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Abstract
Organizational commitment has to deal with a psychological state that binds the individual to
the organization. In the literature, there is agreement upon the fact that organizational
commitment can be linked to beneficial organizational outcomes. This study focuses on how
the conducted CSR policies of an organization can contribute to feelings of organizational
commitment, in the public sector context. The motive for conducting this study is related to
existing differences in the level of organizational commitment in the public sector as compared
to the private sector. This study contributes to the literature by investigating the phenomenon
of organizational commitment in the given context. In order to fulfil the aim of the research, a
qualitative abductive study has been conducted. In total, eight teachers were interviewed in
order to gain an in-depth understanding of the relationship between CSR policies and
organizational commitment. The interviewees worked at two different schools, which belonged
to the same overarching organization. This study found a positive relationship between CSR
policies and organizational commitment. This relationship came into being, because employees
needs were fulfilled, and through mechanisms of trust and respect. Moreover, this study found
that characteristics inherent to the public sector context have a negative influence on
organizational commitment.
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1. Introduction
There are different answers to the question ‘why do firms exist?’. According to Friedman
(1970), the only goal an organization should achieve is to maximize the value for the
shareholders. Maximizing the value for the shareholders is seen as the only obligation of the
company towards society. According to Freeman, Martin, and Parmar (2007), an organization
should not only focus on its shareholders, but it has an obligation to all stakeholders who are
associated with the firm. This view is broader, and it is more concerned with the impact an
organization has on the broader society. According to Moreno and Capriotti (2009),
stakeholders change their opinion about the role and responsibilities of organizations within
society. With these changing expectations about the responsibilities and the role of
organizations, Corporate Social Responsibility (hereafter CSR) becomes an important topic.

The concept of CSR has received much attention from both practitioners and scholars,
especially in the last decade (Glavas & Kelly, 2014; Kechiche & Soparnot, 2012). Since CSR
has an evolutionary character and it is a contested concept, a great diversity of definitions of
the concept CSR exist (Dahslrud, 2008; Matten & Moon, 2008). Most definitions of CSR relate
to different dimensions, in which a firm has responsibilities. According to Carroll (1979), a firm
has economic, legal, ethical and discretionary responsibilities towards society. At first, only
large firms engaged in CSR activities, but as time proceeded, Small and Medium Enterprises
maintained an active CSR policy as well (Kechiche & Soparnot, 2012). This resulted in a vast
amount of organizations performing CSR activities.

Engaging in CSR activities can be seen as an expense, but it should rather be regarded as an
investment, because it can be beneficial for organizations in several ways. CSR can lead to
sustainable growth, and it can be a source of gaining a competitive advantage (De Silva & De
Silva Lokuwaduge, 2019; Porter & Kramer, 2006). Additionally, CSR can deliver contracting
benefits, and it is known to be beneficial for an organizations reputation (Porter & Kramer,
2006; Sprinkle & Maines, 2010). Several studies ( e.g. Brammer, Millington, & Rayton, 2007;
Turker, 2009a) state that CSR is a driver for organizational commitment, which is on itself a
widely researched topic (Addae, Parboteeah, & Velinor, 2008). However, despite this interest
in CSR as a driver for organizational commitment, the fact remains that the impact of CSR
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policies on employees is scarcely researched (Akdogan, Arslan, & Demirtas, 2016; De Silva &
De Silva Lokuwaduge, 2019; Glavas & Kelly, 2014).

Organizational commitment is a multidimensional concept, consisting of affective, continuance
and normative commitment (Allen & Meyer, 1990). According to Allen and Meyer (1990),
organizational commitment refers to “a psychological state that binds the individual to the
organization.” (p.14). Organizational commitment can be related to important attitudinal
variables for employees, as well as behavioural factors (Addae, Parboteeah, & Davis, 2006).
Mathieu and Zajac (1990) imply that high levels of organizational commitment bring valuable
benefits for employees, organizations and society as a whole. Organizational commitment has
a positive influence on performance (Riketta, 2002; Mathieu & Zajac, 1990), and on the
attendance of employees at work (Mathieu & Zajac, 1990). Moreover, organizational
commitment has a negative influence on employee turnover and employee absenteeism (Meyer,
Stanley, Herscovitch, & Topolnytsky, 2002)

Since organizational commitment is related to such important outcomes, it is vital to gain a
thorough understanding of what might drive organizational commitment. Su, Baird, and Blair
(2013) distinguish several cultural and organizational factors which affect organizational
commitment. As mentioned before, CSR can have a positive impact on organizational
commitment as well (Brammer et al., 2007; Farooq, Payoud, Merunka, & Valetta-Florence,
2014). In order to explain the influence of CSR activities on organizational commitment
researchers (e.g. Brammer et al., 2007; Farooq et al., 2014; Turker 2009a) built on social
identity theory and social exchange theory. In short, building on the social identity theory, CSR
activities can influence organizational commitment because people want to belong to entities
that enhance their self-image. Social exchange theory explains the link through social exchange
mechanisms that are set in motion through CSR policies. In order to reciprocate these policies
aimed at the welfare of the employees, employees are more likely to stay committed to their
organization (Farooq et al., 2014; Turker 2009a).

When looking at previous research into the concept of organizational commitment, it becomes
clear that most research has focused on companies operating in the private sector. There is a
lack of research which focuses on organizational commitment in the public sector (Addae et
al., 2008; Lizote, Verdinelli, & Nascimento, 2017; Su et al., 2013). When comparing studies
done in both sectors into the concept of organizational commitment, it turns out that employees
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in the private sector show higher levels of commitment compared to employees in the public
sector (Addae et al., 2008; Lizote et al., 2017; Su et al., 2013). The literature points at multiple
reasons which can cause this effect. Zeffane (1994) points out that within the public sector,
different management styles are present, which negatively affect organizational commitment.
Moreover, the bureaucratic culture within the public sector has a negative impact (Zeffane,
1994). Buchanan (1974, 1975) states that employees within the public sector display less
organizational commitment compared to employees within the private sector, due to factors
which characterize the public sector, such as diffuse goals. Moreover, Rainey, Traut, and Blunt
(1986) conclude that organizational commitment in the public sector is lower due to difference
in objective characteristics, which are typical for the institutional setting. Boyne (2002)
concludes that inflexible personnel procedures and no clear link between performance and
rewards, which are both typical for the public sector, are unfavourable for fostering
organizational commitment. Hansen and Kjeldsen (2018) list hierarchy, red-tape, and not
specifying goals clearly as typical public sector characteristics which might hinder
organizational commitment.

Since organizational commitment is related to the aforementioned beneficial organizational
outcomes, it is vital to know for organizations what drives organizational commitment. This is
especially the case for public sector organizations, because organizational commitment appears
to be lower in this sector. In this study, the link between CSR policies and organizational
commitment will be looked into, within the public sector setting.

The aim of this research is formulated as follows: This research aims to gain insight into the
relationship between CSR policies and organizational commitment within the public sector in
order to contribute to the existing literature.

Within this study, the following research question is formulated: How and why can CSR policies
influence organizational commitment in public sector organizations?

This study focuses on how and why CSR policies can influence organizational commitment in
public sector organizations. In doing this, this study contributes to the literature around
organizational commitment, since this concept is mainly researched within the private sector,
and research within the public sector is more scarce. Closing this gap is relevant, because
previous research shows that organizational commitment within the public sector is lower when
7

compared to the private sector. In the literature, there is no agreement on the similarities and
differences of commitment in different sectors. Moreover, there is no clear insight into whether
the same factors explain organizational commitment in different sectors (Hansen & Kjeldsen,
2018). Therefore, investigating the relationship between CSR policies and organizational
commitment in the public sector is an interesting research area. Apart from the scientific
relevance, this study also has relevance for practitioners. As described above, organizational
commitment can be linked to beneficial organizational outcomes, such as increased
organizational performance and less employee turnover (Meyer et al., 2002; Riketta, 2002).
However, fostering organizational commitment in the public sector might be challenging, and,
therefore, tends to be lower. Generating insight into how to foster organizational commitment
in the public sector, and hence overcoming these challenges, is interesting for public sector
managers given the favourable outcomes of organizational commitment.

In order to formulate a satisfying answer to this central question, a qualitative case study will
be conducted, which will be abductive. The data in this study is collected at multiple school
sites which are all located in the Netherlands. These locations all belong to the same overarching
organization, which is specialized in educating about the green and agricultural sector. The data
will be collected by conducting semi-structured interviews with multiple respondents. The
challenges of fostering organizational commitment in the public sector are clearly visible in the
selected case given the fact that schools in the Netherlands suffer from a shortage of teachers,
while organizational commitment is negatively related to employee turnover (RTL Nieuws,
2019). This teacher shortage can be seen as an indicator of the bigger challenges of fostering
organizational commitment in the public sector.

In the following chapter, theories concerning the central concepts of this study will be
presented. At the end of this theory chapter, a conceptual model will be presented to depict how
the concepts relate to each other. In the third chapter of this report, the methodological choices
will be elaborated on, including a paragraph which is concerned about research ethics. In the
fourth chapter, the findings will be presented. In the fifth chapter, the findings will be
summarized, and the research question will be answered. Moreover, in the discussion section
of chapter five, this research will be reflected upon, theoretical and practical contributions will
be given, as well as limitations and suggestions for further research.
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2. Theory
In this chapter, existing theories concerning the central concepts of this study will be presented.
First, the concept of CSR will be discussed. The second paragraph elaborates on organizational
commitment. In the third paragraph, the challenges of organizational commitment in the public
sector are discussed. The fourth paragraph, elaborates on the link between CSR and
organizational commitment, by introducing both social identity theory and social exchange
theory. At last, a conceptual model will be presented, which depicts the relationships between
the central concepts.

2.1 Corporate social responsibility
The concept of CSR comes into being when looking at the answer to the question of why do
firms exist? Friedman (1970), for example, states that firms only exist to increase wealth for its
shareholders, and that is the only social responsibility. Freeman et al. (2007), on the other hand,
state that organizations should increase the wealth of all stakeholders. The concept of CSR has
been researched a lot, and it has an evolutionary character (Lee, 2008). Due to its evolutionary
character, a great diversity of definitions of the concept exist within the literature. Defining
CSR is not an easy task (Matten & Moon, 2008). This is due to several reasons. First, CSR can
be seen as a contested concept which has no strict rules concerning its application. Second, CSR
is an umbrella term. Because of this, it has overlap with other business-society relations. Third,
CSR is not a static, but a dynamic phenomenon (Matten & Moon, 2008). The aforementioned
reasons make it difficult to define CSR and show that it is a contested concept in general (Matten
& Moon, 2008). According to Cho, Furey and Mohr (2017), the essence of CSR is mostly
concerned with on the one hand facilitating business success, while on the other hand,
increasing social well-being.

A well-known distinction in the CSR literature made by scholars is that of internal CSR versus
external CSR (Brammer et al., 2007; Hameed, Riaz, Arain, & Farooq, 2016; Mory, Wirtz, &
Göttel, 2016). External CSR initiatives are focused at external stakeholders and mostly
concerned with maintaining a good reputation of the organization (Brammer et al., 2007).
According to Carroll (1979), external CSR encompasses mainly philanthropy and community
contributions, targeted at consumers and other external stakeholders. Activities related to
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external CSR are concerned with social and environmental practices aiming at strengthening
the organizations’ legitimacy (Hameed et al., 2016).

Whereas external CSR is focused on the external stakeholders of the firm, internal CSR is
focused on the internal stakeholders and internal operations of a firm (Brammer et al., 2007).
Hameed et al. (2016) define internal CSR as: “the policy and practices of an organization that
are related to the psychological well-being of its employees.” (p. 2). Internal CSR activities are
manifold. For instance, they include respect for human rights, work-life balance, employee
training and equal opportunity (Hameed et al., 2016). Longo, Mura and Bonoli (2005) made a
model which depicts the values different stakeholders have about responsible corporate
behaviours. Employees value health and safety standards, development of skills, employee
well-being and quality of work, and social equity. Kim, Lee, Lee, and Kim (2010) point at nondiscrimination policies, and in-house training and education as dimensions of internal CSR.
Turker (2009a) does not talk about internal or external CSR but makes a distinction between
CSR activities aimed at different stakeholder groups. CSR activities aimed at the employees,
include providing career opportunities, organizational justice, and family-friendly policies.

Mory et al. (2016) provide a clear understanding about the construct of internal CSR. In
conclusion, they found that internal CSR consists of employment stability, working
environment, skills development, workforce diversity, work-life balance, tangible employee
involvement and empowerment. However all these dimensions contribute to the concept of
internal CSR, working environment, skills development and work-life balance were deemed as
most important in contributing to the concept of internal CSR (Mory et al., 2016).
Working environment as an internal CSR activity refers to “the issues of health and safety at
work.” (Mory et al., 2016, p.1397) This entails that an organization engages in activities which
aim to create a safe and healthy working environment for their employees. Skills development
as an internal CSR activity is defined as “the extent to which the individual skills of the
employees are promoted through the organization.” (Mory et al., 2016, p.1397) In other words,
it is concerned with all the activities of an organization aimed at developing the skills of their
employees. At last, work-life balance as an internal CSR activity is defined as “all efforts of the
organization that contribute to the fact that employees’ leisure time and family life does not
come into conflict with work and, thus, a good balance is ensured for each individual.” (Mory
et al., 2016, p.1398).
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Since the scope of this research is limited, not the entire dichotomy of internal and external
CSR is incorporated within this study. The focus of this study is on the effects of internal CSR
policies on organizational commitment within the public sector. Organizational commitment
is something experienced by employees, which are internal stakeholders. Therefore internal
CSR is regarded as most relevant in relation to organizational commitment. Moreover, previous
studies which looked into the relationship between CSR policies and organizational
commitment, point out that CSR policies which are targeted at employees are seemingly most
relevant in determining organizational commitment (e.g. Brammer at al., 2007; Farooq et al.,
2014; Turker, 2009a). Furthermore, Mory et al. (2016) argue that the insight into the effects of
internal CSR is limited when compared to external CSR. Given the limited scope of this study
and the aforementioned arguments, leads to the fact that this study only focuses on internal CSR
policies and its effect on organizational commitment, despite the acknowledgement that
external CSR policies also might contribute to organizational commitment.

2.2 Organizational commitment
As stated previously, commitment is a widely researched topic. Commitment has been studied
from different perspectives, with the use of different methodologies and with different
objectives in mind (Meyer, 2016). Meyer and Herscovitch (2001) argue that despite the
attention given, there is still confusion about what commitment actually is, where it directs to,
how it affects behaviour, and how it develops. Despite the difficulty and differences in
conceptualizing commitment, there is agreement upon the fact that commitment within the
workplace can take a vast amount of forms (Meyer & Herscovitch, 2001). People can develop
commitment towards their organization, but also towards their union, to their professions, goals
and professional careers (Meyer & Herscovitch, 2001). The focus of this study is on
commitment towards the organization.

When diving into the literature around organizational commitment, it becomes clear that there
are two streams of literature to be recognized. On the one hand, some researchers regard
organizational commitment as an unidimensional concept, while at the other hand there are
researchers who claim commitment should be regarded as a multidimensional concept (Allen
2016; Klein & Park 2016; Meyer 2016; Meyer & Herscovitch, 2001. In contemporary science,
it can be concluded that most researchers regard organizational commitment as a
multidimensional concept (Meyer et al., 2002). The lack of consensus around the concept of
11

organizational commitment contributed to the fact that the majority regards it as a
multidimensional concept (Meyer & Allen, 1991). When regarding organizational commitment
as a multidimensional concept, one differentiates between the different psychological bases of
commitment, towards a particular goal, which in this research is the organization (Allen, 2016).
This multidimensionality also implies that the nature of commitment, its antecedents and its
consequences differ along the dimensions (Meyer et al., 2002). Within this study, the view of
organizational commitment as a multidimensional concept is adopted.

