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ABSTRACT 

Title: Commitment in NGOs: A Dual Case Study in Sweden 

Authors: Yu Liu & Patience Attakora Inkabi 

Advisor: Malin Tillmar 

Date: May 25th, 2015. 

 

Background: A successful organization is the one that recognizes the importance of 

its human element and take into account their commitment to ensure the attainment of 

its objectives. However, the focus into the study of commitment among workers is 

often directed towards for-profit organizations with NGOs receiving less attention. 

This HRM related issue accord several scholars, is said to be an important factor to be 

considered in order to ensure a successful organization be it for-profit or NGO. The 

issue of commitment among workers however tend to take several direction as the 

result of the multidimensional nature of organizations, hence the varying 

configurations of commitment mindset (Affective, Normative and Continuance) and 

the presence of various targets of commitment (e.g. organization, customers etc.) 

among workers. 

 

Aim: The aim of this thesis is to examine the commitment among workers in NGOs, 

by investigating the various targets of commitment among different categories of 

workers of NGOs in Sweden. The paper will further investigates whether the targets 

of commitment among the different categories of workers in NGOs differs and what 

influences these differences. Through the empirical cases, this thesis will provide 

appropriate guidance to ensure commitment among categories workers in NGOs and 

also contribute to previous research with regards to commitment among categories 

workers in NGOs. 

 

Methodology: The qualitative research approach was used in the conducting of this 

study. A dual case study was undertaken 12 semi-structured interviews with six from 

each case organization. Participants were drawn from the two main categories of 

workers in NGOs thus from volunteers and paid workers. 

 

Results: The conducted research study reveals there are differences in relations to the 

targets of commitment among the different categories of workers as well as the 
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display of the different types of commitment towards these targets.  The guideline 

identified by this paper to ensure commitment among workers in NGOs should be a 

considerable amount of attention to workers development and recognition from the 

organization. 

 

Keywords: Commitment, Affective Commitment, Normative Commitment, 

Continuance Commitment, Targets of Commitment, NGOs. 
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1.     Introduction 
The world is full of challenges, which are widely acknowledged that the state alone in 

most cases cannot resolve, hence the need for a helping hand from other actors such 

as Non-Governmental Organizations (NGOs). NGOs have come to be recognized as 

important actors on the landscape of development, from the reconstruction efforts in 

Indonesia, India, Thailand and Sri Lanka after the 2004 tsunami disaster, to 

international campaigns for aid and trade reform such as ‘Make Poverty History’ 

(Lewis & Kanji, 2009). NGOs are perceived to bring distinctive advantage in social 

service delivery and community development (Kim, 2009; Lehr-Lehnardt, 2005) 

through the effort of its workers to engage in activities to help make societies and the 

world a better place. NGOs have been experiencing a tremendous growth way before 

the beginning of the 20th century (Boli, 2006; Schofer & Longhofer, 2011). 

Consequently, NGOs have become important contributors for social development 

along with both the public and private sectors (Miraftab, 1997; Zaidi, 1999).  

 

There is no doubt that for the success of every organization, workers play the key role 

as daily operations are carried out by them. Unlike for-profit organizations, NGOs 

consist of two main categories of workers, which comprises of volunteers and paid-

workers. It has been argued that a successful NGO is the one that recognizes the 

significance of the human element for organizational success and takes into account 

their commitment in order to attain desired objectives (Rehema, 2014). According to 

Becker and Billings (1993) commitment of workers at the workplace is 

multidimensional. Reichers (1985) also supports this statement by bringing forth the 

various target of commitment (e.g. organization, customers etc.) that workers could be 

attached to. Management in NGOs tend to pay more attention the aspects of erosion of 

authority, re-structuring of the organization, and the impact of technology on its 

people and performances with little or no emphasis on the active implementation of 

Human Resource Management (HRM) practices such as workers commitment in this 

case.  

 

Although workers commitment are important for the success of organizations which 

NGOs are not excluded, there are however a number of studies conducted on 

commitment issues from NGOs perspective compared to for profit organizations 

(Bartram et al., 2014). Furthermore, there are only a few studies examining the 
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different targets of commitment among the categories of workers in NGOs (Cnaan & 

Cascio, 1998; Vuuren, De Jong & Seydel, 2008; Rehema, 2014). Hence, the purpose 

of this paper is to examine commitment among workers in NGO, which can further 

make contribution to commitment among workers in organizations. 

 

Differences between NGOs and For-Profit organizations 

In order to get a clear picture of the definition of NGOs, it is important to mention the 

independent sector and make the difference with for-profit organizations (Riveros & 

Tsai, 2011). Fishman and Schwarz (2006) explain about the independent sector, as in 

countries that are totalitarian, government has strong influence over most of the 

activities. On the contrary, for the nations that have democratic inclination, the 

government does not easily influence activities. As stated by Riveros and Tsai (2011), 

the second group is called private sector, which includes both for-profit organizations 

and NGOs. Comparing the two types of the organizations, it is clear that, both types 

have similar characteristics (ibid). Both of the organizations include managers, 

officers and workers and thus they provide pay compensation. Hopkins (2011) 

mentioned that for both types, the organization's faces expenses make investments, 

handle contract issues, produce goods or services and thus produce profit. The author 

further states the main distinction between these two types of organization is that for-

profit organizations have owners, and they operate in benefit of themselves in order to 

keep the earned money. Hence, “[a] for-profit organization is one that is designed to 

generate a profit for its owners” (Hopkins, 2011, p.4). 

 

On the contrary to for-profit organizations, NGOs often do not have owners but 

sometimes founders, which can be explained as the person in charge is not permitted 

to take the profits they produce, and the organization should use the profits to benefit 

the society by the services they offer (Riveros & Tsai, 2011). As argued by Riveros 

and Tsai (2011), NGOs have an altruistic purpose, which means they produce social 

service by charity. Riveros and Tsai (2011) further mentioned the difficulty of NGOs 

often lies on funding issues, such as where the organizations get its funds. According 

to Salim et al (2012) most NGOs derives their funding from donors and therefore a 

delay, reduction, or withdrawal of grants may affect their operations. Werker and 

Ahmed (2008) are of the view that people prefer to donate to non-profits in order to 

improve the quality of the services rendered by NGOs, an outcome that would be 
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unlikely to occur with a similar donation to a for-profit organization. However, the 

increase in the number of NGOs around the world has contributed to the high 

competition for donor funding (Fowler 1991). 

 

Workers, a key element 

According to Hameed and Waheed (2011), workers are one of the key elements of 

organizations as their performances contributes to the success or failure of the 

organization. Non-governmental organizations are largely staffed by both selfless paid 

workers and volunteers, thus unpaid and paid workers working hand in hand towards 

ideology of the organization, rather than financial ends (Werker & Ahmed, 2008).  

  

It is noticeable that the various activities embarked on by NGOs such as funds 

attractions and caring for the needy (For clarity’s seek, the needy from this point 

further will be classified as clients in this paper) are completely carried out by these 

workers in the organizations (Chandrasekhar & Anjaiah 2002; Chandrasekhar 2009). 

Hence the absence of commitment among these workers will in the long run not only 

affect workers’ performance but also the organization stands the chance of losing its 

top talents as many workers would want to advance in their careers (Lipman, 2013). 

Rehema (2014) also further support this statement, stressing the importance of 

workers in all social organizations, the author continue to state that the importance of 

workers is immense as they support the development of the organization’s objectives 

and achievements for which NGOs are recognized for making workers resources that 

organizations cannot exist without them. Therefore, to be able to perform well and 

continue accessing donations as well as community resources by NGOs, Salim et al. 

(2012) stress the need for the existence of commitment among workers. 

 

Additionally, a number of authors have suggested that the commitment of workers to 

the workplace is multidimensional (Becker & Billings, 1993). Reichers (1985, 1986), 

proposed that the focus of commitment (i.e. to whom workers are committed) is an 

important dimension in assessing worker attachment. With the use of organization 

theory and the literature on reference groups and role theory, Reichers (1985, p.472) 

established that a number of targets, including “co-workers, superiors, subordinates, 

customers, and other groups and individuals that collectively comprise the 

organization” may be important to workers.   
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Other researchers (Allen & Meyer, 1990; Caldwell et al., 1990; O’Reilly & Chatman, 

1986) have emphasized that the motives or bases for commitment are important 

partitioning targets. For example, O’Reilly and Chatman (1986) based their argument 

on Kelman’s (1958; 1961) research that commitment may be based on compliance, 

identification, and internalization. Kelman (1958; 1961) states that, compliance occurs 

when attitudes and behaviors are adopted in order to obtain certain specific rewards or 

to avoid certain specific punishments. On the other hand, identification occurs when 

attitudes and behaviors are adopted in order to be associated with a satisfying self-

defining relationship with another person or group. Finally, internalization occurs 

when attitudes and behaviors are adopted because the content of the attitude or 

behavior is congruent with the individual’s value system. O’Reilly and Chatman 

(1986) found that compliance, identification, and internalization, as bases of 

commitment, were differentially related to prosocial organizational behaviors, 

turnover, and intent to stay with the organization. 

 

HRM in NGO’s 

It is not surprising that currently organizations are becoming aware that human 

resource as an important asset contributing to sustainable competitive advantages. 

However, implementation of effective human resource management (HRM) practices, 

such as workers commitment in this case, in many NGOs is often low in the list of 

management priority (Rehema, 2014). According to Nwaiwu (2013), the result of the 

multidimensional ways in which HRM issues takes it form in the organization makes 

it unavoidable by NGO managers in their day to day management functions. 

 

For the sake of clarity, HRM in this context covers the issue of commitment, as well 

as workers in this organization were put into two groups: volunteers and paid workers. 

Padaki (2007) argues that the difference between an NGO and a corporate 

organization in regards to HRM lies in the variation in application of HRM methods, 

for example, deciding the worth of staff present a serious ethical dilemma, especially 

where investing in workers. This might not be a serious issue in a corporate 

organization as the organization makes profit. On the other hand, for an NGO that 

acquire its income from donors and public funds, how would investing in its workers 

to ensure commitment be justified? It is often realized that most of these donors 
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strictly exclude overhead expenses from project funding while some would restrict 

staff cost to a very little per cent of total project fund as well as insist “on verifiable 

results and impact of programs” (James & Mullins, 2004, p. 577) in order to justify 

staff cost. 

 

Based on the empirical research done by several researchers, previous research on 

organizational commitment were conducted mainly in for-profit organization sector, 

which these research findings also provide substantial evidence showing how workers’ 

commitment are influenced by different organizational factors (Allen 2001; Bartlett 

2001; Eisenberger et al. 1990, 2001; Rhoades et al. 2001; Tansky & Cohen 2001; 

Wayne et al. 1997). Indeed, there are a number of research in connection to workers’ 

commitment in NGOs; however, there are some gaps in previous research concerning 

the various targets of commitment among the categories of workers in NGOs.  

    

Swedish non-profit sector 

Esping-Andersen (1990) classifies welfare states into three distinct regime-types, 

based on their political movements and their ideas generating different welfare models: 

the Liberal (Anglophone countries), the Conservative/Corporatist (continental Europe 

and Japan), and the Social Democratic (Scandinavia) regimes. The key dimensions of 

welfare states are the degree of de-commodification that is, “the degree to which 

individuals, or families, can uphold a socially acceptable standard of living 

independently of market participation” (Esping-Andersen 1990, p.37) and the kind of 

social stratification fostered by social policies. According to Esping-Andersen (1990) 

and Ebbinghaus (2012), Sweden can be classified as a social-democratic welfare state, 

as in social-democratic welfare state, based on its high levels of benefits and services 

provided by the state. According to Esping-Andersen (1990), the de-commodification 

level is high among social-democratic welfare states, and it is rare to find these states 

across the world, as this kind of state is Scandinavian countries. Ebbinghaus (2012) 

further states that Sweden is a particular case to study as it stand out fitting the ideal-

type of consistency within its welfare state regime. 

According to Lundström and Wijkström (1995), like other Scandinavian countries, 

Sweden has always kept a good reputation for being as a leading welfare state, as the 

country provide with a stable labor market and a high degree of social protection. 



12 

Although Sweden has been considered as the country with comparatively low degree 

of service production located in its non-profit sector, but relations between the state 

and NGOs are characterized by cooperation and close ties rather than by competition 

or conflict (Selle, 1993). 

Furthermore, Lundström and Wijkström (1995) further stated that, amounts of 

researchers emphasizing that the Swedish or Scandinavian welfare model provides 

relatively high benefit levels and social service standards, commitment to 

universalism and equality where exceeds the standards in many other nations. 

According to Esping-Andersen and Korpi (1987), Scandinavian welfare states 

displaying with a stronger "decommodifying" effect of moving the satisfaction of 

human needs from the market to a collective sphere. The traditional boundaries of 

welfare state policies have thus been exceeded to an exceptional degree, and have 

minimized the need for private care (Lundström & Wijkström, 1995). Although in 

some sectors, for instance, in social security system, education and health care, the 

role of the private for-profit and non-profit sectors can be underestimated, however, 

there has been a place for NGOs, as these organizations have held a prominent 

position in institutional care for alcoholics and drug addicts (Richardson, 1990; SOU, 

1987; SOU, 1990).  

1.1 Research Problem 
Commitment among workers within organizations has been the subject of several 

critical reviews in recent decades (Morrow, 1983; Mowday et al., 1982; Reichers, 

1985; Scholl, 1981) with a huge number addressing for profit organization, as well as 

a number in NGOs (Cnaan & Cascio, 1998; Vuuren, De Jong & Seydel, 2008).  

However, a few studies have been conducted to identify individual’s commitment to 

two or more different targets (Becker & Billings, 1993; Carson et al, 1999; Morin et 

al., 2011). Those targets include, for example, organization, occupation, supervisor, 

team (Becker, 1992; Meyer & Herscovitch, 2001; Reichers, 1985). It can be said that 

targets constituting commitment have immense implication for behavior among 

categories of workers (Becker et al., 1996), more research involving multiple targets 

and mindsets (e.g., Affective, Normative and Continuance Commitment: Allen & 

Meyer, 1990; Meyer & Allen, 1991) is needed. This research therefore seeks to study 

the various targets of commitment among the workers in NGOs.  
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1.2 Research Aim and Research Questions 

This research aims to examine the commitment among workers in NGOs, by 

investigating the various targets of commitment among different categories of 

workers of NGOs in Sweden. This paper also investigates whether the targets of 

commitment among the different categories of workers in NGOs differs and what 

influences these differences. The study is based on primary data and the literature 

review presented and relates the findings to the literature. Based on the findings, the 

authors can therefore contribute to previous research concerning commitment among 

categories workers in NGOs. In order to achieve these aims, the following questions 

shall be addressed: 

 

l   What are the various targets of commitment among workers in a NGO? 

l   Are there differences between categories of workers concerning the target of 

commitment in NGOs? If so, why? 

 

In addressing the above questions, the questions below shall be taken into 

consideration serving as a background. They are as follows:  

l   What make workers committed in NGOs?  

l   Why are NGOs interested in workers commitment? 

l   How do NGOs ensure commitment among its workers? 

 

1.3 Definitions 

The following definitions are thoroughly discussed in the literature review section. 

However, we will provide a brief overview of each of these in order to allow an easier 

transition to the following section. 

  

Nongovernmental Organization (NGO): 

A Non-Governmental Organization (NGO) is a not-for-profit group, principally 

independent from government, which is organized on a local, national or international 

level to address issues in support of the public good. Task-oriented and made up of 

people with a common interest, NGOs perform a variety of services and humanitarian 

functions, bring public concerns to governments, monitor policy and program 

implementation, and encourage participation of civil society stakeholders at the 
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community level. Some are organized around specific issues, such as human rights. 

(United Nations rule of law, 2015) 

   

Commitment: 

In HRM principal, commitment of workers is referred to the willingness of a worker 

to extend effort for the benefit of their organization, their willingness to keep working 

for the organization and their identification with the organization’s goals and values 

(Porter et al., 1974). Porter et al. (1974) further describes organizational commitment 

as an attachment to the organization, characterized by an intention to remain in it; 

identification with the values and goals of the organization; and a willingness to exert 

extra effort on its behalf. Individuals consider the extent to which their own values 

and goals relate to that of the organization as part of organizational commitment; 

therefore, it is considered as the linkage between the individual worker and the 

organization (ibid). 

  

Volunteer and volunteering activities: 

Volunteer referred to a person who carries out activities benefiting society, by free 

will. These activities are undertaken for a non-profit cause, benefiting the personal 

development of the volunteer, who commits their time and energy for the general 

good without financial reward. On the other hand, volunteers undertake volunteering 

activities. The activity is undertaken for a non-profit cause and does not replace paid 

staff. The activity can be done within the framework of a volunteering provider or 

through a volunteer’s own initiative. (European Youth Forum, 2012) 

 

1.4 Outline  

This first chapter has fulfilled its purpose of introducing readers with the relevant and 

contemporary issue aimed at in this paper. The following chapter presented the 

methodology of the study in more depth. Chapter three presented the literature review 

where the relevant approaches were presented. Chapter four presented the empirical 

findings gathered from the conducted interviews. In chapter five, the two former 

chapters shall be merged in a crossover discussion. The next chapter presented a 

conclusion of the study; this paper finally ends with drawback and recommendation of 

future research in chapter seven. 
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2. Methodology  

2.1 Research Approach and Strategy 

Regarding the information needed for this study and for the aim of this thesis, the 

authors used a qualitative approach for this study. According to Bell (2003), a 

qualitative approach is more concerned with understanding how individuals perceive 

the world and is a way to find insights on these thoughts. On the other hand, Saunders 

et al. (2009) describe a qualitative approach as one in which the results are based on 

the meanings of words rather than numerical data. Bryman and Bell (2003) further 

support this argument, by stating that, instead of focusing on numbers, qualitative 

research is concerned with words by trying to explain the relationship between theory 

and research, understanding and examining the social world by interpreting its 

participants, and finally the social properties are outcomes of the interactions between 

individuals.  

