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Abstract of Dissertation
Commitment Profiles of Federal Government Employees Who Telework:
A Qualitative Study

Organizational commitment is a crucial component of organizational success. In
the past, telework has negatively been linked to organizational commitment because
organizational commitment literature has taken a variable-approach. With the
development of commitment profiles, through a person-centered approach, re-examining
commitment within a telework context is necessary. COVID-19 has led to an increase in
telework, especially within the federal government. Post-pandemic, the federal
government expects to see an increase in the number of employees who wish to continue
engaging in telework. It is critical for the federal government to maintain and retain their
committed employees as more employees elect to telework. The purpose of this study
was to understand the commitment experiences of federal government employees who
telework and recognize the factors that contributed to their commitment. The findings of
this study concluded that federal government employees who telework experience dual
commitments, commitment to multiple targets, and acknowledged their commitment
changed at some point. Relationships were important to establishing and maintaining
commitment, especially the relationship between the employee and their supervisor.
Also, when employees felt they had meaningful work, they were more likely to commit
and stay committed.

KEYWORDS: Organizational Commitment, Commitment Profiles, Telework,

Federal Government
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CHAPTER 1: INTRODUCTION
Overview

Researchers consider commitment as a crucial component for the survival,
success, and productivity of the organization (Gong et al., 2009; Meyer, 2016), because
of its prediction of work-related attitudes and behaviors (McNally & Irving, 2010; Meyer,
2016) such as job satisfaction, job motivation, and role performance (Meyer et al., 2012).
The relative degree of organizational commitment has been linked with the degree to
which an employee is willing to stay or leave the organization (Greenberg & Baron,
2008; Oh, 2019). According to Klein et al. (2022), “commitment is as important as ever —
organizations still need committed employees” (p.117).

Meyer and Herscovitch (2001) define organizational commitment as a binding
force between an individual and a target entity in the organization. This commitment can
be directed toward multiple constituencies within the workplace such as the team, a
supervisor, other colleagues, and the profession itself (Klein et al., 2022; Meyer &
Herscovitch, 2001). Research on organizational commitment has supported the concept
of commitment mindsets such as affective commitment, continuance commitment, and
normative commitment, which are derived from Meyer and Allen’s (1991) three-
component model of organizational commitment (TCM). The commitment mindsets are
defined as: affective commitment (AC) being an employee’s emotional attachment or
desire to stay, continuance commitment (CC) being an employee’s decision to stay
because of the costs of leaving, and normative commitment (NC) being an employee’s

obligation to stay (Meyer & Allen, 1991).



Research has demonstrated the validity of Meyer and Allen’s TCM and the
impact of it on the workforce in the past (Meyer & Maltin, 2010), including reduced
absenteeism (Meyer, Stanley et al., 2002) and turnover (Mathieu & Zajac, 1990, Meyer et
al., 2002). Committed employees perform more effectively (Cooper-Hakim &
Viswesvaran, 2003) and demonstrate positive organizational citizenship behaviors
(Meyer et al., 2002; Solinger et al., 2008). Historically, research has treated these
commitment mindsets separately, in isolation of one another, and particularly focused on
turnover and turnover intentions (Meyer et al., 2012; Oh, 2019; Wasti, 2005).

In 2001, Meyer and Herscovitch proposed that these organizational commitment
mindsets should not be examined in isolation but instead studied in conjunction with one
another and using a new approach. They described how individuals could experience
several commitment mindsets at the same time, but in varying degrees and combinations,
leading to the development of ‘commitment profiles’ (Meyer & Herscovitch, 2001;
Meyer & Maltin, 2010; Meyer, Morin, & Vandenberghe, 2015; Somer, 2010).
Commitment profiles reflect an individual’s commitment and the various degrees in
which they experience affective (AC), normative (NC), and continuance commitment
(CC) (Meyer et al., 2012; Meyer et al., 2013; Meyer et al., 2015).

Studies of commitment profiles found that individuals that experienced both
affective commitment and normative commitment dominant profiles (AC-NC dominant)
or full commitment profiles (high affective commitment, normative commitment, and
continuance commitment) linked the most strongly to organizational citizenship
behaviors (Gellatly et al., 2006; Meyer et al., 2012; Somers, 2010; Wasti, 2005). Most

research on commitment profiles have focused on identifying the types of profiles (Kam



et al., 2016; Meyer et al., 2012, 2013), the number of profiles (Gellatly et al., Meyer &
Herscovitch, 2001, Meyer & Morin, 2016), and whether those profiles stay relatively
stable over time (Kam et al., 2016). Some research has also looked at the profiles and
their relationship to job satisfaction and behavioral outcomes (Dello Russo et al., 2013;
Markovits et al., 2007), the role of dramatic events on commitment profiles changing
(Arciniega et al., 2017, Meyer et al., 2018), and having multiple commitments within
commitment profiles (Losecher et al., 2020; Menatta et al., 2021; Meyer et al., 2019).
Little research on commitment profiles and turnover has been conducted (Oh, 2019;
Stanley et al., 2013). Those studies conducted on turnover and turnover intention found
different profiles held a different relationship with turnover and turnover intentions
depending on the mindsets comprising the profiles (Oh, 2019; Stanley et al., 2013).

There is still much to be gained from additional studies on commitment profiles
(Dello Russo et al., 2013; Kam et al., 2016; Klein et al., 2022; Menatta et al., 2021; Oh,
2019, Wasti, 2005), and that is why this study centered around commitment experiences.
It also sought to acknowledge the factors that shaped the individual commitment profiles.
This study contributes to the budding research on commitment by exploring commitment
profiles in a new context, as recommended by Menatta et al. (2021) and Morin et al.
(2015).

Research on commitment profiles has been conducted in international contexts
and in private organizations. This includes identifying commitment profiles in private
organizations in Italy (Dello Russo et al., 2013), Canadian organizations (Gellatly et al.,
2009; Kam et al., 2016; Meyer et al., 2015; Meyer et al., 2021), accounting firms

(Losecher et al., 2020), military (Meyer et al., 2010), Turkish private organizations



(Meyer et al., 2018), selected industries in South Korea (Oh, 2019), and in the Greek
public sector (Markovits et al., 2007).

Only a few studies have concentrated on organizational commitment profiles in
the United States and within the public sector. These studies have looked at antecedent
variables such as psychological climate (Hassan & Rohrbaugh, 2011) the institutional
context (Stazyak et al., 2011), the impact of leadership (Stazyk & Davis, 2019),
ambiguous goals and political support (Davis & Stazyk, 2014), attributes such as public
service motivation (Caillier, 2016; Park & Rainey, 2007), and the effects of job demand
and resources (Jong & Ford, 2016). These studies assert the importance of further
research on organizational commitment in the federal government because of its large
workforce and impact it has across the country.

In the United States, the federal workforce is comprised of more than 2.2 million
civilian employees (Congressional Research Service, 2021), making the federal
government the largest employer in the United States (U.S. Department of Labor, n.d.).
However, those numbers are likely to shift as more of the federal workforce continues to
retire (Carter, 2022; O’Connor, 2021). Almost 30 percent of federal government
employees are over the age of 55, while only eight percent of employees are younger than
30 (Rayworth, 2022). It is important to find ways to retain younger employees and recruit
new talent (O’Connor, 2021). Retaining employees has been a major concern for the
federal government for several years (Carter, 2022). This is especially the case as job
satisfaction among federal government employees has dropped to 67 percent,
organizational satisfaction to 61 percent, and only 67 percent of employees would

recommend their agency as a good place to work (Office of Personnel Management



[OPM], 2021). The federal government was selected as the context for this study on
commitment because of its relative size and impact on society. It is also crucial for the
federal government to understand an employee’s commitment, as well as employee
behavior and motivation, to assist in retention and the development of meaningful
opportunities for employees’ development (Carter, 2022; Dello Russo et al., 2013;
O’Connor. 2021).

Prior research on organizational commitment in the federal government has
focused on a single mindset as well as the standard employee-employer work context
(Biggs & Swailes, 2006; Caillier, 2012, 2013b). Those studies on commitment profiles
have also investigated commitment in typical work settings as opposed to non-standard
work arrangements (Connelly et al., 2007). Studies that center around these standard
work arrangements, where employees work full-time and perform their work at the
employer’s specific location, do not take into the emerging practice of alternative work
and flexible work arrangements (Galais & Moser, 2018; Lapalme et al., 2011; Menatta et
al., 2021). Telework is one non-standard, flexible work arrangement that has been
utilized by the federal government since 2010.

Telework is a critical emerging alternative from the standard work arrangement.
Many private organizations realized that telework cut the costs of overhead space and
assisted in maintaining and retaining its staff (Rein, 2021). Telework practices allow
organizations to remain agile, address work-life tensions, reduce absenteeism, lower
employee turnover, lower overhead costs, lower costs associated with turnover, support
performance at every level of the organization, and to attract and retain committed and

talented employees (Irby, 2014; Kelly & Shoemaker, 2021; OPM, 2021, Posthuma et al.,



2013). Telework also helps workers “balance work and personal responsibilities and
make use of beneficial work environments, thereby enhancing employee satisfaction and
wellbeing, aiding retention, and serving as a draw to potential applicants” (OPM, 2021, p.
1). The government enacted the initiative in 2010 to better manage its workforce (OPM,
n.d.).

President Barack Obama signed the Telework Enhancement Act (the Act), with
the belief that the practice of telework would help attract and retain employees who are
more productive and engaged (The White House, 2010). The practice of telework,
according to the literature, is when employees regularly complete some of their
responsibilities from remote alternative sites as opposed to a central location (Bailer &
Kurland, 2002; Collier, 2016; Gajendran & Harrison, 2007; Golden & Veiga, 2005; Kelly
& Shoemaker, 2021; Sardeshmukh et al., 2012). Telework is defined by the Act as, “a
work flexibility arrangement under which an employee performs the duties and
responsibilities of such employee's position, and other authorized activities, from an
approved worksite other than the location from which the employee would otherwise
work” (OPM, 2011), and was later revised to add in on a routine or situational basis. A
report by OPM (2021) indicated that telework was positively related to employee
engagement and global satisfaction. However, earlier studies conducted on organizational
commitment and telework in the federal government concluded that those who engaged
in telework were less committed as compared to those who worked in the office and did
not improve turnover intentions or work motivation (Caillier, 2012, 2013a). The belief
that employees were more productive in standard work arrangements was seconded by

the Trump administration. The Trump administration called employees back to work,



with the belief that productivity is only possible when employees are in the office setting
(Rein, 2020). Telework programs were cut in half and, at times, shutdown (Rein, 2020).

This shift to reducing telework practices and arrangements drastically changed in March
of 2020.

That is when critical and widespread changes began with the rapid spread of
COVID-19 causing organizations, including the federal government, to send non-
essential-employees home to telework. According to the Office of Personnel
Management (OPM), the pandemic forced agencies into a new way of working. This
abrupt change in the workplace continued to impact questions and decisions affecting the
federal government workplace post-COVID-19 (Alms, 2021), so much so that in
November of 2021, OPM released a new guide on telework called the 2021 Guide to
Telework and Remote Work in the Federal Government. It emphasizes the importance of
having a telework program that is robust and well-practiced, as telework can “serve as a
critical workplace flexibility that enables agencies to meet mission-critical needs of the
organization” (p. 1). OPM added that the 20 months prior to November 2021 highlighted
the need for increased flexibility and resiliency and identified telework as an important
tool for delivering those services in a safe and efficient manner.

Research in organizational commitment profiles in these important emerging
contexts and with these new work arrangements offers opportunities to better understand
the factors that may shape commitment process including the targets of commitment. The
purpose of this study was to understand the organizational commitment experiences of
employees who telework in U.S. federal government agencies. This study chose the

context as the federal government has implemented telework since 2010, and it is an



essential component of the government’s mission to support the health and welfare of the
country (OPM, 2021). Due to COVID-19, the federal government made the biggest shift
in the number of employees transitioning to telework, with 90 percent of eligible
employees participating in telework (OPM, 2021) — a 40 % increase from 2019 (OPM,
2021). With the practice of telework being used to attract, empower, and retain
employees, as well as protect them during a major event — be it a weather emergency or
pandemic (OPM, 2021), it is important to understand how federal government employees
experience organizational commitment while engaging in the practice of telework. This is
especially important as telework will be utilized by the federal government in the future.
Statement of Problem

Research on commitment profiles is only beginning to scratch the surface (Dello
Russo et al., 2013; Gellatly et al., 2006; Kam et al., 2016, Somers, 2010). Further
research is needed to better understand the nature of commitment profiles (Klein et al.,
2022), whether regarding turnover (Oh, 2019; Stanley et al., 2013), dual commitments —
where individuals are dually committed (Losecher et al., 2020; Menatta et al., 2020;
Meyer et al., 2019), or how commitment profiles are experienced across different
professions and contexts (Dello Russo et al., 2013; Hansen & Kjledsen, 2017; Kam et al.,
2016; Markovits et al., 2007; McNally & Irving, 2010; Meyer et al., 2019; Meyer et al.,
2012). This includes how commitment and commitment profiles are experienced and
shaped in different in emerging contexts and new work arrangements.

One emerging context, or work arrangement is that of telework (Duchene, 2019;
Shoemaker, 2021; Metselaar et al., 2022). Although telework has been utilized by private

organizations and, since 2010, in the federal government, COVID-19 has created a new



workplace norm (Ashforth, 2020; Caliguri et al., 2020; Dalton & Groen, 2022; Foss,
2020; Metselaar et al., 2022; Mihalache & Mihalache, 2022,; Roberts, 2020; U.S.
Government Accountability Office [GAQ], 2022).

Pre-pandemic, in 2019, 80 agencies reported a total of 445,776 teleworkers
(OPM, 2020). By 2020, agencies reported that 50 percent of all federal government
employees were eligible to telework (OPM, 2021). The increase in telework across
agencies in the federal government occurred for many reasons from providing more
flexibility for employees and organizations to cost savings initiatives (OPM, 2021). In
March 2020, agencies were required to maximize the use of telework to allow federal
government employs to remain safe (GAO, 2022b). During COVID-19, 24 major federal
agencies reported that there was a substantial increase in telework and, that during the
pandemic, telework “comprised more than 80% of the total work time” (GAO, 2022). In
fact, 90 percent of eligible federal employees did participate in telework during 2020
(OPM, 2021). In September 2021, the government issued a statement allowing agencies
to bring some employees back to the office following health and safety protocols
(Whitehouse.gov, 2021), leaving the government in a state of hybrid work environment.
Although more federal government employees will be allowed to return to the office in
the future, OPM expected that the number of eligible employees will continue to rise
post-reentry (OPM, 2022).

With the number of eligible employees to telework on the rise, post-pandemic, it
is critical for further research to be conducted in this growing work context. It is also
necessary to understand organizational commitment within this evolving work context,

especially for federal government employees. It is important to explore how commitment
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profiles emerge and evolve in this new non-traditional work context within the federal
government, as the federal government is the largest employer in the United States.
Purpose of the Study and Research Questions

The purpose of this study was to explore the lived organizational commitment
experiences of federal government employees who telework. This research furthers our
understanding of the process and the factors that shape their commitment profiles and the
targets of their commitment (Arciniega et al., 2018) by exploring the lived experiences of
federal government employees. Therefore, the primary research question guiding this
study was: How do federal government employees who telework describe their
organizational commitment experiences? The secondary question guiding this study, and
contributing to the first question was: What are the factors that shape their
organizational commitment experiences?

Statement of Significance

Significance for Theory and Practice

This study contributes to commitment theory in multiple ways. First, this study
contributes to the growing literature on commitment profiles to better inform
commitment theory, as called for by researchers such as Meyer and Herscovitch (2001),
Meyer et al. (2019), Meyer et al. (2015), Menatta et al. (2020), and Klein et al. (2022). It
contributes to understanding how commitment profiles are experienced and the factors
that shaped the employees’ commitment profiles. This study was also conducted in
response to Kam et al.’s (2016) and Hansen and Kjeldsen’s (2017) studies that call for
further research on how commitment profiles are formed and the factors that contribute to

formation of those profiles.
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While there is considerable research on organizational commitment, most studies
feature the antecedents or outcomes of one mindset (i.e., affective commitment,
normative commitment, or continuance commitment) in isolation (Gellatly et al., 2009;
Klein et al., 2022; Meyer & Morin, 2016; Oh & Sawang, 2021). We further understand
how these components interact and produce a commitment profile when the components
are looked at together as opposed to independently (Gellatly et al., 2009; Klein et al.; Oh
& Sawang, 2021). Gellatly et al. posited that, “researchers have missed an opportunity to
extend commitment theory beyond its constituent parts” (p. 871) if they continue to focus
on the components existing separately. A qualitative study was chosen because
qualitative studies on organizational commitment are limited (Oh & Sawang, 2021), and
more qualitative studies were called for to deepen our understanding of commitment
(Bergman, 2006; Klein et al., 2009; Oh & Sawang, 2021). Qualitative research is often
criticized because small sample sizes lead to a lack of generalizability (Oh & Sawang,
2021). However, qualitative research provides an opportunity to investigate the complex
interactions among the commitment components (Oh & Sawang, 2021).

Overall, the focus on commitment profiles is generating new avenues to expand
commitment theory (Gellatly et al., 2009; Kam et al., 2016; Oh & Sawang, 2021).
Therefore, this study can help inform the literature surrounding commitment profiles,
including further exploring how employees with varying commitment profiles experience
commitment as proposed by Meyer and Morin (2010) and how they evolve over time
(Kam et al., 2016). This study generates new insights into the nature of commitment,

which in turn contributes to commitment theory and align with the developments
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identified by Meyer et al. (2006), Gallatly et al., Meyer and Maltin,and Meyer and
Parfyonova (2010).

Second, this study helps to inform lines of research on commitment profiles
having multiple targets of commitment. This study was also conducted based on
recommendations from authors such as Meyer et al. (2015) and Oh and Sawang (2021),
who called for further research to be conducted on the relationship between commitment
and multiple targets. Targets, or foci, of commitment include but are not limited to the
organization, occupation, occupation, supervisor, workgroup, customers, and co-workers
(Meyer et al., 2015; Morin et al., 2011; Oh & Sawang, 2021). Previous research tended to
focus on commitment to one target, with research within the last decade focusing
primarily on dual commitment to the organization and occupation (Meyer et al., 2019;
Morin et al., 2015; Morin et al., 2011) and to the organization and supervisor (Morin et
al., 2011; Meyer et al., 2015). Meyer et al. (2015) state that further exploring the targets
of commitment can hold implications for outcomes such as employee wellbeing,
employee performance, and turnover. Therefore, this qualitative study contributes to
Klein et al.’s (2022) discussion on commitment profiles and targets, especially
considering most research conducted on multiple targets utilized a variable approach
(Menatta et al., 2021).

Thirdly, this study explored commitment profiles of those who telework because
of the recent shift to a more digital workspace (Guyot & Sawhill, 2020; Hansen &
Kjeldsen, 2017; Metselaar et al., 2022), especially given the impact of COVID-19 on the

workplace (Ashforth, 2020; Foss, 2020; Metselaar et al; Parker et al., 2022). This
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research contributes to the relationship between commitment profiles within new contexts
such as telework.

Researchers may better understand the antecedents and consequences of each, as
well as the motivational states employees experience (Gellatly et al., 2009; Meyer &
Morin, 2016; Meyer et al., 2021) by further exploring commitment profiles. This study
contributes to understanding employee attitudes regarding commitment and what events
or people influence their attitudes around commitment, as proposed by Arciniega et al.
(2018) and Meyer et al. (2018). This study answers the call to understand what factors
contributed to the formation of commitment profiles (Gellatly et al., 2009; Stanley et al.,
2013; Kam et al., 2016; Meyer et al., 2012), as well as the duality of their commitment
(Klein et al., 2022; Meyer et al., 2021; Meyer et al., 2019, Meyer et al., 2015). Through
the secondary question, what are the factors that shape their organizational commitment
experiences, in combination with the primary question guiding this study, this research
explored the target of their commitment (Meyer et al., 2015; Meyer et al., 2019).

An organization can develop more informed human resource management
practices when they understand how employees experience commitment and how that
commitment is experienced over time (Gellatly et al., 2009, Stanley et al., 2013). For
example, when human resource managers design appropriate development-oriented
practices, they can build employees’ capabilities, which should in turn increase their
connection and commitment to their work (Gellatly et al., 2009). Therefore, this study
has the potential to assist organizations in developing informed human resource
management practices and in helping reduce turnover. Also, by further understanding

commitment and commitment profiles, HR can enhance employee well-being (Meyer et
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al., 2012), and better prepare for organizational change (Arciniega et al., 2018; Kam et
al., 2016). Research has also suggested that profile-focused interventions and practices
could be more effective in increasing and sustaining commitment (Sinclair et al., 2005).
Not only does this study hold practical implications for organizations regarding
commitment, but it will also help to contribute to telework practices. By understanding
how commitment profiles are formed, particularly in those who telework, organizations
can refine their telework programs to ensure they have the appropriate supports in place
for employees with various commitment profiles to help them be more successful in their
space (Caillier, 2016; Mararius & Larson, 2017).

Past research conducted in the context of telework has been mixed. Some research
has highlighted the benefits of the work arrangement for the organization and employees
(Haddon & Brynin, 2005). However, others research identified telework as a negative
arrangement that led to professional isolation (Bailey & Kurland, 2002; de Vries et al.,
2018) and a feeling of a lack of belonging (Golden, 2009). Golden and Eddleston (2018)
also highlighted that those who participated in telework could experience being passed up
on promotions and salary increases. Studies on commitment and telework primarily
compared teleworkers to non-teleworkers (Cooper & Kurland, 2002), finding that those
that telework have lower levels of affective commitment (Caillier, 2012, 2013a, 2016).
Research has remained inconclusive overall on telework (de Vries et al., 2018; Metselaar
et al., 2022). However, COVID-19 has shifted working life (Athanasiadou & Theriou,
2021; Metselaar et al., 2022). During the beginning of the pandemic, telework was
identified as a critical practice that was important in preserving jobs (European

Commission, 2020; OECD, 2020). Research on the practice of telework was called for
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because it is, “bound to become the main work arrangement and remain as such even
when the pandemic is over” (Athanasiadou & Theriou, 2021, p. 2). Researchers such as
Allen et al. (2015) and Gajendran and Harrison (2007) have called for studies to further
explore telework, including its relevance, to what degrees employees utilize it, and the
outcomes of utilizing it. Other researchers have asked for studies to look at the role of
telework in work-life balance and job satisfaction (Kelliher & De Menezes, 2019), as
well as satisfaction, autonomy, work-life balance (Metselaar et al., 2022). This study
aimed to fill that gap by looking at the commitment profiles of employees who
participated in telework.
Theoretical Framework

The theory identified and described in this section provides the theoretical
foundation for this research. The purpose of this study was to understand the
organizational commitment experiences of federal government employees who telework.
Meyer and Allen’s (1991) organizational commitment serves as the foundational theory
of this study.
Organizational Commitment

The concept of organizational commitment is a multidimensional concept
(O’Reilly & Chatman, 1986) that has appeared in literature throughout the last 60 years.
The buddings of organizational commitment emerged in Becker’s (1960) set bet theory,
and then was reshaped by Kanter (1968) and Porter et al. (1974). Though there have been
various conceptualizations over the years, this study focused on the conceptualization by
Meyer and Allen (1991). Meyer and Allen conceptualized organizational commitment as

having three dimensions: affective commitment, continuance commitment, and normative
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commitment. Affective commitment is the positive emotional connection an employee
has to a “target” or organization (Meyer & Allen). Normative commitment is the
commitment an employee forms based on norms and morals, and by a sense of obligation
(Allen & Meyer, 1990; Meyer & Herscovitch, 2001). Continuance commitment is when
an employee is committed to a “target” or organization because there are no better
options or the cost of leaving outweighs the cost of staying (Allen & Meyer, 1990; Meyer
& Herscovitch, 2001). Meyer and Herscovitch expanded on the commitment theory by
examining how the commitment mindsets (affective, normative, and continuance) could
combine into commitment profiles.

Meyer et al. (2015) explain that commitment profiles reflect an individual’s
commitment and the various degrees in which they experience affective, normative, and
continuance commitment. Meyer and Herscovitch found eight profiles emerged in their
original study: highly committed, affective dominant (AC-dominant), continuance
dominant (CC-dominant), normative dominant (NC-dominant), affective-continuance
dominant (AC-CC dominant), affective-normative dominant (AC-NC dominant),
continuance-normative dominant (CC-NC dominant), and uncommitted. These profiles
were based on the relative levels of the commitment mindsets, ranging from highly
committed (high affective commitment, continuance commitment, and normative
commitment) to uncommitted (low affective, continuance, and normative commitments).
Since then, research has been conducted to determine the true number of profiles within
specific contexts. Due to Meyer and Allen’s (1991) relevancy in current seminal work,

their three-component model (TCM) conceptualization of organizational commitment
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will be utilized for this study, especially since it has informed work on commitment

profiles.
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Summary of Methodology

The purpose of this study was to explore the commitment experiences of federal
government employees who telework. This study used a basic qualitative design that
allows for the researcher to understand how people make sense of their lives and of their
lived experiences (Merriam & Tisdell, 2016). A basic qualitative design allows the
researcher to collect rich, thick descriptions of the lived experiences of the individuals
(Merriam & Tisdell, 2016). This design also allows the researcher to focus on process,
meaning, and understanding, as well as act as the primary instrument for data collection
and analysis (Merriam, 2016). | used semi-structured interviews as my primary tool for
gathering information. A total of 10 virtual interviews were conducted via Zoom for this
study.
The Context

Federal Government. There were two contexts that this study focused on. The
first context was that of the federal government. The federal government is the largest
employer in the United States. The federal government employs more than 2.2 million
civilian employees and contains approximately 120 agencies (OPM, 2019). By focusing
on this population, this study had the potential to inform practices that impact millions.
Prior studies (e.g., Hansen & Kjeldsen, 2017), have posited that while understanding
differences in commitment is important, it is especially important in the public sector. It
is important not only to ensure commitment, but also to promote positive outcomes for
performance and lower employee turnover (Callier, 2016; de Vries et al., 2018). Most

research surrounding commitment has primarily explored private sector employment as
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opposed to public sector (Hansen & Kjeldsen. 2017), even though fewer people are
applying for public sector positions (Cho, 2020).

Telework. The second context was that of telework. As mentioned earlier,
telework is a newer work arrangement that creates a new work context for employees.
This is the case for federal government employees, especially as OPM has recommended
that agencies reassess their telework policies to allow for the additional flexibility post
pandemic (OPM, 2022).

The Sample

There were specific criteria participants had to meet to be included in this study.
The criteria included that they were current federal employees, who were participating in
telework for at least a year, and were with their current agency for at least a year. This
study focused on Human Resource (HR) employees, as they are deemed essential, have
daily interactions with other employees, and help inform telework policies in their
agency. HR is responsible for, “planning, developing, and implementing policies,
programs, standards, and systems for the development and management of human
resources” (U.S. Department of Interior, n.d.). Every agency has a HR office that is
responsible for day-to-day employee relations and human resource needs (U.S.
Department of Interior, n.d.). I used purposeful sampling and snowball sampling to
recruit participants.

The main sampling method | used is purposeful sampling. Purposeful sampling
allowed me to select a sample from which the most can be learned (Merriam & Tisdell,
2016). Also, purposeful sampling provided the opportunity to gather rich, thick

descriptions from participants, by selecting participants who have experienced the
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phenomenon under study and within the context identified. In this case, | sent invitations
to individual employees, that | knew personally, who met the criteria (see Appendix A). |
spoke to several individuals | knew from previous encounters with various agencies, as |
worked for the federal government at the time the study began. From there, I used
snowball sampling. This is also called chain and network sampling and is when a few key
participants are identified and then asked to provide recommendations for additional
participants (Merriam & Tisdell, 2016). | was able to diversify my sample by engaging in
snowball sampling (Patton, 2015). Participants recommended by another participant
received a different email invitation to join the study (see Appendix B).

This study was conducted using semi-structured interviews with 10 federal
government employees to capture the commitment experiences of federal government
employees who telework, as recommended by Merriam and Tisdale (2016). One in-depth
interview was conducted with each participant with the option to conduct a follow-up
interview if needed to further clarify information or gather additional data about a
particular idea that emerged in the data analysis. The initial interviews were
approximately 60 minutes. Interviews were conducted virtually using Zoom.

Study Delimitations and Limitations
Limitations

One limitation of this study was that the researcher serves as the primary
instrument for this study (Merriam & Tisdell, 2016). Not only was | a federal government
employee, but | also teleworked throughout the COVID-19 pandemic. | acknowledged
my own preferences and biases towards teleworking. It is normal that biases exist, which

may have the potential to impact the study. However, | created a subjectivity statement
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and utilized reflexivity memaos to identify potential biases and ensure they did not impact
the study. A second limitation to this study was that the participants were self-reporting.
The participants determined which experiences they wish to share. Another limitation is
that this study was voluntary. Voluntary participation may not reflect a true
representation of the federal government population. A final limitation is that the study
was conducted during the COVID-19 pandemic, which impacted how many individuals
were teleworking and the frequency in which they were teleworking. By the end of the
study, the federal government was still maintaining a hybrid work environment.
Participants may not have intentionally selected to telework prior to the pandemic, and
therefore may not have preferred it.
Delimitations

While limitations are those conditions that are not controlled by the researcher,
the delimitations are the choices the researcher made. One delimitation is the focus on the
federal government. This decision was made not only because it is the largest employer
in the United States, but because there are few studies that center around it. Prior research
studies on commitment and government agencies were primarily conducted abroad. Not
only has research on the federal government in the United States been limited, to this date
there are no studies that examine the commitment profiles of U.S. federal government
employees. Another delimitation is that only civilian employees will be selected for this
study. This study was also delimited to HR professionals. Office workers, such as HR
professionals, tend to have similar work tasks as other office workers across all agencies

and even in the private sector (Hansen & Kjeldsen, 2017).
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Another delimitation is that this study focused on those who telework. This choice
was made because virtual work is becoming increasingly common and essential in the
workplace (Makarius & Larson, 2017). At least half of the federal government employees
employed in 2018 were eligible for telework (OPM, 2021). It was also chosen because
research conducted by OPM in 2019 found telework in the federal government improved
employee attitudes, performance, and productivity. Telework also acted as a non-
monetary incentive in the hiring process and was also a useful tool for retaining high-
performing employees. Lastly, this study was delimited based on the amount of time the
individual engaged in telework.

Definition of Key Terms
Affective commitment: “An emotional attachment to, identifications with, and
involvement in the organization” (Meyer & Allen, 1991).
Commitment profiles: Reflect an individual’s commitment and the various degrees in
which they experience affective, normative, and continuance commitment (Meyer et al.,
2012; Meyer et al., 2015). Meyer and Herscovitch (2001) identified eight profiles, which
reflect high or low scores based on each mindset.
Continuance commitment: A mindset based on the perceived costs associated with
leaving the organization (Meyer & Allen; Meyer & Herscovitch, Meyer et al., 2002).
Organizational commitment: Meyer and Allen (1991), Meyer and Herscovitch (2001),
and Meyer et al. (2006) define commitment as a binding force between an individual and
a target or a course of action.
Normative commitment: A mindset based on an obligation to stay with an organization

(Meyer & Herscovitch, 2001).
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Telework: “a strategic business practice that allows an employee to perform work during
any part of regular, paid hours, at an approved alternative worksite on a routine or
situational basis (e.g., home, telework center)” (OPM, 2019).

Routine Telework: one category of telework utilized by the federal government. Routine
telework, “occurs as part of a previously approved, ongoing, and regular schedule”
(OPM, 2019).

Situational Telework: another category of work utilized by the federal government.
Situational telework is, “approved on a case-by-case basis, where the hours worked were

not part of a previously approved telework schedule” (OPM, 2019).
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CHAPTER 2: LITERATURE REVIEW

This study responded to a call by researchers such as Meyer et al. (2019) and
Meyer and Morin (2016) for future research to continue to examine the complexities of
organizational commitment. This literature review provides a clear direction for this
study by exploring the peer-reviewed literature and empirical findings published on
organizational commitment and telework. The purpose of this chapter was to provide a
review and synthesis of the theoretical and empirical work most relevant to the purpose
of this study. This literature review was conducted on organizational commitment and on
telework to serve as a foundation for the research question guiding this study: How do
federal government employees, who telework, describe their organizational commitment
experiences? This study contributes to emerging discussions surrounding organizational
commitment and telework — particularly in the public sector.

This literature review begins by briefly discussing the methodology for the
literature review. It then presents a summary of the literature found on organizational
commitment, focusing on its evolution from a singular dimension to a multidimensional
construct. Delving further into the multidimensional construct, this review hones in on
Meyer and Allen’s (1991) three-component model of organizational commitment and
commitment profiles in particular. The review pivots to telework, which is situated in the
broader context of virtual work. Finally, studies conducted on commitment and telework
and the federal government are highlighted.

Literature Review Methodology
The literature review was conducted using databases at the George Washington

University’s Gelman Library and comprehensive search engines such as Google Scholar.
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Google Scholar provided a starting point to identify the most current literature. Articles
and dissertations found via Google Scholar were then retrieved through the library’s
website. Journal articles were identified through electronic searches using ProQuest
ABI/Inform Collection and Business Source Ultimate. These databases were selected
because the researcher wanted to identify articles that discussed the experiences in
organizations, especially those pertaining to commitment within organizations. The initial
search was conducted between January 2020 and August 2021. The search was refined
using filters such as scholarly-peer reviewed, in English, and the full text available
online. English was selected as a parameter because it is my primary language. During
the initial search, no publication dates were entered as a parameter. This was done so that
seminal work on commitment could be reviewed and included.

During the subsequent searches, the publication dates were narrowed to between
2010-2020 to review more recent theoretical work and empirical studies. Any articles that
were from trade journals were removed. This search focused only on the term
“organizational commitment” to examine the surrounding literature on affective
commitment to first gain a clearer perspective on the work that has been done. The results
were further narrowed by identifying articles that used the term “organizational
commitment” in the title as well as in the abstract. Several search terms and a
combination of terms were used to conduct the literature review. The terms consisted of:
“organizational commitment,” “commitment profiles,” “virtual work,” “telecommuting,”
and “telework.” These terms were used in various combinations to review the empirical
work previously conducted. A systematic review was conducted where each abstract was

read to further determine the impact on the current study and any duplicate articles were
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removed. Articles were then bucketed into the following categories:
telecommuting/telework/virtual work and organizational commitment. From there,
articles were read and re-grouped into categories based on the common themes that
emerged as well as the definition of organizational commitment that was utilized. A
second analysis was done to review theories that served as frameworks to those studies.

