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ABSTRACT
Employees’ engagement with Corporate Social Responsibility (CSR) is crucial for its
successful implementation. However, previous studies have shown variations in individual
engagement with CSR and even a lack thereof, underscoring the importance of understanding
the factors that influence employees’ level of engagement with CSR. Non-Governmental
Organizations (NGOs) provide an interesting context to study this phenomenon, as, despite
their mission-driven nature, they often fail to successfully implement CSR. Moreover, the
motivation of NGO employees to address social issues does not always lead to active
involvement in CSR. Through a qualitative case study conducted at the World Wide Fund for
Nature in the Netherlands, utilizing in-depth interviews, this study focuses on organizational
factors shaping employees’ level of engagement with CSR in NGOs. This addresses a gap in
the existing CSR literature that primarily focuses on for-profit contexts and enables
practitioners to enhance employee CSR engagement, increasing the successful implementation
of CSR within organizations. Findings reveal varying levels of engagement, ranging from
passive contribution to active initiation, and promotion of CSR initiatives. Key factors
influencing those levels include organizational CSR culture, CSR intervention design,
employee perceptions, observed benefits, and personal commitment, with the latter two factors

exerting a substantial influence that outweighs barriers posed by other factors.
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INTRODUCTION

Although organizations set admirable goals for Corporate Social Responsibility (CSR), its
success ultimately depends on employees’ engagement with it (1). CSR represents a company’s
commitment to go beyond profit-making and take responsibility for the impact of its operations
on society and the planet (2). The involvement of employees in CSR is crucial as it ensures that
CSR efforts go beyond mere surface-level actions and instead become ingrained in the
organizational culture and identity (3,4). Accordingly, Collier et al. stated that “it is the
employees [...] who carry the main burden of responsibility for implementing ethical corporate
behavior [... and] the achievement of those outcomes will largely depend on employee
willingness to collaborate” (5, p. 19). Rodrigo et al. (6) further underscored the growing reliance
of organizations on employees’ engagement with CSR to develop and implement CSR
initiatives, referring to employees as ambassadors for enacting CSR. Hence, existing studies
conceptualize employees as key stakeholders in CSR’s successful implementation (1,7,8).

Considering its importance, there remains a relative dearth of research on employee
engagement with CSR (6,9-12). Existing studies primarily focus on ways to engage employees
through CSR (13-15). Moreover, the examination of employee CSR engagement is often
approached from an institutional or organizational perspective (16), which wrongly assumes
homogeneity among employees, thereby neglecting substantial variations in individual
engagement with CSR (6,9,16). Accordingly, a more bottom-up approach is necessary to
capture the diversity and individual differences in employee CSR engagement (17).
Furthermore, organizations frequently have different expectations for their employees’
engagement regarding social responsibility compared to what happens in practice (9).
Moreover, a lack of engagement by numerous employees in CSR initiatives has been identified
by previous research (18). Therefore, it is important to get an understanding of the factors that

contribute to employees’ varying levels of engagement with CSR. Prior studies (6,9,19-21) in



this area primarily focused on assessing individual employees’ engagement with CSR as an
outcome of personal (e.g. sense of social justice) and/or organizational (e.g. culture) factors,
often conducted within a for-profit context. However, the relationships between these factors
and employees’ level of engagement are not yet fully understood (16). Moreover, such factors
are often context-dependent, prompting Hejjas et al. (16) to call for an analysis of CSR and
employee engagement from a different contextual perspective.

In line with this suggestion, it is worth noting that while CSR is firmly established
among private-sector businesses and as such, most of CSR research has focused on such
businesses, Non-Governmental Organizations (NGOs) are increasingly recognizing the
significance of CSR in relation to their operations (22). NGOs are non-profit, resource-
dependent organizations “whose primary aim is to promote common goals at the national or the
international level” (23, p. 282). The applicability of CSR to NGOs is still debated. Some
scholars argue that NGOs prioritize social needs over profit and therefore do not have to discuss
their social responsibility (22,24,25), whereas others contend that NGOs’ involvement in social
activities and philanthropy creates a connection with CSR (26). Regardless, NGOs are driven
to pursue CSR due to stakeholder pressure, including the need to secure donations (24). The
growth in size and complexity of NGOs, accompanied by the expansion of their programs and
the pursuit of more ambitious goals (27), can create additional negative effects (e.g. extra
pollution from increased air travel) on society and the planet (28). Consequently, to uphold their
principles and maintain their credibility (29), it becomes crucial for NGOs to take responsibility
and align CSR initiatives (e.g. kilometer limits for air travel) with their social mission (30).
However, NGOs often fail to effectively implement CSR initiatives (24). This can be attributed
to the fact that while NGO employees are generally highly motivated to address social issues

(31), it does not necessarily guarantee their engagement with CSR (9).



Therefore, it is interesting to examine the factors that drive or hinder employees to
engage with CSR from an NGO perspective, with a focus on organizational factors due to the
unique organizational features of NGOs compared to for-profits regarding CSR (24). Hence,
this study aims to identify the factors influencing CSR engagement at an organizational level
within NGOs, while considering individual differences in engagement levels. Accordingly, the
research question is: How does the organizational context contribute to NGO employees’ level
of engagement with CSR? To explore this relationship, a single case study approach is adopted,
utilizing in-depth semi-structured interviews with employees of the World Wide Fund for
Nature in the Netherlands (WWF-NL). Subsequently, this study fills gaps in the literature on
CSR, employee engagement, and NGOs, enhancing the understanding of the organizational
factors that influence CSR engagement among NGO employees. Additionally, this study shows
how these factors differ from or overlap with those identified in for-profit contexts and
introduces additional factors specific to NGOs. For practitioners, this study provides empirical
insights and guidance to enhance employee engagement with CSR, thereby increasing the
likelihood of successful CSR implementation within organizations (1,7,8).

The remainder of this study is structured as follows. The next section provides an
exploration of NGOs and CSR, different levels of CSR engagement, and the organizational
factors that influence them. Subsequently, the adopted methodology is described. The findings
are then presented, followed by a discussion that interprets the results in the context of existing
literature. Finally, the conclusion section includes an answer to the research question,
knowledge contributions, practical implications, limitations, and future research

recommendations.



LITERATURE REVIEW

NGOs and CSR

NGOs are societal actors without official government members. With a formal organizational
structure, they make an impact by promoting common goals at a regional, national, and/or
international level. While professionalized, they are non-profit and maintain independence by
relying on membership fees and private donations. NGOs vary depending on the level and type
of operations, scope, and focus (23). For example, ‘More Africa’ is a regional NGO based in
Paje, Zanzibar, which focuses on assisting children and young adults with disabilities (32). In
contrast, ‘Greenpeace’ is an internationally oriented NGO dedicated to addressing
environmental issues (33).

NGOs are often perceived as watchdogs for sustainable development in for-profits (34).
However, for NGOs to effectively address societal issues and make a lasting impact, they must
take responsibility for the consequences of their actions (24). This is where CSR comes into
play. Engaging in CSR allows NGOs to enhance their reputation (35,36), legitimacy (37), and
relationships with external (38—41) and internal (38,41-43) stakeholders. Moreover, CSR can
lead to reduced financial risks (44) and efficient resource allocation (45). Ultimately, CSR
enables NGOs to create long-term value (46).