  

Apart from the difference between qualitative research and quantitative research 

mentioned above, Bryman and Bell (2003) further address more features that are 

noteworthy to pay attention. Compare to quantitative research, qualitative research is 

from a more inductive perspective, by viewing of the relationship between theory and 

research. Moreover, as mentioned by Bryman and Bell (2003), quantitative study is 

viewed as an adoption of a natural scientific model, however, qualitative study is to 

understand the social world by examine the interpretation of that world by its 

participants. Finally, from qualitative research perspective, instead of viewing 

phenomena “out there”, social properties are outcomes of the interactions between 

individuals, as they are not separated from its construction (ibid). 

  

Due to the fact that the aim of this thesis is to examine and further explore the 

commitment of workers within the selected NGOs, an inductive research approach 

was used to facilitate this process in order to extend the existing theories regarding to 

commitment. According to Bryman and Bell (2003), with an inductive stance, theory 

become the outcome of the research, as the process within this study of observations 

or findings further lead to build theory, as the data collected “form the basis from 

which generalizable inferences are drawn”. This allowed the authors to gain a better 

understanding of the research context, and also allowed the authors tracking back and 

forth between theories and data (ibid). By using the inductive reasoning approach, it 
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also allowed the authors to understand the meaning of commitment among workers 

and how it is different between different categories of workers, and further lead to 

commitment to different targets in NGOs. The aim of this thesis is to explore the 

existent theory on commitment among various workers in NGOs. Therefore, 

throughout this paper, the authors explored and contributed to existing theories about 

commitment to different targets and how commitment among workers is formed and 

improved. 

 

2.2 Research Design and Method 

This research attempts to investigate and examine the various targets of commitment 

among different groups of workers in NGOs under the Swedish context, and further 

explore what are the differences in targets of commitment among the different 

categories of workers. Hence, the authors need to get deep and descriptive 

information concerning commitment among workers in the selected NGOs, thus to 

fulfill the research purpose. In achieving this aim, a case study was considered as the 

best option. According to Blumberg et al (2008, p.374), “a case study is suitable for 

explanatory, descriptive and exploratory research”. Moreover, Yin (1989) stated that 

a case study helps researcher to investigate within a real-life context. These statements 

therefore support the authors’ choice of case study for this paper. The authors decided 

to use the term “client” in place of the “needy” in this research; in fact, the needy can 

be regarded as the most beneficiaries of the services provided by NGOs, although 

they do not pay for these services. Based on this, the needy can be regarded as clients. 

Moreover, HtH and LS were used in place of Hjärta till Hjärta and Linköpings 

Stadsmission. 

 

2.3 Sampling 

Bryman and Bell (2003) stress that sampling constitutes a major step in the research 

process, as researchers do not have enough time and resources to conduct a research 

of all the related people. Hence, sampling enables researchers to get a better picture of 

the context by generalize the findings (Bryman & Bell, 2003). In this research study, 

the authors used purposive sampling in order to get better information from 

interviewees. According to Bryman and Bell (2011), purposive sampling is a non-

probability form of sampling, as by conducting this form; researchers do not seek to 

sample research participants on a random basis. 
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The reason behind the choice of purposive sampling was to sample participants and 

cases in a strategic way to ensure that samples made are relevant to the research 

questions. As the objective of the authors was to get a deeper understanding of 

commitment from the respondents who have experience working in NGOs, it was 

therefore essential to get relevant and precise answers and explanations regarding the 

proposed research questions from the respondents. Barbour (2000) further support, as 

purposive sampling offers researchers a degree of control instead of being at the 

mercy of any selection bias inherent in pre-existing groups. However, according to 

Bryman and Bell (2011), even though purposive sampling is not a random sampling 

method, however, it limits researchers to generalize their findings to a greater 

population as selection of respondents are carried out based on their relevance to 

understand the social phenomenon of interest of this study. 

  

Study 1 

As part of this study on commitment, the authors made use of the purposive sampling 

method in the selection of their participants from HtH, an NGO in Linkoping located 

in the district of Östergötland in Sweden. Preliminary meetings were held with 

participants to explain the purpose of the study and ensuring confidentiality. Three 

weeks later face-to-face interviews were held at the organization with the participants. 

Interviewees were from voluntary and employed workers. Three participants were 

from each category of workers making six in total.  

  

Study 2 

The same procedure was conducted in the second study. As part of this study on 

commitment, the authors made use of the purposive sampling method in the selection 

of their participants from LS located in the district of Östergötland in Sweden. A 

preliminary meeting was held with participants to explain the purpose of the study and 

ensuring confidentiality. Three weeks later face-to-face interviews were held at the 

organization premises with the participants. Interviewees were from voluntary and 

employed workers. Three participants were from each category of workers making six 

in total. 
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2.4 The Cases 

HtH and LS, both of the organizations are based in Östergötland, Sweden were chosen 

to study commitment among categories of workers. The reason behind the choice of 

these NGOs was because Stadsmission is regarded as one of the largest NGOs in 

Sweden, which has several divisions under their umbrella and also working hand-in-

hand with other small and medium NGOs (for instance HtH) in Sweden. In addition, 

they are a clear and inspiring example of embarking on charitable activities associated 

with NGOs, such as providing shelters, food and clothing for their clients. On the 

other hand, LS and HtH were easily accessible, with helps from different contacts in 

the organizations; the authors had the access to both organizations. The help brought 

convenience to the authors during investigating and gathering information. 

 

2.5 Data Collection Method 

Both primary and secondary data was used in this thesis. Secondary data were found 

through a diverse means including the Linköping University library and its online 

databases, Scopus online search engine, and Google Scholar to support the primary 

data whereas the primary data will be collected through a qualitative study. The 

reason behind to use secondary data in this paper was because the authors were 

willing to expand thus to have a more diverse view of commitment. Additionally, 

secondary data also helped the authors build a theoretical foundation in this research. 

Interviews served as the primary data source for this paper. In this study, the primary 

data collection was conducted through 12 semi-structured interviews with workers 

from categories of workers working in the two case organizations through face-to-face 

discussion, each interview lasted about 30-40 minutes.   

 

According to Punch (2005), interviews are one of the main data collection methods, 

with the primary advantage allowing the authors to get deep and much more detailed 

information than the information collected from other data collection method (Boyce 

& Neale, 2006). Interviews also enabled researchers gained access to interviewee’s 

perceptions, meanings and explanations of situations and constructions of reality 

(Punch, 2005). Hence, the choice to conduct interviews in order to gain information 

and explanation from the participants seemed fit by the authors in this study. The 

semi-structured interviews were chosen as it gives the respondents the room to freely 

express themselves but also allow additional information that was not directly related 
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to the topic. According to Blumberg et al (2008), this method of interview helps 

inspire additional information from the respondents.  

  

Finally, the information and data were collected throughout the conducted interviews. 

The authors also transcribed all the recorded interviews into words then these data 

were grouped, observed and further summarized in order to extract the needed 

information for this paper. According to Saunders et al. (2009) and Bryman and Bell 

(2003), this method gives researchers resources that enable later discussions.   

  

2.6 Methodology Reflection 

According to Blumberg et al. (2008), generalization seems to be the defect of case 

study, which sometimes makes it difficult for researchers to generalize the findings 

from a case study to a bigger population. Although the defect of case study can be 

seen clearly, however, the authors consider it to be the most suitable method in this 

research, as it enable the authors explore the existing theories within the real-life 

context. In order to tackle this issue, the authors conducted a dual-case study in order 

to expand the views from respondents instead of relying on only one case organization. 

Additionally, the authors also used multiple-secondary sources to have a more diverse 

information on this topic in order to increase its degree of generalization.  

 

On the other hand, Bryman and Bell (2011) mentioned the generalization issue of 

purposive sampling, as it is also hard to be generalized to a greater population. In 

order to minimize its effect to this study, the authors maximized the amounts of 

respondents in order to get a broad insight on the issue of commitment among 

participants. Although interviews are considered as one of the key methods to provide 

information, however, there is a potential risk of the researcher becoming too 

dependent on them.  

 

As Blumberg et al. (2008, p.378) state, “relying on a few key informants can 

jeopardize the validity of a study, as informants may present a biased picture of the 

case issue”. In solving this implication, the authors decided to use diverse sources and 

increased the number of participants involved in this study in order to receive diverse 

insight from respondents.  
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2.7 Limitations 

A number of factors limited the research and scope of this paper. The authors 

summarized them into two aspects: 

  

First is the selection of the case organizations. The two organizations chosen are 

Östergötland based precisely in Linköping this narrows the research because both 

organizations are not worldwide or nationwide leading to difficulty in generalizing the 

findings. To some extent, cultural difference becomes a challenge in our research 

because of the language barrier as some of the potential respondents redrew from the 

interview due the language difference in this case English and Swedish. 

  

The second issue was the limited time, which influenced our sampling size, 12 

workers were interviewed with six from each organization. Although the participants 

were from different departments and categories, however the information from this 

size of participants could hardly provide a comprehensive viewpoint with the issue of 

commitment among the workers in the organization. To conclude, the primary focus 

of this paper was not to measure the various targets of commitment among the 

workers from the selected NGOs, as well as issues related to employee turnover.  
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3. Literature Review 

In this section, the theoretical background of commitment will be thoroughly studied. 

We begin by analyzing issues related to commitment such as; the types, antecedents, 

targets of commitment, factors influencing commitment, consequences associated 

with it. We furthered described the context in which it is studied in this thesis, which 

is the Swedish NGOs along with description of the categories of workers in these 

organizations. 

 

3.1 Commitment 

"Unless commitment is made, there are only promises and hopes; but no plans" 

-Peter F. Drucker (1978) 

 

There has been multiple definitions of commitment of worker in literature. Moorman 

et al. (1992, p.316) defines commitment to the relationship as: “an enduring desire to 

maintain a valued relationship.” Mowday et al. (1979, p. 226) also defines workers’ 

commitment as “the relative strength of an individual’s identification with, and 

involvement in, a particular organization”. Moreover, Bateman and Strasser (1984; 

95) state that workers’ commitment can be explained as “multidimensional in nature, 

involving a worker’s loyalty to the organization, willingness to exert effort on behalf 

of the organization, degree of goal and value congruence with the organization, and 

desire to maintain membership”. According to Vance (2006), workers who are 

engaged in their work and committed to their organizations give organizations crucial 

competitive advantages, which include higher productivity and lower employee 

turnover. Thus, the authors further developed a model that explained the link between 

employer practices and workers’ commitment that the process starts with employer 

practices such as job and task design, recruitment, selection, training, compensation, 

performance management and career development. Such practices affect workers’ 

level of engagement as well as job performance (Vance, 2006). 

  

3.1.1 Types of Commitment 

Meyer and Allen (1991) and Dunham et al (1994) identified three types of 

commitment namely: Affective Commitment, Continuance Commitment, and 

Normative Commitment. Normative Commitment is a relatively new aspect of 

organizational commitment having been stated by Bolon in 1993. Affective 
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Commitment is explained as the emotional attachment, identification, and involvement 

that a worker has with its organization and goals (Mowday et al., 1997; Meyer & 

Allen, 1993; O’Reily & Chatman, 1986). Porter et al. (1974) further characterize 

Affective Commitment by three factors (1) belief in and acceptance of the 

organization’s goals and values, (2) a willingness to focus effort on helping the 

organization achieve its goals, and (3) a desire to maintain organizational membership. 

Mowday et al (1979) further state that effective communication is “when the worker 

identifies with a particular organization and its goals in order to maintain 

membership to facilitate the goal” (ibid, p.225). Meyer and Allen (1997) continue to 

say that workers retain membership out of choice and this is their commitment to the 

organization. 

  

Continuance Commitment is the willingness to remain in an organization because of 

the investment that the worker has with “nontransferable” investments. 

Nontransferable investments include things such as retirement, relationships with 

other co-workers, or things that are special to the organization (Reichers, 1985). 

Continuance Commitment also includes factors such as years of employment or 

benefits that the worker may receive that are unique to the organization (ibid). Meyer 

and Allen (1997) further explain that workers who share Continuance Commitment 

with their employer often make it very difficult for an individual to leave the 

organization. 

  

Normative Commitment (Bolon, 1993) is the commitment that a person believes that 

they have to the organization or their feeling of obligation to their workplace. In 1982, 

Weiner discusses Normative Commitment as being a “generalized value of loyalty 

and duty”. Meyer and Allen (1991) supported this type of commitment prior to 

Bolon’s definition, with their definition of Normative Commitment being “a feeling 

of obligation”. It is argued that Normative Commitment is only natural due to the way 

we are raised in society. Normative Commitment can be explained by other 

commitments such as marriage, family, religion, etc. therefore when it comes to one’s 

commitment to their place of employment they often feel like they have a moral 

obligation to the organization (Wiener, 1982). 
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Meyer et al. (1993) say that the three types of commitment are a psychological state 

“that either characterizes the worker’s relationship with the organization or has the 

implications to affect whether the individual will continue with the organization”. 

Meyer et al. (1993) continue to say that generally the research shows that those 

workers with a strong Affective Commitment will remain with an organization 

because they want to, those with a strong Continuance Commitment remain because 

they have to, and those with a normative commitment remain because they feel that 

they have to. Meyer & Allen (1997, p.3) define a committed worker as being one 

“stays with an organization, attends work regularly, puts in a full day and more, 

protects corporate assets, and believes in the organizational goals”. Steer and Porter 

(1991) addressed a similar statement, as commitment in the workforce break away 

from the traditional psychological contract of a “fair days work for a fair day’s pay”, 

however, on the contrary to the psychological contract, committed workers will make 

extra effort for the company. This worker positively contributes to the organization 

because of its commitment to the organization.  

 

According to Leyland and Bromfield (1994), it has been found that organizational 

commitment is strongly connected to an individual’s role ambiguity and teamwork as 

antecedents of the service delivery gap. Therefore, according to Nehmeh (2009), it is 

important for organizations to obtain Affective and Normative Commitment from 

workers, as committed workers may generate positive effects for the organization. AC, 

NC and CC shall be used in place the Affective Commitment, Normative 

Commitment and Continuance Commitment respectively in later parts. Figure 1 

below presents a summary of the links between the three components of commitment 

and variables considered to be their antecedents, and consequences. 

 

The left side of Figure 1, presents the general categories of variables presumed to be 

involved in the development of AC, CC, and NC whilst the variables considered to be 

consequences of commitment are also presented on the right side of the figure. One 

important rationale behind the development of the Three-Component Model by Meyer 

& Allen (1991) was the belief that, even though all three forms of commitment relate 

negatively to turnover, they on the other hand relate differently to measures of other 

work-relevant behaviors (e.g., attendance, performance, organizational citizenship 

behavior [OCB]). AC is more especially expected to have the strongest positive 
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relation, followed by NC; CC on the other hand is expected to have a negative relation 

to these desirable work behaviors (Meyer & Allen, 1991). 

 
Figure 1. The Three-Component Model of Organizational commitment (Source: 

Meyer et al., 2002) 

  

3.1.2 Measurement of Commitment and Conception 

In general, amounts of researchers and managers consider organizational commitment 

is a useful method in order to measure organizational effectiveness (Steers, 1975). In 

particular, organizational commitment is a “multidimensional construct” (Morrow, 

1993), which can be further used to predict organizational outcomes, for instance, 

performance, turnover, absenteeism, tenure, and organizational goals (Meyer & Allen, 

1997). This statement is further supported by Meyer et al. (2002), as they stated that 

organizational commitment has been found to have positive influence on workers’ 

work efforts, better performance, and reduced absenteeism and turnover.  

 

Although there are many varied definitions of commitment, according to Meyer and 

Allen (1991) the varied definitions of commitment appear to reflect at least three 

general themes: affective attachment to the organization, perceived costs associated 

with leaving the organization, and obligation to remain with the organization. 
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Affective Attachment. The term commitment is used to describe an affective 

orientation toward the organization by many authors. Kanter (1968), for example, 

stated what she called “cohesion commitment” as “the attachment of an individual’s 

fund of affectivity and emotion to the group” (p. 507).  Buchanan (1974) also 

described commitment as a “partisan, affective attachment to the goals and values, 

and to the organization for its own sake, apart from its purely instrumental worth” (p. 

533).  Porter and colleagues (Mowday et al., 1979; Porter et al., 1976; Porter et al., 

1974) finally also described commitment as “the relative strength of an individual’s 

identification with and involvement in a particular organization” (Mowday et al. 

1979, p. 226).  

 

The Organizational Commitment Questionnaire (OCQ: Mowday et al. 1979), an E-

item scale designed to assess acceptance of organizational values, willingness to exert 

effort, and desire to maintain membership in the organization are the most commonly 

used measure of workers’ affective attachment to the organization they work with 

(Meyer & Allen, 1991). Mowday et al (1979) have provided strong evidence for the 

internal consistency, test-retest reliability, and convergent, discriminant, and 

predictive validity of the OCQ. A parallel measure developed in Great Britain for use 

with blue collar workers has also been shown to be “psychometrically adequate and 

stable” (Cook & Wall, 1980, p. 39). Even though there has been other measures 

developed for use in specific studies, they typically have not been subjected to such 

rigorous psychometric evaluation.  