A second search was conducted following the same process as the first search.
Journal articles were identified through electronic searches using ProQuest ABI/Inform
Collection and Business Source Ultimate. The terms consisted of: “organizational
commitment,” “commitment profiles,” “virtual work,” “telecommuting,” “federal
government,” and “telework.” This secondary search was conducted between January
2022 through August 2022. The secondary search was limited to articles published
between 2020 and 2022. This was done to review any new publications centered around
organizational commitment and commitment profiles. From this secondary search, only
relevant articles were integrated into the literature review.

Google was used throughout both searches to help find articles specifically
surrounding the federal government. Some articles were available on Google Scholar,
while others had to be searched within the George Washington library search engine. |
primarily used the Office of Personnel Management (OPM) website to identify various
reports by the Government Accountability Office (GAO), OPM, U.S. General Services
Administration (GSA), and other agency reports on telework within the federal
government.

The Evolution of Organizational Commitment

Becker (1960) and Kanter (1968)
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Organizational commitment is not a new concept. The first reference to
organizational commitment emerged in Becker’s (1960) research on side-bet theory.
Becker’s theory discusses the relationship that occurs between an employee and an
organization based on a “contract” in which there is an exchange of behavior for
investments. These investments, or side-bets, were made by the individual based on his or
her values, and accrued overtime (Becker, 1960). When individuals built up enough
investments, it made it harder for the individual to leave the organization; therefore, the
individual remained engaged in the organization (Becker, 1960). Becker’s research
identified the close relationship between organizational commitment and employee
voluntary turnover behavior, which became a major avenue of research continued even as
Becker’s side-bet theory lost its stamina as one of the leading commitment theories.
While Becker provided the basis of a definition, other definitions emerged. These
definitions emerged in Kanter’s (1968) work. Kanter described organizational
commitment as willingness of an individual to give energy and loyalty to the
organization. This loyalty is demonstrated by an individual’s desire to stay at an
organization and their willingness to accept the goals and values of the organization
(Porter & Lawler, 1968).

Shift to Attitudinal Focus by Porter et al. (1974)

Porter et al. (1974) further advanced the concept of organizational commitment by
moving away from the side-bet theory and more towards a psychological approach. This
approach focused on the psychological attachment an individual has to the organization.
Porter et al. posited that commitment was not solely based on economic factors, but also

on attitudes and affective influence. They further defined organizational commitment as,
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“the relative strength of an individual’s identification with and involvement in a
particular organization (Mowday et al., 1979, p. 2). Organizational commitment was a
combination of an individual’s strong acceptance and belief in the organization’s goals
and values, participation, or a willingness to exert effort on behalf of the organization,
and loyalty or a strong desire to maintain membership at the organization (Mowday et al.,
1979). Although Porter et al. advanced the evolution of organizational commitment, they
still relied on one of the basic assumptions set forth by Becker (1960) — that commitment
was strongly tied to turnover and was a one-dimensional model. To overcome the
limitations of solely focusing on turnover and a one-dimensional model, researchers such
Steers (1977), Meyer and Allen (1984), and O’Reilly and Chatman (1986) stepped
forward to further explore the concept of commitment.
Organizational Commitment as a Multi-Dimensional Concept

Steers

Steers (1977) defined organizational commitment as, “the relative strength of an
individual’s identification with and involvement in a particular organization” (p. 46).
They also identified three elements that characterized organizational commitment.

e A belief and acceptance of the values and goals of the organization;

e A willingness to exert effort for the organization; and

e A strong desire to stay with the organization (Steers, 1997).

For Steers, the first element of organizational commitment related most to the

climate of the organization. Steers posited that organizational climate influences an
employee’s perceptions about the environment, which ultimately impacts their behavior

(Steers, 1977) and the way in which they develop appropriate attitudes and expectations
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of behavior (Salancik & Pfeffer, 1978). Liao and Chuang (2004) described Steers’ second
element of commitment as an employee’s desire to perform and the behaviors relevant to
achieving organizational goals. Meanwhile, the third element of Steers’ definition related
specifically to employee turnover and retention. Steers was not the only one to identify
commitment as multidimensional. O’Reilly and Chatman (1986) also viewed
commitment in a multidimensional way.
O’Reilly and Chatman

O’Reilly and Chatman (1986) defined commitment as the psychological
attachment individuals feel to an organization, which is reflected in the degree an
individual internalizes the characteristics or perspectives of the organization. They
identified three independent factors:

e Compliance in order to obtain specific extrinsic rewards;

e Involvement based on a desire to be affiliated with the organization; and

e Internalization of organizational values.

O’Reilly and Chatman emphasized that there were two processes of commitment: the
instrumental exchange and the psychological attachment. Their research also highlighted
that organizational commitment was not only a good predictor of turnover, as mentioned
by Becker (1960), but it could result in other organizational citizenship behaviors.
O’Reilly and Chapman’s findings also emphasized that organizational commitment had
to be separated from other psychological concepts such as motivation and involvement.
Two researchers who took up the call to action and continued to publish prolifically about
organizational commitment, were Allen and Meyer (1991, 1997).

Meyer and Allen
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Meyer and Allen (1984) began by disputing the operationalization of Becker’s
(1960) side-bet theory. In previous studies using scales developed by followers of
Becker, Meyer and Allen argued that the scale did not measure side-bets but measured
attitudinal commitment. As they further explored the scales, Meyer and Allen developed
two of their own scales measuring affective commitment and continuance commitment.
While continuance commitment reflected Becker’s side-bet approach, the affective
commitment represented the identification an individual had with an organization due to
positive feelings. Eventually, Allen and Meyer (1990) discovered a third dimension of
commitment, which would lead to the identification of normative commitment.
Ultimately, Allen and Meyer (1991) theorized organizational commitment through a
three-dimensional conceptual model. Allen and Meyer’s conceptual model includes the
following three dimensions: affective commitment, normative commitment, and
continuance commitment.

Affective commitment. Affective commitment is defined as an employee’s
decision to remain committed to an organization because of a positive emotional
identification (Allen & Meyer, 1990). It is a person’s desire to be attached to or involved
with a specific target (Meyer & Allen, 1990; Meyer & Herscovitch, 2001). Mowday et al.
(1982) assert that there are four factors which contribute to the development of affective
commitment: structure of the organization, personal characteristics, work experiences,
and characteristics of the job itself.

Affective commitment has been positively correlated with work performance,
career commitment, and job satisfaction (Allen & Meyer, 1996; Meyer et al., 2002),

employee motivation (Allen & Meyer, 1990; Mathieu & Zajac, 1990; Meyer & Allen,
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1997; Meyer & Maltin, 2010; Park & Rainey, 2007), job-related wellbeing (Meyer &
Maltin, 2010, Mihalache & Mihalache, 2022), and employee wellbeing (Meyer & Maltin,
2010). Also, it was most positively linked with employee productivity and employees’
desire to remain with the organization (Cole & Bruch, 2006; Meyer et al., 2002).
According to Mercurio (2015), the primary positive consequences of affective
commitment include reduced turnover and turnover intention (Mathieu & Zajac, 1990;
Meyer & Allen, 1997; Meyer et. al, 2002; Vandenberghe et al., 2017), lower absenteeism
(Mathieu & Zajac, 1990; Meyer et. al, 2002; Solinger et al., 2008), increased
organizational citizenship behaviors (Devece et al., 2016; Solinger et al., 2008), and
reduced stress (Meyer et. al, 2002). Employees with higher levels of affective
commitment experience greater job-related wellbeing and are better able to cope with the
stress of job demands, especially during times of change (Rivkin et al., 2018). Affective
commitment has also been shown to have a positive impact on organizational change and
behavioral support for change (Herscovitch & Meyer, 2002; Ouedraogo & Ouakouak,
2018; Tsai & Harrison, 2019). Antecedents to affective commitment included work
experiences within the organization that allowed the employee to further develop their
professional skills and individual competence (Allen & Meyer, 1990, 1997). Studies such
as Lee and Jeung’s (2018) found that perceived organizational support could enhance
affective commitment for those with low levels of it. Affective commitment has been the
most sought-after form of commitment to help address the rising challenges of attracting
and retaining employees (Chordiya et al., 2017), and because of its strong link to job

satisfaction (Cohen, 2007; Meyer & Maltin, 2010).
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Normative commitment. Normative commitment is determined by an
employee’s decision to remain committed to an organization because they feel obligated
to stay (Meyer & Allen, 1991). For normative commitment, employees typically feel an
obligation to stay because of their attachment to the organization’s goals (Meyer & Allen,
1991). They may also feel that they should stay because it is the “right” thing to do or it is
expected of them (Wiener & Vardi, 1980). This component of commitment shares similar
antecedents and consequences with both affective commitment and continuance
commitment (Meyer et al., 2002). For example, normative commitment correlated
positively to job performance and organizational citizenship behaviors (Meyer et al.,
2002). Findings around normative commitment have been inconsistent because of its dual
nature, and in part because prior studies have only focused on normative commitment as
an individual and independent component (Meyer & Maltin, 2010). Research within the
past decade has examined the dual nature of normative commitment (Meyer &
Parfyonova, 2010; Oh & Sawang, 2021). Meyer and Parfyonova (2010) highlighted that
normative commitment has a dual nature depending on its relationship with affective or
continuance commitment. Within the context of the profile, normative commitment may
either be experienced as a “moral imperative” and “indebted obligation” (Meyer &
Parfyonova, 2010; Oh & Sawang, 2021). Meyer and Paryonova explained that when
affective commitment is the dominant mindset in the profile, those with continuance
commitment experience it as a moral imperative, while when the continuance
commitment mindset is dominant, participants experience normative commitment as
indebted obligation. Moral imperative is typically when an employee strives to complete

a task as they feel it is the right thing to do and they are willing to do it (Gellatly et al.,
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2006; Oh & Sawang, 2021). With moral imperative, employees will sometimes assert
extra effort to achieve organizational objectives that are not in their contract (Gellatly et
al., 2006). Indebted obligation often is experienced as an employee having to complete a
task to avoid the social costs of not doing it (Gellatly et al., 2006).

Oh and Sawang’s (2021) study further emphasized the relationship between
normative commitment and the other commitment mindsets. The findings demonstrated
that when employees interpreted a higher level of perceived organizational support
(POS), they felt a greater obligation to return the favor to the organization, when they had
a high level of affective commitment. The POS often emerged from the support and the
quality of treatment from the participant’s supervisor. This included the participant
feeling they had a relationship built on mutual trust with their supervisor and felt that
their supervisor provided autonomy. Those with a moderate level of affective
commitment felt they owed their organization, but not to the degree of personal sacrifice
as those with high levels of affective commitment. They also found those with profiles
with continuance commitment as their dominant mindset, focused on perceived costs —
and aligned with the idea of indebted obligation. Their study also noted that participants
had a variety of foci when it came to commitment, whether it was the organization, co-
workers, supervisor(s), students, or clients.

Continuance commitment. Continuance commitment is defined as an
employee’s commitment to an organization because the perceived benefits of staying
outweigh the benefits of leaving (Meyer & Allen, 1991; Meyer & Allen, 1984). These
costs could include a loss of benefits, career advancement opportunities, participative

decision making, and impartial performance appraisal (Allen & Grisaffe, 2001). This
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component is based on Becker’s (1960) side-bet theory (Meyer et al., 2002). There were
two main factors McGee and Ford (1987) noted in measuring this component. The factors
were a perceived lack of alternative employment opportunities and perceived sacrifices
associated with leaving the organization (McGee & Ford, 1987). The factor of perceived
sacrifices positively correlated most with an attitude to withdraw, because employees felt
they were sacrificing something personal (Meyer et al., 2002). Continuance commitment
is also positively correlated to stress and work-family conflict and negatively to job
performance (Meyer et al., 2002). There is also a negative association between
continuance commitment and employee well-being (Meyer & Maltin, 2010).

It’s necessary to note that some studies have moved away from continuance
commitment being a singular dimension. For example, one study conducted by Stanley et
al. (2013) hypothesized that continuance commitment consists of two separate
dimensions. These two dimensions being perceived sacrifice (PS) and few alternatives
(FA). They proposed that future research break continuance commitment into these two
dimensions, changing the three-component model to a four-component model, because
the two dimensions have some outcomes that are opposite in nature. The FA dimension is
more reliant upon external factors and the external environment, while PS is more related
to a cost-benefit analysis.

Another study, conducted by Meyer et al. (2018) split continuance commitment
into CC: LA (lack of alternatives) and CC: HS (high sacrifice). This split creates a dual
nature of CC: HS, where an individual could be staying because of the cost associated

with a job or, instead, they are just aware of the loss of positive work conditions (Meyer
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et al., 2018). Those with continuance commitment engage in citizenship behaviors
because they anticipate future benefits from it (Markovits, 2012).

Critiques of Allen and Meyer’s Conceptualization. There are critiques of the
three-component theory. One of the first critiques arose from Vandenberg and Self
(1993) and Vendenberg et al. (1994), who found that individuals in different career stages
had difficulty interpreting the items in the survey. They also discovered that work
experiences altered the way in which individuals conceptualized their commitment. Ko et
al. (1997) also argued that Meyer and Allen’s (1991) definition of organizational
commitment was unclear. Ko et al. argued that the concept of continuance commitment
was not attitudinal but was behavioral as previously identified by Becker (1960). They
also argued that, conceptually, normative commitment and affective commitment
overlapped considerably (Ko et al., 1997) and it was unclear how to conceptually
separate the two. Meyer and Allen (1997) attempted to address Ko et al.’s concerns by
developing newer scales as well as proposing a two-dimensional scale for continuance
commitment.

Cohen (2007) also identified a two-dimensional model which posited that
individuals enter an organization with general perceptions of commitment based on their
personal beliefs, values, expectations, and prior experiences. Cohen’s work primarily
influenced the understanding of normative commitment, identifying it as a tendency that
arose before an individual joined an organization as opposed to being something that
developed after an individual joined an organization. They believed that the two
dimensions of organizational commitment were instrumental and affective commitment,

with instrumental commitment being formed before an individual enters an organization
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and affective commitment being formed after entry into the organization. While Cohen’s
model attempts to incorporate the role of time and focus specifically on an attitudinal
approach, the model has yet to be empirically tested and validated. One other recent
development has tried to explore commitment from a different perspective.

Klein et al. (2022) believed that Allen and Meyer’s (2001) conceptualization did
not address the true complexity of commitment. They highlighted that commitment
through this original lens still focused solely on commitments in isolation or in select
combinations. Klein et al. proposed commitment systems theory (CST) to better account
for the, “dynamic interrelationships among multiple commitments” (p. 116). CST draws
on general systems theory and posits that commitment systems are malleable and
interconnected structures. They emphasized, “taking a systems perspective addresses the
complexities of acting upon multiple commitments and the interrelationship among
commitments, accounts for the dynamics of commitments over time, and also helps
explain the shifts between sets of commitments that are often needed as individuals shift
between roles and contexts” (Klein et al., 2022, p. 118). Klein et al.’s research highlights
previous work by Meyer and Herscovitch (2001) on the importance of multiple targets,
multiple commitments, and the interactions between the commitment mindsets.

Commitment Profiles, Dual Commitments, and Multiple Targets
Multiple Targets

Building on previous work by Meyer and Allen (1997), Meyer and Herscovitch
(2001) shift the conceptualization of commitment to address targets and foci. In their
conceptualization of commitment, the authors provide three categories of targets for

commitment. These categories include: 1) an entity (person, place, profession); 2)
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abstract ideas and goals; and 3) a course of action (behavioral outcomes). It is
commitment to the entity (the organization and its sub-entities) that has received the most
attention in literature. Meyer and Herscovitch’s 2001 expansion using the original
conceptualization of commitment, helped to better understand the process of developing
commitment, possible antecedents, and the behaviors that result from each category. It is
important to note that even though the foci of the commitment may be different, the
outcome is still relevant not only to the target, but to the organization (Meyer & Maltin,
2010). Not only did Meyer and his colleagues shift focus to the various targets
organizational commitment could be linked to, but they also discovered, when taking a
more person-centered approach, the concept of commitment profiles. It was Meyer and
Herscovitch who ultimately proposed that individuals could experience commitment to
multiple targets and have multiple commitment mindsets at the same time.
Commitment Profiles

Meyer et al. (2015) explain that commitment profiles reflect an individual’s
commitment and the various degrees in which they experience affective, normative, and
continuance commitment. Meyer and Herscovitch (2001) identified eight profiles. These
profiles were based on the relative levels of the commitment mindsets, ranging from
highly committed (high affective commitment, continuance commitment, and normative
commitment) to uncommitted (low affective, continuance, and normative commitments).
Between those two anchors sit six other profiles (Somers, 2010). Three profiles reflected
attachment driven by one dominant mindset (i.e., affective dominant, continuance
dominant, or normative dominant) (Meyer & Herscovitch, 2001). Three of the profiles

are characterized by having two dominant mindsets. Meyer and Herscovitch thus labeled
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the following eight profiles: highly committed, affective dominant (AC-dominant),
continuance dominant (CC-dominant), normative dominant (NC-dominant), affective-
continuance dominant (AC-CC dominant), affective-normative dominant (AC-NC
dominant), continuance-normative dominant (CC-NC dominant), and uncommitted.
Meyer and Herscovitch’s study proposed that profiles with stronger affective
commitment and normative commitment, or with a combination of the two, were linked
with higher positive outcomes for the organization. They also recommended studies focus
specifically on outcome variables linked to employee withdrawal and organizational
citizenship behavior. Herscovitch and Meyer (2002) also found that some of the profiles
were best for predicting behavioral support for change.

Gellatly et al. (2006) found that the commitment profiles were dependent upon
the context created by the other components. For example, those with a stronger affective
commitment and strong normative commitment may experience commitment as a moral
imperative, whereas those with a profile where continuance commitment is strong and
affective commitment is weak might experience indebted obligation (Gellatly et al.,
2006). Meyer et al. (2012) reflected on these examples and proposed continuance
commitment on its own may make the individual feel entrapped; however, when
combined with stronger affective commitment or normative commitment, it could instead
mean the individual is committed but is aware of the costs of leaving. Therefore, the
impact on motivational state, job performance, and well-being by a CC-dominant profile
will depend on the relative strength of affective and normative commitment (Meyer et al.,
2012). Thus, the implication of each component will depend on its strength within the full

commitment profile (Gellatly et al., 2006; Gellatly et al., 2009). Other findings
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acknowledge that normative commitment alone, or in conjunction with continuance
commitment, could enhance the benefits of affective commitment (Somers, 2010).
Further research is still needed to better understand the extent to which high levels of
continuance commitment weaken potential positive levels of normative and affective
commitment, as well as the extent of the impact of normative commitment (Wasti, 2005).
Also, further research needs to consider the proposal by Stanley et al. (2013) to split
continuance commitment into two dimensions to better understand how each dimension
impacts profiles.

Changes to and the development of profiles. Research on how profiles develop
is scarce. Limited research has looked at the role of perceived organizational support,
organizational justice, job satisfaction, and satisfaction with leadership in the
development of profiles (Meyer et al., 2013). Human resource management practices and
training opportunities have been associated with the development of profiles (Meyer et
al., 2013). Profiles also develop based on the context, meaning how dependent one
mindset may be upon the others in the profile (Gellatly et al., 2006; McNally & Irving,
2010).

Some research has started to examine how commitment profiles change not only
over time, but in response to major events. Arciniega et al.’s (2017) study found that
individual commitment profiles of employees increased in strength, for both affective and
normative commitment, after experiencing political attacks by the Venezuelan
government. Meyer et al. (2018) also found that commitment profiles of Turkish
employees changed because of the economic crisis. They found that although the number

of profiles did not shift, the number of people who identified with specific profiles
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changed. While Arciniega et al. and Meyer et al. (2018) also found that the profiles
changed over time due to dramatic events, other studies such as Kam et al.’s (2016)
demonstrated the relative stability of profiles over an eight-month time frame, even
during times of organizational change. Thus, there is still a need to understand how
commitment profiles change, what leads to those changes, and specifically what type of
events contribute to those changes. Since identifying the existence of commitment
profiles, research has tried to identify the exact number of profiles and how to label them.

The number of profiles. While Meyer and Herscovitch (2001) were able to
identify eight profiles, Wasti (2005) only confirmed six profiles. Wasti’s findings, using a
k-means cluster analysis, found the same results that profiles characterized by low levels
of all three commitment mindsets demonstrated the least desirable outcomes, while the
best job-related outcomes were exhibited by highly committed profiles, AC-NC
dominant, and AC dominant profiles. They also found that some profiles had significant
impact on loyal boosterism, which is an organizational citizenship behavior where
individuals voluntarily promote or defend their organization (Wasti, 2005).

Somers’ (2010) study conducted using a sample of 572 hospital workers found
that seven profiles emerged. Those seven profiles were: highly committed, affective
dominant, continuance dominant, affective-continuance dominant, affective-normative
dominant, continuance normative dominant, and uncommitted. These were the same
profiles that Meyer and Herscovitch identified in their 2001 study. Meyer et al. (2012),
using ANCOVA testing on 403 employees in specific regional chapters of a professional
association, confirmed six main profile groups. Their study identified the following six

profiles: uncommitted, CC dominant, moderate commitment, low-moderate commitment,
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fully committed, and AC/NC dominant. Each of those profiles measured differently in
need satisfaction, regulation, affect, engagement, organizational citizenship behavior, and
well-being. Their study confirmed that context can influence how commitment profiles
are experienced.

Other studies have tried to identify the true number of profiles that exist. For
example, Meyer and Morin (2016) found 27 different profiles based on the combination
of each level of commitment mindset. Sinclair et al. (2005) theorized nine profiles,
confirming the presence of four: devoted (strong AC & strong CC), allied (moderate AC
and moderate CC), complacent (moderate AC and weak CC), and free agents (weak AC
and moderate CC). Additional research has also tried to identify commitment profiles
when dual commitments exist.

Meyer et al. (2019) reviewed data collected from 336 Canadian teachers, through
latent profile analyses, and were able to identify five main commitment profiles. Those
five profiles included: CC dominant to the organization and weak CC dominant to the
occupation, weak AC dominant to both targets, moderate commitment to both targets,
fully committed to both targets, and moderate commitment to the organization with full
commitment to the occupation. Within those five profiles, three were unique when a
teacher experienced dual commitment to both the organization and occupation. Table 1
summarizes the main findings regarding the number of profiles.

Table 1

Summary of Commitment Profiles
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Meyer & highly committed, affective dominant, normative dominant,
Herscovitch (2001) continuance dominant, AC/CC dominant, AC/NC dominant,

CC/NC dominant, and uncommitted

Wasti (2005) highly committed, non-committed, neutral, AC dominant, CC

dominant, AC/NC dominant

Somers (2010) highly committed, affective dominant, continuance dominant,
AC-CC dominant, AC/NC dominant, CC/NC dominant, and

uncommitted

Meyer et al. (2012) uncommitted, CC dominant, moderate commitment, low-

moderate commitment, fully committed, and AC/NC dominant

Commitment profiles and outcomes. While most research has focused on the
number of profiles, other research has tried to understand the outcomes of the profiles.
Research conducted on commitment profiles indicates that the influence of commitment
on work outcomes is more complex than prior research has indicated (Somers, 2010).
Research has demonstrated that normative commitment was found to enhance the
influence of affective commitment on positive organization behavior (Gellatly et al.,
2006). Also, normative commitment and continuance commitment, both individually and
collectively, enhanced affective commitment’s positive influence on loyalty and
organizational support (Wasti, 2005). Across most studies, high continuance commitment
profiles did not help develop desired job-related behavior (Wasti, 2005). While the
affective commitment dominant profile provided the strongest intention to remain at the

organization, it was superseded by the affective commitment-normative profile and the
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highly committed profile, with the highly committed profile being high levels of all
commitment mindsets (i.e., AC/NC/CC) (Gellatly et al., 2006; Wasti, 2005).

Similar findings were found in relation to citizenship behavior and employee
stress (Wasti, 2005). Wasti found that an employee with a fully committed profile
experienced less stress than any other profile. For U.S. nurses, those with an AC-NC
dominant profile reported the lowest amount of job stress. In Markovits et al.’s (2007)
study on Greek public service employees, those who experienced fully committed (high
AC/CC/NC), AC-dominant, and AC-NC dominant profiles had the highest levels of
intrinsic job satisfaction. The profiles had varying degrees of impact on turnover
intentions, turnover, and absenteeism (Somers, 2010).

Some studies (i.e., Wasti, 2005) found differing relationships between the
commitment profiles and absenteeism, task performance and antisocial behaviors
(Sinclair et al., 2005), while others (i.e., Somers, 2010) found no differences across
commitment profiles in relation to absenteeism. What is also interesting to note in the
research is the difference between turnover intentions versus actual turnover (Stanley et
al., 2013; Wasti, 2005). Wasti proposed that while certain profiles demonstrated higher
levels of turnover intentions, the likelihood of actual turnover was the same across the
profiles. Stanley et al. (2013) confirmed that the commitment profiles do not act on
turnover intentions in the same way as they impact turnover. Thus, it is important for
research moving forward to distinguish between turnover intentions and actual turnover
(Stanley et al., 2013). Research on commitment profiles and work-related outcomes are
still emerging. The studies that have been conducted utilized a person-centered approach

sans Wasti (2005), Stanley et al. (2013), and Somers (2010). Most research regarding
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commitment profiles has shifted to that approach. Although the person-centered
commitment research was limited, it provided insight into commitment profiles,
mindsets, and targets as well as provided more accurate information for practice (Meyer
etal., 2019).
Taking a Person-Centered Approach

Prior studies on organizational commitment often took a variable-centered
approach involving regression and correlation analysis, especially since research often
focused on one specific commitment mindset (Meyer et al., 2002; Oh, 2019). This was
because a variable-centered approach allowed for the testing of independent variables and
interaction effects (Oh, 2016). The variable-centered approach posited that, “all
individuals from a sample are drawn from a single population and that a single set of
averaged parameters can be estimated” (Meyer & Morin, 2016, p. 585). Within the last
decade, research on commitment profiles shifted to take a person-centered approach.
Meyer et al. (2013) noted the increase in the use of person-centered research strategies,
not only in general organizational research, but in commitment research as well. Unlike
the variable-approach that assumes a singular population, the person-centered approach,
“relaxes this assumption and considers the possibility that the sample might in fact reflect
multiple subpopulations characterized by different sets of parameters” (Meyer & Morin,
2016, p. 585). A person-centered approach helps to identify potential subpopulations as
well treats individuals in a more holistic fashion (Meyer & Morin, 2016). Through this
holistic lens, it provided an opportunity for researchers to re-examine how the variables
could be taken in combination, as opposed to isolation, as well as detect more complex

interactions among those variables (Meyer & Morin, 2016).
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A person-centered approach provides a complementary perspective to
understanding aspects of commitment that were discovered through a variable-approach
(Meyer & Morin, 2016). Meyer et al. (2016) also state that a person-centered approach
allowed them to gain further insight into how employees experience different types of
commitment simultaneously and yet differently from their colleagues, and in respect of
other variables. Ultimately, the person-centered approach allows researchers to identify
various commitment profiles based on the relative strength of each commitment mindset
(Meyer & Morin, 2016; Meyer et al., 2013; Sinclair, 2005). Addressing commitment
from a person-centered approach can also help organizations develop strategies to select,
promote, or differentially manage employees with these different profiles (Kam et al.,
2016).

The person-centered approach has been used to examine Meyer and Allen’s
(1991) three-component model and how those variables combine in different ways to
form commitment profiles (Meyer & Herscovitch, 2001; Meyer et al., 2012), as well as
how commitment to different targets combine. It was by taking this approach Meyer and
Herscovitch (2001) were able to identify eight profiles. The person-centered approach
was used because of its ability to explore subpopulations that arise based on the different
variable relations (Meyer and Herscovitch, 2001; Meyer et al., 2019). It is also best suited
to address more complex interactions that have emerged from Allen and Meyer’s (1991)
three-component model (Meyer & Herscovitch, 2001), and recognizes that while
individuals experience commitment profiles, the profiles are experienced to varying
degrees. The person-centered approach primarily utilizes latent profile analysis as a

method for analyzing data. Latent profile analysis is a statistical method that identifies
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clusters of individuals or subpopulations. This is to better understand the presence of each
mindset within the individual’s commitment profile.
Commitment Profiles and Turnover

One reason why commitment literature is so relevant is because of its relationship
to job performance, organizational citizenship behaviors, and especially turnover (Meyer
et al., 2002). This is in part because commitment literature has identified certain
commitment mindset as influencing factors for turnover (Meyer & Allen, 1991; Meyer et
al., 2002; Xu & Payne, 2016). Three main profiles consistently emerged in commitment
literature surrounding turnover: values based, exchange based, and weak (Meyer &
Herescovitch, 2001; Meyer et al., 2006). Meyer et al. (2006) identified a value-based
profile as those commitment profiles with high AC. Commitment profiles with the
absence of affective commitment, but either high CC or high NC or both are those that
demonstrate an exchanged-based commitment profile. Lastly, those who do not have a
dominant commitment mindset, but have weak overall mindsets, are considered weak
commitment profiles (Meyer et al., 2006). Hom et al. (2012) found that commitment
profiles fell within four broad groups when it came to turnover intentions: enthusiastic
stayers, reluctant stayers, enthusiastic leavers, and reluctant leavers. In their research,
Hom et al. identified those with weak commitment profiles as those were “reluctant
stayers,” or those who stayed even though they would prefer to leave. Those who were
“enthusiastic stayers” were often those with high levels of AC or high levels of both AC
and CC. They identified where individuals fell within these groups was based on two
dimensions: desired employment status and perceived volitional control (Hom et al.,

2012). Hom et al.’s research focused on the commitment profiles of corporate employees
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at a specific time, a few studies have examined commitment profiles and turnover over
time.

Xu and Payne (2016) conducted a survey study, using a person-centered
approach, with United States Army officers to examine their commitment profiles, the
stability of those profiles over time, and the relationship to turnover. Regarding stability,
they tested if the number and the nature of the profiles remained the same over time, as
well at the temporal stability of the commitment profile of each given individual. After
conducting a latent profile analysis, the authors concluded that the same commitment
profiles consistently emerged across participants and across organizations. They found
almost all profiles existed except that related to an exchange-based profile, which they
attributed to the fact that their sample focused on army officers, as opposed to enlisted
personnel. Xu and Payne also discovered that longitudinally, commitment profiles (the
number and nature) remained relatively stable over time. Those with value-based profiles
linked to lower turnover intention (Xu and Payne, 2016). Participants who had a change
in commitment profile, from a stronger profile to a weaker one, were more likely to have
higher turnover intentions (Xu and Payne, 2016).

A Return to Dual Commitments and Targets

As commitment research has continued to develop, researchers have delved
further into the complexity of commitment profiles. At the beginning, research on
commitment profiles focused on the organization (Meyer et al., 2019). However, as
research continued to expand on commitment profiles, the research continued to branch
out. Research started to delve into commitment profiles and dual commitment. The focus

of dual commitment studies was that of the organization and the profession (Loscher et
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al., 2020; Meyer et al., 2019; Meyer et al., 2021) and the organization and team
(Wombacher & Felfe, 2018). These studies emphasized that “commitment can be
directed toward multiple objects” (Loscher et al., 2020, p. 51). The commitment to the
organization focuses on an individual’s attachment to the organization, while
commitment to the profession refers to their specific profession (Loscher et al., 2020).
More explicitly, a commitment to one’s profession emphasizes the individual’s role,
autonomy, and independence (Greenwood & Empson, 2003). The term profession has
been used interchangeably with occupation in other research (Morin et al., 2015), which
is the case in this study.

Loscher et al. (2020) conducted a study using survey data gathered from 435
public accountants in Germany. Based on their confirmatory factor analysis they found
that participants had dual commitment profiles. They were able to identify several
profiles and for some accountants that expressed affective commitment to their
profession, their commitment toward the organization varied based on the size of the
organization and their perception of commercial values. If an individual felt that the
commercial values negatively impacted their professional values, their commitment to
the organization was more likely to change. However, commitment to the organization
and to the profession, or occupation, often correlated with one another. Morin et al.
(2015) were the first to conduct a study on profiles of those dually committed to the
occupation and the organization. In their study of 1,096 teachers in Hong Kong, the
authors compared commitment profiles of individuals with dual commitment and
employee well-being and turnover intentions. In their findings, those with high levels of

commitment were more likely to have weaker turnover intentions. Surprisingly, the
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strongest profile that correlated with weaker turnover intentions were those that
demonstrated strong/dominant NC commitment to the organization and full commitment
to the occupation. Ultimately, their study reinforced the notion that a desire to stay in a
specific occupation can indirectly impact the intention to stay in an organization (Morin
et al., 2015). They found that commitment to an organization and occupation can be
mutually reinforcing.

In Meyer et al.’s (2021) study of 2090 employees from a police organization, they
found that employees can develop multiple commitments at work. These commitments
included commitment to the organization, supervisor, work teams, clients, and citizens.
They explained, “these commitments can combine in different ways, with implications
for organizations and employees themselves” (p. 1). Through latent profile analysis, the
authors concluded that commitments to multiple targets were related but are not always
compatible. They determined that the commitment to each target was not necessarily a
predictor or indicator of another. The authors identified that those with higher levels of
commitments and with additional commitment targets were less likely to demonstrate
high turnover intention. Meyer et al. (2021) found that the optimal pattern for retention,
performance, and employee well-being was among those with a “globally committed”
profile, which meant that the employees had a strong commitment to their work in
combination with the organization, supervisor, work team, and citizens. Other studies on
dual commitment have predominantly focused on the following combinations: the
organization and the supervisor (Meyer et al., 2015) and the organization and the

occupation (Meyer et al., 2019; Morin et al., 2015; Tsoumbris & Xenikou, 2010).

50



Wombacher and Felfe (2018) examined the dual commitment of individuals to the
organization and to the team, specifically looking at the role of inter-team conflict. With
the reliance of teams and team-based structures on the rise, Wombacher and Felfe
focused on what conflict strategies employees deferred to, based on their commitment
and the type of conflict. By conducting a vignette experiment and field survey among
military professionals, the authors concluded that team commitment and organizational
commitment reinforced one another to benefit the organization. However, when team
commitment is missing, neglect of team concerns and dysfunction were higher
(Wombacher & Felfe, 2018). The relative strength of the team commitment and the
organizational commitment impacted the type of conflict strategy participants tended to
use, which in turn held consequences for the team. The authors found that, “being dually
committed encourage[d] individuals to think, feel, and act in terms of both their team and
the organization as a whole” (Wombacher & Felfe, 2018, p. 1570).

The potential of being dually committed was also confirmed by Menatta et al.
(2021). They conducted a study on temporary agency workers (TAWSs) and examined
their dual commitment to the agency and the client organization. Using a person-centered
approach, which utilizes latent profile analyzes on 7225 TAWS, confirmed the existence
of five distinct profiles based on Sinclair et al.’s framework. What is unknown is how
those dual commitments interact with one another (Klein et al., 2022), where it be
synergistically or in opposition. Dual commitments can be formed independently, but in
some cases commitment to one thing can lead to “spillover,” creating another
commitment and creating interrelated dual commitments (Klein et al., 2022). For

example, in their study, Herscovitch and Meyer (2002) found that dual commitments in
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occupation and organization enhanced one another and helped to predict responses to
change.

