
Factors promote employee performance driven organization through Exploiting Employee engagement – case study Saudi Arabia 
Abstract

Employee engagement has been a subject of increasing interest over the last twenty years, both theoretically and practically. Practitioners believe organizations which create cultures of engagement will increase employee productivity, meet organization goals and retain highly skilled employees. However, the exact definition of employee engagement and the primary antecedents of employee engagement continue to be a subject for continued academic exploration [2].
With consideration of these needs, the purpose of this study was to explore the role of factors in creating engaged employees. A qualitative research method using grounded theory methodology was used to collect data, and interviews were conducted with bank managers and their subordinates, who represented both male and female participants .
The study found that employee engagement is primarily driven by three factors including: job satisfaction, recognition of achievement and job alignment with employee skills/competencies [81]... 
This study provides additional theoretical support to the body of knowledge on employee engagement, providing empirical support that helps clarify the meaning of employee engagement and distinguish it from similar attitudinal constructs. The study also identifies a number of intervention strategies that may help maintain an employee engagement culture. Finally, the study identifies potential limitations to this study and outlines possible avenues for future studies.


– Introduction
For example, O'Reilly et al. [2], assert that creating and maintaining an organizational culture will allow an organization to build upon its culture-based competitive advantage [3]. Culture-based values provide an organization with a clear set of rules or guidelines that influence how employees behave; inform the way employees think about the organization; and establish what are considered to be organizational priorities. O'Reilly [3] found four ways by which an organization can create and maintain a culture-based competitive advantage [81]... First, an organization's systems and structures that support employee involvement and participation will cause an organization's culture to evolve over time as employees take on more responsibilities and share their beliefs with other employees [4]; and, ultimately, as employees become more autonomous in their decision-making, employees' commitment to both their colleagues and their organization will increase [81]... Second, symbolic managerial actions--those actions that are open, visible and consistent with an organization's culture values--provide employees with a clear sense of an organization's focus and priorities [5].
Caldwell et al. [6] and Weinzimmer et al. [7] have argued that a culture focused on employee engagement requires that an organization has a formal plan, consistent policies, and supporting systems in place. Additionally, Huhtala and Feldt [8] indicated that an organization's culture is directly related to the ethical behavior of its employees and thus, influences employee engagement and provides the foundation for defining what is important in terms of an engagement culture. Furthermore, when employees' beliefs are aligned with those of the organization, it has been shown to enhance affective outcomes such as job satisfaction, feelings of belonging, and attachment to the organization as well as behavioral outcomes such as exceeding performance expectations [9].
Additionally, Rothwell noted that there was a significant positive relationship between an engagement culture and organizational outcomes. The benefits associated with an engagement culture included increased employee commitment and cooperation, decreased employee turnover and safety incidents, and increased levels of productivity, profitability and customer satisfaction. This was supported by a 2012 Gallup Study that involved 192 organizations across 49 different industry segments and 34 countries. The study provided evidence of a direct correlation between employee engagement and nine key performance indicators including defects, customer satisfaction, profitability, productivity, turnover, safety, absenteeism, shrinkage (employee theft) and patient safety.
### 1.1 Significance of the StudyHuman Resources, Organizational Culture & Values — A Culture's values and beliefs define the organization and influence organizational success [10]. As an increasing number of researchers recognize that organizational culture can predict and explain organizational behavior [10], studies have shown the relationship between culture and job satisfaction/commitment; therefore, the study of an organization's culture and how that impacts employee behaviors (especially engagement), is one of the most important areas of study for organizations to identify [16].
As Halbesleben stated, employee engagement is very important to an organization's overall success because it increases job satisfaction and productivity; ultimately increasing employee retention [17]. Wildermuth and Pauken [18] identified some of the organizational factors related to employee engagement, including: employee relationships, work-life balance, and shared values among others. Therefore, developing organizational strategies to enhance organizational culture will help organizations retain high-quality employees [19]; hence, developing a positive culture that fosters employee engagement is key to maximizing organizational performance[81]...