Despite extensive scholarly study (47), CSR remains an ambiguous concept (48), and
defining CSR for NGOs has been a persistent challenge in previous research (22). Therefore,
this study builds upon the most comprehensive definition available in the literature, which
incorporates 110 for-profit interpretations and is acknowledged by other scholars (49-51):
“CSR implies that firms must foremost assume their core economic responsibility and
voluntarily go beyond legal minimums so that they are ethical in all of their activities and that
they take into account the impact of their actions on stakeholders in society, while

simultaneously contributing to global sustainability” (2, p. 1433). In essence, CSR involves



taking responsibility for all actions of an organization, including those of its employees, that
affect society and the planet within the sphere of the organization’s influence. CSR activities
are singular initiatives that contribute to fulfilling that responsibility (16). Although specific
CSR activities may vary, some common practices include waste elimination, resource
minimization, carbon footprint reduction, staff development (52), bicycle commuting
programs, volunteering, and fundraising (16). Despite limited studies on CSR in the context of
NGOs, it 1s evident from CSR reporting that NGOs engage in activities related to environmental
(e.g. energy consumption), social (e.g. non-discrimination), and/or economic sustainability
(e.g. resource allocation) (24), which are similar to those of businesses. However, for NGOs,
these activities are not optional concerns but are integral to their focus on the common good
(22). Hence, even though the for-profit CSR concept may require adaptations due to the unique
goals and priorities of NGOs, its core principles remain applicable (24).
Levels of employees’ engagement with CSR
Prior studies have consistently demonstrated that employees are key stakeholders in the
successful execution of CSR activities (1,7,8). Therefore, employees’ engagement with CSR is
crucial (1,9,16). Employee engagement has been conceptualized in different ways, varying
from dedicated willingness to a positive state of mind, and the opposite of burnout (53). In
general, scholars (6,9,16,19,20) view it as a multifaceted concept and came to an agreement
that engagement with CSR differs among employees. Therefore, building upon the
conceptualizations by Nejati et al. (4) and Saks (54), employee CSR engagement can be defined
as the level to which an employee is involved, satisfied, and enthusiastic towards their
company’s CSR activities.

While distinguishing what influences employees’ level of engagement, ranging from
job perceptions and individual values to a sense of social duty and organizational culture,

previous studies (6,9,19-21) categorized employees’ level of CSR engagement into low,
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medium, or high: (i) apathetic and dissident employees who have no or low engagement, (i1)
frustrated, conformist, and indifferent employees who have passive or medium engagement,
and (ii1) enthusiastic, active, idealistic, and committed employees who have high engagement.
Organizational factors contributing to employees’ levels of engagement with CSR
Organizations can create a fitting environment that encourages employees to engage with CSR
(55). While scholars have proposed various aspects that should comprise such a context, such
as benefits (21), alignment of values (56), fairness of initiatives (57), and involvement (55),
Hejjas et al. (16) identified a combination of similar organizational factors to be effective. They
state that on an organizational level, employee engagement is driven or hindered by the
organizational CSR culture and the intervention design of CSR, whereas on an individual level,
engagement is driven or hindered by employees’ perceptions of organizational CSR and their
observed benefits of participating in CSR. It should be noted that although these factors are
categorized into organizational and individual-level factors, they all stem from the
organizational context in which the employees find themselves. Moreover, each factor is
comprised of various underlying aspects which could drive both engagement and
disengagement with CSR, since what drives one person might discourage someone else.
Notwithstanding, a lack of drivers to engage does not automatically result in disengaging with
CSR (16).

Given Hejjas et al.’s (16) comprehensive understanding of the organizational context,
this study conceptualizes the factors identified by them as key contributors to employees’ level
of engagement with CSR. To enhance this conceptualization, additional perspectives from other
scholars are incorporated, shedding light on the underlying aspects that shape these factors. All
organizational factors identified in the literature can be summarized as presented in Figure 1

and are explained in the following sections.
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Organizational context
Organizational level factors —— > Individual level factors
Organizational CSR intervention Employee perceptions Observed benefits
CSR culture design of organizational CSR of CSR participation
| CSR-focused culture | |C0mmunication Type | ‘ Organizational motives ‘ ‘ Functional ‘
| Shared values | | Structure | | Relevance | ‘ CSR leadership ‘ ‘ Emotional ‘
1]
| Subcultures | | Interest || Autonomy | ‘ CSR definition ‘ ‘ Meaning & morality ‘

|

Level of employee
engagement with
CSR

Figure 1. Conceptual framework.

Organizational CSR culture

The organizational CSR culture encompasses the values, beliefs, and behaviors that guide and
shape an organization’s approach toward CSR and the expectations placed on employees (16).
A culture focused on CSR often encourages employees to adopt sustainable practices as it leads
to employees becoming fully immersed in CSR initiatives. As a result, employees naturally
embrace CSR behaviors, making them an integral part of their everyday work (9,58). Therefore,
organizations, including NGOs (59), tend to recruit personnel prepared to participate in CSR
initiatives (60). Shared values are critical in engaging employees in CSR (56), as employees
who identify with the organization by sharing the same values are more inclined to advocate its
goals (16). Especially in NGOs the values of employees tend to align with the organization’s
values due to the altruistic purpose of an NGO (61). Yet, value congruence can limit diversity,
creativity, and productivity (62). Moreover, culture is not always uniform across all employees,
meaning that subcultures of small clusters of employees who have distinctive sets of values,
beliefs, and attributes that differ from those of the larger organizational culture exist (63). These
subcultures affect how employees perceive and fulfill their responsibility towards CSR, as not

sharing the same values can lead to feeling disconnected from the organization’s culture. Thus,
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when CSR is enforced through CSR-focused cultures that suppress individuality, it may lead to
undesirable consequences, such as taking time off work or retaliating (16).

NGOs often exhibit a strong relationship between organizational culture and operational
effectiveness as they possess, with exceptions acknowledged, cultural traits such as shared
commitment to a social mission, participatory decision-making, and a focus on social and/or
environmental impact (64). These traits tend to contribute to a sense of ownership among NGO
employees, fostering dedication and motivation (59). However, the influence of these cultural
traits on employee engagement with CSR remains understudied.

CSR intervention design

CSR activities vary among organizations, but certain elements of how CSR is organized (i.e.
the CSR intervention design) remain consistent (16). Effective communication and visibility of
CSR are crucial for employees to be aware of CSR initiatives, allowing them to understand the
organization’s CSR goals and see how their efforts contribute to these (9). To facilitate this,
scholars (5) suggest creating CSR structures, such as a separate CSR department responsible
for developing and implementing CSR. However, formal structures can make CSR seem forced
(6,56). For employees to engage, they need to perceive CSR initiatives and structures as
relevant and aligned with the organization’s values and mission (57). Employees especially
engage when CSR goals are related to their department (19). With the limited knowledge
existing, NGOs typically organize CSR around their core purpose (65). Thus, while
interventions like fundraising may be perceived as inauthentic for businesses, for NGOs it is a
necessary component of their continuity (24). Moreover, employees’ engagement with CSR is
affected by the specific #ype of activity involved, which, in turn, depends on which benefits
employees derive from those activities. Additionally, disengaged employees often only
participate in CSR based on personal interests, because they generally prioritize individual

preferences and motivations over organizational goals or values (16). Furthermore, pressure to
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participate in CSR initiatives may drive continued engagement for some employees, but
employees tend to be more inclined to actively engage when they have greater autonomy in
choosing to participate (66).

