual bonus is given to all employees and announced in the annual meeting at the beginning of every year. Omar from HR department shared, 

“The biggest bonus we get every year is the one distributed in the annual meeting”.  

Employees are given an amount of money or a calculated percentage of the profit as a thank you for their hard work and their contribution in the success of PHARM. All employees from all departments admitted that they wait for this yearly ceremony as it shows them by numbers their achievements and compares it to the numbers of the previous year. They feel proud and happy as they feel the appreciation from their managers for their hard work and their contribution. Anwar from the Sales department shared
 “It summarizes our work of the whole year in one night”.

 Other bonuses given to all employees are the ones given in certain religious occasions like Christmas or certain celebrations when a product hits high sales numbers. 

Other bonuses are given selectively to some employees who show high performance in certain situations or did some tasks that are outside their job description. Rola, from Sales department shared, 

“I was given bonus when I was best achiever in my team and made high sales numbers in one quarter”. 

Another story shared by Manal, from Scientific department,
 “I was given a gest for helping in the preparation for a scientific conference”. 

Employees said that these types of bonuses make them happy and boosts their energy and self- esteem and makes them highly motivated to work from their heart and achieve more as they see the reward of their hard work. 

Commissions are given only to sales employees. They start with low rank and are given low salaries but they are given certain percentage based on their sales numbers and performance. Anwar stated
“Our salaries are low; we depend on the commission to live respectfully”.

 Commissions vary from one employee to another and from one month to another since sales numbers depends on many factors like supply and demand, seasonal factors, economic factors and competitors’ work. Hamed, commented,
“Commissions are not stable; we know the range we will get because we know the market and know our market share of it”. 

Rola, also shared her story,
“Our commission is affected when the sales of some products decrease because of the season shift like flu medicines in the summer or because the competitor is pushing more or even due to change in patients’ preference”. 

Employees recognized that they are satisfied with their commissions and its presence drives them to push harder to reach high sales numbers and reach targets assigned by the department. However, they explained that sometimes targets are very high and non-achievable. They added that the economic situation that exists also affects sales numbers. Employees said that the buying power of one area differs from the other and thus the employee who serves an area with small buying power will receive small commission. All these factors once exist affect their motivation as they know their total salary will be affected. 

Benefits are non-cash given to employees in-addition to salaries as part of the contract. Benefits include school partial payments for kids, university degrees partial payment, health insurance cards, parking free tickets, car fuel vouchers, prepaid phone tickets and lunch vouchers. These benefits help employees feel a sense of belonging as the organisation value them and care about their wellbeing and their future. They feel respected and treated fairly. Benefits are given to employees based on their personal needs. Health insurance is given to all employees who work in PHARM while others are given selectively to employees. Employees who wish to boost their knowledge and registered a course in the university benefit from university fees payment. Employees who are married and have kids are given school partial payment. Employees who work outside office are given car fuel vouchers, prepaid phone tickets and lunch vouchers. Some employees criticized the benefits system and agreed that some employees benefit a lot form it while others don’t. Omar, from HR department shared,
“I do inside office work and thus I don’t benefit from parking free tickets or car fuel vouchers. They are only given to sales employees”. 

Fadi, from Operation department agreed with Omar and shared that he goes to work by car and pay parking tickets but he is does not get a compensation for his payment. 

Work life balance is the third subtheme in motivating employees. It is defined by employees as their ability to manage and separate between the time spent at work or doing or thinking about it, personal health, personal interests and family. They perceived this conflict is bidirectional, which means that one role affects the other. Employees considered managing their time decrease their stress and agitation, make them satisfied and give them a sense of fulfillment. Manal, from Scientific department shared, 

“I want to work but I also want a private life”. 

Employees discussed work characteristics that affect this balance. These are working hours, nature of work and work expectations. 

Employees discussed the impact of working hours on them. They compared fixed versus flexible working hours and short versus long hours. PHARM has two types of working hours; fixed one (eight hours) for employees who work inside the organisation in the office and another one flexible for employees who work outside office like Scientific department employees and Sales department employees. Rania, from Operation department commented

 “I enter the drugstore eight thirty morning and leave four thirty afternoon. This is my routine since I was employed”. 

Similarly, Sara, from HR department assured what her colleague said about the fixed and long working hours. she agreed that at the end of the day she becomes exhausted, tired and doesn’t want to engage with family activities. On the other hand, Rola, from Sales department expressed,
“I plan my visits to pharmacies and I put my schedule in a way I use my time in the best way possible”. 

Her colleague, Anwar, from the same department also shared, 

“I know my clients and I know their habits; when they open and start working, take a break and when they are ready to meet me to place an order”. 

Employees with flexible hours mentioned they enjoy their ability to control their own time at work as it allows them to manage their non- work activities. Zahwa, from the Marketing department shared,
“Last month, I had two hours break before the meeting. In these two hours I went to the bank to pay my loan, made some shopping for the kitchen and visited my mother in law and took her to the doctor for a regular check -up”. 

Employees criticized positively and negatively each other’s working hours. They argued those who have fixed working hours do their job within the working hours only and don’t take their tasks home. Hamed, from Sales department stated,
“When they go home they have plans other than thinking of work”.

 They create bonds and relationships with colleagues in the same office and share memories. Laura, from Scientific department shared,
 “I am always absent from birthday celebrations of colleagues and gossips of lunch breaks. I am always the last to know about these things”. 

They don’t get annoyed with traffic and get wet on a rainy day or sweat on a sunny day. They don’t worry about targets and goals to meet and this decreases their mental stress. Rola, from Sales department mentioned,
 “When you have target to achieve, your brain doesn’t relax as it will think of it all day long for the whole year”. 

All these make them psychologically free of commitments and stress and ready to spend their second half of the day peacefully with the family, friends or relatives. Drawbacks in fixed hours work include having routine work that is boring and lead to laziness, and demotivation. They get fixed salaries and don’t get the bonuses and commissions that are related to targets achievement. They are unable to finish other personal duties that can only be done during daytime hours like fixing a car, paying a bill in the bank, undergoing medical procedure like CT scan or taking their sick child from school early. These affect their satisfaction level, decrease their motivation, keep them annoyed and scattered from their work role. These also lead them to feel a level of unfairness and guilty as they are unable to balance their work with personal commitments. 

Employees who have flexible working hours have the power to plan their own schedule of their day. They are the ones in charge to decide when to enter the market, from where to start and where to go next. Lara, from Operation department shared,
 “They are not obliged to wake up early to go to work and can skip a meeting and schedule it on another day”. 

This makes them feel motivated and empowered to be the decision makers of their own work, self-confident and proud because of the trust held to them and the control over their own path. They are responsible to manage their time effectively to meet their daily objectives. Rima, from Operation department commented,
“If they don’t finish their work on a busy day they can redo it on the following day without reporting to their managers”. 

Their working hours are highly dependent on the availability of the clients they want to meet, for example, retail pharmacies and doctors in hospitals and clinics. They can control their workload by managing their time and knowing their clients’ schedule. They care able to finish their personal responsibilities during their working time example paying a bill, visiting a doctor for personal issues, or fixing a car. Reem, from HR department, when asked about this commented,
“The nice about their job is that they can finish personal things during their work”. 

The drawbacks of flexible working hours include the time wasted waiting for a client or during traffic and the stress and pressure of not being able to reach an appointment on time or even the deletion of an appointment after a long wait. Dani, from Scientific department, shared his story, 

“It is so annoying to wait in turn to meet a doctor and when your turn comes they tell you the doctor deleted all appointments because he has an emergency case and should leave”. 

Kholoud, from Sales department also perceived,
“In one pharmacy, I waited for my turn half an hour and at the end the pharmacist in charge didn’t place an order”. 

If working hours are not fixed, clients may call at any time and ask for a solution of their problem or an answer that needs an hour of detailed search. Marwa, from Scientific department stated,
 “I don’t have time for myself at home. If a doctor calls me and asks for a drug summary or a side effect or an explanation of a possible drug interaction I have to answer. Sometimes, I do research and don’t postpone the answer because here we are talking about life of patients and sometimes time is critical”. 

Hamed, from Sales department shared,
“Some pharmacists call me to solve their issues although it is not their turn in the visit. Solving their issues consumes my time as I have to finish the pharmacies assigned to me on that day. I work late to finish my work”. 

In both working schedules employees stated that eight working hours are long for them to handle. They expressed they can’t be fully focused and alerted the full time. Instead, some hours are spent in gossiping, or talking about politics, economics, social life and many others. They suggested that if hours are shortened they will be satisfied, energetic and ready to give their full potential if they have small period of time to accomplish their roles and there would be no time to talk. Reem, from HR department shared,
“We precisely work four hours effectively and the rest of the hours we do nothing”.

 This was criticized by some employees who mentioned that they don’t want to have short working hours with high workload and stress that is unmanageable. Instead they prefer to distribute their work over a longer period of time with minimal stress. This makes them commit more to work and ready give from their heart. In this sense it was questioned whether employees should spend only quality time doing work or quantity time or both. For some employees, working quality time only allows employees to have family and social life and build connections with friends and family. However, its drawbacks include stressful workload and salary similar to a part timer. Some employees added that their role depends on communication with clients and customers and their work depends on their availability and working schedule also. That is why quantity time is also needed to decrease workload and pressure, get paid properly and ensure mental relief and stability. Zeina, from Marketing department expressed,
“I don’t mind working eight hours as long as I don’t go home mentally exhausted”.

Nature of work is another thing employees mentioned to affect their work life balance. They discussed work that requires technical versus soft skills and physical activity versus digital activity. Employees in the Operation department where medications and para-medicals are prepared, collected, packed and made ready to send to customers said that their work requires long hours standing, lifting medical boxes, packing them and filling them in special vans to reach end user. This physical activity consumes their power and leaves them drained and not willing to engage in any activity outside work. Fadi, from the Operation department shared 

“I go home, get shower and sit in front of TV till the time of sleep. Sometimes I feel disturbed if I hear my kids fighting or playing loudly. I ask them to go to their rooms”. 

Rania, also shared, 

“My daily routine: I go home quickly to prepare food, clean the house and sit with the kids to follow up with their assignments. That’s it!” 

Employees in the HR, marketing, Sales and Scientific departments admitted they don’t have the same physical activity at all. They work on laptops and POS machines which require digital knowledge and skills. They use technical skills needed to run their programs, applications and software required in their specialties. They said with experience they master working with these programs. They go home full of energy and vitality and able to communicate with their family and friends. Peter, from Marketing department shared
“All my work is on the laptop, I have a special program I work with; with experience I use it while my eyes closed”. 

Also, Hamed, from Sales department shared,
“I work all the day on POS machine; it is easy to work with and doesn’t consume my energy and make me feel stressed”. 

On the other hand, they also nagged that this work is not easy since they work for long hours using technology and this causes neck and back pain and sometimes pain in the joint of the hand. Sara, from HR department shared,
“All my work is on the laptop and recently this is causing me back pain. My daughters, God bless them, help me with house activities when they see me in pain”. 

Employees in the sales and Scientific department mentioned using their soft skills at work. Their main role is to communicate with doctors or pharmacists and sell them information to help prescribe their medications or solve their emerging questions about their medications. They said that this role has pros and cons. Communication can be easy, go smoothly and fluently but sometimes it can be complicated with too many scientific information that requires focus and details. Anwar, from Sales department expressed,
“I love social life and love to talk to people and engage in discussions about different life issues”. 

Rola, from the same department added, 

“In our role, we talk to pharmacists and solve their problems. We communicate the issue to PHARM and communicate back the solution. Our role is very smooth and doesn’t cause much stress or emotional tension”.