The model which gained most scientific attention, and regards organizational commitment as a
multidimensional construct, is the three-component model of Allen and Meyer (1990). Their
model is based on similarities and differences in different existing unidimensional models of
the concept of organizational commitment (Meyer & Herscovitch, 2001). In sum, three different
components of commitment were identified, each with its own distinct mindset (Allen, 2016).
The first form of commitment is labelled affective commitment. Affective commitment is
defined as: “employee’s emotional attachment to, identification with, and involvement in, the
organization” (Allen & Meyer, 1990, p.1). Employees who exhibit a high level of affective
commitment stay at the organizations because they want to do so (Meyer & Allen, 1991). The
second form of commitment is labelled as continuance commitment. Continuance commitment
is defined as: “commitment based on the costs that employees associate with leaving the
organization” (Allen & Meyer, 1990, p.1). In this case, employees remain with the organization
because they need to do so (Meyer & Allen, 1991). The third form of commitment is known as
normative commitment, which is defined as: “employee’s feelings of obligation to remain with
the organization” (Allen & Meyer, 1990, p.1) Here, employees stay at the organization because
they are ought to remain (Meyer & Allen, 1991).

Organizational commitment has been linked to several beneficial organizational outcomes (e.g.
Riketta, 2002; Mathieu & Zajac, 1990). However, Meyer et al. (2002) point out that affective
organizational commitment has the strongest relationship with beneficial organizational
outcomes. Besides the fact that affective organizational commitment has the most substantial
impact on such beneficial outcomes, Turker (2009a) states that CSR policies are most likely to
affect the affective component of commitment. Moreover, the extent to which employees
exhibit normative and continuance commitment, is somewhat out of the control of the
organization (Su, Baird, & Blair, 2009). Continuance commitment can depend on, for instance,
how close an employee lives near his or her work. When one lives close to work, it is likely to
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assume that the level of continuance commitment is higher (Su et al., 2009). Normative
commitment can depend on the extent to which an individual internalizes normative pressures
(Su et al., 2009). These are compelling reasons to only focus on affective commitment within
this study.

As stated before, affective organizational commitment is defined by Allen and Meyer (1990)
as “employee’s emotional attachment to, identification with, and involvement in, the
organization.” (p.1). Su et al. (2009) define affective organizational commitment differently,
although still based on Allen and Meyer (1990), as “an employee’s emotional attachment to a
particular organization which makes them willing to assist in the achievement of the
organization’s goals.” (p.2496). Affective organizational commitment is associated with
feelings such as being happy to work for the organization and a desire to stay at the organization
(Allen, 2016)

2.3 The challenges of organizational commitment in the public sector
The context in which this study takes place, is the public sector, as stated in the introductory
chapter. Organizational commitment has proven to be lower in public sector organizations when
compared to their private sector counterparts. Several characteristics which are typical for the
public sector, are known to have a negative influence on organizational commitment (Boyne,
2002; Buchanan, 1974, 1975; Hansen & Kjeldsen, 2018; Rainey et al., 1986; Zeffane, 1994).
Therefore it can be a challenging task to foster organizational commitment in this sector.
Several of these factors are incorporated in the current study and will be elaborated on in this
section.

2.3.1 Bureaucratic structures
According to Boyne (2002), public sector organizations have internal characteristics which are
fundamentally different from private sector companies. These differences can be seen as
differences with regard to the organizational structure of the organization. The first and
foremost difference is that public sector organizations are characterized by bureaucratic
structures. This entails that organizations in the public sector rely on formal procedures with
regard to decision making, and are less flexible in general (Boyne, 2002). Bureaucratic
structures are known to be of negative influence on organizational commitment (Silverthorne,
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2004; Zeffane, 1994). Two typical related characteristics of bureaucratic structures are known
to cause this negative influence.

Bureaucratic structures are associated with a clear presence of hierarchy since there are many
organizational levels and ranked positions (Boyne, 2002; Hansen & Kjeldsen, 2018). Hierarchy
can be regarded as a typical public sector characteristic (Hansen & Kjeldsen, 2018). According
to Stazyk, Pandey and Wright (2011), hierarchy is negatively related to organizational
commitment. Due to the hierarchy, people feel alienated from their jobs, which can lead to a
less committed workforce (Stazyk et al., 2011). Also, Hansen and Kjeldsen (2018) find support
for the claim that hierarchy is negatively related to organizational commitment. Another factor
which can negatively impact organizational commitment is red-tape. Red-tape can be regarded
as a side effect of bureaucratic structures, just as with hierarchy (Boyne, 2002). The concept of
red-tape refers to rules, regulations and procedures an employee should stick to. These rules,
regulations and procedures may result in a compliance burden for the employee, and should,
therefore, be avoided. Red-tape can also lead to a sharp focus on rules and regulations, instead
of actual results (Boyne 2002; Hansen & Kjeldsen, 2018). As is the case with hierarchy, because
of red-tape people may feel alienated from their organization, and are therefore less committed
(Hansen & Kjeldsen, 2018; Stazyk et al., 2011).

2.3.2 Lack of goal clarity
Public sector organizations differ from their private counterparts, with regard to the extent to
which the organizational goals are clear. In private enterprises, the overarching goal is usually
making profit. However, when observing goals within the public sector, they tend to be
multiple, vague and conflicting (Rainey, 2009). According to Buchanan (1974, 1975), these
multiple and vague goals are an important reason why organizational commitment in the public
sector tends to be lower when compared to the private sector. Stazyk et al. (2011) also find
empirical evidence for the claim that goal ambiguity is related in a negative sense to
organizational commitment. Buchanan (1974) point out that commitment partially rests on a
clear identification with the firms’ goals and mission. When goals are vague, it is harder to
identify with them, and this might form a barrier for organizational commitment. Boyne (2002)
states that within the public sector, there is no clear link between individual performances and
rewards. This might result in lower levels of organizational commitment. Due to the lack of
clear goals, it is more difficult to see what one is contributing and gets rewarded for.
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Additionally, Allen and Meyer (1990) list goal clarity as an antecedent for organizational
commitment.

2.4 The link between CSR policies and organizational commitment
In the literature, different antecedents can be recognized for organizational commitment.
Meyer et al. (2002) list, for instance, demographic variables and work experiences as
antecedents, whereas Wong, Ngo, and Wong (2002) name organizational culture and policies
as factors affecting organizational commitment. Other studies (e.g. Brammer et al., 2007;
Farooq et al., 2014; Turker, 2009a) investigate the relationship between a firm’s CSR
activities and an employee’s organizational commitment. In order to look into this
relationship, scholars build on both social identity theory and social exchange theory
(Brammer et al., 2007; Farooq et al., 2014; Farooq et al., 2019; Mory et al., 2016; Turker
2009a). Both theories provide useful insights into how CSR policies affect organizational
commitment. Combining these two theories is regarded as useful since it enables the
discovery of multiple mechanisms. Therefore, these theories help to get a clear picture of how
the two concepts relate to each other (Farooq et al., 2014). Social identity theory explains the
relationship by focusing on what these CSR policies do with the identity of any individual.
Social exchange theory explains the relationship by focusing on the dynamics of social
relationships which involve exchange processes.

2.4.1 Social identity theory explaining the relationship between CSR policies and
organizational commitment
Social identity theory can explain the relation between CSR activities and the work attitudes of
employees. Organizational commitment is one of these employee work attitudes (Turker,
2009a). According to social identity theory, people tend to order themselves and others into
different social categories (Ashforth & Mael, 1989). These social categories are, for example,
nationality, sports team or political affiliation (Turker, 2009a). Hogg and Terry (2000) point
out that the organization for which an individual works, is one of the most influential social
categories. This classifying serves two general functions. First, it helps individuals to order the
social environment. Secondly, it enables an individual to define him or herself within this social
environment (Ashforth & Mael, 1989). How an individual perceives itself, a person’s selfconcept, depends on their personal identity and their social identity (Ashforth & Mael, 1989).
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Social identity can be defined as: “all aspects of an individual’s self-image which derived from
the categories to which that individual perceives him or herself to belong to.” (Turker, 2009a,
p.190).This implies that one’s self-concept, how a person sees itself, can be partly defined into
which social groups they belong to. Individuals strive for a positive social identity in order to
enhance their self-concept (Farooq et al., 2014). A positive social identity is the outcome of
favourable comparisons between the characteristics of the groups to which an individual
belongs and characteristics of other groups (Brammer et al., 2007). Social identity proposes that
belonging to positive social categories enhances an individuals’ self-concept (Brammer et al.,
2007; Turker, 2009a).

An organization that engages in CSR activities can be regarded as a socially responsible
member of society (Brammer et al., 2007; Turker, 2009a) Belonging to this organization can
lead to a positive social identity and, therefore, enhances ones’ self-concept. When an
organization meets the needs for self-enhancement, employees will be committed towards this
organization (Brammer at al., 2007; Turker, 2009a). Performing internal CSR activities can
lead to a positive social identity, and therefore to commitment, in several ways. If an
organization engages in internal CSR practices, it can be assumed that the well-being of the
employees is taking care of. This will lead to a reputation of the firm as being a good employer.
A positive social identity can be derived from belonging to this organization. Belonging to this
organization will lead to a better self-image which will result in committed employees (Hofman
& Newman, 2014; Turker, 2009a). Besides, CSR activities targeted directly at the employees
can lead to a feeling of being respected and enhanced status in the organization (Farooq et al.,
2014). A positive social identity can also be derived from this, which will positively affect
organizational commitment.

Building on the previous elaboration, organizational commitment is the direct outcome of the
performed internal CSR policies. However, other scholars (e.g. Farooq et al., 2014; Kim et al.,
2010) build on social identity theory to explain the effects of CSR practices on organizational
identification. The internal CSR policies of an organization can be seen as a sign the
organization respects its employees. Therefore, the feeling of internal respect of the employees
will be enhanced. This will improve the self-image of an individual, which affects
organizational identification (Farooq et al., 2014; Hameed et al., 2016). Organizational
identification and organizational commitment are both concerned with psychological links
between employees and their organization (Farooq et al., 2014). However, organizational
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identification is more of an antecedent for organizational commitment (Pratt, 1998). Farooq et
al. (2014) and Kim et al. (2010) state that organizational identification is the first outcome of
internal CSR policies. Organizational identification, in turn, is positively related to
organizational commitment (Farooq et al., 2014, Kim et al., 2010).

2.4.2 Social exchange theory explaining the relationship between CSR policies and
organizational commitment
Apart from social identity theory, social exchange theory is also used in the literature in order
to explain the relationship between CSR practices and organizational commitment (e.g. Ali,
Nasruddin, & Lin, 2016; Farooq et al., 2014; Farooq, Farooq, & Cheffi, 2019; Mory et al.,
2016).
Studies which focus on social exchanges agree that relationships in the social context are
typically characterized by exchange processes. Within these exchange processes, individuals
trade resources with each other, but they always want the trade to be balanced. In other words,
individuals want to receive the same amount of resources as they give (Mory et al., 2016). CSR
activities have the ability to set in motion such exchange processes between employees and
their working organizations, and in turn, influence the behaviours of employees (Farooq et al.,
2014). CSR activities are regarded by employees as actions with the aim to improve the welfare
of their employees, albeit indirect through external CSR, or direct through internal CSR. In
order to reciprocate these actions aimed at improving their welfare, employees will respond
with favourable attitudes, such as organizational commitment. (Farooq et al., 2019). Or as Blau
(as cited in Farooq et al., 2014) states: “the establishment of exchange relations involves making
investments that constitute commitment to the other party.” (p.98). What is essential within the
social exchange theory is the rule of reciprocity, which can be seen as the underlying motive of
the social exchange process. This implies that one party provides a resource or benefit, and the
receiving party should respond by giving a benefit back (Farooq et al., 2014). Important here is
that the receiving end is more likely to reciprocate the favour when it is given voluntarily (Mory
et al., 2016). CSR comprises voluntary actions by definition, and therefore employees are likely
to reciprocate with favourable attitudes towards their organization. Applying this to the
organizational context, when organizations engage in CSR activities they try to improve the
welfare of their employees, and employees may feel the need to reciprocate these investments
with favourable work attitudes, such as organizational commitment (Mory et al., 2016). This
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Within this theory, there is a distinction between exchange processes with a restricted structure
of reciprocity, and exchange processes with a structure of generalized reciprocity (Farooq et al.,
2014). Within restricted exchange processes, two actors grant each other benefits directly. With
generalized exchange processes, both actors provide and receive a benefit. However, this does
not have to be from the same actor (Farooq et al., 2014). CSR activities invoke both types of
exchange processes. However, the focus here is on restricted exchange processes, because these
are set in motion through internal CSR activities (Farooq et al., 2014).

Social exchange theory is used to explain the relationship between internal CSR and
organizational commitment directly, or through other mechanisms. According to Turker
(2009a), people in organizations want their needs to be satisfied. Internal CSR practices have
the ability to fulfil these needs, and this can be interpreted as a benefit. In order to reciprocate,
employees will be more committed to their organizations (Mory et al., 2016). Additionally,
internal CSR activities show that the organization is caring now and in the future for the wellbeing of its employees (Farooq et al., 2014). This perception can lead to a feeling of trust in the
organization (Robinson, 1996). Farooq et al. (2014) and Farooq et al. (2019), regard
organizational trust as the first outcome of internal CSR policies. Organizational trust, in turn,
is an essential driver for organizational commitment (Farooq et al., 2014; Macky & Boxall,
2007).

2.5 Conceptual model
To visualize the expected relationship between the central concepts, which are discussed in this
chapter, a conceptual model is presented in figure 1. This section will discuss the presented
relationships figure 1. To begin with, this model is triggered by lacking commitment in the
public sector. Organizations can engage in different activities in order to foster organizational
commitment. One of these activities is CSR, and to be more specific, internal CSR.

As discussed in this chapter, internal CSR policies are expected to have a positive effect on
affective organizational commitment. The upper part of the conceptual model follows the line
of reasoning according to the social identity theory. Internal CSR policies can be directly linked
to affective organizational commitment, or it can be linked to commitment through
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organizational identification. The lower part follows the line of reasoning according to social
exchange theory. Internal CSR polices can, again, be directly linked to affective organizational
commitment, or through organizational trust. However, the expected relations are derived from
studies which are conducted in private sector organizations. The circle around the boxes depicts
the public sector, characterized by factors which might negatively influence affective
organizational commitment. These factors are also incorporated into the model. It remains
unclear how and why internal CSR policies relate to organizational commitment in the public
sector. The question marks on the arrows depict this unclarity.

Figure 1: Conceptual model
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3. Methods
In this chapter, the methodological approach of the conducted study will be discussed. This will
be done by discussing the chosen research strategy, giving a case description, providing an
operationalization of the central concepts, discussing the methods for data collection and
analysis. Hereafter, the quality of this research will be discussed. Finally, a research ethics
section is included to elaborate on the ethical considerations made in this research.

3.1 Research strategy
In order to find a satisfying answer to the research question, as formulated in the introductory
chapter, a qualitative research approach is adopted. Qualitative research is concerned with
understanding complex issues within social reality (Bleijenbergh, 2015; Yin, 2014). This form
of research is suited when one aims to get a thorough understanding of how people experience
a situation. Besides, it also takes into account the context of certain situations (Bleijenbergh,
2015). Qualitative research is suited for studying a phenomenon in-depth, whereas quantitative
research is more concerned with studying particular phenomenon in width (Bleijenbergh,
2015). This study aims to get a deep understanding of how and why CSR policies can influence
organizational commitment. It is not so much concerned with how strong specific relationships
are, but more how different concepts relate to each other. According to Bleijenbergh (2015), a
qualitative research method is most suited for this, since its’ strength is to make general claims
on the correlation between concepts.