Employee perceptions of organizational CSR

Employees’ perceptions of organizational CSR, which refer to their understanding and
assessment of CSR activities, play a crucial role in mediating the impact of employees on CSR
efforts (67). Therefore, involving stakeholders in developing CSR initiatives is important (16).
CSR is often perceived as an extra role, implying that employees may not consider it part of
their job responsibilities (5). The organization and communication of CSR affect employees’
perceptions, especially whether an organization’s motives seem genuine or symbolic (16).
NGOs prioritize a social mission rather than maximizing profits, implying sincere CSR efforts
(24). Furthermore, leadership plays a crucial role in improving employees’ perceptions of CSR,
as leaders can utilize financial and human resources, establish priorities, and shape strategic
direction (68). Also, leaders must serve as CSR role models to demonstrate their commitment
and promote CSR to their employees (69), because failure to do so results in employees
perceiving CSR as less important and less central to the organization’s values (16).
Additionally, broad interpretations of CSR affect CSR engagement, as it leads to different
perceptions regarding what constitutes sufficient engagement with CSR. Variations in its
definition can be attributed to CSR’s ambiguity and employees’ lack of knowledge of CSR (9).
Observed benefits of CSR participation

Employee engagement in CSR cannot be assumed solely based on the belief that employees
experience a sense of satisfaction from doing something positive (70). It necessitates employees
to observe benefits of participating. Functional benefits can be observed, such as skill
improvement, career advancement, and a better work-life balance (21). Improved skills include

communication, leadership, and project management (71). Emotional benefits, like pleasure,
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pride, and team spirit can also be experienced when participating in CSR. Especially,
recognition and value for contributions are crucial for employee CSR engagement (55).
Building social capital and having a sense of inclusion and relatedness are also important (72),
particularly for disengaged employees (16). Participating in CSR can also provide meaning and
morality benefits which are associated with living a meaningful life and sharing values with the
organization (21).

Koch et al. (21) found that employees with high CSR engagement experience a wider
range of benefits. However, perceiving benefits does not necessarily increase eagerness to
participate. Moreover, financial barriers, for example not getting paid while participating in
CSR, often outweigh observed benefits (16). Notably, non-profit employees tend to prioritize
the organization’s social mission over their own financial stability, demonstrating a
commitment to something beyond themselves (73). Consequently, intangible benefits like
mental health support and personal growth are more significant to them than functional benefits
(73). However, which benefits NGO employees prioritize regarding CSR engagement has not

yet been explored.

METHODOLOGY

Research design

This study adopted a qualitative single case study approach to explore the relationship between
the organizational context and NGO employees’ level of engagement with CSR. This approach
was deemed appropriate as employee engagement is complex and subjective (74), and
qualitative research can capture subjective experiences in a nuanced way (75). Qualitative
research also offers flexibility, allowing for the identification of new factors that contribute to
employee engagement with CSR. Furthermore, it provides a contextual understanding of the
study’s concepts (76), which is relevant as this study focuses specifically on an NGO context.

Although the intensive and systematic investigation of a single organization enabled in-depth
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insight into the study’s variables (77), the generalizability of the findings remains uncertain
(78). However, single case studies are designed to explore under-researched phenomena (79)
and allow for analysis between sub-cases within the larger case, which suits the aim to
differentiate between employees’ levels of engagement (80).

Contextual background

The NGO this study examined is WWF-NL, an organization dedicated to addressing the most
pressing challenges of planet Earth (81) by aiming for society to “be one with nature” (82). In
addition to global conservation efforts, WWF-NL aims to increase the sustainability impact of
its operations and those of its partners (83). In 2007, a practical method was developed to
organize CSR activities throughout the organization (84). Over the past two years, WWF-NL
has reported on its CSR practices, which focus on housing, travel and transport, procurement
and hiring, sustainable investments, personnel and integrity, and governance and compliance
(83). Engagement with CSR activities at WWF-NL is voluntary, yet stimulated. For instance,
the use of a car for commuting to work is not reimbursed, but employees who go by bike receive
a compensation of €0.19 per kilometer (85). While CSR is claimed to be integrated into all
business operations and the mindset of every individual, there is room for improvement in some
departments (86). Given WWF-NL’s stated responsibility for CSR activities, the varying levels
of employee engagement, and the voluntary and proactive nature of CSR, WWF-NL is a
suitable case for this study.

Participants

The participants of this study were operational employees from WWF-NL, referring to
individuals from all departments actively involved in implementing and executing the
organization’s day-to-day activities, without holding supervisory positions. They were chosen
for their expertise and the study’s bottom-up approach to employee CSR engagement. To

ensure a comprehensive understanding from multiple perspectives of the phenomenon (87),
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employees with varying levels of CSR engagement were included. The Finance & Operations
and Organization & Talent Development department, known for its notable CSR
implementation, and the Engagement department, with potential for improvement, were
selected. The practical supervisor selected four employees from each department to participate
in the study, who were contacted via email. Appendix A outlines the participant details and
assigned pseudonyms. To minimize the potential effects of a selection bias, which may arise
due to the organization’s involvement in the selection process, clear criteria for operational
employees were used, and someone with limited knowledge of the employees selected the
participants.
Data collection
Data was collected through in-depth semi-structured interviews with employees. These
interviews allowed for a comprehensive understanding of the phenomena from an insider’s
perspective (88), aligning with the study’s focus on individual employees. The structured yet
flexible nature of these interviews ensured that the main concepts of the study were covered
(89) while allowing participants to elaborate on their answers (90). An interview guide with
pre-determined questions was used (Appendix B). Questions were formulated simply,
progressing from personal to organizational questions, without the use of leading words to
minimize question order bias (88). The interviewing approach started with a general inquiry
about participants’ engagement with CSR, followed by questions about the organizational
context and whether and how factors within that context contribute to their engagement with
CSR. The interview guide was reviewed by peers and tested with a pilot interview. This process
resulted in the formulation of the questions in a more generalized manner and the reordering of
their sequence.

All interviews were conducted online via Microsoft Teams between week 16-18 of 2023

during working hours and lasted between 30-70 minutes. An open and non-judgmental stance
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was adopted to create a safe environment for the participants to freely express their thoughts
and experiences. Fitting interview techniques such as summarizing, probing, and non-verbal
communication were employed to encourage comprehensive responses (91). Participants were
reminded of their anonymity before each interview to minimize social desirability bias (92).
Since the first language of all the participants is Dutch and to prevent misinterpretation of the
questions (93), all interviews were conducted in Dutch. Audio recordings were made using the
1Phone recorder application to enable rigorous data analysis (91).