 Employees corroborated that this role boosts their energy and lift up their motivation and self-confidence every time they solve a challenge they face. This role doesn’t consume their energy; instead it motivates them to help others as it leads to inner happiness. Employees in the Scientific department agreed with what the employees from the Sales department mentioned. 

Marwa shared,
“I enjoy talking with doctors and engaging in scientific articles analysis. I love this work, it makes me satisfied”. 

 Similarly, Dani, from same department said that meeting daily with doctors is something he enjoys doing. However, they agreed that their role become harder when sophisticated scientific information should be communicated. They admitted in this case stress will be very high, as they should be prepared, went through all relevant articles about their medications and the medications of the competitors. They should be ready to answer all the questions of the doctors and reply to all their concerns. Manal shared,
 “I start preparing for such scientific meetings one month before the meeting day. I stay late at night and work hard to make sure I went through all the important articles”. 

Similarly, Layal assured,
 “These meetings consume my energy and power. I isolate myself completely to prepare for it”. 

Roles that are sophisticated and require from the employees to be specialized, focused, very detailed oriented and scientific put extra stress on the employees and mandates them to remain alerted, active, and ready whenever a question is directed to them. They may transfer this stress to their home as planning and reading scientific information are processes that never ends.   

Work expectations affect employees’ psychology and levels for stress. They discussed goal-oriented work versus process- oriented work. Employees who work in the HR, operation, and Marketing departments have a process-oriented work. They are disciplined, work from the office, and have specific procedures to follow to accomplish their roles. They accomplish their objectives and tasks that are necessary for the organisation as a whole. Every employee has a specific role to achieve and is responsible of. Sara from HR shared 

“My job doesn’t contribute much to the success of PHARM, I am not asked at the end of the week to send a report about my progress”. 

Lara, from Operation department shared,
 “Our work follows a specific routine: if there is an order to prepare we make it ready by bringing the medications from the drugstore, checking dosage forms and quantities ordered, checking it again, packing it in boxes, checking it again by another person and then making it ready to leave to destination”. 

Employees said they don’t worry about targets and commissions, they get paid fixed salary for the tasks they do. Tima, from Operation department stated,
“The eyes of senior managers are not on us, we don’t generate profits”. 

Similarly, Haneen from the Marketing department commented,
“We do our roles and then go home. We don’t worry about sales numbers and targets”. 

Employees whose work is process oriented said that their jobs don’t cause stress or raise adrenaline. They don’t bother themselves to think how profits should be generated or targets should be reached. 

Employees whose work has targets to achieve spoke about the psychological pressure they face at work. They argued that the level of stress reaches unacceptable levels especially at the end of every quarter and toward the end of the year. They blame their managers for this stress especially because the targets they set are very high and can’t be achieved. Nizar, from Sales department shared,
 “Every year they make an increase to the sales target that is 10% above the one from the previous year. They don’t understand that we were barely able to achieve the target”. 

Similarly, Anwar from the same department added, 

“They put targets in a way they think we are robots at work”. 

Also, Rola shared, 

“They forget that we are not alone in the market. We have competitors and they are working also”.

 Employees criticized managers for not understanding the market and not taking into consideration economic, social and political factors that affect sales in general. They admitted working unpaid extra hours and sometimes weekends to reach the target. Kholoud from Sales department commented
“I sometimes work on Saturdays to convince pharmacists to take an offer or package”. 

Hamed also said, 

“I visit pharmacies in areas that are not on my schedule to boost my sales numbers”.

Laura, from Scientific department also shared, 

“I visit doctors not on my list to increase awareness about my medications and increase the prescribing power”.

Dani, also from Scientific department “I visit doctors outside my working hours because their schedule conflict with mine and I answer their questions even if it takes several hours of research”.Marwa from same department agreed,
“Sometimes I spend time amending the scientific slides of a lecture so that it becomes conclusive and full of evidence”.  

Employees argued that managers don’t look at the process they went through to achieve their target, they only want to see numbers. They assured this process make them away from their family and their life. They reach home and start working again or they reach already late. They feel guilty and sad for not sharing time with their kids and family. Sometimes, they feel exhausted from running all the day and ask family members to postpone an activity or a discussion. 
5.3.2 Creating Work Opportunities
The selective code creating work opportunities contains three subthemes, developing career, developing the self and expanding circle of relationships.

Developing career is the first subtheme and is understood by employees as the movement in their work role to a better level through working on new targets and achieving new goals or adding new responsibilities to a certain role. Employees mentioned that career progression is the aim of entering PHARM or any organisation in the first place. They want to go up the ladder and build their career profile. They want to get roles where they can leave a positive impact and achieve self-fulfillment. Hanan, from the Marketing department shared,
“I started as one of the staff in the Marketing department, and now I am a supervisor for a team of twelve employees”. 

Similarly, Hani, from the Scientific department stated,
“I was medical representative of three products and I used to cover five hospitals in Beirut area. Now I am product specialist of one line of products and I visit only key doctors in my field”. 

In PHARM there are many titles an employee can reach in his/her personal journey. They can be team leaders, supervisors, senior supervisors, key account specialists and many others. Employees agreed that getting new titles boosts their energy, motivates them to work harder and makes them feel proud and confident with what they reached and ready for the new responsibility assigned to them. For them it is a way PHARM tells them that their work is rewarded and their presence is important to the organisation. Rola, in Sales department shared,
“Giving me new challenges, targets or responsibilities means that PHARM trusts me to do such new role and this motivates me and makes me want to work more and achieve more”.

Rima, from the Operation department shared,
“When I was given the responsibility of a team leader, two years ago, I did all what I can to prove myself in this new responsibility. I created a whats app team group to enhance communication, share experiences and opinions, discuss emergent issues and solve them through learning from each other. I used to meet with the team once every week to summarize the whole week and create bonds between the team and allow them to know each other better. I tried my best in this role”. 

Rola, from Sales department also shared, 

“I was promoted to key account sales representative. I visit key account pharmacies who have high consumptions and are classified A pharmacies. I was very happy with this new position, high quality pharmacies and more responsibilities. I had bigger targets to achieve and huge numbers to reach. I worked hard to prove myself and prove to PHARM that they took the right decision in giving me this position”. 

Other employees identified that they were promoted through addition of new responsibilities to the ones they hold. Layal, from Scientific department shared,
“My manager asked me to train new employees on how to do a scientific research, track clinical trials and present them in a well-designed format. By giving me this responsibility he is acknowledging that I do this role in an excellent way and I can help others to master it too. He made me very happy with this role; it boosted my energy, raised my confidence and motivated me to give from my heart in my role. I was overwhelmed with this role as it shows everyone I was a reference in doing scientific research.”

Employees agreed that career development is one of the reasons to commit to PHARM and be loyal to them and not thinking of leaving it to another organisation. Peter, from the Marketing department said, 

“I am still in the beginning of the road in PHARM; many things to learn here and in every new responsibility I get there is a new challenge”. 

Lara, from Operation department shared, 

“I am satisfied with my position now. What I love here is that work is appreciated”. 

Marwa, from Scientific department stated,
“Here in PHARM they allow you to dream bigger”

Employees criticized PHARM for being biased in their promotion process. They said that there is no clear policy that they follow in promoting employees. There are no special measurements they follow for all employees and the ones they use are not applicable for every department. Suha, from HR department corroborated,
“We don’t have targets and goals to achieve and thus the measurements they use in promotion don’t apply on us”. 

Kholoud, from the sales department added,
 “In promoting employees in Sales department they depend on sales numbers and high achievers but this shouldn’t always be the case. I cover an area that has low purchasing power; I will never achieve high sales targets. Actually, our competitor who competes at lower prices gets the highest sales in my area. This means I will never be promoted if I will stay covering the same area or remain in the same organisation”. 

Employees also believed that in PHARM all senior employees are old and satisfied with their job roles and thus the turnover in managerial positions doesn’t happen unless they quit and leave to another organisation or in case of traveling or death. Amal, from the HR department shared,
“We don’t have lots of promotions because we don’t have many positions to fulfill. Instead, some employees are rewarded financially for their hard work”. 

Some employees remain in their roles and are given new roles to break their routine, engage them with senior decisions and thus make them motivated to continue in the same level of enthusiasm. 

Tima, from Operation department shared, 

“We are assigned new roles and tasks that are done at senior levels so that once a promotion is opened we move smoothly”. 

Similarly, Hamed from Sales department added,
“My manager assigns to me some of his duties. I feel proud to do tasks at a higher level. He allows to them but at a smaller scale”. 

Another issue that works against promotion and career development is favourism (Arabic term: Wasta). It means some employees are favoured, accepted and helped over other employees because of their family relationship with one of the higher managers or because of positive relationships with their managers. 

Zahwa, from Marketing department shared, 

“One of my colleagues who were with me in the team was transferred to another branch and promoted to a position of a manager because he has Wasta (His family knows one of PHARMs’ owners”. 

Nizar, from the Sales department said,
“I know a sales representative who was promoted because he was a high achiever. Later, all the employees who were employed to do his job never got the sales numbers he used to get or even approach it. He was given fake evaluation and the manager used to treat him as a hero”.

Layal, from Scientific department shared, 

“I admit I don’t have the charisma that one of my colleagues has; he is highly sociable person so he and the manager became best friends. I respect my manager and he is very nice with me but I tend to keep a space between me and others”.

Developing the self is the second subtheme and is understood by employees as PHARM’s investment in them to develop their skills, abilities and knowledge. It includes learning new knowledge, soft skills and technical skills. It is done through training employees on various aspects needed in their job role and in their personal life. Employees agreed that these training workshops empowers them to gain skills needed in their job and life, builds their confidence, improves their potential and helps them advance in career. They affect their productivity and performance and in return boost their energy to work more and give from their heart. They affect their chances of getting promoted or enhance their employability options in the future. 
Employees discussed many aspects of the trainings they received. They mentioned on the job versus off the job training, department specific versus multiple departments, structured versus unstructured.  On the job training can take the form of job shadowing, rotating and mentoring all the day or few hours. Usually this type of training is structured (lecture followed by discussion) and involves one department or multiple departments.

Rania, from Operation department shared,
“I used to job shadow my colleagues to learn from them quickly how the work is done”. 

Omar, from HR department added,
“I try to excel my work; if there is anything I need to learn or understand my manager is always beside me to support”. 

It can also be in the form of a small lecture for a team or a department for one to hours discussing about new medication, a new technique that benefit the job role or teaching a skill like negotiation skills, communication skills, or stress management skills. 

Hamed, from Sales department said, 

“One of the trainings that benefited me a lot is how to convince a client to buy my product”.

Similarly, Nizar, from the same department added, 

“They taught us how to put products on the shelf to capture the eye and thus increase the sales. I loved learning this technique” 

Haneen, from Marketing department shared, 

“PHARM gave us multiple training sessions on communication skills. I loved the one about being effective listener; I use it in my everyday life”.   

Rola, from the Sales department also shared,
 “We got training on how to use the POS machine and how to place orders on the system for a full month before we were left to do it on our own”. 
Employees assured they love learning new skills or add to their knowledge since it satisfies their self- development needs and enriches their work profile. Manal, from Scientific department stated
“Every day there is something new to learn, I don’t want to reach stability in my knowledge and I want my work to help me to add to my knowledge. That is how we compete to keep our jobs”. 

Rima, in the Operation department shared,
“My role is technical; I didn’t use any of what I studied in the university. I love the way PHARM improves our ability to manage stress and overload and how to prioritize most important things first”.

