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Abstract 

There has been a value-based control fad sweeping through organizations in recent years and 
more recently this “fad” made its foray into government agencies. A reason for this is the 
decline of citizen’s trust in government agencies. Value statements have been suggested as 
one part of the solution for this problem.  Although, many have argued to what extent value 
statements influence the behavior of employees. Studies have shown that employees exhibit 
high awareness of organizational values. However, less than half of them are being said to be 
living the values. A reason for this may be that values are explicated through value 
statements with the aims and beliefs that will guide employee behavior and employees are 
expected to act in accordance with them even if they do not support them personally. 
Affective commitment is an employee’s emotional bond with the organization and is highly 
desirable as it holds many benefits such as increased job performance. Studies on value 
congruence have shown that employees who hold similar values to those of the organization 
can influence affective commitment. This complicates the process of value statements 
influencing affective commitment as value statements also are subject to deep breed cynicism. 
However, civil servants are rather different than employees in the private sector. Working for 
the public good drives them, this is known as the notion of public service motivation. This 
can help mitigate aspects of aimed cynicism as government agencies most often have value 
statements that go with the public service values of civil servants. This aspect makes civil 
servants an interesting group to study when it comes to affective commitment. Thus, as there 
was an absence of research in this area, the purpose of this qualitative study was to explore 
how civil servants awareness and use of value statements influence affective commitment. 
The chosen research strategy was a case study and the research was conducted by using both 
a deductive and inductive approach. The empirical data has been gathered through two focus 
groups, the first consisting of seven civil servants and the second six. Participants were 
strategically chosen to be able to observe differences contributed by recruitment and 
socialization. 

Results of this study show that there is a difference in the construct of awareness. Civil 
servants understanding the context that the values constitute tend to influence a conscious use 
of value statements. Relying on smart solutions to remember values, however, tend to trigger 
an unconscious use of value statements. The use of value statements influences affective 
commitment by stimulating loyalty and an interest in the future development of the 
organization. It was found that cynicism does not prevent the use of value statements. 
However, cynicism does prevent the use of value statements to influence affective 
commitment. It can be concluded that public-service motivation and analytical capabilities 
had a major role concerning civil servants use of value statements and its influence on 
affective commitment. 

Keywords: Value statements, awareness, affective commitment, cynicism, public-service 
motivation, recruitment, socialization.  

  



 

Sammanfattning 

Implementering av värderingsstyrning har på senare blivit en trend bland organisationer och 
nu adopterar även myndigheter trenden i sina verksamheter. En orsak till detta är den 
pågående nedgången i förtroende som medborgarna har till myndigheter. En lösning på detta 
problem har ansetts vara formella värdegrunder. Forskare har däremot flitigt argumenterat 
om de kommunicerade värdegrunderna verkligen påverkar de anställdas beteenden. Studier 
har visat att medvetenheten om organisationers värderingar tenderar att vara hög hos 
medarbetare, dock så finns det indikationer på att mindre än hälften efterlever dem. En orsak 
till detta kan vara att värderingar är implementerade formellt genom en top-down process och 
anställda förväntas följa de målsättningar och föreställningar som värdegrunden innehåller 
även om de inte stödjer den personligen. Detta skapar problem för värdegrunden att skapa en 
emotionell koppling till organisationen. Studier som behandlat ämnet 
värderingsöverenstämmelse antyder att individer som har personliga värderingar som 
efterliknar organisationens tenderar att bli emotionellt kopplade till den. Processen försvåras 
dock på grund av att värdegrunden bemöts av cynism. Statstjänstemannarollen är dock rätt 
olika andra yrken. Statstjänstemän drivs av att arbeta för samhällsnyttan och har blivit ett 
välstuderat fenomen inom forskningsområdet. Detta kan avhjälpa aspekter av riktad cynism. 
Statstjänstemän är därför en intressant grupp att studera när det gäller emotionella aspekter 
såsom kopplingen till den egna organisationen. Således, eftersom det fanns ett gap inom 
forskningen på detta område var syftet med denna kvalitativa studie att undersöka hur 
statstjänstemäns medvetenhet och användande av värdegrunder kan påverka den emotionella 
kopplingen till organisationen. Forskningen har utförts med både ett deduktivt och induktivt 
angreppssätt och en fallstudie har tillämpats som forskningsstrategi. Det empiriska materialet 
samlades in med fokusgrupper varav en bestod av sju statstjänstemän och den andra sex.  

Studiens resultat påvisar att det finns skillnader i hur medvetenheten om värderingarna är 
uppbyggd. En förståelse för kontexten som värderingarna befinner sig i tenderar att influera 
ett medvetet användande av värdegrunden. Smarta lösningar för att komma ihåg 
värdegrunden tenderar istället att skapa ett omedvetet användande av värdegrunden. 
Användandet av värdegrunden ger en emotionell anknytning genom att användandet 
stimulerar lojalitet och ett intresse i den fortsatta utvecklingen av organisationen. Det visade 
sig att cynism inte hindrade användandet av värdegrunden, däremot hindrade cynism att 
användandet skapade en emotionell anknytning till organisationen. Slutligen kan slutsatsen 
dras att public-service motivation, socialisering och rekrytering hade en bidragande roll i hur 
statstjänstemän använder värdegrunder och hur det påverkar den emotionella kopplingen till 
organisationen. 

Nyckelord: värdegrund, medvetenhet, emotionell koppling, cynism, public-service motivation, 
rekrytering, socializering.  
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1. Introduction 
This chapter commences with a background on the topic of study followed by problem 
discussion that culminates in the stated purpose of this study and the overall issue it 
addresses. 

1.1 Background 
There has been a value-based “control fad” sweeping through organizations across the globe 
in recent years (Lencioni, 2002). A reason for this is that organizations have come to realize 
that for them to stay competitive they must adapt quickly to changes in the environment, as 
markets today are becoming more customer- and professionally demanding (Garcia, 2002). 
Common traits among high-performing organizations operating on such markets are those 
who exercise control over employee behavior (Collins & Porras, 1994; Peters & Waterman, 
1982).  

More recently, this “control fad” made its foray into public organizations (Denhardt, 1993; 
Hale, 1996). It has become somewhat of a trend to use value-based controls in these, as 
public organizations struggles with trust issues towards citizens of the state (ibid). The 
decline in public trust is most apparent in government agencies where it has been declining 
since the mid 1960s (Perry & Wise, 1990). Political leaders has since then called for a rebirth 
of the public service ethic (ibid). However, government agencies face challenges when it 
comes to restoring the trust of citizens, as they have a duty to serve the public interest and at 
the same time accommodate individual interests (Waeraas, 2008). The public interest, in most 
cases, does not coincide with individual interests (ibid). Government agencies must therefore 
balance the need to be authoritative and user- or client oriented  (ibid). 

Simon (1995) popularized the notion of value-based controls through something he referred 
to as belief systems. A belief system provides direction and meaning to employees by 
conveying values and a sense of purpose. Values can be considered beliefs, perceptions or 
ideals with desirable end-states that influence employee attitudes and behaviors (Connor & 
Becker, 1975). Furthermore, values are shared between employees in organizations and they 
have normative perspectives, which means that they are affected by employee’s expectations 
or social norms (Vardi & Wiener 1996).  

A belief-system can therefore be seen as cultural control lever used to influence and alter 
organizational culture. The most common definition of organizational culture in accounting-
related research, according to Birnberg and Snodgrass, (1988); Dent (1991); Pratt and 
Beaulieu, (1992), is the one made by Flamholtz et al. (1985), who defined it as “the set of 
values, beliefs and social norms which tend to be shared by its members and, in turn, 
influence their thoughts and actions” (p. 158). Thus, for organizations to influence and 
exercise control over employee behavior, they must first attempt to influence their complex 
culture (Simons, 1995; Malmi & Brown, 2008). 

The amount of impact values has on employee’s behavior, institutionalized by beliefs 
systems, can be estimated by looking at: recruiting, socialization and the studied phenomenon 
of this thesis, value statements. Although, many have argued to what extent value statements 
influence the behavior of employees (Murphy 1995; Stewart, 1996 Urbany 2005). 
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1.2 Problem discussion 
Value statements are intended to guide employee’s everyday decisions. An estimate of about 
70-80 percent of firms are reported to use value statements with the purpose of providing 
guidance for employees regarding e.g. regulations, customer interaction, decision-making, 
and other processes. AMA, 2002; Corporate Board 2004, Murphy, 1995) Business today 
seem to drive more towards the concept of market-orientation, that is, to meet hidden wants 
and needs of customers (Jaworski & Kohli, 1995; Nedungadi, 1994), and value statements 
are important means to get employees to build stronger relationships with customers. For 
value statements to influence affective commitment employees must first be aware of these. 
Studies by Saundersson (2004) and The Blue Partner Group (2010) have shown that 
employees exhibit high awareness of organizational values. However, only half of the 
employees used them in a job situation. It should be noted, however, that these findings are 
based on the creation of examples of possible outcomes, meaning that the outcomes have 
been artificially induced in employees. This due to the research method, investigating 
behavioral intentions through surveys (Mohr et al., 2001). That may explain the difference 
between awareness and actual use of values. High awareness of organizational awareness is 
important as there is an relationship between high awareness and behavioral intentions (Mohr 
et al., 2001), which means that high awareness of values promoted by value statements 
increases the possibility of them influencing affective commitment. 

A concerning issue of value statements is that values are explicated with the aims and beliefs 
that will guide employee behavior and employees are expected to act in accordance with 
them even if they do not support them personally (Malmi & Brown, 2008). This has 
implications for value statements as means of influencing affective commitment. Scholarly 
research in the field of value congruence, conducted by Parlberg & Perry (2007) and Peters & 
Waterman (1982) indicates that organizational values can influence the job performance of 
employees if there is a high level of organizational commitment. Where employees affective 
commitment, that is, employees emotional attachment, has shown to be most influential 
factor in the context of organizational values (Finegan, 2000). The relationship between 
organizational values and affective commitment is possible only when the values of 
employees are in congruence with those of the employing organization. (Paarlberg & Perry, 
2007). This complicates things, as Urbany (2005) suggest that value statements are subject to 
deep breed cynicism. This due to value statements being perceived by employees as merely 
symbolic, functioning as a tool for nurturing relationships with external stakeholders 
accompanied with the feeling of being surrounded by uninspiring organizational leadership. 
However, value statements can have positive effects on decision-making (Urbany, 2005), 
corporate culture (Bhattacharay et al., 1998) and employee morale Bhattacharay et al., 1998; 
Klemm et al., 1995; Urbany, 2005), that highlights that these statements still are to be 
considered important. 