Moreover, this study adopts an abductive line of reasoning. With abductive research, existing
theory and collected data are used in combination (Gioia, Corley, & Hamilton, 2013). The
previous chapter, which elaborates on existing theories about the central concepts of this study,
provides some direction into how the concepts could be operationalized and how they might
relate to each other. However, this study also adopts an open outlook to discover new and
interesting findings in the data. In the current study, this open outlook is beneficial, because
organizational commitment is less researched in the public sector, and therefore theory might
not capture everything. Moreover, given that this study aims to contribute to existing literature,
an open outlook is useful, since new patterns can become apparent.
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A great variety of qualitative research types exist, but within the current study, a case study
approach is adopted to find a satisfying answer on the formulated research question. Yin (2014)
defines a case study as: “an empirical inquiry that investigates a contemporary phenomenon in
depth and within its real-world context, especially when the boundaries between phenomenon
and context may not be clearly evident.” (p.16). Case study research is most useful when the
research question is concerned with how and why particular concepts are related to each other,
as is this case within the current study. To be more specific, a multiple case study is conducted,
since data is collected at two different locations.

3.2 Case description
The data, needed in order to answer the research question and accomplish the aim of this study,
has been collected at multiple school sites which are all located in the Netherlands. These
different locations are part of the same overarching organization. There are different locations
within this overarching organization, which educate at different levels. All the locations are
specialized in educating about the green/agricultural sector. The overarching organization has
set out some main guidelines about their CSR policies, but these are not centrally implemented.
This might imply that CSR activities are pursued generally in the same manner, but differences
between the different locations might occur.

These cases are relevant to the current study in multiple ways. In the introductory chapter it
became clear that this research focuses on organizational commitment within the public sector.
Schools are a compelling case for this study, because it can be assumed that some, if not all, of
the characteristics of the public sector which might hinder organizational commitment are
present here. Secondly, these cases are interesting since CSR is not centrally implemented. This
implies, despite the general overarching guidelines, different locations might perform CSR
activities differently. This should contribute to gaining a better understanding of the relationship
between CSR policies and organizational commitment, compared to locations which all
perform CSR policies in the same manner.

In sum, two different schools were selected as cases for this study. Both schools are located in
the same region, to account for possible cultural differences which might influence
organizational behaviours, such as organizational commitment (Kirkman & Shapiro, 2001).
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3.3 Operationalization
In order to gather the required information about the central concepts, they needed to be
operationalized. The concepts needed to be operationalized were internal CSR, affective
organizational commitment and public sector characteristics.
Internal CSR is defined in chapter two as “the policy and practices of an organization that are
related to the psychological well-being of its employees.” (Hameed et al., 2016, p.2). However,
not only psychological well-being matters, since Ali et al. (2016) and Mory et al. (2016) also
stress the importance of physical safety. Therefore, internal CSR is operationally defined in this
study as, the policy and practices of an organization that are related to the well-being of its
employees. Based on the work of Mory et al. (2016), internal CSR is subdivided into three
separate dimensions, namely skills development, working environment and work-life balance.
These were the dimensions which seemed most relevant for internal CSR (Mory et al., 2016).
The indicators are based, again, on the work of Mory et al. (2016), complemented by Turker
(2009b) who developed a scale on how to measure CSR.

In chapter two, different definitions of affective organizational commitment were given. In this
study, affective organizational commitment is operationally defined, based on Allen and Meyer
(1990) and Su, Baird, and Blair (2009), as an employee’s attachment to and involvement in an
organization. An employee’s attachment has to deal more with the emotional bond an employee
has with its organization, whilst involvement refers more to the willingness and effort of the
employee to assist in reaching the organization’s goals. Identification, which was incorporated
in the theoretical definition of Allen and Meyer (1990), is left out in the operational definition,
since some scholars regard this as a mediating factor between a firms’ CSR policies and
organizational commitment (Farooq et al., 2014; Kim et al., 2010). In line with the previous
explanation, affective organizational commitment is operationalized into two separate
dimensions, namely attachment and involvement. Attachment to the organization is further
operationalized into a sense of belonging, intention to stay and loyalty, based on the work of
Allen and Meyer (1990) and Mowday, Porter, and Steers (1979). Involvement in the
organization is further operationalized into proactivity, performing additional tasks, and caring
for the fate of the organization. This was done based on the work of Allen and Meyer (1990)
and Mowday et al. (1979).

22

In the previous chapter, the challenges of fostering organizational commitment in the public
sector were discussed. Several characteristics which are typical for the public sector are
presumed to have a negative influence on organizational commitment. These characteristics are
also incorporated in the operationalization. The associated feelings with these characteristics
are not operationalized as well as the relationship between the concepts, since this should
emerge out of the data. The operationalization of the deductive concepts is depicted in table 1
– operationalization.

Central concept

Dimension

Indicator

Internal CSR

Skills development

Stimulating to develop
Providing opportunities to develop
Secure quality of provided options

Working environment

Physical safety
Psychological safety
Health standards

Work-life balance

Flexibility
Working hours
Work pressure

Affective organizational

Attachment

commitment

Sense of belonging
Intention to stay
Loyalty

Involvement

Additional tasks
Proactivity
Caring for the success of the
organization

Public sector

Hierarchy

characteristics

Red-tape
Lack of goal clarity

Table 1: Operationalization
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3.4 Data collection
The data has been collected by conducting semi-structured interviews. Formulating questions
in an open-ended manner is of the essence within this type of interview technique. This is
important, because respondents can formulate their own answers according to their own
thoughts (Bleijenbergh, 2015). The structure of the interview format is partly determined prior
to the interviews, which gives a clear structure to the interview. Another advantage of this
method is that different respondents are asked more or less the same questions. However, not
everything is determined in advance. With semi-structured interviews, there is room for asking
follow-up questions to get a deeper understanding of certain phenomenon (Bleijenbergh, 2015).
This method of interviewing suits the current research, given its abductive approach. On the
one hand, the theory is used to formulate certain questions, and on the other hand, the answers
of the respondents might be the input for follow-up questions. In other words, theory and data
can be combined in this interviewing technique, which is essential in abductive research.

Some of the interviews were conducted face-to-face at the schools. However, some of the
interviews were conducted by using Skype or Microsoft Teams. Due to the corona virus, some
participants preferred not to meet each other in person, and therefore they preferred a video call.
Both Skype and Microsoft Teams provided the opportunity for audio interviewing, as well as
being able to see each other on video. Nowadays, our interactions on the Internet are very
aligned with how we interact in real-life situations (Sullivan, 2012). This way of interviewing
is, therefore, comparable to face-to-face interviews. Moreover, through video interviewing nonverbal communication cues can still be interpreted by the researcher (Sullivan, 2012).
The interview protocol, which is included in Appendix A – Interview protocol English and
Appendix B – Interview protocol Dutch, was based on the operationalization displayed in table
1 - operationalization. First, the concept of internal CSR was discussed with the interviewees.
Questions were asked about how they perceived their organization as engaging in internal CSR
policies. Moreover, attention will be given to what kind of feelings these performed internal
CSR policies evoke with the interviewees. Hereafter, questions about affective organizational
commitment were asked. Not only the actual status of their organizational commitment was
discussed, but also important factors which might influence it. In doing this, the influence of
internal CSR policies on organizational commitment could become apparent, as well as other
important factors. Finally, the context of the public sector was discussed, with special attention
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to what feelings this context evoked, in order to determine if it relates to their feelings of
affective organizational commitment. The public sector context was discussed using the three
characteristics included in the operationalization. However, room was left to discuss other
contextual factors which might pop up during the interview and are seemingly relevant in the
context of this study.

The interviews were conducted with eight different employees, working at two different
locations. All of the interviewees have the job title of being a teacher. An overview of the
interviewees is given in table 2 – interviewees, along with the duration of the conducted
interview. It was useful to conduct interviews with people who have the same job description,
since many antecedents can be found for organizational commitment (Meyer et al., 2002).
Because they have the same function, it can be assumed that factors which are inherent to their
jobs and might affect organizational commitment are the same for each interviewee. This
number of interviews is assumed to provide an in-depth understanding of how and why CSR
policies influence organizational commitment.

Interviewee

Location

Duration of interview

Interviewee 1 – Jan

Location X

1:03:29

Interviewee 2 – Hans

Location X

1:03:29

Interviewee 3 – Frank

Location X

1:05:39

Interviewee 4 - Laura

Location X

1:00:38

Interviewee 5 – Mark

Location Y

1:04:54

Interviewee 6 – Jaap

Location Y

1:00:29

Interviewee 7 – Peter

Location Y

0:52:19

Interviewee 8 – Menno

Location Y

0:52:58

Table 2: Interviewees
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3.5 Data analysis
After conducting the interviews, transcripts of the recordings were made in Dutch. Every
spoken word was transcribed, but pauses and hesitations are not incorporated into the
transcripts, in order to simplify the process. Because every spoken word is transcribed, there is
no loss of essential data. Transcribing the interviews is the first important step in the process of
data analysis. After transcribing the interviews, the transcripts have been coded by the
researcher. The coding process is done with the use of template analysis. Template analysis is
a method which provides the researcher with a clear sense of structure during the coding
process, but also provides the needed flexibility to adjust the codes during the process, to fit
better with the particular study (King, 2012). This approach is, for instance, flexible with regard
to the levels of coding, as it does not prescribe a fixed number of coding levels (King, 2012).
Template analysis allows deriving codes from the theory in combination with adding codes or
altering these theoretical codes. This approach is chosen given the abductive nature of this
study.

What is central to this approach for data analysis is the use of an initial template, which can be
found in Appendix C – Initial template. This initial template is based on the operationalization
as depicted in table 1 – operationalization. All the transcripts were first coded in an open
manner, with the initial template in mind. Fragments of the transcripts were labelled with codes
already on the template or with new open codes when the existing codes did not suffice. These
new open codes were added to the existing initial template. In doing this, the initial template
was continually modified and adjusted. Once the initial template was adjusted, it was reapplied
to the transcripts for another round of coding. If needed, the template was modified again. This
process continued until all the interviews were coded with the most recent template and altering
the template had no further use. Eventually, the emerged open codes which related to each other
were grouped together in already existing (sub-)themes, or new (sub-)themes emerged. This
process resulted in the final template, which is displayed in Appendix D – Final template. On
the final template, the deductive codes are displayed in black fond, whereas the inductive codes
are displayed in a blue fond. In Appendix E – Codebook, a codebook is presented, in order to
give an indication which exemplary quotes correspond with the codes.

To give more insight into the coding process, an example will be given here. The literature
provided the researcher with some insight into which public sector characteristics could be
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related to organizational commitment. These characteristics were discussed, but the researcher
also asked for other characteristics which might influence organizational commitment. This
resulted in several open codes, which after analysing them, could be grouped into the codes
‘not having career possibilities’ and ‘public opinion’. These codes were later grouped under
the theme of public sector characteristics. Other open codes were grouped together under, for
instance, the codes of ‘not being able to make own decisions’ and ‘slow decision making’.
These codes were all related to associations with hierarchy and are therefore grouped under this
sub-theme.

3.6 Quality of the research
In this section, the quality of this study will be assessed in light of different quality criteria.
Qualitative research should not be assessed by using the same quality criteria as used in
quantitative research (Symon & Cassell, 2012). Important to state is that the current research
adopts a social constructivist research perspective. This entails that the social reality is not to
be objectively known, but is formed subjectively (Bleijenbergh, 2015; Symon & Cassell, 2012).
Guba and Lincoln (1989) derived a list with criteria for assessing qualitative research which
adopts the constructivist perspective. These quality criteria are credibility, transferability,
dependability and confirmability (Guba & Lincoln, 1989).

Credibility is concerned with correctly capturing the constructed reality of the respondents.
Whereas internal validity is concerned with getting the best fit between reality and
interpretation, credibility acknowledges the fact that reality is socially constructed, and might
be different for each respondent (Symon & Cassell, 2012). High credibility is tried to be
accomplished through member checking. All the interview transcripts were sent to the
interviewees so they could check them. In this way, they were able to make sure the transcripts
correctly captured their views. Moreover, a fellow student occasionally provided feedback for
the researcher, which gave the opportunity to check the interpretation of the researcher.

Transferability entails that it is clear to what other contexts the results of a study can be
transferred to. This is important, especially since qualitative research is hard to generalize to all
other contexts (Symon & Cassell, 2012). Transferability within this research is ensured by
giving a vast number of details about the specific research case. First of all, the sector, in which
this study has been conducted, has been described in the introductory chapter and chapter two.
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Additionally, a case description has been included in the current chapter. This should lead to a
clear understanding of what other contexts the findings of this research can apply to. Apart from
describing the sector in chapter 2, the results section elaborates as well on the specific context
in which this study took place.
Dependability entails “demonstrating how methodological changes and shifts in constructions
have been captured and made available for evaluation.” (Guba & Lincoln, 1989, p.242) This is
captured by clearly outlining the methodological choices made in the current study, so it
becomes possible to get a clear understanding of how the research was conducted. Additionally,
by making use of both an initial and final template, the development of the central concepts of
this study can be followed.

Confirmability entails that it is clear how the data is collected, and ultimately transformed in
the final findings (Symon & Cassell, 2012). Confirmability is ensured through giving an
extensive description of how the data is collected and by describing what methods were used
for data analysis. Moreover, the included interview protocol, included in Appendix A –
Interview protocol English and Appendix B – Interview protocol Dutch, provides additional
information on how the data is collected. Furthermore, the codebook, which is displayed in
Appendix E – Codebook, gives insight into how the data is analysed and resulted in the findings.

3.7 Research ethics
An important aspect of conducting research has to deal with research ethics. This especially
holds for research with personalized data, as is the case in this study. In this section, the ethical
considerations made by the researcher will be elaborated on.

To begin with, each interviewee participated voluntarily in this research and was not obliged
by their manager to participate. Moreover, they were informed about the purpose of the study
and what was to be expected of them. Apart from the purpose of the study, the participants were
also informed about the issue of anonymity. Before actually conducting the interview, each
respondent was asked for their permission in order to record the interview. Also, their
permission was asked with regard to using their personal data within this study. Respondents
were given the possibility to withdraw from the study at any time, even after conducting the
interview. Another choice made, concerning the research ethics, is to conduct the face-to-face
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interviews in a closed room with no other person being present. This should help the participant
feel comfortable and therefore having the opportunity to speak freely. Unfortunately, during
the online interviews, the researcher could not ensure this.

After conducting the interviews, they were transcribed in Dutch. In order to guarantee the
anonymity of the respondents, their names were changed into fictional persons. Additionally,
other cues that could be traced back to the respondent are not included in the final research
report. Also, the organization itself is changed into a pseudonym to maintain their anonymity.
After transcribing the interviews, each respondent received a copy of the transcript, with the
question if they want to make any adjustments. This is done in order to make sure the
respondents know what personal data was used in the research process, and to check if their
thoughts were captured correctly by the researcher. Besides the researcher, only the examiners
have the opportunity to look at the transcripts since this might be needed in the grading process.
This further ensures the privacy of the respondents.
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4. Results
In this chapter, the results of this study will be presented. The structuring of this chapter is done
according to the research question, which was central throughout this research. The first
paragraph will elaborate on the concerning the conducted internal CSR activities. Hereafter, the
level of affective organizational commitment, as exhibited by the interviewees, and the
influence of internal CSR activities on this will be discussed. At last, the results concerning the
influence of the public sector on affective organizational commitment will be presented.

4.1 Internal CSR policies and how they are conducted
Chapter two of this research report elaborates on the concept of internal CSR. Only three
internal CSR activities are incorporated in this study. The following internal CSR activities
were discussed during the interviews: skills development, working environment and work-life
balance. The following paragraphs will discuss how the interviewed teachers experienced their
organization as engaging in these activities.