This study examines work engagement from the perspective of organizational cultural factors using Edgar Schein's organizational culture model as the theoretical foundation for the study. Schein defined organizational culture as "the pattern of basic assumptions learned by a group as it solved its problems of external adaptation and internal integration, which had worked well enough to be considered valid and to be taught to new members as the correct way to perceive, think, and feel in relation to those problems" [20]. Schein's definition supports the examination of the direct linkage between organizational culture and employee engagement [81]...
In essence, Schein suggested that organizational culture functions as a behavioral compass for all of the members of an organization that guides them in addressing the challenges they face and in establishing priorities for organizational issues. Therefore, organizations focus on analyzing and refining their cultures to achieve success; however, organizations' efforts to analyze and refine their cultures require the use of rigorous, psychometrically-sound assessment tools to provide reliable insight [21] [81]...
### 1.2 Research DesignThe present study uses an **exploratory approach** based on the **grounded-theory methodology**, which "facilitates a systematic procedure for the abstraction of underlying patterns in a social reality" [16], and whose theoretical construction is therefore characterized by an **iterative** and **structured** series of **analytical actions** (with reference to the literature), such as the derivation of concepts from the data, while at the same time maintaining a **wide range of interpretive possibilities**[17]. Given the nature of **exploratory studies**, this investigation was conducted without **a priori assumptions**, so that the perspectives of the participants could inform the theoretical insights; hence, no **hypotheses** were formulated prior to the study. The **data collection and analysis processes** were **simultaneous**, in order to allow the emerging themes to direct the interpretation. Holton [18] describes the grounded theory as a **narrative conceptually abstract** that initially analyzes each concept separately before analyzing its connections among them.
Constructing the Meaning of Employee Engagement (Rewritten Only)
We will begin our examination of the literature based upon Kahn’s [19] definition of engagement which was covered in the first part of this chapter. We will briefly cover Kahn’s [19] model of personal engagement in the next section and also provide a summary of two main components of his model — job duties and personal resources invested in job duties — by Christian et al., [20]; these two components are essential for defining and understanding employee engagement. Thus, when creating a definition of employee engagement, employee engagement will be defined as the intended action(s) taken to successfully complete job duties and as the intention and conscious use of one’s own personal energy toward completing job duties [19]. Many definitions of employee engagement since Kahn’s [19] definition agree with the above and use similar descriptors (e.g., *proactivity,* *focus,* or *initiative*) instead of *active* [21-22]. As defined by the majority of definitions of employee engagement, employee engagement is a dynamic and not static state [23]. The primary body of research that distinguishes between *state* and *trait* engagement has been a significant contributor to the field of employee engagement [81]...
Christian et al., [20] define engagement as a relatively stable and enduring personal characteristic — referred to as a *trait* [12, 24], *affect related to traits* [25], or a *trait* embedded within a temporary state in which personality influences motivation and mood endure over time [20]. The issue of whether or not engagement can be viewed as a *trait* has received a small but significant amount of empirical consideration. It is a major component of the development of numerous well-established constructs that define employee engagement. When engagement is defined as a *trait* or *trait-like*, one of the central features of this definition is the continuation of individual characteristics of an individual over time and across different environments; this continued nature of individual characteristics is referred to as *trait engagement* [26]. While there have been several studies of the relationship between state and trait affectivity, Brief and Weiss [27] note that there has been very little empirical research conducted on the difference between *state* and *trait* regarding employee engagement. Nevertheless, *trait* is directly related to employee behavior.
There is considerable agreement among researchers regarding the idea that engagement includes three dimensions — *maintenance,* *intensity,* and *direction* — that are shaped by environmental conditions [19, 28-29]. Another area of academic debate concerning the tacit premise of engagement and how it manifests in practice concerns the explicit basis of engagement. Kahn [19] notes that employees invest cognitive, emotional, and physical energy into their jobs; while some studies emphasize the behavioral manifestations of engagement [30], others emphasize the intellectual and emotional manifestations of engagement [30]. Shuck et al., [31] conceptualize engagement as a multi-dimensional construct at the individual level that expresses itself cognitively, emotionally, and behaviorally. Several studies [1, 31, 32] have examined initial psychological states that precede engagement, although few have presented a comprehensive explanation of the underlying emotional mechanisms [29, 31].