The increasing popularity of value statements as a tool for improving customer interaction 
has also made its way into public organizations, as public organizations struggles with trust 
issues towards citizens of the state. Scholarly research conducted in public organizations has 
also found that a set of values are clearly articulated in high-performing government 
organizations that have rebuilt and maintained the trust of citizens of the state (Denhardt, 
1993; Hale, 1996). It has also been suggested that employees in high-performing public 
organizations uses value statements to make "street-level decisions"(Maynard-Moody & 
Musheno, 2003). 

Civil servants can be seen as agents of the state that implements state policies according to 
laws, as well as managing public affairs and the national administrative. Due to the nature of 
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their work duties, one can safely say that their commitment clearly affects the work 
efficiency of governments and the quality of life of its citizens (Mingzheng & Man, 2004). 
Thus, affective commitment, indicated to increase job performance, of civil servants is highly 
desirable in order to ensure that the government administration is operating efficiently 
(Zhang & Chen, 2015). However, little is known about the impact value statements has on 
employees, especially civil servants, and how the use of these influence affective 
commitment (Urbany, 2005), and the majority of research conducted, stems from the US  
(Paarlberg & Perry (2007). A desirable characteristic of civil servants is their emotional 
attachment to the organization. Serving the public good is explained to be an intrinsic reward 
enough for civil servants to increase effort and has come to be referred to as the notion of 
public-service motivation (Perry, 1996; Crewson, 1997). Public-service motivation is related 
to affective commitment due to its emotional aspects e.g. "if I work harder, society benefits 
and becomes better" (Perry, 1996; Crewson, 1997). This can be suggested to increase the 
possibility of civil servants inducing the content of formal value statements that strengthens 
their bond with the employing organization. 

A summary of the above-mentioned facts indicates that there is a need to look into how civil 
servants use value statements and how it influence affective commitment. Value statements 
have been criticized for their symbolic nature, which complicates the process of using them. 
Employees are expected to in accordance to them whether they like it or not, which can result 
in aspects of aimed cynicism. Civil servants, however, are different. Working for the public-
good motivates them. This can increase the possibility of them inducing the content of value 
statements that consciously triggers a use of these, which in turn influence affective 
commitment. 

1.3 Purpose 
Thus, as there is an absence of research in the area on how civil servants use value statements 
and how this use can influence affective commitment, this thesis explores how awareness and 
the use of value statements in the case of civil servants influence affective commitment. The 
study also aims to contribute with an increasing theoretical understanding of the field by 
critically engaging with scholarly research on value statements. The use of value statements 
is important in government agencies, as there are benefits of using them that can help build 
and maintain the trust of citizens. Familiarization on the topic of study can assist in 
understanding why some civil servants are using value statements and becoming emotionally 
attached to an organization while others neglect them. 

Research question 

This study aims to answer the question: "how do civil servants awareness and use of value 
statements influence affective commitment?” 

1.4 Outline for thesis 
Chapter 1: introduction, purpose and overall issue. Chapter 2: Literature review, frame of 
reference. Chapter 3: methodology. Chapter 4: data presentation. Chapter 5: Data analysis. 
Chapter 6: closing discussion. 
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2. Literature review 
This chapter includes scholarly research on value statements and affective commitment. The 
chosen research for answering the purpose of this thesis will then be presented in a frame of 
reference. 

2.1 Value statements 
Value statements stems from Simons (1995) concept of value-based controls that are featured 
in the control lever belief systems (Simons, 1995; Malmi and Brown 2008). Belief systems 
are defined as “the explicit set of organizational definitions that senior managers 
communicate formally and reinforce systematically to provide basic values, purpose, and 
direction for the organization” (p. 34). According to Simon (1995) the purpose of a belief 
system is to communicate  “values and direction that senior management want subordinates 
to adopt” (p. 34). Examples of beliefs systems that convey values are visions statements, 
mission statements, credos and statements of purpose (Simon 1995). 

The amount of impact values has on employee’s behavior, institutionalized by beliefs 
systems, can be estimated by looking at: 

Recruitment: When organizations recruit individuals with an inherent set of values that are 
aligned with those of the organization (Malmi & Brown, 2008). 

Socialization: A process when individuals are socialized to alter their personal values to fit 
the values of the organization (Malmi & Brown, 2008). 

Values statements: Values are explicated and employees are expected to act in accordance 
with them, even if they do not support them personally. This can also be referred to as a 
CREDO, which, from the view of an organization, can be a formal statement of the aims or 
beliefs that will guide employee behavior (Malmi & Brown, 2008). 

2.2 Awareness of values statements 
Employees who are more aware of values in their organizations can perceive their 
organizations as having stronger values (Valentine & Barnett, 2003). This puts an increasing 
emphasis on organizations to fully communicate their values to employees (ibid). The 
existence of values alone is not deemed sufficient to influence employee’s perception of their 
organizational values. Thus, awareness of organizational values is required before these 
values can have an impact on employee perceptions (Adams et al., 2001; Valentine & Barnett, 
2003). However, merely being familiar with organizational values is not enough for them to 
prescribe acceptable behaviors or attitudes. Rather than recalling the values by name, 
employees should be aware that the values are an important part of the organization (Adams 
Tashchian, and Shore, 2001). Studies conducted by Lee & Shin (2010) and Bhattacharaya & 
Sen (2004) also suggest that there is a positive relationship between awareness of a 
phenomenon, such as values statements, and behavioral intentions of individuals. 

The Blue Group Partnership conducted a survey in 2010 and polled 273 respondents from 
more than 200 organizations, both at management and team level, and asked if they were 
aware of their organizational values. About three quarters, 72% percent could mention a few 
values but only 49 percent actually used them. Gordon Roscoe, senior partner of the group 
acknowledged the importance of values and stated: "They are the rules we have for ourselves, 
beliefs about what are important and what is right and wrong. They are the base that 
determines how we react to any situation. When we work with others we need to share values. 
If we don't, conflict arises and performances suffers." (Woods, 2010). A study conducted by 
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Saundersson (2004) indicates that though all levels of employees in public organizations 
seem to be aware of the existence of values statements, merely half of them suggest that these 
are formally presented to them. Furthermore, only half of the employee workforce are said to 
be "living the organizational values". These findings are aligned with the survey conducted 
by the Blue Partnership Group (2010) that conveyed that three out of four employees were 
aware of organizational values but only half of them actually used or "lived them". 

Values statements are most often presented to employees in written form (Orhan et al., 2014). 
However, merely communicating values statements by putting these on walls, computer 
desktops and company websites are not sufficient enough in order for employees to 
consciously induce these (ibid). Findings made by Paarlberg & Perry (2007) also confirms 
that top-management cannot influence employee behavior with the values of an organization 
only by communicating these through formal statements made available through e.g. 
presentations or laminated cards. Aligning organizational and employee values is a social 
process that occurs between employees and managers and maybe even customers during 
routine interactions. Although these findings do not suggest that this social process cannot be 
influenced by the use of formal management tools or organizational leadership. However, 
lower-level managers play an integral part in integrating values individually through 
interpretation of the organizations strategic goals (ibid). This is confirmed by Stovel & Bontis 
(2002) who states that leadership is an important tool when to convey values statements to 
employees. Contradicting to these findings, however, are the findings made by Saundersson 
(2004), that suggest that managers in general are not living the organizational values to the 
same extent that employees do.   

2.3 Use of values statements 
Urbany (2005) states that value statements can create positive externalities such as clarifying 
expectations, in the sense that individuals are given a set of rules for how to react in and 
address certain situations. Furthermore, there are indications that these provide guidelines for 
decision-making by providing a framework for acceptable decision criteria and behaviors. 
There are also indications that accountability increases due to the given guidelines of values 
statements, meaning that desirable behaviors can be reviewed in yearly performance 
assessments. Positive internal effects of values statements are also exhibited by individuals. 
This is explained by the notion of trust and a perception of fairness from within the 
organization resulting in higher employee morale, based on the feeling of that everyone is 
treated with respect. This is confirmed by Bhattacharay et. al (1998) who states that 
employee morale improves when every member in the organization has the same value 
oriented obligations. Further, there is also and an positive effect on employee morale due to 
fact that the general public are believed to get the right "impressions" of the organization 
(Klemm et al., 1991; (Urbany, 2005). Another positive internal effect of values statements, 
according to Klemm et al, (1995), is their role in shaping organizational culture, as they 
promote a sense of shared expectations among all levels of employees. However, values 
statements can also produce negative externalities and give rise to undesirable behaviors due 
to deep breed cynicism (Dean.et al., 1998). Organizational cynicism can be explained as 
individuals negative attitudes towards their employing organization and encompasses three 
dimensions: 1) beliefs that the organization lacks integrity, 2) the negative experiences of 
feelings and emotions aimed towards the employing organization and, 3) the tendencies to 
aim this critical behavior towards the organization consistent with these beliefs and emotions 
and feelings (ibid). This can explain why individuals perceive values statements as 
ambiguous with an accompanying attitude that prevents these statements from generating any 
positive outcomes. Thus, instead destructive behavior is born from within the organization 
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(Urbany, 2005). Research has shown that values statements often are criticized from within 
organizations for their "symbolic nature" in contrast to that they are merely seen as tools for 
public relations with external stakeholders (Stevens et. al., 2015; Cressey & Moore, 1983). 
Because of this individuals may not act in accordance to the values of the employing 
organization (ibid). 

2.4 The influence of organizational values on affective commitment 
When employees understand and consciously induce organizational values they make it into 
their own quest to achieve the goals of the employing organization. Further, there are 
indications that organizational values can have positive impacts on employee job 
performance, if there is a high level of organizational commitment (Bart et al., 2001; 
Campbell, 1997; Collins & Poras, 1996; Ireland and Hitt, 1992; Klemm et al, 1991). 
Organizational commitment is employees' psychological attachment to the employing 
organization (O'reilly & Chatman, 1986). It can further be divided into the three 
subcategories: affective, continuance and normative commitment (Allen & Meyer 1990). 
Affective commitment refers to an employee’s identification with, emotional attachment to, 
involvement in, the specific organization. Finegan (2000) further suggest that affective 
commitment is more affected by organizational values as well as Luchak & Gellatly, (2007); 
Evangelista et al., (2009); Eisinga et al., (2010) stating it to be the most influential factor on 
aspects such as job performance. This is explained by it being connected with emotional 
attachment, goals, mission, identification with values and a desire to stay in the organization 
(bhavesh et al., 2015).  

The desire to stay in the organization is linked to loyalty (Graham, 1989; Moorman & 
Blakely, 1992, 1995). Loyalty is in this study defined as “active behaviors that demonstrate 
pride in and support for the organization”(Niehoff, Moorman, Blakely, 2001, p.96). 
Emphasizing positive things of the organization, defend it against criticism, and refraining 
from complaining about the organization are examples of loyalty (Graham, 1989; Moorman 
& Blakely, 1992, 1995). 