 

Perceived Costs. Other authors view commitment as the continuation of an action 

(e.g., remaining with an organization) resulting from a recognition of the costs 

associated with its termination. Commitment had been described by Becker (1960), as 

a disposition to engage in “consistent lines of activity” (ibid, p. 33) resulting from the 

accumulation of “side bets” which would be lost if the activity were discontinued. In 

the case of commitment to an organization, a side bet is made when something of 

importance to an individual (e.g., pension, seniority) becomes contingent upon 

continued employment in that organization. Kanter (1968) in the same line defined 

“cognitive-continuance commitment” as that which occurs when there is a “profit 



26 

associated with continued participation and a ‘cost’ associated with leaving” (ibid, p. 

504).  

 

Other authors have used the term “calculative” to describe commitment based on a 

consideration of the costs and benefits associated with organizational membership that 

is unrelated to affect (Etzioni, 1975; Hrebiniak & Alutto, 1972; Stevens et al., 1978).  

 

It is important to note that Becker’s side-bet theory of commitment has often been 

included under the rubric of behavioral commitment (e.g., Mowday et al. 1982; Scholl, 

1981). The reason for this is that, like the behavioral approach described by Salancik 

(1977), Becker’s definition emphasizes the tendency to continue a course of action. 

There is an important difference between the two approaches, however, that is often 

ignored. For Becker, commitment requires a recognition on the part of the individual 

of the costs associated with discontinuing an activity. Without this recognition there is 

no commitment. In Becker’s words, “The element of recognition of the interest 

created by one’s prior action is a necessary component of commitment because, even 

though one has such an interest, he will not act to implement it. unless he realizes it is 

necessary”. (1960, p. 36)  

 

In contrast, for Salancik (1977), the conditions contributing to the initiation and 

continuation of behavior may be very subtle and beyond conscious recognition. 

Moreover, rather than recognition of costs, the psychological state associated with 

behavioral commitment tends to be a desire to continue the action, or an attraction to 

the object of that action. That is, under the right conditions (e.g., freedom of choice, 

irrevocability of the act), agreeing to work for an organization can result in an 

intention to continue employment, followed by the development of a positive attitude 

toward the organization that justifies the behavior (O’Reilly & Caldwell, 1980).  

 

In distinguishing Becker’s theory from the behavioral perspective, Meyer and Allen 

(1991) make the assumption that recognition of the costs associated with leaving the 

organization is a conscious psychological state that is shaped by environmental 

conditions (e.g., the existence of side bets) and has implications for behavior (e.g., 

continued employment with the organization).  
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There has been several different measures developed to assess commitment 

conceptualized as perceived cost, however each has its inherent problems. For 

instance, Ritzer and Trice (1969), Hrebiniak and Alutto (1972) developed measures 

which require respondents to indicate the likelihood that they would leave the 

organization given various inducements to do so (e.g., increases in pay, status, 

freedom, and promotional opportunity). There is some doubt, however, as to whether 

these measures reflect a cost-induced commitment (Meyer & Allen, 1984; Stebbins, 

1970). Obtaining a high score on either scale requires that the individual be unwilling 

to leave the organization despite the availability of attractive alternatives. This 

suggests that the major impetus for the intention to stay may not be the costs 

associated with leaving, but rather an affective attachment to the organization. Other 

measures that have been used require simply that the respondents indicate the strength 

of their intention to remain with the organization (e.g., Farrell & Rusbult, 1981; 

O’Reilly & Caldwell, 1980). Unfortunately, measures of this sort are also subject to 

interpretations other than cost-induced commitment. The intention to remain could as 

easily reflect an affective attachment to the organization or, as we will describe below, 

a sense of moral obligation to remain.  

 

Obligation. Which is the less common, but equally viable approach view commitment 

as an obligation to remain with the organization. Marsh and Mannari (1977) described 

the worker with “lifetime commitment” as one who “considers it morally right to stay 

in the company, regardless of how much status enhancement or satisfaction the firm 

gives him over the years” (p. 59).  Similarly, Wiener (1982, p. 421) defined 

commitment as “the totality of internalized normative pressures to act in a way which 

meets organizational goals and interests,” and suggested that individuals exhibit 

these behaviors solely because “they believe it is the ‘right’ and moral thing to do.”  

 

Even though commitment as obligation has not received a great deal of attention, the 

concept has a parallel in popular reasoned-action models of behavior. Wiener (1982) 

noted the similarity between his “normative” view of commitment and the 

“subjective norm” component of Fishbein’s model (Fishbein & Ajzen, 1975). In 

actuality, however, his description of commitment as an internalized normative 

pressure is more reminiscent of the “personal norm” (i.e., internalized moral 

obligation) included in Triandis’ (1975) model. The fact that several researchers (e.g., 
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Prestholdt et al., 1987; Schwartz, 1973; Schwartz & Tessler, 1972) have found 

personal norms to be important contributors to the prediction of behavior, including 

turnover, attests to the potential utility of a normative view of commitment. Marsh 

and Mannari (1977) developed a four-item measure of lifetime commitment. Among 

the four, two items measure intention (of self and others) to remain with the 

organization until retirement. As noted earlier, it is impossible to infer with certainty 

the motive for intentions, moral obligation or otherwise, from responses to such items. 

Wiener and Vardi (1980) used a three-item scale to measure NC. Respondents were 

asked to indicate the extent to which they believe “a person should be loyal to his 

organization, should make sacrifices on its behalf, and should not criticize it” 

(Wiener & Vardi, 1980, p. 86).  

 

3.1.3 The Antecedents of Commitment 

There has been different variables examined as potential antecedents of commitment. 

It is however not our intention to review this research in detail. on the other hand, we 

wish to identify general patterns that have emerged in the literature and, more 

importantly, pertaining to the differences in the antecedents of the three components 

of commitment. 

  

Affective Commitment  

It had been noted by Mowday et al. (1982), that the antecedents of AC fall generally 

into four categories: personal characteristics, structural characteristics, job-related 

characteristics, and work experiences.  

 

Personal Characteristics. Even though demographic characteristics such as age, 

tenure, sex, and education have been linked to commitment (e.g., Angle & Perry 1981; 

Glisson & Durick 1988), the relations are neither strong nor consistent. More 

importantly, even when relations are observed, they cannot be interpreted 

unequivocally (Salancik 1977). For example, the positive relation between tenure and 

commitment may be due to tenure-related differences in job status and quality or, 

alternatively, to attempts on the part of senior workers to justify them having 

remained with the company for so many years. Mottaz (1988) demonstrated that the 

links between these demographic characteristics and commitment are indirect and 

disappear when work rewards and work values are controlled.  
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According to Meyer and Allen (1991), personal dispositions such as need for 

achievement, affiliation, and autonomy higher order need strength personal work ethic 

locus of control and central life interest in work have been found to correlate, albeit 

modestly, with commitment. These correlations suggest the possibility that workers 

differ in their propensity to become affectively committed to an organization as 

suggested by Griffin and Bateman (1986); Mowday et al. (1982). Another approach to 

examining the effects of personal dispositions on commitment has been to consider 

their interaction with environmental factors. Hackman and Oldham (1976); Hulin and 

Blood (1968) stressed that individuals whose work experiences are compatible with 

their personal dispositions that provide fulfillment of needs, utilization of abilities, 

expression of values, etc. should have more positive work attitudes than those whose 

experiences are less compatible. However only a few studies have been tested by 

other authors (Meglino et al., 1989; Stumpf & Hartman 1984) on the person-

environment fit hypothesis pertaining to organizational commitment and results have 

been mixed.  

 

Organizational Structure. Relatively few studies have examined the relations between 

organizational characteristics and AC (Glisson & Durick 1988). With reference to 

(Brooke et al., 1988; Morris & Steers 1980), Meyer and Allen (1991) states that there 

are nevertheless some evidence that, AC is related to decentralization of decision 

making and formalization of policy and procedure.  

 

Work Experiences. Contrast to personal and organizational characteristics, there has 

been a considerable amount of research examining the links between work experience 

variables and AC. The literature however is still characterized by a ‘laundry list’ of 

significant antecedent or correlate variables (Reichers, 1985). Following the hygiene/ 

motivator distinction made by Herzberg (1966), it has been observed that work 

experience variables could be divided roughly into two categories: those that satisfied 

workers’ need to feel comfortable in the organization, both physically and 

psychologically, and those that contributed to workers’ feelings of competence in the 

work role.  
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According to Meyer & Allen (1991) variables in the comfort category that have been 

found to correlate with AC include confirmation of pre-entry expectations equity in 

reward distribution, organizational dependability, organizational support, role clarity 

and freedom from conflict, and supervisor consideration. They go further to suggest 

that competence-related experiences include accomplishment, autonomy, fairness of 

performance-based rewards, job challenge, job scope, opportunity for advancement, 

opportunity for self-expression, participation in decision making and personal 

importance to the organization.  

 

Although the comfort/competence distinction appears to be a useful one for purposes 

of synthesizing previous research, it should be considered only as a starting point for 

the development of a more comprehensive taxonomy of commitment-related work 

experiences.  

  

Continuance Commitment  

Since CC reflects the recognition of costs associated with leaving the organization, 

anything that increases perceived costs can be considered an antecedent. The most 

frequently studied antecedents have been side bets, or investments, and the 

availability of alternatives. Becker (1960) suggested that commitment to a course of 

action develops as one makes side bets that would be lost if the actions were 

discontinued. These side bets can take many forms and may be work- or non-work-

related. For example, the threat of wasting the time and effort spent acquiring non-

transferable skills, of losing attractive benefits, of giving up seniority-based privileges, 

or of having to uproot family and disrupt personal relationships, can be perceived as 

potential costs of leaving a company. Testing Becker’s theory is made difficult by the 

fact that the costs associated with leaving tend to be quite different for each individual.  

 

According to Meyer and Allen (1991) one strategy has been to correlate proxy 

variables, such as age and tenure, with measures purported to reflect Becker’s side-bet 

commitment, on the assumption that the number and magnitude of side bets generally 

increase over time. For example, workers who acquire transferable skills during their 

tenure with an organization might be in a better position to leave the organization than 

their younger, less experienced, counterparts. Rusbult and Farrell (1983) also included 

both investments and alternatives among the proposed antecedents in their 
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“investment model” of commitment. They demonstrated that job commitment 

increased as the number or magnitude of investments increased and the attractiveness 

of alternatives decreased.  

 

Even though these findings appear to support a perceived cost interpretation of 

commitment, they too must be interpreted with some caution. Because the measure of 

commitment used in this research consisted of questions concerning intention to 

remain on the job, it is not clear to what extent responses reflect a need to remain, as 

opposed to a desire and/or obligation to remain. The fact that job satisfaction also 

correlated positively with commitment in these studies suggests that the commitment 

measure reflects something other than, or in addition to CC. 

 

Normative Commitment  

When it comes to NC, Wiener (1982) points out that the feeling of obligation to 

remain with an organization may result from the internalization of normative 

pressures exerted on an individual prior to entry into the organization that is familial 

or cultural socialization, or following entry that is organizational socialization. NC 

may also develop, however, when an organization provides the worker with “rewards 

in advance” (e.g., paying college tuition), or incurs significant costs in providing 

employment (e.g., costs associated with job training). Recognition of these 

investments on the part of the organization may create an imbalance in the 

worker/organization relationship and cause individuals to feel an obligation to 

reciprocate by committing themselves to the organization until the debt has been 

repaid (Scholl, 1981). 

 

3.1.4 Targets of Commitment 

As mentioned by Meyer et al. (2015), although there is no unified theory pertaining to 

combinations of commitments to different targets, however, some scholars have 

proposed that AC to most work targets correlate positively. There are however 

possibility, that some subgroups may have mutually strong or weak commitment to 

different targets, whereas others may have strong commitment to some targets and 

weak commitment to others (Cooper-Hakim & Viswesvaran, 2005). According to 

Becker and Billings (1993), workers’ commitment can be measured from four targets 

(organization, top management, supervisor, and work group), moreover, the authors 
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also explained how commitment level affects workers’ working behavior and what are 

the four distinct commitment groups. For instance, the uncommitted group often 

shows little commitment of all targets, on the contrary, the committed group had 

strong commitment to all four targets. Besides, the locally committed group was more 

committed to their supervisor and work group compared to the organization and top 

management, whereas the globally committed group showed the opposite interest 

compared to locally committed group (Becker & Billings, 1993).  

 

In a more comprehensive study conducted by Morin, et al. (2011), workers’ 

commitment can be found to seven targets, namely organization, workgroup, 

supervisor, customer, job, work, and career. The findings from the study also 

indicated that a five-profile model fit the data best. The profile groups include 

workers who were (a) highly committed to all targets, (b) weakly committed to all 

targets, (c) highly committed to their supervisor and with moderately commitment to 

other targets, (d) highly committed to career development but weakly committed to 

the rest of the targets, and (e) committed to the proximal work environment (for 

instance, organization, work group, customer) but showing no commitment to their 

supervisor (Morin, et al., 2011).  

 

3.1.5 Factors Influencing Commitment 

Maslow’s hierarchy of need 

Among other factors that influencing commitment and types of work, self-fulfillment 

can be regarded as one of those factors among workers in NGOs. Indeed, this factor 

could best relate to Maslow’s hierarchy of need under what describes self-

actualization Maslow (1943). 

 

According to Sjöstedt (2014), one of the predominant theories of motivation is 

Maslow’s hierarchy of needs. Maslow formulated this hierarchy of needs with a 

positive perspective on human motivation, hence, a model for well-functioning 

humans, and what they strive for. The first ever model was made up of five parts in 

total, beginning with the basic needs that are necessary for survival, and ending with 

the need for self-actualization. According to Maslow (1943), the first level - 

Physiological needs, e.g., food, water, sleep and homeostasis. The second level - 

Safety needs, e.g., security needs, needs for law and order, stability and limits. Love 
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and belongingness needs belong to the third category, referring to our need to be, and 

feel, loved. This describes our need to have friendships, good family relations, and a 

place in the group. The fourth category, which is Esteem needs includes things such 

as confidence, the need to achieve mastery, the need to be regarded for one’s abilities 

and achievements, and to be respected by others. The last category, Self-actualization 

describes the process of becoming who you were meant to be, or who you want to be 

(Sjöstedt, 2014; Maslow, 1943) 

 

In 1969, Self-transcendence was later added to the Maslow (1969)’s theory. This part, 

which may be considered a bridge to other psychological theories and motivations, 

such as altruism, has, however, been rather neglected. This category has became to the 

final stage of Maslow’s model, which describes the need to help others become self-

actualized (Mcleod, 2007). An additional two categories were found in Maslow’s 

notes, these were: Aesthetic needs, which is the need to have and perceive harmony 

and balance. The aesthetic needs is placed on the sixth level, counting from the most 

basic needs as number one. The other category, Cognitive needs, which include the 

needs such as the need to gain knowledge and meaning, is placed on the fifth level 

with the same counting. This leaves the pyramid (see Figure 1 below) to consists of 

eight levels of needs (Sjöstedt, 2014; Maslow, 1972).  

 

As can be seen in Figure 2, the tier on the upper level of Maslow’s hierarchy is the 

need for self-actualization, which is the need for self-fulfillment and to become the 

best one can be. As stated by O’Leary (2003), people who satisfied with the lower 

levels in the hierarchy, they are looking for relevance or meaning to their job. The 

author further argued job relevance as those feelings, both good and bad, that a 

worker has with respect to actually performing the work, as opposed to feelings with 

respect to the work, itself, that is to be done. O’Leary (2003) found that the relevance 

of a worker’s job correlated significantly to organizational commitment and ranked 

highest among 13 independent variables.  
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Figure 2. Maslow’s 8-level hierarchy of needs (Mcleod, 2007) 

 

The three processes of attitude change 

As mentioned by Becker et al. (1996), different motivational processes have 

noticeable connections to the different types of commitment. Kelman (1958) proposed 

three processes of attitude change, namely compliance, identification and 

internalization. Compliance occurs when people adopt attitudes and behaviors in order 

to obtain specific rewards or to avoid specific punishments. Thus it can be said that 

individuals accept influence not because he believes in its content, but he makes 

changes due to the fact that he expects to gain specific approval and to avoid 

punishment, which can be further seen as the individual hopes to achieve a favorable 

reaction from the external environment (ibid). 

 

Identification can be seen as when individuals adopt attitudes and behaviors in order 

to be associated with a satisfying, self-defining relationship with another person or 

group (Becker et al., 1996; Kelman, 1958). The relationship can be defined as 

individuals take the form of a reciprocal role relationship. In the identification process, 

individuals believe in the responses, which they adopt through the process, however, 

their specific content is more or less irrelevant. Individuals adopt the induced behavior 

due to it is related with the desired relationship, which can also be said as satisfaction 

derived from identification is based on the act of conforming (Kelman, 1958). 
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Finally, internalization can be seen as the result when people adopt attitudes and 

behaviors due to their content is congruent with the individuals' value systems 

(Kelman, 1958). Individuals may consider it useful for the solution of a problem or 

they noticed that it congenial to their needs. It is noticeable that behavior adopted 

from this process tends to be integrated with individual’s existing values, thus it can 

be said that the satisfaction derived from internalization is based on the content of the 

new behavior (ibid; Becker et al., 1996).  

 

O’Reilly and Chatman (1986) attempted to address this process using Kelman’s (1958) 

taxonomy of the bases for attitude change. As they mentioned, Kelman’s 

“identification” and “internalization” categories depict strong relevance to AC. As 

identification involves the acceptance of influence in order to maintain a satisfying 

relationship, meanwhile internalization involves acceptance of influence based on 

shared values (ibid). Identification process therefore affects workers willingness to 

remain and their willingness to make more contribution on behalf of the organization 

because of the benefits they derive from the relationship. However, from an 

internalization perspective, workers become committed to organizations due to the 

fact that they can share the same value. Moreover, they work toward the success of 

these organizations, because in doing so they are behaving in a manner consistent 

with their own values (Meyer & Allen, 1991).  