On job training occurs several times a year and sometimes when the situation requires employees training. Some situations that require training: when an employee is employed, a program is used, a medication or a new product is launched, or when the manager finds that a skill should be obtained by employees.

Sara, from HR department said, 

“Our manager assigned a training session for us to learn how to prioritize important things first”. 

Anwar, from Sales department also shared,
“We took a small lecture on how to read sales charts and how to calculate profits in offers and packages in case we were asked about if by clients”.

Employees shared their joy and happiness when training is off the job, in areas outside the Beirut where learning, socializing and sightseeing are mixed together. In these workshops training is half structured and half unstructured with multiple departments joining and sometimes more than one branch. Structured lectures are used to deliver knowledge and games are used to encourage problem solving, team working, sharing opinion, learning from others and strengthening the bonds between colleagues.  

Hani, from Scientific department shared, 

“I enjoy a lot when the training is outside PHARM. We enjoy our day, learn and meet colleagues from other departments”.

Marwa, from the same department agreed,
“When the training is outside PHARM, it will be intensive and full of activities all the day, no time to rest, but still very enjoyable”.

These off the job trainings occur at a minimal scale once or twice a year depending on the budget. Employees said they like this type of training because they love breaking the routine of work, learning collectively, socializing and building their confidence in a safe place outside work. 

Employees assured that PHARM encourages them to build their knowledge, learn a skill, and invest in themselves. They encourage them to take courses in university or workshops to build their potential and make themselves a competitive advantage, employees who PHARM or any other organisation doesn’t want them to leave. 

On the other hand, employees criticized the training sessions and agreed that some of them are repetitive every year without the addition of anything new. 

Zeina, from the Marketing department commented,
“When I first arrived to PHARM, training sessions were a lot and intensive; now I think I am not learning anything new”.  

They also mentioned that year after year PHARM is decreasing the numbers of sessions to reach an average of three to five sessions the whole year. 

Laura, From Scientific department shared, 

“In previous years, communication skills training sessions were around five sessions; now, they are squeezed into one session”.

Some employees also criticized the training agency that delivers the training and considered them weak as they are don’t bring anything new from one year to another; they use the same tools and same examples every year and don’t have a way in transferring information.

Rola, from Sales department commented,
“The training agency who teaches us is weak in transferring the information. I don’t enjoy these training sessions.

Hani, from Scientific department shared, 

“The sessions are boring. I take the key points from them and do my search and learn what should be needed”

Expanding the circle of relationships is the third subtheme and is understood by employees as connecting and meeting with people inside and outside the organisation from different backgrounds, cultures and specialties because it opens for them new opportunities, allows them to exchange benefits and improves their mental, emotional and social wellbeing. 

Rola, from Sales department stated,
“Increasing the sales numbers depends on expanding our relationships with pharmacists and communicating with them on a daily basis. At the end of a quarter when I know that I fell behind and didn’t meet the target, I start calling pharmacists and ask them to buy from me to increase their stock so that I meet my target. I tried them several times and every time they helped me”.

Similarly, Laura, from the Scientific department shared, 

“It is the fifteen minutes chat we do with doctors every week or every two weeks to remind them of our medications and make follow up that allows us to build trust with them and influence them to prescribe our medications to increase the sales and reach PHARMs’ targets”. 

Employees talked about making connections with people inside and outside PHARM. In side PHARM, they were happy sharing about their friendship stories and experiences. Employees wanted to socialize with people and strengthen their relationships with them because building social life with different people satisfies them and gives them feelings of belongingness and feelings of being loved and accepted especially if they have something in common to share or belong to a certain society or political party. Reem, from HR department commented,
“I have friends from all departments; we meet after work and enjoy our time”.

Haneen, from Marketing department shared, 

“I enjoy the mini birthday parties we do here; they make me feel we are one big family”.

Similarly, Rania, from Operation department said,
 “My friend worked overtime to cover my working hours when I was sick, did an appendectomy surgery and the doctor asked me to rest for a full week”.

Zeina, from the Marketing department shared, 

“Working in PHARM allowed me to make life- long friends. We cheer up each other at all times and encourage each other in hard times”. 

Outside PHARM, employees meet other colleagues who work in pharmaceutical industry and in competitive organisations. Connecting with them helps employees to learn about their competitors’ strategies and ways of dealing with market turbulences, check possible vacancies, analyze competitors’ ways of market access and the way others solve emerging challenges. Hamed, from the Sales department expressed,
“During this time of price reduction, I called a manager who works in another organisation to check what they are going to do to face this issue and whether they will send an objection to the ministry of public health”.  

Rola, from Sales department also shared, 

“I was told by one of the pharmacists that a competitor organisation imported a competitor medication at a lower price than our price. I told my manager to actively act before we have a drop in the sales”. 

Laura, from Scientific department stated,
“Chatting with colleagues allows me to understand doctors better and understand their preference of prescribing one medication over the other. They also direct me to doctors I don’t know or newly established polyclinics that are not on my list to go and visit”. 

Layal, also from Scientific department shared, 

“Sitting in the doctors’ clinic allows me to meet people from different areas. Once I met a woman and after a chat with her I knew that her daughter is with my daughter in the same school and the same class. I loved that coincidence. We took the phone number of each other and we became friends. We have common things to talk about”.

Employees talked about quality and quantity people. They considered knowing key people of different backgrounds and specialties, to learn from them, ask them when needed and benefit from their knowledge to fulfill their needs is an important thing they search for. For them, they represent the assets they need to pursue their daily life. 

Zeina, from Marketing department said,
“If I want to know something, I don’t ask the supervisor or HR, I directly go to the manager to get my answers”. 

Peter, from the same department stated,
“Before the price reduction law was enacted, I knew about it, my friend who works in the ministry of public health told me and I warned my organisation beforehand”.

Rola, from the Sales department shared, 

“When I need to increase my sales numbers quickly, instead of talking to employees I call or meet the owners of the pharmacies because they are the decision makers and risk takers and will take big quantities”.
Hani, from Scientific department also shared, 

“My son needed a small surgery so I called the surgeon who I visit to do my sons’ surgery; he is one of the best surgeons in the area and he will deduct from the cost of the surgery”. 

Manal, from the same department shared,
 “One of the key doctors prescribes my medications because I am a friend of his sister. We graduated from the same class and same specialty”.  

Employees also mentioned that they know lots of people in the field and are well known between people through their wok role and this creates their own identity. This makes them feel responsible in front of people and proud of being able to prove their selves in their roles. 

Nizar, form the Sales department added,
 “I know all the pharmacy owners and work with them directly. They also know me as the sales person of PHARM. They love to communicate with me to solve their issues before calling PHARM”. 

Marwa, from Scientific department shared, 

“Until my appointment with the doctor, I wait in the waiting room with all the medical representatives from other organisations. We chat and gossip about everything that happens with us until the meeting time approaches”. 

Lara, from Operation department said,
 “I know most of the employees in PHARM, I either met them in one of the trainings, or in the annual dinner or in the parking”. 

Some employees criticized the negative side of socializing. They argued that people sometimes use fake emotions or hide their emotions especially if they don’t like what they see or hear so that they don’t harm feelings of others. Sara, from HR department shared 

“I face many people who give me positive remarks or flatter me but honestly only my best friends give me the true reality. I don’t mind to hear positive and negative remarks to know where I should change”. 

Hani, from Scientific department also shared,
 “In the waiting room before entering doctors’ office, we, all the medical representatives wear masks and try not to give any information that would benefit the competitor”. 

Other people don’t care about others’ feelings and throw bad expressions or give critical and negative remarks without realizing the consequences on others.

Lara, from Operation department mentioned,
 “I try to be friendly with everyone but some colleagues I stay away from them especially when we talk about politics or religion. They don’t accept the opinion of others, they don’t want to listen or understand the point of view of others”.

Hani, from Scientific department stated,
“Also, in doctors’ office, sometimes we are treated in a rude way, either because the doctor is not in the mood of talking or listening to us or we are a waste of his time or he doesn’t buy in our medication and prefer the competitors’ medications. In all cases, we don’t nag or comment; we just continue without showing any expression and try to make our visit concise and fruitful”.

Rima, from Operation department expressed,
“I got a written warning that I am arriving late to work. This made me angry because I see other colleagues arrive late but no one talks to them and no one gives them any remark. If these employees are friends with managers or there is a benefit between them that doesn’t mean I should pay the bill”.

Some people communicate positively and pretend to help others whereas in reality they might not respond actively or they might use the situation and talk in their colleagues’ back. 

Zahwa, from Marketing department shared,
“Once I asked my manager for a day off to go to my daughters’ graduation party and promised to work on Saturday in return.  Later, in the same year, I asked my manager for another day off to do a medical procedure (MRI) for my back and promised to work on Saturday as usual. I knew from one of my colleagues that another colleague reminded my manager that I owe the department a full working day (when I went to the graduation) but my manager told him not to interfere and that he trusts me and trusts my work”. 


Employees also said that socializing makes some employees benefit over other employees, be promoted over others, recruited instead of others or get benefits more than others. 

Hanan, from Marketing department shared,
“I know someone who was employed at the same time of my employment; he is now a manager in another branch”.

Anwar, from Sales department assured,
 “I knew that my friend was transferred to another department and got new position in the marketing department. I asked the HR when the vacancy was opened because I didn’t know and I wanted to apply too but I didn’t get a reply”. 

Also, Hani, from Scientific department shared,
 “I work from my heart because I love my job and I am not interested in higher positions. The parameters they use in doing performance appraisal are not realistic and can’t be applied on all employees”.

Employees agreed that this favoritism causes unfairness because they would work hard, follow the rules and policies, and at the end someone else gets the appreciation and the applause. This leads to extra pressure on them, stress and anger because whatever hard work they exhibit, they will not get the appreciation they want. 

Haneen, from Marketing department shared,
“One of the lessons I learned –life doesn’t give us what we want and the same applies to work. I work for myself, to satisfy myself not others. Others don’t care...”

Laura, from the Scientific department added,
“Some colleagues deserve to be appreciated and promoted, while others I ask myself why they got promotion.”

Employees said that it is unfair if they don’t know someone who has political power or influence or a relative who knows the owners of PHARM to push their profiles and make them favored employees and promoted quickly. 

Hamed, from Sales department stated,
“I am proud of what I reached in PHARM. No one recommended me, my hard work did”

Peter, from Marketing department shared, 

“Many decisions taken in PHARM are questionable starting from small ones like choosing the training agency where the owner is a friend of PHARM’s owners, selecting the location of the training, introducing a medication that market research showed unprofitable, to hiring and promoting decisions and many others…”

Nepotism leads to mistrust between employees and management. They will start criticizing all hiring and promoting decisions that take place in PHARM and they will question whether they should exert energy and work from their heart if their hard work won’t be appreciated. Levels of trust and fairness will be weakened, stress will rise and employee dissatisfaction will be manifested. 
5.4 Similarities and Differences between Managers’ and Employees’ Responses 

Employee engagement has been defined in terms of expressing emotions. Both managers and employees manifest it in employees who are passionate, energetic, happy, attached to their job role, willing to go the extra mile to achieve better results, and dedicated to their organisation. They relate it to employees’ personality, attitudes and behaviours toward their work, colleagues and organisation. Employees acknowledge that their emotions fluctuate during the day and is affected by certain situations they pass through at work or outside work. 