Affective commitment is highly dependent on the level of value congruence (Edwards & 
Cable, 2009; Kristof-Brown, Zimmerman, & Johnson, 2005; Ostroff, Shin, & Kinicki, 2005). 
This study refers value congruence as the perceived similarity between values held by the 
organization and its employees (Edwards & Cable, 2009; Chatman, 1989). Scholarly research 
in the field of value congruence states that the linking between organizational and employee 
values in the workplace is highly dependent on employee satisfaction, positive work attitudes, 
commitment and involvement (Meglino & Ravlin, 1998), as well as employee perception of 
workplace ethics (Posner & Schmidt, 1993). 

Studies by the likes of Peters & Waterman (1982) and Klemm et.al. (1991) indicate that there 
is a link between organizational values and employee motivation. The causal relationship 
between motivation and performance has been studied by Vroom (1964) who suggests that 
effort and performance are linked to an individuals motivation. Vroom's expectancy 
motivation theory suggest that expectancy is the belief that increased effort will lead to 
increased performance, that is, an individual will work harder if he or she believes that things 
will be better (ibid). Public-service motivation is a concept that has been studied by the likes 
of Perry (1990) and Crewson (1997), and is based on the idea that there exists notable 
differences in to what motivates civil servants compared to private-sector employees. Civil 
servants values more intrinsic rewards e.g. the feeling of working for the public good rather 
than extrinsic rewards such as increased salaries, that is valued by private-sector employees. 
Building on Vroom's (1964) expectancy theory, one can suggest that civil servants are 
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motivated to increase effort because it an intrinsic reward to serve the public good and that 
society as whole will benefit from their increased job performance. Public-service motivation 
is closely related to affective commitment due to its emotional aspects e.g. "if I work harder, 
society benefits and becomes better" (Perry, 1996; Crewson, 1997).  

2.5 Conceptual Framework 
A conceptual framework is a narrative or graphical framework that highlights the aspects that 
are to be studied (Huberman & Miles, 1994). A graphical framework will be presented at the 
end of this chapter. 

Conceptualization of civil servants awareness of organizational values 

This part investigates awareness of organizational values, which has been indicated to be 
high in public organizations in several studies. To get and understanding on how aware civil 
servants are of organizational values it can be worth looking into commonly used 
communication channels for values, such as posters and computer desktops. These 
communication channels have been based on the findings by Paarlberg & Perry (2007); 
Orhan et al., (2014). However, merely being familiar with organizational values is not 
enough for them to prescribe acceptable behaviors or attitudes. Therefore, this part also looks 
into the perception of importance of organizational values, suggested by Adams, Tashchian 
and Shore (2001). 

Table 2.1 Conceptualization of civil servants awareness of organizational values 

Concept Operational definition Source 
Awareness of values 

x Understanding the 
importance of values 

x Identifying sources of 
communication 

 

 
x Values important part 

of the organization 
x Managers, posters, 

computer-desktop & 
websites. 

 
Adams Tashchian, and 
Shore, 2001) 
Paarlberg & Perry, 2007; 
Orhan et al., 2014 

 

Conceptualization of civil servants use of value statements 

This part looks into how civil servants use value statements and relies on findings made by 
Urbany (2005) on what could be possible effects of using them. Putting value statements to 
use has been indicated to be more seldom than common, as most employees have been 
indicated to not be “living the organizational values”. Implications on culture have further 
been noted as a result of value statements being used. Here, a reference based on the findings 
by Bhattacharay et al. (1998); Urbany, (2005) have been used. Further, cynicism may prevent 
the desirable function of value statements. These aspects have been studied alongside works 
of Dean et al. (1998); Stevens et al. (2015); Cressey & Moore (1983). 

Table 2.2 Conceptualization of civil servants use of value statements. 

Concept Operational definition Source 
Use of value statements 

x Increase in 
accountability 

 
x Guidelines for 

 
x Obligation to use 

guidelines 
 
x Framework for 

 
Urbany, 2005 
 
 
Urbany, 2005 
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decision-making 
 
x Clarify expectations 
 
x Implications on 

culture 
 
x Cynicism 

acceptable behaviors 
and decision criteria 

x Rules to address 
certain situations 

x Employee morale, 
shared expectations  

x Negative feelings & 
emotions, symbolic 
nature & lack of 
leadership. 

 
 
Urbany, 2005 
 
Bhattacharay et. al., 1998; 
Urbany, 2005 
 
Dean et al., 1998 
Stevens et. al., 2015; 
Cressey & Moore, 1983 

 

Conceptualization of value statements influence on affective commitment 

This part investigates if the use of value statements can contribute to the process of civil 
servants identifying the value statement as an important part in the future development of the 
organization. It also looks into loyalty. Providing a base for this are studies made by Luchak 
& Gellatly, (2007), Evangelista et al. (2009) and Eisinga et al. (2010), Graham (1989), 
Moorman & Blakely (1992). 

Table 2.3 Conceptualization of value statements influence on affective commitment. 

Concept Operational definition Source 
Influence on affective 
commitment 

x Loyalty, desire to stay 
in the organization. 

 
 

x Future development 
of the organization 

 
 
 
 

 
 

x Active behaviors that 
demonstrates pride in 
and support of the 
organization 

x Use of value 
statements 
contributing to the 
process of civil 
servants identifying 
themselves with 
goals, mission, vision 
and the future 
development of the 
organization 

 
 
Graham, 1989; Moorman & 
Blakely, 1992 
 
 
Luchak & Gellatly, 2007; 
Evangelista et al., 2009; 
Eisinga et al., 2010 

 

A Frame of reference based on the information in the table 2.1, 2.2 & 2,3 is illustrated below.  
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Frame of reference 

 

 

 

 

  

Civil servants 

x Public-service 
motivation 

x Recruitment & 
socialization 

 
Awareness 

Identifying sources of 
communication 

Understanding the 
importance of values 

Value statements 

x Increase in accountability  
x Guidelines for decision-making 
x Clarify expectations 
x Implications on culture 
x Cynicism 

Usage 

Affective 
commitment 

Loyalty, desire to stay 
in the organization 

Future development of 
the organization 

Figure 1: How civil servants awareness and use of value statements influence 
affective commitment. 
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The frame of reference 

The study’s frame of reference is depicted above and illustrates how civil servants awareness 
and use of value statements can influence affective commitment. Civil servants can be seen 
as agents of the state providing services to citizens. Civil servants can exhibit public service 
motivation as well as being influenced by recruitment and socialization, which increase the 
chance of affective commitment due to value congruence. The first part looks into how aware 
civil servants are of values. To get an idea on how aware civil servants are of values this 
study looks into how they identify channels of value communication from where their 
awareness might stem from. However, being aware of values does not indicate how important 
these are for the organization. Therefore, this study also looks into the perceived importance 
of values. 

The second part looks into if civil servants are using value statements. This part is based on 
positive and negative externalities that stems from the use of value statements indicated by 
scholarly research. Individuals who use value statements can experience 1) an increase in 
accountability, due to the given guidelines of value statements and the obligation to use these, 
2) guidelines for decision-making, by being provided with acceptable behaviors and decision 
criteria, 3) the clarification of expectations, by having rules to rely on in certain situations, 4) 
implications on culture, by experiencing a sense of shared meaning, 5) cynicism, by value 
statements being met with resistance due to civil servants negative feelings and emotions and 
the perception of a lack in organizational leadership and symbolic nature of value statements. 

The third part extends the previous section by looking into how the use of value statement 
can influence loyalty and civil servants being interested in the future development of the 
organization. Loyalty can be observed by active behaviors that demonstrates pride in and 
support of the organization. Being interested in the future development can be observed by 
looking into how servants identifies the use of value statements with goals, vision and 
mission of organizations.  

  



 11 

3. Method 
This chapter presents the research methods used in study.  

3.1 Research purpose, approach & strategy 
The aim of this thesis was to thesis is to create an understanding on how civil servants 
awareness and use of value statements influence affective commitment. Based on this, three 
ways of conducting research have been considered. These are exploratory-, descriptive- and 
explanatory research (Bickman & Rog, 2008). Since there was an absence of research in the 
area, this thesis was a combination of both exploratory- and descriptive research, intended to 
create a deeper understanding and bring forth new knowledge to this area. Descriptive 
research is conducted when the objectives of a study is to estimate population characteristics, 
attitudes or attributes (Bickman & Rog, 2008) as well as to describe specific situations or 
events (Saunders et al., 2009). Exploratory research is often conducted on newly emerging 
social issues when familiarization or orientation within the field of research is wanted (Yin, 
2008). Thus, exploratory research tries to attain new knowledge in an area and use this new 
insight to bring familiarization in this area for future research (Saunders et al., 2009). 
Explanatory research has not been used as this is conducted when researchers try to study 
cause and effect relations of a phenomenon in order to explain why a certain thing is 
happening in a given situation (Yin, 2008).  

This study has mainly been conducted in a deductible manner as it originates in theories from 
the scholarly field of value-based controls research (Bryman & Bell, 2013). However, an 
inductive method has also been used, as inspiration for finding theory partly originated from 
one of the authors work experience (Bryman &Bell, 2013). A frame of reference was 
developed based on existing research in the field. However, this framework was updated after 
the gathering of the empirical data, as the authors believed that the first frame of reference to 
some extent became obsolete. Thus, it could not provide answers to all the data that was 
collected. The first aim of this study was to investigate value statements influence on job 
performance. However, as this study was characterized by the notion learning by doing, the 
authors realized that his topic would be difficult to investigate, as the connection between 
organizational values and job performance was a bit diffuse. 

A qualitative method has been used in this study. Bryman & Bell (2013) states that a 
qualitative method is beneficial when it comes to studying small sample sizes as well as it 
gives a more in-depth analysis of the thoughts and ideas of respondents. As this study aims to 
investigate how awareness and the use of value statements can influence affective 
commitment, where awareness can be considered an in-depth behavioral aspect, this is an 
ideal approach considering this aim. There was also the issue of addressing awareness and 
use of value statements without using leading questions. The qualitative approach here, could 
contribute with another perspective on how value statements are put to use. Doing research 
this way was also beneficiary to the study’s small sample size and, as mentioned above 
having the possibility to alter the frame of reference to better answer the purpose of this study. 
Thus, a quantitative method was not used, as it relies heavily on large sample sizes in order to 
generate generalizations (Bryman & Bell, 2013). The con of using a quantitative method 
while collecting data is the lack of in-depth data (Bryman & Bell, 2013) that is deemed 
necessary to answer the purpose of this study.  