Data analysis

The data collection ended after conducting eight interviews, as data saturation occurred. Clean
verbatim transcripts (Appendix C) of the interviews were generated using Trint software. To
analyze the transcripts, thematic analysis was conducted using Atlas.ti. For the data regarding
participants’ level of engagement, an inductive coding approach was employed, assigning first-
order codes to relevant data segments. These codes were then organized into second-order
themes, which were connected to the aggregate dimension of ‘level of CSR engagement’. The
second-order themes were further combined based on how participants discussed them,
allowing for the identification of specific levels of CSR engagement. The corresponding data
structure can be found in Appendix D. Subsequently, a deductive analysis was conducted to
examine the factors that contribute to participants’ level of CSR engagement. Initially,
predetermined categories and themes from the conceptual framework were systematically
applied to analyze the data. However, during this analysis, inductive codes emerged, including
a personal factor and new underlying aspects that were not previously identified by prior
studies. This led to an abductive approach in the data analysis. The importance of the data was
determined through theory matching and repetition across multiple participants. To gain a
deeper understanding of the concepts and their importance, a visual representation was created

to illustrate the interconnections between themes and aggregate dimensions. Finally, the
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identified factors were linked to each level of CSR engagement. The data structure representing
the analysis of the organizational factors can be found in Appendix E.

Ethical considerations

This study adhered to ethical considerations in line with the University of Groningen guidelines
(94). This was confirmed through the approval of the study’s ethics checklist by the Campus
Fryslan ethics committee (95). Before the interviews, participants received an information sheet
(Appendix F) and an informed consent form. The latter was signed by each participant
(Appendix G). This ensured that participants understood their voluntary participation and the
option to withdraw at any time. Moreover, participants’ responses carry no risks or
consequences. Measures were taken to ensure participant anonymity, including using
pseudonyms and restricting access to identifying information. The audio recordings were
deleted after transcription. The University of Groningen will store the transcripts and consent

forms for five years.

FINDINGS
This study aimed to explore how the organizational context contributes to NGO employees’
level of engagement with CSR. It was expected to validate organizational factors found in the

literature review as well as identify additional factors relevant to NGOs.

NGO employees’ levels of engagement with CSR

Diverse approaches to CSR engagement were found among the participants. Three participants
passively contribute to CSR, while four actively initiate CSR initiatives. One participant
emerged as a CSR champion actively driving and promoting CSR initiatives. Passive CSR
contributors, including P2, expressed a lack of initiative-taking, stating: “I don’t think I’'m a
pioneer in this, it won’t come from me that we will use other cups.” They also acknowledge not
fully complying with every CSR initiative, despite incentives and possibilities offered by the

organization. For instance, P5 mentions: “I still go to work by car. I can really go by bike, the
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bike plan is already there, so I could use it right away.” In contrast, active CSR initiators and
CSR champions take initiatives without explicitly discussing their compliance with CSR
activities. P4, an active CSR initiator, mentioned: “I also try to be critical [...] like, is this
sustainable or is it not sustainable? [...] So in that sense I try to extend it further [...] to get the
organization involved in it further.” What sets CSR champions apart is their role in holding
colleagues accountable for their CSR behavior. P6, the CSR champion, expressed: “If I heard
that a team with an outing goes into the woods with quads, then I would certainly say something
about it, [...] but also simply reminding or addressing people about it in a positive way.”
Factors contributing to NGO employees’ level of engagement with CSR

Several factors within the organizational context that contribute to NGO employees’ level of
engagement with CSR were identified. The findings indicate that these factors vary per level
and can drive both engagement and disengagement with CSR. Figure 2 provides an overview
of the overall influence and interconnectedness of these factors (see Appendix E for a more
comprehensive version). It should be noted that this study may not have identified all
influencing factors, and the perspectives presented represent the participants of this study and

may not be representative of all NGO employees.

Positive contribution —p Contribution to another factor/level of CSR engagement
E Negative contribution === Contribution to level of CSR engagement, outweighing barriers
— | CSR intervention design +| Personal commitment =
+ L +| Perceptions of + Observed benefits of CSR
- | Oreanizational CSR culture |—— | _ organizational CSR participation
Level of engagement with CSR <

Figure 2. Overview of the factors and their contribution to NGO employees' level of engagement with CSR.
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Organizational CSR culture

The findings indicate that the organizational CSR culture acts as both a driver and a barrier to
employee engagement with CSR. One driver identified by seven out of eight participants is the
integration of CSR throughout the organization and its status as a fundamental principle. P4
stated, “It’s all inclusivity here, waste separation, sustainable canteen, and things like that. You
get it from all sides and you also participate in it.” Furthermore, some active CSR initiators,
like P8, noted that employees working in NGOs already demonstrate inherent involvement in
socially responsible issues, which naturally generates a certain level of engagement in CSR,
stating: “It’s kind of part of working here that you’re sustainable.” P1, an HR employee,
confirms that people are also hired based on this, stating: “We seek individuals with a specific
mindset.” However, according to several participants, a CSR-focused culture can also result in
negative experiences, including intrusive behavior from colleagues, feeling undervalued for
alternative contributions, and a lack of new perspectives, which lead to reduced engagement.
PS5, a passive CSR contributor, provided an example: “We have people here who deliberately
do not have children. I have three. I remember when I got the third one, I got comments because
what did that do to my footprint? Yes, that goes very far. [...] So, interfering with each other:
don’t do it.”

The findings also reveal that an informal culture contributes to NGO employees’ level
of engagement with CSR. Some passive CSR contributors see it as a driving force, emphasizing
the positive atmosphere and the ease of connecting with colleagues for collaboration. However,
one active CSR initiator notes that informalities can hinder the implementation of their
initiatives. P7 for example stated: “It’s quite an informal culture, where [...] you have to go
past a few people [in an informal manner] to have some checks and I notice that somehow

information gets stuck now and then.”
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Additionally, the majority of passive CSR contributors associate specific positions
within the organization with certain CSR responsibilities and opportunities. This indicates the
presence of subcultures that limit their engagement with CSR to only their designated job
responsibilities. P1 exemplified this by stating: “I make sure that [...] our HR flows are well
organized, but the big steps are of course made with conservation. [...] We have to be very
realistic about that. That’s not something I do.”

CSR intervention design

The findings suggest that the way CSR is organized indirectly impacts NGO employees’ level
of engagement with CSR. Most participants expressed concerns about the lack of central
organization and clear CSR aims, which are reinforced by the informal and CSR-focused
culture. P1 stated: “It’s not rudderless, but it’s not going very well now [...] I think that if we
organize it more centrally, we might be able to make more progress.” Some participants, like
P6, also emphasized the importance of formalizing CSR practices to ensure continuity and
effectiveness, even during personnel changes, stating: “Of course, I leave once and other
colleagues also leave, so it just has to be anchored in the organization.” Additionally, two
participants highlighted that a lack of CSR communication results in limited awareness of the
organization’s CSR efforts which subsequently decreases motivation for active participation,
as stated by P5: “I used to be involved in the CSR policy [...], not at all anymore in recent years.
I would really like to contribute more enthusiastically to that, but [...] I have no idea what we
are doing here anymore.” Furthermore, half of the participants noted that the absence of
opportunities to actively participate in CSR decision-making undermines their engagement.
Involving stakeholders was seen as crucial to foster ownership and incorporating diverse
perspectives, as stated by P3: “I would like if we bring the right stakeholders together and then
look at what we actually can do. [...] You have to let it live. [...] So the people who have an

impact on it also have to have some kind of involvement in that.”
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However, some participants emphasized that their engagement with CSR is not entirely
hindered by the current design, but they did highlight that an improved design could further
enhance their engagement. P3 remarked: “I think I will do it anyway, [...] but if it is made more
explicit then I will be even sharper about what I can do in it.” Most participants, including P6,
suggest that having someone or a dedicated team responsible for CSR would strengthen their
engagement: “I think if you have someone on CSR who specializes in it [...], then it will
certainly improve for me as well. Of course, I also use things that may not be completely
sustainable or something, so I do think that it also has real added value for me.”