Newman & Harrison [34] and Purcell [33] support the view that true engagement is the result of the meaningful and energetic execution of job responsibilities [35]. Despite being unique from other forms of engagement as a result of established conceptualizations, measurement instruments and theoretical frameworks of *work engagement*, the amount of research on engagement has increased dramatically.
 Antecedents and Consequences of Engagement 
We will begin our examination of the literature based upon Kahn’s [19] definition of engagement which was covered in the first part of this chapter. We will briefly cover Kahn’s [19] model of personal engagement in the next section and also provide a summary of two main components of his model — job duties and personal resources invested in job duties — by Christian et al., [20]; these two components are essential for defining and understanding employee engagement. Thus, when creating a definition of employee engagement, employee engagement will be defined as the intended action(s) taken to successfully complete job duties and as the intention and conscious use of one’s own personal energy toward completing job duties [19]. Many definitions of employee engagement since Kahn’s [19] definition agree with the above and use similar descriptors (e.g., *proactivity,* *focus,* or *initiative*) instead of *active* [21-22]. As defined by the majority of definitions of employee engagement, employee engagement is a dynamic and not static state [23]. The primary body of research that distinguishes between *state* and *trait* engagement has been a significant contributor to the field of employee engagement [81]...
Christian et al., [20] define engagement as a relatively stable and enduring personal characteristic — referred to as a *trait* [12, 24], *affect related to traits* [25], or a *trait* embedded within a temporary state in which personality influences motivation and mood endure over time [20]. The issue of whether or not engagement can be viewed as a *trait* has received a small but significant amount of empirical consideration. It is a major component of the development of numerous well-established constructs that define employee engagement. When engagement is defined as a *trait* or *trait-like*, one of the central features of this definition is the continuation of individual characteristics of an individual over time and across different environments; this continued nature of individual characteristics is referred to as *trait engagement* [26]. While there have been several studies of the relationship between state and trait affectivity, Brief and Weiss [27] note that there has been very little empirical research conducted on the difference between *state* and *trait* regarding employee engagement. Nevertheless, *trait* is directly related to employee behavior.
There is considerable agreement among researchers regarding the idea that engagement includes three dimensions — *maintenance,* *intensity,* and *direction* — that are shaped by environmental conditions [19, 28-29]. Another area of academic debate concerning the tacit premise of engagement and how it manifests in practice concerns the explicit basis of engagement. Kahn [19] notes that employees invest cognitive, emotional, and physical energy into their jobs; while some studies emphasize the behavioral manifestations of engagement [30], others emphasize the intellectual and emotional manifestations of engagement [30]. Shuck et al., [31] conceptualize engagement as a multi-dimensional construct at the individual level that expresses itself cognitively, emotionally, and behaviorally. Several studies [1, 31, 32] have examined initial psychological states that precede engagement, although few have presented a comprehensive explanation of the underlying emotional mechanisms [29, 31].
Newman & Harrison [34] and Purcell [33] support the view that true engagement is the result of the meaningful and energetic execution of job responsibilities [35]. Despite being unique from other forms of engagement as a result of established conceptualizations, measurement instruments and theoretical frameworks of *work engagement*, the amount of research on engagement has increased dramatically.
Work Engagement in Saudi Arabia 
Culture and the individuals are tied together very close, so national culture is a very significant factor in creating employee engagement in a workplace. Due to this connection, examining engagement in Saudi Arabia is to be considered in the context of the unique culture and social circumstances of Saudi Arabia. Thus, the purpose of this section is to provide an overview of past studies which investigated engagement, job performance and turnover intentions, in Saudi Arabia's banking industry [53].
This study uses a wider definition of work engagement than most previous studies. Ahmad & Aldakhil [54] defined engagement as "the relationship created through high job satisfaction, between an employee and the employer which motivates the employee to apply additional effort." Their quantitative study of 237 bank employees located in Riyadh (a 94.8% response rate) reported statistically significant, positive associations between communication, leadership attention, and job satisfaction.