Most of the research done in the area of study was based on a quantitative approach. A 
departure from the norm by using a qualitative approach was our best way to give something 
to the area of study. This was possible by the collection of depth-data that further could build 
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on the results of the quantitative studies. In-depth data gave the authors the possibility to get 
another perspective on the use of value statements. As mentioned above, there was also the 
matter of how to best conduct this study without using leading questions. Investigating how 
value statements could influence emotional attachment to an organization had not been done 
before according to the information available to the authors at the time. This is a complex 
process that required more than a basic answer of a survey. It was also about aspects such as 
how passionate and comfortable respondents were about the topic of discussion and the 
amount of richness and detail they gave in their answers. Furthermore, it was also important 
to see how civil servants reacted to other civil servants thoughts and ideas. Hence, a 
qualitative method was preferred for this study. 

Table 3.1: Relevant situations for different research purposes 
 

Strategy Form of Research 
Question 

Requires Control of 
Behavioral Events? 

Focuses on 
Contemporary Events? 

Experiment how, why? Yes Yes 
Survey who, what, where, 

how many,  
how much? 

No Yes 

Archival 
analysis 

who, what, where, 
how many,  
how much? 

No Yes/No 

History how, why? No No 
Case study how, why? No Yes 

Source: Yin, 2003, p.5 
 

Research can be conducted by the use these strategies: analysis of archival records, 
experiment, history surveys and case studies (Yin, 2008). This study aimed to answer how 
civil servants awareness and use of value statements influence affective commitment. 
Experiment and archival analysis strategies are excluded, as the first require control over 
behavioral events and the latter sought to extract evidence from archival records. The how 
question in this study has an underlying "why" to it as it sought to create a deeper 
understanding of the studied topic. That leaves survey, history and case study. However, 
history is not to be preferred when focusing on contemporary events and due to the research 
approach, surveys are excluded. Thus, this study takes the form of a case study (Yin, 2008). 
A case study can be defined as "an empirical inquiry that investigates a contemporary 
phenomenon within its real-life context, especially when the boundaries between 
phenomenon and context are not clearly evident” (Yin, 2008, p.13). The contemporary 
phenomenon in this study is how awareness and use of value statements influence affective 
commitment and the context being civil servants. Case studies are preferable when trying to 
reach consensus on things such as behavioral intentions in decision making e.g. how they 
were made. Case studies are also to be preferred when exploring and challenging existing 
theories (Sanders et al. 2009. Thus, based on the reasoning above this research takes the form 
of a case study. 

3.2 Case selection 
The chosen case to investigate in this study is civil servants. The idea behind this case stems 
from the working experience of one of the authors who was employed as a civil servant for 
nine months prior to the start of this study. The author himself was exposed to a value 
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statement during its introduction phase and was impressed by the amount of emphasis that 
was put on this in a government agency. This study came to include civil servants from two 
government agencies. 

3.3 Data collection procedure  
The presented results are based on primary data, which is data that the researchers have 
gathered themselves (Halvorsen, 1989). This study studied complex behaviors as well as 
motivations. Research has shown that focus groups are a preferred research technique in 
these cases (Morgan  & Krueger, 1993). The aspects that make focus groups desirable stems 
from the "group effect" which is the interaction between participants in the focus group 
(Morgan & Krueger, 1993). The discussion between focus group members, in which the 
participants can both query and explain themselves to the other participants, is the biggest 
reason why focus groups are preferred over other forms of quality data research techniques in 
this study. Building on the reasons above using focus groups allows the moderators to 
observe both the nature as well as the extent of agreements and disagreements between the 
participants. Furthermore, moderators using focus groups can use the different experiences 
and perspectives from the participants to compare them against each other’s answers to get 
some understanding in how and why participants opinions differs. If you contrast that with 
individual interviews where more speculation is needed when analyzing the differences in the 
answers to the interviews (ibid). Another positive factor with focus groups is their ability to 
catch aspects that the researchers missed regarding answering of the study's research question. 
The ability stems from the fact that the participants are allowed to discuss every question 
with each other in an open and detailed manner, as well as the participants being interested in 
the ideas and thoughts of the other participants (Bryman & Bell, 2013). A potential negative 
aspect of focus groups is that all participants might not get their opinion noted, due to 
combination of high participants number in the groups and a time-frame that is to limited 
(Acocella, 2012). To minimize the possibility that the aspect above affects the study the 
authors have carefully evaluated the amount focus groups participants and actively engaged 
every single participant in the conversation. Another unrelated potential negative aspect is 
that the participants might be selective in the information they give out in the hopes that the 
others in the group share that opinion (ibid) This aspect is most prevalent when the subject 
has sensitive nature(ibid). However the sensitivity of the topic is according to the authors not 
sensitive enough to suspect that the information provided was not sincere and honest. The 
primary data has therefore been collected with two focus groups, each group consisting of six 
to seven respondents. 

With the participant number narrowed down to six and seven individuals the authors avoided 
the forming of sub-groups and escalation outside the study's boundaries. The benefits of 
limiting the size of the group to a small amount of individuals are a high participation level 
from the participants and the moderators can easily manage the discussion (Morgan, 1996). 
The group size that is the most common in focus groups is 6 to10 participants (Morgan  
(1998a). However, Blackburn & Stokes (2000) indicates that focus groups with a participant 
number over eight can be difficult manage. Considering the different facts above and the 
study's time frame, six respondents was selected to participate in each group. However, when 
the study was conducted focus group one ended up with seven participants. 

The benefits of having focus groups as data collection is that it creates an understanding why 
people think like they do (Bryman & Bell 2013). That was beneficiary to this study when 
investigating how employees awareness and use of value statements and how it influences 
affective commitment. 
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Official documents provided by the two agencies have been used as a basis for the focus 
group discussion alongside the frame of reference in chapter 2. This gave the authors an 
initial idea on how civil servants were exposed to value statements as well as what activities 
agencies engaged in to implement these. The documents are not available as appendixes in 
this study due to issues of anonymity. Data collection also occurred through individual 
follow-up interviews on topics that were unclear to the authors. The follow-up interviews 
have only been based on topics that were discussed in the focus groups. The data gathered 
from the follow-up interviews has been added to the empirical data, as the idea of these 
interviews was to give more substance to existing parts. 

3.4 Selection of respondents and implementation  
The selected respondents in this study have been lower-level civil servants working closely 
with citizens of the state. Civil servants can be seen as agents of the state that implements 
state policies according to laws, as well as managing public affairs and the national 
administrative. A desirable characteristic of civil servants is their emotional attachment to the 
organization. Serving the public good is explained to be an intrinsic reward enough for civil 
servants to increase effort and has come to be referred to as the notion of public-service 
motivation (Perry; Crewson, 1997). Public-service motivation is related to affective 
commitment due to its emotional aspects (Perry; Crewson, 1997). This can be suggested to 
increase the possibility of civil servants inducing the content of formal value statements and 
thus strengthening their emotional bond with the employing organization. Furthermore, 
Saunderson, (2004) indicated that value statements are clearly articulated in public 
organization, which increased the chance of affective commitment in the case of civil 
servants. 

The respondents in the different focus groups have been strategically chosen. In this study 
that entails that the respondents are chosen based on their amount of experience in the 
agencies. The reason for using experience as selection criteria is to be able to investige 
possible differences between new and more experienced civil servants. The purpose of this is 
two-fold:  

1) Recruitment: When organizations recruit individuals with an inherent set of values that 
are aligned with those of the organization. (Malmi & Brown, 2008) 

2) Socialization: A process when individuals are socialized to alter their personal values to 
fit the values of the organization (Malmi & Brown, 2008). 

By considering these two aspects it can be suggested that new employees have been hired for 
having similar values to those of the agency, as well as them having their personal values 
altered through socialization. Affective commitment is highly dependent on value congruence, 
which is the similarity between values held by the organization and its employees (Edwards 
& Cable, 2009; Chatman, 1989). Newly hired civil servants can therefore be in service of the 
purpose of this study. 

The procedure above is according to Bryman & Bell (2013) called purposive sampling, 
which can be explained as a non-probability sample and its benefits stems from its the ability 
to have the means to adopt the participants to the purpose of the study. By selecting the 
respondents strategically the authors also made it possible to create groups with different 
attributes to get a wider picture of value statements from the perspectives of civil servants. 
The different attributes have resulted in extensive discussions concerning different 
perspectives of the value statements. Bryman & Bell (2013) support the statement above that 
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selecting participants strategically can increase variety in the group discussion with 
participants having different characteristics makes the focus groups become more dynamic. 
To have both new and more experienced civil servants also make the respondents influenced 
by the social interaction between the two parties. 

The process of choosing respondents started by first sending an e-mail to the government 
agencies. The agencies in turn communicated internally that two students were looking for 
respondents to participate in focus groups. Those who were interested replied and from this 
group 13 respondents were handpicked based on their experience and the possibility to 
participate on a certain date. This thesis suffered minor setbacks. The focus groups could not 
be conducted during working hours but had to be carried out during breaks or after working 
hours. This drastically changed the will to participate in this study. An agency facility could 
however be used while conducting the focus groups. The second setback was the problem of 
picking a common date and time for the focus groups to be conducted, as it was difficult to 
find a common suited date among respondents. Those respondents who were available at the 
given time were then chosen based on work experience.  

The two focus groups were conducted once a week in a period of two weeks. The focus 
groups were located in a conference room in one of the agencies. The time it took to conclude 
each focus group was about 1 hour and the planned time frame was sufficient for gathering of 
the necessary data. Furthermore there was no need to rush the discussion and there were no 
moments that where stressful. Before the focus groups started the respondents where invited 
to a lunch or a small meal depending on their choice. During this time they where informed 
about the chosen topic and how focus group works and the purpose of them. The purpose of 
inviting them to lunch was also to make them feel more relaxed and comfortable. 
Respondents were seated at a round table, which created a feeling of equality between the 
respondents and the moderator. The second moderator were seated in the background to 
avoid confusion among participants, as the second moderator is more of an observant. The 
information that where delivered to the participants can be located in aappendix 1 and 2. 

Table 3.2: Focus group 1 
Participant Experience in agency 

(years) 
1 4 
2 3 
3 6 
4 1 
5 1 
6 1 
7 1 

 
Table 3.3: Focus group 2 

Participant Experience in agency 
(years) 

8 10 
9 5 
10 3 
11 2 
12 1 
13 1 
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3.5 Data analysis 
Yin (2003) suggests three general strategies for analyzing case studies, which are: relying on 
theoretical propositions, developing a case description and thinking about rival explanations. 
This study uses theoretical proposition as strategy in the form of a frame of reference that can 
be found in chapter 2. The frame of reference emphasizes the aspects that are to be studied, 
which is beneficial when it comes to finding alternative explanations that can be worth 
looking into. This analyzing strategy also gave the study structure, meaning that the research 
conducted could be organized around the frame of reference. 