Employee engagement has been expressed also in terms of mental readiness. Both managers and employees relate it to the personality of the employee, their beliefs about their colleagues, managers, working conditions and culture, and their interest in their job role. It is manifested in employees who are proactive in nature, self – paced, organised and show enthusiasm, focus, concentration at their job roles. Managers assured improving employees’ mental readiness through setting short - term and long -term targets, setting deadlines, supporting them and involving them in problem defining and solving, encouraging them to share their voice, providing follow ups and feedbacks. Employees, on the other hand, revealed that their might get disturbed and distracted due to situations at work such as interference from other departments or outside work such as family member sickness. 
Presenting work related actions is the third theme that define employee engagement. Managers relate this theme to the personality character of employees who use their skills and potential to exert effort, volunteer in additional tasks, and go extra mile to finish their tasks. Similarly, employees said that their sense of responsibility toward themselves and their organisation drive them to exert extra effort, take additional step in their job role and dedicate their time, skills and potential to achieve better results. 

Both managers and employees agree that employee engagement is a two - way process and requires efforts from both the employees and organisation to get better results. The stated that employees’ personality character alone will not produce engaged employee. It should be nurtured by managerial input (support, recognition, feedback), job characteristics and conditions (safe, incentives, benefits, challenging) and organisational culture (employee centered, quality oriented) values (safety, security, ethics), resources (products and services profile) and policies to get better results.  

Managers discussed strategies they apply to engage their employees. They mentioned two main strategies; developing employees and cultivating system of betterment. The first is policy driven and the second one is related to managers’ personality and characteristics of the organisational culture. 

Building employees’ capabilities and advancing their career levels are two strategies under the theme “Developing Employees” that are part of organisational policies; applied by managers in all departments and are mandatory to all employees. Managers provide training to their employees and level up their skills based on the job requirements and department needs. It is their job to choose the type of training, timing, place and its content. In doing this they aim at building employees’ skills, abilities and knowledge, empowering them and building trust and confidence in their capabilities to achieve better results. Moreover, managers perform appraisals to their employees and assess their yearly performance based on the results they achieve or use key parameters followed by each department in the assessment. At the end of the assessment, employees receive either promotion in title or position or get financial incentives or both depending on the assessment results. Here, the organisation aims at recognizing the hard - working employees, make them feel valued, and build a sense of security in their value to the organisation. This will drive them to engage more and give better performance.  

The second strategy to engage employees is “Cultivating system of betterment” which depends on providing superior relationships and creating a better culture for employees to work in. Providing superior relationships is related managers’ personality in leading their teams and spreading positivity among their employees, supporting them emotionally and technically, motivating and empowering them, effectively listening to their concerns, mentoring, and cherishing the happy moments and memories. This will increase employees’ enthusiasm and focus to work better, engage better in job roles, reduce their stress and improve their psychological and mental wellbeing. Cultivating a culture of betterment is a characteristic of the culture and high- quality approach that aims at increasing employees’ feelings of security and stability in their organisation, encouraging them to give the best of themselves in a safe environment, and trusting the leaders’ choices and decisions in managing the organisation through embracing diversity, stability, supportiveness, equality among employees, continuous development, professionalism and high- quality standards. 

 Employees discussed two strategies that drive their levels of engagement at work. They mentioned motivating factors and creating work opportunities. They agree with their managers’ perspective on the strategies that increase their levels of engagement. They acknowledged the important role and impact of the positive relationships with their managers in empowering them and increasing the confident and self-esteem in themselves, increasing their sense of belonging to the organisation, and their willingness to collaborate and commit to achieve higher results. They also stressed on the importance of receiving wide range of trainings to improve their knowledge, skills and abilities as it facilitates or increases their chances of getting promotion or improves their career opportunities. 

Employees consider having a basic salary that is higher than the market rate a sign of the organisation level and strength and makes them proud, satisfied and willing to go extra mile and achieve higher results. They added that the bonuses, incentives and commissions distributed increases their security levels about their future and the future of their families and drives them to commit more toward performing better. Moreover, they stress on the importance of job characteristics in improving their work-life balance. They discussed the role of working hours, the nature of tasks completed and the job expectations or the job role in motivating them to work from their heart especially if they can balance their life inside the organisation with their life outside the organisation. Another aspect mentioned by employees to increase their levels of engagement is socialization and networking with people inside and outside organisation. This engagement driver increases their sense of belongingness to the organisation, enhances feelings of being loved and reduces the stress of work by sharing it with a friend and make the day pass smoothly. This gives them motive to work better and achieve more especially if the team is congruent with each other.    
Chapter Six: Discussion

6.0 Introduction
The purpose of this chapter is to present a discussion of the research findings referring to the three main themes;(i) employee engagement definition, (ii) employee engagement strategies: managers’ perspective and (iii) employee engagement drivers: employees’ perspectives, that were generated from the results of the interviews regarding employee engagement in the pharmaceutical organisation PHARM. 

This chapter starts with the discussion of definition of the phenomenon of employee engagement from the perspectives of both managers and employees with relation to existing research. A discussion for employee engagement strategies used in PHARM and the analysis of managers’ responses with will also be presented. Additionally, the drivers of employee engagement from the perspectives of the employees will be discussed. The three themes will be discussed to understand how they respond to the research questions and contribute to knowledge and practice. 

6.1 Employee Engagement Definition
The definition for employee engagement had multiple responses due to uncertainties of what would be the word or the sentence that define it best. Hence, such terms like “It is a big term”, “It encompasses many things”, “no one word defines it” and “It can be defined in different ways using many terms” were revealed. This shows the difficulty associated with defining employee engagement (Macey and Schneider, 2008; Markos and Sridevi, 2010). For instance, such terms as motivation, involvement, commitment and belongingness have been found in previous studies (Towers-Perrin, 2003; Harter et al., 2002; Salanova et al., 2005) whose definitions for employee engagement incorporates the aspects revealed by the participants. These also express the emotional, cognitive and behavioural perspectives of employee engagement. Additionally, this agrees with Macey and Schneider’s (2008) suggestion that the construct lacks consistency due to its linkage to being a psychological state (commitment, involvement) or a performance construct (effort) or positive affect or combination of all. 

Such emotional expressions as joy and happiness, being dedicated and working from their heart were also observed. For instance, 

 “I think it is when I am available at work with all my senses on fire, work from my heart to get a task done because I feel inner motivation and involvement” (Rania)

“Actually, it is related to how much a person is passionate about his job and how much he is ready to dedicate his time and energy to give best of him” (Ahmad)

Participants narratives regarding ‘loving what they do’, ‘feeling passionate, proud, attached and connected to PHARMs’ family’ are consistent with the perception that employee engagement contain an emotional element that develops passion toward work (Truss et al 2006). This also agrees with Shuck and Wollard (2010), Schaufeli and Bakker (2004) and Kahn (1990) who mentioned that employee engagement definition contains emotional elements like happiness, joy, vigor and enthusiasm. 

Being passionate, positive and active toward work role and organisation is something personal and varies from one employee to the other. Emotionally expressing the self in a job role is seen as aspect of employee engagement (Kahn, 1990). Also, Truss et al (2006) defined employee engagement in terms of passion to work. Employees who are sociable in nature love working with people and connecting with them; they will flourish in a sales representative role. As stated by Kahn (1990) and Macy and Schneider (2008) that employee engagement results in emotionally expressing the self in the role. For example, from some participants as Kholoud, stated that they “love connecting with people, and are happy to belong to the sales team”. With Manal arguing she loves talking and sharing medical information with doctors, as they link it to the point of succession. Thus, participants’ understanding for employee engagement, act as the key driver for their commitment to work hard and achieve better results. This agrees with Wellins and Concelman (2004) definition that employee engagement is a driving force for employees to achieve better.
Cognitive expressions as ‘remaining focused, full attention and being aware of goals and targets were observed in participants’ narratives. Such terms are consistent with what Kahn (1991) refer to as expressing the self cognitively in work role. For instance, 

“When you get attached to a task and focused to finish it to a point that you don’t care about the time consumed to finish it” (Hamed)

“Employee engagement is when the employee is fully ready, head and body, to get the job done on time” (Peter)

Participants’ narratives regarding ‘using time effectively’, ‘achieving goals’, ‘time passes quickly’ are consistent with the perception that employee engagement has a cognitive element (Kahn, 1991; Schuck and Herd, 2012) that promotes attention and concentration toward work related goals (Schaufeli and Bakker, 2004). Mental readiness varies from one employee to the other. Employees plan their tasks, manage their time and focus on their work at different levels.  As stated by Beal et al. (2005) that mental focus is a self-regulation of attention that differs from one individual to another. 

The findings also revealed work related expressions as ‘volunteering’, ‘exerting effort’, ‘working additional roles’, and ‘achieving target’. Such expressions are consistent with the perception that employee engagement has a behavioural element that drives employees to exert effort to achieve business related roles (Kahn 1991 Macey and Schneider 2008). Such behavioural manifestations are observed in employees who are willing to work extra time and exert effort to finish their tasks or help their colleagues finish their tasks to reach organisational success. For example, for participants as Zahwa, stated that “in case of overload, they love helping other teams to avoid accumulation of work”. With Lara arguing that after holidays she works hard with no breaks to avoid delays, as they link it to achieving business goals. 

Participants’ narratives revealed that employee engagement is a multi-dimensional construct that consists of emotional, cognitive and behavioural aspects that are targeted toward achieving organisational goals and driving performance. These aspects are manifested differently between employees based on the different personality characters they possess and the different reactions or degrees of engagement they show toward their roles and other organisational factors. This indicates that employee engagement is something innate or natural in the employee at one hand, but can be managed based upon handling organisational factors and employees’ needs on the other hand. 
6.2 Employee Engagement Strategies: Management Perspective
The second theme was generated from managers’ shared views about the practices implemented in PHARM to boost employee engagement. Managers revealed that employee engagement strategies build employees’ capabilities, provide career advancement opportunities, build positive relationships among colleagues and create a better culture to work in. For instance, Ahmad shared that “we are employees’ oriented organisation, we invest in our employees”. In agreement, another manager Ali stated that “we help and support our employees so that they give the best of them at work”. 

Managers revealed building positive relationships with employees as strategy to motivate them and increase their level of engagement. The attitudes and behaviours between managers and employees impact their relationships between each other (Baron, 2013). Perceived support from managers is found to reduce employees’ job stress, increase job satisfaction, improve performance, decrease turnover and work-family conflict (Willemse et al., 2012; Gibson et al., 2009; Kossek et al., 2011). Hence, the continuous communication about work related issues, targets achieved, policies, active listening, and effective feedback, lead to building trust and keep employees alerted, focused, and ready to take necessary actions. Recognition and appreciation of hard work build relationships based upon respect and improve employees’ confidence and belief in their capabilities in achieving better results and make them feel valued. Support of ideas and encouragement to share opinion empower employees to develop problem solving and decision-making skills. Such support satisfies employees and motivates them to work harder as they feel cared about. Jad shared his view by saying that “Knowing how to manage our relationships with each other is all what matters in work and life. We are the role model for our employees. The way we act... they will react”. These are in accordance with Noe (2006), Nijman (2004), MacNeil (2004) and Ismail et al. (2008) arguing the importance of training, supporting, encouraging, guiding and caring in driving job performance. 
Also, May et al. (2004) and Maslash et al. (2001) argued that good relations with managers create psychological safe feelings and create positive attitude toward the organisation thus fostering employee engagement. However, all these types of support do not exist all the time and not for all employees. They are affected by many factors such as the personality and psychology of the manager, time invested for support, and the existence of social boundaries between managers and employees due to race, religion, or culture. Some managers keep power distance between themselves and employees so that employees don’t cross their boundaries and think managers are their friends. Other managers may practice favoritism toward some employees providing them special treatment due to belonging to special political party, religion or have things in common. Social support is important at work but may be hindered due to power or social boundaries.