Like Ahmad & Aldakhil, Al-Zahrani & Almazari [55] utilized a web-based survey to investigate the effect of human resource management practices on the financial outcomes of Saudi Arabian banks. While the study did not clearly define engagement, it provided evidence that engagement had a positive influence on financial results. However, the study also produced evidence of a negative association between engagement and other areas including professional development and recruitment processes, indicating that HR practices must be more aligned with engagement programs.
Shmailan [56] compared levels of engagement between Saudi Arabian nationals and expatriate workers in the private sector using the UWES-9 model and survey data from 104 employees working in health care and IT organizations. The study showed that job characteristics and rewards were the only background factors that were positively related to engagement. Based on these findings, Shmailan suggested that:
-Employee satisfaction and employee engagement are interrelated as they will both enhance productivity and provide opportunities for employees' personal and career development.
-Organizational culture affects how employees engage with their job. Managers need to identify what motivates employees to achieve and grow and to use this information to establish an organizational culture where employees feel valued and recognized.
-Reduced employee engagement reduces profits, negatively impacts quality of service to customers and diminishes the competitive position of organizations.
-Employees want to know what they have done right and wrong so that they can continue to meet or exceed expectations and to make a commitment to the organization.
Shmailan went on to suggest that studies in the future examining the relationship between culture and employee engagement would be beneficial in the Gulf Cooperation Council countries as there are many traditional values in the workplace that can either hinder or help changes in the workplace.
Al-Khalifa expanded the body of knowledge relating to the determinants of employee engagement and identified that employee's years of employment, employee age and employee job resources are all significant determinants of employee engagement. As employee years of employment increase so does their level of engagement and performance, and as employee years of employment increase, so does their intent to remain employed.
Aboshaiqah et al. [57] surveyed over 1,200 nurses in 8 hospitals across 3 provinces of Saudi Arabia using the Utrecht Work Engagement Scale (UWES) to determine if there was a correlation between employee engagement and job characteristics. The results of this study indicated that the level of employee engagement in the sample population was very high, particularly in the area of dedication. Additionally, Aboshaiqah et al. [57] found that employee age, years of professional experience and work environment were all statistically significant predictors of employee engagement.
Overall, previous empirical research in Saudi Arabia has indicated that multiple factors impact employee engagement including job satisfaction, reward systems, cultural norms and demographic characteristics. There is no known comprehensive theoretical model that identifies the necessary components to develop and maintain an engaged organizational culture within the banking industry in Saudi Arabia. Thus, the goal of this study is to develop a model of employee engagement that is culturally relevant and supported by qualitative data to improve employee engagement in Saudi Arabian banks.
 Organizational Culture 
There has been a large amount of academic study of organizational culture over the last couple of decades due to the fact that organizational culture can significantly impact the attitude of employees toward the organization and the dynamics of the organization.
An organization's culture acts as the common sense of understanding, interpretation and reaction of its members to the organization's activities.
According to Hofstede [58], "The organizational culture is the collective programming of the minds of individuals that distinguishes one organization from another; it consists of a shared system of values, norms, beliefs, expectations, etc., of the organization."
Methodology 
This study used a qualitative research methodology grounded in grounded theory methods to understand how organizational culture impacts employee engagement in Saudi banks.
A grounded theory methodology was chosen because it allows the researcher to generate conceptually grounded frameworks from the data generated during the study, and therefore does not require imposition of preconceived theoretical constructs [63].
Grounded theory methodology focuses on collecting and analyzing data systematically to find patterns in participants' experiences.
Data collection and analysis involve an iterative process of constant comparison, theoretical sampling and coding to produce a theoretically-grounded description of the studied phenomenon [64].
As this methodology can be useful for studying complex and context dependent phenomena (like organizational culture and employee engagement) which have been poorly explained by current literature in terms of local dynamics; this methodology is particularly well-suited for this study.