Analysis of the empirical data has occurred continuously during the data collection. This has 
been beneficial for this study as the authors could see if the frame of reference would be 
enough to cover all the aspects that were to be studied. This is by Bryman & Bell (2013) to 
be regarded as an iterative process, which can help authors to pay attention to common 
themes that can be asked during remaining interviews. This means that the second focus 
group was moderated a bit different than the first group when it came to controlling the 
discussion. Follow-up interviews with participants in the first group occurred in a greater 
extent because of this, as the second group could be based on the pre-analysis of the first one. 
The frame of reference was due to the on going analysis updated during the course of this 
study. 

As mentioned earlier there have been official documents used in the data collection that has 
functioned as a complement to the frame of reference. The data analysis was structured after 
the given concepts and aspects that are to be studied in Table 2.1, 2.2 and 2.3 found in 
chapter 2. Although the first frame of reference was used for gathering the empirical data the 
analysis came to be rather difficult as the authors noticed new patterns and themes. The core 
of the frame of references has however stayed the same throughout the study and would not 
have affected the data collection. 

3.6 Quality Standards 
The credibility and quality of the collected data as well as the presented findings in this study 
can be determined by looking at the reliability and validity of the data. Four tests are 
commonly used for determining the quality of data (Yin, 2003). These are construct validity, 
internal validity, external validity and reliability. 

Table 3.4: Case study tactics for Four Design Tests 

Tests Case study tactic Phase of research in which 
tactic occurs 

Construct 
validity 

x Use multiple sources of evidence 
x Establish chain of evidence 
x Have key informants review draft 

case study report 

x Data collection 
x Data collection 
x Composition 

Internal 
validity 

x Do pattern-matching 
x Do explanation-building 
x Address rival explanations 
x Use logic models 

x Data analysis 
x Data analysis 
x Data analysis 
x Data analysis 

External 
validity 

x Use theory in single-case studies 
x Use replication logic in multiple-

case studies 

x Research design 
x Research design 

Reliability x Use case study protocol 
x Develop case study database 

x Data collection 
x Data collection 
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Source: Yin (2003), p.34 

Construct validity 

The definition of Construct validity is  “establishing correct operational measures for the 
concepts being studied” (Yin, 2003, p.34). The tactics that are available to increase  
construct validity is use multiple sources of evidence, establish chain of evidence, and 
have key informants review draft case study report see table 3.4 above. The source of 
evidence this study uses was primary focus groups, but to increase validity it also used 
official agency documents on value statements and follow up interviews. The follow-up 
interviews are based on the result of the focus groups and consist of any questions the authors 
had considering the result of the discussions. When the focus groups were conducted the 
priority laid in having all respondents bring forth their thoughts and ideas concerning the 
chosen subject. The prioritizing above allowed the respondents to strengthened or 
disregarded the other respondent’s points and to discuss the different opinions in the group.  

The empirical data collection has been made possible by relying on research in the field. The 
concepts that where to be studied has been provided in chapter 2 as well as what the authors 
were looking for when the data was collected. The latter can be referred to the operational 
definition of the concept that was to be studied. This has established a chain of evidence for 
the study. The information mentioned above can be found in table 2.1, 2,2 and 2.3. 
Furthermore, a supervisor has continuously reviewed this study alongside fellow students, for 
the purpose to ensure and improve the validity of this study. 

Internal validity 

In the situation when internal validity is a concern in the context of case studies is when it is 
explanatory, which is when the study is structured to answer if specific event x leads to event 
y (Yin, 2003). The concept of internal validity is of no concern for this study as it do not have 
a explanatory nature. 

External validity  

External validity deals with the problem of knowing whether findings are generalizable 
beyond the immediate case study” (Yin, 2003, p.37). According to Bryman & Bell (2013) 
research that is of a qualitative nature is hard to generalize, due to a small sample size. It is 
therefore difficult to generalize conclusions to other environments. The conclusions drawn 
from qualitative research should instead generalized to theory(ibid.).  

Generalizations outside the case study could not be made due to the research approach of this 
study. Findings made in this study was instead generalized to theory where it can either 
challenge or develop them further and be used in later discussion on the topic of study. 

Reliability 

The term reliability has to do with accuracy of the data. To elaborate if a different 
investigator conducted the exact same study it should arrive at identical findings. The 
statement above is an impossibility in the aspect that it is impossible to gather the exact 
factors that this specific study contains again. Even the authors of this study can not replicate 
the focus groups after they have been concluded, which stresses the importance of 
preparation. The fact that it is impossible to do the exact same study is not a excuse to not 
minimize errors and biases. It is necessary to have a detailed documentation to allow other 
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investigators to repeat the study(Yin, 2003). To comply with the necessary need for reliability 
a detailed interview guide was created. The guide contained the questions used in the focus 
groups both in the language they where ask in, which was Swedish and English. With the 
interview guide the same conclusions have a higher chance of occurring with other 
investigators. Furthermore, to further increase the reliability the focus groups discussion was 
recorded.  

One negative aspect is that the focus groups were held in Swedish and later on translated to 
English. In the above translate process there are a risk that it will affect the reliability of the 
data, in the sense that there is a need to change the structure and wording of sentences to 
capture the same meaning as the original sentence. However the authors English language 
skills are at an acceptable level and to further minimize the risk both authors had to agree to 
the translation and if there where any questions marks a third party was contacted. The 
translation process has been done by looking to the context of the focus group discussions 
rather than translating word for word. The latter way of translating would not be appropriate 
for this study, as the result of a translated sentence could alter the intention of it. 

By having lunch with all participants before initial discussions, an environment was created 
where the participants felt comfortable and relaxed to be part of the discussion. However, one 
aspect that affects the reliability may be issues of anonyomity. This was an important matter 
among participants, which can lead to them holding back. However, participants did not seem 
to be holding back as the discussions moved along. The follow-up interviews could also give 
an idea if participants were holding back during the discussions 

Another aspect that affects reliability is that one of the authors was affiliated with the 
organization that the study was conducted on. More specific he was an employee at the 
government office. The author that was employed at the start of the study but was not 
employed when the focus groups was conducted. The employee situation effects on the 
reliability of the study is both a negative and positive aspect. The positive effects stems from 
the ability to make the participants feel more comfortable and to be able to catch aspects of 
answers that is only available if you know the person and then make a follow up question on 
that aspect. The negative aspects stems from going in with an attitude that you already know 
the "answer" and looking for the data that confirms it. Furhtermore, conclusions made on the 
collected data can be biased if the author feels a positive or negative affection to the former 
employee . The negative effects can be hopefully be counteracted by the fact that there is one 
author that is in no way associated with the organization, which can play the role of mitigate 
aspects of bias and handle predetermined expectations. The core of the positives and 
negatives stems from the relationship between the objective and subjective view point. A 
benefit of getting close to subjects, according to Toma (2000), is to create an understanding 
for aspects relating to the subject, which is impossible if one is not close to them. 

3.7 Ethics 
To secure that the study is conducted in an ethical manner it follows the recommendations 
provided by Vetenskapsrådet (2011). Based on their recommendations in their report series 
Good Research Practice we formulated a couple of rules that we follow: 

x Be truthful about our research. 
x Review and account consciously for the study’s purpose(s). 
x Account openly for both results and methods. 
x Account openly for all potential commercial interest and other associations. 
x Not using others research and claim it as our own. 
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x Keep our research organized. 
x Judge others’ research in a fair manner. 

The participants have been given the necessary information about the purpose of the study 
and consent to participate in the study have been asked from all participants. Their right to 
anonymity, the option to cancel their participation in the study and how the recordings will be 
handled have all been addressed before the focus group started. As this is a student thesis and 
in the end owned by the authors we still address the issue that public organizations like 
universities must adhere to the fundamental principle of openness by law to the general 
public. The effect is that public documents are required to publicly accessible if they are not 
covered by the Public Access to Information and Secrecy Act. There is therefore no 
possibility that a promise of secrecy about how the conducted research is kept and archived. 
Participants have been anonymized to make sure that nothing provided can be traced back to 
the individual in any form. (Vetenskapsrådet, 2011) 
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4. Data presentation 
In this chapter the empirical data is presented. Data was collected through two focus groups, 
where the first consisted of 7 participants and the second 6 participants. The data is 
structured after the concepts that are to be studied. The concepts are presented in the frame 
of reference in chapter 2. 

4.1 Awareness of organizational values 
Reflecting on values 

Participants exhibited no difficulties in discussing and reflecting on their respective 
organizations values, which indicates that there is a high level of awareness among them. 
However, the empirical data suggest that there is a notable difference in the construct of this 
awareness. Some participants reflected on their employing organizations values through a 
self-made abbreviation. Participants that favored this way of stating the values had to think 
on the abbreviation before mentioning them. In comparison to those who mentioned the 
values directly, these participants were slower when it came to explaining the values. There 
were indications that the use of this abbreviation also complicated the process of fully 
reflecting on the values. Participants who used the values in their natural form reflected on 
them from a personal perspective, which gave the values meaning. An example of this can be 
found below. 

Participant 10  

"I have a responsibility to know the values and an easy way to remember them is the use of 
this abbreviation. I always think of this abbreviation when it comes to answering questions 

about the values"  

Participant 1  

The abbreviation is catchy, saved me countless times during educational seminars.  

Respondent 5 and 7 as the discussion continued also sometimes referred to the abbreviation, 
as there was a nice ring to it. 

Participant 2 

"...I personally like the first value, in my personal opinion it's another word for competence." 

Participant 8 

"The first value to me is kind of obvious, where the second and third, in my opinion, can be 
linked to our profession." 

Identifying sources of communication 

Participants suggest that there is extensive exposure of the value statement in their employing 
organizations. There is consensus among a majority of participants that initial awareness of 
the value statement stems from educational seminars and weekly meetings. Participants argue 
that they are very keen about talking about the values in these contexts. The educational 
seminars are only for newly hired employees. This was noted by more experienced colleges 
who were impressed with the other participants level of awareness. Below are excerpts from 
the focus group discussions.  
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Participant 9  

"It's evident to me while participating in formal meetings that the upper-level 
managers have been instructed to embody the values as best as they possibly can." 

Participant 8  

"Well, now I now why I could only mention “one” value in the beginning, (laughter), we the 
old ones, don’t really get the opportunity to participate in educational seminars, it’s just for 

new employees.  

However, when asked if participants discuss the values among colleges the overall perception 
is that these are not discussed. A majority of participants perceive that the collegial 
discussions only happen during e.g. coffee breaks. This part of discussion was therefore met 
with a bit of resistance accompanied with a hostile attitude. This is exemplified below. 

Participant 2 

"Not with colleagues, I mean, we use them when we have to, that is, during educational 
seminars, were they are very keen about talking about these as well as our yearly 

performance reviews." 

Participant 2 

 "I don't, it feels like I'm slamming the values right up my colleges face for no particular 
reason" 

Participant 9 

We discuss the values on seminars and meetings as the value statement has become a bit of a 
mantra in this organization. But during breaks or brief conversations between us when not 

meeting clients, there is no discussion about these. 