In their study, Klein et al. (2022) emphasized two gaps in the commitment
literature, specifically around how dual commitments interact with one another and the
role of commitments to multiple targets. Targets of commitment include, but are not
limited to, “the employing organization, other organizations (unions, clients, and
professional organizations), groups and individuals within (e.g., supervisors, coworkers,
teams, departments, top management teams) and outside of the organization (e.g.,
customers and suppliers), organizational initiatives (e.g., projects, strategies, and change
efforts), individual initiatives, and attributes (e.g., values, goals, plans, decisions, roles,
and careers” (Klein et al., p. 117). Most studies addressed different targets in isolation, as
well as the type of commitment, leading to incorrect predictions (Klein et al., 2022). To
address the complexity of dual commitments and multiple targets, Klein et al. proposed a
shift in theory to view commitment as part of larger systems through the commitment
system theory. Their theory proposed that all commitments are part of a larger system
and that those commitments can be related or non-related and could potentially explain
the interconnectedness of commitments to multiple targets.

Summary

To better understand the relationship an employee has with the organization,
research has been conducted using Meyer and Allen’s (1991) three-component model to
confirm commonalities and differences between the three components, as well as explore
antecedents and consequences of each (Jaros, 1997). However, research calls for further

analysis on commitment and commitment profiles (Meyer & Herscovitch, 2001; Meyer et
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al., 2015; Meyer et al., 2019, Meyer & Morin, 2016; Wasti, 2005). Scholars also call for
more longitudinal studies to be conducted to understand if and how the profiles may
change over time (Kam et al., 2016; Meyer et al., 2015; Meyer & Morin, 2016). The
purpose of this study was to contribute to that call by exploring how individuals
experienced commitment. The hope was that this study would be able to understand they
types of commitment mindsets that interacted within each participant’s profile, the target
of their commitment, the duality of their commitment, and the factors that contributed to
their commitment experiences. This study also aimed to understand the commitment
experiences of individuals who were in non-traditional work arrangements, such as
telework.
Virtual Work

Virtual work is becoming the new norm for employees that work from various
locations (Raghuram et al., 2018). Virtual work is defined as an environment where
individuals are dispersed in various ways and depend on technology to interact with
colleagues (Gibson & Gibbs, 2006; Huang et al., 2010). Within virtual work, there are
various work arrangements such as telecommuting and telework (Raghuram et al., 2018).
The Rise of Telecommuting

The term “telecommuting” was coined by Nilles in the early 1970s, who
pioneered the first telecommuting concept. Telecommuting was used to describe working
away from the office, using telephone communication, instead of being at a primary
physical work location (Nilles et al., 1976). The notion of telecommuting was created in
response to concerns surrounding commuting including the time lost going to and from

work and the environmental of pollution (Siha & Monroe, 2006).
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Moving into the Broader Concept of Teleworking

Telecommuting generally encompassed the opportunities workers were given to
work from home as opposed to a main office location (Nilles, 1992; Allen et al., 2015).
Allen et al. (2015) reviewed numerous studies and determined a generalized definition of
telecommuting as a work practice that involved employees working away from a central
workplace, anywhere from a few hours a week to nearly full-time, and using technology
to complete that work. Some have used telecommuting, virtual work, and telework
interchangeably to define the phenomenon (Siha & Monroe, 2006) of employees having
the opportunity to work from home as opposed to a centralized location (Watad &
DiSanzo, 2000). In their review, Allen et al. found that telecommuting was referred to as,
telework, remote work, distributed work, and virtual work, among others, often time
embodying different conceptualizations that were overlapping. This was also confirmed
by studies by Golden and Eddleston (2018) and Haddon and Brynin (2005), who
acknowledged an additional interchangeable term as “electronic homeworking.”

Others have used telework as a broader term that encompasses telecommuting
(Allen et al., 2015). There is no universal definition of telework that is accepted by
academics (Martinez-Sanche et al., 2007). Telework is a practice that involved working
from various alternative locations as opposed to just the home, which was the focus of
telecommuting (Allen et al., 2015). Organizations have focused on the term “telework™ in

their practices.
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While this study utilized OPM’s definition of the practice of telework, other
studies have developed a similar definition, identifying telework as a work arrangement
(Athanasiadou & Theriou, 2021), and a resource, based on the conservation of resources
theory (Metselaar et al., 2022). Based on my review of the literature, commonalities in
the various definitions of telework and telecommuting center on employees spending a
portion of their work week at a location other than the main office (Allen et al., 2015;
Bailey & Kurland, 2002; Gajendran & Harrison, 2007; Golden & Veiga, 2005; Metselaar
et al., 2020; Sardeshmukh et al., 2012).

In the broader umbrella of virtual work, telework and telecommuting are
considered one and the same. They focus on the individual completing the work outside
of the centralized office (Athanasiadou & Theriou, 2021; Anderson et al., 2014;
Delanoeije et al., 2019; Golden & Eddleston, 2018; Siha & Monroe, 2006; Metselaar et
al., 2022). Also, because telecommuting falls under the broader term of teleworking
(Bailey & Kurland, 2001; Siha & Monroe, 2006) studies that captured information on
both practices were considered in this study. Research has briefly examined
telecommuting and its relationship to work-life balance, work related outcomes, work
characteristics, interpersonal processes, and more. Overall, the research of the success
and impact of telecommuting and teleworking is mixed (Bailey & Kurland, 2002).
Studies have been linked both positively and negatively to job satisfaction, but these
studies all varied in population and in conceptualization of job satisfaction. However,
Golden and Veiga (2005) noted that job satisfaction ebbs and flows, as opposed to

remaining constant — which could also skew results.
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In a review of the literature on telecommuting and teleworking, Bailey and
Kurland (2002) found that answers to ‘who participates’, ‘why they participate’, and
‘what happens when they do’ were elusive when they tried to identify commonalities
across studies. For example, it was difficult to understand who participates in telework,
because there is no standard definition (Bailey & Kurland, 2002; Metselaar et al., 2022;
Siha and Monroe, 2006). Nor is there a standard minimum or maximum number of days
per week or per month an employee must work outside of the office to fall into the
category of a telecommuter or teleworker (Bailey & Kurland, 2002; Siha & Monroe,
2006). Previous studies focused on populations that telecommuted both sporadically and
full-time, comparing telecommuters with non-telecommuters (Allen et al., 2015). Often
studies in the 1990s focused on pilot studies and did not provide insight into the
teleworking practiced by the participants (i.e., length of time spent teleworking) (Allen et
al., 2015). The findings have been inconclusive (Gajendran & Harrison, 2007; Metselaar
et al., 2022), contradictory (Bailey & Kurland, 2002), have no solid foundation in theory
(Gajendran & Harrison, 2007), are often times conducted in organizations that are more
readily implementing teleworking that leads to a skewed focus on the positive impacts
only (Narayanan et al., 2017), and the results are reported out by that organization
(Narayanan et al., 2017). Research on the potential effect of telework on individual
employees is also limited (Sardeshmukh et al., 2012).

Positive Implications

In a meta-analysis, Gajendran and Harrison (2007) discovered that teleworkers

had higher levels of autonomy, lower levels of work-family conflict, lower turnover

intentions, and higher job satisfaction compared to their non-teleworking colleagues.
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Because time is saved on the commute, telework provides greater flexibility, reduces
stress related to commuting, and reduces exhaustion caused by commuting (Mann &
Holdsworth, 2003; Golden, 2006; Wilks & Billsberry, 2007). Teleworking contributes to
a decrease in time pressure because the employee can restructure task demands based on
their own timing (Mann & Holdsworth, 2003; Sardeshmukh et al., 2012; Wilks &
Billsberry, 2007). Scholars such as Ko and Kim (2018) and Thulin et al. (2019) posited
that telework is an attractive arrangement that assists workers in obtaining better work-
life balance. This is because telework provides more autonomy and flexibility, allowing
employees to handle personal matters without their personal life or work imposing on the
other (Galvez et al., 2020). Telework has also been positively linked reduced time
pressure and role conflict (Sardeshmukh et al., 2012), as well as increased job
performance (Gajendran et al., 2015; lddagoda & Opatha, 2020), and work-life balance
(Metselaar et al., 2022). In terms of productivity, Thulin et al. (2019) posited that
telework increased productivity because employees could avoid interruptions by
coworkers in the office. Employees who telework can experience higher levels of job-
related affective wellbeing (Anderson et al., 2014). While research has acknowledged the
benefits of telework, prior research has also denounced the benefits of it.
Negative Implications

In February 2013, the CEO of Yahoo banned employees from teleworking and
not long after Best Buy’s CEO ended their telework program (Allen et al., 2015). This
move against telework led to a national debate as to whether telework held merit (Allen
et al., 2015). Some downsides of telework were that it became difficult for leaders to

manage their employees, employees felt isolated from lack of socialization and
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communication (Cooper & Kurland, 2002; de Vries et al., 2018; Golden et al., 2008), and
employee well-being decreased (Guyot & Sawhill, 2020). Additional research has
identified telework as being negatively related to role ambiguity, job engagement,
reduced support and feedback, and a negative emotional impact (Mann & Holdsworth,
2003; Sardeshmukh et al. 2012). Jackson and Fransman (2018) posited that telework does
not improve productivity or job satisfaction, because teleworkers face both social
isolation and family disruptions. Other studies identified telework as having a negative
impact on promotions and salary and career benefits (Golden & Eddleston, 2018) and a
negative impact on home-to-work conflict (Delanoeije et al., 2019). Sabru (2018)
emphasized that telework can blur the lines between work and family leading to
increased conflict between the two. The biggest concern was the impact of telework over
job performance (Golden & Gajendran, 2019). While the research on telework failed to
come to a consensus (Campo et al., 2021), telework was about to become the best
solution to protecting employees during a pandemic.
Telework and Commitment

Organizational commitment is one of the biggest concerns when it comes to
telework (Shaemi et al., 2011). Employees may feel indebted to the organization if they
perceive engagement in telework is beneficial (Bae & Kim, 2016; Golden & Gajendran,
2019; Vayre, 2019). Scholars posit that this leads to employees making a stronger effort
(Bae & Kim, 2016; Golden & Gajendran, 2019; Vayre, 2019) and increased productivity
(Akbari & Hopkins, 2019; Hopkins & McKay, 2019). However, this sense of
indebtedness can lead to normative commitment (Meyer & Parfyonova, 2010). Previous

studies have indicated that the isolation employees experience when teleworking leads to
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less organizational commitment (Shaemi et al., 2011). Belle et al. (2015) found that those
who teleworked more than two days per week had more difficulty feeling loyal or
attached to their organization. This was, in part, because of communication issues, a lack
of trust, and those employees not feeling that they belonged (Belle et al., 2015).
However, that belonging could be mitigated when those who telework have a good
understanding of their job and an understanding of their organization (Belle et al., 2015).

At the same time, studies have demonstrated that, because the organization is
providing flexibility through telework, the employee may have greater commitment to the
organization (Shaemi et al., 2011). Flexibility is one factor that can increase
organizational commitment with those who telework (Galea et al., 2013). When
employees felt they had a choice of when and where they worked, they experienced a
higher sense of commitment (Galea et al., 2013). This also allowed employees to have
flexibility in how and when they interact with their coworkers, which also increased
commitment (Galea et al., 2013). When compared with employees that did not telework,
those who telework had higher levels of commitment and less intent to leave (Lee &
Kim, 2018).
Telework and the Pandemic

After the declaration of COVID-19 as a pandemic on March 11, 2020, millions of
people around the world were sent home to work (Campo et al., 2021). Organizations
adapted by shifting to telework (Chang et al., 2021) as quickly and efficiently as possible
(Williams, 2021). By 2021, organizations were beginning to realize that telework could

potentially be long-term or a permanent change that would be implemented post-
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pandemic (Campo et al., 2021). However, studies conducted on telework during the
pandemic are yielding mixed results (Campo et al., 2021).

Studies have yielded that work efficiency has improved because of telework
(Ipsen et al., 2021), but have also posited that the daily home demands in conjunction
with telework have led to emotional exhausted and potentially negative job performance
(Abdel Hadi et al., 2021). Campo et al. (2021) found that telework did not have any effect
on job performance within the context of large private Colombian companies during the
pandemic, which could be the result of family interruptions that have increased during the
pandemic. Adel Hadi et al. also confirmed that the demands of both home and work,
during COVID-19 were related to emotional exhaustion. On the other hand, Ipsen et al.
posit that studies are considered inconclusive as participants are on the fence about their
experience. However, their participants did note the advantages of teleworking, such as
flexibility, time saved with commuting, and the reduced risk of infection, were all
appreciated by employees. These results could be inaccurate as the pandemic caused
children to stay home from school and family members to care for their parents, creating
an environment that was very different from the pre-pandemic environment (Campo et
al., 2021).
Telework and the Pandemic in the United States

The first case of COVID-19 in the United States was confirmed on January 20",
2020, in Washington state. 10 days later, the World Health Organization declared a
public health emergency of international concern. Drastic short-term measures were
implemented by several countries and health agencies (Foss, 2020). The strategies

implemented to ‘flatten the curve’ included wearing masks when outside of the home,
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social distancing, quarantining, and stay-at-home orders. Shutdowns included all
businesses moving to a work-from-home model, with only those deemed essential
workers able to go into work. It changed the way organizations operated — not only with
cleanliness, but also with capacity restrictions and the encouragement to approve of
telework. Although the creation of vaccines may help the United States return to its post-
pandemic norm sooner, there will likely be lasting traces on the organization (Ashforth,
2020; Foss, 2020). Ashforth states that COVID-19 challenges the individual’s work-
based identity and the individual’s identification with the organization, which could
impact the organizational commitment of those individuals. Foss posited that the
pandemic will likely leave permanent traces on the organization in terms of
organizational differentiation, interdependencies, the organization of work, and
organizational boundaries.

Prior to COVID-19, telework was slow to take hold in many organizations (Guyot
& Sawhill, 2020). Even though organizations had allowed telework, it was rare. It was
usually an option for higher paid professionals and was typically referred to work done at
home at night and during the weekend (Guyot & Sawhill, 2020). While not all jobs could
be done from home, COVID-19 greatly accelerated the trend of teleworking (Guyot &
Sawhill, 2020; Mihalache & Mihalache, 2022). COVID-19 has forced organizations to
not only implement teleworking but has created a dialogue in which telework could
become not only long-term, but the norm (Ashforth, 2020). Foss believed that “the
proportion between on-site and remote work will likely not bounce back to former

proportions because of preference changes...technological change...and politics” (p. 4).
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Pre-COVID, Barrero et al. (2021) estimated that only five percent of U.S. paid
work hours occurred while a U.S. employee was practicing telework, compared to the 50
percent of paid work hours reported while teleworking between April and December
2020, during the pandemic. The pandemic led to 33 percent of organizations, in the
United States, to increase their telework practice for some or all their employees during
the pandemic (Dalton & Groen, 2022). Organizations had to rapidly shift their employees
to telework in response to the pandemic. For many organizations, telework continues to
be the norm as the pandemic extends. In fact, even as more organizations reopen,
employees are choosing to telework (Parker et al., 2022). Parker et al. found that roughly
six out of ten workers, in the United States, were still teleworking and were doing so by
choice as opposed to necessity — evidence that COVID-19 has had lasting impacts on
organizations and work design as posited by Ashforth (2020) and Foss (2020).

Parker et al. (2022) highlighted that for those who switched to telework during the
pandemic found their work lives changed in some ways that were significant. For
example, some found that they were better able to balance their work and their personal
life, and others found that teleworking helped them to get their work done and meet
deadlines. In fact, the study found that 78 percent of workers would like to continue to
telework post-pandemic. However, 60 percent of those surveyed acknowledged they felt
less connected to their colleagues (Parker et al., 2022). The consequences of telework
was also explored in the public sector context.

Telework and The U.S. Federal Government
The United States Federal Government enacted the Telework Enhancement Act of

2010, which defined telework as a flexible arrangement negotiated between an employee
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and employer, that allowed employees to work from approved locations outside of the
central office (Office of Personnel Management, 2010). It is important to note that the
federal government has two types of telework, which are routine and situational. Routine
telework is telework that is done on a routine basis, whether it is twice a month, twice a
week, or another predetermined amount decided upon by the employee and employer.
Situational telework is where individuals telework rarely when approved based on a
situational need. Lastly, the federal government also offers long-distance telework, it
refers to as remote work. OPM describes remote work as a work alternative where
employees are not expected to regularly report to the agency worksite (OPM, n.d.).
Additionally, remote work is an, “arrangement that an agency, in its discretion, may
choose to undertake, if the arrangement is consistent with the agency’s needs and the
duties of the given position” (OPM, n.d.). Remote workers must sign an agreement and
receive a salary that reflects the locality pay (OPM, n.d.). Remote work is primarily used
to recruit and retain employees with specific skill sets and to retain employees who have
moved due to spouse relocation or another major life event (OPM, n.d.). At the time of
this study, OPM was planning on publishing a Remote Work Guide to further explain
remote work, implications, considerations, and strategies, that was not yet available. This
study focuses on telework and the research conducted around it.

Research on telework in the public sector has yielded mixed results (Kim et al.,
2021; Metselaar et al., 2022). Lee and Kim (2016) attempted to understand the impact of
telework eligibility and how employees participate in it. They found that employees who
were eligible for telework reported higher levels of job satisfaction, intention to stay, and

perceived fairness. Green and Roberts (2010) also found that employees reported having
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greater work-life balance and job satisfaction, less stress, less time wasted commuting,
and they used less sick time. These are all outcomes that employers argue enhance
employee recruitment and retention (Green & Roberts, 2010). Participants who were
unable to telework due to technical barriers and managerial barriers reported decreased
levels of perceived fairness, job satisfaction, and intention to stay. Caillier (2018) posited
that telework had no impact on reducing turnover intention, which was contradicted by
Choi’s (2020) study that found telework reduced employee turnover.

A lack of support by political leaders and supervisors has led to the failure of
some telework programs in the federal government (Kwon & Jeon, 2017). Each new
presidential administration and leadership change came with the merits of telework being
reconsidered (Green & Roberts, 2010). Even though telework programs were available
for federal government agencies, it did not always mean that the agency was utilizing it
or utilizing it to its fullest capacity (Kaplan et al., 2018). In fact, federal managers in the
past have denied the effectiveness of telework when it came to knowledge transfer,
leading to some agencies scaling back telework (Mbandi, 2020). Managers are less likely
to trust employees who telework (Brown et al., 2016) leaving the employees who
telework working harder to try and gain back managerial trust (Caillier, 2016). Managers
also believed that to demonstrate effective performance, physical presence at the office
was necessary (Brown et al., 2016). In 2017, OPM reported that several leaders and
managers were unaccepting of telework. This lack of acceptability has led to telework
being cut back in some cases and even not implemented (Brown et al., 2016). Leaders
and managers have cited that telework leads to reduced employee accountability, less

productivity, decreased interaction, and increased isolation (Kaplan et al., 2018).
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Mahler (2012) stated that when employees were denied the opportunity to
telework, they expressed negative perceptions of their work and agency, even though
they believed that telework was potentially harmful to professional isolation and
teamwork. De Vries et al. (2018) discovered participants experienced greater professional
isolation, whereas Metselaar et al. (2022) found employees who telework had better
work-life balance satisfaction and autonomy.

Those who perceived telework provided them with more autonomy, as in they
could align their work hours and were able to select their working methods, had higher
levels of performance (Metselaar et al., 2022). However, that autonomy had to be
provided and supported by their supervisor. The efforts made by supervisors in agencies
with telework arrangements led to overall improved performance among public servants
(Kim et al., 2021). Vega et al. (2015) discovered through a survey of 180 US federal
government employees, that the employees who were teleworking had higher levels of
job performance and job satisfaction. This was confirmed by Bae and Kim (2016), who
found that there was a positive relationship with telework and job satisfaction.

The Office of Personnel Management (OPM) began collecting data, per the
requirements of the Telework Enhancement Act (2010), to support the benefits of
properly implemented telework. OPM gathers data through various data sources,
including the Federal Employee Viewpoint Survey (FEVS), to compile an annual report
to Congress that summarizes the status of telework programs. These reports are utilized
to evaluate the telework programs that are in place. Reports conducted by the federal
government cited that benefits of telework included “reduced employee absences,

improved work/life balance, improved recruitment and retention, reduced commuting
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costs/transit subsidies, reduced real estate costs, reduced utilities, and positive
environmental impacts, such as reduced greenhouse emissions” (GAO, 2016, p. 5). OPM
(2018) also reported that 76 percent of teleworking employees reported that participating
in telework improved their performance. They also reported that participating in telework
increased their desire to stay with their agency and improved their overall health (FWLS,
2018).

Although a larger number of employees are eligible to telework, there is still a
gap between those who are eligible and those who engage in telework (Adams, 2020)
prior to COVID-19. Research has demonstrated that this is in part because the employee
was required to physically be at work and they did not have the technology to support
their work (Federal Employee Viewpoint Survey [FEVS], 2018).

In a 2010 statement, Barack Obama stated that, “attracting and retaining
employees who are more productive and engaged through flexible workplaces policies is
not just good for business or for our economy — it’s good for our families and our future”
(The White House, 2010). Although the government has implemented the Telework
Enhancement Act of 2010 to attract and retain employees, there is little empirical
research focused on the commitment of public servants who telework (Caillier, 2016; de
Vries et al., 2018; Kim et al., 2021). De Vries et al. (2018) posited that telework resulted
in low organizational commitment.

Summary

Ultimately, researchers agree that telecommuting and teleworking are a

fundamental change in the way organizations have historically been doing business

(Gajendran & Harrison, 2007; Gajendran et al., 2015). Telework is a practice that creates

66



an environment that involves different working practices to organizational and personal
relationships (Halford, 2005; Sardeshmukh et al., 2012). It influences how employees
experience their work cognitively and physically in a different way than those in the
office (Sardeshmukh et al., 2012).

With telework becoming increasingly common, it is necessary to understand how
employees experience it and the impact it may have — not only to help researchers to
unravel the complexities of it, but to help organizations create better policies and
practices around it (Kwon & Jeon, 2020; Mihalache & Mihalache, 2022; Sardeshmukh et
al., 2012), especially as more employees identify their preferences to work from home
(Guyot & Sawhill, 2020). For teleworking to be a beneficial practice, organizations need
to take the time to address potential challenges and implement initiatives to ensure its
success.

Literature recommends that further research be conducted to better understand the
impact of teleworking and its importance to workers, agencies, and society (Caillier,
2016; de Vries et al., 2018), especially for those who telework long-term or on a more
routine basis. Studies are still needed to examine the impact of telework, including how
those who telework may experience outcomes such as commitment. This study aimed to
fill that gap, by exploring the commitment experiences of those who telework. The goal
of the study was not to compare those who teleworked to those who did not, but instead
to understand what factors, if any, contributed to their commitment within the context of
telework in the federal government.

Inferences for Forthcoming Study
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Meyer and Allen’s (1991, 1997) three-component model of organizational
commitment continues to prevail as the foundational theory informing organizational
commitment literature (Menatta et al., 2020; Meyer et al., 2018; Mihalache & Mihalache,
2022). Their conceptualization of commitment continues to be further studied, through
both a variable (Oh & Sawang, 2021; Ouedraogo & Ouakouak, 2018) and person-
centered approach (Klein et al., 2022; Menatta et al., 2020), to identify antecedents,
consequences, and how commitment can act as either a mediator or moderator. The focus
on organizational commitment continues because of its significant relationship to
organizational citizenship behaviors, job satisfaction, and job involvement (Mathieu &
Zajac, 1990; Meyer & Allen, 1997, Meyer et al, 2021). However, it is ultimately the
relationship organizational commitment has with turnover intentions that make
commitment crucial (Lee & Kim, 2017). The concept of organizational commitment is
evolving and becoming more complex. Research has begun to explore how individuals
experience commitment profiles and multiple targets of commitment, using a person-
centered approach.

A basic qualitative study was chosen for this research because it provided a more
holistic understanding of commitment. Through in-depth interviews | gained insight into
how employees defined and experienced commitment. This included understanding what
contributed to their profiles, the targets or duality of their commitment, and how they
experienced their commitment profiles within the context of the federal government. By
further understanding commitment profiles, profile-focused interventions can be created
by HR to increase commitment overall based on the profiles that emerge within the

organization (Klein et al., 2022; Menatta et al., 2020; Sinclair et al., 2005).
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While research on commitment profiles, using a person-centered approach, is still
in its infancy — it primarily centers on individuals within a traditional work setting.
However, telework has become more prevalent in the evolving workplace (Ashford et al.,
2007; Sardeshmukh et al., 2012). Recently, the number of employees teleworking has
surged because of changes to the workplace caused by COVID-19. As noted in the
review, COVID-19 not only impacted the workplace in the short-term, but also in the
long-term. Prior research on telecommuting and telework has only scratched the surface
(Kwon & Jeon, 2020; Metselaar et al., 2022; Siha & Monroe, 2006;). Prior research on
telework has evaluated its impact on individual related outcomes such as job satisfaction
(Bae & Kim, 2016; Gajendran & Harrison, 2007), turnover intention (Caillier, 2013;
Golden, 2006a; Lee & Kim, 2017), and what could mitigate negative impacts (such as
leadership). Some research has examined the positive influence of telework on
organizational commitment (Golden, 2006a, Caillier, 2013), but few have sought to
understand the lived experiences of government employees who engage in this new
context and engage in telework. By delving into continued research around the
commitment experiences of those who telework, the findings can be utilized to more
effectively inform and shape public and organizational policies and practices.

The next chapter, chapter three, provides an overview of the methodology
selected for this study. It includes a review of the research design, data collection, data

analysis, credibility, trustworthiness, and the validity the of the study.
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Chapter 3: METHODOLOGY

This chapter presents the methodology selected for this study, reviews the
ontology and epistemology that helped shape the study, and describes participant
selection, the data collection method and process, data analysis, subjectivity statement,
trustworthiness and ethical considerations related to my study. The purpose of this basic
interpretive study was to understand how federal government employees, who telework,
experience organizational commitment and how those experiences were shaped. This
study was conducted in response to calls for further studies to focus on commitment
profiles (Meyer & Herscovitch, 2001; Meyer & Maltin, 2010). By exploring the lived
experiences of federal government employees, this research can further our
understanding of commitment profiles, the factors that shape their commitment, and the
target of their commitment (Arciniega et al., 2018). Therefore, the primary research
question guiding this study was: How do federal government employees, who telework,
describe their organizational commitment experiences? The secondary question that
guided this study, and contributed to the first question was: What are the factors that
shape their organizational commitment experiences?

Ontology and Epistemology

This study was informed by the interpretive paradigm because it seeks to unravel
how federal employees understand and describe their commitment and how they interpret
those commitment experiences. Research informed by the interpretive paradigm assumes
that reality is socially constructed and therefore there are multiple realities, or
interpretations, of an event or experience (Merriam & Tisdell, 2016). It was bound in

context, not only in the individual’s interpretation and context, but for this study it was

70



also bound in the context of the federal government and telework. An employee’s
commitment experience is subjective. Individual makes sense of their experience based
on factors such as where they live, where they work, and their social interactions, as well
as the historical and cultural norms that surround them (Creswell, 2013). By situating
myself in an interpretive paradigm, | was able to explore the individual’s consciousness
and subjectivity (Burrell & Morgan, 1979), the context in which they live and work
(Creswell & Poth, 2018), and capture various interpretations.

In assuming an interpretive paradigm, interpretivism informs my ontology.
Ontology is concerned with ‘what is’ and the study of ‘being’ (Crotty, 1998). This study
asked federal employees to describe their understanding of their commitment profiles
which is based on their perception, personal reflections, and the world around them.
Since everyone has their own interpretation or reality, the meaning of commitment will
not be the same for each participant — therefore aligning with the interpretive paradigm
and the existence of multiple realities. Not only are there multiple realities, but | engaged
in my own process of meaning-making and interpretation based on my own experiences,
which aligns with interpretivism. Finally, because my own experiences influenced my
interpretation of the experiences of others, | (the researcher) could not be fully objective
or removed from the study — which is common in objectivist perspective.

While ontology is concerned with the study of being, epistemology is the
assumption about how knowledge and how it is created (Burrell & Morgan, 1979; Crotty,
1998). For Crotty, epistemology involves knowledge and an understanding of what
knowledge entails and how the individual creates knowledge. It focuses on the

exploration of the relationship between the inquirer and respondent. In the case of this
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study, which is grounded in an interpretive epistemology, a constructivist epistemology is
assumed. A constructivist epistemology endorses the co-creation of understanding in
world (Crotty, 1998; Denzin & Lincoln, 2005) and posits that humans cannot separate
their perceptions and interpretations from reality. Through the interview process, |
learned about how federal employees have socially constructed their interpretation of
commitment while teleworking. Therefore, the meaning of commitment is co-created and
aligns with a constructivist epistemology.
Overview of Methodology

Basic Interpretive Study

This study was a basic interpretive study. A key characteristic of qualitative
research is that individuals construct their own realities through interactions with their
social worlds (Merriam & Tisdell, 2016), which aligns with the interpretive paradigm.
Most current qualitative research is interpretive and tends to be constructivist in
orientation which means that reality is co-constructed through the process. In this study,
the understanding of commitment are not only constructed and interpreted by the
individual, but also between me and the individual I interviewed. A qualitative approach
provides an opportunity to explore and understand the meaning individuals ascribe to a
problem or situation (Creswell, 2014) and produces understandings of rich non-numeric
data through conversations with the participants (Ponelis, 2015). The data collected are
often rich, thick descriptions of the lived experiences of the individuals (Merriam &
Tisdell, 2016). This study produced rich, thick descriptions of federal government

employees’ experiences through the interview process.
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Through a basic interpretive study, researchers come to understand how people
make sense of their lives and of their lived experiences (Merriam & Tisdell, 2016) and
understand the meaning they have constructed (Van Maanen, 1979). By interviewing
federal government employees, | explored how they described their commitment in the
teleworking space. Also, by interviewing the participants, | was not only able to explore
how they make sense of and find meaning around commitment, but | also gained a
perspective of the participant in their natural setting — which is a key feature of
qualitative research. In this study this was the telework environment (Denzin & Lincoln,
2013). Also, qualitative studies are appropriate for exploring new topics, populations, and
theories as week as areas that have been understudied or mis-studied because of outdated
theories. Although organizational commitment is not a new theory, changes to the theory,
with commitment profiles and multiple target commitments, are relatively recent (Meyer
& Morin, 2019). With this new shift to commitment profiles (Meyer & Herscovitch,
2001; Meyer & Morin, 2019), a qualitative study was necessary to explore how
employees come to understand their experiences and the factors that may shape their
commitment over time in the telework environment. A basic qualitative design allowed
me to focus on process, meaning, and understanding (Merriam & Tisdell, 2016), while
also acting as the primary instrument for data collection and analysis (Merriam & Tisdell,
2016).

Population and Sample

To understand the organizational commitment experiences of federal government

employees who telework, the following sections describe the criteria for participant

selection based in the literature and the context selected.
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Participant Selection
The participants were drawn from federal government employees within the
United States. Participants were selected based on the following criteria:

Employment Criteria

1. The employee had at least one year of employment at their current agency.
This is because each agency has its own unique culture and policies.
Therefore, a year at one agency means that the employee has completed
the onboarding phase and has experienced teleworking with that specific
agency.

2. Employees were full-time staff. This study did not include contractors, as
their contracts are often more flexible and can range in time and
responsibilities.

3. The employees were professionals within Human Resources. This is
because HR professionals are essential in the organization and typically
have regular contact with other employees.

Telework Criteria

4. Employees were teleworking at the time of the study. This was to capture
their lived experiences related to commitment while teleworking. At the
time interviews were conducted, the federal government had begun its re-
entry process. Therefore, most participants were teleworking anywhere
from two to four days a week, every week.

5. Employees had at least one year of telework experience in their current

position.
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Demographic variables such as age, ethnicity, and gender were not used as criteria
for participant selection to provide an opportunity for multiple perspectives. Research on
organizational commitment and gender, as well as telework and gender, have not
provided evidence to merit gender as a criterion (Yahaya & Ebrahim, 2015). However, it
is important to note that the criteria were set at the beginning of COVID-19. The
literature did not provide enough support to consider these factors. Literature on telework
and commitment did not call for additional studies on age and ethnicity, so age and
ethnicity were not used as a criterion for selection. Recent literature, in a response to
COVID-19, has returned to examining the interaction between telework and gender,
ethnicity, education, and income (Parker et al., 2022).

Participant Sampling

While criteria were used to determine who qualified to participate in the study, I
relied on specific sampling methods to further identify participants. The main sampling
method | used was purposeful sampling. Purposeful sampling allowed me to select a
sample from which the most can be learned (Merriam & Tisdell, 2016). Also, purposeful
sampling provided the opportunity to gather rich, thick descriptions from participants, by
selecting participants who have experienced the phenomenon under study and within the
context identified. | sent invitations (Appendix A) to 30 participants who | knew, who
have been with a federal government agency for at least one year. The emails were sent
from my George Washington University email address to their work email addresses.

Participants were asked to respond back to the email if they were willing to
participate. From there, Zoom interviews were scheduled based on the availability of the

participants. Of the 30 individuals emailed, five were unable to participate due to a
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change in their work status from full-time employee to contractor. Three participants
were leaving their roles and two participants switched roles in their agencies to move
outside of HR. Out of the remaining 20 individuals, only eight responded.

The participants that did reply and volunteer for the study were asked if they
could recommend anyone else for the study. Snowball sampling, also called chain and
network sampling, was the second method of purposeful sampling that I used. Snowball
sampling is where a few key participants are identified and then asked to provide
recommendations for additional participants (Merriam & Tisdell, 2016). Snowball
sampling allowed me to diversify my sample (Patton, 2015). Recommended participants
were sent an email invitation to join the study (see Appendix B). Seven participants were
recommended in total by other participants. Of the seven, three responded that they
would partake in the interview. Of the three, one continued to reschedule the interview
until they cancelled altogether.

Sample Size

The sample size, in purposeful sampling and in qualitative research, is determined
by the guestions being asked and the data being gathered, but eight to ten participants is
recommended (Merriam & Tisdell, 2016). This study initially aimed for between 10-15
participants and was planned to continue until saturation was reached as recommended by
Lincoln and Guba (1985) and Merriam and Tisdell (2016). Saturation is reached when the
information being heard by participants becomes redundant and therefore no new insights
can be gathered (Lincoln & Guba, 1985; Merriam & Tisdell, 2016). This means that |
actively engaged in analysis as | collected data (Merriam & Tisdell, 2016). The initial

sample size that was contacted was 30 participants. This was to ensure that | would meet

76



or exceed the recommended number of interviews. Eventually, as mentioned in the
section prior, | ended up with 10 total participants.
Data Collection

While studies on commitment profiles utilize Meyer and Allen’s (1997) scale to
identify the profiles based on the strength of each mindset, this study focused on
understanding how federal government employees experience commitment. To
understand the commitment experiences, | conducted semi-structured interviews.
Interviews provide researchers with an opportunity to understand that which they cannot
directly observe, such as feelings, thoughts, and intentions (Merriam & Tisdell, 2016).
Semi-structured interviews allow for researchers to develop an interview protocol that
has both structured and less structured questions (Creswell, 2014; Merriam & Tisdell,
2016). The interview protocol provides a list of questions that move from basic questions
about experience to more reflective questions (see Appendix C). The protocol is based on
questions that emerged throughout the literature review process on theory, research, and
practice, as well as the study’s theoretical framework.