 

On the other hand, it is noticeable to mention the connection between CC and 

Kelman’s “compliance” category. According to Meyer and Allen (1991), continued 

employment in an organization requires the worker with the existence of CC, the 

nature of the link between commitment and on-the-job behavior is likely to be 

dependent upon the implications of that behavior for employment. Thus, the 

connection of compliance and CC can be viewed as worker remain in an organization 

through the recognition of costs, therefore, that CC develops (ibid). 

 

 Wiener (1982) stated that, individual’s feeling of obligation to remain with an 

organization derives from the results of internalization of normative pressures 

contributing to a more reciprocity mechanism leading to the development of NC. 

According to Eisenberger et al. (1986) the individual tends to internalize a reciprocity 

norm or “exchange ideology” upon the receipt of special favors, or investments, from 



36 

the organization oblige him or her to remain with the organization even in the face of 

other attractive alternatives. Meyer and Allen (1991) are of the view that the concept 

of reciprocity has been suggested as a mechanism by which both NC and AC are 

translated into behavior.  

 

However there seems to be a difference in the nature of the reciprocity motive (Meyer 

& Allen, 1991). It can be argued that the motive of AC derives from the desire to 

contribute to the well-being of the target in question in order to maintain equity in a 

mutually beneficial association, which can be demonstrated as reciprocity by desire. 

On the contrary, the motive of NC reflects an individual’s obligation to do what is 

right thus reciprocity by obligation (ibid).  

 

HRM practices 

According to Chan et al. (2006), managers in different organizations are always 

seeking ways to enhance workers’ commitment in order to generate greater 

competitive advantages. Organizations can influence their workers’ commitment 

through HRM policies and practices. According to Nehmeh (2009), organizations can 

increase workers’ commitment by providing regularly and reasonable amounts of 

working practices, organizations can thus carry out induction training and 

socialization after the initial recruitment of a worker, as these procedures are vital in 

gaining commitment among workers. According to Tannenbaum et al., (1991), 

training plays a vital role during the socialization process, as the author further 

indicates a strong and positive relationship between commitment and an individual’s 

motivation for training. Moreover, training should be provided continuously in order 

to give workers a sense of recognition and the feeling that their development is valued 

by the organization (Tannenbaum et. al, 1991; Nehmeh, 2009). 

 

Meyer and Allen (1997) on the other hand also indicate that apart from trainings and 

working practices, other kinds of HR practices, such as recruitment and selection, also 

play an important role in gaining commitment among workers. The authors further 

explain that by providing realistic job previews and accurate information, applicants 

have better understanding and knowledge to determine whether the job is appropriate 

for them. If they are aware of the available choices, applicants will be more dedicated 

to the organization that they are capable for. Similarly, selection procedures try to 
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identify those individuals who are likely to be committed to work. This is done 

through various methods such as psychometric testing (Meyer & Allen, 1997; 

Nehmeh, 2009) 

 

3.1.6 Consequences of Commitment  

Job performance 

It is noteworthy to mention that different types of commitment can further lead to 

various consequences. According to Mathieu and Zajac (1990), AC to the 

organization is positively related to job performance, however, Randall (1990) further 

argued that it has also been noted that there were exceptions (i.e. non supportive 

results) to this overall finding. Amounts of researchers further examine the 

commitment theory that has also led to modification of the hypothesis that all forms 

of organizational commitment are positively related to job performance. Comparing 

with AC among workers, which it reflects workers’ emotional ties characteristic with 

the organization, however, CC reflects perceived costs of leaving an organization, 

Meyer et al. (1989) hypothesized that CC to the organization is negatively related to 

job performance. Based on the findings, two studies have examined the differential 

relationships between AC and CC to the organization and job performance (Konovsky 

& Cropanzano, 1991; Meyer et al., 1989), however, this hypothesis was not supported 

and partially disconfirmed in two others. Hackett, Bycio and Hausdorf (1994) argued 

that AC to the organization was positively related to job performance, at the same 

time, the relationship between CC to the organization and performance was non-

significant. Similarly, Mayer and Schoorman (1992) also reported a non-significant 

relationship between CC to the organization and job performance. 

 

According to Meyer and Allen (1991), although it would be premature to draw 

conclusions about the relations between commitment and work-related behavior, other 

than turnover, due to there were limited amounts of research in this area. However, 

the authors argued that it is reasonable to assume that workers’ willingness to 

contribute to organizational effectiveness will be affected directly by the nature of the 

commitment they have experienced.  

 

 

 



38 

Employee turnover 

According to Mowday et al. (1982), employee turnover has been considered as a 

major subject in organizational commitment research. Aside from commitment 

influencing workers’ performance, employee turnover is another major factor that can 

be affected by commitment (DeConinck & Bachmann, 2011). According to the 

authors, employee turnover in the organization can be reduced by creating 

commitment among workers in order to maintain a successful business. It has been 

argued that the absence of commitment among workers can lead to various 

consequences, for instance, willingness to search for another job, intention to leave, 

and turnover (ibid). This statement is further supported by several researchers whose 

research results have shown that commitment is negatively related to intention to quit 

among workers (Bluedorn, 1982; Ingram & Lee, 1990; Sager, 1990). Furthermore, as 

stated by Meyer et al., (2002), both AC, NC, and CC all correlated negatively with 

turnover intention and turnover, with AC having the strongest relation followed by 

NC and CC.  

 

3.2 Swedish NGOs & Swedish non-profit sector 

According to Lundström and Wijkström (1995), there are two main types of NGOs in 

Sweden, namely the non-profit association (ideell förening) and the foundation 

(stiftelse). The authors further states that there is no specific legislation and neither it 

is well-defined between the two entities, however, the distinction between association 

(förening) and foundation (stiftelse) is crucial. According to Hemström (1992) in 

Sweden, an association is created when an amounts of individuals (or legal entities) 

join to cooperate toward a common objective. The connotative emphasis of the 

Swedish term förening is more on the collectivity than on the individuals who join 

together to form it. This is further explained by Boli (1991) as the term in use in 

Sweden should be distinguish from the American usage of the term "association," 

which attributes more substance to the individuals, suggesting that they merely 

associate rather than unite.  

 

On the other hand, according to Lundström and Wijkström (1995), the main 

characteristics of a foundation is difficult to find for the explanation, due to there is no 

specific legislation on the subject. However, in 1993, a parliamentary resolution based 

on a government proposal has introduced completely new legislation governing 
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foundations (Proposition, 1993). Under these new laws, a foundation is created 

through the permanent designation of a certain property to be administered 

autonomously for a clearly specified purpose. Instead of resting on individuals as 

members, as is the core criterion for an association, the foundation is based solely on 

the autonomous property (or endowment) administered to ensure the accomplishment 

of its objectives (Norin & Wessman, 1993).  

 

Apart from the two types of NGOs mentioned above, another distinct and major 

feature of the non-profit sector in Sweden exists, which is the high degree of 

association membership among the population comparing with other developed 

countries, in both absolute and relative terms (Pestoff, 1977). According to Lundström 

and Wijkström (1995), in order to understand and examine the Swedish non-profit 

sector, membership is a central concept due to the amounts of people highly active as 

volunteers in different associations. The authors further supported this statement by 

indicating association membership among the Swedish people has increased 

throughout the 20th century (Lundström & Wijkström, 1995). According to Grassman 

(1993), nearly 50% of the Swedish people are active as volunteers in different 

associations, which can be put into comparison, that Swedish people are almost as 

active in the non-profit sector as, for instance, the citizens of Great Britain.  

 

Finally, as stated by Lundström and Wijkström (1995), voluntary sector, 

Frivilligsektor, also plays an important role in the Swedish non-profit sector. 

According to Kuhnle and Selle (1992) and Micheletti (1994), the term voluntary 

sector generally refers to those segments of the non-profit sector devoted to social 

service delivery. The term can be further explained as it focuses more on the activity 

than the purpose, meanwhile, it also emphasize the voluntary aspect of participation. 

Moreover, the term also implies the perspective of donors instead of receivers and the 

organizations identified themselves as part of the voluntary sector were mainly found 

in the field of healthcare and social service (Lundström & Wijkström, 1995).  

 

According to Balila Sama (2012), the non-profit sector (third sector) is widely used in 

European countries and the USA, as it refers to a diverse set of organizations which 

lie between the market and the state. Furthermore, as stated by Gidron et al. (1992), 

the third sector is often used to refer the organizations which are not governed by 



40 

governments or merely profit-seeking organizations. Boli (1991) states that the 

Swedish third sector has experienced increasing attention internationally. Many 

researchers wonder whether there is the existence of such a sector at all in Sweden, 

where organizations are so bound to and depend on the states that can question their 

independency. According to Lundström & Wijkström (1997), rather than charity and 

philanthropy becoming the main pillars of the non-profit sector in Sweden, a “popular 

movement tradition” has emerged. The main activities of this tradition are open and 

active membership, transparency in operations and administration; a high degree of 

formal internal democracy and justice, and a generous access to public policy making 

(James, 1989, p.9), another researcher concludes by stating that “Sweden has only a 

small non-profit sector, and that the sector plays a minor role as producer of private 

and social benefits.” 

 

In Sweden, the third sector is used to describe organized agencies and organizations, 

which are neither in for-profit sector (controlled by private businesses) nor in the 

public sector (controlled by government or municipalities). The field of third sector in 

Sweden encompasses all associations, organizations, cooperatives, foundations and 

funds established and coordinated by a group of citizens (Balila Sama, 2012). All the 

third sector organizations in Sweden operate for public good and on the principles of 

communality, solidarity and voluntarism. Consequently, the activities of the third 

sector in Sweden are organized by people for themselves and for others (Lundström & 

Svedberg, 2003). 

 

Due to the impact of economic recession in the 1990s, the Swedish government 

started to recognize the increasing role NGOs play in the country. Part of this 

recognition can be attributed to the key characteristics of NGOs, which are not only in 

terms of resources and inputs, but also in terms of their social and political 

productivity. Thus, NGOs are considered to play a number of important roles in 

Sweden (Lundström & Wijkström, 1997). The Swedish non-profit sector has a 

different lesson to teach us compared with many of the non-profit sectors in other 

industrialized countries. One way to understand the development of a non-profit 

sector in Sweden is to recognize the “trust-based mutual dependency” that has 

evolved between the sector and the welfare state in Scandinavia (Klausen & Selle, 

1996). According to Wijkström (2000), among the Scandinavian countries, Sweden is 
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considered to be a typical example of a “social-democratic” welfare-state regime. 

What differs this regime, as compared to the “liberal” welfare state regimes (e.g., in 

the US, Australia, and Canada) or the “corporatist” welfare state regimes (e.g., in 

Germany, Austria, and France) is that principles of universalism and de-

commodification of social rights, through general and standardized welfare programs 

- run by the Swedish government - were extended not only to the working class, but 

also to the new middle classes. 

 

Comparing with other non-Scandinavian countries, one characteristic of the Swedish 

third sector is the large number of organizations involved (Balila Sama, 2012). Based 

on the findings from Balila Sama (2012), in 2001, the statistics shows that in Sweden, 

the total number of organizations operating in the third sector amounted to over 

190,000. When consider the statistics of employment, in 2001, the Swedish third 

sector employed over 200,000 people, whereas 100,000 were part-time. The total 

amount of employed people in the third sector accounted to 12% of the labor force in 

the service sector and 9% in the public sector in that year. Moreover, if voluntary 

work is also considered and added to the amount, these figures will be increased 

because more than 50% of Swedish volunteer at least once a year (Balila Sama, 2012). 

In 2001, NGOs in Sweden also produced operating expenditures of close to 100 

billion Swedish Kronor which was approximately 5% of the Swedish GDP for that 

year (Lundström & Svedberg 2003). 

  

3.3 Workers in NGOs in Sweden 

Unlike for profit organizations, what differentiate NGOs from for-Profit organizations 

is when it comes to its workers. In terms of workers, NGOs are found to have a high 

rate of volunteers accompanied by a number of hired workers thus unpaid and paid 

workers who work tirelessly to achieve the objectives of the organizations (Werker & 

Ahmed, 2008). In Sweden there is an additional type of workers in NGO’s where job 

seekers in the country who have not found a job after 450 days are referred to as the 

“third phase”, are offered a job in the “second labor market”, usually with a social 

firm or a non-profit organization (Pehkonen & Klas, 2008).  
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Volunteers 

Wilson (2000) explained volunteering as any activity in which time is given freely, 

and the contribution is made to benefit another person, group or cause. The author 

further stated that volunteering is part of a cluster of helping behaviors, entailing more 

commitment than spontaneous assistance but narrower in scope than the care provided 

to family and friends. When investigating why people participate in volunteering 

activities and become a volunteer, motives is an important issue to be considered in 

volunteerism (Cnaan et al., 1996). One reason can be found why people are more 

likely to become a volunteer if their parents volunteer is that their parents may give 

them a positive insight and way of thinking about volunteer work (Rosenthal et al., 

1998; Segal 1993; Sundeen & Raskoff, 1994). People may learn motivational 

attributions as part of the understanding from their parents, which will also let them 

have better understanding about social responsibility, reciprocity, and justice 

(Flanagan et al., 1998; Fogelman, 1997).  

 

On the other hand, people can not only learn volunteerism from their parents, but 

individual level theories of volunteering also found that the decision to volunteer is 

based on a rational weighing of its costs and benefits (Wilson, 2000). As mentioned 

by Smith (1994), doing good works was believed to be part of an ensemble of 

characteristics giving a person prestige and respect. Several human capital factors 

may also influence people to think and participate in volunteerism, these factors 

include level of education and working status (Wilson, 2000). Level of education is 

the most consistent predictor of volunteering (McPherson & Rotolo 1996; Sundeen & 

Raskoff 1994), as education heightens awareness of problems, increases empathy, and 

builds self-confidence (Brady et al., 1995; Rosenthal et al., 1998). Consequently, 

educated people are found to be more likely being as volunteers (Brady et al 1999), 

this is due to the fact that educated people are capable with more civic skills (Brady et 

al., 1995). Working status explains more about time constraints, especially among the 

employed people, as part-time workers volunteer more than full-time workers (Wilson, 

2000). On the other hand, the author suggests that work is a form of social integration, 

which encourages volunteering. Getting a paid job can also boost self-confidence and 

teach organizational skills (Brady et al., 1995). Another factor related with working 

status has been found is people with more paid working hours participate more in 
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volunteering (Segal, 1993; Wuthnow, 1998), which shows that people with higher 

prestige jobs tend to volunteer more.  

 

According to Wijkström (2000), volunteering is traditionally viewed as a dimension 

(almost a duty) in Sweden, as it is also associated with the formal membership in an 

association, not primarily as a form of unremunerated worker. Volunteering in 

Sweden is among the highest in Europe (Grassman & Svedberg, 1995), and an 

overwhelming 89 % of the Swedish volunteering is carried out under the auspices of 

NGOs, considerably higher than in the other European countries included in the 

analysis (Gaskin & Smith, 1995). Volunteering in Sweden is usually not traditional 

charity volunteering in social services or health care. Most Swedish volunteers are 

active in sports and recreation organizations, while only as few as 26 % of the total 

number of volunteers are active in the fields in health care, social services, and 

education (the core domains of the welfare state). 

 

The Swedish non-profit sector reported that nearly 480 million volunteer hours were 

contributed in 1992. Comparing this to the total of hours worked by all persons in the 

labor force (5,304 million hours), unpaid work hours is equivalent to 9% of all the 

paid work hours in Sweden. This is noteworthy to mention that less than 3 % of the 

regular paid work force in Sweden is employed in non-profit sector (Wijkström 1994). 

The relatively high share of unpaid volunteer time in Sweden is striking, nearly 75 % 

of all the labor provided in the Swedish non-profit sector was provided by volunteers. 

 

The “Third group” 

Besides full time workers and volunteers in non-profit sector in Sweden, a third kind 

of workers also play an important role in Swedish NGOs. In the Swedish non-profit 

sector, NGOs are known for creating job opportunities and also employ unemployed 

people. The Government of Sweden began it partnership cooperation with the non-

profit sector in the 90s in the area of employment following the result of the economy 

recession in 1990s, which led to high unemployment in Sweden. This influenced the 

strategic decision of the Swedish government to create jobs for unemployed people in 

NGOs because NGOs had a history of providing social services in Sweden (Balila 

Sama & Järvelä, 2008). This did not end there, the Swedish government also began to 

put more funding into the works of the NGOs, which as the result, the change have 
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enabled them to create jobs for the unemployed (Lundström & Wijkström, 1997; 

Helander & Laaksonen, 1999; Olsson et al. 2005). Arbetsförmedlingen, also known in 

English as the Swedish Public Employment service. People who have the intention to 

find a job in Sweden can register themselves in the system, whereas the organization 

will assist and subsidy salaries for the job seekers. According to Arbetsförmedlingen, 

the number of first-time vacancy registrations remained relatively high, in 2012, over 

664,000 vacancies were registered at Arbetsförmedlingen (Arbetsförmedlingen annual 

report, 2012).  

  

A research findings by Babila Sama and Järvelä (2008), confirmed that in Sweden, 

NGOs often employ long-term unemployed people in the labor market, as NGO in 

Sweden has a bigger percentage of people who had been unemployed below 1 year. 

Based on their findings, both authors suggests that NGOs in Sweden often employ 

people who have been long-term unemployed, which also indicates that the Swedish 

NGOs play an active role that cooperating with the authority in order to create more 

jobs and also employing long-term unemployed people in the labor market, and at the 

same time, those active Swedish NGOs are not only providing voluntary work to 

volunteers, but also to some of who acquire skills that can help them to find a job in 

the open labor market (ibid). 