Employee perceptions of organizational CSR

Employees’ perceptions of organizational CSR contribute to their level of engagement with
CSR in several ways. Firstly, all participating passive CSR contributors develop #rust in their
colleagues’ decision-making abilities by identifying subcultures related to CSR responsibilities
and possibilities. P2 illustrates this by stating: “I assume that the right choice is always made
and yes I will go along with that.” This shows how passive contributors are more inclined to
participate in established CSR initiatives rather than initiating new ones. Additionally, the
presence of a CSR-focused culture creates a foundation for two passive CSR contributors,
encouraging their involvement by perceiving CSR as an inherent aspect of their roles. P1
mentioned: “That’s actually my job. [...] I look at what I can do from my field of expertise and
there are real opportunities for that, so that involvement is there.” However, when combined
with their identification of subcultures, their engagement can constrain to their designated job
responsibilities.

Furthermore, all active CSR initiators stress the importance of observing concrete
results or having evidence that CSR initiatives will yield outcomes. P7 mentions: “I love to talk
to colleagues from time to time about the results we have achieved, then I think oh yes and

that’s where I do it for. [...] That immediately makes me enthusiastic.” This provides them with
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a sense of purpose and motivation, as they can see the impact of their efforts. However, for
some, the lack of a clear CSR design and inadequate communication hinder the demonstration
of these results. P3 illustrates this by stating: “I’m missing the check a bit. So, we do things
with the best of intentions, but does that have any consequences? [...] So we make assumptions,
but somewhere you also have to test whether that is correct.”

Moreover, the majority of the participating active CSR initiators perceive the role of
colleagues’ (dis)engagement with CSR as both a driving force for active CSR engagement and
a catalyst for shaping perceptions of CSR. P7 explains: “When I see that everyone is working
on it, [ am more inclined to do it too. I also noticed the opposite. [...] I think that colleagues also
influence me in a certain way if nothing is done. Then I feel more inclined to do something
about it.”

Lastly, four participants’ perception of receiving managerial support influences their
CSR engagement at various levels. P7 demonstrates how support from managers reinforces
their commitment to CSR and encourages them to sustain efforts, by stating: “My manager,
who is also above the other communication manager, thinks [diversity and inclusivity] are also
important points. [...] So, [’'m just going to continue with that.”

Observed benefits of CSR participation

The findings reveal that despite negative influences, most participants remain engaged in CSR,
although at varying levels. This can be attributed to the benefits they derive from participating,
underscoring its crucial role in driving employees’ engagement with CSR. As P1 stated: “I can
really see the benefits of it. So, I’'m not less involved because it can be better organized.” The
participants reported two main benefits. First, all participants mentioned that CSR allows the
organization to uphold its values and principles, as highlighted by P4: “If this would not be a
sustainable organization while we do tell others how things should be done, then I do think that

we should also set a good example. And if this were not the case [...] then I would leave the
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organization.” This highlights the importance of aligning CSR initiatives with the
organization’s mission and practicing what is preached. Second, most participants are driven to
engage in CSR as they observe the benefit of CSR resonating with their personal values and
fulfilling their sense of moral duty. P6 illustrated this by stating: “It also aligns with my personal
values and with my belief that if we all contribute a little in this area, the world will just become

a bit more beautiful for everyone.”

Personal commitment

While personal factors were not explicitly examined in this study, it becomes evident that three
out of the four participating active CSR initiators’ and the CSR champion’s personal
commitment to CSR contributes to their engagement with it. Their intrinsic motivation, driven
by a genuine belief in the importance of CSR, serves as a direct driver for their engagement, as
expressed by P3: “Everything I do, I do from my own intrinsic motivation and how I think it
should be, not from a policy perspective.” It also outweighs the negative impacts of an unclear
CSR design for three of the intrinsically driven participants, as highlighted by P6: “Personally,
it doesn’t matter if someone is centrally responsible because it’s a matter of values. I believe
it’s important.” Additionally, this motivation, derived from their values, reinforces the
significance of alignment between personal values and CSR, thereby indirectly strengthening

their engagement with CSR.

DISCUSSION
This study aimed to identify organizational factors that influence NGO employees’ level of
engagement with CSR. A qualitative single case study approach was adopted, conducting semi-
structured interviews with eight NGO employees. Diverse engagement with CSR among NGO
employees was discovered, confirming prior research (6,9,19-21). Passive CSR contributors
align with Koch et al.’s (21) findings on indirect participation, while both active CSR initiators

and CSR champions align with active employee concepts (20,21). The latter suggests the need
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for a more specific typology for active employees in NGOs, distinguishing initiative-takers
from those holding others accountable. Notably, no disengaged employees were found, possibly
due to the study’s limited timeframe or the socially-driven nature of non-profit employees (31).
Behind these findings lies a mix of factors that have been identified to vary across different
levels and drive both engagement and disengagement with CSR, confirming the heterogeneous
nature of employees (6,9,16).

It was expected to validate the organizational factors identified in the literature review
and explore additional factors relevant to NGOs. The findings demonstrate that all the general
organizational factors identified as influential to employees’ engagement with CSR in for-profit
studies are also valid for employees in NGOs. However, participants did not necessarily delve
into all the underlying aspects that comprise these factors. Other influencing factors that are
specific to the context of NGOs were also discovered. Consequently, these additional factors
must be considered to fully understand varying levels of CSR engagement among NGO
employees and will now be discussed with the existing literature.

While in businesses undesirable behavior resulting from an overly enforced CSR culture
can often be attributed to employees’ diverse values (63), in the examined NGO it appears to
stem from an excessive presence of similar values. This phenomenon can be explained by the
fact that high levels of value congruence can lead to a lack of diversity, which in turn can result
in a homogenous environment where critical evaluation and alternative perspectives are
discouraged, leading to the manifestation of undesirable behaviors (62). Moreover, the finding
that passive CSR contributors tend to confine themselves to their designated CSR
responsibilities contradicts Hejjas et al.’s (16) findings that subcultures primarily emerge from
value differences. Subcultures can thus also arise from functional differences. Furthermore, this
study, unlike previous research, highlights the contribution of an informal culture to NGO

employees’ level of CSR engagement. This association has not been explored by previous
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studies and in-depth investigation was beyond the scope of this study, making it an intriguing
area for future research.

A notable finding regarding the contribution of the CSR intervention design on NGO
employees’ level of engagement is that unlike in for-profits where it has an equal influence
along with other factors (16), in NGOs it indirectly contributes to CSR engagement.
Additionally, all the identified underlying aspects of the CSR intervention design negatively
impact NGO employees’ level of engagement. When considering this finding alongside the
identification of personal commitment to CSR, one could argue that it implies a parallel with
Hemingway’s (20) typology of frustrated employees who are socially driven but lack the
necessary organizational context to fulfill their role. However, in contrast to Slack et al.’s (9)
conclusion that organizational factors can impede individuals’ participation in CSR despite
personal values, this study reveals that NGO employees’ commitment to CSR and the observed
benefits of participating in CSR outweigh such barriers. These influential factors can be
attributed to the internal social drive of employees in socially responsible organizations (11)
and the tendency of non-profit employees to prioritize the organization’s social mission over
personal gains (73). The absence of functional and emotional benefits in this study, and the sole
identification of benefits similar to Koch et al.’s (21) meaning and morality benefits, can also
be attributed to this prioritization.