4.1.1 Skills development
Skills development as an internal CSR activity is defined as “the extent to which the individual
skills of the employees are promoted through the organization.” (Mory et al., 2016, p.1397). It
is associated with providing employees with opportunities to develop, stimulating employees
to develop their skills and ensuring a good quality of the provided opportunities to develop their
skills.

The interviewed teachers indicated to have multiple options, which their organization provides,
in order to enhance their skills and capabilities. They indicated they could follow different kinds
of workshops, web-based seminars and in-house training. These provided options covered all
kinds of themes and topics. Moreover, employees have the opportunity to follow a complete
educational program, partly funded by their organization. Besides paying for this educational
program, the interviewees mentioned that the organization provided time in order to study for
this educational program. Next to these opportunities to develop their skills as described above,
which are not directly part of their everyday activities, the teachers interviewed indicated that
their jobs in itself are challenging. Therefore they felt like they developed their skills on the job
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as well. Because there are a lot of options available, every employee has the opportunity to
develop their skills in a way that suits them best, as Laura, for example describes.
“Everything you can think of. I am following a two years master’s program which the school is partly
paying for. I know there are people who are following a small part of this master’s program. I know
there are people who are more practically oriented and who are following training in that way. Or only
one training evening. The options are really diverse. It depends on what the individual wants and need
are” (Laura, interview 4)

Moreover, what can be concluded from the interviews is that most of the interviewed teachers
perceive their organization as actively stimulating employees to develop their skills further and
further. In order to do this they schedule yearly meetings which are focused on stressing the
importance of development and by asking how and what the employees would like to improve
for themselves. Additionally, employees are personally asked to engage in activities with the
aim to develop their skills. During the analysis of the conducted interviews, it became apparent
that employees value stimulation on the side of the organization. However, they also
acknowledge the fact that it is important to take the initiative themselves if they want to develop
their skills, as is mentioned by Hans, for example.
“I think they are stimulating us in a good way. But I always think the only one who can take care of you
is yourself. That is what I teach my students and my children. So if you really want to do something,
you have to initiate it yourself.” (Hans, interview 2)

Interesting to mention is that all the interviewees indicated there are many options to develop
their skills, some feel like they do not feel like participating in this, since the organization is
holding back, as Frank for instance mentions.
“At the moment that you think I want to go there, well now it is all cancelled, but if you want
to follow a particular seminar or something, there is always a bit of a hesitant reaction. (…)
The threshold of doing something is getting higher and higher.” (Frank, interview 3)

However, although the interviewees feel like they have many opportunities to develop
themselves, the quality of these opportunities is not always perceived as high. Whereas some
interviewees, like Jan and Mark, think the quality is fine, others thought the quality of these
provided options is rather low and could be increased. This is due to several reasons, such as
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no enthusiastic instructors and providing training with non-interesting topics. Furthermore, the
organization does not evaluate after training and workshops what the quality was, and therefore
no improvements are made. Another interesting finding is that the quality is not perceived as
optimal, because no overall plan can be detected, as Jaap mentions.
“But what I already said, one time in a training I do this and the other time I do that. So there is not
really a sequence or a plan there.” (Jaap, interview 6)

4.1.2 Working environment
Ensuring a working environment which can be labelled as socially responsible, is a working
environment that deals with “the issues of health and safety at work.” (Mory et al., 2016,
p.1397) . As can be seen in the operationalization in table 1 - operationalization, it is about
ensuring physical safety, psychological safety, and health standards.

What can be concluded from the interviews, is that all of the teachers interviewed perceived
their working environment as being physically safe. This physical safety was felt with regard
to multiple aspects, namely safety relative to working with students and safety concerning the
actual working place as a location. They mentioned they never felt threatened by any of their
students or that a situation might get out of control. Moreover, concerning the building, they all
felt this was a safe place to work. Furthermore, the interviewed teachers perceived their
organizations as actively engaging in activities to improve or maintain this feeling of physical
safety.
“But if we are talking about the safety with regard to the students, then I have never felt not safe here.”
(Jan, interview 1)
“It is captured in the policy of the company. (…) In that way the organization consciously creates a safe
situation to work in.” (Mark, interview 5)

Besides physical safety in the workplace, a feeling of psychological safety is also of crucial
importance for a socially responsible working environment. Psychological safety is concerned
with feeling comfortable in the workplace, without any psychological hazards being present
there (Mory et al., 2016). What became clear out of the interviews, is that the atmosphere in the
workplace is associated with the feeling of psychological safety. Most of the teachers
interviewed experienced their working environment to be psychologically safe. From their
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experiences, they do not encounter incidents of bullying or intimidation. Moreover, they felt
like they could say what they were thinking at any given time, to any person. From the
experiences of the teachers, it can be concluded that the bond with colleagues is experienced as
pleasant. What is interesting to note is that this feeling of psychological safety evolved during
time. Both Laura and Frank mention there was a breach in their feeling of psychological safety
in the past. However, actions were taken by the organization to restore this feeling of
psychological safety. Some of the interviewed teachers experienced their working environment
as not being psychological safe, as Menno, for instance mentioned.
“People are afraid to say things honestly, that is something that plays a big role in our organization.”
(Menno, interview 8)

When discussing the extent to which the interviewed teachers experience their workplace as
complying to health standards and their company engaging in active health stimulation, these
experiences tend to be positive. What can be concluded from the interviews is that the
organizations aim to ensure the health of the employees in multiple ways. Firstly, the teachers
indicated they have the opportunity to visit an occupational physician every once in a while, in
order to check their health. Secondly, regularly checks are held to see if their workplace
complies to the health standards. If not, the teachers indicated they have the opportunity to
adjust their workplace in order to meet these health standards. Other measures taken by the
organizations aimed at health stimulation, according to the stories of the interviewed teachers,
are providing healthy food and prohibiting smoking at the terrain. Although the general feeling
of the teachers with regard to health stimulation is positive, they would like to see some things
differently. Some indicate that a lot is possible with regard to health stimulation, but they would
prefer their organization to be more proactive in stimulating the health of some employees in
the workplace.

4.1.3 Work-life balance
Ensuring a good work-life balance for employees is also an essential internal CSR activity, and
is concerned with “all efforts of the organization that contribute to the fact that employees’
leisure time and family life does not come into conflict with work and, thus, a good balance is
ensured for each individual.” (Mory et al., 2016, p.1398). Providing employees with a good
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work-life balance translates itself into offering employees flexibility, reasonable working hours
and making sure they do not suffer from work pressure.

Throughout the interviews, it became clear that the interviewees experienced a reasonable
degree of flexibility offered by the organizations. According to the stories of the interviewed
teachers, this flexibility was offered in multiple ways. To start with, the teachers indicated they
have the opportunity to work part-time. This is possible when one starts working at the
organization, but also after some time when the employee desires this. Jan, who works parttime, sees this is convenient, since this allows him the opportunity to combine his working-life
with his private life.
“Me, myself, am working 4 days a week, so I have a standard day off in the week. This is very
convenient. For me this is very convenient, since this is the day, for instance, we can do our weakly
groceries.” (Jan, interview 1)

Secondly, the employees are allowed to work from home, which makes it easier to combine
their working life with their private life. Additionally, there are options to take unpaid leave
and parental leave when a child is born. Next to these more formal and fixed flexible
procedures, most of the interviewed teachers experienced their organizations provided ad hoc
flexibility. This translated itself in, for instance, being able to leave a couple of hours early for
private matters. However, not all teachers experienced this, since Menno mentioned he could
not make a doctor’s appointment, because he was not able to leave early for work.

In order to keep the right balance between your working and private life, it is crucial that the
working hours offer a chance to combine these two. Throughout the interviews, it became clear
the teachers feel like their working hours are fine, and thus enables them to maintain a good
balance between work and private life. They do not feel like they have to work overtime or
spend such amounts of time at work, which make it not possible to maintain this balance.
However, an often reoccurring theme was that this might differ from period to period, since the
amount of work differs throughout the year. What can be concluded here, is that the offered
flexibility by the organization also translates itself into the working hours, according to Frank
and Laura.
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“Within my team you have the ability, as far as your schedule allows it, to use your working hours in a
flexible way. If you are here at 8 o’clock in the morning or 7.30 and at 3 o’clock you leave, to, for
instance, pick up your kids, or you want to have a work out like I often do. Alternatively, if you are here
at 9 o’clock in the morning because your first class starts at 9.15, but you stay here till 5 in the
evening, you can decide it for yourself.” (Frank, interview 3)
“Other possibilities are, the working hours apart from your schedule, these can be used flexibly. If you
work better in the morning and you start at 7 in the morning and you leave at 3. There is nobody who is
going to say something about it. If you are here at 9 and you stay till 6 or 7, it is fine as well.” (Laura,
interview 4)

When discussing the extent to which the interviewees experienced work pressure, it can be
concluded that they do not experience high levels of work pressure. Therefore, it can be
assumed they did not suffer from this whilst at home, endangering their work-life balance. An
important associated theme related to work pressure was the experienced workload. The
teachers interviewed indicated their workload was not very high, which resulted in low levels
of work pressure. However, again, it became apparent that this might be different throughout
the year, since the number of activities to be performed are time-bound. Furthermore, Mark
mentions that when one has trouble with maintaining a good balance, the organization tries to
support the employee in the best possible way.

In general, the teachers interviewed in this study were satisfied with their work-life balance. An
interesting finding here is that although they recognize the effort their organizations put into
maintaining this balance, it is also personally bound. They regard work-pressure, for instance,
as something psychological which everyone experiences differently. Therefore, they regard
their good work-life balance as something which is not only accomplished by the organizations,
but also because of their own efforts.
“Yes, I am busy. But it differs from time to time. Sometimes you are extremely busy for 2 months. Now
with the intake meetings of new students, parents who have questions. Yes, then you are busy. But
pressure is something you make yourself. It depends on how you cope with it. I do not take my work
home, home is home.” (Jaap, interview 6)
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4.2 Affective organizational commitment and influencing factors
Affective organizational commitment, which is elaborated on in chapter two of this research
report, was discussed during the interviews through the themes attachment to the organization
and involvement in the organization. Attachment to the organization has to deal with the
emotional bond an employee has with its working organization. Employees who are attached
to an organization would like to keep working there, feel a strong sense of belonging and are
loyal towards their organization. Involvement in the organization refers more to the willingness
and effort of the employee to assist in reaching the organization’s goals. Involvement is
associated with performing additional tasks, being proactive for the sake of the organization
and being concerned with the success of the organization. In the subsequent paragraphs, the
results concerning these themes will be presented, as well as the influence of the
aforementioned internal CSR policies on it.

4.2.1 How internal CSR policies relate to the attachment to the organization
Throughout the interviews, it became clear that most of the interviewees felt a strong desire to
remain working for their organization. What is interesting, is that some of the interviewees had
left the organization in the past, to come back working for it now. This indicates that most of
the interviewees not only feel a desire to stay at this moment, but they had the desire to come
back in the past. The interviewees listed several factors which affected their desire to stay, or
their desire to come back. One of the things found to be of importance in determining the
intention of employees to stay at their current organization has to deal with the extent to which
the organization is engaged in promoting and improving the skills of their employees.
According to the stories of the teachers, the multiple options provided by the organization aimed
at improving the skills and capabilities of their employees is regarded as pleasant. Moreover,
the extent to which the employees perceive their organization as actively stimulating them to
develop their skills also had a positive effect on their intention to stay at the organization. Peter,
for instance, mentioned he was looking for other jobs since he did not feel he was challenged
enough, but now this has changed, he would like to keep working at the organization.
“It seemed like I was getting bored, and I did mention something about applying for another job, but I
think that shocked them. So now I am stimulated to develop, and that feels pleasant, that I have the
opportunities to develop now. That is why I am happier now working here.” (Peter, interview 7)
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Furthermore, besides the feeling of being able to develop their skills, the interviewees indicated
that how their working environment is arranged, also affects their intention to stay at the
organization, as well as their desire to come back there. Although the perceived physically safe
working environment and complying to health standards have proven to be important in
determining their intention to stay, throughout the interviews it became clear that a feeling of
psychological safety is more often related to their intention to stay and desire to come back at
their organization. Hans, for instance, mentions that the atmosphere at his organization is so
good and that is why he would like to keep working there. It is his belief that other schools
cannot compete with his organization when it comes to the atmosphere. The atmosphere, as
mentioned before, is related to the psychological safety. Moreover, the actions taken by the
organization in order to ensure a good balance between their working and private life also
contributed to their intention to stay at the organization.

An interesting finding is that not all of the interviewed teachers have the intention to stay at
their current organization. When looking into the factors which might cause this feeling, it is
interesting to note that the same factors are mentioned which positively relate to their intention
to stay at the organization, but in a reverse way. For example, if one does not feel like the
organization is promoting them to develop their skills, or even hindering them in their
development, it can lead to a desire to leave the organization. Moreover, with regard to the
created working environment, it became clear that a feeling of psychological unsafety initiates
a feeling of preferring to leave the organization. Laura, for instance, mentions the following:
“It is also the way our management team is built. With the team leaders and the director, what kinds of
persons they are, and how they work together. Moreover, also what my role would be in it. How I
would feel in this situation, is not what I want. Therefore I do not want to do it here.” (Laura,
interview 4)

Upon discussing the extent to which the interviewees felt a sense of belonging at their current
organization, most of them indicated they did feel a strong sense of belonging. They felt happy
working for their organization. Metaphors like it feels like my second family, and it feels like
coming home were mentioned by several interviewees, which all indicate a strong sense of
belonging.
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“It is always dangerous to say it is like my second home because it is not, and my second family, but it
kind of feels like it.” (Jan, interview 1)
“It has been like this for years, and it is like, it feels like one big family. We do not visit each other’s
birthdays, but it does feel like family.” (Hans, interview 2)

Throughout the interviews, it appeared that several reasons could be identified affecting this
sense of belonging at the organization. According to the stories of the interviewees, this sense
of belonging is related to the way the organizations promotes the skills development of their
employees. Laura, for instance, mentioned that the opportunities provided by the organization
in order to develop her skills leads to a feeling of happiness.
“I like new things, it is for a reason I am following a study in educational innovation. That is what I
like. Doing new things like that, that is what makes me happy.” (Laura, interview 4)

How the interviewed teachers experienced their working environment, has proven to be another
critical factor which influences their sense of belonging to the organization. Especially their
positive perception of the psychological safety accompanied by a comfortable atmosphere was
related in a positive sense to their sense of belonging. Additionally, the activities initiated by
the organization in order to improve the health conditions of the employees affected their sense
of belonging. What became clear is that the interviewees felt grateful for this, and therefore felt
happy to work for their organizations. However, throughout the interviews, it appeared this
sense of belonging is not exhibited by all of the interviewees. Again, just as with the intention
to stay at the organization, it appeared a lack of the presence of the factors contributing to a
strong sense of belonging caused this sense of belonging not being present with all the
interviewees.