The interview protocol is also based on the organizational commitment
questionnaire developed by Meyer and Allen (1997). While the purpose of this study was
not to measure each individual component of the participant’s commitment profile, the
protocol questions surfaced experiences that speak to certain components — and thus
helped understand the commitment mindsets that make up the commitment profile and
the factors that contributed to the development of the profiles. In the commitment
questionnaire, developed by Meyer and Allen, there are numerous statements such as

‘Right now, staying with my organization is a matter of necessity as much as desire’,
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‘One of the major reasons I continue to work for this organization is that | believe that
loyalty is important and therefore feel a sense of moral obligation to remain’, and ‘This
organization has a great deal of personal meaning for me’, to determine which
commitment mindset the individual is experiencing.

Rather than having the participants rank these statements, | gathered these
answers by asking questions such as: Has there been a time when you thought about
leaving your position? The agency? If so, could you please describe the situation and
how have your thoughts about staying or leaving changed over time? By asking these
types of interview questions, | can better understand the situations that led to them
considering leaving and how they rationalized their decision to stay. Identifying their
motivation to stay can tell me if they feel morally obligated, or if they are emotionally
attached to a person or the organization or practices. Also, by asking the interview
questions: how would you describe your interactions with your colleagues and supervisor
and when thinking about continuing with your current role and organization, what makes
you want to stay? - | could potentially find statements from the questionnaire such as “I
do not feel a strong sense of belonging to my organization’, ‘one of the major reasons I
continue to work for this organization is that leaving would require considerable personal
sacrifice — another organization may not match the overall benefits I have here’, ‘I do not
believe that a person must always be loyal to his or her organization’, ‘I was taught to
believe in the value of remaining loyal to one organization’, ‘I think that I could easily
become as attached to another organization as I am to this one’, and more.

To test the interview protocol, | conducted a pilot with three interviewees. These

three people were not part of the study but had experience teleworking with their
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organizations. One participant teleworked for a medical company, another for a travel
company, and the third for an employment firm. All three pilot participants were women
and worked within human resources. | used semi-structured interviews with each pilot,
with each pilot interview lasted between 45 and 55 minutes. The interview protocol was
not adjusted based on these pilots, rather these pilot interviews allowed me a chance to
refine my interview skills and learn to better craft any probing questions that emerged.
Once | completed the pilot interviews, | proceeded with my participant interviews using
the same protocol and semi-structured interview.

I chose semi-structured interviews for this study because it offered the
opportunity to ask probing questions to further delve into an employee’s lived experience
(Merriam & Tisdell, 2016). The interviews were conducted via Zoom. This allowed the
participant to determine where they wanted to conduct their interview from, and to select
an environment they were comfortable in. Upon conducting the study, I reaffirmed that
there was no right or wrong answer to the questions that were asked, and that my main
goal was to learn about their experiences. At the end of the interview, | made sure to ask
the question: What additional thoughts do you have to share? Is there anything that you
want to add to our conversation that I haven'’t asked that you believe may be important
for me to know? By asking this question, | allowed the participants a chance to share any
thoughts or experiences they did not feel they had a chance to during the interview.

These semi-structured interviews took place online using Zoom. Zoom is an
online video-enabled chat, that does not require membership to use. Zoom typically
allows only for 40-minute recordings for free; however, | used my paid Zoom account to

allow the interviews to continue for 60 minutes. | chose Zoom because it also utilizes low
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bandwidth, so that individuals with low bandwidth access were still able to participate. |
also selected Zoom because Zoom creates separate recordings (i.e., video and audio) that
can be downloaded to my personal computer or the cloud. | set Zoom to record and save
to the cloud, so that | could easily delete the recording once it was downloaded. When the
recording was done processing, | downloaded the audio portion of the recording before
deleting the audio and video components. Before starting the recording, | explained the
purpose of my study and went through an abbreviation of my informed consent. They
were asked to review and approve of the full informed consent prior to joining the
interview. They were also asked general demographic questions that they had the option
not to answer. The demographic questions were not recorded via audio in case the
participant did not want that data shared. After they consented to sharing their
demographic information and consented to being recorded, the recording was started.

The interviews lasted between 55 and 60 minutes. At the end of the interview, |
stopped the recording and explained the rest of the process. Participants were informed
that the audio would be used to generate a transcript. After the transcript was reviewed
and cleaned up, it would be sent to them for review. If they had no edits, they were asked
to just respond that they had no changes. They were asked if they had any additional
questions about the process. Upon having none, the call was ended. When the call ended,
Zoom automatically began processing the recording. An audio file and a video file were
generated. The video file was immediately deleted from the cloud. The audio file was
downloaded to my personal laptop and the original file in Zoom was deleted. Files in the
cloud were immediately deleted, after the audio download, to further protect the

anonymity of the participants.
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The audio recording was then uploaded into my personal Otter.ai account. Otter.ai
is a paid, subscription-based site, which allows the subscriber to upload audios and
videos to be transcribed. This means that the transcript were verbatim. Once the site
initially transcribed the audio, it produced a transcript. I went through each transcript
multiple times on the website. I did this because the site allowed me to actively listen to
the audio while verifying the transcript at the same time. Once | ensured that the
transcripts were accurate, | went through and scrubbed identifying information. The site
only identifies paragraphs based on speakers. So, I entered my name and the participant’s
pseudonym before downloading the transcript. After the transcript was downloaded and
saved, the transcript and audio were deleted from my Otter.ai account. The audio was
also deleted from my laptop to ensure the security of the participants. | stored the
transcripts on my personal laptop, which was password protected and stored in a locked
room.

| then sent each participant their transcript. The document was locked so that only
they could access the interview using a code | gave them during the Zoom interview. The
participants were asked to review the transcripts to see if they wanted to provide further
clarifications, corrections, or deletions. Only one follow up interview was conducted.
That interview lasted 10 minutes. The participants were given a week from receiving
their transcript to provide any corrections. If there were no corrections, they did not need
to return the transcript. Instead, they responded that there were no changes or corrections.
No transcripts were returned with corrections. After each transcript came in and was
approved, | printed a copy of it and then uploaded a copy into Altas.ti. This was so |

could engage in the analysis process and the collection process simultaneously, and so
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that I could make minor adjustments to the interview protocol as necessary for future
interviews, as well as determine when saturation was reached.
Data Analysis

The data analysis process was iterative; | began the process as soon as |
completed the first transcript. The goal of the data analysis process is to make sense out
of the data collected (Merriam & Tisdell, 2016). Because this study is grounded in
interpretivism, the data analysis method is also recursive, and reflexive. There is no one
way to manage the data that emerges in the analysis process. However, coding the data is
recommended (Merriam & Tisdell, 2016). Coding is the process of adding shorthand
designations to the data to help organize and recall information (Merriam & Tisdell,
2016). The designations can a word, letter, number, or phrase, or a combination of them
all (Merriam & Tisdell, 2016). A code according to Saldana (2021), “a word or short
phrase that symbolically assigns a summative, salient, essence-capturing, and/or
evocative attribute for a portion of language-based or visual data” (p. 5). The coding was
multi-cycled, beginning with the first cycle.

In the first cycle of coding, I conducted in vivo coding. In vivo codes are created
by using the participant’s own words. In vivo coding allowed me to utilize the
participant’s own words to summarize and condense the data. Because in vivo coding
honors the participants voice, Stringer (2014) stated that researchers, “are more likely to
capture the meanings inherent in people’s experience” (p. 140). In vivo coding also
provided me an opportunity to confirm that | captured what the participant found
significant and helped me to crystallize and condense their meanings (Charmaz, 2014).

The in vivo coding was done in the Atlas.ti program. | went through each transcript
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separately and added the in vivo codes. After completing in vivo coding, | went back
through and did descriptive coding. Descriptive codes are one or two-word codes that
identifies the primary topic of select sections or excerpts (Saldana, 2021). This type of
coding is, “essential groundwork for second cycle coding and further analysis and
interpretation” (Wolcott, 1994, p. 55).

Once my transcripts had the first round of coding complete, | reached out to a
peer in my dissertation writing group. | asked that peer to read through the transcript, as
well as the coding. | asked them to review my codes and to let me know if there were any
potential codes | may have missed, or codes that could have been better suited. To engage
in peer review, | sent the interview to my peer in advance as well as the codes. | was able
to send that package via an Atlas.ti project file through email. They were given two days
to review it. We then scheduled a time to meet via WebEXx to talk through the codes |
assigned throughout the interview. This allowed me to gauge my peer’s initial reactions
and to actively talk through thoughts they were having at that moment.

My peer asked me to walk them through my process. | explained the purpose of
my study. They highlighted that I could extend my coding to longer lengths, as opposed
to just one or two words. One question they asked was whether my codes were aligning
with my theoretical framework. | responded that this was only in vivo coding and
descriptive coding, which uses the participant’s own words, phrases, and sentences.
Those codes aligned with the theoretical framework but did not explicitly use the same
language. For example, instead of a participant saying they were affectively committed to
their work, they may have stated ‘I love what I do’, links to affective commitment

without using the works ‘affective commitment’. Once | explained that, they went
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through and validated my coding. They also highlighted that | could begin coding in the
interview sooner. | went back after the discussion and started my coding at the beginning
of the interview, rather than later in the interview. We also discussed their process and
how they developed participant summaries for their own study. They suggested |
potentially do the same. After completing the peer review, I made all the changes
recommended. | also created a draft of a participant summary. | shared my interviews,
codes, and participant summaries to my dissertation chair.

We talked through the number of codes | saw emerging and talked through the
themes | started to see. We also discussed how some codes seemed similar, for example
“make a difference” and “making a difference,” and how they could be lumped together.
| walked through my analysis process and the feedback I received in my peer review. |
explained my rationale behind creating a participant summary and what my process was
when drafting it. My dissertation chair recommended to continue with the summaries as
another way to look across the data. We discussed the next steps in my analysis process
and then | continued onto the next cycle of coding.

| went through the transcripts a third time to code for any patterns after
completing both in vivo and descriptive coding. Patterns are, “repetitive, regular, or
consistent occurrences of action/data that appear more than twice” (Saldana, 2021, p. 8).
Patterns help to establish trustworthiness in our data because they help the researcher to
determine habits and significances in the participant’s life (Saldana, 2021; Saldana &
Omasta, 2018). Patterns help to solidify the researcher’s observations and meanings
(Saldana, 2021). They can be characterized by similarities, differences, frequency,

sequence, correspondence, and causation (Saldana, 2021). The first cycle of coding
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contained in vivo, descriptive, and pattern coding. At the end of the first cycle, | had 332
codes.

Saldana notes that the first cycle of coding involves the analysis of data, while
second cycle coding is the process of synthesis. In Saldana’s case, he describes synthesis
as the process of putting things together into new groups of meaning. Second cycle
cumulative coding attempts to synthesize the analytical work that was completed in first
cycle coding. I chose to do pattern coding. While | looked for patterns in the first cycle of
coding, pattern coding can also be repeated in the second cycle of coding. Pattern coding
in the second cycle, is the process of assembling similar codes together to further analyze
their commonalities. Saldana (2021) explains that pattern codes can be constructed from
repeated explanations, relationships, patterns of action, and more. | used pattern coding to
help me group my codes into smaller clusters.

Once clustered, | grouped the codes together into themes. Theming the data is an
additional process that is intensive and, “requires comparable reflection on participant
meanings and outcomes” (Sandana, 2021). Coding and theming the data are done
together as opposed to one process being chosen over the other. The purpose of assigning
categories and themes is not to reduce the answer but is instead meant to “move toward
consolidated meaning” (Saldana, 2021, p. 13). Merriam and Tisdell (2016) hold the view
that a category is “the same as a theme, a pattern, a finding, or an answer to a research
question” (p. 204). Saldana also highlights other researchers, such as Rubin and Rubin
(2012) and DeSantis and Ugarriza (2000), use the terms such as category, theme, phrase,
and unit of analysis interchangeably as well. Rather than view them exactly

interchangeably, Saldana (2016) describes a theme as, “an extended phrase or sentence
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that identifies what a unit of data is about and/or what it means” (Saldana, 2016, p. 199).
Whereas Saldana (2021) explains a category as being a short code used to describe the
themes nested within it. A category is a way to label a cluster of themes that are related
(Auberbach & Silverstein, 2003; Saldana, 2021). Using Atlas.ti, | went through the codes
and patterns and linked them together into themes. These themes were further organized
into categories.

Memos. During the coding process, | engaged in memoing. Memos act as a place
for the researcher to journal their thoughts about the data and the research process
(Merriam & Tisdell, 2016; Saldana & Omasta, 2016). Saldana (2021) also emphasizes
that memos provide researchers with the opportunity to document their reflections on
coding, coding processes, coding choices, themes, and as a place where the researcher
can “dump their brain” about their participants and process. My memos included small
notes | made in the margins of the printed transcript while | was reading through them.
Memoing was done during the data analysis process as | was reading through the
transcripts and creating the codes, themes, and categories. Any thoughts | believed to be
important or that | thought could be a code or theme, were noted in the memos. Memos
were used to create summary points and to highlight passages to help construct the
participant summaries. | also utilized memaos to reflect on my relationship, if any, to the
participant and how | may have related to their work or my own organizational
commitment experiences. | wrote about things I may have found intriguing in the
interview and identified anything that surprised me, which Saldana (2021) notes as a
recommended by Sustein and Chiseri-Stater (2012). My field notes were consolidated

into my memos to keep track of my process and thoughts in one spot.
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Field Notes. Field notes are the researcher’s documentation done during the data
collection process that help track any personal or subjective observations and
interpretations (Saldana & Omasta, 2016). Field notes can include the participant’s tone,
facial expressions, methodological issues, and any personal responses (Maxwell, 2013;
Saldana, 2009). Field notes also can include the physical setting the participant is in,
nonverbal communication, and any additional notes that the researcher jots down during
the interview (Merriam & Tisdell, 2016). Field notes were chosen because they provided
space for me to write reflective points, which is useful with theme development (Creswell
& Poth 2018). During the first two interviews, | took field notes during the conversations.
At the end of the interview, | opened a Word document and typed up my field notes. It is
imperative that field notes are typed up as soon as possible after the interview (Merriam
& Tisdell, 2016). Field notes are meant to be highly descriptive (Merriam & Tisdell,
2016), so | wrote observations detailing the setting each participant was in, if anyone was
around them at the time of the interview, and their general demeanor. My field notes also
included any initial reactions | had about the setting the participant was in (Merriam &
Tisdell, 2016).

Trustworthiness

All research should be concerned with producing knowledge that is not only
reliable and valid, but also knowledge that was ethically gathered and crafted (Creswell
& Poth, 2018; Merriam & Tisdell, 2016) and to have a study that is credible and
trustworthy, careful attention was given to the data collection and analysis process

(Merriam & Tisdell, 2016). Multiple strategies were employed to enhance the accuracy of
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my findings (Creswell, 2014). The following strategies were used to address concerns
regarding trustworthiness.

Subjectivity statement. Prior to the data collection process, | acknowledged my
own subjectivity regarding organizational commitment and telework. This study emerged
from my own personal experience with teleworking, while employed by the federal
government, due to COVID-19. My time teleworking provided me with insight about my
own telework preferences and commitment experiences, as acknowledged in my
subjectivity statement (see Appendix D). By identifying my subjectivity, | was mindfully
able to ensure that | was excluding my own perceptions and biases. | used my subjectivity
statement and the process of epoche throughout the research process, from data collection
through analysis. Epoche is the process of setting aside assumptions and biases about a
phenomenon to understand how that phenomenon is experienced in the world of the
participant. | revisited my subjectivity statement throughout the analysis process and
revised it when | left my position with the federal government.

Pilot interviews. In the pre-data collection phase, prior to interviewing a
participant, I conducted three pilot interviews, as mentioned earlier in this chapter. The
pilot interviews were with women in various industries; however, all three women
engaged in telework and worked in Human Resources. The data gathered from these pilot
interviews were not used in the dissertation. Pilot interviews were beneficial because they
helped to ensure my protocol was clear and ensured that | was asking the appropriate
questions to uncover the data | needed. | reviewed the pilot interview transcripts with my

dissertation chair and discussed whether the questions asked were achieving their goal.
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While no adjustments were made to the interview protocol after the pilot interviews, |
refined my skills as an interviewer to better prepare for the interviews for the study.

Peer review. A peer review is considered a discussion with a colleague, or
colleagues, regarding the “process of study, the congruency of emerging findings with
raw data, and tentative interpretations” (Merriam & Tisdell, 2016, p. 259). As discussed
in the data analysis section, | completed a peer review. After the first cycle of coding, |
asked a peer researcher to review my codes with the goal of identifying codes I might
have missed or to offer another perspective on the codes | used. | further refined my
codes and explore my rationale for identifying those codes because of these discussions.

Reflexivity and an audit trail. Reflexivity is where the researcher identifies how
they affect and are affected by the research process (Probst & Berenson, 2014). It
requires critical self-reflection and enhances a study’s rigor and quality. Reflexivity
occurs prior to data collection and is relied upon throughout the collection and analysis
process. | utilized my memos to journal any biases, dispositions, or assumptions | had as |
went through the research process. By reflecting on my perspectives, beliefs, and
assumptions throughout the data analysis process, | hoped to reflect on how my values
may have influenced how | developed the findings and conclusions. | also described how
| came to the interpretations | did. Throughout the entire process | kept memos that acted
as a research journal. After each interview, | reflected on what | observed and heard
during the interview in my field notes. Then, I moved to my memos to document my
feelings and thoughts about the interview. | also used my memos to reflect on my

subjectivity and any thoughts or feelings | had during or after the interview.
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My journaling through memos continued through the coding process and gave me
additional space to review why | selected the specific categories | did. Journaling
provided me ample space to reflect on the knowledge and perceptions | brought to the
study, into my interactions with participants, and data analysis so that | could be critical
and ensure my views are not replacing those of the participants. Journaling through
memoing helped facilitate internal validity by creating an audit trail, so that those looking
to recreate the study can understand what I did and how I arrived at the conclusions | did.
This process of memoing created an audit trail, which also helped with establishing
confirmability (Lincoln & Guba, 1985). An audit trail provides documentation of the
procedures and decisions made surrounding the data collection, analysis, and
interpretation process, and can help to clarify any concerns with the study.

Member checks. Member checking is a common strategy that researchers rely on
for credibility (Merriam & Tisdell, 2016). Also known as respondent validation, member
checking is a strategy that allows the researcher to solicit feedback (Merriam & Tisdell,
2016). | completed member checking after each interview. Once each interview was
concluded, it was transcribed using Otter.ai. It was then reviewed for accuracy against the
audio file before the audio was deleted. The transcript was then sent via password
protected email to the participant to review. The participants were able to engage in
member checking during that time, as they could have provided corrections to the
transcript. No participants had corrections they wanted made and thus member checks
were complete.

Rich, thick description. Rich, thick description is necessary for transferability

and credibility (Creswell, 2014; Crewswell & Poth, 2018; Merriam & Tisdell, 2016).
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When a researcher provides rich, thick description, it means that the researcher is
“providing enough to contextualize the study such that readers will be able to determine
the extent to which their situations match the research context, and hence, whether
findings can be transferable” (Merriam & Tisdell, 2016, p. 259). When gathering rich,
thick data, I continually reflected on the following questions (Merriam, 2009):
e Have | gained a detailed description that represent the range of participant
views?
e Have | gathered enough data to identify appropriate categories?
e Does the data reflect the depth of the experience, and does it support those
themes?
e Did I lead the participant in my questions that would lead to an inaccurate
analysis?
e Did I experience any emotional responses to answers? What were they? If so,
did I allow those responses to cloud my interpretation of a participant’s data?
| detailed the answers to these questions in my memos throughout the data
analysis process. | also relied on my field notes to ensure that | was capturing the setting
of the study and interviews appropriately.
Human Participants and Ethics Precautions
The validity and reliability, or otherwise the credibility and trustworthiness of the
study, is dependent upon the ethics of the researcher (Merriam & Tisdell, 2016). First and
foremost, before | began my study, | obtained approval from my committee as well as the
Institutional Review Board (IRB). Both groups ensured that | developed a study that

followed the guidelines provided. Once I had approval, | began by recruiting participants.
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To gauge interest, email invitations were distributed to potential participants. The
invitation stressed that participation is voluntary, and that confidentiality would be
preserved. Participants were provided with an informed consent form to verbally consent
to, that discussed ethical precautions and what was expected in the process.

Participants were also reminded that they could leave the interview at any time
and could withdraw from the study if they felt uncomfortable. Confidentiality was
maintained by assigning participants pseudonyms and ensuring that no real names were
included. All records were saved on a private and secure laptop, which was password
protected and stored in a locked room, that only I had access to.

Conclusion

The aim of this study was to understand how federal government employees, who
telework, describe their organizational commitment experiences as well as the factors that
shape their organizational commitment experiences. Exploring their experiences provided
valuable insight not only for commitment theory, but to organizations and leaders who
look to foster and maintain commitment. In the next chapter | delve into the data that

emerged from conducting this study.
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CHAPTER 4: FINDINGS

The purpose of this study was to explore the lived organizational commitment
experiences of federal government employees who telework. This purpose was chosen to
help further out understanding of commitment profiles, the factors that shape federal
government employees’ commitment, and the focus of their commitment (Arciniega et
al., 2018). This study was conducted in response to a call for additional research on
commitment mindsets and commitment profiles (Dello Russo et al., 2013; Hansen &
Kjledsen, 2017; Kam et al., 2016; McNally & Irving, 2010; Meyer et al., 2019),
particularly as they occur in emerging work contexts such as in those where the practice
of telework is utilized. This study addressed the following research questions: How do
federal government employees, who telework, describe their organizational commitment
experiences? and what are the factors that shape their organizational commitment
experiences? To explore these research questions, a basic qualitative study was
conducted using semi-structured interviews (Merriam & Tisdell, 2016). The interviews
lasted one hour and were conducted with 10 participants via Zoom. The data collection
and data analysis process are further detailed in Chapter 3.

This chapter presents the findings that emerged from the analysis of the
participant interviews. This chapter is divided into three sections: participant
demographics, commitment profiles, and themes. The first section briefly highlights the
demographics of the participants involved. The second section presents the commitment
profile for each participant. The third section, on themes, identifies the themes that
emerged from the analysis of the profiles.

Participant Demographic Characteristics
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Participants were selected using convenience and snowball sampling (Merriam &
Tisdell, 2016), as described in chapter 3. At the beginning of each interview, prior to the
recording started, participants were asked to provide demographic information, and were
asked for consent to include their information in the study.

Demographic. Participants ranged in age from 29 to 62-years old. Each
participant identified their age, gender, and race. Three of the participants were male,
while the remaining seven were female. Three participants identified as Black, two
participants identified as Hispanic, three participants identified as White Caucasian, one
participant identified as Middle Eastern, and the final participant identified as Asian.

Degree of education. Nine of them had graduated college with a bachelors’
degree. One participant was finishing her bachelors’ degree. Two of the participants had
advanced, or masters’ degrees, and one was completing their masters’ degree.

Time employed. The range of years the participants were employed by the
federal government varied. At the time of the study, the shortest tenure (i.e., time
employed by the federal government) was three-and-a-half years, while the longest tenure
was 12 years. The average tenure of the participants was seven years. One participant’s
time with the federal government was not continuous. Dolly worked for the federal
government for eight years before she was laid off. She was rehired by the same agency a
year and a half later and has been with them for the past 12 years. Nine of the 10
participants spent their tenure with their original agencies. One participant had four years
with one agency, before transitioning to another agency.

Telework. At the time of the interviews, everyone was teleworking because of

COVID-19. All participants either began teleworking prior to or at the beginning March
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2020. Half of the participants were participating in telework prior to the initiation of
COVID-19 telework practices. Only one employee had teleworking as part of their initial
job position and in their contract. Four participants negotiated the option to telework, on a
routine basis, with their supervisors. The remaining five participants were provided with
the opportunity to telework in response to COVID-19. Only two participants, confirmed
that telework would be a permanent practice. The remaining participants were uncertain
as to how long they would be offered the opportunity to telework. Dolly was the only
participant that teleworked every day. One participant teleworked four days a week.
Seven participants teleworked three days a week. One participant teleworked from home
two days a week.

Role. Participants identified their role as the title they were given at the time of
hire, as well as the tasks they were assigned. Of the 10 participants, one participant
(Maria) left their role with their team to seek another role with another team. Another
participant (Thomas) switched roles when he changed agencies. Three of the participants
(Abigail, Martha, and Peggy) held the same role throughout their tenure in their agency.
The remaining seven participants received title changes, which were considered
promotions, and included a change in their specific work tasks. All the participants
worked within the Human Resource department of their agency. Three of the participants
(Thomas, Eliza, and Dolly) held supervisor positions, while the remaining seven
participants were in subordinate roles.

Table 2, below, summarizes the participant demographics introduced in this

section.
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Table 2

Participant Demographic Characteristics

Name Race Gender Age  Years with Current Years Teleworking
Agency with Current Agency

Aaron Black M 62 4.5 3

Abigail Hispanic F 29 8 4
Alexander Black M 39 55 2.5
Angelica  White F 53 10 2

Dolly Middle F 57 12 5

Eastern

Eliza White F 41 10 3

Martha Asian F 34 7 3

Maria White F 40 35 2

Peggy Hispanic F 35 6 2

Thomas Black M 45 7 2

Commitment Profiles
This section presents the analysis of the organizational commitment experiences
of each participant and their commitment profiles that emerged from the data analysis
process described in chapter 3. A commitment profile represents a combination of
commitment mindsets that surfaced in the analysis (i.e., affective commitment, normative
commitment, and continuance commitment). The profiles represent the participant’s

profile at the time of the interview; however, some participants highlighted times when
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their commitment profiles were different and events that triggered a change in their
profiles. The profiles described are for the participants’ current roles at their agencies.
Before delving into the findings, it is important to define the terms based on the literature
and based on how participants defined them. Through the interviews, participants
described having commitment to more than just their organization. In the commitment
literature, this is referred to having dual commitment or having multiple targets of
commitment. Participants identified the following targets: supervisor, team, mission, and

role. Table two, below, reiterates the common definitions described in chapter 1.

Table 3
Definitions
Term Definition
Telework “a work flexibility arrangement under which an employee performs

the duties and responsibilities of such employee's position, and other
authorized activities, from an approved worksite other than the
location from which the employee would otherwise work” (OPM,
2011). For participants, telework was defined as the ability to work

from home for a certain number of days.

Organizational | Meyer and Allen (1991), Meyer and Herscovitch (2001), and Meyer
Commitment | et al. (2006) define commitment as a binding force between an

individual and a target or a course of action.

Commitment | Reflect an individual’s commitment and the various degrees in which
Profiles they experience affective, normative, and continuance commitment.

(Meyer et al., 2012; Meyer et al., 2015).
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Affective Affective commitment is defined as an employee’s decision to remain
Commitment | committed to an organization because of a positive emotional
identification (Allen & Meyer, 1990). It is a person’s desire to be
attached to or involved with a specific target (Meyer & Allen, 1990;

Meyer & Herscovitch, 2001).

Normative Normative commitment is determined by an employee’s decision to
Commitment | remain committed to an organization because he or she feels obligated

to stay (Meyer & Allen, 1991).

Continuance Continuance commitment is defined as an employee’s commitment to
Commitment | an organization because the perceived benefits of staying outweigh

the benefits of leaving (Meyer & Allen, 1991; Meyer & Allen, 1984).

Individual Profiles

The following are the commitment profiles for each individual participant based
on their commitment experiences.
Aaron

Aaron has been with his agency for four and a half years. Aaron did not have an
agency preference. Instead, he applied for roles that offered an opportunity to telework
because “[he] knew he would be going through some changes” (i.e., Aaron’s parent
needed support after a medical diagnosis). As he was applying for jobs, he stated that this
position “fell into [his] lap” while he was talking with a former colleague. When he was
first hired, Aaron focused on recruiting new hires and onboarding them. Aaron also

worked on budgeting; however, he stated he, “had to back off some because [his] mother
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is in a situation where she’s not doing well...so [he’s] had to back off some of the
assignments [he] was working on.” Now, his work is more project based to
accommaodate his personal needs. At the time of the interview, he was working on
reviewing and updating handbooks and investigating any harassment and discrimination
claims.

When talking about his experience with his agency, Aaron described a
commitment profile that featured both affective commitment and continuance
commitment mindsets. Aaron’s target of his affective commitment is to his role. He
stated that his role provides him with the opportunity to help those who want help and
that is what makes him “love [him] job and what [he] does.” Aaron explained that his
performing in his role “help[s] people find jobs and work with them on their career,”
which he has always “found rewarding.” He stated that his current role and previous
roles in HR provided him with “a chance to make a difference and to feel as if [he] was
doing some type of good.” He mentioned that when job hunting, he always looked for
roles and organizations where he could “use [his] skill set — which has always been in
human resources, working with people, and helping people...cultivating employees who
feel their wellbeing is being looked over.” His role in his current agency, “offer[ed]
[him] an opportunity, not only to use those skills but grow those skills as well.” When
asked about where his passion for his various roles stemmed from, Aaron explained that
he has always had a strong desire to work with and help people. He originally began his
career as a social worker; however, people he was often assigned to help did not want the
help. He also explained, as a social worker, that they were often short on resources and so

he did not feel as helpful as he would have preferred to be. He chose human resources
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because it allowed him to “help people that actually wanted help.” His connection to his
role comes from his passion for “working with people.” So, when he has assumed a
human resource role in various organizations, and his current agency, he fully commits to
it and stays emotionally connected to it. He stated that he, “love[s] what [he] do[es] and
being able to help and contribute to [his] agency.”

His continuance commitment was expressed through his desire to remain at the
agency because of the flexibility it provided it. He stated that he stays because, “it’s a
much more balanced schedule, less responsibility. I’'m able to telework...so, this gives
me the flexibility to manage some of the things that | need to manage on a personal basis
and still work.” Aaron expressed that with other jobs, “they aren’t going to be flexible,
especially for requests that might help with work and home balance — or for [him] —
balancing work and caring for [his] parents,” which is why he does not think about
leaving his agency. When asked if he would leave the agency, Aaron stated, “[he] will
stay with this place until [he retires],” since they are “giving [him] the flexibility that [he]
needs.” At the time of the interview, his current supervisor was “letting [him] basically
choose the projects that [he] want[s] to work on or not work on now,” which is an option
he did not have in previous roles with previous organizations.

In previous roles, at other organizations, Aaron’s affective commitment was not
only to his role, but to the organization as well. When trying to understand what made
him emotionally connect to other organizations, and not his current agency, Aaron
explained it has to do with the environment. For example, he expressed his love of his
last job came from “the camaraderie on the job itself. [He] had the opportunity to manage

people. [He] had the opportunity to do things that [he] had never done before...[he] really
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loved [his] boss.” He stated that it came down to having “close working relationships
with good people” and having an organization that “had good work ethic and they
rewarded good work — whether it would be praise or they’d bring in food. Everybody
seemed to be pulling their weight.” With needing to telework in his current role, Aaron
does not have that camaraderie with his current colleagues.

When he described where his motivation for his current commitment comes from,
he expressed that the motivation for his commitment over the years has always come
from the same sources. One source is his own internal drive to, “go in and get the job
done” as well as finding motivation from “working around people,” because he “wanted
to be around people, liked being around people.” He explained that he was driven by a
“need to feel like [he’s] contributing, that [he’s] doing a good job, and really at the end of
the day, [he’s] working with people and helping them.” He also explained that work has
always “brought [him] satisfaction and interaction. It gave [him] a purpose and it was
fulfilling.” The other source of his commitment came from his family. He “grew up in a
hardworking family. Everyone in [his] family worked very, very hard...working was
second nature. You show up, you do your best...Seeing [his] parents work hard in their
jobs to provide for [him and his siblings], then seeing [his] brothers do the same...it just
sets a sort of standard.”

Overall, while Aaron does not find an emotional connection to the federal
government or to his agency, as he has in the past with other organizations, he felt
emotionally connected to his role. Even though he planned to stay with the agency

because of the flexibility they offer, he still aimed to do good work and get the work
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done, no matter the time commitment required. His work ethic and motivation to work
evolved from watching his family role model their own commitment.
Abigail

Abigail did not anticipate working for her current agency or the government. She
had just completed an internship and was notified by a friend that the position opened
with the agency. Abigail jumped at the chance because it would help her earn enough
money to get a new car, give her health insurance, and help her figure out where she
wanted to go. She explained that what drew her to the agency was the “financial
stability...it was an indefinite job...they gave [her] benefits...and the opportunity to gain
experience.” Even though she did not anticipate working for the agency, she has been
with them for eight years. Her responsibilities in her role included filing, helping with
budgets, and “working on a new internal communication process.” She defined her role
as “running the run in the office.”

Abigail’s commitment profile reflected both examples of normative commitment
and continuance commitment to her agency. She explained that because her role with the
agency is her first “big girl job...it’s [her] first real job” she felt she “owe[d] it to them
[to stay] for giving [the job] to [her] and for giving [her] the opportunity.” She expressed
feeling indebted to them even though a series of incidences have caused her to feel
disengaged from her role and from the agency. She described her current work
environment as being “a toxic work environment...where there’s a lot of backstabbing
and gossiping.” She also emphasized the importance of her staying because of the
benefits, health insurance, a “nice 401k,” and “decent time off...a decent sick leave

program.” She summarized that her continuance and normative commitment stem from
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“those two big things... the benefits and the feeling like [she] owe[s] them something.”
To sustain her commitment, she found “[her] own ways of trying to avoid dealing with
the pessimism that was there.” She said, “[she] just go in, do her work...[she] keep to
herself and tried to not have the others bring [her] down.”