Findings also showed how PHARM is a place everyone want and love to work in. Discussing and sharing opinion without being judged make it a safe place for employees to work in. Feeling psychologically safe is proposed by Kahn (1991) an element leading to employee engagement. Also, capability of learning new things through practice or workshops, share of ideas, and involvement in problem solving make it a learning organisation attractive to motivated and passionate employees who aim to develop personally and grow bigger. Caring and showing support to employees’ personal issues, work and family boost their sense of belongingness and make them feel valued. Also, the wide range of activities and celebrations taking place in PHARM ensure the sociability element allowing employees to nest friends and build social network necessary to develop their personal identity and increase self-worth. All these elements make employees attracted to working in PHARM, feel motivated, empowered and committed toward its success. This is in line with Jha and Kumar (2016) who argued that a culture where employees are motivated, empowered, respected, trusted and valued fosters employee engagement. Similarly, Rothmann and Joubert (2007) found that organisations that support its employees and provide growth opportunities highly predict employee engagement. The existence of such elements affects positively employees’ levels of motivation, involvement and engagement at work. However, some factors could affect feelings of harmony in an organisation such as work load, time flexibility, employees’ diversity, favoritism and feelings of unfairness in treatment and pay. The presence of such factors affect employees’ levels of engagement and leave them either partially engaged or disengaged.  

 Managers revealed how training is a strategy that builds employees’ skills, abilities, and knowledge to increase their confidence while developing their potential to achieve better performance. This is in accordance with Demerouti et al. (2011), May et al. (2004) and Marrelli (2011) who argue the importance of training towards employees in developing their competences and skills required to drive performance. As such, they explained to have a clear, general policy regarding training of new and old employees. New employees become aware of rules, regulations, work conditions and gain skills needed for the job whereas old employees’ capabilities are enhanced and knowledge is broadened. Such training motivates them and empowers them to achieve organisational goals as they have clear expectations of the job requirements to get the job done. Achieving goals and receiving good performance evaluations boost employees’ energy, motivate them to achieve more, enhance their self -efficacy and increase their levels of satisfaction. This is in accordance with Mathis and Jackson (2004) who stated that training procedures help employees gain capabilities through improving awareness, approach, attitude and behavior needed in the achievement of organisational goals.

In addition, training dates, numbers, types, and location are department specific and are affected by other factors, such as budget, type of work and training needs. Here Ali’s argument caps it when he states that

“New sales employees are sent with their colleagues to the market for full month training. They stay with them to learn how to plan their routing, practice the use of POS machine, understand job requirements from placing orders, checking expiry dates, collecting payments and managing pharmacies’ requests”.

However, it was revealed that training programs are scheduled based on employees’ needs and the task requirements. Such trainings have direct impact on employees. The skills learned and competency built improves employees’ general motivation and after training motivation to apply what is learned in the workplace. Employees’ willingness to learn and motivation to work on weaknesses lead to a change in behaviour which results in change in performance. Better performance leads to better evaluation and may influence promotion or bonuses decisions thus boosting employees’ satisfaction and engagement. This is supported by Owens (2006) and Salanova et al. (2005) who found that training affect positively motivation, satisfaction, engagement, intention to leave and performance. As such, sales employees received training on the job to acquire technical and soft skills required for them through practice and observation. This helped them manage their time effectively, handle complaints, manage work stress, make fewer errors, take better decisions and create solutions. Training here is tailored towards employees’ needs for better results. This is consistent with Elnaga and Imran (2013) who argued that well-trained employees achieve organisational goals and improve organisations’ performance through achieving better relationships with clients. Trained employees become energetic, dedicated to achieving goals, influence others and become role models and this makes them more motivated and engaged to give from their heart. This is in accordance with Rodriguez and Walter (2017) who that stated that training opens the door for employees to be recognized and motivated; thus, promoted and paid better.

The findings discovered that training helped employees raise and share their voice and exchange their ideas and information to broaden their learning experience. This is in accordance with Rees et al. (2013) who argued that employees sharing their voice freely should be encouraged and empowered as they provide suggestions and improvements that benefit the organisation. For instance, Dani suggests that

“Sometimes we take our employees outside PHARM, a full day training, so that employees know each other better, and exchange viewpoints and share their ideas. Other times it is a one hour workshop that takes place within working hours; it depends on the importance of the training to employees and the department budget”.

Sharing ideas without fear helps employees feel safe and belong to the organisation especially if their ideas are taken into consideration and yields better performance. This is in agreement with Rees et al. (2013) and Purcell (2014) who found that sharing voice resulted in better decision making, organisational commitment and satisfaction. In addition, Holland et al. (2017) revealed that sharing voice is connected to employee engagement and is important aspect for engaged employees. Sharing voice gives employees sense of being valued and trusted by managers and reinforces sense of fairness. If the voice is heard and contributed to changes at the department level or organisational level then employees feel trusted, appreciated and valued and in return they will trust, respect and appreciate managers. This trust gives employees a sense that their needs will be heard and might be fulfilled in the future. This trust influences employees’ level of engagement toward their jobs. However, this doesn’t happen in all cases and not to all employees. Sometimes voice is not heard because an employee is considered an outsider to a team, or not shared because an employee is shy to share ideas, or suppressed by other colleagues whose voices are higher than others. Sometimes managers themselves suppress some employees’ voices and refer their ideas to themselves so that they get appreciation and respect form senior managers or owners and avoid employees’ promotion and climbing the ladder of management faster than them.     

From the findings, delegating responsibilities and introducing employees to managerial roles was another way to build capabilities. Hence, understanding how decisions are made and put into action improve employees’ managerial skills and problem- solving techniques while introducing them to future managerial roles. This empowerment technique motivates employees and improves their confidence in themselves and in their decision capability. This is in accordance with Armstrong (2014, p.121) who argued the importance of understanding organisational processes in helping employees feel involved, committed and engaged. Also, Kanter (1993) argued that empowering employees influences their attitudes and behaviour as they find meaning in what they do, motivates them to commit to achieve work related goals and leads to organisational effectiveness. Empowerment influences employees’ self-confidence, self-worth, and feelings of being valued. They work more and engage more to prove to their managers they are up to the level of responsibilities held to them. It can be argued that empowerment has a negative impact on employees. They will feel overconfident and show rudeness if they sense protection from their senior managers. They might take risky decisions without getting back to their managers and could lead to mistakes or decreased productivity if they don’t have experience. It could affect managers negatively as they feel their power is threatened and their privileges will be lost especially if an employee has strong public relations with the owners.   

The evidence revealed career advancement opportunities as another strategy to support employee engagement. The opportunities resulted in promotion and changes in compensations. This is caused by management understanding their workers personal needs for development and desires to succeed. Hence there is evidence that recognition for hard working results in vertical promotion to higher managerial levels so they utilize their skills and to retain them for a longer time or through giving monetary and non-monetary rewards. Such approaches support Cropanzano and Mitchell (2005) and Saks (2006)’s argument that employees who receive economic or socio-economic resources tend to pay it back through higher levels of engagement. That is why career advancement opportunities are important strategies to motivate and empower employees to commit and work from their heart to drive organisational success.  However, promotion to senior management is not guaranteed as they either hire assistants to decrease work load. This might affect negatively the trust between management and employees especially if they expect something and receive something else.
6.3 Employee Engagement Drivers: Employees Perspective
The third theme was generated from sharing employees’ personal stories and experiences about what increased their levels of engagement. They revealed positive relations and open communication with managers and colleagues, fair payment, work-life balance, career development, personal development, and widening circle of relationships. Participants mentioned that PHARM engages its employees and knows how to make them happy. For instance, Laura shared “I know many friends of mine who would love to join PHARM and become part of its teams”. Layal agreed and said that PHARM is well known in the field to satisfy their employees and have good relations with them. 

Participants revealed the importance of positive relationships and open communication with their managers on their level of engagement. They said the daily interactions with managers impact their levels of motivation and their willingness to continue their day full of energy. The open and continuous communication about work issues, targets, challenges and procedures, and their readiness to answer them on time make them feel safe, involved and part of the whole system. The caring managers show by asking about their work and family boosts their energy and drives them to work harder as they feel they are part of a bigger family. Also, the support, trust, and appreciation they get satisfy them and motivate them to work better and achieve more as they feel respected. This is in accordance with Harter et al. (2002) and Saks (2006) who argued that the strong relationship between employees and managers affect employees’ levels of engagement and levels of performance. Also, psychological safety and psychological availability are aspects of employee engagement (Kahn, 1991) and factors that affect employees’ safety and availability impact employees’ levels of engagement. However, it is worth saying that managers are also employees with high responsibilities and face pressure from the upper management more than employees. They may pass through periods where they are not in the mood of showing positive emotions. Moreover, a supportive and easygoing manager may be considered having weak personality and has no control over his team. That is why managers should be serious, tough, and decisive but the same time supportive and caring. Managing relationships is very important and critical at work to motivate employees and drive them to commit and reach organisational goals. 

Participants revealed fair payment as a driver for their engagement. This is in accordance with Saks (2006) who suggested that fair payment is an antecedent of employee engagement. Although participants described fairness of basic salary, compensation packages and other benefits (cash and non-cash) with respect to other pharmaceutical organisations in the market, their narratives indicate unfairness in the pay between departments. They argued that some departments are performance driven and thus employees receive rewards based on their achievements. Employees feel satisfied, rewarded and motivated as their hard work is recognized. Departments that are not performance driven, lack the reward system and thus employees feel less satisfied than their colleagues. They become demotivated, uninvolved and unwilling to work from their heart. Participants also argued that PHARM follows a ranking system in rewards and pay. This means that employees who are ranked lower receive fewer rewards even if they work harder or even achieve more. This unfair treatment was noticed in their narratives. However, it can be argued that rewards and payments are rarely fair in the eye of the employee. While every employee thinks he/she worked harder than his/her colleague, the management reads the effort of every employee through the results (sales numbers). Additionally, payments and rewards are affected by years of experience, education and university degree, work results, economy and politics. Organisations have a strategy to increase salaries and bonuses incrementally every year instead of giving them all at one time. In this way they won’t reach high salaries they couldn’t afford in the future. 
Participants revealed work-life balance as driver for their engagement. They mentioned their need for free time for themselves, work and family. Participants were divided between satisfied and dissatisfied. Some participants revealed that time flexibility satisfies them more than a job with fixed time as they would be able to finish personal related issues. This is in accordance with Wohrmann et al. (2021) and Amstad et al. (2011) who found that work-life balance is related to wellbeing, general health and attitudes toward organisation like absenteeism, turnover, engagement and performance. Employees said time flexibility allowed them to manage time between work and personal stressors and family commitments according to their personal priorities. Dissatisfied employees argued that fixed time prevent them from doing some of their personal issues or apologize from going to special social events. These views are supported by Gregory and Milner (2009) who stated that time flexibility is important reasons for employee commitment, satisfaction and wellbeing. Work-life balance is found to be important driver for employees to engage and work efficiently and smartly especially for employees who are married and have kids or have a sick person in the family. 
Work load is another factor identified from the findings to cause exhaustion and irritation and affect employees’ personal lives after work. Their love toward their roles and their passion for work are sometimes faced with extra pressure and unrealistic goals that are hard to achieve. These lead to mental stress during and after work. They said setting non-measurable  targets stressed them and drained them as they knew that even if they exert extra effort or work another shift they won’t reach these targets. Such stressor would lower their performance evaluation, reduce their bonuses and demotivate them as it will affect their career development. This is in accordance with Marrelli (2011) who said that setting non-measurable goals decrease trust between employees and managers and causes employees to become disengaged. Moreover, participants added that working in pharmaceutical organisation and dealing with medical information and medications that affects peoples’ lives mandates them to work professionally, at high standards and make no mistakes. These roles required them to remain physically and mentally focused on their job roles with no delays. Job roles that have impact are rewarding and motivating but at the same time they are demanding and require employees to show high levels of professionalism, responsibility, concentration and attention to details. 
Findings showed that receiving work opportunities such as personal development, career development and widening circle of relationships are important drivers for employees to engage.