When discussing the extent to which the interviewed teachers felt they were loyal to their
organizations, which is more profound than merely an intention to stay there, it can be
concluded most of the interviewees feel loyal to their organizations. However, during the
interviews, it did not become entirely clear what caused this. A reoccurring theme related to
their feeling of loyalty is that it is related to their character. Multiple interviewees mentioned
they think it is important for any person to be loyal, and that they are loyal to almost anything
they do.
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4.2.2 How internal CSR policies relate to the involvement in the organization
Throughout the interviews, it became clear that most of the interviewees perceived themselves
as engaging in performing additional tasks. Interesting here is that they do not only perform
additional tasks but also work additional hours in order to complete these. This implies that
involvement does not only shows itself through performing additional tasks, but also through
working additional hours. These two themes go hand in hand, as Peter, for instance, mentions.
“I perform a lot of marketing tasks and in the months October, November, December until February
actually, is that associated with working hours late in de evening. I have to go to an education market or
I have to go to an elementary school in order to give a presentation. Or organize an inhouse day. Well,
in these months you are very busy.” (Peter, interview 7)

The interviewed teachers take on activities which are outside of their task description, due to
several reasons. First of all, when looking at factors which can be traced back to the internal
CSR activities initiated by the organization, stimulating employees to develop their skills can
translate itself in performing additional tasks. One of the interviewees mentioned he was
approached by his organization to take on additional tasks, because they recognized he was
capable of doing more challenging work. In this way, he was stimulated to develop his skills,
but at the same time, this resulted in performing additional tasks. Second of all, it appeared that
the provided flexibility of the organization is related in a positive sense to performing additional
tasks and working additional hours. Because of the provided flexibility, which improves the
work-life balance of the employees, they are more willing to put in extra effort whenever this
is needed. Hans mentions he does not look at working hours and is happy to perform additional
tasks, since he is granted the flexibility to maintain a good balance between his working and
private life.
“Tomorrow morning at 9 o’clock I am at the barbershop. Which is normally a time I should be working.
(…) But I do also work in the evening. I also work in the weekends. That is what I do. So in that way, I
do not look so much at the worked hours.” (Hans, interview 2)
“They know that if I say I will not be there, I will not be there. That is not meant in an arrogant way.
But the other way around, if they need anything from me, doesn’t matter what, I will never say no.“
(Hans, interview 2)

Throughout the interviews, other factors which are not so much related to the internal CSR
policies, were found to be essential motives to take on additional tasks. First of all, the teachers
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indicated that taking on additional tasks is challenging for them, and they liked to challenge
themselves. If they succeed in this, it leads to a sense of fulfilment. Moreover, helping out
colleagues is another motive to take on extra tasks.

When discussing the extent to which the interviewed teachers perceived themselves as being
proactive, they indicated they are displaying levels of proactiveness due to several underlying
reasons. To start with, one of the reasons for being proactive, according to the interviewees, has
to do with their working environment. To be more specific, it has to deal with the feeling of
psychological safety. This feeling of psychological safety leads to a feeling of being able to
speak your mind. Mark, for instance, indicates that when you do not agree with the course of
action pursued, there is room to argue with this, and hence being proactive. Secondly, another
reason for being proactive, according to the interviewees, has to do with personal
characteristics. It is something that comes from within the individual, without other factors
affecting it, as Laura, for instance, mentions.
“ It is not only because of my master, I have always been proactive. That is why I do it hahaha.” (Laura,
interview 4)

A noteworthy finding, with regard to performing additional tasks and being proactive, is that
these behaviours are very much appreciated by the organizations. When one wants the best for
the organization and is willing to put in extra effort, the organization is inclined to reward those
employees with more flexibility and providing them with extra opportunities to develop their
skills, according to the stories of the interviewees. This is especially interesting, since it is stated
above that these behaviours can be driven by, in turn, promoting skills development and
providing flexibility in order to ensure a good work-life balance.

Furthermore, concerning the extent to which the interviewees are concerned with the success
of the organization, it became clear they did not only think about the current operations of the
organization, but also about the future operations of the organization. Some of the interviewees
were concerned about the success of the organization since they like working there. What has
proven to be an important factor influencing their concerns for the success of the organization,
has to do with their commitment towards the students. Their concerns for the well-being of the
student can not only be related to their concerns for the success of the organization, but also to
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performing additional tasks, working additional hours and being proactive. Laura, for example,
mentions the following:
“I think that the people who are working in the educational sector a special kind of person is. They are
human-focused and they have the intrinsic motivation to help the student, or children in elementary
school, in any possible way during their development. (…) People are so committed to their students
they will not let things go wrong because the student will be affected by this. Therefore teachers will fix
these problems in their own time.” (Laura, interview 4)

Moreover, if something in the organization is not going in the best possible way according to
the interviewees, they come with new suggestions in order to make it better which has affects
the well-being of the students. At last, their concerns for the success of the organization is also
related to their feelings of wanting the best for their students. It is their belief that the students
attach a lot of value to the provided educational program at their school. Therefore the
interviewed teachers want the organization to be successful, since this benefits the students.

4.2.3 How internal CSR policies indirectly relate to affective organizational commitment
Throughout the stories of the interviewed teachers, it became apparent that internal CSR
activities also have the ability to influence affective organizational commitment indirectly. To
begin with, it became clear that a feeling of being respected by the organization was mentioned
often by the interviewees as something which influenced their level of affective organizational
commitment. The interviewed teachers mentioned that this feeling of respect leads to a
comfortable feeling working for the organization. Moreover, the signals that the organization
respects them leads to them working harder, more work pleasure and an intention to remain
with the organization, according to their stories. The interviewees mentioned that they receive
much appreciation from their working organizations. This, in turn, can be interpreted as a sign
of being respected. This appreciation was shown in multiple ways, as Mark mentions here.
“That sign of appreciation for instance, well in this corona crisis, in the beginning it was quite
demanding since we had to figure out how to work with word online, among other things. Well, through
the mail we received gifts such as gift cards and other small things. It is not worth much financially, but
it is a sign they think of you. We appreciate what you do for us.” (Mark, interview 5)
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One of the ways the organization shows they respect their employees, according to the stories
of the interviewed teachers, is through the initiated internal CSR policies of the organization.
For instance, being able to develop your skills because of actions initiated by the organization
is interpreted as a sign of respect by the interviewees. When the working environment is
perceived to take care of issues such as psychological safety, physical safety and health
standards, this is interpreted as a sign the organization respects and values their employees. An
interesting finding, related to this, refers to the fact that employees who do not feel respected,
show a lower level of affective organizational commitment. Jan, for instance, who briefly
worked for another organization, mentions he did not feel respected there, and therefore he
wanted to leave. Moreover, a lack of respect is not beneficial for their level of proactivity. A
lack of internal CSR policies can lead to a feeling of not being respected, according to the stories
of the interviewees. For instance, when the organization does not provide opportunities to
develop your skills, this is interpreted as a lack of respect. Since they do not feel like the
organization respects them, they have a hard time respecting the wishes of the organization.
“Well, when you do not get the opportunity to develop it does not help with your commitment towards
the organization. You feel like they do not take you seriously, and if they do not take me seriously, it
works the other way around as well. If they do not take me seriously, I am having a hard time in taking
them seriously.” (Menno, interview 8)

Secondly, a feeling of trust in and trusted by the organization is related to their feelings of
affective organizational commitment, as can be concluded throughout the interviews. When
discussing their commitment to their organization, a feeling of trust was a reoccurring theme.
“I like working here a lot, in the way how it is arranged now. You have the freedom and they trust you.
The organization trusts you to do things your way.” (Frank, interview 3)
“That is the trustworthiness. That is why I love working here in the public sector.” (Peter, interview 7)

When discussing what caused these feelings of trust, some underlying factors became apparent.
The ability to develop their skills, for starters, evoked a feeling of trust on the side of the
employees. Jan, for instance, mentioned he had spent way too much time in order to finish his
education. However, his organization still stimulated him and provided him with the
opportunity to finish it. In turn, this leads to a feeling of trust in the organization as well as a
feeling of trust by the organization. Furthermore, providing a good working environment with
regard to health and safety standards evoked a feeling of trust in the organization. The provided
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flexibility by the organization in order to maintain a good work-life balance is also regarded as
a sign of trust, since the organization trust their employees with this freedom. What can be
concluded out of the stories of the interviewees, is that the activities aimed at improving the
well-being of the employees lead to a feeling of trust in the organization, as well as a feeling of
trust by the organization.

4.3 Public sector characteristics and how they relate to affective organizational
commitment
As discussed in the introductory chapter and as is further elaborated on in chapter two, fostering
affective organizational commitment in the public sector might be challenging. During the
interviews, sectorial characteristics were discussed individually and in relation to their feelings
of affective organizational commitment. In this section, the results of this discussion will be
presented.

It is assumed that bureaucratic structures are more common in the public sector, and that these
structures are accompanied by a presence of hierarchy and red-tape. The first mentionable result
is that the interviewees did indeed feel a hierarchy being present within their organizations. The
interviewees associated this presence of a hierarchy with not having the ability to make their
own decisions and slow decision making. Due to the hierarchy within the organization, not
everyone has the authority to make decisions. The interviewees indicated they experienced this
as very annoying, to say the least. In other situations, decisions were made at the management
level without consulting the workforce. Since they were not included in the decision making
process, employees were often clueless as to why certain decisions are made. Furthermore, the
presence of a hierarchy resulted in a slow decision making process, according to the stories of
the interviewees. Multiple people have a say before a decision can be made, and therefore it
can take some time before things are decided and implemented. What became apparent as well
after the interview, is that most of the interviewees experienced a presence of red-tape during
their work activities. The presence of red-tape was associated with a need to perform a lot of
administrative work and the need to follow particular rules and procedures. This need to follow
particular rules and procedures, in turn, also has an impact on the speed in which decisions can
be made. When discussing the extent to whether the organizational goals are clearly stated, the
interviewees differed in opinion. Some interviewees indicated they had a clear vision about
what the organization wants to achieve, and how they can achieve this. Other interviewees
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indicated they had no clear sense of what the organization wants to achieve, or when they did,
they were clueless in which role they played in it.

What became clear throughout the interviews is that a presence of hierarchy and red-tape
affected their feelings of affective organizational commitment, whereas organizational goals
seemed to be unrelated to it, according to the interviewees. This holds for the interviewed
teachers who indicated they felt a clear sense of direction, as well as those who did not
experience this.

According to the interviewees, the presence of a hierarchy, and more specifically not being able
to make your own decisions which is associated with hierarchy, leads to a feeling of not being
respected and trusted by the organization. As elaborated on in the previous section, these are
important factors which are positively related to affective organizational commitment. The
interviewed teachers indicated they perceived themselves as being capable of making decisions,
and not being able to do so leads to a feeling of frustration, as Menno, for instance mentions.
“Within my organization they can be preliminary about little things. I think that it is very frustrating.
When I want to schedule an appointment with an external party, I have to get permission first from my
supervisor in order to schedule this meeting. This is something that drives me crazy. Then you get the
feeling they do not respect you at all. So I have to get permission first in order to schedule it, in that way
we missed out on things before.” (Menno, interview 8).

The duration before decisions are made, which is also associated with the presence of a
hierarchy, also affected the level of affective organizational commitment of the interviewees.
Since it takes such a long time before something is decided, the interviewees tended to be less
proactive. In order to get a new idea implemented, it takes a lot of effort and time before
everyone has given its approval. Therefore, the interviewees indicated to leave some things as
they are.

By capturing everything in rules and procedures, which is related to the presence of red-tape,
the interviewees indicated they did not feel like the organization trusts them completely. When
they perform certain tasks, they have to stick to the procedures and report to their supervisors
what they have done, so that it can be checked by the supervisor. This is regarded as frustrating,
because everyone tries its best and wants the best for the organization. Eventually, this leads to
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a feeling of not being trusted. Moreover, the need to stick to certain rules and procedures leads
to employees being less inclined to show proactive behaviour. A noteworthy finding is that the
amount of administrative tasks, which is associated with the presence of red-tape, results in an
increased workload. It became clear that some interviewees were struggling to keep up with
this work. As is described above, workload is related to work pressure. Therefore, the presence
of red-tape might make it more challenging to maintain a healthy work-life balance, which in
turn has an impact on the level of affective organizational commitment.

Other emerging themes typical for the public sector in relation to affective organizational
commitment, which became apparent during the interviews, have to deal with the public
opinion and a lack of career possibilities. First of all, it became clear that the teachers
interviewed felt society has a strong opinion about them, as being a teacher. This is not always
easy to deal with, since some regard them as lazy or do not agree with their working methods.
Sometimes, it is hard to deal with this opinion, according to some of the interviewed teachers.
Furthermore, a lack of career possibilities was mentioned throughout the interviews as
something related to the sector. This could have a negative effect on employee’s affective
organizational commitment, since they might want to leave the organization in order to enhance
their career development.
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5. Conclusion and discussion
In this final chapter, the findings of this study will be summarized and reflected upon. Paragraph
5.1 will formulate a satisfying answer to the research question, whereas paragraph 5.2 will be
devoted to the discussion.

5.1 Conclusion
This study aimed to gather insights into the relationship between CSR policies and
organizational commitment in the public sector, in order to contribute to the existing literature
regarding these concepts. In doing so, the following research question had been formulated:
How and why can CSR policies influence organizational commitment in public sector
organizations? In trying to find an answer to this question and fulfil the aim of this study, the
focus lies on internal CSR and affective organizational commitment.

The organizations in this study, engaged in internal CSR activities in several ways. The stories
of the interviewed teachers showed that these internal CSR activities could influence their
feelings of affective organizational commitment. It can be concluded that when employees
perceive their organization as engaging in internal CSR activities, this is positively related to
their feelings of affective organizational commitment. Moreover, an absence of the activities
which are targeted at the well-being of the employees does not leave them neutral, but has a
negative impact on their commitment towards the organization.

Besides finding merely a relationship between the conducted internal CSR activities and their
level of affective organizational commitment, insights were gathered into how and why this
relationship comes into being. Internal CSR activities fulfilled particular needs of the
employees which they valued, which leads to them being committed. This commitment towards
the organization resulted in the organization trying to improve the well-being of their employees
even more. Therefore, it can be concluded that a reciprocal relationship between internal CSR
practices and affective organizational commitment is present. Furthermore, feelings of trust and
a feeling of being respected have proven to be important mechanisms in the studied relationship.
Employees value a feeling of being respected by their organization, and in turn, this affects the
level of organizational commitment. Internal CSR activities, promoting employees to develop
their skills, for instance, is perceived as a sign of respect. Out of this, it can be concluded that a
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feeling of respect functions as a mechanism in the relationship. The same line of reasoning
holds for a feeling of trust. The teachers in this study indicated a feeling of trust as an essential
factor influencing their feeling of affective organizational commitment. Internal CSR policies
showed the organization cared for its employees, and this evoked a feeling of trust. Therefore,
trust is another essential mechanism.

This study has been conducted in the public sector, since fostering organizational commitment
is challenging here, due to characteristics which are typical for this sector. It can be concluded
that factors such as hierarchy and red-tape make it more challenging to foster high levels of
affective organizational commitment. They are directly related, in a negative sense, to affective
organizational commitment, but also through both mediating mechanisms. Moreover, the
opinion society has about the public sector and a lack of career possibilities, has also proven to
be a hindering factor to foster organizational commitment.
In figure 2 – revised conceptual model, the core findings are summarized into on figure. This
figure is based on the conceptual model depicted in figure 1 – conceptual model.

Figure 2: Revised conceptual model
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5.2 Discussion
In this paragraph, the results of this study will be interpreted and reflected upon. First, the
methodological choices of this study will be reflected upon. Hereafter, the results of this study
will be compared to the existing literature in order to present the theoretical contributions.
Besides elaborating on the theoretical contributions, the practical implications will also be
discussed. This paragraph will conclude with the limitations of this research, along with
suggestions for further research topics.

5.2.1 Methodological reflection
Throughout this study, methodological choices have been made by the researcher, and these
should be reflected upon. In order to reflect upon these methodological choices, the quality
criteria, as described in paragraph 3.6, will be used.

First of all, this study adopts a qualitative research approach in order to study the relationship
between internal CSR policies and affective organizational commitment. In order to collect
data, semi-structured interviews have been conducted. These choices made it possible to gain
an in-depth understanding of the relationship between internal CSR policies and affective
organizational commitment. Affective organizational commitment is related to personal
feelings and might be hard to capture. Through this way of collecting data, the interviewees
have the ability to form answers themselves and an in-depth understanding of the concept itself,
and its antecedents could be discovered (Bleijenbergh, 2015). This contributed to the credibility
of this research. After transcribing the interviews, they were sent to respondents in order to
check them. This leads to a higher level of credibility, since this makes it more likely the reality
of the respondents, was correctly captured.