 

HRM in volunteer and non-profit sector 

According to Bartram et al. (2014), in order to achieve efficient and effective NGOs, 

the issue of management and especially its human resources is critical and should be 

taken into consideration. NGOs and volunteer encompass an enormous range of 

organizations that are providing different services and activities. Although, it has been 

found that an effective human resources management is important in order to improve 

business outcomes and to gain competitive advantage (Bartlett & Ghoshal, 1987; 

Becker & Huselid, 1998), however, existing research mainly focuses on the HRM of 

workers working in for-profit organizations with limited attention on, NGOs and 

volunteer-dependent organizations (Cuskelly et al., 2006). According to Farmer and 

Fedor (1999), many NGOs are implementing common human resource functions, 

such as recruitment, training, performance management and compliance with current 

laws. Despite the importance of HRM in organizations has been found, the relevance 

of mainstream HRM practices to volunteer labor remains unclear (Bartram et al., 
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2014). Existing theories showed a growing amounts of evidence reports that an 

effective HRM in volunteering and NGOs can make a difference (ibid). As stated by 

Cnaan and Cascio (1998), volunteer and paid work are fundamentally different, which 

as the result, people cannot assume that practices that are effective in the private 

sector context will effectively translate to managing volunteers. Consequently, the 

existing findings and research showed limited understanding of how the various 

components of HRM are used in the NGO, volunteer and non-profit sector (Akingbola, 

2007), moreover, what is also unclear is their impact on individual, organizational and 

community outcomes (Bartram et al., 2014).  
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4. Empirical Findings 

Throughout this research, HtH and LS were chosen as the case study of the research. 

The following chapters provide the gathered empirical findings from the semi-

structured interviews along with prototypic examples of interview quotes, which 

became relevant for the analysis and the subsequent theoretical assumptions. The 

conducted research is based on investigating the various targets of commitment 

among categories of workers in NGOs and also investigating whether the target of 

commitment differ among the different categories of workers in NGOs under the 

Swedish context, and finally what influences these differences.  

 

The authors examined the findings regarding the current commitment among the 

categories of workers in both of the organizations by inquiring ideas from the 

organizational commitment scale (Allen & Meyer, 1990). Therefore, the authors 

further analyzed whether workers were more committed to the organization that they 

are working with, or they were more committed to the target group that they are 

providing assistance. Hence, in order to get a greater and better insight within this 

topic, workers in the various categories were interviewed precisely from Linköping.  

 

This chapter begins with description of the case organizations and their activities. 

Moving further in this chapter, are the empirics being arranged according to the 

research questions, gathered empirical findings presented, under each are the 

presentation of the findings from the two categories of workers in both organizations. 

There were total of 12 interviewees, for anonymity sake, participants’ names have 

been replaced with alphabets.  

 

4.1 The Case Organizations and their Activities 

Hjärta till Hjärta and its activities 

The organization was officially formed in 1991 under the leadership of Sixten 

Widerstedt. With the help of his friends, HtH embarks on various aids and activities to 

help poor people mainly in Eastern Europe (e.g., the Balkan countries). Headquartered 

in Linköping, this non-governmental organization of Christian foundation started in 

the early Sixties (60’s) with Sixten and Karin Widerstedt sending aid packages to the 

clients in Poland. By request from Waclaw Roswski, who was an exiled Pole and had 

been imprisoned for five years in a Nazi concentration camp Auschwitz for their 
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resistance against the German occupation forces. This gesture began to gain 

recognition in Poland hence the desire to help other people grew and spread to more 

people in other countries mainly Albania, Estonia, Latvia, Romania, Bulgaria and 

Russia (Hjärta till Hjärta, 2015).    

 

With the basic belief, that all people are equal and that with the help of resources from 

partners one can help better the life of a child, a family or an older person out of 

poverty and misery. This the organization strives to achieve with its guiding principle 

derived from 1 John 3:18 which states “My little children, let us not love with words 

or tongue but with actions and in truth” (Hjärta till Hjärta, 2015). 

 

The organization is mainly operated by volunteers alongside a number of paid 

workers and a number of recruiters assigned by the public employment agency: 

Arbetsförmedlingen in need for work rehabilitation. HtH cooperates with local 

organizations in their aid countries in order to establish good contact with the 

authorities in the country to ascertain where their help is most needed. Striving to help 

people, help themselves by encouraging them to use their knowledge and skills is a 

key principle in the operations of the organization (Hjärta till Hjärta, 2015).  

 

Linköpings Stadsmission and its activities 

Linköpings Stadsmission, otherwise known in English as Linköping City Mission, is 

an interdenominational, charitable and non-profit organization, to make Linköping a 

more humane city for everyone. A young social worker, Margareta Lysén in the year 

of 1970 founded the organization. The founder’s strong commitment towards the 

activities helped her to work with other key workers to establish the organization. In 

cooperation with the local church, the organization aims to help poor people and 

people who are seeking assistance. In 1984, the type of the organization changed from 

foundation to City Mission, which also led the organization to become an NGO. In 

early 2000, there were 16 workers working in the organization with limited activities 

provided. Initially, Linköping Municipality was a promoter of the organization by 

giving annual contributions until 1990s. From 1992, the municipality designed a 

purchaser-provider model, as municipality through tendering provide the opportunity 

to others instead of the municipality itself provide certain services. (Linköping 

Stadsmission, 2015) 
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This means that the municipality, including health care and education committee, 

specifies a set of requirements of the municipal activities, and find external service 

providers in order to accomplish different tasks. For instance, the municipality itself, 

private companies and Stadsmission, can provide answers to the tenders. Currently, 

LS operates in two major business areas, e.g. support and treatment and social 

enterprises, with 223 workers in 2011 (including permanent and temporary workers, 

hourly workers and agency staff) and about 70 volunteers. (Linköping Stadsmission, 

2015) 

 

Based in Linköping area, the organization offers and runs activities such as treatment 

center, supportive activities, and social enterprises, helping EU migrants integrate into 

the society, and helping people in hazardous situations. The organization runs three 

different treatment centers, one with monasteries direction for imprisoned men, one 

for women with addiction and for housing and job preparation. The supportive 

activities that the organization is offering is to help people vent their concerns, as 

people can get advice of family counseling and psychotherapy. Social enterprises aim 

to integrate people into society and working life. Social enterprises have a dual 

mission, to develop humans while producing and selling goods and services. The 

individual is at the center and his development goes before a profitable production. 

Profits are reinvested in the business and to give more people the chance to get out of 

long-term unemployment through studies, health and job training (Linköping 

Stadsmission, 2015). 

 

In 2013, Linköping experienced a number of EU migrants coming to beg for money 

from streets, squares and shopping centers. A number of the City Mission, for 

instance, Uppsala, Malmö and Linköping making up the Crossroad project are deeply 

committed to helping these people. At the meantime, those beggars are encouraged to 

go to the organization’s contact center to get food, snacks and clothing. The 

organization also provides health care to the people in need. (Linköping Stadsmission, 

2015) 
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4.2 Factors Accounting for Workers Commitment in NGOs 

In order to address our first background research question and identify the factors 

contributing workers commitment in NGOs, 12 semi-structured interviews were 

conducted within the two selected case organizations. Interviewees’ age range from 

26 years old to 70 years old, their working position in the organization varied from 

volunteers to top management, with the majority of the volunteers in particular been 

retirees. The working history of participants in the organization is also ranging from 

six months to five years.  

 

It was recognized that individual willingness to provide services to people in need as a 

way to create meaning for themselves as well as training (both formal and informal), 

and recognition from the organization were disclosed as the factors accounting to 

commitment among workers in the selected NGOs. Information gathered during the 

interviews were hereby divided and presented according to the selected organizations.  

 

Hjärta till Hjärta  

What commonly runs among respondents from the voluntary category as stated earlier 

was their strong willingness to help the people in need as a way to create a meaning 

for both themselves and recipients. Consequently, a clear common trend also emerged; 

all the participants (volunteers and paid workers) expressed their interest in helping 

the organization to achieve its objectives in helping the clients. Volunteers who 

participated in the interview disclosed their joy in spending their time in providing 

services to the clients that the organization serve. Due to their busy past profession it 

was quite difficult to donate their time and efforts into helping people, however they 

are now able to spend adequate time in helping the people in need as a result of their 

retirement. Below are statements made by two volunteers:  

 

“As a retired physician, I wanted to do something meaningful with my time. I knew 

this organization was helping people through its charitable activities, so I joined this 

organization as a volunteer to help people. “(K)  

 

“It has been my desire to help people in need, however, due to my busy work schedule, 

I was not able to put in much of my time into it. But now, since I’m retired, I have 
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more time to spend, I intend to make it useful with the organization, which is to help 

the clients.” (W) 

 

Another important point that came up during the interviews with the two volunteers is 

their expectations for recognition from the organization. During the interviews, the 

authors also found out that what was also important to these volunteers was that the 

organization recognizes their presence and efforts. For instance, the issue of people 

from the top level not knowing their names sometimes makes them feeling out of 

place in the organization. One of the volunteers mentioned that, it was not the issue in 

the past when the organization was quite small. However, the management is now 

more focusing on the expansion of the organization forgetting the presence of their 

workers. Below is a quote from participant (G) regarding this situation:  

 

“I have been working here for the past five years, I find it disappointing when people 

at the top do not even know my name […] In the past, during occasions like birthday 

or Christmas, cards were given to us with our names written, and with greetings, 

which made us feel part of a family.”  

 

From the paid workers perspective, the same interest runs as they want to help the 

clients, the main intention for working in the organization by the paid workers is to 

help people who are in need, and external factors such as monetary rewards play a 

minor role in their personal attribute. Several paid workers from HtH stated that their 

reason for working in the organization and deliver good service of their job was 

because their desire to help more people in need:  

 

“I felt meaningful of myself working in the organization, as the organization is 

helping different groups of people, who are in need. My personal desire derives 

myself to do as much as I can to help them, as I felt if I can do something useful for 

the people in need, I’m just happy to do it.” (H) 

 

On the other hand, interviewees with better knowledge about the organization’s 

services and clients also have influence to individuals’ willingness to deliver better 

services to clients, as one of the interviewee explained: 
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“Being from Romania and having to see what some people go through over there, I 

had always wanted to do something to help the situation […] Working in the 

development of projects with this organization makes me feel I’m making the 

connection between the two countries, and now I also started working with Bulgarian 

issues, its very interesting to do things like that in different countries.” (L)  

 

Another participant who is among the top management expressed that his personal 

willingness is one of the most important factor contributing to his commitment in the 

organization, although he did not have prior experience of working in an NGO. 

However, his desire in helping people which is one main the factors running among 

almost all participants as stated earlier stimulated him in giving out his best in 

working in the organization. He states; “The main point is to help more people, and let 

more people get assistance that they need.” (J) 

 

Compared to volunteers working in the organization, paid workers expressed fewer 

concerns about recognition by the organization. Paid workers addressed the issue of 

training and other employee development activities as elements that can influence 

their commitment in the organization. According to an interviewee from this category, 

the regular Tuesdays meeting held by the organization on a weekly bases helps serve 

as a platform for the sharing of information among the workers and it also gives them 

the opportunity to get to know what their fellow colleagues do. The interviewee goes 

further to express that this weekly activity can be complemented with some trainings 

and other employee development programs to help boost their confidence level and 

influence their commitment. 

 

“We in this department do not have the chance to get any development through 

trainings, we just do the assigned tasks and that’s it. But I think the inclusion of 

trainings can help to open people’s mind, let people to have the right mentality to help 

each other and to help more people and also let them become confident and proud.” 

(H)  

 

Another interviewee also expressed a similar opinion about how trainings have 

improved her skills and how it can help her deliver a better service. According to this 

participant, given the chance to take part in conferences and language courses have 
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contributed in improving her skills and abilities.  She however also stated that these 

opportunities could be made available to more colleagues. According to her currently 

the organization is not providing enough opportunities for workers to train, as she 

stated: 

 

“I think the organization should provide more activities, to get workers more involved, 

and let them consider more things. For example, to hold regular formal presentations 

for internal purpose, go through what we are involving so far, it can improve the 

image and mission to the workers to create common goal. Its always good to have 

informed workers.” (L)  

 

Linköping Stadsmission 

The willingness or desire to help the clients was also an outstanding factor 

contributing to workers commitment in this organization. A volunteer who came from 

Romania told us that she joined this organization with the aim to help the immigrants 

from both Bulgaria and Romania get acquainted with the Swedish society by 

sometimes serving as an interpreter and also helping at the shelter for these 

immigrants. She stated that: 

 

“Coming from Romania and seeing my fellow countrymen in Sweden seeking for 

greener pastures made me have the desire to help them[...] Although I’m a paid 

worker in another NGO which helps both Bulgaria and Romania in their home 

country, Linköping Stadmission has taken it upon themselves to help the Bulgarians 

and Romanians who come to Sweden for greener pastures. I’m happier to be part of 

both organizations seeking to do good to the clients.” (L) 

 

A statement from another volunteer also describes the desire to help others and create 

a sense of meaning in life not only in hers but also in the recipient's; “I’m very happy 

that I could help people because it makes me feel a sense of meaning in life not only in 

mine but also in other people’s, especially in these beggars’ life.” (B) 

 

This willingness of workers to provide assistance in fact also runs through paid 

workers in this organization. According to a paid worker, working with this NGO 
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makes her feel she is accomplishing her purpose in life. During the interview, she 

disclosed that: 

 

“Working with this organization makes me feel I’m living my dream of helping people 

[…]  I can feel I’m doing something that is important and right to do […] I hope the 

organization can keep developing however my interest in the organization has always 

been in the organization’s value.” (T) 

 

Being recognized in the organization was another factor pointed out by a worker from 

this organization. According to this interviewee, recognition from the organization 

serves as a motivational factor to remain with the organization and to deliver a better 

service for the achievement of its objectives. He stated that: 

 

“The fact alone that organization saw the potential in me and needed me to help them 

with their project regarding the immigrants made me feel valued. And also the fact 

that my views are sometimes required on certain issues makes me feel much happier 

and wanting to give more and prolong my stay with the organization.” (A)  

 

4.3 Commitment and How it is Ensured 

Hjärta till Hjärta 

The authors conducted six interviews in this case organization, most of the 

interviewees have conveyed positive expression about how the existence of 

commitment has an influence among different groups of workers. Although the type 

of workers in this organization varied from volunteer to paid workers, however, 

workers from both groups stated similar opinion about commitment in the 

organization. As mentioned earlier, workers in this organization expressed positive 

opinion about the relation between employee training and workers’ commitment, for 

instance, several interviewees addressed similar statements concerning the 

relationship,  

 

“Currently, the organization does not provide enough training activities, workers 

from different groups does not receive enough opportunity to improve their working 

skills and hence change their working attitude. I think different training activities can 

improve workers commitment and performance, if there is a chance to develop skills 
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and feeling of taking steps further, I will definitely stay in the organization for a long 

period and feel more attached with the organization.” (H) 

 

Another paid worker also expressed a similar statement, as in the interviewee’s 

opinion, commitment plays an important role in keeping workers in the organization 

for longer period, and commitment can be enhanced by different training activities. “I 

got some chances provided by the organization that I improved my working skills and 

these activities made me feel more belonging in the organization[...]. In the future, if 

the organization can provide more training activities to improve my abilities and 

capabilities, I will definitely consider staying in the organization for a long period 

and I will try my best to deliver a good service.” (L). This statement was supported by 

participant from a higher level in the organization, the participant stated that although 

the organization currently does not provide amounts of training activities, however, in 

the interviewee’s opinion, training is one of the effective ways to not only enhance 

commitment among the categories of workers but also helps to develop workers’ 

skills and capabilities. 

 

Autonomy among workers is another factor that would directly affect workers 

commitment to different targets. For instance, one of the interviewee expressed her 

point to this issue, as “Even though the organization does not provide training 

activities at some points, however, the organization gives me the autonomy to take my 

own initiatives, which helps me learn and also improve my skills to perform a better 

job. I have the opportunities to participate in different activities like conference and 

meeting, and the organization has always suggested me to go different activities to 

enhance my abilities (L)”  

 

Comparing with those statements made from the paid workers in the organization, 

interviewees working as volunteers in the organization expressed similar opinions as 

commitment can positively improve the quality of work and influence their interest in 

the organization. When concerning how to ensure workers commitment, volunteers 

expressed similar opinion about training but also they highlighted the importance of 

recognition by the organization as it serves as a tool that enhances workers 

willingness to participate in the daily activities of the organization.  
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“Although sometimes workers may have heavy workload, but in my opinion training 

activities can make people become more capable and confident to their work. This 

can keep them in this organization for longer period […] currently I can’t get this 

feeling of togetherness and recognition in the organization, as I think there is a gap 

between different levels of workers in the organization.” (K)  

 

Another participant expressed her feeling from another perspective, as she stated; “In 

my opinion, to ensure commitment among categories of workers is to always match 

the organization’s value and mission with individuals’. As long as people think their 

work is for the right purpose, people will think they stay in the right place instead of 

looking for other opportunities.” (W) 

 

On the other hand, interviewee G stated that the most important thing that could be 

done by the organization to improve her commitment is the continuance 

implementation of the organization’s objectives in helping the clients. “To me what I 

considered most important when it comes to ensuring my commitment is that the 

organization keep on doing what it is currently doing, which is helping the people in 

need, e.g., providing shelter, food, cloth and chance for education.” 

