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Abstract

Disengagement at work has been around for a long
time. Still, the term “quiet quitting” can make it feel
like a recent trend. Years before people said that
phrase in meetings, surveys and studies were
already noting employees who keep showing up, do
only what is required, and tune out in their
minds.This piece looks at why this happens to many
workers. It focuses on India in particular. It asks
what causes the pattern and what employers can do
that is actually workable.To build the explanation,
the article draws on several sources. These include
Gallup’s work on engagement, the Kelly Global
Workforce Index, and Aon Hewitt’s reports on
engagement trends. It also uses peer reviewed
research about workers in Indian IT and in service
roles. Across these materials, it points to a few
causes that show up again and again. These include
weak or inconsistent managers, career paths that do
not move forward, rewards that do not match the
right behaviors, and burnout. Burnout is linked to
long hours and high pressure in areas like IT and
BPO.It also mentions age and timing. Younger
people entering the Indian job market bring different
ideas about purpose and recognition. Many older
company systems were not set up for those
expectations.From there, the article shifts to actions.
It covers ways to train managers, how to change
recognition practices, how to set up routes for
employee voice, and how to manage workloads.
These are treated as direct levers that can help.The
report includes a comparative table and two figures.
They show global and India focused engagement
patterns. The data referenced is verified and
published up to 2016.In the end, the article says
disengagement should be seen as a signal. Not as a
personal flaw in the employee. It is a sign that the
work deal has stopped delivering value, quietly, for
at least one side. When organizations treat it like
feedback and not like a discipline issue, the fixes are
said to happen sooner and last longer.
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I.  Introduction

Ask a manager in India about what worries
them, and you will often hear, “People do not care
the way they once did.” That label is newer. Quiet
quitting gets the headlines, but the pattern has been
written about for years. Older terms include
disengagement, withdrawal, presenteeism, and
psychological detachment.

In this situation, the worker has not quit.
They still show up. They sit through the calls. They
submit the work on time. The change is what they
choose to add on top. Something is missing in the
extra push. The additional thirty minutes is gone.
The quick idea shared in a meeting is less frequent.
The habit of stepping in for a teammate who is
falling behind has faded.

1.1 Why This Problem Deserves Fresh Attention

India’s labor force is at a turning point. It is
big and it is still very young. A lot of people work in
areas like IT, BPO, retail, and finance. In many of
these jobs, the work does not move by machines
alone. It relies on people staying alert and doing
tasks well.A Gallup study looked at engagement
across the world. It found that only 13% of workers
were engaged. The report also said 63% were “not
engaged.” Another 24% were “actively disengaged”
(Gallup, 2013). These figures match the group that
is now being called quiet quitters. They mostly
follow the basic duties, and they stop short of more
effort. The name may be new, but the pattern is the
same.

1.2 Purpose and Scope

The piece aims to cover three areas. To
start, it shows what employee disengagement looks
like in Indian offices. It uses survey results and
academic work that have already been checked.
Next, it looks closely at why it happens. It does not
just list what people notice. It tries to sort out what
is a sign versus what is the real push behind it. Then,
it reviews actions by managers that have worked in
practice. It focuses on options with evidence, not
vague talk about “communication” or “culture.” The
focus is mostly on IT, ITES, and BPO work. That is
also where most studies of Indian workers were
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done before 2016. Even so, the same points can fit
other sectors too.

II.  Understanding Employee

Disengagement in the Indian Context
2.1 What Disengagement Actually Looks Like

People usually do not see disengagement

coming. An employee will not always sit in an HR
office and say they are done. More often, you notice
small shifts. Questions get shorter. Replies take
longer. Deadlines are hit, but they are not improved
or pushed ahead. Quietly, the extra work stops.

Leaders sometimes read these signs as
laziness or a poor attitude. That view can miss what
is going on. For many workers, it is a fair response
to feeling overlooked, or to not seeing any real
payback for effort.Siddhanta and Roy (2012)
described engagement as a mental state people
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choose to bring to their jobs. If that is true, then it
can also be pulled back on purpose when the deal no
longer feels right.

2.2 Applying Gallup's Engagement Model to the
Indian Workforce

Gallup talks about three groups: engaged,
not engaged, and actively disengaged. That split
helps when looking at India. In Figure 1, the big
group is the "not engaged" one. This is where quiet
quitting tends to show up. People here usually do
not try to harm work or stall tasks. They just stop at
the bare minimum and keep going. Sharma and
Raina (2013) looked at staff in an Indian media
organization. They reported that recognition and
how fair people thought the decisions were mattered
most for who ended up engaged and who ended up
disengaged. This point goes a long way toward
explaining the rest of the article.