Semi-structured interviews were conducted with a purposefully sampled group of employees and managers from various Saudi banks to collect data for the study.
Semi-structured interviews allow researchers to follow-up on participants' responses while giving participants the freedom to share their perspectives at length.
The primary focus of the interviews was participants' views on engagement, organizational culture, leadership behaviors, motivation and barriers to participation.
Participants were interviewed either in-person or virtually, depending on their preferences, and each interview lasted approximately 45 to 60 minutes.
Participants' responses were recorded with their permission.
To provide balance to the findings, both men and women, as well as individuals at all levels of the hierarchy were recruited.
Recruitment of participants occurred continuously until theoretical saturation was achieved, which means no new concepts emerged from further interviews [66].
Classical grounded theory procedures (i.e., open coding, axial coding and selective coding) were used to analyze the data collected in the interviews.
Open coding involved reviewing the interview transcript line-by-line to identify key concepts.
The next step was to group these concepts together in categories and subcategories based on similarities and relationships (axial coding), and finally to identify the central phenomenon (employee engagement culture) and link it to other categories to produce a comprehensive model of the relationship between employee engagement culture and other factors (selective coding).
Several techniques were used to enhance credibility of the results, including participant validation, peer debriefing and triangulating data sources.
After completing the analysis of participants' responses, they were given excerpts from the interviews and asked if the interpretations made about their responses were accurate.
In addition to providing credible results, transferability of the results was also enhanced through descriptive details of the context of the Saudi banking system.
Therefore, readers will be able to evaluate whether the results are applicable to similar contexts.
 Research Framework 
The proposed research framework for this study is based on the themes identified through the data analysis process to represent how an organization’s culture affects employee engagement (in the case of Saudi Banks) and demonstrates the relationships between organizational culture and employee engagement.
The framework was built using the grounded theory methodology which means the framework was generated from the empirical data collected from participants; the development of the framework was not based on pre-established theoretical models.
Organizational culture is positioned at the center of the model and represents the major environmental factors that affect employees' perceptions, attitudes and behaviors. Organizational culture acts as a facilitator and a barrier to employee engagement. In addition to other aspects of organizational culture such as leaders behaviors, communications practices, reward systems and ethics, elements of culture influence employee engagement across various departments and hierarchical positions.
Findings & Discussion 
Findings of this study were based on a series of inter-related factors that contribute to employee engagement in Saudi Banks. These findings were based upon systematic coding and categorizing of interview responses which highlighted both the organizational and cultural elements that influence employee engagement. Employee satisfaction, recognition by management, leadership behavior, and communication with management were identified as major drivers of employee engagement. Additionally, gender-based social norms and Islamic values have been demonstrated to impact employee engagement. Additionally, when employees' skills match the requirements of their job assignments, there is increased motivation and commitment among employees.
Part 10 – Conclusion & Recommendations rewritten.
The purpose of this research project was to identify and describe the relationship between organizational culture and the creation and maintenance of employee engagement in Saudi Banks. This study utilized a grounded theory methodology to explore the ways in which managerial behaviors, communication, and cultural norms impact employee engagement. The results of the study confirm that employee satisfaction, recognition by management, leader behavior, and the alignment of an organization's ethical principles with its organizational culture are the most important predictors of employee engagement. Based upon these results, recommendations include: (1) promoting transformational leadership; (2) improving transparency of communication with employees; (3) developing and implementing formalized recognition programs; and (4) designing engagement strategies that reflect Saudi culture and support the objectives of Saudi Vision 2030.
 Study Limitations .
Although a significant amount of qualitative data were collected in the course of this research study, the findings of this research were based solely on qualitative data that focused on the banking industry in Saudi Arabia. A small number of respondents participated in this study (purposefully selected); therefore, the sample size may not represent all stakeholders in the financial services industry. Therefore, awareness of cultural differences and/or biases related to sharing opinions about gender may have influenced the respondents to share their perspectives. In future studies, researchers may consider collecting data from multiple methods including both qualitative and quantitative methodologies and larger sample sizes in order to enhance the generalizability of the model to other geographic locations and industries.
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