 

There are exceptions to this as four participants argued that the discussion of values among 
colleagues in fact happened in complicated situations that demanded the attention of others, 
especially managers. The values, however, were argued to take another form, meaning that it 
was the context of the values rather than the specific words that were discussed.  

Participant 4 

“Values are discussed but not in their natural form, as words have an underlying meaning. 
The problem is that I interpret the values my way and others perceive them their way” 

These participants are new to the organization and have participated in a six-week 
introduction program. In combination with the idea of managers recruiting individuals with 
similar values and exposing them to socialization process, one can argue that these 
individuals therefore are more aware of the organizational values. 

Participants using the earlier mentioned abbreviation tended to be more aware of other 
communication channels such as the computer desktop and posters. It was evident that these 
participants induced the content of these value statements more consciously than others. 
Albeit, they also seemed to grow a bit tired of these statements, as they just seemed to be 
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there to irritate. The more experienced participants were in favor of taking their time reading 
about the value statement on the internal network. It seemed important to have an underlying 
understanding of the value statement before inducing it. Below are excerpts from this 
discussion. 

Participant 2 

"Our computer desktop, you get exposed to that value statement every morning when you 
turn up to work."  

Participant 1 

"I think that's why I know them, interesting, haven't thought about that." 

Participant 11 

“The computer desktop is the “post-it” that makes everyone remember them.” 

Participant 8 

"I like to read about these things before adapting them. I regularly use our internal network 
by downloading documents to be updated. I have a colleagues who are in favor of learning 

everything by heart to have a “paper-free” desktop but I’m not there yet.” 

 

These communication channels did however influence the other participants but more 
unconsciously. These participants being more familiar with the context of the values can 
explain this. The Value statement for these participants functions more as a reminder that 
made them unconsciously remember the organizational values. Excerpts of this are shown 
below. 

Participant 8 

"When I received the e-mail about participating in this focus group, I was like, a study on 
how civil servants perceive organizational values, which values? Ah, those at my computer 

desktop." 

Participant 9  

 “I've altered the time for the screensaver on my computer to kick in so I rarely see the values 
there. However I drink about five cups of coffee every day and the coffee machines have that 

precise value statement printed on them.” 

 

Participants are perceived to have a high level of awareness. Participants argue that their 
current employer communicates and put emphasis on the value statement in a far greater 
extent than previous employers. Although, it was indicated that values could be perceived to 
be over exposed that make some participants joke about them. There are some indications in 
this study that some individuals will probably not use the content of value statements even 
through they are aware of the value statement. This can be referred to those participants using 
an abbreviation of the values and not understanding the context of them.  

Participant 7 
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"The amount of emphasis put on these values by the organization, has really come to the 
point of us making up jokes about them and adding them in social interactions in a 

humoristic way" 

4.2 Use of value statements 
It is evident that participants are familiar with the content of their respective organizations 
value statement. 10 out of 13 participants are perceived to consciously use the value 
statements as well as them being supportive of these. Three participants neglect the idea of 
them using value statements. This can be explained as them perceiving value statements as 
far-fetched and ambiguous. The values are for these participants seen as self-evident. This 
means that these participants are already using the values. From their perspective, this is how 
you are supposed to behave on the job. Therefore, these participants seem to use the value 
statement unconsciously, despite their negative attitude towards it. This was evident when 
one participant argued that these participants only started to think about how you should act 
on the job when the value statement started to be communicated. Excerpts from discussions 
concerning this are found below. 

Participant 1 

"I don't use the value statement" 

Participant 2 

"I don't either. Well I guess I use one word, however that particular value is something I 
perceive to be used in every single workplace I mean it is out of courtesy to the employer that 

you act in that way on the job" 

Participant 1 

"Yes that's self-evident and the other values is almost a resemblance of that one" 

Participant 3 

"Even though a value is a kind of obvious that we all seem to use, to me, it's importance was 
only highlighted through the value statement, which made me start to think of it. I acted in 

accordance to it before like participant 1 and 2 stated, but like I said, I only started to think 
about it when it became a value that was communicated everywhere." 

Participant 10  

"It's too ambiguous for me to use. It's not possible for me to connect the values to our 
operational activities. The set of values we currently have can be implemented in any 

particular organization." 
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Increase of accountability 

A majority of the participants believe that they have a responsibility to use the value 
statement in customer/client dialogues. However, this responsibility stems more from the 
obligation of fulfilling duties to the employer rather than the customer/client. The feeling of 
having more responsibilities to the employer is a result of perceiving the content of the value 
statement as guidelines that should be utilized during customer/client dialogues. Some 
participants are because of this experiencing to be under scrutiny and thus feeling more 
controlled than before. This is contradicting, as value-based controls are intended to be “loose 
controls” relying more on self-leadership. The feeling of being more controlled was later 
discovered to be related to a change in work routines rather than the value statement. Before 
the value statement was introduced in this organization the work tasks were characterized as 
open. When the organization changed and introduced the value statement the work task also 
became stricter, which in turn made the participants feel more controlled. However, there was 
a linkage between a value statements and the feeling of being more controlled. This was 
evident by some participant arguing about an explanation to the values that was printed on 
the value statements. This saw an increase in the feeling of having more responsibilities to 
the employer by some participants as well as the feeling of the employer taking away the 
participants ability to think. This is also contradicting concerning the intent of value-based 
controls that relies on individuals using their own minds. Excerpts: 

Participant 9 

“I know that I’m expected to use it in interactions with customers. I believe that’s common 
sense. 

Participant 9  

“ I feel that I have an obligation to use it”  

Influence on decision-making 

Value statements can have an influencing effect on decision-making. However, the decision-
making process does not influence financial decisions in the case of civil servants. Financial 
decisions are strictly based on laws and regulations that make civil servants completely 
exclude value statements in this process. It is evident that the only thing that comes into mind 
by making financial decisions is to have a well-documented basis for the decisions to be 
made. The aim is to stay as objective as possible and the value statement imbues the decision-
making process with subjectivity, which can result in civil servants being too creative outside 
the laws and regulations. 

Value statements do however provide guidelines for customer/client interaction and non-
financial decisions. The value statement can function as a way of structuring conversations 
with clients/customers. This is noted in pro-active conversations, as participants feel inspired 
to use the values in these. The extent to which the value statement is used is however based 
of the “life” experience of the participant. Participants experienced that it was easier to use 
the value statement when they hade more knowledge in the area that was to be discussed. 
Thus, conversations that the participants were more passionate about tended to be more based 
on the value statement.  

The value statement was also found to give structure to conversations with dissatisfied or 
angry customer/clients. The value statement was perceived by participants as a way of 
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distancing themselves from being too subjective. Especially while being under pressure to 
avoid saying the wrong things and making faulty decisions. 

Participant 13 

"Whenever I have a conversation with a client that's sensitive or met with hostility, I tend to 
think of the guiding values and how I best can resolve the situation. In my line of work it is 
important to be objective and the values helps me achieve that to some extent by avoiding 

wrong doing". 

Clarify expectations 

There are indications that value statements could clarify expectations by providing rules on 
how to address certain situations. Based on the empirical data one can suggest that rules are 
provided in two instances. The first being rules of acceptable behaviors and the second 
boundaries to act within. Rules of acceptable behaviors are most evident in citizen 
interactions. Based on participant dialogue one can see that a majority of the participants use 
the value statement to control their behavior in order to be as objective as possible. Values as 
a behavioral control mechanism here seem to have its advantages in bringing the matter of 
the citizen forward instead of stagnating. Shaping behavior after the values to avoid being to 
subjective was evident in the previous topic, where interactions that were deemed complex 
could be carried forward by avoiding subjective opinions.  

Participant 13 

"Whenever I have a conversation with a client that's sensitive or met with hostility, I tend to 
think of the guiding values and how I best can resolve the situation. In my line of work it is 
important to be objective and the values helps me achieve that to some extent by avoiding 

wrong doing". 

Participant 11 

“It’s nice to have something to rely on when under pressure. I can resolve situations more 
easily, instead of participating in conversations that are about politics and the current state 

of the country, that also leads to nowhere and takes valuable time from others." 

The second indication of value statements providing rules was argued by them providing 
boundaries to act within. The value statement here could be seen as reference on “what to do” 
and “not to do” during citizen interactions. Excerpt can be found below. 

Participant 8 

I believe that I've been given boundaries by the value statement. However, these boundaries 
are based on my own interpretation of the values. 
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Implications on organizational culture 

Implications on culture arose from managers and lower-level employees having the same 
value oriented obligations. A culture characterized by openness and collaboration was one the 
results of the introduction of the value statement. Managers and lower-level employees 
having the same value-oriented obligations also gave common ground among all levels of 
employees. This common ground made participants of this study feel more welcomed in the 
organization. These aspects had a positive impact on employee morale. Other aspects that 
affected employee morale were weekly meetings and educational seminars that were built 
around the value statement and that that precise value statement imbued every participant’s 
workspace. 

Participant 3 

"I feel more welcomed in the workplace and a part of the organization when I go to work 
everyday since the value statement was introduced. We talk about values during meetings 
and educational seminars and then I have the same value statement on my work station” 

Cynicism in value statements 

3 out of 13 participants were planning for a job change, due to them not identifying 
themselves with the employing organization. These participants were also the only ones who 
did not exhibit the public-service motivation characteristic. It is evident that their negative 
experiences of the organization influence their perception of the value statement. Most 
answers from these participants were that they definitely not are using the value statement. 
However, due to the extensive exposure of it, they still tend to know it but still neglect the 
idea of using it. The extent to which they are using it is still unclear. 

4.2.1 Additional data 
Analytical capabilities 

Participants showed great strengths in describing past job situations and how they used the 
value statement in these. Analytical capabilities of participants might therefore also influence 
the usage of value statements alongside public-service motivation. This by participant’s 
gaining familiarity on how they can adopt the value statement in future situations. 
Participants new to the organization indicated that they learn how to use the value statement 
during educational seminars by analyzing fictive cases and how to resolve them with the 
value statement in mind. 

Participant 12  

"During educational seminars me and my colleagues did exactly that when solving fictive 
cases. I must say that I too address more complex situations with the values as a guide to 

avoid me doing something wrong." 

4.3 Value statements influence on affective commitment 
A majority of the participants perceived the value statements to be a strategy for achieving 
goals. The goals that were identified by participants seemed to be connected to coping with 
trust issues of citizens. Participants wanted to experience a certain professional pride and be 
able to tell others where they worked. The value statements were therefore perceived to be a 
step in the right direction to achieve that. A majority of the participants also identified the 
value statement as one part of a bigger context. They could connect it to on going journeys 
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that the organizations endeavored in. The value statements were seen as one important part in 
achieving short-term goals on this journey. Participants were also aware that their employing 
organization would lose its mission if it did not have the support from the citizens of the state. 
Participants therefore suggested that the use of the value statements increases the likelihood 
of them still working in the organization for years to come. 