Although all participants recognize the impact of observing benefits, their level of
engagement still varies. This variation among participants may be attributed to passive
contributors not explicitly mentioning their intrinsic motivation to engage in CSR as this aspect
reinforces the importance of observing benefits for active CSR initiators and the CSR
champion. It is also important to note that perceiving benefits does not always translate into
higher engagement with CSR (21). Further, unlike the for-profit sector, where benefits are

determined by the specific type of CSR intervention (16), this study reveals that NGO
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employees derive benefits from their commitment to CSR or merely the organization’s pursuit
of CSR.

Furthermore, this study highlights the role of trust among NGO employees in
influencing their engagement with CSR, a factor not previously identified in for-profits.
Building upon Mahalinga et al.’s (55) insights, it becomes evident that a trust-focused culture
within NGOs substantially influences employees’ organizational commitment, a finding that is
now further validated in the context of CSR. Additionally, this study’s identification of the
influence of managerial support aligns with Hejjas et al.’s (16) emphasis on the importance of
CSR leadership. However, in contrast to that perspective, this study also underscores the crucial
role of example-setting among colleagues within NGOs. One could argue that this can be
attributed to a cultural trait commonly found in NGOs: a shared commitment to a social
mission. The collective dedication to creating such a meaningful impact fosters an environment
where colleagues inspire and learn from one another, thereby reinforcing the organization’s

values and mission (64).

CONCLUSION
This study aimed to answer the research question: “How does the organizational context
contribute to NGO employees’ level of engagement with CSR? . The study identified different
levels of engagement, including passive participation, active initiation, and promoting CSR
initiatives. Various aspects of the organizational context were found to contribute to these levels
of engagement. First, the organizational culture acts as both a driver and a barrier, exerting
direct and indirect effects on NGO employees’ level of engagement with CSR. Factors such as
a CSR-focused culture, informal culture, and subcultures within the organization contribute to
this. Second, the organization’s CSR design was found to indirectly hinder engagement with
CSR. This stems from a lack of a clear and central CSR framework, CSR communication, and

stakeholder involvement. These barriers persist due to the prevailing CSR-focused and informal
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culture within the organization. Third, employees’ perceptions of organizational CSR impact
their engagement levels positively and negatively. Perceptions including trust in colleagues’
decisions, the need for concrete results to maintain motivation, considering CSR as part of the
employee’s position, colleagues’ CSR (dis)engagement, and managerial support are impacted
by the CSR culture and design. Moreover, other employees’ level of engagement with CSR
catalyzes shaping perceptions of CSR. Fourth, the study found that NGO employees’ CSR
engagement is primarily driven by observed benefits of CSR aligning with personal values and
the organization’s mission, outweighing barriers posed by other factors. Finally, intrinsic
motivation for CSR plays a crucial role by also surpassing barriers, and emphasizes the
importance of experiencing the benefits of CSR participation.

Knowledge contributions

By discussing organizational context factors that contribute to NGO employees’ level of
engagement with CSR, this study fills a gap in the existing literature and offers insights into
employee CSR engagement in the non-profit sector. It not only reinforces the overarching
factors and some of the underlying aspects identified in previous studies but also sheds light on
their relevance to NGOs and introduces additional factors. Subsequently, the study provides a
new contextual perspective on employee CSR engagement and considers individual differences
among employees. It also highlights differences in CSR engagement between profit and non-
profit organizations.

Recommendations for practice

The study offers valuable insights for NGOs and similar organizations (e.g. other mission-
driven organizations) to enhance employee engagement with CSR, increasing the success of
CSR initiatives (1,7,8). While further research may be needed to validate these findings in
specific organizational contexts, the following practical recommendations can be made. First,

when designing CSR activities, policies, and programs, recognize that engagement with CSR
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differs per employee, as what motivates one employee may act as a barrier for another.
Therefore, finding a balance that considers diverse employee perspectives and motivations is
crucial. Second, improve the design of CSR by clearly defining goals, centralizing
responsibility, and communicating about CSR initiatives by demonstrating their impact and
providing evidence of results. Integrate CSR into existing work to avoid creating an extra
burden and include employees and other stakeholders in the CSR design process. Third, balance
between an informal culture that encourages cross-department collaboration and a formal
implementation that incorporates clear processes and checks. This balance helps to cultivate a
supportive environment where all individuals feel included and supported to contribute to CSR
initiatives. Fourth, ensure, to the best extent possible, that CSR activities align with employees’
personal values and the organization’s mission, promoting authenticity and motivation. Fifth,
acknowledge and appreciate employees who actively engage in CSR as their intrinsic
motivation towards CSR is a valuable asset. Consider hiring individuals with a CSR mindset.
However, be mindful of potential negative experiences arising from an overly CSR-focused
culture. Discourage intrusive behavior, judgment, and undervaluing contributions made in
alternative ways; encourage respect for different perspectives.

Limitations and future research

Although the study design has been planned with care and efforts have been made to minimize
potential biases, this study is not without limitations. The use of a qualitative single case study
limits generalizability (78), making direct application to other NGOs challenging. Future
researchers could conduct a comparative case study involving multiple NGOs to improve
generalizability. Furthermore, the organization’s involvement in the participant selection may
have introduced a selection bias. Involving an independent third party would have been
beneficial. Also, participants may have felt compelled to respond in a manner that aligns with

the organization’s goals, potentially affecting the accuracy and objectivity of the results.
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Triangulation through additional data collection methods, such as observations, could have
strengthened the findings. While data saturation was achieved, conducting more interviews
could have provided further insights. Due to time constraints, this was not possible. Moreover,
it is important to acknowledge that while data saturation was reached for the factors
contributing to employees’ level of CSR engagement, only one participant emerged as a CSR
champion. As a result, the factors influencing that level were not confirmed. This limited
representation could be due to the study’s limited timeframe or the specific characteristics of
the organization and NGOs in general. Further research is needed to determine if the scarcity
of CSR champions is a common phenomenon in NGOs. In addition, it is acknowledged that
there was rigid adherence to the interview guide, which hindered the immediate exploration of
factors influencing CSR engagement, as the examination of such a connection was scheduled
for later discussion. A more flexible interview approach would have allowed for the organic
exploration of emerging factors and the capture of a broader range of insights. Furthermore, the
pre-determined questions could have focused more on directly addressing the influence of
factors rather than starting with questions about the current situation. This approach would have
avoided participants to bring up aspects that ultimately had no impact on their engagement with
CSR, wasting time, and sometimes making participants feel like they had little knowledge about
CSR. Nevertheless, valuable findings were still obtained. Lastly, this study’s scope was limited
to organizational factors, resulting in a lack of significant attention given to personal ones.
Future research should consider the interplay between personal and organizational factors
within NGOs.

In addition to addressing these limitations, future research can explore the underlying
reasons for differences in engagement levels. Specifically, why certain factors may positively
influence some employees under certain conditions while negatively impacting others. Another

direction for extending this study is to explore the interplay of observed benefits of CSR
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participation and intrinsic motivation, considering the noteworthy contribution of these factors
to NGO employees’ level of engagement with CSR as found in this study.