 

Linköping Stadsmission 

Similar to HtH, the authors conducted six interviews in the organization, the workers’ 

position in the organization varied from volunteers to paid workers. All the 

participants addressed the issue of the existence of commitment among categories of 

workers have positive influence to the individuals, as workers are motivated to deliver 

good services and to the organization.  

 

According to a paid worker, coaching was one method used to developing her skills in 

this organization. She mentioned that this activity, which took place at the initial stage 

of employment made her feel welcome and valued hence her desire to remain and 

give her best to the achievement of the organization objective, grew stronger. She 

however stated that the provision of more training activities from the organization 

thereafter could serve as means to improve her skills capabilities and most 

importantly her commitment. “I also think that the presence of training and 
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development activities in a way will help me improve my working skills and 

capabilities and also will influence my attachment to the organization (P) 

 

A participant also shared her opinion on this issue, as from her point of view, 

commitment is one thing that can let workers perform a better job, as being as a 

project leader in the organization, she thinks commitment can stimulate workers to 

learn more things and to help the organization achieve its objectives. On the other 

hand, in order to ensure commitment among workers, training is one of the effective 

ways to maintain workers are committed.  

 

“I think every organization expects to have committed workers, as if workers are 

committed, they are more willing to learn and explore things about the organization’s 

mission and objectives. Although sometimes it is hard for organization to ensure 

workers are committed, however, the organization can implement different training 

programs in order to keep and enhance commitment among categories of workers. 

For me, if I can’t get these, I feel lonely and maybe I will think this is not the 

organization that I want to work with.” (T) 

 

Another participant pointed out that commitment is one way to stimulate workers to 

deliver better service and do a good job, if workers are committed, then it will also let 

workers choose to stay in the organization instead change to work in other 

organizations. However, in his opinion, recognition is more important than different 

training activities to ensure commitment among categories of workers.  

 

“My commitment to the organization and to what it is doing makes me give out my 

best to help in the attainment of these objectives. Sometimes I feel I can contribute 

more to this organization given the chance to take on more responsibilities and share 

more knowledge with other workers. If the organization can recognize my abilities 

and knowledge, I will get the feeling that I’m part of the organization and I’m valued 

and can continually give out my knowledge and do things as best as I can.” (A)  

 

4.4 Targets of Commitments among the Categories of Workers  

The next step was to identify the targets of commitment among the categories of 

workers from the selected organizations. According to Meyer & Allen (1991), 



57 

commitment develops as the result of experiences that satisfy workers’ needs and/or 

are compatible with their values. The authors therefore seek to discover the various 

targets of commitment among the workers in the selected NGOs. These results are 

reported under each organization below. 

 

Hjärta till Hjärta 

During the interviews with workers in this organization, it was discovered that among 

the workers, commitment to serve the clients was in higher priority compared to 

commitment towards the organization. Interestingly, inasmuch as these workers are 

more keen into helping those in need, this could further come true with the support of 

organization they work with: “Working as volunteer after retirement as a physician 

was to help people in need, it creates a sense of meaning in my life […]. HtH is one 

organization which is good at helping people, they don’t spend lots of funds on 

administration, what they earn from activities goes to aid, that’s one reason I want to 

stay in the organization”. (K) 

 

A paid worker also pointed out the same kind of commitment to both the people in 

need of help and the organization providing the help. Doing whatever she can to help 

her country (Romania) is something she hopes to achieve. However finding a job after 

graduating from the Linköping University in Sweden became a challenge, fortunately 

she had the opportunity to offer her cultural knowledge on a project being embarked 

on by HtH. She stated: “I feel I am making the connection between the two countries 

doing what I have always wanted to do that is do what I can to help my country 

Romania[...]. I’m more committed to the model and the idea that people should be 

treated the same way so that they can have their life in the right way[...]. I don’t plan 

on leaving the organization at the moment, besides its difficult to find a job especially 

one that shares the same values with you”. (L) 

 

Although the objective is to assist the organization to provide more aid to the needy, 

an interviewee however brought up the fact that her knowledge is being underutilized 

by the organization and is therefore considering finding another NGO to work with.  

“With my kind of education, most of the time I feel like the resource that I have is not 

fully utilized here, and it makes me feels like I’m in the wrong place, it's a good job 

and I like the place. If there is another organization like this that have a different kind 
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of employment ready, I would go there in order to have a more creative and more 

challenging stuff. But for the time been I would like to keep this job since the Swedish 

employment market is not that good”. (H) 

 

Maintaining the job that they currently have is another important issue among paid 

workers interviewed. The difficulty in finding a job in the current Swedish labor 

market pulls a challenge in leaving their current work thus; these workers tend to 

weigh the benefits and losses of leaving their present jobs. 

  

Linköping Stadsmission 

Participants in this organization also share some similarities as their colleagues in HtH 

concerning their targets of commitment. Just as HtH, commitment to clients and to the 

organization were the targets. During the interviews with workers in this organization, 

it was realized that the target of commitment among the paid workers varies. Whileas 

others are committed to only the organization others are committed to the clients. 

Below is statement made by a part-time worker depicting her commitment to the 

clients of the organization:   

 

“My aim is to help people in any kind of situation. I am more interest in what the 

organization does, not the organization in particular so I can say my commitment lies 

with the clients”. (P) 

 

On the contrary, another paid worker who is a project leader disclosed her 

commitment to the organization rather than the clients and this she says it is in 

connection to the organization ensuring her development.  She stated: 

 

“I get lots of education and learned lots of knowledge, which makes me feel I belong 

to this organization […] I will say I am more committed to the organization instead of 

the clients because they always change at a particular point”. (T) 

 

Clients are on the topmost list of the volunteers in this organization. Interviewees in 

this category made it clear that they are working in this organization because of the 

clients. Below are some statements from volunteers in regards to this issue:  
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“To me, the needy are the people I’m really concern about and dedicated to.” (G)  

“I’m with this organization with the sole purpose of helping people especially these 

beggars who are on the streets, so I will say they are my sense of responsibility.” (B) 

 

Table 1 and 2 below provide a summary of the empirical findings from both case 

organizations: 

 

 
Table 1. Summary of HtH 

 

 
Table 2. Summary of LS 
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5. Analysis and Discussion 

Commitment may not be a zero-sum game. 

-Becker (1992, p.233) 

 

In this chapter, the authors further analyzed and discussed empirical findings in 

connection with the previously provided theories to explore the commitment of 

workers and the various commitment targets for future research in NGOs. As the 

quote mentioned above, there are instances where many workers tend to have a 

certain degree of commitment towards the different target associated with the 

organization they belong. This chapter begins with the discussion of the background 

research questions, which further leads into the main research questions. 

 

5.1 The Antecedents of Commitment among Workers in NGOs  

This chapter covers the analysis of the various antecedents associated with three types 

of commitment among workers in the selected organizations.  

 

General antecedents of commitment 

A reasonable number of empirical studies linked commitment within organization to 

other work-related variables. According to Meyer & Allen (1991), personal 

dispositions such as need for achievement, affiliation, and autonomy have been found 

to correlate, albeit modestly, with commitment. These correlations therefore suggests 

there are possibilities that workers differ in their propensity to become committed to 

the various targets as suggested by (Griffin & Bateman 1986; Mowday et al. 1982). 

As indicated by Mathieu and Zajac (1990), personal characteristics and work 

experience are among the most common antecedents of organizational commitment. 

 

Personal characteristics, based on Maslow’s model mentioned in the literature review, 

seem to be a motivational factor influencing one's attitude to work. The intention for 

individuals to work with a NGO would depend on the level in the hierarchy one has 

reached. Maslow’s hierarchy of needs proposes that people have an intrinsic need for 

self-actualization, which is higher among all the other needs, such as, the need for 

food, safety or even for self-esteem (Sjöstedt, 2014). The gathered empirical 

information have revealed that the main factor that influenced workers commitment in 

NGOs is their personal desire to create a meaningful life and at the same time create 
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value for themselves to get self-fulfillment. Based on the gathered information from 

the 12 interviews, majority of the interviewees expressed that their personal 

willingness to help was one of the key factors that stimulates them to deliver good 

services, and the factor that influenced their commitment.  

 

The commitments and types of works in NGOs, represent motivational factors can 

both be found in higher categories from Maslow’s hierarchy of need. Indeed, workers 

working in NGOs, especially their main personal interest is not to get a good pay from 

the organization, instead, to help different objectives, all can be placed in the upper 

level of the Maslow’s eight level model. People who engage in activities in order to 

contribute to different objectives, fits well in the fourth category, which represents 

esteem needs: self-confidence, worth, achievement, capability and adequacy of being 

useful and necessary in the world. When it comes to maximizing personal value and 

use personal efforts to make changes, it fits in self-actualization. It makes the authors 

wonder if these higher needs are by nature more independent from the need for money. 

It is nevertheless clear that it is not primarily the need for food, safety, law or order, or 

even social needs, which are the predominant motivator for these workers.  

 

According to Sjöstedt (2014), Bruyere & Rappe (2007), the largest motivator among 

the workers, especially for volunteers working in NGOs is to help. What emerged 

from the findings was that self-fulfillment tend to be the dominating factor among 

volunteers to work with a NGO. The gathered information revealed that volunteers 

tend to work with NGOs in order to accomplish their individual wishes, which can be 

described as their willingness to help people in need. Although this wish is not formed 

after those volunteers begin to work with a NGO, however, due to the fact that most 

of the respondents were having busy professional career before retiring, it was hard 

for them to find enough free time to spend in helping people in need. Hence, after 

retirement, for those people who have strong willingness to help people in need, they 

tend to donate their time and other resources by working with a NGO to help people. 

Majority of the interviewees from volunteers group indicated that the reason why they 

turn to work with NGOs and becoming committed to various targets was based on 

their willingness to help other people, create a more meaningful life and maximize 

their individual value.  
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Antecedents of Affective Commitment 

From the conducted research, it can be clearly noticed that AC commonly run among 

the various categories of workers from the selected organizations. Aside the main 

motivator to help people in need, other factors which emerged in the authors study 

were personal dispositions such as broaden of individual social network (affiliation) 

and the freedom to take one's own initiatives (autonomy) (Steers & Braunstein 1976; 

Steers & Spencer 1977). Making new friends and boarding social network seem to be 

another antecedent of commitment that came up during the research carried out. A 

participant expressed her other reason of working with her organization as to build up 

her social network by stating that: “Apart from helping others, I have always wanted 

to make new friends and to feel a sense of belong to a group that I can share the same 

values with.” (K) This was supported by the statement made by Sjöstedt (2014) that it 

is possible for some people to work in a particular organization with the aim to boost 

their career, or to help the nature, or even to get new friends. 

 

In addition, another participant also brought up the issue of being allowed to take her 

own initiatives as a factor, which has contributed to her commitment to various targets. 

Brey (1999) describes autonomy as the choice and freedom inborn in the job to 

perform numerous tasks. According to this interviewee, this freedom of making her 

own choices in regards to her job has been one of her bases of commitment. This 

participant further stressed that just as helping people in need is important to her, it is 

the same with the development of her career hence the presence of autonomy in a way 

has stimulated commitment.  As she states; “The organization gives me the autonomy 

to take my own initiatives, on one side it helps me learn and also improve my skills to 

perform a better job. On the other hand, it has boost my commitment (L). A statement 

from Parker et al. (2001) support that autonomy can positively stimulate workers’ 

commitment to organizations. Meyer and Allen (1991) and Mowday et al. (1979) 

stressing that AC has positive effect on employee retention and also helps the 

organization to accomplish its goal. 

 

Another approach to examine the effects of personal dispositions on commitment has 

been to consider their interaction with external factors, such as work experience. A 

number of interviewees brought this up during the research. As stated by Hackman 

and Oldham (1976) and Hulin & Blood (1968), individuals whose work experiences 
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are compatible with their personal dispositions that is provide fulfillment of needs, 

utilization of abilities, expression of values, etc., tend to have a more positive work 

attitude than those whose experiences are less compatible. A respondent disclosed her 

discontent on the organization not utilizing the kind of knowledge she has as an 

individual making her sometimes feel out of place. Commitment, as stressed by 

Meyer and Allen (1991) develops as the result of experiences that satisfy workers’ 

needs and are compatible with their values. According to Herzberg (1966), work 

experience variables could be divided into two categories: those that have made 

workers satisfied with their needs and made them feel comfortable in the organization, 

both physically and psychologically, and those that contributed to workers’ feeling of 

competence in the work role. Therefore based on the discussion, it could be argued 

that when workers are not well-suited with what they do, or their capabilities exceeds 

the job requirement, their work experience could hardly generate positive impact on 

workers’ commitment.   

 

Antecedents of Normative Commitment 

Sense of obligation was among the other factors, which tend to influence workers’ 

commitment in the selected organizations. During the research, a number of 

interviewees expressed their feeling of obligation to the organizations becuase of 

investments made in them through the provision of organizational support, such as job 

training. According to Scholl (1981), the recognition of these investments by the 

individuals in most cases may result in influencing the relationship between workers 

and organizations; this might also cause workers to have a sense of obligation to 

reciprocate by committing themselves to the organization until the debt has been 

repaid. One interviewee indicated her obligation to the organization was due to the 

fact that the organization has invested in her development. By stating: “I got a lot of 

opportunities to take part in some development programs[...]. I’m thankful to the 

organization and I hope what I’m doing could payback for these investments in me.” 

(T) In this study, it became known that sense of obligation to organizations runs 

commonly among categories of workers in the selected organizations. However, 

based on the description by the previous scholars, in relations to what influence 

workers exhibit signs of NC, it could have been said that paid workers are supposed to 

demonstrate this form of commitment. On the contrary, during this research, the 
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authors realized that only a few paid workers demonstrated this form of commitment 

towards the organizations in relation to investment made in them. 

 

Antecedents of Continuance Commitment 

The recognition of costs associated with a worker leaving the organization was 

another issue influencing workers’ commitment. According to Meyer and Allen 

(1991), anything that increases the costs of leaving an organization can be considered 

as an antecedent. They go further to state that side bets and the availability of 

alternatives are mostly regarded as the most common antecedents of CC. Based on 

this description, it can be said that individuals usually tend to weigh the costs and 

benefits of leaving the current employer. Sometimes the threat of wasting the time and 

effort to acquire a new skill for a new job, of losing attractive benefits, or privileges 

can be perceived as potential costs of leaving an organization. During this research, 

some participants brought up the issue of securing a job, especially from the paid 

worker category. According to these participants, the challenge associated with 

finding jobs in Sweden employment market makes workers give more consideration 

in leaving the organization. As doing so, they would need to forgo the accumulated 

benefits over the period of working with the current organization. An interviewee 

from paid worker category disclosed her desire to leave the current organization due 

to her individual capabilities were not well suited to her job requirement, she states: 

“Although I sometimes do not feel the connection of my capabilities with my job. 

However, for the time been I would like to keep this job since the Swedish employment 

market is not that good.” (H) This is in line with Becker’s (1960) theory that job 

commitment increases as number of investments and attractiveness of alternatives 

decreases.  

 

To conclude the above discussions, it can be argued that self-fulfillment tend to be a 

general antecedent of workers’ commitment in the selected NGOs. However, this is 

accompanied by other antecedents of the three types of commitment. The gathered 

information indicated that AC was the most common type of commitment among 

categories of workers in the selected organizations. Personal characteristics, such as 

affiliation which was the need broaden one’s social network; autonomy which was the 

freedom to take one’s own initiatives. Moreover, work experience was another 

antecedent identified in this research. Sense of obligation to the organization becuase 
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of investment made in developing workers was another antecedent associated with 

NC. Finally, side-bets and availability of alternatives were also the antecedents 

discovered in the research.    

    

5.2 Importance of Commitment  

Workers commitment to the organizations they work with, has gained popularity 

within the research field since the seventies (Brown, 1996).  According to Mathieu 

and Zajac (1990) and Randall (1990), commitment among workers generally have 

positive implications for organizational outcomes, hence a strong commitment to any 

focus should be negatively related to the intent to quit and positively related to 

satisfaction and prosocial organizational behavior. 

 

On the other hand, the commitment that workers have toward their organization and 

its constituents is a crucial work attitude (Johnson & Yang, 2010). Amounts of 

researcher have confirmed that commitment levels have direct influence to numerous 

criteria, for instance, task and contextual performance, satisfaction, cognitive 

withdrawal, and turnover (Mathieu & Zajac, 1990; Meyer & Allen, 1996; Meyer et al., 

2002).  

 

Performance 

As stated by Meyer and Allen (1991), workers’ willingness to contribute to 

organizational effectiveness will be influenced by the nature of the commitment they 

have experienced. Workers who want to belong to the organization (AC) might be 

more likely than those who need to belong (CC), or feel obligated to belong (NC), to 

exert effort on behalf of the organization. It is noteworthy that, most of the studies that 

have reported positive correlations between commitment and performance used 

measures of AC instead the two other type of commitment. On the other hand, it is 

also noticeable that to those workers who feel obligation to remain will carry with it 

an obligation to contribute, in which case NC would also correlate positively with 

effort and performance (Meyer & Allen, 1991). Indeed, Wiener and Vardi (1980) 

explained a significant and positive correlation between NC and work effort based 

from their measurement, which has indicated that CC does not positively correlated 

with performance.  
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Finally, according to Meyer and Allen (1991), it is noteworthy to pay attention that 

the relationship between any component of commitment and behavior will be 

complicated, because all three components can exert independent (and possibly 

interactive) effects on a particular behavior. For instance, when examine the 

relationship between CC and turnover; although the existence of CC might be 

sufficient to keep a worker not to leave from the organization. However, it is not 

necessarily the case that an individual would have the intention to leave the 

organization.  Despite a low need to remain, a worker might stay in an organization 

because of desire or obligation (Meyer & Allen, 1991).  