Abigail described a shift in her commitment since she first started. Originally, she
found herself feeling connected to the agency and found herself desiring to be in a
“senior lead” position. She also talked about feeling connected to her colleagues and
supervisor. She stated, “[she and her colleagues] had a pretty good relationship.” She
also expressed that her supervisor “was pretty nice...very supportive. He would talk to
[her] about the type of work [she] wanted to be doing and what [she] would like to
do...he was great about helping [her] to progress in [her] role and help [her] find ways to
be useful or productive.” She added that she felt connected to her role as well because
“[she] actually enjoy[ed] [her] work, organizing, finding ways to make the office flow
better, using logic to sort things out and make things easier on everybody...[she] got a
kick out of that.” Abigail stated, “[she] enjoy[ed] that kind of work, trying to figure out
what people needed and helping them find what they needed.” She summarized she felt
connected to work that was, “more hands on and helping to improve the workflow and
making things easier for those working in the office,” she felt particularly drawn to her
role because it was a way for her to “be helpful.” She even exhibited pride in the work
she did “actually moving and redoing [their] record system so that all of the things and
records [they] had in their system” were better organized. She said that while “it
sound[ed] like a tedious task, [she] really enjoy[ed] organizing and creat[ing] systems

that made everything flow and easier to find, access, and reference.” Even though she had
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moments where she enjoyed her role, she identified the point at which her commitment
profile shifted. Abigail “like[d] the type of work [she did] and enjoy[ed] it.” She
explained that after “a series of incidences...[her] goal [was] to find a different
profession.” The incidences in question caused her to feel “looked down upon, and that
[she was] undeserving — and [made her] want to leave. It [made her] feel as if [she]
picked the wrong career or wrong option.”

When she described her motivation to remain committed to her work, Abigail
explained that “what really gets [her] motivate[d] to complete the job or finish the task at
hand is definitely the desire to make the people that [she was] working for — make their
jobs easier, their lives easier, so that way they know that they can rely on [her].” She
added that, “[she] grew up in a family that was always helpful, always going out of their
way to help, and [her] parents always volunteered [their] help.” She explained that “it
was just second nature — the desire to make things better, to help others, to make life
easier...there’s a good sense of fulfillment that comes from knowing [she was]
helping...[her] motivation is really to help and to make things better not only for those in
the office, but the organization itself.” Abigail gave credit to her father who, “always
instilled very good work ethic in [her].” She also credited television shows and her
parents for instilling in her a sense of wanting to “make a difference” and “leave the
world a little better than it was left.”

Originally Abigail joined the agency to find stability and gain experience. At first,
she found herself being affectively committed to her role, her colleagues, and her
supervisor. However, after having a few negative events occur, Abigail’s commitment

shifted to her current profile that reflected both normative commitment and continuance
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commitment toward her agency and her role. Although she did not describe an emotional
connection to her agency or to her role at this time, she still found motivation to get her
work done and to continue to devote herself to her work based on values instilled in her
by her parents and the television shows she grew up with.

Alexander

Alexander has been with his agency for five and a half years. Alexander began his
career with the federal government shortly after college. He held other roles with both the
state and federal government. His responsibilities at the time of the interview included
talent development, professional development, onboarding, budgeting, and budget
management. He also highlighted his role in assisting with strategic planning, because he
“get[s] to see the team’s smaller picture and how that fits into the grand scheme of
things...how [he] is contributing to the bigger picture and to the success of the
organization.”

Alexander’s description of his commitment experiences reflected a continuance
commitment mindset. He stated, “COVID made [him] question a lot of things...you’re
hit with a pandemic that has such mixed messaging and its absolute chaos.” While he has
never “felt the urge to leave,” he did mention that “[he] learning quite quickly how to
compartmentalize. [He] compartmentalize[s] the politics and what’s happening and just
keep[s] focusing on what’s in front of [him].” He did add that, “if another opportunity
presented itself with higher pay and less drama...[he] may consider it.” Originally, when
applying for his current role, he chose it because “[he] wanted to stay working in the
government, but wanted a position that [he] could grow in. [He] wanted an agency that

[he] could get a promotion at, increase [his] skill set, and have job security with” and
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with an agency that “had a mission [he] could align with.” When probed further about
the decision to stay with the federal government, he explained that ““it was familiar, it had
great benefits, and it was helping people.” Now, he stated, “[he’s] not wedded to the
government.” He remained continually committed because “[he] like[s] the perks. [He
has] great health benefits and retirement.” He also noted that, “[he] joined the agency
and the government because the mission of the government is to make society better and
function better — so the government kind of acts like a medium or this vehicle to do good
work...[he’s] not committed to the government like [he] was.” This change in
commitment happened “the longer [he] stayed, the more [he] thought — the politics, the
bureaucracy.”

As he described his experience in his agency, he noted that “[he doesn’t] think
that the agency values it [his role] ... at the end of the day [they] are all cogs in the
wheel. [They] work to make things go more smoothly, but [they] are all replaceable.” He
felt the same way when it came to discussing the relationship he had with his supervisor.
He circled back to the cog in the wheel metaphor. In discussing his role, he summarized
that “right now [his] work is somewhat meaningful in that [he’s] helping the agency run
more effectively or making the employees transition in and out more smoothly,” but at
the end of the day he was still looking for a role that “[he] really want[s] to put [his]
name on.” He further added that “[he] needed to feel fulfilled. [He] needed to feel as if
[he’s] contributing.”

Alexander noted, “that at the end of the day [he’s] committed to doing good. It
doesn’t matter what level of good.” He described two areas that motivated him. The first

area was “[he’s] driven by [his] own standards to do well, do better than what [he] was
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doing,” which he derived from “seeing [his] mom work so hard and...from just [an]
internal drive to challenge [himself] and keep pushing to do better.” He continued, “part
of [him] wants to excel and prove why [he] should potentially get a promotion.” The
second area of his motivation came from “just want[ing] to help others.”

Angelica

Angelica has been with her current agency for 10 years. Originally, she was
contracted by another organization to assist the agency with human resource needs. After
completing her contract with that organization, she was approached by the Director of
Human Resources at her current agency who said, “just think about working for us.”
Through negotiations, they crafted a role for Angelica at the agency. She stated, “[they]
actually created a position that didn’t exist before for the agency when [they] did that.”
Since accepting the role, her role has changed a little bit. She added, “[her] role since
then [has changed] because [the agency] reordered a little bit here and there...it’s
changed a little bit as the needs of the agency have changed.” Angelica’s current day-to-
day responsibilities were working on finance, managing the agency’s internal community
and oral communications, and helping with strategic planning.

Her commitment profile, at the time of the interview, exhibited affective
commitment to her role, the agency, and her supervisor, while also expressing
continuance commitment to the agency. Regarding her affective commitment to her role,
she explained that she felt connected to the role because it “was interesting” and “more
unique,” and that “no day was exactly the same.” She appreciated that her role offered
her “diversity in who [she] was working with and helping.” She expressed being very

attracted to the role and to the agency because it was “super attractive” to “develop [her]
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role together.” She added, “they already knew [her] skill set...and knew [she] could get
things done.” She also loved that her role allowed her to “look ahead to how [HR] can
make things better” and that she “love[d] doing process improvements and things like
that, and, where can [we] go from here.” When asked about her connection to her role,
she stated, “[she] love[s] what [she’s] doing. [She] truly love[s] it.” Angelica provided
an example of how she “spearheaded an internal directory site” that she was “pretty
proud of.” Not only did she emphasize that she loved her role, but she also stated, “[she]
love[s] this place.” Part of the reason she loved the agency was because the agency,
“supports anything [an employee] want[s] to do on a learning curve and professional
development.” Another reason she loved the agency was because of the people. Angelica
also highlighted that “the people drew [her] in...and [she] worked with somebody in
every single center or office...so [she] thought they were really great people as well.”
Angelica also emphasized that she also felt committed to her supervisor, because she
“totally [felt] supported in anything [she did].”

Her continuance commitment is expressed when she explained her desire for
more telework. She explained, “as [she] gets older, [she does not] care as much about
professional growth. [She does not] really care if [she] move[s] up anymore.” She
explicitly stated, “the pandemic has made [her] want to shirt to wanting a telework job.
So, in the next two year, [she] will probably be moving to something that is either largely
or almost all teleworking.” However, she stressed that to leave she would need to make
sure that “[she’s] not taking a severe pay cut.” Angelica discussed how between COVID-
19, and having a significant other, she desired more “work life balance.” She mentioned,

“to have a partner and then that workaholic mentality...it’s unfair to them to work too
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long hours and not be able to give them part of [herself].” Angelica also added that not
only did the uncertainty about telework influence her continuance commitment, but new
changes stemming from her director leaving, “might make [her] want to make other
changes sooner rather than later.” Angelica noted, “the pandemic has made major shifts
in [her life].” She added, “[she’s] just as committed to [her] role and [her] job, and the
people [she] works with, but [she] feel[s] less committed to something — [she doesn’t]
know how to describe it... [she doesn’t] feel the same as [she] felt before the pandemic.”

As she described her commitment, Angelica defined herself as a “workaholic.”
She described as “there never being an end of the day” for her. She said, “[she] was
always super, chop, chop, chop, let’s get everything done.” Her explanation for her full
commitment to a role or organization came from “family values.” She added, “[her]
parents and extended family all had great work ethic...and [she] always looked up to
[her] older sister, who was a great role model...there were no slackers.” She included
that when she “get[s] connected to the people or to a particular project” she also found
herself fully committed.
Dolly

In total, Dolly has been with her agency for 20 years. At the 12-year mark, her
position was dissolved, but then she was rehired again. Her role with the agency has
changed over time, but her work focuses on hiring processes and contractor agreements.
She expressed pride in a new application that she and her team implemented that she said
would “save time and money” as well as make operations “smoother.”

Dolly’s commitment profile highlighted affective commitment towards her

supervisor, team, and her role, with continuance commitment toward the agency. When
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talking about her supervisor, Dolly described how her supervisor has given her autonomy
over the years but was always willing to “drop on whatever call.” She identified them
having a “great working relationship.” She stated feeling lucky that she has a “team of
eight and they are wonderful.” Of the eight team members, she worked with two of them
for four years before becoming their director. The other six team members she “brought
on.” She appreciated that she felt “[she] could trust them to be able to do their job.”
Dolly summarized that “[she] love[s] the people [she] work[s] with. They’re the ones that
are keeping [her] here...[she] like[s] working with [her] boss and [her] team. [They]
work well together and have been and have been doing good work.” When asked about
her role, Dolly explained that she was always “excited” by her role, because always felt
that “[she could] make a difference” and has “been doing that for a long time.”

Dolly emphasized that her commitment toward her agency has changed. She
stated that when she started with the agency, “[she] loved it” because it provided her “so
much learning and [she] was doing a lot of different things.” She added that she
originally thought “[she] finally found an agency that [she] wanted to work at and be a
part of.” However, now Dolly expressed that “there’s so many games that [she] feel[s]
are being played even more so now than years ago...and [she’s] considering changing
careers, changing jobs...because it is so stressful.”

She identified that her motivation for work and the way in which she commits to a
role stemmed from “really strong work ethic” she had as a kid and that “[her] mom had a
strong work ethic.” She has always enjoyed working, especially if “it was people
facing.” Her motivation also came from “want[ing] that organization to succeed. And the

only way [she] can make sure they’re succeeding is if [she was].” She also expressed
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motivation in knowing that her colleagues are benefiting from her work. She summarized
“it’s just always been how [she] operate[s] and how [she has] come to approach [her]
work, and honestly when it’s something [she] enjoy[s], it isn’t hard to find motivation.”
Eliza

At the time of the interview, Eliza acknowledged that she had been with her
agency for 10 years. She was encouraged by someone she said, “was such a god to [her]”
to apply to the position, even though she thought “[she] wouldn’t cut it.” In her current
role, Eliza managed “multiple offices in multiple countries” to “ensure they are
complying and have what they need to be successful.” Her responsibilities also included,
“budgeting, vetting proposals, creating proposals, working on an email campaign” and
“employee training.” She emphasized her training of “others and helping them to know
how to teach...and make connections and build sustainable systems” has been really
“meaningful to [her].”

Eliza’s commitment profile included affective commitment to her role and to the
mission of her department within the agency. It also included normative commitment and
continuance commitment to her agency and the federal government. When looking at her
personal connection with the mission and her role, she stated that she “felt drawn to the
mission” of her department, and that it “was important to [her].” She found “the part of
the agency that [she] work[ed] in to be really meaningful, and [she] can do good work
that makes a difference.” She also added “[her] department, of the agency, does work
that is transformational, that reaches out to others, and that tries to help others.” She
explained that her role provided her with “a sense of purpose” and an opportunity to

combine “what [she] know([s] academically” and “[her] experience.” She appreciated
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being able to “find [her] work meaningful” and knowing that her “work is impactful.” It
was also important to her that her work was “satisfying,” and that satisfaction came from
seeing “professional growth in our partners, and then also in the specialists [she] work]s]
with.”

Eliza expressed concern over leaving her role. She felt obligated to stay in her
role for fear that “if [she] left this job, which [she] could, that there wouldn’t be that same
sense of meaning for the person that comes in after [her] and let’s these connections and
processes fall apart.” Eliza also felt that if she left her role, her replacement “may just
disregard the work or may not even go” where needed. Her concern stemmed from
knowing that her role really has “to balance all the sides that are involved, all the parties
involved” and knowing that “the meaningful work [would be] lost.” Eliza even went so
far to say “[she] can’t seem to let go of [her] job.”

When she described her relationship with the federal government, she said “[she
doesn’t] find the US government that compelling, especially depending on who is in
office,” she added that “it can be truly demotivating at times.” The government, she
explained, “is all transactional. It’s based on the administration and changing priorities. It
doesn’t care about its employees, or the missions of the different agencies and
departments.” As she explained her relationship with her specific agency, she stated the
agency was “not that committed to [them]...and [didn’t] provide [them] with a lot of
support.” Eliza emphasized that while she found her department compelling, “the agency
— [she doesn’t] find compelling at all. It is a business. It functions. It has turnover. It leads
a lot of people to burnout.” A lot of times “if you forget to do [something], or you don't

know how to do it - no one really cares” and “it takes a lot of pushing to get stuff done.”
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The mission of her agency often “gets forgotten and lost, depending on the leadership,
depending on who is in charge” and there were times when “carrying out being a
representative of America was difficult.”

Eliza never mentioned her commitment experiences changing. Eliza identified

99 ¢¢

herself as always being “very independent,” “an overachiever” with “big dreams,” and “a
little bit of a workaholic.” She has always been “driven by the notion of serving others”
and “trying to make change and help build capacity.” Her desire to “uplift” and do “a lot
of good for humanity” drive her commitment to her work and motivate her. Her ability to
still find her role “meaningful” was also a contributing factor to her commitment. If she
“can see an impact,” she remains committed.
Martha

Martha had been with her agency for seven years. Her responsibilities included
leading “the welcome process...the new employee orientations” and included meetings
“with anyone who had questions about their career.” She summarized her tasks centered
around “employee management” and “employee learning.”

Martha’s described affective commitment toward her supervisor and her role,
with continuance commitment toward her agency and the federal government. Martha did
not express any emotional connection to the federal government. Her motivation for
joining the federal government was two-fold. The first reason was because “[her] family
[said] the government is good to work with because they provide a good pension.” The
second motivation was linked to her perception that “if [she] worked for the government
[she] could make a bigger difference...helping society as a whole.” Martha’s connection

to her agency was like her connection to the federal government. She identified that she
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remained committed because the agency provided “something that was stable, that [she]
wasn’t working 80-hour work weeks” and “gave [her] more balance between [her] social
life and work life.” The agency also provided her with flexibility she did not anticipate
receiving at another organization. During her tenure with the agency, she has found that
the agency “just kind of trucks along to maintain the status quo.”

When it came to her role, Martha stated that she was “very passionate” about it,
because she was “helping those that [she could]” and “at the end of the day, that’s what
matter[ed].” At the time, she felt she was “meeting [her] purpose and meeting [her]
mission.” She also added ““it’s hard to explain, but at the end of the day [her] gut [was]
telling [her] that [her role was] good and fulfilling.” For Martha, she also found a good
connection to her supervisor. She stated, “[she’s] very lucky. [She has] a very good
supervisor, who’s kind, who’s reassuring, who’s very helpful.” Martha appreciated that
her supervisor was “always encouraging” and gave “a lot of praise.” She explained that
she felt that her supervisor really “fostered a good relationship” with her and said her
supervisor “motivates [her] in [her] work.”

Martha attributed her motivation and commitment to the influence of her family,
“who really shaped [her] attitude...and how [she’s] always approached things in life.”
She explained, “they were all big into their work™ and stressed that when “you did things
you didn’t do them half-assed. You committed yourself to it and you did it, and you did it
right. You dedicated yourself to something.” They also taught her to “work hard for it
and appreciate it.” She was also “very driven by this notion of doing good for others,
helping others building community, and how [she] can make a difference.” She identified

as being “very self-driven” and that has always been reflected in “her role and [her] life.”
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Maria

Maria joined her agency three and a half years ago. A few months ago, she
intentionally switched roles within the agency. In her prior role, she was responsible for
“two mailboxes, two calendars, and then logistics for the entire team.” The
responsibilities included with her more recent role included budgeting, preparing and
reviewing proposals, and reviewing employee policies.

Maria expressed affective commitment towards her role and the agency’s mission,
and continuance commitment toward the agency. Her continuance commitment toward
the agency is described through her experience with the agency, when she stated, “[her]
experience at this agency taught [her] that you can be at an organization that doesn’t
follow the same trend.” That trend meant providing her with flexibility and support,
which she found with her new team and not the agency. She believed that the “priority
for the agency is the bottom line and on what the ‘head’ believes is a priority.” She also
added that “when the agency continues to undermine [her] work, or the team, or
continues to put money over what is needed” it creates a tense environment. The agency
provided her with “stability while [she] was in school” and access to “interactions with
people” that were “enough to keep [her] intellectual curiosity going and keep her
motivated.” When the opportunity presented itself for her to leave, she continued with the
agency because “[she was] very familiar with the systems, with their culture, and [knew]
how to navigate certain situations.” Her affective commitment to the mission was
demonstrated when she stated that it is a “mission that is kind of close to [her]” and that
“motivates [her] outside of the team.” Her passion for the mission and her role is

expressed when she talked about them both being “huge motivations” and something that
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“[she’s] always found satisfying.” Maria identified feeling connected to “the mission
because of [her] past experiences as an immigrant and coming from a conflict.” She
found her work satisfying because of the “bigger impact” she felt it made and that she felt
she was “able to help those around [her].”

Maria noted that since joining the agency, her commitment shifted. She identified
various events, including discrimination, that caused her to become disengaged from the
agency. Maria explained that she “was sharing an experience when [she] felt
discriminated against, with [her former] supervisor. And she [the former supervisor]
justified it.” She believed that her commitment, “ebbs and flows” because of “really,
really bad weeks or months...where [she] had a hard time reconciling the kind of
treatment [she received] with the mission of the agency.” After those experiences, she
purposefully engaged in “detached commitment, where [she’s] emotionally detached,
while being committed to the role and the mission.”

Maria’s expressed her commitment to work came from her experience as an
immigrant. She explained, “nobody knows you. You don’t have a network. So, you sort
of take what you get, in a sense, when it comes to work.” She added as an immigrant,
“you take whatever opportunities are there.” Maria also noted her continued commitment
to her work because of her “desire to make meaningful change”.

Peggy

Peggy has been with the agency for six years. She first came to the agency
through a temp agency, where she completed a contract with her current agency. She was
then offered a position with her current agency, after they were able to see the quality of

her work and her dedication. At the time her responsibilities included budgeting, strategic
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planning, reviewing new hire information, recruitment, employee engagement efforts,
and onboarding.

Peggy’s discussion highlighted both affective commitment and continuance
commitment in her commitment. Her affective commitment for her role was expressed as
she explained, “[she’s] still so engaged in it.” She added that she loved her role because it
provided her with a chance to be in a supportive role and has always “been drawn to
administrative roles...and strategy.” Peggy really appreciated that in her role “[she’s]
allowed to take the lead on how [she does] things, and how much involvement [she has].”
When it came to onboarding, she most appreciated doing orientation, “because [she]
know([s] how great it felt to fell welcomed on the first day of the job, and how you always
appreciate those colleagues who go out of their way to make you feel welcomed.” She
stated, “[she] really enjoy[s] that part of [her] job — engaging with new people.” Peggy
also took pride and passion in her role because she was able to “support in the best
capacity that [she] can,” “[she gets] recognized for that...and [she] feel[s] like HR is the
‘guardian’.” When asked about her notion of feeling like a guardian, she related it to
being a “high school counselor” and that it was “gratifying to [her] because [she] like[s]
being able to take people and say - how can [she] help.” The way in which Peggy spoke
about her supervisor also highlighted her feelings of affective commitment to her
supervisor. She was grateful to her supervisor because “she believed in [her] and she
gave [her] a chance to prove [herself].” They have “a great working relationship...a good
dynamic...[she] feel[s] respected and that [her] role is respected.”

While Peggy described that she felt committed to the agency, she emphasized that

her commitment has changed. Originally, she felt displayed feelings of affective
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commitment to the agency. She explained that she was grateful to the agency because
“[she’s] been able to grow in [her] career.” Peggy described feeling “drawn here, because
it just felt like a great place to work for.” She also added that she was drawn to the
agency because “they have great values and a good mission.” However, even though it
has been a “good place to work,” it was not a “good place to work forever.” Now that she
has almost finished her degree, she no longer envisioned herself staying at the agency.
When it came down to why her feelings toward the agency shifted it was in part because
of getting and degree, but it was also in part of not feeling “fully respected for who [she
is] and all the skills [she] bring[s] to the table” and “no longer hav[ing] to prove
[herself].” Peggy expressed that her feelings toward her supervisor would also be
shifting, because her current supervisor was retiring.

Peggy took pride in identifying herself as a first generation and paid tribute to her
parents for instilling values in her. She stated, “it all goes back to [her] parents...they
were the type of folks who kept the same job for more than 20 years. This taught [her]
dedication and diligence. It also made [her] understand the importance of consistency. So
that’s what [she’s] always done. When [she] go[es] to work — [she] think[s] of them and
what they did.” She attributed her commitment and passion for her work to watching her
parents work hard for their dreams. When asked about her dedication to her work, Peggy
explained “[she’s] helping people get hired. [She’s] the first set of eyes on applications. It
means that [she] need[s] to dedicate [herself] to [her] role and make sure that [she’s]
being thorough...[she] could potentially have someone miss out on a great opportunity if

[she’s] not thorough. So that, the integrity of [her] work, is what moves [her].”
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Thomas

Thomas has been with the federal government for seven years. A year and a half
ago, he switched agencies. Thomas first joined the federal government after retiring from
the military. He decided to work for the federal government, because “[he] had a flavor
for the industry” and because “it’s the federal government, it was not necessarily about
profit before people.” He selected the first agency because it “was a people centric
organization” and it “was across the street from the university” he pursued his PhD at.
He has since shifted to another agency, where his title has changed to that of a leadership
role. His responsibilities included designing learning opportunities for employees within
the agency. He explained “[he’s] responsible for all agency wide learning” including
“research, designing curriculum, and development to yield a high level of satisfaction
amongst the workforce.” Some of his most recent responsibilities included updating the
website, liaising with universities, and handling contracts.

Thomas described continuance commitment toward his role, the agency, and the
federal government. When asked about his relationship with the federal government, he
expressed that during the Trump administration “everything just went into chaos mode.
There was no stability, leadership, there was no structure. It wasn’t an environment that
[he] was comfortable in anymore professionally.” Since then, his attitude towards the
federal government has shifted. He felt that the government no longer prioritized learning
and development. Thomas reflected, “[he] was becoming disengaged.” He added the
federal government “is a very pretentious environment. It’s not many people of color.” In
some way he felt that “it’s a burden of choice. [He felt] like [he has] to represent

[himself] as a person of color, to demonstrate to these non-people of color that are very
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pretentious, that question [his] ability — to demonstrate that [he’s] very capable.” As far
as his connection to the agency, he appreciated his role and “the salary they offered was
more competitive to match the market,” adding “the pay is beyond anything that [he]
could ever imagine making in the federal government.” Thomas expressed being
interested in the agency solely because “there’s the money piece and the role.” When
asked further about his role, he expressed that he was motivated because of “the pleasure
that [he has] of leveraging [his] technical expertise.” He found satisfaction in identifying
“missed opportunities” and having the “technical expertise to fix that.” However, Thomas
stated, “everything that [he’s] learning and [he’s] doing is preparing him to do something
different” and preparing him for a future role elsewhere. He added, “[he] just show[s] up,
gives 100% and then out after eight hours. [He’s] successful in [his] time that [he]
spend[s], but [he is] not motivated, really, to do anything extra.”

Thomas’s motivation to show up to his job and commit to a role came from his
desire to serve. This notion of service came from his 20 years of service in the military.
He explained that in the military he found “an organization that was very purpose
centered, very structured, and fostered an environment for leadership.” However,
Thomas’s motivation also came from more tangible items in the form of salary and being
able to afford the lifestyle he preferred. He expressed that he commits to his roles because
“[he] just really like[s] the opportunity to continue to serve as [he did] in the military, and
focus not being on profile, but instead the focus being on people.”

Summary
Everyone highlighted various mindsets comprised their commitment profile. They

also identified having multiple targets of their commitment and for some, they expressed
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feeling multiple commitments. Table 4, below, summarizes the commitment mindsets

expressed by the participants as well as the targets of their commitments, which informed

their commitment profiles.
Table 4

Participant Commitment Profiles

Name Affective Normative Continuance
Commitment Commitment Commitment
Aaron Work No Agency
Abigail No Agency Role
Alexander No No Role, Agency
Angelica Role, Supervisor No Agency
Dolly Role, Team, No Agency
Supervisor
Eliza Role, Mission Agency Federal Gov’t
Martha Supervisor, Role No Agency
Maria Role, Mission No Agency
Peggy Role, Supervisor No Agency
Thomas No No Role, Agency, Federal

Gov’t

Overall, there were six participants who indicated that their relationship with one

component, or more, had changed. For example, Pre-President Trump, Thomas enjoyed

working with his agency because it was less about a profit and more about serving the
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community. After the change in the administration, and perceived change in priorities,

Thomas’s connection to his agency changed. Therefore, his previous profile indicated

affective commitment prior to the administrative change. Post administrative change, his

profile reflected continuance commitment to his agency. Table 4, as seen below,

highlights the profiles participants identified having prior to a major event.

Table 5

Former Profiles of Participants Who Noted Change

Name Affective Normative Continuance
Commitment Commitment Commitment

Abigail Role No Agency

Angelica Agency, Role, No No
Supervisor

Dolly Agency, Role, Team, No No
Supervisor

Maria Role, Agency No No

Peggy Role, Supervisor, No No

Agency
Thomas Role, Agency No Federal Gov’t

As seen in the table above, six participants mentioned a change within their

commitment profiles from the time they began their role with their agency to the time of

the interview. Table 5, below, summarizes the changes participants highlighted and the

reasons why their commitment profile changed.
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Table 6

Commitment Profile Changes

Participant Commitment Change Reason

Abigail AC to NC/CC: Agency Promotion Revoked and
“infighting”

Angelica AC to CC: Agency CoVID

Dolly AC to CC: Agency “Political games” over time

Maria AC to CC: Agency, Supervisor  Discrimination, Micro-
Aggressions, Team Tension

Peggy AC to CC: Agency Went back to college

Thomas AC to CC: Role, Agency Trump Administration

Summary. When asked how participants who telework experience organizational

commitment, the findings of this study indicate that participants experienced multiple

commitment mindsets at a time, to various targets. Targets mentioned included: work

(human resources or individual responsibilities), team members, supervisor, and mission

of the agency. The findings also reveal that the profiles they experience have the

possibility of changing over time. Those changes can sometimes be triggered by a

significant event. In the case of this study, significant events such as COVID,

discrimination, and administrative change, led to a noted change in the participants’

commitment profiles. The purpose of this section was to answer the how employees

describe their commitment experiences. The next section explores factors that shaped the

participants’ commitment profiles.
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Themes

Throughout the data analysis process, numerous themes emerged and were
organized into categories. A category is a way to label a cluster of themes that are related
(Auberbach & Silverstein, 2003; Saldana, 2021). The following categories were created
to house the themes that emerged: relationships, helping, and exchange. Almost all
themes were grouped under these categories based on how they related to one another. A
theme that was not nested into a category was the theme of “meaningful work.” This
section begins with a discussion of meaningful work and will then discuss the themes that
emerged in each of the three categories.
Meaningful Work

“Meaningful work” was noted by numerous participants when they described
their work that reflected affective commitment. Those who identified having meaningful
work were often affectively committed to their roles. Meaningful work was defined by
participants as “impactful,” work that is “making a difference,” contributing to
"meaningful change.” One participant, Martha, defined meaningful work as work that
was “helping society as a whole” which would “help more people.” Another participant,
Dolly, described meaningful work as work that was “helping to make things go smoother
and find solutions sooner.” Dolly also added that meaningful work was work that she was
“excited” about and work that made her “feel like [she] can make a difference in the
morning when [she] get[s] up and gol[es] log into work.” Aaron stated that meaningful
work presented him with an opportunity to help “people find jobs” and a “chance to make
a difference and to feel as if [he] was doing some type of good.” Eliza defined

meaningful work as work she perceived to be “impactful” and that she found “[was]
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making a difference.” Maria based her ideas about meaningful work in terms of whether
her policies or policy changes were implemented, as well as the results the implemented
work had.
Maria: | guess the best way I can describe it, or I hope that when I’m doing my
work, | can see it being implemented. | can see that it is being reviewed or | am
collaborating with others to bring it to a head or fruition. In the past, | was given
busy work. Well, not busy work, it’s work that could be meaningful...I am direct,
and | want to know that I am doing my work and doing it correctly, and that it is
going somewhere to make something better.
While Maria stated that seeing her work implemented would determine
meaningfulness, Abigail’s identification of meaningfulness linked to meaningful change.
Abigail: T guess, what I mean is it’s like, you know, that what you’re doing is not
meaningless. Like the position the company that you work for is contributing

something to society that is helpful...it’s something that you like. It’s something
that you’re proud of.

29 ¢c

Overall, participants used terms such as “meaningful change,” “meaningful,”
“meaningful work,” and “meaningful way” interchangeably. The term “meaningful”
explained how participants connected to their work or to the agency. That connection to
meaningful work was also expressed or described as a reason the participants decided to
stay in an organization or leave their organization. Meaningful work was also described
as participants spoke about how they felt strongly about their organization or their work.
Meaningful work most related to those who expressed a strong emotional
attachment or affective commitment towards their role. For some, meaningful work was a
factor that contributed to the sustainment of their continuance commitment. Two
specifically stated they planned to stay, even though they were no longer felt a strong

desire to the agency. They described how they were willing to stay in unfavorable work

environments, because their work was meaningful to them. For Dolly, she felt that there
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were too many political games being played, while Eliza felt generally the organization
was unsupportive. However, both identified meaningful work as a reason to stay.

Eliza: The work is meaningful. The work is impactful. It is making a difference.
And | worry that if I leave this job, which I could, that maybe there wouldn't be
that same sense of meaning. I mean I find this work meaningful, but let’s say the
person that comes in after me — doesn’t and let’s these connections and these
processes fall apart. Or when times get tough — that person may just disregard the
work or may not even go to that location... I’m just staying for now because I still
am doing meaningful work and I’m at a place where I’ve established good
rapport.

Dolly: I want something that I'm excited, or | feel like | can make a difference in
the morning when I get up and go log into work. You know, and | felt like | have
been doing that for a long time. We’re creating the best system possible for the
agency and its constituency. Like, to me, it's all experience to, you know, if we're
putting a great product out for those in the agency to understand, you know, if it’s
giving them the information they need, and it is working well and is it helping to
make things go smoother and find solutions sooner. We work well together and
have been doing good work, work that is rewarding and is making a difference.

This was highlighted by Alexander, who identified that the meaningful work he
was doing was enough to sustain him and support his continued employment in the
agency.

Alexander: I mean it’s nice to have benefits and stability, but at the end of the

day, I want to be doing work that inspires me and makes me jump out of bed in

the morning. Not like okay, yeah, | did this well and this happened, pat on the
back, clock out. So yeah, in five years definitely somewhere else, but for now |
couldn’t tell you where or what I expect to be doing. Right now, my work is
somewhat meaningful in that I’m helping the organization run more
effectively...but I want something that at the end of the day — like give me a gold
star or wow, | really want to put my name on this.

Summary. Participants who expressed having meaningful work were those who
expressed an emotional connection to their role (i.e., affective commitment to their role).

For some, that emotional connection to their role, or meaningful work also contributed to

their continuing in the agency reflecting their continuance commitment.
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Relationships

The relationships participants had within the organization also shaped their
commitment experiences. The category of relationships includes the following themes:
relationship with colleagues, relationship with supervisor, and the relationship with the
organization. Relationships were important to almost all the participants. Those who
expressed commitment mindsets of affective commitment and continuance commitment
spoke about relationships as a contributing factor. However, for some, relationships
influenced whether they were committed to more than one target such as: the team,
agency, or supervisor.
Relationships with Colleagues

Most participants highlighted the importance of their relationships with their
colleagues when they described their commitment. Aaron, Maria, and Angelica
emphasized that relationships with colleagues were critical in the early stages of their
commitment whether they were describing aspects of affective or continuance
commitment.

Aaron: It’s all about personalities...If you don’t get a good feeling, if there’s just

not that personality connection — then that’s not a position you want. | thought

that was very important — with the people that |1 would be working with and

working for, to have a good fit personality wise.

Maria: | think chemistry is underrated. That was one thing that was important to

me. How do | fit into the team? Do | bring anything new? And do they add any

value to my growth. I have found that chemistry...with your coworkers can really

be transformative...If you have that kind of support, that is provided by an

environment where everybody is invested in everybody’s success — that’s really

transformative.

Angelica: The people drew me in. So, | had worked with not just the VP of HR at

the time, | had her boss, who was the senior vice president at the time. And | had
worked with somebody in every single center, or office, in the organization. So, |
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met a lot of people around the organization, and | thought they were really great
people as well. So, the job attracted me specifically, but also the people.

Angelica found that her team not only attracted her to her role, but also
encouraged her to stay and sustain her commitment. While the relationship with
colleagues was important in fostering commitment, others identified their relationship
with their colleagues as being factors that contributed to the sustainment of their
commitment. Alexander and Martha explained that their relationship with their
colleagues assisted them in overcoming challenges. By having colleagues that support
them through obstacles, and rough days, both Alexander and Martha explained that the
support helped them decide to sustain their commitment to their agency.

Alexander: They’re a pretty good group. There’s one person on the team that’s
been there forever. We kind of kid around with him and call him grandpa. Well
past his prime of working but does it because it’s better than sitting around you
know. Then the rest of the team is my age. We come from different backgrounds
— so like I’'m coms, another is accounting, another is international relations...we
are a hodge podge group, but we work well together. Now that we’ve been
teleworking, we do virtual happy hours. We each have our own strengths and we
get along. So, I think there’s more personal connection there — in the group than
with [his supervisor]. But not any back patting or high fiving. Just a mutual
respect for one another. I like the dynamic I have with my group. I think if that
piece was missing, I wouldn’t be unhappy, but I wouldn’t be happy either. I think
having that interaction with them, however small, rehumanizes things. It makes
you feel like you’re a part of something.