Additionally, the abductive approach of this research contributed to maintaining an open
outlook on how the internal CSR initiatives related to affective organizational commitment
within the public sector. The combination of data and theory contributed to gaining new insights
into how the two concepts relate to each other in the given context. Template analysis, as a way
to analyse the data, also helped in maintaining this open outlook. Template analysis provides a
clear structure during the analysis process, while also leaving room for flexibility (King, 2012).
This technique has proven to be useful, since it provided flexibility in order to incorporate new
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interesting findings. The use of template analysis also contributed to the dependability of this
research. By providing an initial template as well as a final template, the development of the
constructs can be traced back. However, the dependability of this research could have been
enhanced by keeping memos.

Moreover, a multiple case study has been conducted instead of a single case study. This has
implications for the transferability of the results of the current study. In general, a multiple case
study offers more transferability compared to a single case study. However, only two cases
were selected in the course of this study which might indicate a quite low transferability.
However, transferability was ensured differently. In the results section, a clear overview of the
sectorial characteristics is given. In doing this, it becomes clear to what other situations the
findings of this study can be transferred to.

Confirmability is captured in this study by providing a detailed description of how the data was
collected and how this was analysed. In order to elaborate on how the data was collected, the
interview protocol has been included in Appendix A – Interview protocol English and Appendix
B – Interview protocol Dutch. Moreover, the codebook, presented in Appendix E – Codebook,
informs readers how the data is transformed into the actual findings. This makes it that the
confirmability of this study is ensured.

5.2.2 Theoretical implications
This study focuses on the relationship between an organizations’ internal CSR actions and
employees’ affective organizational commitment in the public sector. More specifically, this
study focused on how and why this relationship comes into being in the given sector. In doing
this, this study contributes to the existing literature around these concepts.

First of all, the results contribute to the existing theory about organizational commitment in the
public sector context. The concept of organizational commitment has been mainly researched
in private sector enterprises, which is interesting, since organizational commitment tends to be
lower in the public sector ( Addae et al., 2008; Lizote et al., 2017; Su et al., 2013). Hansen &
Kjeldsen (2018) point out that it is not clear to what extent the same factors explain
organizational commitment in different sectors. Multiple studies look into the relationship
between an organization’s CSR actions and organizational commitment. However, these are
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mainly focused on the private sector (e.g. Brammer et al., 2007; Farooq et al., 2014; Turker,
2009a). The findings of the current study contribute to the literature around the relationship
between a firm’s CSR actions and organizational commitment by focusing on a less researched
context. The results imply that, in the studied cases, internal CSR actions are positively related
to affective organizational commitment. Therefore, this study contributes to the literature by
gaining insight into whether CSR also affects organizational commitment in the public sector.

Moreover, this study contributes to the existing literature around public sector characteristics
in relation to organizational commitment. By incorporating certain factors, an in-depth
understanding of how these concepts relate to organizational commitment was formed.
According to Stazyk et al. (2011), hierarchy and a presence of red-tape lead to a feeling of
alienation from work, and therefore leads to less commitment. This study contributes to this,
by showing, apart from directly negatively affecting organizational commitment, how these
factors lead to a feeling of not being trusted and respected. Therefore, they are negatively related
to organizational commitment. Moreover, it was assumed that organizational goals were vague
and conflicting, and this should lead to less commitment (Buchanan 1974, 1975; Rainey, 2009;
Stazyk et al., 2011). The results of this study indicate that organizational goals were not vague
and conflicting per definition. Moreover, if they were regarded as multiple and vague, this was
seemingly not relevant for their feelings of organizational commitment. The findings of this
study contribute to the literature by gaining a deeper insight into how a presence of hierarchy
and red-tape relate to organizational commitment, besides by merely being alienated from their
work. However, no support was found for the unfavourable impact of a lack of goal clarity on
organizational commitment. What is especially relevant here, is that no clear lack of
organizational goal clarity was found in the data. This is interesting, since the literature was
clear about this being a typical public sector characteristic (Buchanan 1974, 1975; Rainey,
2009; Stazyk et al., 2011). Apart from these three characteristics, which were derived from the
theory, this study found additional public sector characteristics, in the form of public opinion
and not having career possibilities, as unfavourable conditions for fostering organizational
commitment.

Besides merely indicating there is a relationship between the central concepts, this study
provides insights into how and why this relationship comes into being, by adopting the lenses
of both social exchange theory and social identity theory (Farooq et al., 2014; Mory, 2016;
Turker, 2009a). Social exchange theory has proven to be a useful framework in order to explain
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the relationship between firms internal CSR actions and affective organizational commitment.
Throughout the interviews, it became apparent that these exchange relationships were present.
This lead to the conclusion that when employees receive a benefit, they will repay this with
favourable attitudes such as commitment and a reciprocal relationship was set in motion. This
finding is in line with the study of Mory et al. (2016). Apart from this direct relationship, the
theory also assumes that a feeling of trust is an outcome of these social exchange processes
(Farooq et al., 2014; Farooq et al., 2019). The findings of this study are also in line with this
expectation. Moreover, social identity theory has also proven to be a useful lens for
investigating the relationship between the central concepts. Throughout the interviews, it
became clear that being respected by the organization leads to a feeling of organizational
commitment. Internal CSR policies are interpreted as a sign of respect. This is in line with social
identity theory, since this posits that due to a feeling of internal respect, employees want to
belong to this organization. Therefore, they exhibit higher levels of organizational commitment
(Farooq et al., 2014)

5.2.3 Practical implications
The findings of this master thesis generate some important practical implications for managers
in the public sector. Having committed employees is vital for an organizations success, since it
is positively related to organization performance, among other outcomes (Meyer et al., 2002;
Riketta, 2002). The findings of this study imply that internal CSR policies can be of strategic
value in fostering affective organizational commitment in the public sector context. Given the
beneficial outcomes of a committed workforce, public sector managers would be wise to focus
on these internal CSR policies. What became apparent out of the interviews is that employees
attach a considerable amount of value to the way their organization makes it possible for them
to develop their skills at the highest possible level. This appeared to be regarded as the most
valuable CSR policy by the interviewees. A lack of these possibilities leads to frustration and a
feeling of not being respected by the organization. Therefore, public sector managers should
make it possible for their employees to develop their skills in every way possible.

Second of all, the results of this study shed light on how employees experience certain public
sector characteristics and what they associate this with. Additionally, their experiences and
feelings about these characteristics are linked to affective organizational commitment. The
results imply that these characteristics negatively influence their commitment towards the
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organization. Especially the presence of a hierarchy and red-tape has a negative impact on their
feelings of respect and trust. Therefore, public sector managers should be aware of these
consequences and try to avoid a clear hierarchy and the presence of rep-tape.

5.2.4 Limitations of the study
Although the researcher tried to ensure high-quality standards, this study is subjected to several
limitations. First of all, it is important to mention that this study was conducted during the
outbreak of the corona virus. The corona crisis had some implications for the way the interviews
were conducted and how the interviewees answered specific questions. Due to this outbreak,
some interviews were conducted using Skype or Microsoft Teams. Sullivan (2012) argues that
these are appropriate tools to conduct interviews. However, it is the researcher’s opinion that
non-verbal cues were harder to interpret due to this way of interviewing. Additionally, due to
the outbreak of the corona virus, a lot changed in the working conditions for the interviewees.
Related to this, they experienced situations differently now when compared to ordinary
situations, leading to biased answers.

This master thesis also has some limitations due to the limited scope of this research. First of
all, although the interest of this study is to gain insight into how and why CSR policies can
influence organizational commitment, not the full range of these concepts is incorporated. The
researcher has chosen to incorporate only internal CSR activities aimed at the affective
component of organizational commitment. Additionally, not all internal CSR activities were
included in this study. Incorporating the full range of both concepts was unfortunately beyond
the scope of this study. Secondly, two different cases were selected for this research. It is hard
to make claims and transfer results based on two cases. The same line of reasoning holds for
the number of respondents, which was rather low. By interviewing more people and by studying
more cases, more in-depth insights into the studied relationship could be gathered. However,
interviewing more people and studying more cases was beyond the scope of the current study.

5.2.5 Further research
This master thesis results in some interesting suggestions for further research. First of all, two
schools were incorporated as cases within this study. In order to transfer the results to other
schools, more cases have to be selected. In doing this, further insights will be generated into the
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relationship between internal CSR policies and affective organizational commitment in schools.
Moreover, since these findings try to make a claim about the entire public sector, it would also
be interesting to include different organizations which are active in this sector. Besides
including more cases, increasing the number of respondents could also generate interesting new
insights and is, therefore, an exciting suggestion for further research.

Secondly, incorporating the entire dichotomy of internal vs external CSR could be an interesting
research area. This study provides insight in the effects of internal CSR policies on affective
organizational commitment, but some researchers claim external CSR also has an impact (e.g.
Brammer et al., 2007; Farooq et al., 2014; Turker, 2009a). However, these studies all took place
in private sector enterprises. Therefore, incorporating the entire dichotomy and its effects on
affective organizational commitment within the public sector might be an exciting topic for
further research. Apart from incorporating internal and external CSR activities, the same can
be said about incorporating all internal CSR activities and all components of organizational
commitment.

Thirdly, it would be interesting to investigate the new findings of this study more extensively.
As is elaborated on above, this study incorporated public sector characteristics which were
known to negatively affect organizational commitment (Boyne, 2002; Hansen & Kjeldsen,
2018; Stazyk et al., 2011). However, this study shed light on additional characteristics which
affected organizational commitment. It would be interesting to investigate these more
extensively.
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Appendix A - Interview protocol English
At the beginning of the interview, the researcher will introduce himself and additionally introduce the
study to the respondent, as well as the place of this research in the master curriculum. After
introducing the research properly, the respondent is asked for their permission with regard to the
recording of the interview, and the usage of their data in this study.
After their permission is given, introductory questions will be asked in order to make the respondent
feel more comfortable. Once these questions are answered, and the respondent has no further questions
with regard to practical issues, the interviewer will move on to questions related to the central
concepts in this study.
Introductory questions
- Could you please tell me something about yourself?
Name, hobbies, career path, current position
- Could you tell me something about the organization?
- Do you have any questions before we proceed with the other interview questions?
CSR
Skills development
1. What is your opinion about the extent to which the organization encourages their employees to
develop their skills and abilities? (Stimulation)
2. In what ways does the organization provides training and education for their employees?
(provision of opportunities)
3. What is your opinion about the quality of the provided training and education? Does the
organization try to improve this? (quality of provided options)
How does this make you feel? What kind of feelings does this evoke? Ask follow up questions in order
to retrieve how this makes them feel.
Working environment
4. What is your opinion about the physical safety in the workplace? (physical safety)
5. What is your opinion about the psychological safety in the workplace? (think of bullying,
intimidation, being able to say what you want) (psychological safety)
6. In what ways does the organization try to improve the health of their employees? (health
standards)
How does this make you feel? What kind of feelings does this evoke? Ask follow up questions in order
to retrieve how this makes them feel.
Work-life balance
7. To what extent does the company provide you with flexible procedures that make it possible
to combine your personal life with your working life? (Working part-time, work from home
etc.) (flexibility)
8. What is your opinion about the provided working hours? Is this possible to combine with your
private life? (working hours)
9. Could you tell me something about the extent to which you feel work pressure? How does the
organization assist you in this? (work pressure)
How does this make you feel? What kind of feelings does this evoke? Ask follow up questions in order
to retrieve how this makes them feel.
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10. Are there other policies in place which support the employee in every possible way? How
does this make you feel?
Commitment
Attachment
11. How do you feel about working for this organisation? Why do you feel this way? (sense of
belonging)
12. Looking 10 years from now, where do you see yourself working? Why? (intention to stay)
13. How strong would you describe your bond with the organization? Why do you feel this way?
(loyalty)
Which factors affect these feelings? Can these feelings be related to the internal CSR policies initiated
by the organization?
Involvement
14. To what extent do you perform extra tasks, than is normally required of you? Why do you do
this? (additional tasks)
15. To what extent do you come up with new ideas to make this organization function better?
(proactivity)
16. To what extent are you engaged with the fate/success of this organization? Why do you feel
this way? (caring for the success of the organization)
Which factors affect these feelings or behaviour? Can this be related to the internal CSR policies of
the organization?
Public sector
17. How would you describe the sector you work in?
18. To what extent is it clear to you what the specific goals of this organization are? How does
this make you feel? (organizational goals)
19. To what extent do you experience red-tape? How does this make you feel? (red-tape)
20. To what extent do you experience hierarchy? How does this make you feel? (hierarchy)
If it is related to feelings of organizational commitment, ask follow up questions!
21. Are there any other characteristics which you regard as typical for the public sector? How do
these characteristics make you feel?
If it is related to feelings of organizational commitment, ask follow up questions!

Stop the recording, and thank the interviewee for participating in this interview. Ask if there are any
further questions or additional comments. Thank the interviewee again, and stress that the data will
be treated with care, and they have the possibility to withdraw from this study at any time.
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Appendix B - Interview protocol Dutch
Aan het begin van het interview, stelt de onderzoeker zichzelf voor en legt het doel van het onderzoek
uit. Ook de plaats van het onderzoek in het master curriculum wordt beschreven. Na het introduceren
van het onderzoek zal de respondent gevraagd worden voor zijn of haar toestemming voor het
opnemen van het interview en het verdere gebruik van deze data binnen dit onderzoek.
Nadat toestemming gegeven is, zullen er introducerende vragen worden gesteld met als doel om de
respondent op zijn of haar gemak te stellen. Wanneer deze vragen beantwoord zijn, en er verder geen
vragen zijn met betrekking tot het interview, zal er overgegaan worden op de vragen met betrekking
tot de centrale concepten binnen dit onderzoek.
Introductie vragen
CSR

Kun je iets over jezelf vertellen?
Naam, carriere pad, huidige positie
Kan je iets vertellen over de organisatie?
Heb je verder nog vragen voor we met dit interview beginnen?