Reflection on transdisciplinarity

Collaborating with WWF-NL was helpful for this study. Regular meetings with the practical
supervisor ensured effective communication and the smooth progress of the study. The
organization’s support played a crucial role in acquiring participants and their active
involvement. For example, the opportunity to join a meeting and deliver a presentation helped
in recruiting two final participants. Further, the practical supervisor found the results highly
valuable for the organization, despite any initial expectations for a more practical study. This
collaboration not only provided valuable insights into CSR through the perspective of an NGO,
offering a fresh and enriching perspective on the subject, but also emphasized the importance

of bridging academic research with real-world applications.
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Appendix A. Overview of the participants
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# | Department | Unit Date and time of | Duration of the | Identified
the interview interview level of
engagement
P1 | Organization | HR April 1812023 | 33.48 minutes | Passive CSR
& Talent 13.00 — 14.00 contributor
development
P2 | Engagement | Customer April 1812023 | 35.12 minutes | Passive CSR
Contact Centre 15.00 — 16.00 contributor
P3 | Finance & ICT April 1912023 | 46.32 minutes | Active CSR
Operations 14.30 — 15.30 initiator
P4 | Finance & Finance April 20", 2023 | 39.33 minutes | Active CSR
Operations 10.00 — 11.00 initiator
P5 | Engagement | Partnerships & | April 20" 2023 | 29.42 minutes | Passive CSR
Fundraising 12.00 — 12.30 contributor
P6 | Engagement | Marketing & April 25", 2023 | 45.09 minutes | CSR
Studio 10.00 — 11.00 champion
P7 | Engagement | Brand & April 26%, 2023 | 68.03 minutes | Active CSR
Communications | 10.00 — 11.00 initiator
P8 | Organization | Facility & May 24 2023 32.59 minutes | Active CSR
& Talent Hospitality 10.00 — 11.00 initiator
development
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Appendix B. Interview guide

Ice breaker questions

* How are you?

* Was it easy to join the meeting?

Introduction

Hello, welcome.

First of all, thank you for your willingness to participate in this study and for allowing me to
interview you. My name is Joosje Overgoor and as part of my Master Sustainable
Entrepreneurship at the University of Groningen and on behalf of Tanja Seydlitz and
Jacqueline Kooiman, I have started a study to explore Corporate Social Responsibility within
the organization. With this, I hope to make a valuable contribution to WWZF-NL. This
interview will take a maximum of 60 minutes during which we will discuss several aspects
of your work and the organization, to better understand the role CSR plays in the organization
and with the employees. I would like to emphasize that you can perceive this interview as a
normal conversation: I am interested in your perspective so there are no correct or wrong
answers. The data collected will only be used for the purpose of this study. Any information
you share with me will be treated as confidential and any quotes used in the written report
will be anonymized to protect your privacy. As explained via the information sheet and
informed consent form I provided via email, this interview will be audio recorded. If okay
with you, I will start the audio recording now. Before we start with the interview, do you

have any questions?

General questions

* (Can you introduce yourself?

*  What is your position within WWF-NL?

Corporate Social Responsibility within WWF-NL
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. Can you tell me something about your understanding of CSR?

e Do you consider CSR to be important?

. How would you describe your engagement with CSR within WWF-NL?

e (Could you provide an example of your involvement with these initiatives?
. Can you tell me something about which benefits you perceive from participating in
CSR, if any?

e Regarding your involvement in CSR, how do you perceive the significance of

the benefits you mentioned?

. Can you tell me something about what kind of organization WWF-NL is?

e (an you tell me something about the culture within WWF-NL?

e Do the kind of organization and/or the culture of WWF-NL influence CSR
within the organization?

e Based on your understanding of the culture around CSR, how determining is

this for your involvement with CSR?

5. Can you tell me something about the role of CSR within WWF-NL?

e (Could you share with me why CSR is (not) important to WWF-NL?

e What is your opinion on the suitability of CSR as an approach for
organizations like WWF-NL?

e Based on your understanding of the role WWF-NL gives to CSR, how

determining is this for your involvement with CSR?

6. Can you give me an overview of how CSR is currently organized within WWF-NL?

e Could you provide me with some examples of activities (of your department)

related to this?
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e (Could you share your thoughts about the current organization of CSR within
WWEF-NL?
e [sthe way CSR is organized important for your involvement with it? Can you
elaborate on that?
7. Other than what we just talked about, could you share with me if anything else has
shaped your level of engagement with CSR at WWF-NL?
8. Are there any actions that WWF-NL could take to further engage you in CSR? If so,

could you share your thoughts on what those actions might be?

General prompts

e (an you give an example?
e [fI understood you correctly, you are suggesting ...

e (Can you expand further on that topic, please?

End

I have come to the end of my questions, and I appreciate all the insights and perspectives you
have shared with me regarding CSR within WWF-NL. Before we finish, I want to give you
the opportunity to share any final thoughts or comments you may have about it. Thank you
for taking the time to participate in this interview and for sharing your valuable insights. I
want to reassure you that your provided data will be treated with strict confidentiality. The
information will be used for the purpose of my thesis and WWF-NL only. If you have any

further questions or concerns, please do not hesitate to ask.
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Appendix C. Transcripts of the interviews
All the transcripts of the interviews are available via the following link:

https://drive.google.com/drive/folders/1sd AMvbkOv9IX4TiMyEshrOpvP79rE7i2Z ?usp=share

_link
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Appendix D. Data structure: levels of employee engagement with CSR

Coding tree

First-order categories Second-order themes

* “I don't think I'm a pioneer in this, it won't come from
me that we will use other cups.”

* “I'm not like that, I'm not a fanatic person who thinks
‘you know we should all eat vegan’. No, I'm not like that.”
* “And I also try to be critical [...] like, is this sustainable
or is it not sustainable? [...] So in that sense I try to extend
it further [...] to get the organization involved in it further.”
* “I think by hammering harder on the stories from those
countries and really asking follow-up questions.”

* “So it's not black or white like you have to do this and
that [...], but that's kind of my own initiative.”

* “Together with a number of colleagues, we started a

kind of petition or signature campaign because we felt
that this was no longer okay.”

Initiative-taking —

Aggregate dimension

* “So I still go to work by car. I can really go by bike, the
bike plan is already there, so I could use it right away.” .
« “But I'm not a hardcore conservationist. No, because | Comphance to CSR
do like steak and T also just go everywhere by car.” initiatives

* “For example, the car, which is something I don't really
go along with.”

* “ think it is very important when I hear that a colleague HOldmg COlleagueS
or a team is doing something or buying something, that accountable for their —
you ask them, have you taken into account?” CSR behavior

Visual representation of connections between the data

Level of CSR engagement

Holding colleagues

e Not complying to every Taking initiatives beyond accountable for their
Not taking initiatives CSR initiative direct responsibilities CSR behavior
Passive CSR contributer Active CSR initiator CSR champion




48

Appendix E. Data structure: factors contributing to employees’ levels of CSR engagement

Coding tree

First-order categories Second-order themes Aggregate dimensions

« “There is a question about corporate social responsibility
in the procurement process, but it feels very much like
ticking boxes to me.”

« “That happens anyway, I think whether or not you have
established a policy for it [...] because we are all
reasonably involved people who work here, I think.”