Represents employees who show up

and complete required tasks but withhold
extra effort, closely mirroring what is
today described as quiet quitting.

Actively Disengaged (24%)

Figure 1: Global Distribution of Employee Engagement Levels

The bar chart breaks down employees
around the world into three groups. It uses Gallup
Q12 survey steps and looks at 142 countries. The
groups are engaged, not engaged, and actively
disengaged. Engaged is 13%. Not engaged is 63%.
Actively disengaged is 24%. The not engaged group
is the biggest one by far. These workers do the
required work. They show up, but they do not add
much extra effort. This setup matches a trend that
people now often call quiet quitting.

III.  Root Causes of Disengagement and
Quiet Quitting in India

3.1 Manager Quality and the Supervision Gap

A lot of people disengage because of one
key link. It is the employee and the person they
report to.In Indian IT companies, strong tech staff
were often moved into team lead or manager jobs.
Many of them did not get real practice in leading
people.Garg (2014) looked at the IT space. He found
that engagement scores line up more with day-to-
day support from the direct supervisor. They also
match how much people feel heard. Pay mattered
less in that pattern.When a manager misses good
work, or even takes the credit, the message lands
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fast. People then decide that extra effort does not
help.

3.2 Compensation, Recognition, and Stalled
Career Paths

Pay is important, but people often miss how
it works. Workers do not usually switch off just
because their pay is slightly below the market. They
tend to disengage when they feel their hard work
does not lead to a fair result. Gupta and Kumar
(2013) reported that how fair staff think the
appraisal process is matters more for engagement
than the final rating. You can see this in mid-sized
companies in India: career steps that do not really
change, promotion rules that stay unclear, and
review meetings that turn into paperwork instead of
real talks about performance.

3.3 Long Hours and Burnout in High-Pressure
Sectors

BPO and IT firms earned a strong name for
fast service and always-on coverage. But there is a
price for that. Long hours, and especially late shifts
tied to Western time zones, can mess with sleep.
They also shrink your time with family and friends.
The damage does not always show right away. It can
build up across years.Maslach and Leiter (2008)
studied burnout and found that several factors matter
a lot. Too much work that does not fit the job
person, unclear expectations, and little say over the
work hours all point toward later disengagement. In
that context, “quiet quitting” can feel less like
laziness. It can look more like a person trying to
save what energy they have left after the work has
taken more than it gave.

3.4 Shifting Expectations Among Younger
Employees

In the early 2010s, India’s workforce
became younger, and that change affected day to
day work. Many offices were still run in the older
style, with old rank rules. The Kelly Global
Workforce Index from 2013 said about one third of
Indian workers switched jobs within the last year.
That level of movement was higher than in a
number of the other countries they looked at.This
did not mean younger staff were not loyal. It was
more that they did not want to remain where there
was no growth or real purpose. When those things

were not there, many would stop caring. Some
would also quit sooner rather than later.

IV. A Data Snapshot: Comparing
Engagement and Job Mobility Trends

Numbers make this talk feel more real than
a simple story. Table 1 shows the percent of workers
who said they switched jobs in the last year. The
data comes from countries in the Kelly Global
Workforce Index survey. In India, the rate is around
the middle compared with other nations. At the same
time, it is higher than a few developed economies in
Asia and in the West. That pattern points to people
who were looking around before the phrase "quiet
quitting" became common.

Table 1: Share of Employees Reporting a Job
Change in the Past Year, Selected Countries

Country Job Change in Past Year (%)
South Africa 21
Puerto Rico 30
Indonesia 31
India 33
Germany 34
China 34
Thailand 35
Malaysia 36
Singapore 39
Norway 41

Data sourced from Kelly Services (2013), Kelly
Global Workforce Index: Employee Engagement and
Retention.

It is also smart to look at engagement as a
whole, not just at people changing jobs. Aon
Hewitt’s study on global engagement shows a
gradual rise in the early 2010s. In that same period,
Asia Pacific, which covers India, moved up faster
than many other regions. The numbers in Figure 2
show this clearly. Global engagement rose from
60% in 2012 to 61% in 2013. It reached 62% in
2014. Over that time, Asia Pacific added about three
points in one year (Aon Hewitt, 2015). This looks
more like a small rebound than a major shift. Even
with the gain, most workers still appear in the wide
middle zone, between “not engaged” and “openly
disengaged.”
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Figure 2: Global Employee Engagement Trend, 20122014

The line chart shows global employee
engagement for three years in a row. In 2012 it is
60%. In 2013 it moves to 61%. By 2014 it reaches
62%. A second line is for the Asia-Pacific region. It
improves more quickly than the other regions in this
chart. Its gain is about three points from one year to
the next.Overall, the increase is slow and not
perfectly smooth. That uneven pattern makes it clear
that keeping engagement on an upward path takes
steady work by leaders.