The training employees receive to become knowledgeable, competent and skilled satisfies them, motivates them to work harder and increases their self-confidence and self-esteem. They noted that applying what is learned allowed them to accomplish their jobs with no errors and increased the speed with which they finish it. This is in accordance with Vance (2006, p.13) who noted that trained employees are more likely to engage because they reached a level of satisfaction from gaining a new skill or learning something new. Moreover, Robinson et al. (2004) suggested that organisations that satisfy their employees’ needs drive performance and engagement and create a win-win situation between employees and managers. Participants added that gaining new skills and competences enriched their personal profiles, made them skilled, opened new work opportunities for them and helped them get higher work status. However, they criticized the training sessions by saying that not all of them were important and beneficial. They said some of them were boring, repetitive, and theoretical or the trainer was not skilled enough. Additionally, they said that recently training sessions were reduced due to budget issues.
Participants revealed career development as important driver of their engagement. This is in accordance with Moone and London (2009) who noted that promotion and opportunities for career growth predicts and drives employee engagement. Receiving the appreciation and the reward they want pushes employees to get involved in tasks and motivated to work hard to achieve organisational goals, drive performance and increase productivity. Participants want to be promoted and climb up the ladder of management to feel self-fulfillment, self-achievement and self-respect. However, they complained about the absence of clear and accurate measurement of performance and transparent promotion policy. They argued about the unfair measurement procedures to evaluate employees and the unrealistic targets and goals. They also noted the slow turnover in managerial positions. They argued the presence of (WASTA) or favouritism among seniors. Colleagues whose families knew senior managers got promoted quicker than employees whose families didn’t know any manager. This made them dissatisfied and demotivated in their work. As such, Haneen shared that she knows someone who was transferred to another branch and promoted because he had Wasta (his family knows one of PHARMs’ owners).

Participants revealed expanding their circle of relationships increased their levels of engagement. They said colleagues whom they feel comfortable with, express themselves without judgment, work with them as coherent team, share memories, exchange ideas and information and help each other to achieve goals enhanced their levels of satisfaction and motivated them to come the second day to work. This is consistent with Madlock and Booth-Butterfield (2012) who said that building friendships at work affect positively mental and physical health, influence teamwork and performance and satisfy personal and psychological needs. Saks and Gruman (2011) and Shuck (2011) argued that organisational socialization affects the overall work experience and results in employee engagement. Some colleagues, who are positive and passionate, initiative and creative, are assets for their friends and their organisation. Their positive energy is contagious and their thinking affects their surroundings. Socializing was argued to have a negative side. It is used to accomplish personal benefits and get favored over others. It helped some employees get hired, promoted or received better performance evaluation than others leading to demotivation and dissatisfaction. 
Employees argued that although PHARM treated them sometimes unfairly and led to their disengagement they would prefer to continue working in it than other organisations. They argued that working in PHARM is prestigious since it was able to build its reputation in the field and remained successful throughout the years and during economic turbulences due to good leadership and good vision. They also argued that the levels of unfairness exist in all organisation s and that they can do nothing with it except accepting it. They added that the benefits they get from working in PHARM outweigh the disadvantages of unfairness since PHARM empowers their personal profiles and makes them attractive to other organisations. PHARM invests in them and works on their personal development and this opens the opportunities for them to get hired in other organisations with better positions. They noted that favouritism exists all over the country and this is something they can do nothing to it.   
6.4 Contribution to Macey and Schneider Model
The findings of this study have contributed to the theory and practice regarding the phenomenon of employee engagement in volatile economics. This study was guided by Macey and Schneider (2008) conceptual model on employee engagement. This model assumes employee engagement has an organisational purpose, connotes involvement, commitment and satisfaction, driven by personality traits of employees and manifested in observable behavior in the work context. The reference to this model has allowed better understanding of both managers and employees’ experiences and stories about the drivers and strategies regarding the phenomenon of employee engagement.  

It is possible to say that the findings in this study has supported the assumption that employee engagement is driven by the personality character of employees (Macey and Schneider, 2008; Schaufeli, 2004). Employees who work in the same organisation and under the same conditions show different engagement levels due to certain personality characters they possess or due to their mood at certain points in time. In addition, the findings in this study show that the existence of certain external and internal factors affect the mood of employees and affect their focus and /or attention at work positively or negatively based on the situation. Such negative factors include family member sickness or political and economic disturbances. Positive factors that improve their mood include certain family celebration or graduation and interest in work role. 

Macey and Schneider (2008) model of employee engagement involves satisfaction, involvement and commitment aspects as part of state engagement that would yield behavioral engagement. They are general cognitive, attitudinal and behavioural aspects toward work and organisation and are affected by work – related conditions such as variety, challenge and autonomy and leadership skills and trust. The findings in this study aligns with the model that employee engagement is a multi-dimensional construct (Saks, 2006) but define it cognitively, emotional and behaviorally as employees’ “expressing emotions” and “mental readiness” and “work- related actions” that would affect their levels of satisfaction, involvement, and commitment (Albrecht, 2015). 

This study also aligns with the model on the importance of work - related attributes and leadership skills on levels of employee engagement. However, this study specifies work factors related to the Lebanese pharmaceutical organisation under study that affect employee engagement from the perspectives of managers such as building capabilities, advancing career opportunities, building positive relationships with colleagues and managers, and creating better culture. The model doesn’t specify the challenges that works against engaging employees fully such as budget constraints, unavailability of promotion vacancies and external environment. The important role of culture in boosting employees’ levels of engagement and commitment (Demerouti and Bakker, 2014) is also neglected in Macey and Schneider (2008) model.  

Using the same model to understand employees’ perspective of the phenomenon revealed work related factors that impact employee engagement in Lebanese pharmaceutical context such as time flexibility, work role fit, fairness in payment, socializing and work – life balance. This study adds to the model some of the factors that hinder or affect negatively employee engagement in the pharmaceutical organisation in Lebanon such as favoritism, work load, insecurity and unfairness treatment. 

Implications for practice have been revealed when referring to the results of this qualitative study in volatile industries. During turbulence, it is important that managers working in the pharmaceutical organisation engage their employees and increase their feelings of security and trust in management to retain their skilled employees. Even if the organisation is applying cost cutting strategies to reduce losses, managers should tailor their strategies toward empowering their employees and putting them a priority to survive a volatile market.

The contribution of the findings to the practice is manifested in the strategies and challenges that managers should take into consideration when engaging their employees in high risky markets. First, managers should train their employees and build their potential through exploring employees’ needs to develop their capabilities and skills which will aid in analyzing market threats to sustain the business. They should also concentrate on rewards and compensation and link them to results achieved. They should increase feelings of trust, security and stability among employees through extensive communication and feedback, sharing opinion and involving employees in problem solving decisions. It is important that managers analyze each employees’ personal needs and work accordingly.

The researcher identified some challenges that should be avoided to better engage employees at work. Managers should avoid favoritism at work and try to treat employees equally and based on their achievements not on their public relations. Moreover, distribution of bonuses and rewards should be fair among all employees from all departments. Managers should invest in supporting their employees and building trust as this will drive employees to work harder and achieve more. Moreover, they should nurture a culture of diversity, equality among employees, socialization, trust, professionalism if they want to boost their employees’ engagement and productivity at work. 

Finally, the contribution to practice is determining practical areas for improvement in order to engage employees better during turbulence such as avoiding unfair treatment, favoritism and workload.  The understanding of employee engagement from the viewpoints of both managers and employees working in the pharmaceutical organisation in Lebanon allow the development of a customized model of employee engagement strategies and drivers in the pharmaceutical organisation in Lebanon. This model is based on the analysis of the strategies, drivers and challenges identified in this study. It will be described in the following chapter. 

Chapter Seven: Conclusion, Recommendations and Contribution to Knowledge, Theory and Practice

7.0 Introduction
This chapter presents the conclusion for this thesis which was conducted about the phenomenon of employee engagement in a pharmaceutical organisation (PHARM) in Lebanon.  This chapter shows how the research questions that guided this thesis where answered. Also, the implications of the results to theory and practice will be discussed and recommendations will be suggested.  
7.1 Research Question One: How Employee Engagement Is Conceptualized By Managers and Employees in PHARM?
The data collected from the participants working in PHARM has allowed answering this question. When referring to the first theme, it was deduced that both employees and managers were able to distinguish between the different aspects of employee engagement.  They conceptualized employee engagement emotionally, cognitively and behaviourally thus acknowledging its multi-faceted aspects. They noted that employee engagement is a personal choice, dual process requiring the input of both the organisation and the employee through organisational strategies and policies. These results are consistent with the findings of Macey and Schneider (2008), Kahn (1990) and Saks (2006) who included in their conceptualization emotional, cognitive and behavioural aspects of engagement and discussed different strategies to boost employee engagement. 

Emotionally, interviewees (managers and employees) expressed employee engagement using positive terms such as happiness, joy, being passionate, working from their heart, feelings of attachment and pride of belonging to PHARM.  These positive emotions showed positive effect on employees’ levels of satisfaction, motivation, quality of work and organisational performance (Barsade and O’Neill, 2016; Xanthopoulou et al., 2009). Second, they expressed employee engagement cognitively as personal beliefs about the team, work and organisation, alignment with organisations values and targets and working toward achieving these targets. Some of the terms used include being energetic, focused and fully concentrated. Employee engagement has been expressed behaviourally using terms as effort, working extra role or expanding job role, volunteering in organisational activities, and sharing opinion to help in solving problems. 

 Participants noted that emotional feelings toward work, team and organisation, cognitive awareness and behavioural manifestations are unique to each person, depend on personal needs, character, choice, and interest in the job but could be boosted through organisational strategies like rewards and recognitions, support and feedbacks. Personal needs include the need of feeling self-fulfillment, self- achievement, confidence and self-worth. Moreover, being proactive, self- paced, disciplined, and initiative are some of the personality characters that show why some employees are more engaged than others and tend to be more eager to learn, share their ideas, inspire others, and leave an impact in their role. The presence of such personality at work with good reward system, encouragement and development opportunities drive employees to work from their heart, invest themselves more and exhibit better performance. 

Interviewees stated that employee engagement is a dual process, requiring the input of both the employee and the organisation. Employees’ efforts, commitment and dedication to achieving success should be followed with good reward system (tangible and nontangible), support, personal development and new future opportunities to achieve better results. This will result in more dedication, exertion of effort and commitment to organisational success. 
7.2 Research Question Two: What Strategies and Practices are Implemented By PHARM Managers to Engage their Employees?
The data collected from managers included the answer for this question. The question focuses on the strategies and practices implemented by PHARM to engage their employees. Five managers from different departments gave their input about this question. It can be deduced from the results PHARM has strategies that aim at motivating, empowering and engaging their employees to boost their employees. These strategies include training, career advancement, reward system, providing superior relationships and supportive culture to work in. They said these strategies help motivate employees to work more, empower them to give the best of them and enhance their capabilities and knowledge needed to do their work in the best way possible and drive organisational success. These results are consistent with Rich et al. (2010), Xanthopoulou et al. (2009) and Bakker and Demerouti (2011) who studied the impact of different organisational strategies on individual and business performance. 