 

Kitchard and Strawser (2001) proposed a relation between commitment among 

workers and job performance, as the authors stated, committed workers develop AC 

for their firm, consequently, and it influences the performance of workers. Marthis 

and Jackson (2000) further support this statement, as committed workers tend to 

consider organizational objectives seriously. According to Fink (1992), workers’ 

commitment can positively affect an individual’s performance, consequently, when 

workers committed to work, or co-workers, or organizations, a higher level of 

performance is been played. It has thus been argued that committed workers are more 

willing to devote greater efforts towards an organization’s goals and objectives (Guest, 

1987). 

 

As can be seen from our conducted research, the majority of the interviewees 

identified the importance of commitment, which could positively influence their job 

performance and their willingness to stay in the organization for a longer period. 

Although the interviewees were from different categories of worker, however, both 

interviewees from volunteer group and from paid-worker group have expressed that 

commitment among workers is one of the key factors affecting performance. As 

identified by T from LS, the interviewee was expressing her opinion about how is the 

relation between commitment and performance at work: “To me the important thing 

is I feel myself committed to my work, to my organization, to the people that the 

organization is currently helping. I can feel my value in the organization as 

throughout my efforts, most of the people got what they needed. Consequently, this 

feeling makes me feel that I want to make more contribution to my work and help the 

organization to help more people in need as possible.”  According to Hunter and 
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Thatcher (2007), workers who are committed to their organization and work are 

therefore more likely, to put most of their efforts toward important work tasks and to 

reduce resources devoted to other activities. Consequently, in order to maintain a 

good performance outcome from workers, to keep workers committed is one key 

factor that organizations should pay attention.  

 

According to Porter et al (1974), when a worker committed to his or her organization, 

the individual is more likely to engage in behaviors in order to help the organization 

to accomplish goals. It is noteworthy that when workers are committed to the 

organization or to their job, workers are thus willing to put more efforts in order to do 

a better job, and help the organization to attain goals. For instance, when interviewed 

L from HtH saw the importance of her commitment to the job and what makes 

commitment as one important factor affecting her job performance; “I hope those 

people that we are helping can live a better life through our help, it makes me feel I 

have the sense of responsibilities to help my fellow countrymen […]. Hence, while I’m 

committed to what the organization is doing and those people that I’m helping, I want 

to donate more efforts to help them through my job.” According to Mowday et al 

(1982), commitment is thought to influence job performance through two factors: 

effort and attachment. Moreover, the authors further stated that an individual who is 

committed to an organization is likely to input above average effort on its behalf. 

Theory has emphasized the effort factor so that commitment has been cast as a 

variable with motivational underpinnings. That is, commitment is thought to be one of 

the factors that can stimulate one to action.  

 

Based from the findings of the conducted research, the majority of the participants 

indicated that commitment have positively affected their motivation to put efforts into 

their work, commitment hence positively stimulates workers’ intention to deliver a 

better job or service.   

 

Employee turnover 

Amounts of researchers stated that in general, employee turnover models include two 

major categories of predictor variables: job attitudes and job alternatives (Griffeth et 

al., 2000; Mitchell et al., 2001). Among the factors consisted in job attitudes, 

commitment among workers is the major factor that has widely attracted the attention 
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of researchers. The reason why researchers keep doing research on workers’ 

commitment is that it has been found consistently to possess negative associations 

with the cognitive (i.e., turnover intention) and behavioral components of turnover 

(Griffeth et al., 2000; Mathieu & Zajac, 1990; Tett & Meyer, 1993). As stated by 

several authors, commitment is a particularly powerful predictor in the turnover 

process due to its presumed sensitivity to the characteristics of the work environment 

(Brockner et al., 1992; Meyer & Allen, 1991; Mowday et al., 1982). Moreover, Meyer 

and Allen (1991) addressed this issue as commitment among workers ties between the 

worker and the organization, of which it serves as an indicator, develop through 

exchange processes with the organization. Furthermore, the strength of the tie depends 

on the perceived benefits or losses accrued during the exchanges. Consequently, when 

the tie between the organization and the worker strengthen, the probability of 

engaging in the turnover process decreases (Bentein et al., 2005). Hence, according to 

Vandenberg and Self (1993), workers adjust their level of commitment to the 

organization as a function of the way they interpret and make sense of their work 

context.  

 

Luthans (2006), explored workers’ commitment as the desire to be a member of an 

organization and not to complain about their organization. It is clear that commitment 

can be used as a measurement in order to examine how workers empathy by the 

objectives and morale of organization and further the willingness to get involved in it. 

Moreover, commitment among workers also can be used as an indicator to examine 

either a worker wish either to stay at work or want to change (McNeese-Smith, 1996).  

According to Arthur (1994), commitment can thus further shape workers’ behaviors 

and attitudes by developing psychological links between organizational and individual 

goals to increase effectiveness and productivity. Consequently, Porter et al. (1974) 

stated, based on their research, they indicated that significant relationships existed 

between certain attitudes held by workers and turnover.  

 

Although the fact that the main aim of this research was not investigating employee 

turnover in the two case organizations, however, during the conducted interviews, 

amounts of the respondents brought up the issue of employee turnover. As mentioned 

by a paid worker T from LS, her commitment to the organization has direct influence 

to her retention in the organization: “[...]However, if the organization change its 
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mission and value in the future, I might consider leaving this organization, as I’m no 

longer feeling committed to it.” 

 

According to Mowday et al. (1982), employee retention is one of the main and 

important consequences that has consistently been viewed of workers’ commitment. 

Mowday et al. (1982) stated that employee turnover has long been the outcome of 

interest in workers’ commitment research. Most of the previous research about 

commitment and employee turnover has been focused mainly on AC (Randall, 1990); 

however, the effects from CC and NC are also playing a vital role in predicting 

employee turnover (Hackett et al., 1991). Based on Meyer and Allen's (1991) model 

of organizational commitment, each type of commitment is therefore shown has the 

effect on employee turnover intentions. Based on their research findings, Meyer et al. 

(2002) indicated that both AC, NC, and CC all correlated negatively with turnover 

intention and turnover. As argued by Kirchenbaum and Weisberg (1990), workers’ 

intention to remain in an organization appears to be more closely tied to work-related 

variables than is actual turnover. The findings gathered in this research have indicated 

that workers who perceived benefits from an organization and have shown NC to the 

organization have less willingness to leave from the organization. As stated by a paid 

worker L from HtH, when addressing the issue about employee turnover and her own 

opinion about leaving from the organization, she stated as follow; “I had the 

opportunity to go listen conferences, take language courses, which is helpful for my 

job [...]. I think the organization has paid a lot of attention on me, so I don’t want to 

work in another organization.” 

 

As mentioned earlier in the literature review section, NC can be defined as the 

commitment that a person believes that they have to the organization or they have the 

sense of obligation to their workplace (Bolon, 1993). Meyer and Allen (1991) further 

stated that NC could be described as being “a feeling of obligation”. When putting NC 

into workspace, it can be described as workers often feel like they have a moral 

obligation to the organization (Wiener, 1982). The findings gathered from this 

research indicate that when a worker experiences various kinds of benefits provided 

by the organization, they often have the feeling of obligation or they owe the 

organization due to the organization has put funds and resources to develop his or her 

ability. Due to this fact, when workers have a strong NC in the organization, they 
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often choose to stay in the organization for a longer period or they will deny other job 

offers because they feel they have the obligation to pay it back.  

 

As stated by Reichers (1985), CC can be defined as the willingness to remain in an 

organization because of the investment that the worker has with “nontransferable” 

investments. Nontransferable investments, for instance involve things such as 

retirement, relationships with other workers, or things that are special to the 

organization (Reichers, 1985). CC also includes factors such as years of employment 

or benefits that the worker may receive that are unique to the organization (Reichers, 

1985). Meyer and Allen (1997) further supported this statement by stating that 

workers who share CC with their employer often make it very difficult for a worker to 

leave the organization. However, based on the findings gathered from this research, 

the authors therefore suggest that CC can be a temporary phenomenon, as workers 

working in an organization because it was the only employer that workers could find. 

As mentioned by one paid worker H from HtH, the reason why to work with this 

organization was because it was the only one she could get: “Finding jobs in Sweden 

is not that easy[...]If I can find another organization that I can make use of my 

knowledge more, I will definitely choose to work for that organization.” It is 

noteworthy to mention that for some workers, their motivation to work with an 

organization will be strongly influenced by the external employment environment, 

thus when they weigh the alternatives they can find and notice there are better choice 

for them, they will take the step further and leave the organization.  

 

In conclusion, it could be stated that workers’ commitment can have a positive 

relation with job performance. However due to the fact that the majority of the 

respondents showed dual types of commitment, hence it is not clear to state that CC 

has positive effect on workers’ performance. The findings suggested both AC and NC 

could positively affect commitment among workers, as workers are willing to make 

more contribution to the various targets, with some having the sense of payback in 

order to compensate what the organization has invested them. All three types of 

commitment tend to positively reduce workers intention to leave; meanwhile, it was 

noteworthy to mention that CC only has temporary effect on workers’ retention, as a 

worker may leave the organization due to better job alternatives.   
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5.3 Guidelines for Ensuring Commitment 

Based on the findings gathered in this research, different categories of workers 

proposed different methods in order to ensure commitment among workers. The 

respondents from paid worker group proposed that in order to ensure workers are 

committed, training and other forms of activities can help them stay committed to 

different targets. However, interviewees from volunteer group have indicated that 

apart from training activities, recognition by the organization is also a key factor that 

affects their commitment in the organization.   

 

Employee development 

Amounts of studies have indicated a positive relationship exists between employee 

development (both formal and informal trainings) and workers’ commitment. As 

stated by McMahan (1993) and Zuboff (1988), training programs can positively 

increase workers’ commitment and other important outcomes, and this process begins 

soon after workers are hired. New workers who receive orientation and early training 

tend to stay longer (Tannenbaum et al., 1991). Furthermore, Louis et al. (1983) 

showed that entry-level orientation and training about the job at the beginning of 

employment have positive influence to workers’ commitment, satisfaction, and 

retention to stay. Training in entry-level coping strategies also increases new 

employee retention (Waung, 1995). Young and Lundberg (1996) further indicated at 

entry-level, a successful orientation can positively affect workers’ commitment, job 

satisfaction, performance, and intention to stay. The findings of this research have 

indicated that trainings have positive influence on workers’ commitment, however, 

only a few of them indicated they have received enough opportunity to participate. 

Following is a statement from a paid worker P from LS; “When I begin to work in this 

organization, there were some trainings and coaching activities that I perceived, 

which were quite useful[...]. Nowadays however, we don’t have any trainings 

anymore and I believe I will be more committed in the organization if I can get some 

trainings in the future.”  

 

On the other hand, respondents were not only mentioning training is important on the 

entry-level stage but also among established workers, training also has been shown to 

increase commitment. According to Saks (1996) the greater the amount of training 

workers received, the more they possessed with more positive job attitudes, ability to 
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cope difficulties, and also lower intentions to quit. As stated by Miller and Jablin 

(1991), workers performing better can be seen as the result of better working skills 

and abilities, in the process, lead to better attitudes about the job, which can also 

secure workers’ commitment. Furthermore, training activities when provided can also 

give workers the sense that they are valuable to the organization. According to 

Tannenbaum et al. (1991, p. 760),“workers may view an effective training experience 

as an indication that the company is willing to invest in them and cares about them; 

thus training may ensure and further enhance their commitment to the organization”. 

Several respondents expressed similar statement during the interviews, as one paid 

worker T from LS disclosed her opinion to this issue, as the organization offers her 

opportunities to develop, consequently, those development also has contributed to her 

sense of attachment to the organization.  

 

Recognition  

The research findings also indicated that recognition from an organization could 

positively influence workers commitment in an organization, especially for the 

volunteers who donate their time but not for monetary return. This issue was brought 

up by the majority of the volunteers from both the case organizations, as they 

mentioned, apart from employee development, recognition by the organization to 

volunteers is more important. Due to the fact that the majority of the volunteers 

working in NGOs donates their time and resources in order to help people, career 

development and monetary rewards are not the major aim for them to work but is to 

help people and achieve self-fulfillment. As argued by Danish and Usman (2010), 

workers take recognition as their feelings of value and appreciation and consequently, 

it boosts up workers’ morale level, which can also ultimately increase productivity of 

organizations. One volunteer K from HtH stated her opinion as following: “We used 

to receive greeting cards during different occasions, which made me feel recognized 

and appreciated by the organization [...]. However, they don’t do this anymore and it 

would be nice to bring it back.” Another volunteer B from LS addressed her opinion 

regarding to recognition: “As long as I feel I’m needed, I have value in this 

organization, I will be happy. It makes me feel my contributions were recognized by 

the organization and therefore I want to keep doing my job.” According to Danish 

and Usman (2010), for those workers who committed themselves in an organization, 
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recognition must be given in order to keep them motivated, appreciated and 

committed.  

 

Wayne et al. (1997) indicated a positive relationship between commitment among 

workers and recognition from organizations. It is noticeable that when organization 

recognize worker's contributions, workers tend to perform better jobs and 

consequently lower the intention to leave. In HRM practices, recognition from an 

organization could be seen in different forms, for instance, participation in decision-

making, fairness of rewards, and growth opportunities (Allen et al., 2003). In this case, 

for volunteers working in NGOs, the type of recognition is simple as what they are 

expecting is the organization can recognize their efforts, to mention a few, as the 

employees from upper level of the organization can remember their names, send 

greeting cards during holidays and other special occasions. When the organization can 

do what the workers are expecting for, it can thus strengthen the tie between the 

organization and workers, and enhance workers’ commitment. As mentioned by 

Eisenberger et al. (1986), specifically, HRM practices that suggest organizations make 

investment in workers and show recognition of workers’ contributions (e.g., valuing 

workers’ participation) indicate that the organization is supportive of the worker and 

is willing to establish or continue a social exchange relationship with workers.  

 

Proposed by Allen et al. (2003), supervisor support can be seen as one method that 

organization can implement to recognize workers’ efforts, as the method includes the 

recognition and feedback that supervisors give to workers. Various studies show the 

importance of recognition and feedback for retaining valuable workers, and most 

importantly, perceived recognition and support increases the AC of workers in the 

long term (Morrow, 2011). 

 

In summary, it could be suggested that organizations can implement two methods, 

namely employee development and recognition in order to ensure commitment among 

workers. Specifically, paid workers mainly brought up the issue of employee 

development from the selected organizations, confirming that employee development 

is one of the key methods, which the organizations could implement in order to ensure 

workers’ commitment. On the other hand, comparing with the importance of 

employee development to paid workers, the issue of recognition plays a vital role 
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when ensuring commitment among volunteers. The differences between the two 

methods can be explained, as paid workers are more concerned about their career 

development, volunteers are more concerned about their individual contribution been 

recognized and further appreciated by the organization.  

 

The next sections aim at discussing the main research questions of this paper. 

 

5.4 Targets of Commitment 

This section covers the analysis of the various targets of commitment and why the 

differences in commitment among the categories of workers in NGOs. According to 

most renowned commitment scholars such as Meyer, Allen, Becker and Reichers, 

workers are most likely to be committed to occupations, top management, supervisors, 

co-workers, and customers. However, an individual's attitudinal commitment to a 

workplace cannot be adequately explained by commitment to the organization alone 

because the coalitional nature of organizations leads commitment among workers to 

the multidimensional (Reichers, 1985). Indeed, there are instances where some 

individuals may have mutually strong or weak commitment to different targets, 

whereas others may have strong commitment to some targets and weak commitment 

to others (Cooper-Hakim & Viswesvaran, 2005). There is no doubt that commitment 

from workers in organizations is an important factor which needs to be taken into 

account be it for-profit or in NGOs. 

 

From the conducted research, it could be noticed that the volunteers in both 

organizations are strongly committed to the clients whereas majority of the paid 

workers demonstrated the sign of dual commitment to both their organizations and 

clients.  

 

Volunteers (unpaid workers) 

Volunteers play an important role in the day-to-day activities of NGOs; hence, their 

commitment is equally as important as their counterparts are. As stated earlier, the 

volunteers from both organizations showed a stronger commitment to the clients than 

to the organizations based on our research carried out. One main reasons for 

individuals to freely give their time and effort to any activities is most of time to 

benefit thus help another person, group or cause (Wilson, 2000). According to Wilson 
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(2000), these volunteers can be said to portray more commitment than spontaneous 

assistance but narrower in scope. As identified by a participant (G) from LS, she was 

and still is more concerned and devoted to help people in need thus tries to do her best 

to make the lives of not only beggars but also drug addicts and the likes more 

comfortable. It was followed by a comment from participant (B): “I’m with this 

organization with the sole purpose of helping people especially these beggars who are 

on the streets, so I will say they are my sense of responsibility”. (B) 

 

Just as their fellow counterparts, some volunteers from HtH also illustrated their keen 

of commitment to the clients the organization serves. However, during the studies it 

was realized that others had a weaker commitment towards the organization. A 

participant from HtH confirms that with her own effort, there was no way she could 

have helped many people but by working with this organization, she has been able to 

achieve her objective. As stated by participant (K) “Helping people in need is the most 

desirable and important thing to me, they are the ones I’m more dedicated to […].  

HtH is good at helping people, that’s one reason I’m work with this organization and 

the fact that this organization is serving as a platform for me, I think I need to show 

some kind of commitment to it”. Hence, these findings therefore confirmed Cooper-

Hakim & Viswesvaran (2005) statement that some individuals could have mutually 

strong or weak commitment to different targets, whereas others may have strong 

commitment to some targets and weak commitment to others. 