* “CSR should be embedded in who we are, [...] it doesn't
have to be pinned on the wall to realise that. This is really
a way of living.”

« “It's all inclusivity here, waste separation, sustainable
canteen and things like that. So you get it from all sides
and you also participate in it.”

CSR-focused culture

« “It's quite an informal culture [...] and I notice that

somehow that information gets stuck every now and then.”

« “We are a very cheerful organisation, [...] there is just a

lot of laughter, [...] the atmosphere is good so that's nice. Informal culture
[...] You just know a lot of people at a certain point, so

you know exactly who to turn to if something needs to be

done or if something is going on, and that certainly works

very well for me I think.”

« “I make sure that [...] our HR flows are well organised,

but the big steps are of course made with conservation Subcultures: different CSR
or the people vyhg collect the money, you know.‘We have responsibilities/possibilities
to be very realistic about that. That's not something I do.” . .-
« “For me, of course, it is different than, for example, for for different pOSlthﬂS
Jacqueline.”

« “It is never checked whether I am doing my role well

in that area. [...] I think I will do it anyway, [...] but if it is
made more explicit then I will be even sharper about what
Ican do in it.”

« “We no longer have a central purchaser, so now we
have to do it ourselves, [...] so in that sense you are busy Lack of clear/central

with that. But I sometimes find it difficult to estimate o 7
organization

whether the entire organization is complying with this
now that we do not have central purchasing.”

« “Of course I also leave once and other colleagues also
leave, so it just has to be anchored in the organization.”
« “I think that if we organize it more centrally, we might
be able to make more progress.”

« “I would like if we bring the right stakeholders together
and then look at what can we actually do? [...] You have CSR intervention design
to let it live. [...] So the people who have an impact on, Lack of stakeholder
they also have to have some kind of involvement in that.”
« “I think that in the end you just need a small group of
decision makers. [...] I think it would be good for the
organisation if we also bring in more perspective.”

involvement

« “We don't really hear much about it. Yes, of course we
know that the coffee is good, that the canteen is good, but
otherwise? No, I'm less involved than before.”

« “I used to be involved in the CSR policy [...], not at all Lack of CSR communication |—
anymore in recent years. So [ would really like to
contribute more enthusiastically to that, but [...] I have no
idea what we are actually doing here anymore.”




First-order categories

« “I think everything I do contributes to our strategy and
that is, of course, nature restoration and conservation.
So I think that's important.”

* “I do think that we ourselves should be the example for
something that we carry out. That we don't just say you
should do this, but that we ourselves, practice what you
preach.”

« “If this would not be a sustainable organisation while
we do tell others how things should be done, then I do
think that we ourselves should also set a good example.
And if that was not the case [...] then I wouldn't agree.”

Second-order themes

CSR aligns with

« “T also think it's just morally good, but that's just purely
moral. [...] I personally think it is important.”

« “I think that is very determining, [...] because if it were
not the case then [ would leave the organization at some
point I think.”

« “I would hate it if we, for example, had a coffee machine
here that you know is not fair trade coffee. That's how I try
to live and I think it's very important for me personally
that we think about that.”

« “I mean in that respect I also find companies interesting,
but not at the expense of. And that at the expense of, in this
case with us nature, yes, that makes me tick.”

organization’s mission

CSR aligns with personal

« “I love to talk to colleagues from time to time about
the results we have achieved, then i think oh yes and
that's where I do it for. [...] That immediately makes me
enthusiastic.”

« “Well, I think it does pay off in that sense. I like that.”
* “I'm missing the check a bit. So we do things with the
best of intentions, but does that have any consequences?
[...] So we make assumptions, but somewhere you also
have to test whether that is correct.”

values

Perceived impact/results of

* “I'm actually working on it all day.”

« “T am also a prevention employee, so you have to see
what is safe within the building.”

« “I think that's the bigger picture that I'm also working
on from my field. And what else do I do, oh dear it's also
in the selection of course. I do a lot of job postings, a lot
of recruitments. There we also check whether someone is
in the right place.”

* “I also organise many events and [...] everything has to
be sustainable.”

CSR

CSR is part of the employee’s

* “Then I think God someone is going to fly, I think that
person will have weighed everything up, but in the end
that choice might be to fly, well, that must have been
thought through very carefully. [...] If you don't have any
influence on it, don't worry about it.”

« “T assume that the right choice is always made and yes I
will go along with that.”

« “In that respect I also have trust in the people who work
here internally.”

position
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Aggregate dimensions

Observed benefits of CSR

participation

Perceptions of

« “ think that the colleagues also influence me in a certain
way if nothing is done. Then I feel more inclined to do
something about it.”

* “You see good examples from others, [...] for example,
you see people cycling to work. Then you start thinking,
I'm going to go by bike again, because that's better.”

Trust in colleagues

* “We had the committee behind us so then it was an

MT decision.”

 “Our previous general manager used to go there by
plane very often. Yes you can, but then you are not setting
a good example because the next manager or employee
who goes there thinks you know, I'm just going to go by
plane. And I understand that.”

* “My manager, who is also above the other
communication manager, thinks that is also an important
point.”

Colleagues’ CSR engagement

* “Where that responsibility begins and ends, that is a bit
up to you, I think.”

« “I think it has to be in you a bit, but also that you have
to enjoy looking beyond just your own thing and see if
you are doing well or if you can do other things to make
it more sustainable.”

* “What I do, [ actually just do because of my own
intrinsic motivation.”

Managerial support

Intrinsic motivation

organizational CSR

Personal commitment
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Visual representation of connections between the data and its importance

Positive contribution — Contribution to another factor/level of CSR engagement
IE‘ Negative contribution m=malp Contribution to level of CSR engagement, outweighing barriers

| Lack of stakeholder
CSR focused culture nvolvement

I Informal culture

Subcultur
responsibilities/possibil
for different positions

CSR intervention design

W CSR aligns wit
personal values

Observed benefits of CSR
participation

Perceptions of
organizational CSR

8| CSR s part of

=4 employee’s position
Perceived impact/
results of CSR

=8| Trust in colleagues

o Colleagues” CSR
engagement
8| Managerial support

Personal commitment

gl Intrinsic motivation

L—bp ‘ Level of engagement with CSR

Factors’ contribution specified to different levels of employee engagement with CSR

Organizational CSR culture . Observed benefits of CSR participation . Personal commitment

. CSR intervention design . Perceptions of organizational CSR

Lack of clear/central

S Trust in colleagues
organization

Lack of stakeholder
involvement

SR is part of the employee’s
position

Lack of CSR communication Managerial support

Passive CSR contributer

Lack of clear/central CSR aligns with
organization organization’s mission

Lack of stakeholder CSR aligns with personal
involvement values

Managerial su

Active CSR initiator




Lack of clear/central CSR aligns with
organization organ

Managerial support

CSR aligns with personal

Lack of CSR communication e
values

Intrinsic motivation

51

CSR champion




52

Appendix F. Information sheet
The information sheet is available via the following link:

https://drive.google.com/drive/folders/1sd AMvbkOv9IX4TiMyEshrOpvP79rE7i2Z ?usp=share

_link
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Appendix G. Informed consent forms
All the signed informed consents forms are available via the following link:

https://drive.google.com/drive/folders/1sd AMvbkOv9IX4TiMyEshrOpvP79rE7i2Z ?usp=share

_link