Participant 4 

From my perspective, I think that a lot of people in this organization do not realize how the 
values we have are an integral part in achieving our goals. Maybe it’s because of my 

education that I’m realizing this. Even though the vision of the organization might be clear to 
all of us. One must also have an understating that there are also tools available to use to be 

able to work towards it. 

Some participants also connected their use of the value statement to the vision of the 
organization. The participants could translate the vision into the value statements and reflect 
on how these two parts were connected. 

Participants who disregarded the value statements as a strategy for meeting goals and 
bringing the organization in to the future did not seem to understand the function of the value 
statements at all. These participants did not see that the value statements were one part of the 
organizational activities set in motion to cope with the decline in citizen trust. These 
participants did not see the connection between weekly meetings and seminars and the goals 
the organizations aimed to achieve. They had however the will to learn how others did it and 
did not argue against that other could see the value statements as a strategy of achieving goals. 
Educational differences, on the one hand were emphasized by participants as the reason some 
participants could reflect on the full spectrum of the value statements. On the other hand, it 
was noted by other participants that managers was not able to explain that the value 
statements was connected to other activities in the organization. 

Participant 2 

“The value statement has no impact for the development of this organization, if someone 
thinks this, I surely want to know how.” 

Participant 5 

“From my perspective, I think that a lot of people in this organization do not realize how the 
values we have are an integral part in achieving our goals. Maybe it’s because of my 

education that I’m realizing this. Even though the vision of the organization might be clear to 
all of us. One must also have an understating that we have a value statement among other 

things to use to when we are working towards it.” 
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5. Data analysis 
The empirical data presented in the previous chapter is in this chapter analyzed by the use of 
the frame of reference presented in chapter 2. 

5.1 Civil servants awareness of organizational values 
It is evident that civil servants exhibit high awareness of organizational values. However, 
there is a difference in the construct of this awareness. A majority of the civil servants in this 
study were more aware of the actual context the values constituted, whereas others awareness 
was merely constituted by words alongside smart solutions to remember them. This can have 
implications for being able to fully reflect and understand the organizational values, which 
complicates the process of using them. By looking at Adams Tashchian, and Shore (2001), 
one can suggest that this difference in awareness construct depends on civil servants 
perception of perceiving values as an important part of the organization. On the first hand, 
there were civil servants reflecting on values from a personal perspective who tended to be 
more aware of the meaning of the values. These civil servants perceived the values to 
represent their profession, which can suggest that this perception of values prescribed them 
with a set of acceptable behaviors and attitudes. Thus, an understanding of values as an 
important part of the organization may increase the likelihood of civil servants consciously 
using them as management intended.  

On the other hand, there were the civil servants using smart solutions for remembering the 
values as a way of distancing themselves from the organization but at the same time having 
something to rely on when under scrutiny. Not understanding the context the values 
constituted also gave rise to more cynic behavior, which suggest that these civil servants does 
not fully understand the organizational function of values. Thus, the difference in the 
construct of awareness of organizational values can be linked to the understanding of 
importance the values have for the organization, based on the findings by Adams Tashchian, 
and Shore (2001). 

It is evident that public-service motivation (Perry; Crewson, 1997), has a motivating effect on 
civil servants will to learn and understand the values. As mentioned above, the values were 
perceived by civil servants to represent their profession, which indicates that they are 
motivated to learn and understand values that bear resemblance to civil servants public-
service values. Although, this brings forth another topic on whether or not there is a 
conflicting interest between having strong public-service values when adopting 
organizational values that does not go with the first ones. The empirical data also indicates 
that recruitment and socialization (Malmi & Brown, 2008), can have an affect on the 
awareness of organizational values. This was noted by experience in agencies not having an 
impact on value familiarity. On the one hand, recruitment seems to be an important aspect, as 
public-service values seem to influence how civil servants adopt organizational values. On 
the other hand, socialization seems to influence awareness of values regardless if civil 
servants support them or not. 

Paarlberg & Perry (2007) and Orhan et al, (2014) suggested Managers, posters, computer 
desktops and websites as common value communication channels. It was noted that those 
using the smart solutions for remembering values became more aware of values through 
unidirectional channels. Noted by them being critical and annoyed by being exposed to them 
everywhere. Civil servants understanding the context the values preferred two-way 
communication channels, such as formal meetings and educational seminars, as their primary 
source of generating awareness. It was also evident that being consciously aware of posters, 
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computer desktops and other unilateral channels are dependent on civil servants first being 
exposed to values on meetings and educational seminars. The emphasis put on the values 
during educational seminars and meetings seems to highlight their importance. Unilateral 
channels then become a way of remembering the values after a first initial exposure. 

Awareness of values is not indicated to be influenced by other lower-level civil servants. It is 
evident that the word colleague on this organizational level resemblances close friend. Thus, 
value discussions are perceived to be absent during collegial interaction on this level. 
Although, there are exceptions, as recruitment and socialization tend to influence 
bureaucratic boundaries to become more transparent. 

5.2 Civil servants use of value statements 
Civil servants exhibiting the public-service motivation characteristic are perceived to 
consciously use the value statement. Civil servants who did not understand the context of the 
values perceived them as far-fetched and ambiguous. According to Dean et al. (1998) this can 
be explained as aimed organizational cynicism.  

Urbany (2005) stated that value statements increases accountability due to the given 
guidelines of them. In this study, responsibilities to use the guidelines stems from the feeling 
of obligation to the employer rather than having an obligation to the citizens of the state. The 
increase in responsibilities to the employer also contributes to the perception of feeling more 
controlled. A contributing factor to the increased sense of obligation to the employer can be 
the absence of allowing more subjectivity when interpreting the values. Explanations to the 
values were in some instances printed on the value statements. The longer the working 
experience of civil servants also tended to add more substance to the guidelines. Thus, value 
statements here become more inspirational. 

Urbany (2005) found further that value statements could influence decision-making by 
providing acceptable behaviors and decision criteria. It is evident in this study that rules and 
regulations prevent decisions from becoming influenced by value statements. However, this 
accounts only for financial decisions. Value statements are therefore limited to citizen 
interaction concerning services that can be provided to them. Value statements in these 
instances tend to mitigate aspects of subjectivity. Thus, based on this one can suggest that the 
function of the value statement is twofold 1) A strategy to build a better reputation among 
citizens of the state. 2) Avoid wrongdoing by being objective and having a unified message 
that is not compromised by others.  

Value statements can clarify what is to be expected by civil servants by 1) providing rules of 
acceptable behaviors and 2) formulating boundaries to act within. The notion of rules of 
acceptable behaviors is based on civil servants controlling their behavior to go with the 
structure of the value statement in interactions with citizens to be as objective as possible. 
This is helping to bring matters forward instead of stagnating. Civil servants also tended to 
see the value statements as boundaries to act within. Thus, having a reference on “what to do” 
and “not to do”. 

Bhattacharay et al. (1998) and Urbany (2005) indicated that value statements can have 
implications on culture by creating an environment that is open, based on collaboration and 
the perception of fairness by reducing inequality. In this study it is also evident that value 
statements contribute to the notion of empowerment. This is based on civil servants 
perceiving upper-level management taking an interest in their use of the value statements as 
well as spending more time in evaluating them. Upper-level management put emphasis on the 
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importance lower-level civil servants have in restoring the trust of citizens. Civil servants 
perceive because of this that they are highly sought after on job. This in turn has implications 
on employee morale that also was an positive effect of value statements according to 
Bhattacharay et. al, (1998) and Urbany (2005). However, civil only perceive to be sought 
after by management rather than the citizen they provide services for. Recruitment and 
socialization plays an important part in empowerment as civil servants exposed to those 
factors tended to understand the importance of using value statements by management paying 
a lot of interest in educating them. 

Cynicism in value statements was present among civil servants in this study. Urbany (2005) 
suggested that cynicism might prevent value statements from becoming inspirational. It is 
evident in this study that civil servants experiencing cynicism neglect the idea of finding 
value statements inspirational. However, that does not mean that cynicism prevent civil 
servants from using value statements. Rather the extent to which the value statement is used 
depends on cynicism in this study. Cynicism in the case of civil servants triggers here an 
unconscious use of the value statement, due to the lack of belief in them. This bears some 
resemblance to the findings by Mohr (2001) that stated that there is a positive relationship 
between awareness and behavioral intentions of individuals.  

It is evident that civil servants who encompass an analytical ability as well as the public-
service-motivation characteristic tended to implement the value statement in a greater extent 
than others. 

5.3 Value statements influence on affective commitment 
Cynicism has a major role in deciding wheatear civil servants can link their use of value 
statements to goals and the future development of the organization. In the previous section it 
could be seen that cynicism did not affect the use of value statements rather the extent to 
which they were used. It was suggested by a few civil servants that an understating of the 
connection between value statements and goals depended on knowledge in how organizations 
work. However, it is evident here that cynicism prevents civil servants from understanding 
the purpose of value statements and therefore not being able to see them as a strategy to 
achieve goals. Dean.et al. (1998) suggested that organizational cynicism is an individual’s 
belief that the organization lacks integrity and the individual’s negative feelings and emotions 
aimed at the organization. The latter part can help explain why the use of value statements by 
some civil servants does not to influence affective commitment. Civil servants aiming 
negative emotions and feelings towards the organization cannot have an emotional bond to it 
by the use of value statements because of them emotionally rejecting the organization. 
Cynicism therefore prohibits affective commitment, as cynicism in this study prevents civil 
servants for taking an interest in the future development in the organization. 

Civil servants defending the value statements can be observed as loyalty. Graham (1989), 
Moorman & Blakely (1992) suggested that loyalty demonstrates pride in and support of the 
organization. This is noticeable by civil servants actively arguing why the use of value 
statements is important to those who neglect the idea of finding them important. This is 
different than having an obligation to the employer to use the value statements. In some cases 
this might be perceived as loyalty however, it does not show any signs of active behaviors 
that demonstrate pride in and support of the organization. Civil servants having an obligation 
to the employer to use value statements can therefore also explain why the use of these was 
not prevented by cynicism. However, loyalty, as defined in this study, is affected by cynicism 
as the negative emotions and feelings of civil servants prohibit them from exhibiting active 
behaviors that either defends or support the use of value statements. 
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Socialization (Malmi & Brown, 2008) seems to play a part in influencing affective 
commitment. Civil servants exposed to socialization were more interested in the future 
development of the organization by not only connecting the use of value statement with goals 
but also to the mission and vision of the organization. Being more exposed to educational 
seminars might explain this. 

One interesting fact that is emphasized by civil servants in this part is that the use of value 
statements is important for rebuilding the trust of citizens. However, even though citizens are 
an important argument for using value statements they are still used due to an obligation to 
the employer. 
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6. Findings and conclusions 
This chapter answers the overall issue that was addressed in chapter 1 

How do civil servants awareness and use of value influence affective commitment? 