 

Paid workers 

Although the day-to-day operations of NGOs are most of the time run by volunteers, 

there are equally a number of paid workers who contribute to the achievement of 

these organizations objectives. According to Rehema (2014) in order to achieve a 

successful NGO, the commitment of its human resource must be taken into account, 

as the lack of attention on this element can be one of the factor standing between 

success and failure in many NGOs all over the world. 

 

Reichers (1985) stated that an individual's attitudinal commitment at a workplace 

cannot be adequately explained by commitment to only the organization as the 

dynamic nature of organizations leads commitment among workers to be 

multidimensional. Due to the diverse activities of NGOs as stated earlier there is 
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therefore a high possibility for it to have an influence on the commitment of its 

workers.  As can be seen from the conducted research a dual kind of commitment 

among participants from both organizations was discovered, with most of the 

participants depicting a strong commitment to the organization and a weaker 

commitment to its clients, others on the contrary have a strong commitment to the 

clients.  According to a participant from LS, the activities that the organization 

undertakes thus helping their clients is what she is most interested and committed to 

and not the organization per se. As stated by participant (P); “My aim is to help 

people in any kind of situation. I am more interest in what the organization does, not 

the organization in particular so I can say my commitment lies with the clients”. (P). 

Another participant in this category on the other hand disclosed her commitment to 

the organization rather than the clients by saying that clients are bond to change from 

time to time, however, the organization remains the same.  

 

A participant from HtH however identified her commitment to both the organization 

and the clients. She expresses her commitment to help people in need and at the same 

time to the organization by stating: I have always wanted to help people in desperate 

need […]. I will say I’m more committed to the model and the idea that people should 

be treated the same way so that they can have their life in the right way[...]. But I can 

also say I’m committed to this organization as well”. (L) 

 

To summarize, it could be stated that the majority of the participants from both 

categories have dual commitment to both the organization and clients. However, there 

are differences in dominating target of commitment between these two categories. As 

commitment to clients takes a leading role among volunteers, before commitment to 

the organization. It is the vice versa among the majority of paid workers. 

  

5.4.1 The Differences of Commitment among Categories of Workers  

With reference to the research conducted, it could be realized that two sets of target of 

commitment, which were: commitment to the organization and to the clients were 

common among the participants from both organizations. Whereas majority of the 

volunteers demonstrated high commitment to the clients the organization serves, most 

paid workers from both organization also depicted a strong sign of commitment 

towards the organization. Indeed, there were instances where some participants from 
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both categories of workers in both organizations also confirms their dual commitment 

thus to the organization and clients. 

 

In analyzing this situation of differences among the workers, the three different 

motivational processes (identification, internalization and compliance) by Kelman 

(1958) were considered. According to Kelman (1958), compliance occurs when 

people adopt attitudes and behaviors in order to obtain specific rewards or to avoid 

specific punishments. Identification occurs when people adopt attitudes and behaviors 

in order to be associated with a satisfying, self-defining relationship with another 

person or group. Internalization being the final among the process occurs when people 

adopt attitudes and behaviors because their content is congruent with the individuals' 

value systems. These processes underlies the attitudes of workers which forms the 

bases for the three types of commitment which are also classified as the three distinct 

mindsets: emotional attachment (AC), sense of obligation (NC) and perceived cost of 

leaving (CC) identified by Meyer and Allen (1991) and Dunham et al (1994) was used 

by the authors. Based on earlier discussions in the literature review, it is noticeable 

that there is a connection between the three processes underlying the attitudes of 

workers and the three mindsets of commitment. 

 

Just as an individual can have a dual commitment to more than one target due to the 

diverse nature/ or activities of organizations, in the same way Meyer and Allen (1990) 

expressed that workers could experience each of the above mindset of commitment to 

some degree in the organization. That is to say, some workers are likely to have a 

commitment profile describing their relative of AC, NC and CC towards the targets of 

commitment (e.g organization, supervisor, clients). These mindsets are however also 

influenced by the above three processes stated earlier, serving as the bases for 

commitment.  O'Reilly & Chatman, (1986) describe the bases of commitment as the 

motives engendering attachment.  

 

From the empirical information gathered by the authors during their studies, it could 

be realized that some participant from the voluntary category demonstrated signs of 

both AC and NC towards their different targets, which are the organization and the 

clients. They expressed what Gellatly and his associates (2006) described as moral 

imperative (which is the desire to do the right thing) with the help through the 
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organization accompanied with a strong emotional attachment or AC to the clients. As 

it can be seen from the conducted research, majority of volunteers participants showed 

a strong desire to help people in need in order to have a sense of meaning and also 

believing that it is the right thing to do as a human being. But in the same way they 

also confirmed their willingness to work hand in hand and also demonstrate some 

level of commitment towards the selected organizations as they (participants) need 

these organizations to carry out their personal objectives.  

 

This situation described can be said to be under the influence of what Kelman (1958) 

referred to as identification which he explains occurs when one adopt attitudes and 

behaviors in order to be associated with a satisfying, self-defining relationship to 

another person or group. Internalization, which also occurs when people adopt 

attitudes and behaviors because their content is congruent with the individuals' value 

systems. Indeed, it could be said that, workers apparently will want to remain and are 

definitely willing to exert effort on behalf of the organization because of the benefits 

they derive from the relationship.  

 

Viewing from an internalization perspective, workers become committed to 

organizations with which they share values. Hence, they tend to work toward the 

success of these organizations, because in doing so they are behaving in a manner 

consistent with their own values (Meyer & Allen 1991). In order to obtain their 

objectives in helping the clients and in fulfilling their desire in life which serves as the 

main priority, these volunteers tend to donate their time and effort into helping the 

clients by working with these organizations because they share the same values with 

them. According to O'Reilly & Chatman (1986) and Caldwell, et al (1990) the 

presence of identification and internalization tend to have positive implications for 

organizational outcomes, this is as the result of workers accepting and sharing 

common values with their organizations. The authors go further to state that this 

usually tends to have a lasting effect on workers. The statement below from a 

volunteer portrays this commitment described earlier:  

 

“It has being my aim to do something to help the needy whenever I have the time […] 

I feel happy when I do that and I think it's the right thing to do in life. I knew this 

organization was helping people through its charitable activities and I needed to 



79 

associate myself with them to be able to help many people as I can, so I joined this 

organization as a volunteer. “(K) 

 

From the paid workers category, what differentiates them from their counterparts is 

their CC to the organization as they weigh the benefits and losses they will incur upon 

leaving the organization. The gathered information indicated that participants from 

this category showed more concern about their job security, which can be explained 

as apart from their willingness to help people their individual careers development 

was of great essence to them hence their continuous stay and CC to the organization. 

These individuals demonstrated what Kelman (1958) describes as compliance and 

continuous commitment Meyer & Allen (1991). These occur when people adopt 

attitudes and behaviors in order to obtain specific rewards or to avoid specific 

punishments in this case the participants are aware of the costs associated with leaving 

the organization. Hence, the authors assume due to the fact that it is quite challenging 

to secure a job in the Swedish employment market as disclosed by several respondents. 

Paid workers in the selected NGOs have more concern about their jobs instead of their 

initial willingness to help people in need.  This assumption could be further supported 

by a statement from Meyer & Allen (1991), as workers whose primary connection to 

the organization is based on CC remain because they need to do so due to the external 

issues such as employment. These findings clearly demonstrate the reason behind the 

difference of commitment between the two categories (volunteers and paid workers).  

 

There were however, instances where a participant from the category of paid workers 

demonstrated only AC towards the activities undertaken by the organization, which 

includes providing help, and relieve to the clients they serve with no commitment to 

the organization. This participant expressed that her sense of responsibility and 

obligation is only towards the clients and not towards any other targets. This was quite 

surprising coming from paid workers perspectives as paid workers are presumably 

expected to demonstrate some kind of commitment towards their employers as form 

of reciprocal for the payment and other benefits they receive. Another participant 

from the same category also expressed her sense of obligation and commitment only 

towards the organization as they have invested in her knowledge building. According 

to this participant what is most important to her is developing her knowledge, which 

the organization is presently helping her to achieve hence it is only wise to be 
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committed to the organization as a payback hence demonstrating a NC. This could be 

interpreted into what Wiener (1982) explained as the internalization of normative 

pressure of obligation to remain in the organization which as the result of the 

reciprocity norm developed by the individual upon the receipt of special favors, or 

investments, from the organization. 

 

With reference to discussions earlier on the three attitudinal processes influencing the 

mindset of individuals concerning commitment, the authors can state that both 

identification and internalization could be identified in both participants respectively. 

Based on the above discussion, it could clearly be noticed that while as volunteers 

demonstrated both emotional attachment/AC together with sense of obligation/NC to 

both the clients and organization respectively because of their quest to create a 

meaning for themselves and their respective clients. Paid workers on the other hand 

also demonstrate AC towards the clients with however a dominating CC to the 

organization with the aim of protecting their jobs. This category also saw two unique 

single commitments to the types of targets, which are NC and AC. 
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6. Conclusion  

The final concluding part of this paper addresses the two main research questions 

along with the questions, which provided the basis for the understanding of 

commitment among workers in NGOs. This thesis has investigated the various targets 

of commitment between the two categories of workers in NGOs, and further 

examined what influences their commitment targets. Moreover, this research also 

stressed the importance of commitment among workers and further provided 

guidelines to how organizations can ensure commitment among workers in NGOs. 

  

Commitment has been noted to be essential for the growth and success of 

organizations. Most of the previous conducted research concentrated on examining 

commitment among workers in for-profit organizations. However, with the increase in 

importance of NGOs, it is also wise to consider these organizations in issues relating 

to commitment. When considering commitment as one of the sources of 

organizational growth, it is important to draw attention to the factors (antecedents of 

commitment) that influence it. Based on the conducted research findings, it has been 

noticed that the presence of self-fulfillment tends to be a general antecedent of 

workers’ commitment in NGOs. Furthermore, it was also noticed that emotional 

attachment that describes Affective Commitment was the most common type of 

commitment among the various categories of workers in the two case organizations. 

Majority of the workers in these organizations tend to have the desire to help people 

in need regardless of their type of employment. Personal characteristics, such as 

affiliation, which was the need to broaden one’s social network and autonomy; the 

freedom to take one’s own initiatives together with work experience, were also seen 

as other antecedents of commitment. Additionally, sense of obligation, which 

describes Normative Commitment to organizations because of investment made in 

developing workers, was also noticed as another antecedent of commitment among 

the workers. When considering whether to leave the current organization, the research 

findings indicated that side-bets and availability of alternatives were also the 

antecedents of commitment among especially some paid-workers from the selected 

organizations. 

  

This research has also provided some insights on the significant of commitment 

among workers in NGOs. Based on the gathered findings, it could be stated that 



82 

commitment among workers could have a positive relation with job performance. 

Affective Commitment and Normative Commitment can positively affect 

commitment among workers, as workers are willing to make more contribution to the 

various targets, with some having the sense of payback in order to compensate what 

the organization has invested them. Continuously, due to the fact that majority of the 

respondents showed dual types of commitment, hence it is not clear to state that 

Continuance Commitment has positive effect on workers’ performance. The research 

findings also indicated that all three types of commitment tend to have positive 

influence on reducing workers intention to leave, meanwhile, it was noteworthy to 

mention that Continuance Commitment only have temporary effect on employee 

retention, as a worker may leave the organization due to better job alternatives 

available. Thus, it can be argued that participants who showed characteristics of 

Continuance Commitment can easily switch to another job compare with workers 

with Affective Commitment and Normative Commitment, due to the fact that their 

retention with their current organizations were mainly because they cannot find better 

job alternatives. 

  

To continue, the categories of workers demonstrated different types of commitment, 

which further have influence on workers’ commitment targets. Moreover, external 

factors were also strongly influencing workers’ commitment targets. Firstly, the 

multidimensional nature of NGOs could be considered as a contributing factor to the 

diversity of commitment. Based on the gathered findings, it could be stated that 

majority of the participants from both categories have dual commitment to both the 

organization and clients. Although both workers from the two categories shown 

Affective Commitment towards to clients. However, the reason behind those 

differences was that they expressed different types of commitment, with volunteers 

again demonstrating Normative Commitment towards the organization, whereas paid 

workers demonstrated Continuance Commitment to the organization. This was 

because paid workers were much concerned about their job security whereas 

volunteers were only focusing on delivering a good service to the clients of the 

organizations. Volunteers, on the other hand, tend to display their commitment to the 

organization due to their sense of obligation to their employer, as they need these 

organizations to carry out their personal objectives which is to help people in need. It 

is noteworthy to mention that the differences of targets between the two categories of 
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workers were strongly influenced by external factors such as employment market 

situation and other job alternatives. For volunteers, they tend to demonstrate a purer 

commitment towards clients compare with their counterpart, as their main objective is 

to help the client not to concern their career. 

  

In addition, from the conducted research, a guidance on how to ensure commitment 

among the various categories of workers was addressed. Instead of mainly focusing 

on the antecedents, importance and various targets of commitment that runs among 

the categories of workers in NGOs, it was also of a greater importance to figure out a 

way to ensure commitment among workers in the long-term. As it can be seen from 

the gathered findings, it could be suggested that employee development and 

recognition by organizations are important issues to be seriously taken into 

consideration. Employee development is one of the key methods which the 

organizations could implement in order to ensure workers’ commitment, as it was 

something that constantly mentioned by paid workers. Opposite to the importance of 

employee development to paid workers, recognition by organizations seem to be an 

essential method in ensuring commitment among volunteers. These differences could 

be explained as paid workers were more concern about their career development, 

whereas volunteers were more concern about their individual contribution been 

recognized and further appreciated by the organization. 

  

The evidence presented earlier in this paper indicates that it is not always the instance 

where individuals’ are committed to multiple targets in organizations which engages 

in diverse activities such as NGOs. There can however be some individuals who tend 

to be committed to a single target. In this research, the reason for some individuals 

who were committed to a single target can be due to they only demonstrates single 

type of commitment, which further influenced their commitment targets. Comparing 

with previous research, amounts of researchers such as Becker and Billings (1993), 

Reichers (1985; 1986) indicated that due to the dynamic nature in the workspace, 

individual’s commitment can be multidimensional. However, based on the research 

findings of this paper, the authors therefore suggest that individuals can be committed 

to a single target, which could be led by a single type of commitment.  
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Apart from previous research, this research tries to investigate the different targets of 

commitment between categories of workers in NGOs. Most of the previous research 

concentrated on investigating the three types of commitment to organizations. 

However, based on the findings gathered in this research, the authors further proposed 

that the three types of commitment could also be used to examine workers 

commitment to different targets. This paper also brings to light the connection 

between Maslow (1943; 1969; 1972)’s hierarchy of needs and workers’ commitment, 

as the decision to work with NGOs is as a result of their personal needs in life, such as 

seeking for self-fulfillment. The influence from this can direct commitment of 

individuals towards a particular targets or multiple targets.  
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7. Drawback and recommendation of future research 

A qualitative research type was chosen throughout the case study to collect and sort 

gathered data. The authors did not rely on quantitative data to support this research. 

Moreover, the response of the 12 interviewees from the two case organizations can 

not stand for most workers’ viewpoint in relation to commitment.  

 

Commitment is a broad subject, which requires time to cover all its related issues. 

However with the limited time at our disposal, the authors therefore limited their 

research focus to investigate the various targets of commitment among categories of 

workers of NGOs in the Swedish context and also find out whether the targets of 

commitment among the different categories of workers in NGOs differs and what 

influences these differences. Hence, the measurement of the various targets of 

commitment as well as employee turnover were not the primary research focus. 

 

The main focus of this research paper was to examine the various targets and 

differences of commitment among workers. It could be suggested that commitment is 

highly related to employee turnover (Meyer et al., 2002; Mowday et al., 1982), 

however because it was not the primary focus of this paper, hence this issue was not 

broaden. The findings indicated that with the absence of commitment, it would have 

negative influence on employee retention with organizations. Although there are 

numbers of research in line of commitment and employee turnover, however, this 

focus is mostly channeled towards for-profit organizations. Therefore, future research 

should consider this issue, as NGOs also employs different categories of workers, HR 

issues within this context are also challenging, and hence studies toward this direction 

should be addressed.  

 

The primary objective of this research was to investigate the targets of commitment 

among workers in NGOs, however, as stated by Meyer et al. (2015); Meyer and 

Herscovitch (2001) and Mowday et al. (1982), commitment could be directed towards 

different targets, for instance, supervisor and co-worker. However, this research only 

brought up two targets of commitment, which were organization and client 

(customers). Therefore, future research could study the other targets of commitment, 

which might be associated with workers in NGOs.  
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Finally, the combination of qualitative and quantitative research could be carried out 

in order to arrive at a more comprehensive image of the current situation of 

commitment among the various categories of workers in NGOs. On the other hand, 

quantitative research could also maximize the amount of respondents hence; future 

researchers could have the ability to measure the different levels of commitment 

targets among categories of workers in NGOs. 
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APPENDIX 

Interview Questions: 

1. Introduction: 

a.       Can you tell us a little bit about yourself? 

b.      Education background? 

c.       Age? 

d.      Position in the organization? 

 

2. How long have you been working in this organization? 

a.   What influenced your choice of working with the organization? 

  

3. Would your commitment to your job differ if the target group had been different? 

why? or why not? 

a.   Do you have any sense of responsibility towards your interested target? 

  

4. Have you considered changing jobs? Why? Or why not? 

a.   Do you think of a future with this organization? Why or why not? 

  

5. Has there been a change in your commitment over the period? How would you 

assess your current commitment? 

 

6. Given the opportunity, what do you think the organization can do to enhance your 

commitment? 

  

7. Will the presence of these activities influence your stay with this organization? 

 

8. How has your interest in the organization evolved over the period? 

 