Martha: So, with my colleagues, you know, it's nice to have that connection to
them. Be able, especially if it's a frustrating day, and you just want to throw it all
up in the air to reach out to my colleague, who is going to make me laugh, and
that's going to be good person, that's going to help me through those rough times.
So just saying my interactions very, I'm grateful for them, the friends I do have at
the agency.
Both Alexander and Martha, they felt a bond with their colleagues. Having an
emotional connection, or a bond, was frequently identified as a factor in the participant’s

affective commitment towards their team. When a bond, or emotional connection with
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their team, was absent, participants’ statements reflected continuance commitment. Maria
described her relationship with her former team and how it shaped her continuance
commitment to it.

Maria: You’re not included in lunches, or in outings and stuff because of your
association with the big boss...I also discovered that somebody was going for the
job that I received, who was working on the team, and they didn’t get it. So, there
was friction on the team that I wasn’t aware of...I kept internalizing and
wondering if | was doing something to cause that until | learned the backstory.

After leaving her former team, Maria found another team to work with at the
agency. She reflected on her better connection with her current team and appreciated the
healthier environment they provided her. She summarized, “I think there is more
equality. We listen to each other...we hear each other out.” She expressed her
relationship with her colleagues as having changed and stated, “[her] immediate team
[was] really important to [her]” and was “meeting [her] needs.”

Dolly also found that her team was a big reason for her tenure at her agency.
Dolly felt a real bond with her team, and her statements reflected affective commitment
towards them.

Dolly: Especially with, between myself and one of the girls on my team, | have
20 years with the agency, she's been with the agency, 15 years. So, we have
contacts in those other areas that are still here that we're still friends with, we have
those relationships, that they're able to feed us that information. And, you know,
and we do the same for them when they have issues, you know, trying to keep that
open working relationship, that you're not just reaching out to them for issues or
to do touch bases to see how we can be doing better...I feel very lucky that um,
two of the girls have been with me for two years they were coworkers for you
know, before | became a manager two years ago, and then my boss moved them
under me. And in the last year, | brought on six new folks. So now | have a team
of eight and they are wonderful. They are so independent; | don't have to hold
their hands. I love the people | work with they're the, they're the ones that are
keeping me here. So, yeah, | mean I think | only stay through all of the stress
because of them. You know I like who I’m working with for the most part or like

I like my boss and my team. We work well together and have been and have been
doing good work.
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For many participants, having positive interactions with their team members, or
colleagues, provided a better environment for them. However, participants indicated that
when there were negative relationships with the team, their commitment would change or
shift to reflect continuance commitment. Eliza found that her relationship with her co-
manager, coupled with her inability to find meaningfulness in her work, amplified her
desire to seek out another role at the agency.

Eliza: | had a horrible co-manager, who shouldn’t have been there. Didn’t do

anything they were supposed to. Terrible demeanor. | mean — made the office just

a toxic place to be. They didn’t want to be there, and they were just there to

eventually retire. | wanted out.

Eliza eventually found another role that allowed her to avoid working with that colleague.

While the opportunity to change roles, or transition to a new team facilitated
participants ongoing commitment to the agency, this was not the case for Abigail. Abigail
described how the level of toxicity from her colleagues changed her strong commitment
to the agency and instead she felt a sense of obligation to stay, which reflects normative
commitment in her profile. Abigail described her relationship with her colleagues as it
contributed to her shift in commitment.

Abigail: A toxic work environment, honestly, people...infighting starts, you

know, and I'm not saying it's something that like I'm involved in, but when | see

it, like, when I observe it happening, it kind of tends to spread like a cancer

throughout the organization. Not everybody gets along that kind of thing, but a

toxic work environment, when there's a lot of backstabbing, a lot of like,

gossiping. You know, like if somebody retires and somebody thought they were
going to get the position and then didn't get the position, and then spends the next
you know, year. You know, being pretty salty about it, | guess, is a mild way to
put it... I'm just, you know, coworkers just being, you know, acting like petty
little children. You know, in the seventh grade. I'm like, we're adults here. You're
going to act like that. I don't, I don't have time for this.

Summary. Overall, having supportive colleagues was emphasized for participants

and shaped participants’ commitment experiences. Participants expressed that when they
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had a good team, their interactions with their team members assisted them in coping with
stressors. Those who felt bonded to their team expressed there were times when the bond
played a role in sustaining their commitment to their agency.

Relationships with Supervisor

Most participants mentioned their relationship with their supervisor as a key
component of their commitment. For example, participants who expressed affective
commitment to the organization frequently described a positive relationship with the
supervisor. While some identified the relationship as a factor in their commitment, others
identified their supervisor as the target of their commitment. Those supervisors who
demonstrated support, guidance, and were willing to contribute to the participant’s
growth, were more likely to be targets of commitment than supervisors that did not
demonstrate those qualities. Abigail explained how her relationship with her supervisor
helped her to feel more connected to her role at the agency.

Abigail: So, | mean, | would say pretty good relationship, you know. My

supervisor was pretty nice, you know, um, very supportive. He would talk to me

about, like, the type of work | want to be doing and what | would like to do. You
know, creating small goals to help with office efficiency and to help with, like,
the daily workflow pieces...He was great about helping me to progress in my role
and help me find ways to be useful or productive that wasn’t just doing basic
almost secretarial work.

Abigail’s supervisor helped her to feel more connected to her role, because he
helped her to envision goals. Angelica and Martha highlighted their supervisors’
mentorship and encouragement as examples or reasons why they felt positively
connected their supervisor.

Angelica: I happen to work for the person who's responsible for professional

development. So that makes it easy. Um, | am, if | want to go learn something,

take a LinkedIn learning course... If [ want some mentorship, I have the support
to take the time to go do it. | can get help or ideas how to do it from my boss. So,
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| - I mean, | totally feel fully supported in anything I can do. If I'm at a loss for
what to do, how do | go about achieving this goal, or gaining some skills that |
need or beefing up some strings, | need to gain what | need to get that goal? |
have that support to brainstorm on that too.

Martha: My interactions with my supervisor, very, | mean, it's always good. I'm
lucky, I have a very good supervisor, who's kind, who's reassuring, and who is
very helpful. She gives a lot of praise, which is nice, and she's always
encouraging, but also really enforces the idea of don't burn out, you know, take
your time. Don't overwhelm yourself. And she really helps to ground me. | get a
lot of support from her. And I'm looking at going back to school and for my
master's and she is super supportive. She's helping me navigate the application
process... | feel like she's really fostering good relationship something I never
really had in the past...I really have to say I appreciate my supervisor now and
how she is one motivates me in my work.

Aaron emphasized that overall, he had a supportive supervisor. His positive
relationship with his supervisor motivated him to stay committed to the agency.

Aaron: I talked to my supervisor...we talked about currently offloading a few of
my projects, so I have less responsibilities. So, she’s been able to provide that
support to me as well, which is what you really should have at your place of
employment — a supervisor that understands and is able to provide support
without overextending themselves or your colleagues.

Appreciation was also a big factor when it came to supervisor and employee
relationships. Peggy emphasized that she felt appreciated and respected in her work as
described below:

Peggy: Under my supervisor’s guidance, and you know, her great, just managerial
ways. [ don’t know how else to say it. But like, she believed in me, right, she gave
me that chance to prove myself. | mean, literally, everyone around me has their
degree...l am fortunate to have a great working relationship with my supervisor.
Um, we have a good dynamic, I think when it comes to communicating. So even
from the beginning, again, I've just been very fortunate that we have been able to
work with each other, um, you know, she allows for me to provide my input, but
she's always giving me constructive feedback. And | appreciate that and she does
it in a way where | still feel respected. I still feel like you know, I'm like, I'm
being that my role is respected. You know, it's often that when you're in a
supportive role, you're often overlooked, because you're doing the work for other
people that eventually get the credit for it, right? But it's like, and then they get
the special things and you're like, oh, man, well, but with my supervisor, you
know, she's always found ways too, even if it's just a small email, forwarding a
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small email with a compliment, like, hey, by the way, this was said about you,
those things go along those micro experiences to me go a long way, like I don't
need the big promotions every year. But if you can show me your appreciation,
frequent frequently, then it makes me more engaged in my work, and it gives me
more motivation to do my work well and operate at my best...it's important to
maintain that dynamic. And my supervisor and | have had open communication
and that, in turn has given us, you know, a smooth work relationship.

Those who described a good relationship with their supervisor expressed that their
supervisor was the target of their commitment. For some, having a good relationship with
a supervisor contributed to the participants overall commitment to the agency. However,
not all participants felt supported by their supervisor. The lack of relationship with his
supervisor contributed to Alexander’s lack of connection to the agency, and how he
committed primarily to “keep going” reflecting his continuance commitment.

Alexander: I just assume he values my contributions? | mean — he’s one of those

people that doesn’t really say thank you or show appreciation. He’s really quiet.

So really the only time you hear from him is when you aren’t doing your job.

Unless we’re in a meeting and he’s delegating tasks. If you have a new idea — he’s

open to hearing it and will say ‘good job’ or ‘mock something up for me’. So I

think that it’s appreciated, but you really never know. Guys aren’t really known to

dole out praise. I guess I don’t feel either way. I don’t feel praised but I don’t feel
like I’'m doing wrong. I guess I circle back to the cog metaphor. As long as the
cog is functioning properly it keeps going. That’s what I do. I keep going.

Eliza felt mistreated by her supervisor leading to a lack of connection to her
agency and to her supervisor.

Eliza: ...Instead of being treated with kindness, and someone explaining to me

how it’s supposed to work, I was treated a little bit like — as though | was a child

who didn’t know what I was doing. And no one likes to be treated that way. It’s
not nice. No one likes to be talked down to — it’s demoralizing.

Eliza stayed in her position because she was committed to her role as noted earlier

in this section when she described her relationship with meaningful work. Maria also felt

a lack of connection to her supervisor. After years reporting to that supervisor, Maria
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applied for another role in the agency that would allow her to work with a different

supervisor.

Maria: | was sharing an experience when | felt discriminated against with my

supervisor. And she decided to justify it...It was just one day where there was just

so much going on. And when I say so much going on, a lot of things were not
communicated down to me. So, as I’m sitting in my cubicle, my supervisor comes
to me and just starts, you know, it was like a rage and yelling altogether...I was
very confused. And I think it was a combination of confusion and shock, that this
is happening to me....it was just overwhelming. So that was probably the most
severe time and then there were other microaggressions, | guess, like micro
discriminations...like saying because English is not your first language...you’re
not good for this task...That made me question how it is an agency with this
mission is really failing at sort of treating people within it.

Because of the tumultuous relationship with her supervisor, Maria felt less
committed to the agency and questioned whether she felt the agency was meeting its
mission. However, when Maria changed teams, the relationship with her supervisor
changed. Her commitment to her supervisor returned as she found a better connection
with her new supervisor. When asked what it was about her current supervisor that made
their relationship better, she explained the following:

Maria: My current supervisor...he made it clear that he said ‘I’m not going to

track your hours, you know, I trust you are an adult...we know why we’re

here...as long as you get things done...I trust you to manage your time...so that’s

something | find really, really rewarding in a supervisor. This level of trust and
freedom. That’s really important for me.

Summary. Participants felt a strong emotional connection with supervisors who
demonstrated care and support for the individual, particularly, during turbulent times.
Examples of this support included opportunities for professional and personal
development. Participants felt appreciated when their supervisors provided them with

autonomy, praise, and encouragement. Those who had stronger relationships, that
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reflected affective commitment, with their supervisors, were more likely to stay in their
job, and stay committed (through affective or continuance commitment) to their agency.
Relationship with the Agency and/or the Federal Government

Participants felt that their relationship with the organization, its mission, and
values was another key factor in how they experienced their commitment. Most
participants expressed this in terms of why they decided to stay in the organization. When
participants expressed that they did not feel a strong connection to the organization or its
mission and values, they discussed leaving the organization. Some participants identified
moments where they thought about leaving versus staying. Maria actively weighed how
she felt mistreated by the organization, with the mission of the organization. The
treatment made her question her relationship with the agency.

Maria: I mean, I’ve had some really, really bad weeks or months, during the

three and a half years where | had a hard time reconciling that kind of treatment

with the mission of the agency. You know, sort of this dissonance or hypocrisy.

So those were times when I’ve considered to look elsewhere...and then there

were times where | could see myself continuing.

There were numerous incidents that led to Maria’s emotional disconnect from the
agency. Some included a lack of respect to initiatives and projects. She noted that one of
big turning points was when the agency failed to release a statement condemning the
insurrection on January 6, 2021.

Maria: The priority for the agency is the bottom line and on what the “head”

believes is a priority. A great example is with the DEI initiatives. Our last “head”

did not respond to the Black Lives Matter movement or the riots against them.

They did not speak out about the January 6™ insurrection and condemn the nature

of it, when many of those in the agency wrote and signed a letter asking for

acknowledgement — it was brushed aside. It was not until the next person in that
position — that our concerns were heard. Even then, that person didn’t do much
better. I am here to do a job, but when the organization continues to undermine

my work or the team or continues to put money over what is needed — it can make
things tense.
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While Maria essentially began with a strong affinity to the agency, her
experiences at the agency made her question her relationship and commitment. Both
Maria and Thomas experienced some level of discrimination, whether it be based on their
race or language. While Maria faced more direct discrimination, Thomas described the
federal government as having a pretentious culture, expressing that he felt as if he needed
to prove that African Americans can be successful.

Thomas: This is a very pretentious environment, it’s not many people of color. |
feel like personally, it’s a burden of choice...I feel like I have to represent myself
as a person of color, to demonstrate to these non-people of color, that are very
pretentious, that question my ability to demonstrate to them, I’ve very capable,
but no one is just not curious about how they view people who look like me.

Thomas indicated that this pretentious environment prevented him from forming
an emotional connection to the federal government. Maria and Thomas both had
experiences that have led them to feel less connected, emotionally, with the agency and
the federal government. For Eliza, her feelings towards the agency and the federal
government were based on her overall experience. She expressed her lack of commitment
to the federal government below:

Eliza: I don’t find the US government that compelling. Honestly, especially
depending on who is in office. It can be truly demotivating at times. Especially
when you don’t get the support you need from above or other agencies. Then,
there is a staffing shortage. I don’t find the agency, that I am with, that compelling
of an institution. Like overall, the institution that my department is a part of — |
don’t find compelling at all. It is a business. It functions. It has turnover. It leads a
lot of people to burnout. I mean — even my department has a lot of burnout....
depending on the leadership, depending on who is in charge. Depending on the
top lines of our government officials, there are times when | feel carrying out
being a representative of America is — can be difficult. For example, when a
certain administration was in, and the mission changed and the staffing decreased,
it created some tension.
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Eliza continued to express her lack of connection to the federal government when
she stated that “they’ll replace [her]” if she left, making her feel disposable when as an
employee she wanted to hear “stay, you’re so good.” She expressed that, more
specifically, her agency was just “the machine” that did not “care about her.” She added
that her specific agency “is not very committed to [them]” and it can be seen in the lack
“of support.”

Dolly also felt a lack of support from the agency, which contributed to her
fluctuating affective and continuance commitment. She noted her deteriorating
connection to the agency and the federal government came over time as the agency and
the federal government continued to practice policies that Dolly did not agree with.

Dolly: I’m tired of the games which at the heart of every company or every

organization it exists it’s just worse when you’re in the government because

everything is exponentially doubled or tripled, you know, because you’re dealing
with changes at a macro level potentially every four years that can stall or totally
replace or erase four to eight years’ worth of work. I just get so tired of the games,
you know it’s...it"s just so stupid that people treat other people this way and try to
tank others work by going behind their back or, you know, you have to kiss up to
someone to make sure you can keep your team or get your new practices and
programs in place. | am a no-nonsense person. It's draining, it's emotionally and
physically draining... And it's like come on, I really shouldn't be this tired, but it's
mentally draining.

The draining nature of her relationship with the agency and the federal
government kept her from forming an emotional connection, or attachment to the agency
or the federal government. Politics was also the reason why Abigail expressed a lack of
connection to the agency and the federal government.

Abigail: I mean, don’t get me wrong, I work for the government...do I enjoy it,

probably not. You know I think the government tends to get too involved and not

work on things that actually need to be worked on. I think they get their nose in
business they shouldn’t, you know, it’s a big bureaucracy, and what does it really

do — I mean look at our country and how it is now. So I mean, I mean I’m sure
people think that “oh you work for the federal government — you’re so great,
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you’re doing so much for the country” or like “oh you think you’re so great and

you’re making bookoo bucks” ...but at the — the end of the day...it’s just another

job with an organization that’s still trying to get its shit together. So, I wouldn’t
say | enjoy it. I mean do | like the type of work | do? Yes. Am | thrilled about the
organization [i.e., the federal government and the agency]? No.

Summary. The relationships participants had with their colleagues, their
supervisors, or the agency were contributing factors to the type of commitment mindset
they felt towards the team, supervisor, and agency. Those who expressed feelings of
affective commitment, within their profile, or their supervisors, or their teams,
highlighted the fact that individuals could have commitment to multiple targets. Those
who felt committed to their team, or their supervisor did so because they felt supported,
encouraged, and felt appreciated. Positive relationships were mentioned in most cases, in
those who demonstrated affective commitment within their profile, and even with those
who experienced continuance commitment in their profile. Negative relationships were
mentioned in most cases where continuance commitment was a primary mindset in the
commitment profile. The relationship participants had with their supervisors were
considerations when participants decided whether to stay in a position. Therefore, the
commitment a participant experienced towards the target of the supervisor could impact
the commitment towards another target such as the organization. For example, after
multiple negative encounters with her supervisor, Maria looked for other employment
opportunities. Maria’s experiences with her first supervisor impacted Maria’s experience
of affective commitment, within her profile, to the organization.

Both Peggy and Angelica were affectively committed to their organization

because of the support their supervisors gave them, which contributed to the affective

commitment within their profile. For Angelica, she was affectively committed to her
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supervisor, because her supervisor allowed her to co-create her role. With her supervisor
leaving, Angelica felt less committed to the agency. For Peggy, she felt a bond with her
supervisor, because her supervisor helped her to grow in her position and navigate her
way into college. Participants were more likely to demonstrate affective commitment,
within their commitment profile, to the agency if they felt a strong commitment to the
agency’s mission or values. Participants identified the importance of the agency
promoting a mission that served the greater community, as opposed to focusing on
profits. For those who did not feel a sense of belonging or commitment, their continuance
commitment was often relegated by another commitment. Very few participants
described an affective commitment to their agency or the federal government.
Helping

The category of helping included themes of helping others, serving others, and
contributing to something larger. Participants focused on helping when explaining
experiences of affective commitment to their role, their agency, or the federal
government.
Helping Others

Helping others often referred to helping individuals within the agency or within
the participant’s community. Aaron and Peggy described their commitment to their role
because it was an opportunity to help others find a job or improve themselves.

Aaron: | felt I was helping them more to find jobs. So, helping people find jobs,

and working with them on their career, was something that I felt would be

rewarding. It was a chance to make a difference and to feel as if | was doing some

type of good.

Peggy: Something that | appreciate the most what I, what | appreciate that my

role exposes me to is helping other people so, you know, I'm helping people get
hired the first set of eyes on applications. So, what does that mean? It means that |
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need to dedicate myself to my job and make sure that I'm thorough about what |

do, because I'm giving other people you know, if | don't do my job, well, if I'm

not reviewing applications, the way | should, then I, you know, I'm, I could

potentially have someone miss out on a great opportunity.

Helping others was rewarding for both Aaron and Peggy and contributed to their
commitment to their role. Maria was committed to her role because it allowed her to help
others like her, and to combat issues she felt were important. Maria was committed to her
role because it allowed her to help others like her, and to combat issues she felt were
important. Maris described her motivation for her current role came from wanting to help
others.

Maria: I'm working on some new policies regarding discrimination in the

workplace. That is something I’ve dealt with for most of my career. That’s

something I don’t want to see continue or to continue to experience...that’s a

huge motivation, just on a big level...I’m hoping I will make a bigger impact. We

will see. But I think what is motivating me is that | may be able to help those
around me.

Eliza described her desire to help others contributed to her commitment
experience and her decision to she stayed at the agency. This is because she felt that
helping others was part of her department’s mission. She explained how helping others,
through her work at the agency, gave her a purpose and helped her remain committed to
her role.

Eliza: So, my department of the agency, it does work that is transformational —

that reaches out and tries to help others. It gives me a sense of purpose and allows

me to take what [ know academically and combine it with my experience...

Alexander also identified his feelings of purpose in his work as he realized he
could help more people through his role with the federal government. Alexander

explained his commitment to helping others through his work as a trickle effect, where

his contributions help public servants and in turn, they can better help constituents.
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Alexander: I need to know that what I’m doing is, is more than just shuffling
papers at the end of the day — you know who is it really helping? What am | really
doing? If I can’t answer — answer the question of who is it really helping, or what
difference is it making, then that’s the signal that it’s time to move on to
something else... I think I need to say that listen at the end of the day I'm
committed to doing good. It doesn’t matter what level of good, whether it’s you
know small or like bigger, but I just want to do good. Right? That should be all
that anyone wants to do at the end of the day is make some change or do
something that’s going to leave you and those around you in a better place.

Alexander highlighted that importance of helping those around him, which was
also something that Abigail mentioned as what motivated her commitment to her role.

Abigail: It's helping somebody you know that kind of a thing. You know, a job

that | enjoy, going to because, you know, whether it's, it's working towards a goal

that I can, you know, admire or appreciate, or it's just with a group of people that |
want to succeed, you know.

When participants no longer felt that they were helping others, or perceived that
the agency was derailing that opportunity, they felt a change in their connection to their
role and agency. After a series of events, Abigail no longer described having affective
commitment to her role. With that change in commitment, Abigail described how her
commitment toward the agency changed as well.

Abigail: So, with the agency I’'m with now, I kind of feel like, the agency is, |

mean, like, yes, their goal is to help, you know, like, help people become better

human beings or whatnot. But | don't exactly feel like it's, you know, making a

whole lot of a difference. Like, | don't exactly agree with the approach that they

go about it. So, you know to me, it's like, it's a job. I mean, it’s paying and I’'m

glad for it. I would never be ungrateful.

Martha felt that the agency was actively trying to derail her work helping others.
This perception made her feel less committed to the agency and changed how she
approached her role. She explained how the agency’s attitude has caused her to take a

step back:

Martha: So, for me, I'm very driven by this notion of doing good for others,
helping others building community, how can what | do make a difference? How
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can | make someone have a better life than what | experienced? And when you
have an organization that constantly fights, changes, and constantly derails good
things, it tends to be hard. I've found that I've had to step back sometimes,
because sometimes | am very passionate about something, a project I'm working
on, and only to have it get trashed, or, you know, things change, and it's put on
hold. So, I've kind of had to step back and just reassess. And say, I'm doing a
good job, I'm helping those that | can. And at the end of the day, that's what
matters is that I'm, I'm helping someone, even if it's something small.
Serving Others
The theme of serving others emerged for three participants when they discussed
their commitment to their role or their agency. Serving was seen as a way to contribute to
society through the individual’s role. Participants identified that serving others meant that
they perceived their work was helping a larger constituency of people. Serving others was
a contributing factor to commitment profiles with affective and continuance commitment
in them. For Thomas, it was important that he committed to an agency that was less about
profit and more about serving people.
Thomas: | wanted something that was people centric. The agency was a people
centric organization. It was all about people. And because it’s the federal
government, it was not necessarily about profit before people...at the end of the
day, I just really like the opportunity to continue to serve, as I did like in the
military, and the focus not being on profit, and the focus people on people.
Thomas felt committed to his former agency because that agency focused on the
notion of service. Service was also an important factor for Eliza when it came to being

committed to her role. She described how serving others was motivational to her

commitment.

Eliza: So, I guess you could say | was always driven by the notion of serving
others, and I was serving others through an educational capacity...

Being able to serve others was one reason why participants chose to stay and

remain committed, either through affective or continuance commitment, to their role or to
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their agency. When participants perceived that they were not serving others, their
commitment profiles reflected continuance commitment to the agency. Dolly highlighted
this when she described how her both her affective and continuance commitment were
waning, not to the agency but to her role, because she felt the agency was no longer
serving its constituency.

Dolly: Internally, you know, it's like, we're, in my mind, we're one agency, we

need to benefit the agency and our members or our you know whoever it is that

we are serving whether it is the internal you know our employees or a greater

community. That’s the ultimate goal, but there’s so many games that I feel like

are being played. Even more so now than years ago...
Contributing

Those who identified that their organization was contributing to society, described
experiences of both affective and continuance commitment. Participants who perceived
their organization as contributing, often experienced affective commitment to the agency
and their role. Those that did not identify their agency as contributing explained that the
lack of contribution contributed to their continuance commitment to the agency.
Participants also explained that the strength of their commitment was determined by
whether they felt they were contributing to the agency. While the participants did not
quantify how they identified their level of contribution, contribution played a role in
participants’ type of commitment to their role and agency. Those that felt they were
contributing experienced both affective and continuance commitment in their profiles to
their agencies and their roles. Aaron described how contributing to his agency left him

feeling fulfilled and committed.

Aaron: | mean | still love what | do and being able to help and contribute to my
agency...I need to feel like I’'m contributing, that I’'m doing a good job...
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The affective commitment Dolly experienced within her commitment profile was
partially motivated by the notion of contributing. She described how knowing the
organization was successful due to her commitment and work, further motivated her
overall commitment.

Dolly: When I work for an organization, I want the organization to succeed. It’s

really about just wanting to be good at what I’'m doing and knowing that the

organization is benefiting from that or that my coworkers are benefiting from it.

It’s just always been how I operate and how I have come to approach my work

and honestly when it’s something I enjoy, it isn’t hard to find motivation. And

having opportunities to do that, and just participate, and make a contribution is
what motivates me and keeps me going.

Contributing to the agency and to society sustained Alexander’s continuance
commitment to his work and the agency.

Alexander: When you have individuals that are so busy, and helping others, that

when you can give something to them — you know, make something or a process

smoother or help them in some way — that’s what interested me. You know when
you’re working in the government — that what you’re doing is impacting many, or
that you hope it will at least. A bit of public service or at least contributing to
those who will eventually help the public in some capacity... [ need to feel

fulfilled. I need to feel as if I’'m contributing but you know in more than just a

stamp a paper, it’s done, stamp again... it’s done.
Summary

When it came to sustaining overall commitment, including affective and
continuance commitment, participants highlighted that their commitment was sustained
when they were helping others in their agency, serving others within United States, or
contributing to the agency. Participants felt more affectively committed the agency and
their role when they had an opportunity to help others, serve others, or contribute to the
agency. They also explained their desire to remain committed came from knowing their

work helped others, served others, or contributed.

Exchange
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Participants expressed that benefits, flexibility, and skill utilization shaped their
commitment experiences and contributed to their commitment. Having an exchange
where the employee traded their time for benefits, flexibility, and skill utilization was
common for those with continuance commitment in their commitment profile.

Benefits

Participants explained that benefits were important in their decision to remain
committed to the agency. These benefits included health insurance, retirement, and
salary. Both Thomas and Abigail highlighted that their general commitment formed
because of the need for the salary the government offered. They also acknowledged that
salary contributed to their continuance commitment.

Thomas: Let me be very honest with you, the money piece...you know, had
opportunity to make a lot more money doing a job that | wanted.

Abigail: A good friend of mine said Hey, there’s an open position at the agency
that I work for in the office, so you know, if you want to apply for it, and see if
you can earn some money to get a new car and just kind of get some health
insurance and figure out from there where you want to go. So, that’s kind of how I
ended up here in the first place — in the first official job after college...Also like I
can’t complain about the benefits. Definitely insurance, health insurance, nice
401k. Let's say, you know, decent, decent time off, you know, a decent sick leave
program, that kind of thing.

Martha also emphasized the role of benefits in her decision to initially commit to
her role and agency.

Martha: | thought okay, well, my family says the government is good to work

with because they will provide you with a good pension if you stay and retire

there. The benefits are not something that - can miss out on was having good

benefits. So, | was really looking for something that had good health insurance,

something that had stability.

Dolly also expressed the importance of benefits and how it has sustained her

continuance commitment.
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Dolly: So, I actually just hit my 20 years there. Just this last weekend. Which is
important to me because of retirement, and you know the benefits that come from
hitting certain marks because at this point, I want to make sure that that I’'m set
for retirement.

While some participants highlighted the role that benefits played in maintaining
their commitment, primarily continuance commitment, Alexander did not find the
benefits to be a compelling enough of a motivation to sustain his affective commitment.
He explained that his commitment, from continuance commitment, would change if he
found a better paying job that provided him with satisfaction.

Alexander: I like the perks. You have great health benefits and retirement. At the

same time, your job comes into question, depending on the administration...you

have some colleagues that are purely here just for the benefits and are riding the
wave until they can retire. So, the quality of their work can sometimes fall on

you...the older I get and the more expensive the cost of living — I’d like to make a

better wage. I probably won’t make that type of wage here — at this agency... As

nice as having money is, I don’t want to be in a place or in a job that isn’t
satisfying just for that kind of paycheck.

When it came to commitment, participants identified benefits as being a
contributing factor to their continuance commitment.

Flexibility with Work

Flexibility was mentioned as a factor for participants when they talked about why
they committed to an agency. Flexibility shaped the beginning of participants
commitments, whether it would be affective or continuance commitment. Flexibility
contributed to the overall development of participants profiles and sustained, particularly
continuance commitment, for them. Flexibility was explained in two ways: flexibility in

the type of work they do and flexibility with work schedule. This section looks

specifically at flexibility with the type of work and projects they do. Participants such as
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Maria, Aaron, and Angelica explained that their commitment to the agency came from
receiving flexibility. Below is how they defined flexibility:

Maria: What I mean by that is I’m having the freedom to do what I want when I
want, but also having enough guidance to know that I’'m on the right track that is
in line with the program and also matches my short term or long-term goals.

Aaron: | wanted to do more shorter-term projects. Let me do it and move on to
the next project, as opposed to taking on more projects at once and trying to
multitask...I will stay with this place...l mean, they’ve given me that flexibility
that | need. My supervisor is letting me basically choose the projects that | want to
work on or not work on now. And really, there’s a lot of places that don’t give
you that flexibility. So, I like the fact that I have that option and flexibility...So, I
will stay with them until | retire.

Angelica: So, we developed the role together. So, that was basically super

attractive, because here’s what I can do. And, it was also, they already knew me.

They already knew my skill set. They knew me for a year and a half — my

personality, they knew that | could get things done.

Maria and Angelica both described how flexibility shaped their affective
commitment, while Aaron expressed that flexibility contributed to the sustainment of his
continuance commitment.

Flexibility

The second type of flexibility participants described involved scheduling, and the
opportunity to engage in telework. Participants expressed a desire to stay when they were
provided with the opportunity to set a flexible schedule. Aaron explained how the
flexibility, through telework, initially drew him to joining the agency and maintained his
continuance commitment.

Aaron: I needed to have more flexibility, instead of working 50 to 60 hours a

week. Constantly working, no time for myself, and this was at the point when my

family needed me. I needed more flexibility...that’s how I arrived here, and I’ve
been here for four and a half years in human resources. It’s much more balanced

schedule...I’m able to telework. So, this gives me flexibility to manage some Of
the things that | need to manage on a personal basis and still work.
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Maria explained how flexibility with her schedule created a positive relationship
between her and her team, shaping her affective commitment to her team and her
continuance commitment to the agency.

Maria: And I think another positive was the flexibility that | was given, because

I’'m also a teaching assistant, and I teach a class at the local university. So, it takes

a chunk of my Wednesday. So, they [her team] were very open to that, and they

were very supportive to that. So that’s, I think, that’s a huge positive.

Martha’s initial decision to join her agency was motivated by the flexibility the
agency offered. Flexibility enhanced Martha’s affective commitment to the agency. She
expressed that if she was no longer able to participate in telework post-COVID, it would
contribute to the change in her commitment to the agency and potentially shift her
commitment to that of continuance commitment to the agency.

Martha: By the time | had moved up, | started having to deal with my dad getting

sick and so | was traveling back and forth a lot. So, | was looking for something

that was a little more flexible, that allowed you to work remotely for a couple of
days here in there so that | could be home but still be present in my work. And |
think that's something as | think about now something I really want is that more
flexibility to work from home partly because of my kid and wanting and wanting
to be there and present for my family and also to just avoid some of the workplace
drama. | think working from home | get to set my hours | get to create my space.

The potential to lose telework as an option also weighed on Angelica’s mind. She
reflected on how her experience teleworking shifted her affective commitment towards
the agency to that of continuance commitment, as her desire to telework full-time
outweighed her commitment to the organization.

Angelica: So, the pandemic has made me want to shift to wanting a telework job.

So, in the next two years, | will probably be moving to something that is either

largely or almost all teleworking. | prefer the flexibility for that.

Alexander has not found his agency to be flexible. This inflexibility has only

fostered Alexander’s continuance commitment and weighed on his overall commitment
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profile, shifting his affective commitment to the agency to the current state of
continuance commitment.

Alexander: I don’t think there’s much flexibility honestly about giving time or

taking time. I think that’s what is keeping me from going back to school is not

knowing the workload with my workload and then god forbid we hit anymore
shutdowns. Fuck that was ridiculous, what was it like three in a row. I’'m sorry but
in no way is it motivating to know you could wake up and for a month not get
paid because some spoiled rich pricks want to play ponies and politic.

Participants appreciated flexibility around their hours and around their workspace,
identifying the flexibility as a contributing factor to their affective commitment, and more
specifically in those with continuance commitment to the agency. Those who emphasized
telework often mentioned it because it allowed them to care for their families and pursue
higher education opportunities. For some, telework was only a temporary solution during
COVID-19. For example, Angelica knew that her ability to telework would be taken
away, therefore shifting her affective commitment towards the agency to one of
continuance commitment. Flexibility intertwined with the next theme of work-life
balance.

Work-Life Balance

Work-life balance was described as a contributing factor to participants who had
both affective and continuance commitment mindsets in their profiles. Work-life balance
acted both as a factor for their initial commitment to an agency and as a reason why they
continued to be committed to an agency. Those who believed they had a better work-life
balance tended to express affective commitment to their agency. Those who lacked work-
life balance leaned towards having continuance commitment to their agency. However,

some found work-life balance to be a sustaining factor of their continuance commitment

to the agency, especially when they lacked affective commitment.
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Work-life balance was highlighted by Martha and Abigail as reasons for why they
have sustained continuance commitment to the agency. Below Martha described how she

defined work-life balance:

Martha: And so that gave me more balance between my social life and work and
| wasn't taking work home with me.

In the following statement, Abigail described how she viewed work-life balance
and how she appreciated that the agency provided her with it.