V.  Management Solutions and Strategies
5.1 Building Manager Capability, Not Just
Manager Headcount

If the way people are managed is behind
most of the disengagement, then the main change
should be there. Companies usually get more from
solid training for managers than from piling on
another HR policy. That training can cover how to
speak up with useful feedback, how to run a regular
one-on-one without turning it into a quick check-in,
and how to spot early signs that someone is pulling
away. Robinson, Perryman, and Hayday (2004) said
that feeling valued and involved was the top factor
for engagement in their well-known UK work. The
same result fits in India as well, because the gap
between managers and staff can be large.

5.2 Redesigning Recognition Around What
People Actually Value

Most “employee of the month” programs
do not change much. Praise tends to land when it is
clear, comes at the right time, and connects to what

the worker values. That can mean being seen by top
leaders, being given a tougher task, or having a
manager say in public what was done well. Career
steps follow the same rule. Empty talk about
“growth chances” helps no one. People need
specific and written standards for moving up.

5.3 Creating Real Channels for Employee Voice

Quiet quitting can start when people think
their ideas do not matter. If they notice no shift after
they speak up, they hold back. Quick check-in
surveys help only when managers show they are
using the results. If nothing changes, staff learn that
these questions are just for show. Saks (2006)
reported that perceived support from the
organization is a strong driver of engagement. That
support shows up through real steps, not by asking
people to answer surveys.

5.4 Managing Workload Before Burnout Sets In
Workload management should be listed on
its own, not folded into general wellbeing efforts.
Schaufeli and Bakker (2004) found that job
resources such as autonomy, support, and clear role
expectations can protect workers from the strain
caused by high job demands. In practice, this
suggests you check whether shift schedules, due
dates, and staffing levels hold up over time. It also
means you do not frame burnout as just a personal
strength issue that can be fixed with a yoga class.
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VI.  Organisational and Policy-Level

Recommendations
6.1 Embedding Engagement Into Business
Strategy, Not HR Alone

When engagement efforts are handled like
an HR task only, they usually fall short. Leadership
needs to treat engagement as a real business goal. It
should be watched with the same care as revenue
and delivery results. Some firms pull engagement
data into team results and then see better follow-
through. Harter, Schmidt, and Hayes (2002) showed
that this kind of link is backed by statistics. Because
of that, leaders stick with the work over time. They
do not just run a survey and then stop.

6.2 Building Genuine Purpose Into Everyday
Work

Kahn’s 1990 model on personal
engagement lists three needs that people bring to
their jobs. These are meaningfulness, safety, and
availability. When companies in India turn broad
mission ideas into something clear for each team,
the goal stops being just a slogan. For example, a
support agent can be shown how their tasks lead to a
real result for a customer. In that kind of setup, the
idea of purpose can become a feeling employees
have in their daily work.

VII.  Conclusion

“Quiet quitting” is a fresh label for a
problem people have seen for years. Long ago,
Gallup reported a clear pattern. A small set of
workers feels truly engaged. A bigger group does
only the job as asked. Then there is a sizable slice
that feels unhappy and stuck.In India, the same trend
shows up in the workforce, and it is easy to notice in
IT, BPO, and other service work. The causes look
familiar too. Managers are not consistent from team
to team. Reviews and appraisals can feel random.
Work keeps growing, while support stays flat. Many
younger workers also speak up more when promises
are not met. They do not stay silent when
expectations feel off.The options people discuss are
not strange. Train managers so they can lead well.
Give credit that is clear and comes soon. Let
employees share real input, not just check a box.
Keep an eye on workload so it does not slide into
burnout. Most firms already know these steps.The
tough part is the mindset. When people pull back, it
should not be treated like a personal flaw.
Disengagement can be a signal about the job deal
itself. If a team stops going the extra mile, leaders
should hear what that means. Firms that pay
attention early can avoid costs and keep more
people. They do not have to wait until resignation

letters start to arrive.The material reviewed here
comes from before this phrase became popular, but
the point holds. This issue has always been tied to
management. It shows up in how workers respond.
Fixing it means accepting that view, instead of
pushing back on it.
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