Vaardigheden ontwikkelen
1. Wat is uw mening over de mate waarin de organisatie probeert werknemers te motiveren om
hun vaardigheden te verbeteren? (stimulatie om te ontwikkelen)
2. Op welke manier biedt de organisatie mogelijkheden om je vaardigheden te verbeteren?
(mogelijkheden om te ontwikkelen)
3. Wat is uw mening over de kwaliteit van de mogelijkheden om je vaardigheden te verbeteren?
Hoe probeert de organisatie dit te waarborgen? (kwaliteit van aangeboden opties)
Hoe voelt u zich hierbij? Wat voor gevoelen roept dit bij u op? Stel vervolgvragen om te kijken hoe ze
zich hierdoor voelen.
Werkomgeving
4. Wat is uw mening over de fysieke veiligheid op de werkvloer? (fysieke veiligheid)
5. Wat is uw mening over de psychologische veiligheid op de werkvloer? (psychologische
veiligheid)
6. Op welke manier probeert de organisatie de gezondheid van werknemers te waarborgen?
(gezondheid standard)
Hoe voelt u zich hierbij? Wat voor gevoelen roept dit bij u op? Stel vervolgvragen om te kijken hoe ze
zich hierdoor voelen.
Work-life balance
7. In welke mate biedt de organisatie flexibele procedures aan om een goede balans te vinden
tussen werk en privé? (parttime werken, thuiswerken etc.) (flexibiliteit)
8. Wat is uw mening over de aangeboden werktijden? Is het mogelijk om deze te combineren
met uw privé leven? (werktijden)
9. Kunt u iets vertellen over eventuele werkdruk die u ervaart wanneer u niet op het werk bent?
Hoe assisteert de organisatie hierbij? (werkdruk)
Hoe voelt u zich hierbij? Wat voor gevoelen roept dit bij u op? Stel vervolgvragen om te kijken hoe ze
zich hierdoor voelen.
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10. Zijn er andere manieren waarop de organisatie de werknemers ondersteunt? Hoe voelt u zich
hierbij?
Commitment
Hechting
11. Wat is uw gevoel over het werken bij deze organisatie? Waarom voelt u dit zo? (gevoel van
behoren)
12. Als u in de toekomst kijkt over een x aantal jaar, waar ziet u zichzelf dan werken? Waarom
voelt u dit zo? (intentie om te blijven)
13. Hoe sterk zou u uw band met de organisatie omschrijven? Waardoor komt dit? (Loyaal)
Wat is van invloed op deze gevoelens? Kunnen deze gevoelens gerelateerd worden naar de CSR
activiteiten van de organisatie?
Toewijding
14. In welke mat voert u extra werkzaamheden uit, dan die normaal van uw verwacht worden?
Waarom doet u dit? (extra werkzaamheden)
15. In welke mate komt u zelf op de proppen met initiatieven die de organisatie kunnen
verbeteren? (pro activiteit)
16. In hoeverre bent u begaan met het lot van deze organisatie? Waarom voelt u dit zo? (begaan
met het lot van de organisatie)
Wat is van invloed op deze gevoelens en gedrag? Kunnen deze gevoelens gerelateerd worden naar de
CSR activiteiten van de organisatie?
Public sector
17. Hoe zou u de sector beschrijven waarin u werkzaam bent?
18. In hoeverre is het voor u duidelijk wat de doelen van de organisatie zijn, en voor u zelf? Hoe
voelt u zich hierbij? (doelen van de organisatie)
19. In hoeverre heeft u te maken met regels en procedures? Hoe voelt u zich hierbij? (red-tape)
20. In hoeverre ervaart u hiërarchie binnen deze organisatie? Hoe voelt u zich hierbij? (hiërarchie)
Als dit gerelateerd is naar betrokkenheid van de werknemers stel vervolgvragen!
21. Zijn er andere factoren die typisch zijn voor deze sector? Hoe voelt u zich hierbij?
Als dit gerelateerd is naar betrokkenheid van de werknemers stel vervolgvragen!

Zet de opname op stop, en bedank de respondent voor zijn of haar deelname. Vraag of er nog vragen
zijn met betrekking tot het interview. Benadruk nogmaals dat er voorzichtig omgegaan zal worden
met de data, en dat de respondent zich op elk moment terug kan trekken.
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Appendix C - Initial template
1. Internal CSR
1.1. Skills development
1.1.1. Stimulating employees to develop
1.1.2. Providing opportunities to develop
1.1.3. Secure quality of provided options
1.2. Working environment
1.2.1. Physical safety
1.2.2. Psychological safety
1.2.3. Health standards
1.3. Work-life balance
1.3.1. Flexible procedures
1.3.2. Working hours
1.3.3. Work pressure
2. Affective organizational commitment
2.1. Attachment
2.1.1. Sense of belonging
2.1.2. Intention to stay at the organization
2.1.3. Loyalty
2.2. Involvement
2.2.1. Performing additional tasks
2.2.2. Proactivity
2.2.3. Concerned with success of the organization
3. Public sector characteristics affecting organizational commitment
3.1. Lack of goal clarity
3.2. Red-tape
3.3. Hierarchy
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Appendix D - Final template
Note: the deductive codes which are derived from the initial template are displayed in a black font.
The inductive codes are displayed in a blue font.
1. Internal CSR
1.1. Skills development
1.1.1. Providing opportunities to develop
1.1.2. Stimulating employees to develop
- Initiative from employee is needed
1.1.3. Secure quality of provided options
1.2. Working environment
1.2.1. Physical safety
1.2.2. Psychological safety
- Atmosphere
1.2.3. Health standards
1.3. Work-life balance
1.3.1. Flexible procedures
1.3.2. Working hours
1.3.3. Work pressure
- Workload
2. Affective organizational commitment
2.1. Attachment
2.1.1. Sense of belonging
2.1.2. Intention to remain at the organization
- Desire to come back
2.1.3. Loyalty
2.2. Involvement
2.2.1. Proactivity
2.2.2. Performing additional tasks
- Working additional hours
2.2.3. Concerned with success of the organization
3. Relationship between internal CSR policies and affective organizational commitment
3.1. Skills development in relation to affective organizational commitment
3.2. Working environment in relation to affective organizational commitment
3.3. Work-life balance in relation to affective organizational commitment
4. Mechanisms between internal CSR policies and affective organizational commitment
4.1. Feeling of respect
4.1.1. Internal CSR policies in relation to feeling of respect
4.1.2. Feeling of respect in relation to affective organizational commitment
4.2. Feeling of trust
4.2.1. Internal CSR policies in relation to feeling of trust
4.2.2. Feeling of trust in relation to affective organizational commitment
5. Public sector characteristics
5.1. Lack of goal clarity
5.2. Red-tape
5.2.1. Administrative tasks
5.2.2. Following rules and procedures
5.2.3. Slow decision making
5.3. Hierarchy
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5.3.1. Not being able to make own decisions
5.3.2. Slow decision making
5.4. Not having career opportunities
5.5. Public opinion
6. Relationship between public sector characteristics and affective organizational commitment
6.1. Hierarchy in relation to feeling of respect
6.2. Hierarchy in relation to feeling of trust
6.3. Red-tape in relation to feeling of trust
7. Additional factors affecting affective organizational commitment
7.1. Calling orientation
7.2. Feeling of pride
7.3. Feeling of freedom
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Appendix E - Codebook

Quotes

Code

Subsubtheme

Stimulating
“Uhm I think that the
employees to
organization tries to do this in
develop
general. It is also one of the goals
of the organization, lifelong
learning. They want to show this
motto in their educational
programs, but also towards their
employees. In that way I think
they are stimulating us.” (Laura,
interview 4)

Sub-theme

Theme

Skills
development

Internal CSR

Skills
development

Internal CSR

Skills
development

Internal CSR

“Well, we are asked through
interviews, or no not interviews,
but through our performance
appraisal what we would like to
develop, or what you want to do.
I have the idea they try to push
you and ask you, and they are
open to what the possibilities
are.” (Frank, interview 3)
“Well, you are encouraged to
follow an educational program or
a training which suits to you
profession or other things you
would like to develop.” (Mark,
interview 5)
“Well, you have the opportunity
but it is up to you what you do
with it. The provide it to you.
But further on, what you actually
do with it, they don’t know.”
(Frank, interview 3)

Initiative from
employee is
required

Stimulating
employees to
develop skills

“It also takes own initiative. It is
a responsibility from two sides.
On the one hand you employer
should stimulate you, but on the
other hand it is something which
also have to come from inside
you.” (Peter, interview 7)
“Yes, we can do a lot, things
related to you specialization but
also for my BBV, the

Provision of
development
options

67

internships, you get offered a lot
of things like seminars, and
nowadays also more and more
web-based seminars.” (Frank,
interview 3)
“Everything, everything you can
think of. I follow a 2 year
master’s program, with the use of
my teachers scholarship and
school pays the remaining part. I
know there are people who
follow a small part of such a
master’s program. I know some
people are more practically
oriented and like to follow
training in that way. Or only a
trainings evening. It is really
diverse. It is just what suits the
person bests and what this person
applies for.” (Laura, interview 4)
“If it is up to me I will follow a
education soon, or no not an
education, but more a training
which is concerned with
leadership. It is a training of 4
evenings, 4 times 4 hours of
training. I wanted to do that. The
management team made me
aware of it and I applied for it.”
(Peter, interview 7)
“Training for education, we are
obliged to follow an assessor
training. That is just a mandatory
training which we have to follow
every year. It is a stupid system.
Every year we have to do it, I
think it is bizarre.” (Hans,
interview 2)

Secure quality
of
development
options

Skills
development

Internal CSR

“Yes, I think in general you can
say that. It depends off course on
how serious you cope with
certain things. How eager you
are to learn something. If you are
there to make your hours
complete, then you do not have
to do a lot. But if you I want to
develop myself and use it during
my lessons, or to help
colleagues. Then you can learn a
lot, so the quality is fine in my
opinion.” (Mark, interview 5)
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“But really being occupied with
new things during study days, no
I do not feel it like that.” (Jaap,
interview 6)
“Yes yes. Every year, I think,
you have to fill out a checklist.
Are the electricity cables safely
put away. Are there thing which
are sharp, in my case in my
classroom, are these protected.”
(Mark, interview 5)

Physical
safety

Working
environment

Internal CSR

Working
environment

Internal CSR

Psychological Working
safety
environment

Internal CSR

“With regard to fire safety it is
fine. We have done evacuation
practices which went fine. You
are outside this building in no
time. I think it is fine.” (Peter,
interview 7)
“Yes that is fine. I have never
felt physically unsafe in my work
environment.” (Menno, interview
8)
“I have never experienced things Psychological
like bullying among colleagues.
safety
Not as victim but also not, it is
not like we easily bully each
other.” (Jan, interview 1)
“We have a great team. The
safety feeling within this is very
high.” (Hans, interview 2)
“During that year, which it was
very heavy, we have had 4 or 5
sessions with an external party.
So this was outside the school,
with an external someone in
order to restore this the group
process.” (Laura, interview 4)
Atmosphere
“There is always something, but
also when I talk to colleagues,
our dean retired last year, and he
also worked at other schools and
he visited a lot of other schools
during his activities. He said I
already appreciated this
organization, but there is no
other school where the
atmosphere is like this. Were
colleagues work so nicely
together.” (Hans, interview 2)
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“That balance has to be there. If
there are more colleagues that I
like compared to those I don’t
like, I think the atmosphere is
fine.” (Laura, interview 4)
“You can choose, the menu, or
the assortment, what we can buy
and eat, has improved a lot in the
last 2 or 3 years. With regard to
healthy food, it has improved a
lot.” (Jan, interview 1)

Health
standards

Working
environment

Internal CSR

Flexibility

Work-life
balance

Internal CSR

“Me, myself had some symptoms
of RSI and stuff like that,
because I work a lot behind the
computer and my desk was not
optimal. I made notice of this
and very quickly I had an
appointment with someone who
is specialized in this. They acted
very quickly on this. So I got a
new chair the next day and a
second monitor, a bigger monitor
and stuff like that. They do this
really good.” (Laura, interview
4)
“Yes regularly, Arbo check.
Couple of time. I am here now
for 20 years, and I have had 4
arbo checks. You can get
medical examined if you like. I
have been in touch with the
company doctor because I was
sick, I had broken my spine. That
is fine.” (Peter, interview 7)
“A couple of years ago I wanted
to have a ski trip outside the
holiday period, which is
normally not done in the
educational sector. We were
planning on going with my sister
in law and her husband. I said I
know I am normally not allowed
to go. I almost don’t dare to ask
it and I do not need an answer
now. But I would appreciate it if
I can go on this holiday. I will
hear it later from you and then I
walked away. Two days later my
manager said I think you deserve
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it to go, so go.” (Hans, interview
2)
“If you run it by your manager,
that is mandatory and I think that
is normal. Then you have the
opportunity to do this. If you are
available off course. So
sometimes I say I would like to
work a day from home.” (Frank,
interview 2)
“If you are really having trouble,
you can discuss this with your
manager. I see that sometime in
my email from colleagues wo are
saying I have some issues in my
private situation, so it could be I
am less available. You get a
response on this, or the
management team takes action in
order to facilitate this employee
in the best possible way.” (Mark,
interview 5)

“ I work long days, of which I
spend one hour in the car in the
morning and one hour in the
evening, depends on the traffic.
So you could say I work late
hours.” (Jan, interview 1)

Working
hours

Work-life
balance

Internal CSR

“Other possibilities are, the
working hours apart from your
schedule, these can be used
flexibly. If you work better in the
morning and you start at 7 in the
morning and you leave at 3.
There is nobody who is going to
say something about it. If you are
here at 9 and you stay till 6 or 7,
it is fine as well.” (Laura,
interview 4)
“Well, you have your time table
which is leading, but around it
you can plan your hours yourself.
Your time table can change, you
have to keep that in mind, but
you time table is not full the
whole week. There is enough
room to schedule things for
yourself or for your work. That is
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no problem.” (Menno, interview
8)
Work pressure
“It is better now compared to a
year ago. A year ago I started
working 5 days, and there were
other things playing a part, I was
very busy at that time. But in
general, I can handle it just fine.”
(Hans, interview 2)

Work-life
balance

Internal CSR

Work-life
balance

Internal CSR

Attachment

Affective
organizational
commitment

“Usually good, but sometimes
you have to let things be. What
do you take home, and what can
you just let it be.”(Mark,
interview 5)
“Yes but it is very hard, because
a lot of my colleagues do
experience work pressure. I am
not going to say they are
complaining, not at all. Everyone
experiences it differently. But if I
speak for myself, no I do not
experience pressure, I enjoy my
work.” (Jaap, interview 6)
Work load
“Those peak moments, a couple
time a year, I have peak
moments in the work load. Then
I absolutely experience work
pressure.” (Jan, interview 1)

Work
pressure

“I think the workload here is
fine. I can deal with it.” (Mark,
interview 5)
“I have never not wanted to go to
work. I all these years I am
working here, I think I have
called in sick twice. I just feel
really feel in my element
here.”(Jan, interview 1)

Sense of
belonging

“It has been like this for years
now. It is like one big family.
We do not visit each other’s
birthday, but it does feel like
family.” (Hans, interview 2)
“I walked through the door here,
and thought it feels like home.
That feeling has never left. It is
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one of the reasons why I came
back here.” (Laura, interview 4)
“Well, if it keeps going like this,
I think I will be here for a long
time to come and perform the
same tasks.” (Frank, interview 3)

Intention to
stay

Attachment

Affective
organizational
commitment

Attachment

Affective
organizational
commitment

Attachment

Affective
organizational
commitment

“I am looking around, because
you never know what comes
along. But I do like it here. My
salary is fine, nice students, good
education and close to home.
What else do I need?” (Jaap,
interview 6)
“If I could find a job which
checks all the boxes, I would
leave this organization. Also
because I do not leave them with
a problem if I did.” (Menno,
interview 8)
“I had a really nice internship
here. And I always said when I
had to quit here, if there is a job
opening, call me!” (Frank,
interview 3)

Desire to
come back

Intention to
stay

“But I left here with the idea, if I
ever want to work in education
related to the agricultural sector,
it will be here.” (Laura, interview
4)
Loyalty
“My connection here? I should
never say perfect, but it feels like
a 9.” (Hans, interview 2)
“Well, it is just the connection I
have with this school, it has been
there for more than 20 years this
connection. It is for a reason I
came back here after 7 years.”
(Frank, interview 3)
“If I say I work in that place,
they all think I work for another
school. But I say to them no I
work for the best school there,
and that is this one.” (Jaap,
interview 6)
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“I do a lot of things for which I
do not get the time. But I never
look at the time it costs me. You
like your work or you don’t. I do
not keep track of all the things I
do.” (Hans, interview 2)

Additional
tasks

Involvement

Affective
organizational
commitment

Involvement

Affective
organizatioanl
commitment

Involvement

Affective
organizational
commitment

“I perform a lot of marketing
tasks and in the months October,
November, December until
February actually, is that
associated with working hours
late in de evening. I have to go to
a education market or I have to
go to an elementary school in
order to give a presentation. Or
organize an inhouse day. Well, in
these months you are very busy.”
(Peter, interview 7)
“You can sign up for additional
tasks, and I do this.” (Menno,
interview 8)
“They know what they have with
me. My manager can call me up
at 10 in the evening and say I
forgot to make a presentation,
will you do it? I will do it.”
(Hans, interview 2)