Abigail: I'm also, | guess, like, you know, work is not my life. I don't, I mean,
work to live kind of a person, not a live to work kind of person. So, a job that |
can kind of like, you know, turn on and off. That's nice. You know, I don't, | don't
want to be checking my emails all the time. | don't want to have to worry about
getting a phone call on a Saturday, or when I'm on vacation or something,
because, you know, hell is breaking loose, and they need me. So, | kind of like a
job that has, you know, easy ability to sort of like draw that line and not have to
Cross it.

Angelica also sought out her agency because it gave her additional work-life
balance. She stressed her workaholic nature and how even when she was home, her
workday was rarely over at her old organization. She emphasized how she experienced
affective commitment to the agency at one point because of the work-life balance.

Angelica: So, I think I’'m more used to having, wanting more, and enjoying more

of a work-life balance, and this organization gave me that no matter how much |

work here. | still have a better work-life balance. I don’t need to work all hours. I

don’t need to feel that to prove myself. I think my work does that...I am happier

having that work-life balance.

However, Angelica stressed that potentially losing that work-life balance she
found during COVID, through telework, would lead to a shift in her commitment to that
of continuance commitment to the agency.

Angelica: So, | think my goals are going to change to help with my work life

balance more than a specific career goal. So much so that I'm willing to go out

and learn or beef up certain skills in order to do that. I'm, at my age, I'm focusing
on when can | retire. So, my goals are sort of geared toward winding down the
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end of my career. And making sure you know, I, | can't take a severe pay cut in
order to, you know, | have to balance my goals.

Summary. Work-life balance mainly contributed to a participant’s decision to
initially commit to the agency. Work-life balance also aided in the sustainment of
affective commitment and continuance commitment to the agency. Some participants
identified it contributing to both their affective commitment and continuance
commitment within their profiles. Work-life balance was improved for some participants
through telework. With the option to telework, participants were better able to regulate
their hours as well as care for those in their lives. However, work-life balance also linked
to the participants’ conception of their prior role. If participants believed that their
previous role required them to work over their 40-hour week or their previous position
took an emotional or mental toll because of the type of work they were doing, they were
more likely to identify work-life balance as a factor for their reason to join.

Stability

Like benefits, participants highlighted stability as a factor to the sustainment of
their affective or continuance commitment to an agency. Stability in part came from
having the financial stability to support themselves. Abigail identified a major component
of her continuance commitment having “financial stability.” Maria on the other hand
described job security and benefits as contributing to her sense of stability. Stability
contributed to Maria’s affective commitment and continuance commitment, within her
profile, to the agency.

Maria: | think a sense of stability, and a sense of safety, is a big motivator...And

| think being a full-time employee with our benefits is a huge appeal, especially

for somebody who went through life for the longest time without having access to
all that. It’s something I value a lot. I think stability is important.
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Alexander and Martha described stability as a contributing factor in their decision
to join an agency and remain committed in general. They both discussed how stability
strengthened their continuance commitment. This is because Alexander and Martha
expressed not having stability in their previous jobs.

Alexander: | wanted an agency that | could get a promotion at, increase my skill

set, and also have job security with. You know, working in the Congress or

Senate, you always have a sense of unease. Senate it’s easier because they have a

longer term, but with Congress, you get such a short time and once the person’s

elected, you have to not only focus on their work, but you also have to focus on
campaigning and getting that person re-elected, so that you can keep working.

Martha: ...Something that had stability. So, you know, teaching, you don't

always have stability, you never know, budget cuts are coming through, or your

raise is going to be withheld or they're downsizing, we just don't know. And you
never know how the school years going to shake out. So, | wanted something that
was stable, that | wasn't working 80-hour work weeks to do.

Stability was a perceived factor contributing to continuance commitment. It acted
as a decision factor for participants when selecting the role and it was also a
consideration for staying committed to the agency.

Skills

For several participants, it was important that they have an opportunity to use
their specific skills and could continue to develop their skills. Participants were more
likely to feel affective commitment to a role if it allowed them to utilize their skill set.
Those who felt the agency supported the growth of their skill set, were more likely to
experience affective commitment. Also, skill utilization and development contributed to
the sustainment of continuance commitment within participants’ profiles. Eliza, Maria,
Aaron, and Thomas all mentioned skill set utilization as a factor for joining their

agencies. For example, Eliza explained that she initially experienced affective

commitment to the role because it was a “job that allowed [her] to utilize her background
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and experience with languages and teaching.” Maria, Aaron, and Thomas also described
that skill set utilization contributed to their affective commitment to their roles and their
continuance commitment to their agencies.

Maria: One of the things that was important for me, was to have a path for
development, developing my analytical skill, and especially developing my
writing skills...So just having that privilege to choose what I do for work. And
right now, | think right now work for me means expressing myself, and my fullest
potential as a human being, as a woman with certain experiences, as someone
who speaks several languages, but never really got to implement them and use
them at work [until now]. So having the type of work that allows me to utilize my
skills and everything I bring to the table is really fulfilling right now...I’m getting
to experience more and to expand my skill set and also make a bigger impact.

Aaron: ...this position offered me an opportunity, not only to use those skills, but
grow those skills as well. So, it is also contributing to my professional
development. You know, you don’t want to be in a job that’s not going to
challenge you — that’s not going to let you grow.

Thomas: A requirement for the job was to have at least four years of advanced
education, in the field of education. And | was like well, there you go, you know,
I’ve got my doctorate degree, and it’s just an extra bonus of being able to say I got
my doctorate degree and actually got a job that required me to have this doctorate.

Thomas chose the role because rather just doing management work, he was
considered a “technical expert” and able to “leverage his skills” in a way he appreciated.
Alexander initially took the role with the government because he was able to use his skill
set; however, not finding that with the agency has contributed to Alexander only
expressing continuance commitment to the agency.

Alexander: | also got a chance to be in a faster paced environment and got to add

to my skill set...I don’t know I’m kind of open to where the wind will take me.

I’m still all very new to everything and finding my path. So, if I find an

opportunity that’s more exciting... that draws more on my background and

expertise... like more of my communications background — | would follow that. |

think if I were to do the whole ‘where do I see myself in five years’ gambit — it
wouldn’t be here. This is my steppingstone career.
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Peggy explicitly stated that her commitment to the agency changed from that of
affective commitment to continuance commitment once she developed her skill set
further. When asked about if planned to remain committed to the agency, and stay with
the agency, to further develop her skill set, she stated the following:

Peggy: No, I don’t anticipate staying here. I will eventually leave and pursue

opportunities more tailored to what | want to do and that are more strategic, that

will pay me more. I will be in a position that I will no longer have to prove myself
in — because of my ethnicity or lack of degree. I will be respected for who | am
and all the skills I bring to the table — and of course will be able to continually
grow.

Participants described affective commitment when they saw an opportunity to use
their prior knowledge and skill set. They also expressed affective commitment when they
were able to continue growing that skill set. Those who did not feel that their skills were
being enhanced or utilized often expressed continuance commitment to their role and
their agency.

Chapter Findings

In answer to the research question of - How do federal government employees,
who telework, describe their organizational commitment experiences? — the participants
offered the following insights. The experiences that participants shared demonstrated that
they each experienced different combinations of commitment mindsets within their
profiles. Some of these profiles also demonstrated dual commitment, particularly to the
supervisor and their role. Participants also emphasized that there were multiple targets of
their commitment profile, including their colleagues, supervisor, the agency, and their
role. Participants highlighted that their primary target of commitment, especially affective

commitment, was their role. Those who defined their role as having meaningful work

were most likely to describe affective commitment to their role and the agency. All
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participants described experiences consistent with continuance commitment to the federal
government or agency. Most participants felt an affective commitment to their work,
while almost all felt a continuance commitment toward the agency and the federal
government at the same time. For some participants, they expressed affective
commitment to the mission of the agency, but if the agency leadership was not in line
with the mission, participants commitment mindset toward the agency shifted — leading
to their profiles including continuance commitment towards the agency. Several
participants experienced a shift in their commitment to the agency from affective
commitment to continuance commitment because of events they perceived to be
significant, whether it was a change in the administration, a slight, or discrimination.

In answer to the question - What are the factors that shape their organizational
commitment experiences? - participants revealed that they were more likely to experience
affective commitment to work that they found meaningful. Having meaningful work was
also a deciding factor for joining the agency and sustaining their affective commitment to
their role or continuance commitment to their agency. When looking further into
meaningful work, participants wanted the opportunity to help others through their work
and to feel as if they were contributing to something larger than themselves. Participants
also identified additional factors as the benefits they receive, the opportunity to utilize
and further develop their skill sets, and flexibility. Flexibility included being able to pick
their projects and being able to telework. Flexibility was a common theme among those
who had sustained continuance commitment. Another major factor to their type of
commitment a participant experiences was the relationship between participants and their

supervisors and colleagues. Participants who were affectively committed to their
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supervisors expressed the connection emerged when they had supervisors who were
supportive, provided feedback, and encouraged development and growth. The

implications for these findings for theory and practice are discussed in chapter five.
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CHAPTER 5: FINDINGS, CONCLUSIONS, AND RECOMMENDATIONS
Introduction

Commitment is a crucial component of organizational survival and success
(Meyer, 2016). Having committed employees is still as important as ever (Klein et al.,
2022), especially as commitment has shifted from being centered around a singular
mindset (i.e., AC, CC, NC) focused on a singular target (i.e., the organization), to
commitment as a profile where dual commitments (Losecher et al., 2020; Menatta et al.,
2020; Meyer et al., 2019) and commitments to multiple targets can exist (Dello Russo et
al., 2013; Klein et al., Meyer & Maltin, 2010; Meyer et al., 2015). While studies on
commitment profiles have emerged over the past decade, only a few studies have
examined the commitment profiles of public servants (Markovits et al., 2007) and in non-
standard work arrangements. With the federal workforce employing more than 2.2
million civilian employees (Congressional Research Service 2021), it was important to
explore the commitment profiles of those employed by the largest employer in the United
States (U.S. Department of Labor, n.d.).

To understand how federal government employees experience organizational
commitment, considering commitment profile research, this basic qualitative study
(Merriam & Tisdell, 2016), sought to answer the main question: how do federal
government employees, who telework, describe their organizational commitment
experiences, as well as answer the secondary question: what are the factors that shape

their organizational commitment experiences.
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Discussion of Findings

This study has five key findings. The findings are broken down based on the
question they answer.
Research Question 1

The following findings answer the question: how do federal government
employees, who telework, describe their organizational commitment experiences?
Finding 1

Participants described commitment to multiple targets. Prior research on
organizational commitment centered around the employee’s relationship, or commitment,
to the organization, the antecedents, and consequences of it, as well as the commitment
mindset most beneficial to the organization (Meyer et al., 2019; Morin et al., 2015).
Originally, research that took a variable approach, focused primarily on the organization
as the target of commitment (Klein et al., 2022). Recent research has begun to delve
further into the complexity of commitment, especially commitment profiles, and how
individuals can experience commitment to multiple targets (Klein et al., 2022; Loscher et
al., 2020; Meyer et al., 2019; Meyer et al., 2021). Research has identified that individuals
can have multiple targets of their commitment (Klein et al., 2022; Meyer & Allen, 1997;
Meyer & Herscovitch, 2001). These targets include, but are not limited to a person, place,
profession, abstract ideas and goals, courses of action (Meyer & Allen, 1997; Meyer &
Herscovitch, 2001; Meyer et al., 2019).

Participants in this study identified various targets of their commitment. Several
participants expressed feelings of affective commitment toward their role. This was

especially the case if participants felt that their work was meaningful or that they felt they
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were contributing to their agency or society. This contrasts with the commitment
participants expressed toward the agency. Most participants described feelings of
continuance commitment toward the agency, which often links to employees having less
intention to stay. This was due to a variety of reasons including the political
administration, the bureaucratic nature of the agency, and other reasons. When
individuals felt their colleagues, on their team, were supportive, they felt a commitment
toward their colleagues. Participants also highlighted a commitment to their supervisor if
they felt the supervisor was supportive and cared for the participant’s development and
wellbeing. Overall, this study found that participants expressed commitment to multiple
targets. The targets included their role, specific projects, supervisors, colleagues, the
agency, and more.
Finding 2

Participants described experiencing dual commitments. Commitment is
complex (Loscher et al., 2020) as this study discovered. Research has confirmed
individuals experience dual commitments within their commitment profile (Becker et al.,
2016; Loscher et al., 2020; Menatta et al., 2022; Meyer et al., 2019; Meyer et al., 2021;
Morin et al., 2015). The term ‘dual commitments’ refers to the simultaneous commitment
to two foci. Most studies have focused on identifying the foci of employees’ dual
commitments and dual commitments exists. However, research on the implications of
dual commitments only started to bud in 2015 (Becker et al., 2015). Researchers have
primarily focused on the three dual commitments: the organization and the occupation,

the organization and the profession, and the organization and the team.
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The difference between occupation and profession is often muddled. Some
management literature has identified profession as a broader umbrella that encompasses
occupations, while other management studies refer to profession as a certain type of
occupation (Anteby et al., 2016). In the past, occupational commitment was defined as
the extent to which individuals commit to their specific line of work (Meyer et al., 1993).
However, research on dual commitments that feature occupation or profession, often use
the term interchangeably. For example, Becker et al. use profession to represent
university faculty being committed to the profession of teaching. Meyer et al. (2019) and
Morin et al. (2015) selected the term occupation to refer to teachers being committed to
teaching. In these cases, the terms are different but refer to the same thing (i.e., teaching).

In this study, participants did not use the term profession or occupation. Instead,
they focused on being committed to their role, which to them was interchangeable with
their occupation. They defined their role as the position they were hired for at the agency
and included specific responsibilities and projects. Participants often described affective
commitment toward their role, especially when they identified that they were engaging in
meaningful work. Those who expressed affective commitment to their roles, highlighted
projects that they took pride in. One participant emphasized that their project helped to
bridge communication divides within the agency, which she appreciated about her role.
Another participant expressed affective commitment to her role and how it allowed her to
update maternity leave policies to make them gender inclusive. Participants would
express their affective commitment to their role when they explained that it motivated
them to get up every day. Those who felt affectively committed to their role, were often

committed to the agency at the same time.
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Individuals can experience dual commitments differently and in some cases the
commitment expressed toward one target can influence the commitment experienced
toward the second target. Morin et al. (2015) explained that if an individual experienced
strong affective commitment to their occupation, that affective commitment could
contribute to higher levels of normative commitment or continuance commitment toward
the organization. Meyer et al. (2019) also explained this in their study that they found
Canadian teachers often experienced normative commitment to their school if they
demonstrated affective commitment to teaching. This was because some teachers felt
obligated to remain at the school because it provided them an opportunity to pursue their
passion (Meyer et al., 2019). This interaction could be seen in this study.

The commitment a participant experienced to their role, influenced their
commitment to the agency. Several participants described their decision to stay
committed to the agency was because it provided them an opportunity to do work they
felt was important. In some cases, participants expressed affective commitment to their
agency because they were provided with an opportunity to engage in a role they felt held
meaning or contributed to their agency. At the beginning of her tenure, Abigail felt
committed to her agency, because it provided her with her first real opportunity to do
work that she enjoyed. However, after an incident, Abigail expressed feelings of
normative commitment to the agency, which in turn led to her feeling a different type of
commitment to her role. Dolly expressed affective commitment toward the agency
because she felt her role was contributing to something bigger. However, as the agency

continued to play “political games” she described continuance commitment to the
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agency. However, for Dolly, she relied on her bond with her team to sustain her
commitment to her role.

Overall, this finding indicates that participants experience dual commitments. The
primary focus within the dual commitments was to their roles. Participants’ commitments
to their roles rarely changed, even if their secondary commitment did.

Finding 3

Participants expressed that their commitment evolved. Each participant
described their commitment experiences differently, even if their profiles seemed similar.
Participants highlighted specific individual experiences that shaped their commitment.
These experiences contributed to the evolution of their commitment during their tenure at
their agency. This evolution was attributed to an event the participant perceived as
important. Numerous participants expressed that their experiences often led to change in
commitment to the agency, from that of affective commitment to continuance
commitment. This change in commitment profile, from affective commitment to
continuance commitment toward the agency was described as related to events perceived
as significant by the participants. One participant lost their sense of belonging (typically
experienced with affective commitment), when the Trump Administration began
downsizing and shifting priorities. Another individual identified that their experiences
during COVID-19 shifted their feelings of commitment toward the agency as well. Both
participants felt that these external events were large enough to change how they felt
about their commitment to their organization.

Five participants noted the reasons why their commitment to their agency shifted

within the last year to four years. Studies conducted by Arciniega et al. (2017) and Meyer
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et al. (2018) examined the impact of major events on participant commitment profiles.
For Arciniega et al. political attacks led to employees experiencing stronger feelings of
affective and normative commitment toward the organization. In the case of this study, an
Administration change and a pandemic led to a change in commitment. One participant
felt that the reprioritization by the new Administration led to a change in their
commitment toward the agency from affective to continuance. Another participant felt
that the flexibility they obtained during the pandemic would not continue post-pandemic,
leading to a change away from affective commitment to the agency. Meyer et al. (2018)
noted that while the number of profiles (seven in particular) did not change before and
after an economic crisis, the number of people that aligned with each profile changed.
However, the type of event that can influence an individual’s commitment experience,
varies based on the person’s personal experience. For example, an organizational change
did not impact the commitment profiles of individuals, leaving the number and type of
commitment profiles to be relatively the same in Kam et al.’s (2016) study.

The limited research conducted on the impact of events on commitment profiles,
predominantly focuses on major events and a larger number of participants in a
quantitative study. This study took a qualitative approach, allowing me to identify what
types of events occur within the organization and at the individual level that contributed
to the evolution of the person’s commitment experience. When individuals felt they were
mistreated by someone in the agency, or by the agency itself, they had a different
commitment experience post-event than they had prior to the event. Two participants
acknowledged their commitment changed after they felt personally attacked by a

supervisor or colleague. One participant felt discriminated against by her supervisor and
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team. This changed how she viewed the agency and her feelings toward her supervisor,
team, and the agency. Another participant had a similar experience when her promotion
was revoked, and she felt that her colleagues were creating a toxic environment. While
both participants had a negative event occur within their agencies, the last participant
expressed her commitment changed when she went to college and better formed an idea
of what she wanted to do in her career.

Overall, this finding clarifies that employees experience commitment differently
overtime based on perceived significant events.
Research Question 2

The following findings help to answer the question: what are the factors that
shape their organizational commitment experiences?
Finding 4

Relationships were important in fostering commitment and maintaining
commitment. Little research has focused on the effects of relationships as a contributing
factor to commitment profiles. Most of the prior research has examined the linkage
between leadership and organizational commitment through a variable lens and
determined that leadership style is an antecedent of commitment (Yahaya & Ebrahim,
2015). One study found that employees were highly committed and highly involved in
their organization if they perceived that their supervisors were direct, participative, and
supportive (Yiing & Ahmad, 2009). Another study also highlighted that when employees
felt their supervisors were trustworthy, fair, concerned with the employee’s wellbeing,
and respectful, employees demonstrated higher levels of affective commitment

(Benevene et al., 2018; Wang & Xu, 2017).
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Participants in this study emphasized commitment to their supervisor if they felt
that their supervisor was honest, flexible, and supportive. Supervisor support has been
significantly linked to affective commitment (Frederico, 2015). Participants defined
supervisor support in two different ways. The first way was if the participant felt their
supervisor supported their professional development. Both Peggy and Angelica explained
that they felt a strong bond because their supervisor went out of the way to help support
their professional development within the organization and their decisions to seek out
external opportunities. Martha also expressed her appreciation for her supervisor helping
her to navigate the pathway back to graduate school.

The second way was if they felt their supervisor supported them in their daily
endeavors. For example, Aaron emphasized that their supervisor was supportive because
the supervisor allowed him to pick the project he wanted to work on and provided
support if he felt overwhelmed. Abigail not only mentioned her appreciation to her
supervisor for supporting her through her negative experiences at the agency, but also
helping her to redefine her tasks and priorities, and view her work in a more impactful
way. When participants felt supported, they were more likely to describe affective
commitment to their supervisor. A positive relationship between the employee and
supervisor also contributed to continuance commitment toward the agency. For example,
because Aaron found his supervisor to be supportive, he planned on continuing his tenure
with the agency. Overall, this study found that relationships do in fact shape individuals’

commitment.
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Finding 5

Meaningful work was an important factor that surfaced in commitment
profiles. Meaningful work is subjective (Pratt & Ashforth, 2003). Individuals derive
different meanings from their jobs and make meaning of their work (Pratt & Ashforth,
2003). Participants acknowledged the importance of having meaningful work, and how it
contributed to their commitment. Those that identified having meaningful work were
more likely to experience affective commitment. When individuals perceived they had
meaningful work, they were more likely to be engaged as well. Research has
demonstrated that those who find meaning in their work are more engaged and
committed (Dai et al., 2021). Participants identified meaningful work as work that was
impactful, that makes a difference, and that contributes to meaningful change in the
agency or in society. Participants who spoke about having meaningful work were more
passionate about what they were doing and were able to provide more examples of work
and projects they took pride in. Most people described a feeling of affective commitment
to their role when they felt they experienced meaningful work. Meaningful work did
sustain normative commitment to the agency. Two participants highlighted that they felt
obliged to stay with the agency because it provided them with an opportunity to conduct
meaningful work. Other participants emphasized that meaningful work helped sustain
their continuance commitment to the agency. Overall, this study found that meaningful

work was an important factor in commitment profiles.
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Conclusions

This study led to three general conclusions. The three conclusions are discussed in
this section.

Conclusion One: The Targets of Federal Government Employee’s Commitment are
Based on their Experiences

The targets of commitment were unique to the individual and based on their
personal experiences in the agency. This finding highlights the need for further research
to be conducted on the target of commitment (Meyer et al., 2019) as individuals can
experience anywhere from two to more than 30 targets of their commitment (Klein et al.,
2022), especially as targets can be nested (Klein et al., 2022; Meyer & Allen, 1997,
Meyer et al., 2019). It is important to understand the targets that individuals commit to
because there are cases where the targets of commitment are nested (Meyer & Allen,
1997; Meyer et al., 2019).

For example, an employee with a strong AC to their occupation, may also feel
affectively committed to their organization, if they believe that the organization has
compatible goals and values. If the employee feels that the organization is no longer
consistent with their own, they may decide to leave. They may struggle with trying to
find a job opportunity within their profession, forcing them to stay with their original
organization. This in turn may cause their commitment to the organization and the
profession to shift to that of continuance commitment. An example of nested targets was
seen with Abigail and Maria. Abigail’s commitment to the profession and her agency
changed after a personal attack to continuance commitment. This was seen when she said

that the personal attack caused her to want to seek out a new profession. Maria
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experienced a similar shift, where her commitment to her team and supervisor led to her
commitment to the agency shifting as well. The discrimination she felt was enough to
shift her entire profile from predominantly affective commitment to continuance
commitment.
Conclusion Two: Federal Government Employees Can Experience Dual Commitments
that are Synergistic and Conflicting

This study emphasizes that dual commitments can exist both synergistically, but
at the same time can conflict with one another. Research has just started to understand the
added value of dual commitments (Menatta et al., 2022). Dual commitment can play an
important role in predicting workplace behaviors and outcomes (Becker et al., 2015) and
on job satisfaction (Menatta et al., 2022). Morin et al. (2015) found that dual
commitments could be reinforcing and indirectly on the intention to stay in an
organization, which is what was seen in this study with many participants. Those who felt
dual commitments were more likely to express that they planned to stay with the agency.

Additional research has posited that the interaction between the foci within dual
commitments also impacted levels of physical and psychological wellbeing as well as
intentions to stay with the organization and in the profession (Meyer et al., 2019). This
could be seen with Maria. She expressed affective commitment to her role and to her
agency. After a series of events, she acknowledged that her commitment to the agency
resembled continuance commitment. However, the contrasting nature of these
commitments began to impact her. She even noted that she experienced an emotional
breakdown, indicating that this conflict between commitments possibility contributed to a

negative influence on her wellbeing. Eliza mentioned several incidences where she felt
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isolated, demeaned, and excluded by her agency or a colleague. However, her affective
commitment to her role left her feeling morally obliged to stay with the agency. Eliza’s
experience potentially highlights what Meyer et al., Klein et al. (2022), and Menatta et al.
(2022) would describe as a conflict within the dual commitments.

In prior literature on dual commitments, theories posited that if one commitment
within the dual commitments changed, it would have no impact on the other (Becker et
al., 2015). That was not the case in this study. For example, when Maria was
discriminated against by her supervisor, only her commitment to her supervisor should
have shifted and not her commitment to the agency. However, Maria’s dual commitments
both changed based on her negative experiences. This aligns with research that posits
spillover between the commitments can occur (Tsoumbris & Xenikou, 2010) and that
conflicts between commitments can exist (Klein et al., 2012; Klein et al., 2022).
However, on the other hand, Dolly’s commitment to her role did not change even though
her commitment to the agency did. This conclusion reiterates Klein et al.’s (2022)
proposition that commitment is part of a more dynamic system, where dual commitments
can interact, change, and shift depending on the context and experiences of individuals.
The interaction between dual commitments is a promising area for future research.
Conclusion Three: Meaningful Work Plays a Role in Why Federal Government
Employees Stay and Maintain their Commitment

This study found that that meaningful work was an important factor in shaping
affective commitment to the role and the agency within commitment profiles. It also
contributed to participants maintaining their membership with the agency. However, the

consequence of having meaningful work in an agency that is not supportive, led to the
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development of normative commitment within certain commitment profiles. Some
participants feared leaving their agency if they thought they would not find another
opportunity to do meaningful work.

There is no consensus on a definition of meaningfulness or meaningful work.
However, Lepisto and Pratt (2017) explain, from a social constructivist lens, that
individuals develop their own perception of whether their work is meaningful or
meaningless. Often meaningfulness, through this lens, relates to the individual identifying
the degree to which their work contributes to something much larger to themselves
(Lepisto & Pratt, 2017). Meaningful work is work that is significant and positive in value
(Dai et al., 2021). Studies such as Allan et al.’s (2018) defined meaningful work as, “the
global judgement that one’s work accomplishes significant, valuable, or worthwhile goals
that are congruent work with one’s existential values” (p. 502).

Allan et al. (2018) found that meaningful work has significant relationships with
job satisfaction, work engagement, and commitment, in that meaningful work often
predicted those outcomes. Meaningful work indirectly related to withdrawal intentions
(Allan et al., 2018). Rosso et al. (2010) emphasized that while a person may conceive a
work experience to meaningful, another person with that same work experience may not
consider it to be meaningful. While the concept of meaningful work remains a contested
topic among scholars, it is still a relevant topic that should be considered and further
understood (Bailey et al., 2018) especially in understanding how it contributes to
organizational commitment (Dai et al., 2021). Leaders can contribute to the employee’s

development of meaningful work (Fremeaux & Pavageau, 2020), therefore, linking to
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conclusion four, which is the impact of the relationship between the supervisor/leader and
employee.

Conclusion Four: The Most Impactful Relationship on Commitment is Between the
Employee and Supervisor

Throughout the study, participants emphasized the relationship they had with their
immediate supervisor. Participants highlighted moments where their supervisor helped
them with personal or professional development. They also described that having a
supervisor who was trusting, transparent, and supportive was impactful to their
commitment. Supervisors’ support is critical to employee retention (Rabbani et al., 2017).
Supervisor support is a psychological construct referring to an employee feeling that their
supervisor supports their needs and values the employees (Guchait et al., 2015).
Employee intention to leave is often lessened when employees perceive they have high
supervisor support (Zhang et al., 2019). Higher supervisor support was also positively
linked to better work-life balance (Gahlawat et al., 2019; Zhang et al., 2019). When a
supervisor enables their employees and helps them to achieve their goals, it can lead to
lower turnover (Eisenberger et al., 2001) and higher organizational commitment (Allen et
al., 2004; Meyer & Allen, 1997).

Research has suggested that supervisor commitment to telework can impact the
success of telework programs in the federal government (Kwon & Jeon, 2020). When
leaders such and supervisors commit to telework, it can lead to improving employee
telework satisfaction and improved telework programs (Kwon & Jeon, 2020). As the
employee’s supervisor is the direct point of contact for those who telework, the

supervisor can shape communication and “how the employees interpret their
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psychological contact with the employer” (Kim et al., 2021, p. 264). The supervisor’s
support can mitigate perceived psychological contract breaches and can encourage
employees to engage in extra-role performance (Eisenberger et al., 2002; Kim et al.,
2021). Supervisors have a responsibility to bridge the divide between those who telework
and do not telework to maintain morale and team unity (Kim et al., 2021). Supervisors
can also mitigate social and professional isolation that those who telework may encounter
(Kim et al., 2021). When employees who telework feel their supervisors build a
transparent and inclusive environment, they have higher levels of satisfaction with
telework, better performance, work-life balance, and productivity (Lautsch et al., 2009;
Raghuram et al., 2001). Given that supervisors can mitigate negative events, it can be
argued that the relationship between the supervisor and employee is one of the most
important relationships to foster.
Implications

This section explores the implication for theory, research, and practice in
relationship to organizational commitment and commitment profiles. Based on these
implications, recommendations are provided.
Implications and Recommendations for Research

First implication and recommendation. The first implication of this study is
that commitment still needs to be explored by future scholars. This is seconded by many
scholars (Klein et al., 2012; Klein et al., 2022; Loscher et al., 2020; Menatta et al., 2021,
Meyer et al., 2019) who recommend future research on organizational commitment and
organizational commitment profiles be conducted. This is because commitment is

complex and dynamic (Klein et al., 2022; Loscher et al., 2020) and holds important
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outcomes for the organization (Becker et al., 2015; Klein et al., 2022; Menatta et al.,
2021; Xu & Payne, 2016). As asserted by prior researchers (Meyer et al., 2015; Meyer &
Morin, 2016; Meyer et al., 2019), research on organizational commitment should utilize a
different approach from the variable-approach. Quantitative studies have emphasized
taking a person-centered approach and conducting a latent profile analysis (Meyer et al.,
2021; Meyer & Morin, 2016; Oh, 2019). This study found that understanding qualitative
differences between commitment profiles is crucial.

A qualitative approach can uncover how employees describe the dynamic
interaction between their commitment mindsets and further delve into the aspects of each
mindset that forms the person’s commitment profile (Oh & Sawang, 2021). Taking a
qualitative approach can further contribute to theory by delving into the dual nature of
both normative commitment (Meyer & Parfyonova, 2010; Oh & Sawang, 2021) and
continuance comment (Markovits, 2012; Meyer et al., 2018; Stanley et al., 2013). A
qualitative approach can also contribute to by exploring employees’ perceptions of
commitment and the factors that shaped their commitment. Qualitative research is an
excellent way to retrieve in-depth analysis of perceptions and opinions (Birkinshaw et al.,
2011), understand the human experience of the phenomenon (Gioia et al., 2013), and can
work in tandem with quantitative studies to further explain quantitative findings.
Therefore, another option for future research is to engage in a mixed methods study. A
guantitative study could help to uncover the exact profiles of participants, while a
qualitative component could look to understand what having those specific profiles
actually mean and how they are experienced differently or similarly by individuals. There

is another lens to potentially view commitment through when it comes to enhancing
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commitment theory. Both qualitatively and quantitatively, other factors should be
explored including the role of age and gender within the federal government.

It was proposed that the federal government was to expect the largest change in its
workforce due to the retirement of baby boomers (Carter, 2022). However, this change in
workforce was stalled as COVID-19 hit and continued to surge. Although COVID-19
delayed the retirement of many baby boomers, the impact of their retirement will still be
felt. As it is critical for the federal government to attract, motivate, and retain younger
employees (Carter, 2022), it is important that the further studies better understand what
contributes to younger employees’ decision to commit to the federal government.
Especially as younger generations experience increased pressure because of family
lifestyles (Agosti et al., 2017) and may have other work options that may provide better
flexibility or work-life balance.

Other avenues of research on commitment in the federal government should
explore the role of gender and commitment. Past literature has focused primarily on white
males in upper management positions. While prior research did not call for the role of
gender to be further explored, there were participants in this study that noted they were
treated differently due to gender, which influenced their commitment. It is also important
to revisit gender as the pandemic has impacted women disproportionately (Bateman &
Ross, 2020; U.S. Global Leadership Coalition, 2022). Women have to take on the
primary responsibility of childcare and caregiving (Bateman & Ross, 2020). The
pandemic has led to a widening gender poverty gap for women and caused millions of
women to have stop work and return at a slower pace (U.S. Global Leadership Coalition,

2022). In addition to revisiting gender, future research on commitment profiles should
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also explore the role of diversity, equity, and inclusion, as a few participants in this study
expressed that they had a hard time committing to the federal government as an entity
because of the environment they perceived. Two participants in particular emphasized
that the federal government did not create an inclusive environment for non-white
Caucasian employees or those who are English as a second language learners. Ultimately,
there is more still to understand in regard to commitment and commitment profiles.
Another path for future research to take is to move away from the affective commitment
centered focus.

In the past, commitment literature has focused on the importance of affective
commitment and that it was necessary for an individual to experience. However,
commitment profile literature shifts the balance away from affective commitment
dominant profiles as being the most important. Instead, it stresses the combination of the
mindsets. Often times commitment research, including commitment profile research still
emphasizes that specific mindsets are more valuable than others. However, this study
found that almost every participant expressed having continuance commitment to the
agency. This did not contribute to their intention to leave. In fact, their continuance
commitment was almost as important as other commitments. A shift that is happening in
today’s work culture is the notion of “quiet quitting.”

At least half the work force in the United States is quietly quitting (Harter, 2022).
This is especially the case for younger generations such as millennials and Gen Z (Ellis &
Yang, 2022; Harter, 2022). Quiet quitting refers to an employee deciding not to go above
and beyond at work and just meet the job description. Young professionals have referred

to quiet quitting as the act of standing firm in work-life balance, making sure that work is
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not spilling over into the personal life, and untethering the career from identity (Ellis &
Yang, 2022). Quiet quitting is not necessarily a new concept, but was coined by younger
generations on TikTok. Quiet quitting is considered an issue, as jobs often require levels
of extra effort to meet customer needs and to collaborate with colleagues (Harter, 2022).
Those who engage in quiet quitting are considered ‘not engaged’ in an engagement
survey, as Gallup defines “not engaged” as those who do the minimum and are
psychologically detached from their job (Harter, 2022). This because employees are
showing up and only doing the minimum required (Ellis & Yang, 2022). This is in part
because Gen Z and younger millennials do not feel that their work has a purpose (Ellis &
Yang, 2022). This decline in engagement, or engagement in quiet quitting, has occurred
because of there being a lack of clarity of expectations, little to no opportunities to learn
and grow, a lack of feeling cared about, and feeling little to no connection to the
organization’s mission or purpose (Harter, 2022). Those are all factors that can contribute
to commitment. Future studies may want to examine the phenomenon of quiet quitting,
its relationship to commitment profiles, and its role on commitment profiles of those in
the federal government.