Managers discussed different strategies and practices followed by PHARM. They discussed training, promotion, recognition, providing rewards and bonuses, encouragement, support, participation in problem solving and decision making and sharing voice. PHARM has a written procedure about the different strategies and policies that are directed toward empowering and motivating employees. However, these strategies are broad and department specific. They vary between departments and between employees within the same department. Additionally, these strategies are affected by many other factors such as department budget, performance appraisals of employees and promotion vacancies.

Managers stressed in their interviews mainly on the personal development strategies employees receive to be empowered, involved and motivated to achieve more. They mentioned training (on the job, workshops), sharing voice, participation in problem solving, and delegation of responsibilities. They also discussed different motivational techniques such as effective feedback, recognition (verbal and written), promotion and rewards and bonuses employees get from achieving their organisational targets and goals. The impact of such empowering and motivating strategies was studied and discussed by Harter et al (2002), May et al. (2004), Cropanzano and Mitchel (2005), and Ryan and Deci (2000). 

It can be concluded that the strategies mentioned and discussed by managers answer the second question about the different strategies implemented by PHARM to engage their employees. 

7.3 Research Question Three: What are the Drivers of Employee Engagement from the Viewpoints of Employees?

The answer for this question was collected from employees who work in different departments in PHARM. They were asked about the drivers they think affect their levels of engagement. Employees mentioned having a supportive manager, training and personal development, reward system, having social network and work-life balance as important for their engagement. 

Having a supportive manager was among the important drivers mentioned by employees that boost employee engagement. Having a supportive, caring, communicative, transparent, and trustful manager encouraged them to speak up, share their voice, communicate better and ready work harder to prove they were up to the level of the trust they received. They added that the manager is the main reason for their commitment and motivation to work harder especially if this manager recognizes their hard work, gives effective and honest feedback and follows them up to reach organisational goals.  Employees’ narratives showed that managers in PHARM do help their employees a lot from the early beginning of their journey and throughout their working hours; however, they are not available all the time and all the days of the year. The support, trust and caring from managers are dependent on managers parameters (character, workload), employee specific (health issues, new employee, new responsibilities) and situation specific (birthdays, health issues, work load, midyear evaluation). This would justify that levels of engagement are not static all the time but fluctuates and are affected by some organisational or personal factors.

Building capabilities were also mentioned as important drivers for employee engagement. Personal development and training increased their self-confidence in their knowledge and decisions at work. This also improved their ways to finish their tasks and affected positively trust in themselves and their self-worth. Additionally, this had positive impact on their work efficiency, performance and overall productivity levels which in return resulted in more recognition (verbal and written), more bonuses and promotion. Employees argued that training that was tailored according to their needs had the most impact on their performance. They also argued some of the trainings were repetitive, boring, no benefit gained or sometimes cancelled due to constricted budget. 

Good performance affects the performance evaluation and affects promotion decisions which are mentioned important drivers for employee engagement. The need for self-fulfillment and self-achievement were mentioned by employees as important in their career pathway. Pursuing senior positions and managing higher responsibilities are considered of high importance for employees. However, promotion decisions are not guaranteed due to unavailability of opened positions. In such cases PHARM tends to give bonuses and rewards instead. 

Recognition, verbal and written, is another driver of employee engagement. It caused instant positive effect on employees’ psychology and gave them energy and enthusiasm to give from their heart as they felt their hard work is recognized and rewarded. This made them feel valued and appreciated. They added that recognition has effect that radiates to several months. However, they argued that alone it is not enough; bonuses and tangible rewards are preferred.  

Receiving bonuses for hard work is another driver for their engagement. It is one of the most important drivers that push employees to work harder and give more as long as they receive reward on what they achieve. However, narratives of employees showed that there is fairness issue regarding distribution of bonuses. The ranking system followed in the payment in some departments affects the distribution of rewards and bonuses. Feelings of unfairness demotivate employees; decrease their energy and their willingness to finish their tasks in the best way possible. 

Employees discussed building social network and public relations as important factor for their engagement. Having colleagues who encourage each other, help each other and are ready communicate effectively about work and non-work issues, trust and support each other, respect each other’s’ background help employees to feel safe, feel sense of belonging and be part of the organisational system. They added that building relationships exposed them to new ideas, new ways of thinking, and alternative ways to finish their tasks or responsibilities. This was argued by some employees that building public relationships could be used illegally or in a nonprofessional way to get some of the responsibilities or personal benefits done faster than the normal way. 

Finally, employees discussed the importance of work-life balance on their levels of engagement. They discussed this driver stressing on the importance of being able to manager time between family and work through having flexible working hours, less work load and having more control over their work. The fact that PHARM has two types of jobs (onsite and offsite, administrative working inside PHARM and representatives working with pharmacies and clinics) makes it difficult for all employees to benefit from flexible hours and control over own work.  This assures that the type of does affect employees’ level of satisfaction, motivation and levels of engagement. 

The drivers mentioned above by employees answers the research question about the drivers of employee engagement from employees’ perspective in PHARM. 
7.4 Research Question Four: Develop a Model about Employee Engagement Drivers in PHARM in Lebanon. 
The data collected and analyzed about the strategies and drivers of employee engagement in PHARM in Lebanon allowed the construction of a model that can be help owners and senior managers engage their employees and drive better organisational performance. This model was developed based on interviewees’ experiences and stories about strategies and drivers of employee engagement, policies and procedures followed in PHARM and the conceptual model proposed by Macey and Schneider (2008) about employee engagement. This model shows that work characteristics that assures variety, challenge and autonomy at work boosts employees’ levels of satisfaction, motivation and commitment and lead to positive work behaviours.
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Figure 1: customized model of employee engagement strategies and drivers during turbulences in PHARM  
The model shows the three facets of employee engagement which are mental readiness, emotional expression and behavioural aspects that were derived based on interviewees narratives. The model also shows that the drivers of employee engagement affecting mental readiness and emotional expressions leading to work related actions. The drivers of employee engagement are positive relationships with managers and open communication, fair payment and reward system, work life balance, career development and personal development.  
Positive relations with managers and open communication are important drivers of employee engagement in PHARM. The open and transparent communication about vision, mission and targets helps employees to be mentally focused and ready to work. The support received from managers increases feelings of safety and sense of belongingness, satisfies employees and motivates them to work harder and achieve more. Support includes caring, providing effective feedback, appreciating hard work, training, and encouraging. Strong relationship between employees and managers affect employees’ levels of engagement and levels of performance (Harter et al. 2002; Saks, 2006). This is also similar to Macey and Schneider (2008) driver leadership style. 

Fair payment and good reward system are also drivers of employee engagement. They increase employees’ motivation and satisfaction from being valued and hard work appreciated and push employees to focus on work related goals. Fair payments and rewards are important drivers of employee engagement (Saks, 2006). 

Work life balance is important driver of employee engagement. Time flexibility and workload are two factors that determine employees’ capability to manage their time between family and work. Knowing their ability to spend time with family, employees commit more to finish work on time and try to focus and use their time efficiently to get the work done. Time flexibility is important reasons for employee commitment, satisfaction and wellbeing (Gregory and Milner, 2009). This resembles the driver autonomy suggested in Macey and Schneider (2006) model. 

Another driver in the model is career advancement. Promotion at work is a reason for employees to focus on achieving organisational goals, commit to work and be motivated to achieve organisational goals. Satisfaction with promotion decisions motivates employees and drives them to prove themselves in the new position and new responsibilities (Keller et al., 2006).

Self-development is also a driver of employee engagement. Developing employees’ knowledge, skills and capabilities empowers them as it builds confidence in their work decisions and problem-solving skills. Training was found to affect employee engagement, performance, productivity and organisation’s profits (Lee and Lee, 2007; May et al., 2004)
7.5 Limitations of the Research
This study adopted qualitative case study approach to study employee engagement phenomenon strategies and drivers in the Lebanese pharmaceutical organisation. It doesn’t allow generalizability of results to other organisations or contexts. Future research may apply quantitative methodology to verify and validate the strategies of this research in other organisations and other settings. 

Future research may increase the sample size and use multiple case study approach to explore strategies implemented by managers in other organisations in the pharmaceutical context. 
Another recommendation is to consider studying the strategies of employee engagement in different sizes of organisations. Small, medium and large organisations may have different strategies as they have varying levels of capabilities, resources and investments. This might affect the types of strategies they implement to engage their employees. 

This study also showed that within the same organisation, employees have different working conditions and different payment systems and benefits. Future research is recommended to compare employee engagement drivers between departments within the same organisation as they have different work conditions. 
This study showed that implementing employee engagement strategies faces challenges such as favoritism. Future research is recommended to explore the impact of these challenges on the implementation of engagement strategies.  
7.6 Contribution to Theory and Practice
7.6.1 Contribution to Theory
Employee engagement is considered an important factor for driving organisational performance (Vance, 2006). Several researchers studied the importance, impact and drivers of employee engagement in western countries and in different industries but few in the Middle East especially Lebanon and in the pharmaceutical industry specifically. Multiple studies conceptualized employee engagement differently and didn’t reach an agreement of what is employee engagement (Saks, 2006; Robinson; 2004). They were able to study drivers that affect employee engagement but few confirmed these drivers in the Lebanese pharmaceutical setting. 

This study adds to the existing body of knowledge on employee engagement through a new conceptualization of employee engagement from the view point of the workforce who works in PHARM in Lebanon. Using the narratives of participants, this study conceptualized employee engagement in terms of emotional expression, mental readiness and presentation of work- related actions. The study found that the emotional expressions of employees at work are due either personality character of the employee or work- related situations (formal and informal). Employees who are proactive, initiative, or high achievers tend to work more, commit more, impact their surrounding and achieve more. Work related situations like birthday celebration of a colleague, achieving organisational targets or receiving recognition from the manager enhances employees’ levels of satisfaction, motivation, inspiration and feelings of pride. Mental readiness of employees to engage and work better is due to personality character of the employee, and interest in the job. Employees who are determined, have self-confidence, proactive and initiative tend to commit more, focus more, give from their heart and don’t wait for direction from any one. This study also showed that interest in the job role make employees more focused, willing to learn to master the tasks in the job role, make a difference and succeed in their roles. Presenting work related actions is the third facet of employee engagement that was derived from the findings of this study. Employees show behavioural manifestations when they are emotionally activated and mentally ready. They use personal resources to achieve organisational goals. Personal resources used include their time, effort, skills and knowledge. They become focused, with their heart and body dedicated to volunteer in workshops, train others, finish additional tasks and responsibilities in order to achieve organisational targets and boost organisational performance.

It is possible to state that this study has supported the assumption of the theory of Macey and Schneider (2008) conceptualization that employee engagement drivers include work related characteristics and leadership style. In PHARM, the drivers of employee engagement include supportive and communicative manager, fairness in payment, career development, personal development and work-life balance.  