Working
additional
hours

Additional
tasks

“I am willing to put in effort and
put in extra time if needed.”
(Peter, interview 7)
Proactivity
“If I hear about things which are
not going well, I intervene in this
and I help with this.” (Hans,
interview 2)
“At the moment I encounter
something of which I think we
can do this better and more
efficient, then I try to do this and
say something about it.” (Frank,
interview 3)
“I do this regularly. I do am not
afraid to say what I think, and I
am also willingly to join a
project team. Focused at
innovation or something. We
tried to innovate things with
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regard to recruiting students.”
(Peter, interview 7)
“I want very much that the
organization functions as best as
possible.” (Jan, interview 1)

Caring for
success of the
organization

Involvement

Affective
organizational
commitment

“I know if i think something is
interesting, and I always want to
do the best I can. I will not stop
until it is in the best possible
way. But I also know this can be
bad for me.” (Laura, interview 4)
“Of course, it is great that our
organization is healthy and that
we are back on track again. I
really enjoy the fact we have 100
new students in year 1 and last
year as well. So we are growing.
We function well as
organization. We accomplished
this with everyone.” (Peter,
interview 7)
“I have no intention to leave this
organization. But that depends
on how the organization keeps
stimulating me to develop my
skills.” (Jan, interview 1)

Skills
development
in relation to
affective
organizational
commitment

Relationship
between
internal CSR
and affective
organizational
commitment

Working
environment
in relation to
affective
organizational
commitment

Relationship
between
internal CSR
and affective
organizational
commitment

“I intend to get bored if I am not
challenged and cannot develop
myself. I want something else at
that moment. Now I am already
7 years here, because I have the
opportunity to keep challenging
myself.” (Laura, interview 4)
“You will see, if an employee is
given the opportunity to develop
on a personal note, that employee
is more willingly to put in extra
effort.” (Jaap, interview 6)
“You can walk into any other
school and see if you find the
same atmosphere as here, you
will find it nowhere. That is what
I hear from a lot of other people
working for other schools.
Because the atmosphere here is
so good, I like working for this
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organization. “ (Hans, interview
2)
“Well the fact that I am working
here for 13 years says it all. You
get the freedom, but if you need
it you get the support you need.
Support to make sure that you,
and I think this is improving the
last years, are healthy physically.
Well due to the corona virus it
could not happen this year, but
you can run test to test you
health. You can do that through
the company doctor. So they
really invest in you. A lot of
colleagues will think is that the
case? But if you think about it,
they really invest in your work
environment.“ (Jaap, interview
6)
“I think it is a privilege that there
is fruit. I don’t think every
school provides this for their
employees. I think we should be
grateful for it. I think we forget it
to often.” (Jaap, interview 6)
“Tomorrow morning at 9 I am at
the barber shop. During working
hours. Now it is corona time, but
before I did it as well. Or I went
home at 3. But I also work in the
evening if needed. Or even in the
weekends. I do not look so much
at hours.” (Hans, interview 2)

Work-life
balance in
relation to
affective
organizational
commitment

Relationship
between
internal CSR
and affective
organizational
commitment

“What I have noticed is that there
is no problem if you schedule
your working hours flexible, but
what is important that you care
for the organization, put in extra
effort and try to make the
organization better and grow in
number of students.” (Peter,
interview 7)
“Well, it shows that you value
your employees. That you are
willing to invest in them, but
related to this is that you want to
improve the quality of the

Internal CSR
policies in
relation to a
feeling of
respect

Feeling of
respect

Mechanisms
between
internal CSR
policies and
affective
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organization.” (Mark, interview
5)

organizational
commitment

“To show that you can
participate in it in a responsible
way, they ask you for it. Or they
give you permission to execute
it, instead of someone else.
Sometime it relates to the
specialization, but sometimes
how you handle certain things.”
(Mark, interview 5)
“But now I have a new task
description, more responsibilities
and the ability to take more
initiative, and additionally I can
follow a training. This leads to a
sense of fulfilment but also being
respected.” (Peter, interview 7)
“The appreciation for the work I
did there, was way less. There
was no balance in it.” (Jan,
interview 1)

Feeling of
respect in
relation to
affective
organizational
commitment

Feeling of
respect

Mechanisms
between
internal CSR
policies and
affective
organizational
commitment

Internal CSR
policies in
relation to
trust

Feeling of
trust

Mechanisms
between
internal CSR
policies and
affective
organizational
commitment

“But also the practicioners, it
doesn’t matter where it comes
from. Whether it is inside or
outside the organization. When
does one feel comfortable
working somewhere? I think you
know it as well. When you get
appreciation for the work you
do.” (Frank, interview 3)
“Yes I feel satisfied here, yes. I
feel appreciated. I have the
feeling that the management
team is trying to get the most out
of everyone.” (Peter, interview 7)
“I have done a really long time
about my education, to be
certified to teach. It took a really
long time. But still, the director
and my manager kept supporting
me in following this education.
Everybody wanted me to finish
my education. But they could
have pulled the plug way earlier,
by saying we will not extend
your contract, or you will not be
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hired a second time.“ (Jan,
interview 1)
“Well, I like it how it is going
now. You have the freedom, but
you also get the trust. Also from
the organization, to arrange it in
this way.” (Frank, interview 3)
“I think they are trustworthy.
That is what I think. It is a
trustworthy work environment,
where they do not judge you on
little things like in the private
sector. If you do not perform
well, you have the ability to look
with your employer on how to
improve your skills in order to
succeed. If you get fired in our
organization, you have done
something really wrong.” (Peter,
interview 7)
“Absolutely, they need to trust
me.” (Hans, interview 2)
“It all about the variation,
freedom, and trust in the
organization. I involve more
people in the things I do, but I
still love doing my own thing. I
do a lot of useful stuff, and they
recognize it. It is all about
freedom, trust and appreciation.”
(Hans, interview 2)

Feeling of
trust in
relation to
affective
organizational
commitment

Feeling of
trust

Mechanisms
between
internal CSR
policies and
affective
organizational
commitment

“That is the trustworthiness. That
is why I love working here in the
public sector.” (Peter, interview
7)

“We have a long-term vision
plan. Partly from the overarching
organization, but also translated
into our location. Like in 5 years
we want to be here and here,
with this many students. Divided
into 4 or 5 branches. So these
goals are quite clear. How to get
there is also clear. But if I look
at what my role is in this bigger
picture, I do not think I have big

Lack of goal
clarity

Public sector
characteristics
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role to play.” (Frank, interview
3)
“For me it is very clear what de
vision is. But that is because I
searched for it myself. For my
colleagues it is absolutely not
clear. I have done a research for
my education program and
among 40 employees there was
only one who had vague idea of
what we want to achieve in the
next 4 years. All the others were
clueless. If we are talking about
my role in this vision, I have no
idea.” (Laura, interview 4)
“Well, I have to say, it is clearly
stated.” (Jaap, interview 6)
Administrative
tasks

Red-tape

Public sector
characteristics

Following
rules and
procedures

Red-tape

Public sector
characteristics

“Uhm the worst I have
experienced is when I educate in
China and I have to work with a
British system. And the British
are very strict with rules and
control, so I have to fill out a lot
of forms. But yeah, in the
meantime I get how it works, so I
just go with it.” (Hans, interview
2)
“Well I experience it when I do
groceries for the lessons. In the
past, you asked for some money
and they will give it to you. You
gave back the receipts along with
the change and it was done.
Nowadays I have to fill out all
kinds of forms and you have to
account for everything.” (Mark,
interview 5)

“Well since we got that license
for a zoo, everything has to go
according to a specific
procedure.” (Jan, interview 1)
“Well, that is something which
plays a role. I get that when you
look at how everything is
captured more and more in rules

79

and how you bare the
consequences of it as an
organization.” (Frank, interview
3)
“So in that regard I have to deal
with it a lot, and I have noticed a
huge increase with regard to
forms and procedures.” (Laura,
interview 3)
“Officially you have to fil out a
form. Then you have to go to
your manager. Then it goes to
the director. Then it comes back
an can you order something.”
(Hans, interview 2)

Slow decision
making

Red-tape

Public sector
characteristics

Not being able
to make own
decisions

Hierarchy

Public sector
characteristics

“Those trainings have to be
applied for, and have to be
approved before the money can
actually be spend on it.” (Laura,
interview 4)
“But before they can retrain they
have to pass all these little
things. So there is the slow
system again. And that is why
people lose interest. So this
shortage of teachers is not going
to be solved.” (Jaap, interview 6)
“Well, I think because decisions
are made by the management
level and employees do not
participate in this decision
process.” (Laura, interview 4)
“Yes it is a matter of listening
and getting listed to. If you want
to achieve something in an
organization, it is key you
include the workforce in it. And
now, something is decided
higher up in the organization and
spread out across the workforce,
but it is not acted upon. Because
the workforce does not
understand why decisions are
made.” (Laura, interview 4)
“And no it has to go up in the
organization, and then I have to
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run it by someone else, and I
have to do something else first.
Yes you cannot do it like this. Pff
I have got the money here and
you can just… No you have to
run it by someone else. And then
I have to count to 10. That is a
disadvantage of the educational
sector, it is very slow.” (Jaap,
interview 6)
“Well sometimes, you know very
well why you want to make a
decision, and you want to act
quickly. So for instance when I
have to ask for a certain budget.
You want to adjust things
quickly or do something, if it is
concerned with study material or
material concerning the animals,
it doesn’t matter. But you have
to, in my opinion, things can get
decided way sooner.” (Jan,
interview 1)

Slow-decision
making

Hierarchy

Public sector
characteristics

“Yes, there certainly is a
hierarchy within this
organization. If you have a
question about anything, it has to
run by several people in order to
get to the director. But if that is
something that is oppressive,
no.” (Frank, interview 3)
“It takes such a long time before
you can get things done. I think
well go for it.” (Jaap, interview
6)

“It is slow and not flexible. It is
like this or it is not like this.
Career perspective is low. Next
month in turn 45 and I am
already 5 years as high as I can
get in the organization.” (Frank,
interview 3)

Not having
career
opportunities

Public sector
characteristics

“In corporate life you get judged
by your direct manager, and he
or she decides if you get
promoted or not. Here it is
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nothing like that.” (Frank,
interview 3)
“In the educational sector you
automatically get promoted until
you are at the highest level
possible, and then you get
rewarded more in terms of
salary. But if it goes
automatically, the only reward is
more salary. If you are satisfied
with that it is ok, bu tin corporate
life you can get promoted
further. And this can create a
situation when you are at the
highest level and you think I can
not get any higher you get
more… It does not matter, if I
work harder or not, I still get the
same amount.” (Mark, interview
5)
Public opinion

Public sector
characteristics

Hierarchy in
relation to
feeling of
respect

Relationship
between
public sector
characteristics
and affective
organizational
commitment

“I think the public that is not
around us but the public that is
certainly there on the outside, I
think they are starting to have a
bigger impact. Everyone has to
say something about animals,
and everyone has to say
something about education.
Those things come together here
and everyone thinks something
about us. And it is not always
easy to cope with that, it is
sometimes hard.” (Jan, interview
1)
“The trend of laziness, I don’t
like that.” (Frank, interview 3)
“And if it is something, for
instance about the animals,
where I work a lot of hours in the
week. You have a team leader
facility management, team leader
education has nothing to do with
it yet. But the team leader facility
management is not the only one,
you have a collection manager,
en those two, functions fine I
think. But after that you also
have a control group. Jesus
Christ…” (Jan, interview 1)
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“But between there, there are a
lot of people. And they know a
lot, but not more than me. And
they sometimes have another
opinion than me. And then I gets
run by a control group. Yes…”
(Jan, interview 1)
“Both. There is something within
the organization they call the
line. Things are decided in the
line. Hereafter this is spread out
over the simple workforce, and
that is decided by the line. Why
they made those decisions, the
simple workforce does not have
to know that. So in that regard
there is a clear hierarchy. But it
is captured in the way this
organization is build, it is really a
pyramid shape, as in workforce,
team leader, director, supervisor
board. It is not allowed for the
workforce to be in contact with
the supervisory board or the
director. It has to go through
your team leader up and up till it
is everywhere.” (Laura,
interview 4)
“Within my organization they
can be preliminary about little
things. I think that is very
frustrating. When I want to
schedule with an external party, I
have to get permission first from
my supervisor in order to
schedule this meeting. This is
something that drives me crazy.
Then you get the feeling they do
not respect you at all. So I have
to get permission first in order to
schedule it, in that way we
missed out on things before.”
(Menno, interview 8).
“And if it is something, for
instance about the animals,
where I work a lot of hours in the
week. You have a team leader
facility management, team leader
education has nothing to do with
it yet. But the team leader facility

Hierarchy in
relation to
feeling of trust

Relationship
between
public sector
characteristics
and affective
organizational
commitment
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management is not the only one,
you have a collection manager,
and those two, functions fine I
think. But after that you also
have a control group. Jesus
Christ…” (Jan, interview 1)
“Sometimes you have to run it by
so many people. And I think, at
certain things there is a clear
hierarchy. I think like I can make
that decision. But the all of a
sudden someone else form higher
up the organization is already
dealing with it. And I say you
would let me do it? Yes but…
No you would deal with it. Then
I have to do extra work, and that
is very frustrating.” (Jaap,
interview 6)
“I don’t get the point of rules and
stuff like that. I do more believe
in trusting each other.” (Hans,
interview 2)
“Yes of course, if you are forced
to work according to certain
procedures, it automatically feels
like they do not trust you.”
(Hans, interview 2)

Red-tape in
relation to
feeling of trust

Relationship
between
public sector
characteristics
and affective
organizational
commitment

“Very frustrating. It gives a
feeling of a lack of trust. We are
all trained to be an assessor and
we all try our best. We want the
best for our students, so they
graduate. But the fact we have to
deliver everything in multiple
reports, it is very frustrating.”
(Laura, interview 4)
“You have to apply for it in
advance, make sure you have all
the right paper work. It is getting
way more formal. Maybe that is
out of experiences how certain
people handle this materials, so
now they say no we do not do it
like this anymore. So you are not
allowed to use certain things
from school anymore, and what
you want to use you have to get
permission first. You have to fill
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out every kilometre and tell them
where you have been. The issue
of trust is getting less in this
way.” (Mark, interview 5)
Calling
“Having fun with the students,
orientation
that is up to you. If you think
they are all annoying and stuff,
the organization can do whatever
they want, but then you have to
look for yourself if you are suited
for this job.” (Mark, interview 5)

Additional
factors
affecting
affective
organizational
commitment

“I have that with dealing with the
students. I am very concerned
with the well-being of the
students. And the I am talking
more on a pedagogic level and
less didacted level. I teach
English since I think it is easy.
But I work in the educational
sector because I love students.
And it works just fine.” (Peter,
interview 7)
“I do not sound like a real
committed employee, but I am
really concerned with my
students. If I can make a
difference for them, that is all
that matters to me.“ (Menno,
interview 8)
“If you are not happy here and
are still complaining… Look you
get used to everything.
Sometimes you have to, when
there are people from abroad
here I can give them a tour. I
walk around and I tell them
everything. They get all
enthusiastic and happy. That is
when I think yes we are special
and good.” (Hans, interview 2)

Feeling of
pride

Additional
factors
affecting
affective
organizational
commitment

“The reputation is not only inside
the Netherlands of our
educational program. It is
spreading around the world, and
that is something which is great.”
(Frank, interview 3)
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“When I was hired at first and
got a permanent contract and
stuff like that, I was genuinely
proud to be good enough to work
here.” (Laura, interview 4
“I do a lot of useful things. My
manager sees it, and the director
sees it. And a couple of other
people see it. Not everyone, and
they don’t have to. But I don’t
feel like keeping a record. That is
the condition I can work
somewhere.” (Hans, interview 2)

Feeling of
freedom

Additional
factors
affecting
affective
organizational
commitment

“I get very happy of the space
and autonomy I am having. It is
due to my position relative to my
manager and the trust she has In
me, I really appreciate that. If I
come with a suggestion, 9 out of
10 times I can execute it. If I
would not have this autonomy, I
would not work here anymore.”
(Laura, interview 4)
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