Second implication and recommendation. This study found that the
commitment participants felt influenced by another commitment they had, emphasizing
the dynamic and interactive nature of commitment. In this study, participants experienced
commitment to various targets, had multiple commitments, and had moments where their
commitment profiles shifted. These shifts toward specific targets often occurred due to
minor changes in the individual’s lives, whether it related to them advancing their

education or to a relationship they had with a colleague. Eliza’s commitment to her role
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shaped her commitment to her agency. Martha’s commitment to her supervisor
contributed to her commitment to the agency.

These intricacies promote the need for further research to delve into the
interactions between commitments. This is especially the case when commitment is
viewed through the commitment system theory (CST) proposed by Klein et al. (2022).
Klein et al. assert that CST accounts for the temporal dynamics of the interrelationships
between commitments and helps to understand the evolving structure of commitments.
Research should pursue this avenue and may find that there is greater connectedness and
interconnectedness between targets and dual commitments. This study found that
participants had multiple targets of commitment at a broader level. Research should delve
further into what additional targets employees commit to. This may help us better
understand why employees commit to those specific targets and how targets intertwine
with one another. It is important that future research understand how targets may
spillover or influence one another, as the targets are often interlinked.

Third implication and recommendation. This study contributes to commitment
by confirming and highlighting that participates experienced dual commitments.
Participants primarily experienced duals commitment to their role and to the agency.
Most participants expressed affective commitment to their role. If they expressed
affective commitment to their role, that commitment contributed to their feelings of
continuance commitment to their agency. Some participants expressed wanting to
continue membership with the agency because they were emotionally connected to their
work, which in turn meant that they were willing to stay. Two participants in particular

were willing to stay, even though they considered themselves to be in toxic
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environments. Therefore, the affective commitment toward the role also contributed to
the development of normative commitment. Some studies discussed this interaction
between dual commitments as being a result of spillover (Klein et al., 2022; Menatta et
al., 2021; Tsoumbris & Xenikou, 2010). However, most studies conducted on dual
commitments have centered around identifying the types of profiles these dual
commitments can comprise (Loscher et al., 2020; Menatta et al., 2021; Meyer et al.,
2015; Meyer et al., 2019).

For example, Menatta et al. used latent profile analysis to identify the profiles that
dual commitments to the agency and the client organization could create. They found five
distinct profiles, which were dually free agents, dually involved agents, dually allied,
client allied, and agency invested. Although they were able to identify those profiles, it is
uncertain if those profiles stay stable over time and how the commitments may influence
one another over time. Future research can contribute to research on dual commitments
by looking at the relationship between the commitments, how they contribute to one
another over time, and what the antecedents and consequences of those dual
commitments are (Menatta et al., 2021; Meyer et al., 2015; Morin et al., 2015). While
dual commitments, which is commitments to two foci, exist, participants acknowledged
having commitment to additional targets.

Fourth implication and recommendation. The findings of this study reinforce
prior research (i.e., Dello Russo et al., 2013; Klein et al., 2022; Meyer et al., 2019; Meyer
& Maltin, 2010) that states individuals can experience commitment to multiple targets.
Participants described various targets of their commitment including their team, their

supervisor, their agency, the mission of their agency, their roles, particular colleagues,
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and projects. Future studies should look at what additional targets that individuals feel a
commitment toward. As emphasized by Klein et al. (2022), “understanding commitment
across the full range of workplace targets is increasingly important given the changing
nature of work, organizations, and the employment relationship” (p. 117). This study
found that participants expressed multiple targets of their commitment. Only a few of
those targets have been investigated in prior research, primarily the supervisor,
organization, and role and those targets have been looked at in isolation from one another
(Klein et al., 2022).

Again, this study also discovered that, for some, commitment to one target
contributed to commitment toward another. Aaron’s commitment to the agency was a
response to his commitment to his supervisor. He described how he preferred to stay with
the organization, because his supervisor was willing to let him determine his workload
and was flexible with work arrangements. This example demonstrates how commitments
to various targets can interact symmetrically. There are cases where commitments to
targets can interact in conflict (Menatta et al., 2021) depending on the individual and the
context, but not much is understood about when or why these conflicts happen (Klein et
al., 2022). Also, most research has focused on targets in isolation as opposed to multiple
targets and their interrelatedness, which can lead to incorrect predictions (Klein et al.,
2022), as commitments to multiple targets can influence workplace outcomes in different
ways (Becker et al., 2015). Commitment to specific targets does not always stay stable, in
fact it can change based on the individual’s experiences and context (Klein et al., 2022).

Fifth implication and recommendation. This study contributes to the

commitment literature by exploring commitment profiles in two additional contexts. The
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first context being the U.S. federal government and the second being in the context of
telework. Participants expressed that the federal government was an important context to
them because of the opportunities it provided. This included the opportunity to do work
that they identified as impactful at the agency and society levels. It also included the
opportunity for job security, flexibility, and benefits they found to be at a better level than
other institutions. Participants primarily highlighted their relationship with their agency.
There were two participants who highlighted their relationship with the federal
government. The first participant illuminated that he found the federal government to be
pretentious and he found it to be a close-minded environment in which to work. The
second participant also pointed out that she felt the federal government was not
supportive of its employees and created a lack luster environment. Future research would
benefit from further exploring commitment within the context of the federal government
(Caillier, 2013b; Hansen & Kjeldsen, 2017; Markovits et al., 2007; Potipiroon & Ford,
2017), especially as it is the largest employer in the United States, and the context can
influence the way in which individuals experience commitment. Future studies should
also look at commitment in new or emerging work contexts and work designs.

This study also chose the context created through the practice of telework. This
was because COVID-19 transitioned the workforce to telework and opened the door for
higher levels of telework in the future. Only one person mentioned that they were looking
to return to the office more frequently. Other participants expressed their appreciation for
telework and its relationship to the flexibility they perceived. In general, context is
important in understanding how commitment is formed and the types of commitments

that may emerge (Gellatly et al, 2006; Klein et al., 2022; McNally & Irving, 2010). Also,
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it is useful for future research to examine how participants experience commitment in
agencies where the telework program is implemented well. Some agencies have been
reported to have better policies and practices. This may have an impact on the
commitment profiles of those who engage in telework at an agency that is more
supportive of telework, as opposed to an agency that is not.

Along those lines, future research on the federal government and telework, should
examine the role of perceived organizational support. Although this study did not surface
perceived organizational support as a contributing factor to commitment, POS impacts
the effectivity of telework and potentially influences commitment. Researchers have
recently concluded that a lack of supervisor support and organizational support for
telework has left employees not having the option to engage in telework or opting out due
to lack of support. When employees, who telework, perceive that their organization
supports them they are more likely to experience reduced isolation, increased trust, and
more of a willingness to engage in knowledge sharing (van der Duin, 2013). Perceived
support can also raise employee esteem and raise commitment (Eisenberger et al., 2016).

Sixth implication and recommendation. This study contributes to a new path of
inquiry in the commitment profiles literature. The new path of inquiry is acknowledging
the role of meaningful work within commitment profiles. Participants in this study
acknowledged that they selected their position with the federal government because they
believed that they would be able to engage in meaningful work. They were also willing to
leave their current role if they felt they could engage in meaningful work elsewhere.

Meaningful work was mostly mentioned when participants described feelings of affective
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commitment toward their role. Meaningful work also contributed to normative
commitment and continuance commitment in participant commitment profiles.

The participants described meaningful work as work they felt was impactful and
provided them with an opportunity to help and serve others. Participants identified having
meaningful work if they felt the work was “making a difference” and contributing to
“meaningful change.” They also emphasized that seeing their work implemented
increased the meaningfulness. Maria highlighted that she identified her work as
meaningful if it led to policy changes and if she could see her work was “going
somewhere to make something better.” In general, meaningful work is a subjective
experience. This aligns with studies conducted by the spiritual literature. A study
conducted by Lips-Wiersma and Morris (2009) emphasized that those who believed they
were creating unity with others and serving others tended to identify their work as being
meaningful.

Those who find their work to be meaningful describe their job as being
worthwhile and valuable (Hackman & Oldham, 1976; Pratt & Asforth, 2003; Michaelson,
2005). Frémeaux and Pavageau (2020) define meaningful work as, “that which results
from a sense of coherence between the expected and perceived job characteristics
according to one’s own ideals or standards” (p. 7). Meaningful work has become
prevalent in management theory as meaningful work is becoming more desired by
employees (Frémeaux & Pavageau, 2020; Grant, 2007). Hackman and Oldham identified
work characteristics that employees perceived as meaningful when their jobs provided
task identity, task significance, skill variety, autonomy, and feedback. Their findings have

some overlap with Ketchum and Trist (1992), which found six aspects of meaningful
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work: variety and challenge, autonomy, recognition and support, social contribution,
continuous learning, and desirable future. This research just begins to touch on the
description of meaningful work within federal government employees who telework.
Future research should further uncover how federal government employees, who
telework, describe meaningful work and the characteristics that provide that meaning.
Additional research should also uncover how the organization or leadership contributes to
the meaning making process. Researchers including Frémeaux and Pavageau have invited
further researchers to look more deeply at the role of leaders in the development of
meaningful work.

Seventh implication and recommendation. This study reiterates previous
findings about the importance of the relationship between the employee and their
supervisor. Participants stressed the importance of having a good relationship with their
supervisor. Supervisors were praised when they demonstrated concern and interest
around an employee’s wellbeing, growth, and development. Supervisor support is a
psychological construct referring to an employee feeling that their supervisor supports
their needs and values the employees (Guchait et al., 2015). Supervisor support can also
contribute to work-life balance and in turn positively influence an employee’s intent to
stay (Carter, 2022). Zhang et al. (2019) found that when employees had a higher
perception of supervisor support, their intent to leave became weaker. One path for future
research to qualitatively explore is how those who telework describe their experiences of
supervisor support. A qualitative approach may unearth what attributes successful

supervisors, of those who telework, have that can be taught to other leaders and
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supervisors. Studies should also seek to understand how a relationship is developed and
maintained between supervisors and their employees who telework.

The findings of this study highlight both implications and recommendations for
both theory and practice. While this section discussed the theoretical implications, the
following section discusses the practical implications.

Practical Implications

The findings of this study emphasize how different commitment profiles and
commitment experiences can be for individuals within an agency. The following are the
practical implications based on the findings.

First implication. Organizations need to support their workforce and provide
support that will help develop employee commitment (Caesens et al., 2016). Policies and
practices by Human Resources (HR) need to be reviewed, updated, and flexible (Campo
et al., 2021). HR must understand that a one-size-fits-all approach is not appropriate
when trying to enhance employee experiences (Mihalache & Mihalache, 2022; Menatta
et al., 2021). When it comes to providing employees support, to improve employee
experiences, HR should provide individuals with an array of options to choose from
(Mihalache & Mihalache, 2022; Menatta et al., 2021). This can increase job-related
wellbeing (Mihalache & Mihalache, 2022) and can lead to employees feeling more
inspired and satisfied (Ouweneel et al., 2012).

When employees feel that their organization cares about them, there is an
opportunity for affective commitment to develop or grow (Lee & Jeung, 2018; Menatta et
al., 2021; Meyer & Maltin, 2010). Mihalache and Mihalache (2022) posited that this

support can come in various forms including ensuring new and updated technologies are
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put in place to enhance connectivity and communication, offering more flexible
scheduling, acknowledging the efforts employees are making, as well as showing
appreciation for employee contribution. Participants in this study emphasized that having
the opportunity to have a flexible schedule helped to enhance their commitment
experiences.

Flexibility was mentioned as a consideration by almost every participant. It
contributed to their continuance commitment. Flexibility included being able to telework
and set hours around their ideal time schedule. That flexibility contributes to better work-
life balance. Previous research has found that there is statistical significance between
work-life balance and commitment and intent to stay (Carter, 2022). Studies have also
found that when organizations offer flexible work arrangements, employees reported
higher intentions to stay with the organization as well (Maots & Galinsky, 2011).
Flexible work arrangements are practices where employees feel they have greater control
over work arrangements such as their work hours and the location where they work from
(Kossek & Lautsch, 2018). Human Resources needs to consider programs that allow
individuals to enhance their work-life balance and provide employees with an
opportunity to set a more flexible schedule to meet demands employees face (Carter,
2022). They also need to do better at promoting those flexible work arrangements.
Research has demonstrated that employees are often reluctant to engage in flexible work
arrangements because they perceive a lack of support from both the organization and
their supervisors (Kim & Mullins, 2016; Smith et al., 2019; William & Boushey, 2010).
Along with offering, promoting and supporting flexible work arrangements, Human

Resources should also offer more options to develop their workforce.
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Human Resources also needs to take into consideration opportunities for
professional development, how often they are offering opportunities, and how easily they
make it for employees to obtain it outside of the organization. Menatta et al. (2022)
recommend that agencies consider offering more opportunities for continuous training
and individualized career paths to promote commitment as well. Some participants
mentioned that it was important that the agency offer professional development and
promote their continued education. However, as support is perceived and experienced
differently, it is good to acknowledge that various strategies to improve employee
experiences is necessary (Mihalache & Mihalache, 2022). When it came to support, the
role of the supervisor was vital.

Second implication. Training and developing leaders and supervisors are crucial.
This is because supervisors can enable employees to balance work and life, which can
result in better job performance (Campo et al., 2021). Leader and supervisor support can
also help employees feel more comfortable in engaging in flexible work arrangements
(Smith et al., 2019). Leadership can also improve employee satisfaction and motivation
(Kim et al., 2020). Participants found that having a supportive supervisor was a major
factor that contributed to their commitment. They described supportive supervisors as
those who encouraged their personal and professional development, who were honest,
provided understanding and flexibility, and assisted them in re-designing their role.
Employees who felt that their supervisors lacked interest in their professional
development, they had a higher intention to leave (Voigt & Hirst, 2015). Therefore,
organizations should invest in leadership development across all levels of leadership,

especially the with the direct supervisors of employees. Human Resources should look at
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training supervisors and leaders in coaching behaviors, in providing timely and
constructive feedback, and in understanding how they can help their employees with
professional development (Laschinger & Fida, 2014).

Supervisors need to learn about best practices for managing teams that have
individuals that telework. For example, using a tool that allows everyone on the team to
see each other’s tasks helps to provide real time updates and document the contribution of
each member (Mills, 2016). Additionally, there are certain competences that should be
further developed. One competence includes communication (Greer & Payne, 2014).
Supervisors that utilize meetings to convey goals, roles, and vision, and build a sense of
community within their team, can increase the commitment of those who telework (Mills,
2016). Supervisors should also validate the contributions of their team and provide praise
so employees feel recognized. When communication is lacking, there can be significant
negative effects on telework (Allen et al., 2015). Utilizing different communication
strategies can also benefit knowledge sharing and allow for greater group collaboration.
Leaders and supervisors should be trained to use knowledge-sharing networks and
understand ways in which they can foster knowledge-sharing. Leaders who engage in
knowledge-sharing networks can increase social engagement, decrease isolation, increase
collaboration, and improve knowledge-sharing overall for those who telework (Weber &
Kim, 2015). In addition, supervisors need to understand how to best manage their group,
especially if they have team members that engage in telework.

Human Resources should help train supervisors and leaders to recognize their
own engagement at work. When leadership and supervisors are engaged, they are better

able to help their employees to engage (Harter, 2022). This is especially the case in
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response to quiet quitting. HR can prepare supervisors to have meaningful conversations
that can help reduce employee disengagement and burnout. Harter explains this is
because only supervisors and managers really know their employees at the individual
level, including their life situations, strengths, and goals. Also, HR can educate
supervisors in understanding how to develop a culture within their team where everyone
feels as if they belong, which is another way to potentially improve quiet quitting (Harter,
2022). It is important that supervisors also understand how to help their team develop a
purpose and have meaningful work. Human Resources should also consider training that
would allow leaders or supervisors to better understand meaningful work.

Leaders contribute to the meaningful work of their employees (Frémeaux &
Pavageau, 2020). As discussed by Frémeaux and Pavageau, “leaders may contribute to
clarifying and fostering these dynamics of experienced meaning” (p. 4) that can aid in
employees finding and giving meaning to their work. While leaders can assist in
employees in finding greater meaning in their work, they can only do so if they are open
to meaningful work and experience it themselves (Frémeaux & Pavageau, 2020).
Frémeaux and Pavageau proposed the development of meaningful leadership, which
emphasizes leadership competencies of self-awareness, moral exemplarity, personal or
professional support, positive attitude towards employees and situations, and shared work
commitment. Leaders should work to instill a vision in their team to provide a societal
purpose, be attentive to team members, and develop trusting and supportive relationships

(Frémeaux & Pavageau, 2020).
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Third implication. Organizations and leadership should invest in helping
employees craft meaningful work. Meaningful work is important for commitment,
especially for maintaining affective commitment. Supporting employees in their journey
to find purpose and engage in meaningful work can not only increase commitment but
also employee engagement (Cable et al., 2013; Dai et al., 2021). One practice that
contributes to increased meaningfulness in work is job crafting (Berg et al., 2010). Job
crafting is a behavior employee engage in that allowed them to redesign their job in a
way that they find more meaningful (Berg et al., 2010). Job crafting has positive
outcomes with both job satisfaction and work engagement (Rudolph et al., 2017). Job
crafting allows employees to obtain the flexibility they need find more purpose in the
way they approach their work (Dai et al., 2021). When employees feel that they are
supported and can co-design their work, they have better overall commitment
experiences.

Concluding Remarks

The spark for this research began years ago when | was a federal government
employee. After going through multiple shutdowns, and watching my colleagues go
through negative experiences, | found myself asking why we stay. This thought continued
to evolve well into the pandemic as we shifted to telework. After much consideration, the
purpose of this study emerged. The purpose of this study was to explore the lived
organizational commitment experiences of federal government employees who telework
and to understand the factors that shaped their commitment.

The findings of this study only reinforce the complex and dynamic nature of

commitment and highlights the need for future studies to delve into the topic. Although
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the types of commitment profiles may align with profile types, the way in which the
participants experience these profiles is different. The commitment experiences
individuals highlighted recognize that various factors such as context, internal and
external events, relationships, and meaningful work. Ultimately, this study only scratches

the surface of understanding commitment profiles, especially in a qualitative way.
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APPENDICES
Appendix A — Recruitment Email
Dear [name],

I hope that this email finds you well and that you are staying safe and healthy. |
am reaching out to you today to invite you to participate in my study. As you already
know, | am a doctoral student at the George Washington University, and am currently
working on my dissertation. Prior to COVID and during COVID, | worked at the United
States Institute of Peace. This organization, while considered non-partisan, is funded by
Congress — identifying myself and my colleagues as federal government employees.
Throughout my time as a government employee, and as a full-time student, | often
thought about those who stayed at the organization through various changes — whether it
was a shutdown or the change to telework during COVID. My dissertation focuses on
how federal government employees experience organizational commitment while
teleworking. 1 am particularly interested in the experiences of Human Resource
professionals who are currently teleworking.

Your participation would entail taking part in a Zoom video interview. This
interview will be recorded and will last approximately 60 to 90 minutes. The recordings
will be deleted immediately after the interview is transcribed. There may be a potential
30 to 60 minute follow up Zoom interview. All interviews are confidential, and the
interview questions will relate to your personal experiences. Your real name will not be
used during the interview or in the study; instead a pseudonym will be used. Also, the
name of your institution (or any other identifiable information) will not be used during

the interview or in the study. Your participation is completely voluntary, and you can
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withdraw at any time. If you are interested in the study, in participating, or have any
questions, please do not hesitate to ask. | am happy to jump on a quick call if that is

easier. Please contact me at agc503442@qgwu.edu or at (484) 955-7289 if you are

interested or have any questions. | look forward to hearing from you.
Well wishes,

Alysha G. Cieniewicz
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Appendix B — Email to a Recommended Participant

| hope that this email finds you well and that you are staying safe and healthy. My
name is Alysha Cieniewicz, and | am currently working on my dissertation at the George
Washington University. Prior to COVID and during COVID, | worked at the United
States Institute of Peace. This organization, while considered non-partisan, is funded by
Congress — identifying myself and my colleagues as federal government employees.
Throughout my time as a government employee, and as a full-time student, | often
thought about those who stayed at the organization through various changes — whether it
was a shutdown or the change to telework during COVID. My dissertation focuses on
how federal government employees, who telework, experience commitment. | am
especially interested in the experiences of Human Resource employees — and that’s why |
am reaching out to you. [name] recommended that | reach out to you because of your
position and experience.

Your participation would entail taking part in a Zoom video interview. This
interview will be recorded and will last approximately 60 to 90 minutes. The recordings
will be deleted immediately after the interview is transcribed. There may be a potential
30 to 60 minute follow up Zoom interview. All interviews are confidential, and the
interview questions will relate to your personal experiences. Your real name will not be
used during the interview or in the study, instead a pseudonym will be used. Also, the
name of your institution (or any other identifiable information, will not be used during
the interview or in the study.

Your participation is completely voluntary, and you can withdraw at any time. If

you are interested in the study, in participating, or have any questions, please do not
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hesitate to ask. | am happy to jump on a quick call if that is easier. Please contact me at

agc503442@gwu.edu or at (484) 955-7289 if you are interested or have any questions. |

look forward to hearing from you.
Best,

Alysha G. Cieniewicz
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Appendix C — Interview Protocol
Pseudonym:

Date:

Start time:

End time:

| wanted to thank you for joining me for this interview and taking time out of your
day to participate. As I mentioned, I’'m currently in a doctoral program at the George
Washington University. For my study, I’'m exploring the organizational commitment
experiences of federal government employees who telework. | am also focusing on
Human Resource professionals. | reached out to you, as | am interested in learning about
your experience. This will include learning more about your job, your transition to this
job, and your experience while teleworking.

There are some benefits and minimal risks associated with your participation in
this study. While you will not benefit directly from this study, your participation in this
study and interview provides you with an opportunity to reflect on your work
experiences, which may promote positive feelings about your work. More generally, your
participation may benefit the organization by helping them to understand how
commitment is experienced by those who telework. As | mentioned, there are minimal
risks. These risks include:

e Emotional discomfort, such as feeling hesitations about answering the interview
questions. However, it is important to note that your participation is voluntary.

You can provide as much or a little detail as you would like. You may also skip

questions or stop the interview at any time.
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e There could be an inadvertent breach in confidentiality, which could have
profession repercussions. Please know that | intend to keep everything
confidential. I will do this by not identifying you by your real name at any point
during the interview. | will assign you a pseudonym, which will be linked to a
master list that will be kept separate from other study data. To maintain
confidentiality, please refrain from using any names during the interview —
including your institution’s name. Should you mention your name, or any other
names during the interview, these names will be replaced in the transcripts with
pseudonyms.

Your participation in this interview serves as consent for you to be included in this
study. You can stop the interview at any time, for any reason, without any penalty. You
just let me know that you would like to stop. Your participation will not affect your
relationship at your institution. Do you have any questions about the purpose of this
study, why I am conducting this interview or benefits and minimal risks associated with
your participation?

I will be conducting this primary interview with you, with the potential of a follow up
interview. This interview will last anywhere between 60 to 90 minutes. | will be asking
open-ended and general questions, so feel free to elaborate if you feel comfortable. If a
second interview is required, it will be between 30 to 60 minutes, and will be a follow-up
conversation to clarify any information you have shared with me. During the interview, |
will be taking notes. I also plan to record this interview. This is so | can really focus on
the experiences you are sharing and limit my note taking. While Zoom records both the

audio and video, | will only be downloading the audio. The audio recording will be
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transcribed. Once it is transcribed, all recordings will be deleted. I intend the transcribe
the interview immediately. Once transcribed, | will share the interview transcript with
you. If you have any minor edits, please let me know so that | may revise the transcript.
The transcript is not included in the study and is used for data analysis. The transcript
will be kept on my personal laptop, which is password protected and locked in a secured
room. Once the study is complete, the transcripts will be deleted. Do you feel like you are
ready to begin?
[Start recording]
Before we start, do you have any questions for me?
1.Participant background story (early life experiences). Before | ask you about your
work experiences, | would like to learn a little bit about you as a person to get to know
you better, so could you please tell me a little about your background including where
you grew up, your educational experiences and early ideas about a career.
1. Background and Education
Where did you grow up?
a. Tell me about your educational background and experiences?
i. What did you study in school?
1. Why did you decide to study that?
ii. How did your educational background and experiences impact you
later in life?
b. What career did you plan to pursue after school?
2. Workplace Experience
Tell me a little bit about your work experience.

a. What types of positions or organizations have you chosen?

i. Why those types of positions or organizations?
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b. When looking for a job, what types of things to do you look for?

i. Why do you look for those types of things?

3. Current Employment

Let’s talk more about your work in the federal government and your current work.

a.

b.

g.

How did you come to work for the federal government?

What attracted you to work in the federal government. What was your first
position in the federal government? Please describe your work in that role.
How long were you there? Your reason for leaving?

How long have you been working with your current agency?

What drew you to working with this agency? What is the agency’s mission?
What does it value?

What led you to your role at the agency?

What attracted you to this type of role?

How long have you been participating in telework with this agency?

4. Organizational Commitment

Tell me about the work you are currently doing.

a.

What does a typical day look like for you?

b. How would you describe your day-to-day interactions with your colleagues?

C.

How would you describe your interactions with your supervisor?

5. What motivates you in your work? In reflecting on the role of work in your life,

what is most important to you?

6. What goals have you set for yourself at this agency, whether they are personal or

professional?

244



a. Could you please describe what support, if any, you have had in achieving
your goals?

b. What does support towards these goals look like? How does the support
you need change based on your goals? Where do you look for support from?

c. How have your goals, professional or personal, changed over time during
your tenure?

7. How were you thinking about your future career when you accepted this role?
What or how are you thinking about it now?

a. Ifyou’re thinking has changed about your future career, when did your
thinking shift? What led to that shift?

b. Has there been a time when you thought about leaving your position? The
agency? If so, could you please describe the situation.

c. Inthinking about your work now, what or how would you consider taking
another position or institution?

8. What additional thoughts do you have to share? Is there anything that you want to
add to our conversation that [ haven’t asked that you believe may be important for
me to know?

9. What questions, if any, might you have for me?

That was the last of my questions for today. Thank you for sharing your thoughts and
experiences with me. From here, | will go and transcribe the recording using Otter.ai.
Then I will check the transcript for any errors, before sending it to you. I will ask you to
check the transcript, provide any edits you would like, and then approve of it. If you

could please provide me with any feedback within a week, that would be greatly
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appreciated. I may want to follow up with you again as | continue to look through
additional transcripts and sort through the data. I will reach back out to you using the
same email I did before. Thank you again for sharing your experiences with me. Please

do not hesitate to reach out to me if you have any questions. [Stop recording]
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Appendix D — Subjectivity Statement
Statement of Subjectivity

In qualitative research, researchers should strive to be self-aware. This self-
awareness allows the researcher to recognize their biases and how they may impact the
study, to avoid integrating them into the results. Therefore, it is important that I describe
my experience and subjectivity.

Government identification. First and foremost, | was technically a federal
government employee. Although the organization | worked for is not considered a
government agency or entity, it is funded by Congressional mandate. The organization
defines itself as a nonpartisan, independent institute. It identifies as a government partner,
as opposed to an organization created or maintained solely by the government. When
asked by others who | work for, I will answer the federal government — to provide a less
complicated answer that will involve explaining the purpose of my organization, its work,
and its mission statement. Although I identified as a federal government employee, | do
not hold allegiance to it. In fact, | spent the several years grappling with that identity,
especially given the administration that was in power during the time frame in which |
joined. Rather than referring to my employer for my identity, I returned to my
professional identity as an educator. By understanding my various identities and why |
have them, | can make sure | do not assign any participants with an identity or assume
their identities align with mine.

Commitment. While I grappled with my identity in relationship to my employer,
| know that many people covet a position with the federal government. In fact, a relative

of mine advised me to stay employed by the government because of the membership
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benefits that come with it, particularly the pension and health benefits. Therefore, it is
important to acknowledge my former membership as well as my prior commitment. |
valued being employed by the government. This is partially because of the benefits
associated with it, including the health insurance and the options for contribution to a
retirement plan. The government also outlines a comprehensive schedule for grades and
pay, that was competitive. Because our organization is considered independent and
nonpartisan, | am unaware of how drastically different the benefits vary between my
organization and what is offered by other government agencies. In terms of the federal
government, | do not find myself particularly committed to it. If anything, I could say that
| experience a weak form of continuance commitment, because | know what the costs
would be if | left.

As far as my commitment profile, | would say that | experienced affective
commitment to the mission of my organization and to my profession. | have spent over a
decade building my identity as an educator and so my strongest commitment is to my
profession. | am affectively committed to the goals and mission of the organization and to
certain colleagues. Otherwise, | experience both normative and continuance commitment
to my organization. My normative commitment experiences related to the role I had on
my team. My continuance commitment level related to my previous desire to stay at the
organization was partially negated by the costs of leaving. | felt that other organizations
will not offer me the same salary or leadership position that | had, and so I did not have
intentions of looking elsewhere until necessary. Also, my organization offered a set
amount of money employees are eligible for each fiscal year, which can be applied to

professional development, training, conferences, and tuition reimbursement.

248



It is important to understand my own commitment profile and why | believe |
experience it the way | do. By identifying my own profile, | can separate my commitment
profile from the commitment profiles of the participants. I also acknowledge that the
participants may be committed to the federal government in ways that I am not, and for
reasons that I may or may not be.

Telework. Finally, it is necessary to acknowledge my personal experience with
telework. | had been full-time teleworking since March 16™, 2020, because of the
organization’s mandate. While teleworking, I have heard from numerous colleagues
about their experiences. | find that I prefer being in a telework context, because of the
opportunities it provides me with. | have come to find that | prefer to telework full-time
and will look for other job opportunities that offer the opportunity to telework. 1
recognize that because of the work I do, | am better situated for telework. | also recognize
the diverse number of feelings surrounding telework, as we have had numerous
discussions at the team and group level.

Addendum. In October of 2021, my position with the federal government was
dissolved as part of budget cuts. | spent one month unemployed. The way in which my
supervisor handled delivering the news and proceeding with my transition out of the
organization, was done in an inappropriate manner. This was happening during my first
few interviews | conducted with participants. | made sure to memo about this experience
to ensure that my distaste for my supervisor, the leadership at the agency, and the agency
did not come through during my interviews with participants. | also made sure that | did
not make assumptions during the data analysis process that reflected my personal

experience. While my transition out of the federal government was less than ideal, it was
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a needed event to help me find a position that was a better fit and provided a fully remote
opportunity. Again, while I could relate to some participants that expressed a desire for
fully remote work or more telework opportunities, | made sure not to discuss my feelings
with the participants or allow my feelings to bleed through during the analysis process.

Appendix E — Informed Consent

Informed Consent for Participation in a Research Study

Title of Study: Commitment Profiles of Federal Government Employees Who
Telework: A Qualitative Study

IRB #: NCR213690

Principal Investigator Name: Dr. Andrea Casey
Doctoral Candidate: Alysha G. Cieniewicz
Date:

1. INTRODUCTION. You are invited to take part in a research study being
conducted by Dr. Andrea Casey and Alysha G. Cieniewicz, sponsored by The
George Washington University, Graduate School of Education and Human
Development. Taking part in this research is entirely voluntary. You are being
asked if you want to take part in this study because of your role with the federal
government, your tenure at your agency, your role within HR, and your
experience with telework. Please take a moment to read this form and ask any
questions that will help you decide if you want to be in the study. Taking part is
completely voluntary and even if you decide you want to, you can quit at any
time. Your employment status will not, in any way, be affected should you choose

not to take part or to withdraw at any time. Even if you decide to take part and
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then change your mind, you can quit at any time. Further information regarding
this study may be obtained by contacting either myself by email at
agc503442@gwu.edu, or by telephone number (484) 955-7289 or Dr. Andrea

Casey by email acasey@qgwu.edu.

PURPOSE. The purpose of this study is to understand the commitment
experiences of federal government employees who telework.

PROCEDURES. Participation in this study is completely voluntary. If you
choose to participate, the total amount of time you will in this study is two hours
and thirty-five minutes over the course of two weeks. All participants in this study
will:

1. Participate in a Zoom semi-structured interview. (1 hour and 30 minutes in

duration)

2. Participate in a Zoom follow-up call (if necessary) (up to 1 hour)

3. Review transcript(s) of conversation for accuracy (15 minutes)
POSSIBLE RISKS. You may feel some emotional stress or discomfort
answering the interview questions. You are free to skip any questions or stop
taking the survey at any point. There is a small chance that someone not on our
research team could find out that you took part in the study or somehow connect
your name with the information we collect about you, however the following

steps are being taken to reduce this risk:

1. The records of this study will be kept private. In any published articles or

presentations, we will not include any information that will make it possible to
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identify you as a subject. All data will be stored on a password protected
laptop and stored in a secure location.

All possible participants are given the opportunity to use a personal email
address after initial contact is made. The list of personal email addresses will
be kept on a password protected laptop and stored in a secure location.

All interviews will be conducted in a virtual location selected by the
participant using Zoom.

A pseudonym will be assigned to each participant at prior to starting the first
interview. The assigned pseudonym will also be used in the transcription of
the interview and audio file. The transcription and audio files will be stored on
a password protected hard drive and stored in a secure location.

All computers, audio recorders and software used for this study will be
password protected.

Member checks - Participants will be given the opportunity to review their
interview transcript for accuracy and use of pseudonym.

When the findings of this study are reported, the pseudonym will also be used.
Your records for the study may be reviewed by departments of the University
responsible for overseeing research safety and compliance. The researcher and
GWU will not release any information about the participants of the research
study, without their written consent, unless required by law.

. At the end of this study, all research material with identifiable information

will be securely destroyed.
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10.

CONFIDENTIALITY. Every effort will be made to keep your information
confidential, however, this cannot be guaranteed. If results of this research study
are reported in journals, the people who participated in this study will not be
named or identified. Research study records will be kept confidential unless you
authorize their release or if the records are required by law (i.e., court subpoena).
BENEFITS. Your participation in and the result of this study has the potential to
add to our theoretical and practical knowledge base in the areas organizational
commitment and telework. The benefits that might result from this study is a
greater understanding of, and offering of practical recommendations to inform,
how human resource development practitioners and organizational leaders can
support various commitment profiles and telework.

COMPENSATION. You will not receive compensation for participating in this
study.

COSTS. There are no costs associated with taking part in this study.
QUESTIONS. If you have guestions, concerns, complaints, or think you have
been harmed by this research study, please contact Alysha Cieniewicz at

agc503442@gwu.edu or (484) 955-7289. If you have any questions about the

informed consent process or any other rights as a research subject, please contact
the Office of Human Research— Institutional Review Board at The George
Washington University at ohrirb@gwu.edu or +1 (202) 994-2715.
DOCUMENTATION OF CONSENT. To ensure anonymity your signature is

not required. If you agree to take part in this study, your consent to participate in
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this research study is implied if you proceed. Please keep a copy of this document

in case you want to read it again.
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