Beside the drivers of employee engagement, a contribution to knowledge is revealed in the factors that hinder employee engagement in the Lebanese pharmaceutical context which is favoritism or Wasta. The findings support other studies which found that work load, insecurity, and unfairness in supervisor support and organisational support are among the important factors that affect employee engagement (Demerouti et al. 2001; Saks, 2006). In Lebanon, a major unfairness originates from the employees’ personal use of family connections and public relations to get job done, advance in career, commit to their careers and receive benefits other employees don’t get. While these employees become satisfied, commit more and work harder as they know they will receive the reward, other employees feel dissatisfied, demotivated since they work hard but the reward goes to someone else. More research is needed to study the impact of favoritism on employee engagement, motivation and productivity in the Lebanese context and specifically in the Pharmaceutical sector. 
This study also contributes to the assumption that employee engagement increases employees’ productivity and enhances organisational performance. The findings showed that engaged employees are more motivated and committed to work from their heart and are more willing to dedicate their time and effort to achieve organisational goals. 
7.6.2 Contribution to Practice
There are practical implications that can be identified from the findings of this study. PHARM managers need to realize the importance of engaging their employees to increase productivity and organisational performance. They need to identify the drivers that help their employees engage and the issues that decrease their engagement in order to implement practices that affect their engagement levels. It can be deduced that although employees identified themselves as engaged, study findings showed that there are moments when they feel disengaged.

In pharmaceutical organisations, multiple job roles exist; some are of high impact and some of low impact, some with autonomy while others with low autonomy. Some follow performance-based pay while others ranking based pay. Some are office based while others are outside organisations. Thus, there is conflict if organisations follow the rule of one strategy fits all. Managers in such industries should take into consideration personal needs of employees if they want to create engaged workforce. The need for work-life balance, personal development, career development and financial development are among the important drivers that affect levels of engagement. Additionally, it can be stated that open and transparent communication between managers and employees is needed, as well as the support, caring and encouragement employees receive are critical to increase their levels of engagement.
7.6.3 Contribution to PHARM
This study allows PHARM to make some practical changes in their policy if they want to boost their employees’ levels of engagement. They should avoid stressors like workload, unfairness, lack of support, and favoritism. They need to invest in training employees to build their skills, capabilities and knowledge, recognize employees who achieve their targets and promote when they are capable of, and reward employees fairly, communicate openly and effectively and provide continuous support. The key contribution in the pharmaceutical organisation PHARM in Lebanon is the development of a model that helps managers able to enhance employee engagement in their organisation. This model shows the drivers that influence employee engagement as well as the challenges that act against their engagement. 

The focus on employees’ needs remains the main strategy that allows managers to understand their employees better and improve their engagement to increase productivity and performance. 

Based on the findings several recommendations are suggested for PHARM if they aim at boosting engagement of their employees and driving organisational performance. 

Communication and managers’ support are very critical in engaging employees, increasing their commitment, and driving their performance (Ruck and Welch, 2012). Managers should communicate continuously organisational goals and targets, new policies, or any changes at the managerial level. They should provide effective and honest feedback, listen actively and respond quickly. They should ask their employees to send weekly reports of their progress and report any challenges faced during their work. All tools of communication should be used by managers to get most benefit from communication such as social media, email, meetings or face to face chats. Communication keeps employees informed about what is going on in PHARM, aligned with organisational vision and mission, feel valued and have a better sense of belonging. One suggestion for PHARM to improve reciprocal and transparent communication could be through improving the use of the organisation’s email. In this professional way of communication, all issues discussed and the solutions suggested will be reserved in a way they can be reached when needed. Communication will be clear, direct to the point and replies or feedback will be responded at within time limit and from both sides. Employees’ voice will be reserved and can be tracked back when the situation necessitates (conflicts, performance evaluation). This way improves the whole organisations’ transparency and increases feelings of fairness. 
Managers should encourage their employees; show them trust to increase their confidence in themselves. They should continue supporting their employees through giving them the right tools and resources to get the job done. They should provide them with the necessary training and the required knowledge and skills needed for the job. For this point, PHARM could make a training list for each department depending on the job requirements. They could also include a small survey to be completed by everyone employed in PHARM about the skills they know and the skills they do not know. In this way they can tailor training towards specific needs of each person. Also, in case of budget shortage, PHARM could encourage internal coaching where managers help their employees gain the necessary skills needed for their jobs or for their personal development. Employees will become skilled and experienced in their fields, feel valued and empowered and want to prove themselves at work. This will influence positively their attitudes at work, goal achievements and overall productivity.
Performance evaluation is considered an important factor that affects levels of trust between managers and employees. PHARM should implement a fair system for performance evaluation based on key performance parameters considered by employees as consistent and relevant to their tasks. It should take into consideration market turbulences or market characteristics (high buying power, economic versus touristic area). PHARM managers should discuss with their employees these parameters beforehand and listen effectively to employees’ concerns especially when employees admit that goals are too high and can’t be achieved. PHARM needs to evaluate its own evaluation system on a yearly basis and amend according to the new situation. This will improve sense of fairness among employees and increases levels of trust between managers and employees. This will, in return, pushes employees to work from their heart especially when they realize that they will be evaluated fairly. Moreover, fair evaluation system allows the right people to be promoted and rewarded. PHARM should consider promoting the hard working employees to senior positions without allowing anyone to influence their decisions. In order to be fair with decisions they should have specific and clear criteria that states who is eligible for promotion and specifies the years of experience required for the senior position and the skills required to fulfill that position. This makes employees trust and respect management and feel satisfied if the decision taken is fair. 

PHARM should keep on investing in their employees and building their capabilities because they are the assets and their competitive advantage. PHARM should equip employees with all necessary tools needed for the job role. This will give employees the opportunity to get the job done right and builds employees’ self-confidence and self-achievement. PHARM will benefit because the errors made during work will decrease and this will affect positively productivity levels. 
Finally, PHARM should allow accountability if they want to create a culture of fairness and respect. Both employees and managers should be held responsible for their behaviours, decisions and actions. Both employees and managers should have the right to know why decisions are taken in one way and not the other way around, such as promotion decisions, performance appraisals, hiring or firing. Open and honest meetings should be encouraged, and decisions should be discussed based on scientific criteria or parameters. In this way employees will trust their managers, trust their decisions, and respect them for their honesty. They feel proud to belong to an organisation that treats them fairly. They will be satisfied and motivated to work from their heart and achieve better. 

7.7 Conclusion
The topic of employee engagement is becoming very hot and its application in organisations is very critical if organisations want to remain competitive in turbulent markets. Globalization, economic turbulences and unplanned governmental legislations affect organisations’ productivity and profitability, while studies showed that engaging employees drive positively productivity and profitability. 
Organisations, in the Lebanese pharmaceutical sector, don’t possess specific range of strategies and practices that are targeted toward engaging their employees. Instead, motivating and empowering strategies were used as replacement. In this study, five managers and twenty employees working in a pharmaceutical organisation located in Beirut were interviewed. The aim of this qualitative single case study was to investigate the employee engagement construct and its drivers from the perspectives of both managers and employees working in a pharmaceutical organisation in Lebanon.
Results showed the disagreement among managers and employees about a universal definition of what the employee engagement construct mean.  The researcher attempted to provide a working definition of what employee engagement would be from the perspectives of both managers and employees working in the pharmaceutical organisation. 
This study allowed exploring the strategies implemented by PHARM managers to engage their employees. It has added to the research about employee engagement strategies through exploring new location (middle-east area) and new sector (pharmaceutical). This study also added to the professional practice through allowing other organisations to explorestrategies, check what would be applicable to their situations and what would not. Strategies explored include training, career advancement, reward system, providing superior relationships and supportive culture to work in. Managers also discussed challenges faced in the execution of strategies like shortage in budget and unavailability of promotion vacancies. 
This study also answered the question about the drivers of employee engagement form employees’ perspectives. Employees mentioned having a supportive manager, training and receiving personal development, fair payment, having social network and work-life balance as important for their engagement. The answer for this question attempted to close the gap between what managers believe engagement strategies would be and what employees expect to receive. This provided an opportunity for the organisation under study to realize what matters for their employees and try to change their strategies and practices accordingly. Employees elaborated the challenges that prevent them from engaging by mentioning the factor of favoritism (Wasta) that is used in all organisational strategies in addition to unfair payment, workload and mistrust. 
The strategies and drivers explored in this study are only specific to PHARM and results can’t be generalized to other organisations in the same sector because this study followed a qualitative single case study approach that aims at studying a phenomenon in a real life context. Studying the strategies and drivers derived from this research quantitatively in different organisations in the same sector is recommended to allow for model validity and possible generalization of findings.   
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Appendix

Table 3.4: Interviewee Characteristics
	Nick Name


	Years of experience
	Current Role

	Adnan 
	7 years
	Operation Manager

	Ali
	5 years and a half
	Sales Manager

	Ahmad
	8 years
	Human Resources Manager

	Jad
	6 years
	Marketing Manager

	Dani
	9 years and 9 months
	Scientific Department Manager

	Lara
	4 years and 2 months
	Employee in Operation

	Fadi
	6 and 7 months
	Employee in Operation

	Rania
	6 years and 4 months
	Employee in Operation

	Rima 
	4 years and 9 months
	Employee in Operation

	Tima
	5 years and 2 months
	Employee in Operation

	Layal
	4 years
	Employee in Scientific department

	Manal
	4 years
	Employee in Scientific department

	Marwa
	3 years and a half
	Employee in Scientific department

	Dani
	5 years and a half
	Employee in Scientific department

	Laura
	5 years
	Employee in Scientific department

	Anwar 
	5 years
	Employee in Sales department

	Rola
	12 years
	Employee in Sales department

	Hamed
	3 years
	Employee in Sales department

	Nizar
	4 years
	Employee in Sales department

	Kholoud
	4 years and a half
	Employee in Sales department

	Peter
	6 years
	Employee in Marketing department

	Haneen
	4 years
	Employee in Marketing department

	Zeina
	3 years and 3 months
	Employee in Marketing department

	Zahwa
	3 years
	Employee in Marketing department

	Hanan


	3 years and a half
	Employee in Marketing department

	Omar
	3 years and a half
	Employee in Human Resources department

	Deria
	3 years
	Employee in Human Resources department

	Amal
	5 years and 3 months
	Employee in Human Resources department

	Sara 
	3 years
	Employee in Human Resources department

	Reem
	5 years
	Employee in Human Resources department
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Introduction

This is an in depth interview that is done with key informants about the phenomenon of employee engagement in the pharmaceutical sector and will take around one hour. 

1-
What do you understand by the term employee engagement?

(Probe: how can you define employee engagement within your organisation?)

2-
How do you think organisations can best promote for employee engagement?

3-         Is employee engagement phenomena driven by managerial process agenda or individual behaviour?

4-
What are the issues that face organisations in developing engagement strategies with their workers?

 (Probe: for example: minimal resources, written strategies not practices... others: please specify)

5-
What impact do human resource management strategies have on engaging employees? 

(Probe: in your view point what impact does HR have on employee engagement? for example, creating a cooperative environment, feeling of justice, raising employee voice, empowering employees….others: please specify)

6-
What impact do human resource management strategies have on the organisation as a whole?

(Probe: in your view point what impact does HR have on the organisation, for example, increasing productivity, decrease in turnover… others: please specify)

7-
Through the selection and recruitment process how does your organisation identify potential new employees?  

(Probe: information test, psychology test, skills test, years of experience ….others: please specify: Personality tests; cognitive tests; emotional intelligence; assessment centres)

8-
How do performance appraisals fit into your overall performance management framework within your organisation?

(Probe: safe environment ... one to one or in front of everyone … stress on positive aspects while considering the negative points, 360 degrees’ appraisal ….)

9-
What approaches does the organisation follows when it compensates and rewards its employees?

(Probe: intrinsic (nontangible) and extrinsic (tangible) rewards)

10-
What employee development strategies do your organisation undertake to improve engagement with workers?

(Probe: Training: on job training, job rotations, internships, E-learning, video conferences, mentoring/coaching …Development: leadership development programs, competency development programs)