In a perfect world, all else being equal, one can say that value statements influence affective 
commitment in the case of civil servants. There is an emerged pattern that suggests that an 
awareness of the context the values constitutes triggers a more, to the organization, beneficial 
use of value statements in the absence of cynicism. These civil servants can be seen as using 
the value statements based on loyalty and the purpose of bringing forth the organization in to 
the future. However, a perfect world is more of an ideal state based on wishful thinking. It 
has been found that differences in individual characteristics tend to make the use of value 
statements to become rather unpredicted. In this study it was evident that public-service 
motivation has an influence on the use of value statements when it comes to values that 
resemblance public-service values.  This increases the likelihood of value statements that 
have similar values to be used and influence affective commitment. However, if the two parts 
does not coincide a more analytical ability seems to be beneficial to the use of value 
statements and an understanding on how these are connected to the organization, influence 
affective commitment. 

It has been found that even if awareness of organizational values is high there is still a 
difference in the construct of this awareness that has implications on civil servants use of 
value statements. It can also be concluded that two-way communication channels are 
important for creating an initial awareness of value statements, where unilateral channels 
functions as a remainder of values. This put emphasis on manager’s part in communication of 
values. Cynicism does not prevent civil servants from using the value statements, due to a 
feeling of obligation to the employer. Cynicism does, however, prevent the use of value 
statements to influence affective commitment due to the negative emotions and feelings that 
are aimed towards the organization. 

Socialization and recruitment has been found to be beneficial when it comes to using the 
value statements. However, the impact socialization has on the use of value statements also 
seems to be influenced by either public service motivation or analytical capabilities or both of 
these aspects at the same time. Thus, the recruitment phase might control in some instance 
how value statements are to be used by civil servants and how this use influence affective 
commitment. However, even though there exists some notably interesting findings in this 
study on how value statements are used there is still a need for more research in the area. 

6.1 Closing discussion 
This study has its limitations by only using civil servants employed in two government 
agencies. Although, there was common ground among civil servants regarding the topic, 
there were also differences. Even though the value statements tended to bear some 
resemblance in content, the work routines of civil servants and their perception of citizens 
was quite different. This was noticeable by referring to citizens from different perspectives 
e.g. customers or clients or a subject that could be connected to the services provided. Not 
being able to pay more attention these aspects were notable consequences of using a 
qualitative approach with a small sample size. There was also the matter of the use of focus 
groups that may have created leaders and followers and thus, disregarded individual opinions. 
This thesis originated in the experiences of one of the authors, which the study has been 
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affected by. This authors perception on what to look for could not however be found in 
literature, which contributed to this study taking a more deductive approach. 

This research has implications for government agencies when it comes to coping with the 
decline in citizens trust in them. Not only is the information presented in this study valuable 
for government agencies but also politicians whose reputation also is based on how citizens 
perceive the agencies. Management should also take into account all the positive internal 
effects that may arose from civil servants using value statements. Paying more attention to 
the internal affects can also contribute to positive externalities, as civil servants tend to feel 
more welcomed in the workplace by feeling empowered. 

Implications for theory 

There are two notable parts in this study that can contribute to the field of study. The first 
being awareness of organizational values. Rather than suggesting that awareness of values 
tend to be high in organizations the findings in this study suggested that it is what constitutes 
this awareness that influence individuals to “live” the organizational values. This can bring 
forth an explanation to scholarly research that has noted an absence of individuals acting on 
values, despite the satisfying levels of awareness of values that are exhibited. 

The second contribution is the use of value statements and how it influence affective 
commitment. This study can suggest two more aspects that can arise from the use value 
statements. The first aspect, being loyalty, and the second an individuals interest in the future 
development of the organization. These two aspects in turn influence affective commitment. 
The findings in this study also suggested that cynicism is an important factor to consider 
when studying values. Due to this study’s research approach it could be found that cynicism 
prevents emotional aspects such as loyalty, however, at the same it is not being more 
influential than the perceived responsibility to the employer. There is, however, a need for 
more research in the area to see how these aspects are related to other professions, as this 
study sought to study civil servants. 

Implications for practitioners 

Recruiting the right individual has shown to be important in government agencies when it 
comes to using value statements as they were intended by management. In government 
agencies public service values has shown to be an influential part in how willing civil 
servants are to adopt the organizational values. Analytical abilities have also shown to be 
beneficial to which extent value statements are used. By focusing on hiring individuals with 
similar values to the organization can also mitigate aspects of aimed cynicism. When it 
comes to communicating values it can be suggested based on findings in this study that 
managers play an important role in conveying values to civil servants. However, there is also 
a need for posters, laminate cards and computer desktops that trigger civil servants to 
unconsciously adopt the organizational values. 

Implications for further research 

This study was roughly based on research from the field. It was noticed that the use of value 
statement was difficult to understand because of each individual’s perception of value 
statements. Therefore, it could be interesting to use a more psychological approach to be able 
to identify common traits among individuals and se how these influence their use value s 
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Appendix 
Appendix 1: Focus groups, Swedish.  
Introduktion: Vi har avsikten att undersöka hur anställda på en statlig enhet uppfattar 
organisationens värdegrund och hur uppfattningen kan komma att påverka det dagliga arbetet. 

Fokusgruppens syfte är att få ta del av era tankar och åsikter kring den statliga enhetens 
värdegrund och hur det påverkar ert dagliga arbete. Diskussionen har inga rätta eller felaktiga 
svar och ni behöver inte heller komma överens, snarare det motsatta. Det är möjligt att ändra 
sina initiala idéer och åsikter om ni tycker att det har uppstått en förändring av dem under 
diskussionen 

Fokusgruppen förväntas pågå cirka 60 minuter och kommer att modereras av en moderator 
för att undvika att diskussionen eskalerar utanför studiens syfte. Det kommer att finnas 
förutom den tidigare nämnda moderatorn även en assisterande moderator. Rollen som den 
assisterande moderatorn kommer att fylla är att säkerställa att alla frågor besvarats och att 
diskussionen inte går i fel riktning samt ställa följdfrågor om det är nödvändigt. Fokusgrupp 
diskussionen kommer bestå av tre steg, det första steget kommer beröra medvetenhet kring 
formella värderingar, det andra steget är vilka delar I de formella värderingar som ni tycker är 
positiva och negativa. Det tredje steget är hur de formella värderingarna kan komma skapa en 
koppling mellan er och organisationen. Det som ska diskuteras kommer att presenteras på ett 
tydligt sätt muntligt och kommer att upprepas samt förtydligas om det finns några 
frågetecken. 

För att säkerställa ett etiskt tillvägagångssätt utgår denna studie från vetenskapsrådets etiska 
rekommendationer om hur bra forskning ska bedrivas. Deltagare i fokusgrupperna kommer 
anonymiseras. Detta I den utsträckning att det inte går att spåra en deltagares medverkan I 
fokusgruppen tillbaka till den enskilda deltagaren när dennas studie publicerats. Vi förväntar 
oss däremot att ni anger er ålder, hur länge ni arbetat inom organisationen och utbildning. 
Detta är nödvändigt för att kunna dra slutsatser kring resultatet av studien. Dessa uppgifter 
kommer även vara tillgängliga I den publicerade studien.  

Det bör vidare nämnas att ni närsomhelst kan lämna diskussionen och er medverkan I 
fokusgruppen kan på begäran strykas. Inspelningen kan också på begäran avbrytas och 
raderas och om det förefaller nödvändigt, kan även delar i inspelningen redigeras.  
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Appendix 2: Interview guide, Swedish 
RQ1 Medvetenhet 

Kan ni nämna några värderingar I organisationen? 

Diskuterar ni ofta värderingarna? 

Hur har ni blivit medvetna om dessa? 

Hur förhåller sig värderingar här, I jämförelse med tidigare arbetsplatser? 

RQ2 Användandet av värdegrunden 

Har värderingarna påverkat er? Inspirerande? Om ni samtalar med en kund kan ni tänkas få 
vägledning av värdegrunden?  

Tycker ni stämningen på arbetsplatsen förändras sedan värdegrunden började kommuniceras? 
Har värdegrunden påverkat arbetsmoralen, upplever ni en likabehandling mellan er och andra 
på arbetsplatsen, t.ex. att ni och chefer har samma skyldigheter oavsett formell position? 

Cynism 1) Är värdegrunden en symbolisk gest gentemot allmänheten? 2) Finns det 
bristfällande kunskap på huvudkontoret om hur vi arbetar? 

Värdegrundens påverkan på den emotionella kopplingen. 

Vad tror ni syftet med värdegrund är? 

Tror ni organisationen kan utvecklas genom att använda det? 
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Appendix 3: Information focus groups, English 
Introduction: We have the intent to investigate how employees at a government agency 
perceive, thinks about and are affected by value statements. 

The purpose with these focus groups is to share thoughts and opinions about the value 
statements and how it influences daily work tasks The questions that will be ask do not have 
any right or wrong answers and the aim of the discussion is not to reach consensus about the 
topic. It is possible to alter your initial thoughts and opinions if you feel like they have 
changed during the ongoing discussions. 

The focus groups will last approximately one hour and will be controlled by a main 
moderator after topics of discussion that are predetermined. There will also except from the 
main moderator a assistant moderator . The assistant moderator roll is that of making sure 
that all questions are explored to their full extent and that the discussion do not head in the 
wrong direction. Another roll of the assistant manager is to ask follow up question if it  
becomes necessary. There are three stages to the discussion, first the awareness of value 
statements , second is the preserved positives and negatives with the agency's value 
statements and finally how has the value statements of employees.   

To ensure that the study follows  ethical approach we have used the ethical recommendations 
provided by Vetenskapsrådet. One important aspect of the recommendations is that everyone 
that participate in the focus group have the right to be anonymized to the extent that it not 
possible to backtrack anything to the specific individual. What is expected is that you provide 
your age, how long you have worked in the agency and your education. The above 
information is necessary to be able to draw conclusions about the results from the study. The 
information will also be available in the published study.  

It should also be mentioned that there is a possibility  to leave the discussion at any point and 
to have your participation be eliminated. The recording can by request also be erased or 
edited. 
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Appendix 4: Interview guide 
Awareness of organizational values 

Can you mention any of the organizations values? 

Is there a discussion among colleagues about the values? 

How did you become aware of the values? 

How are the values in your organization different from other organzations that you have been 
affiliated with? 

Use of value statements 

Do you feel that the values have affected you? Inspiring? Is the content of the value statement 
usable? 

Has the work environment been affected by the introduction of the value statement? 

Have the values changed the work morale, do you experience a equality between you and 
other individuals in the organization. 

Are the values only a gesture towards the  public? 

Is the value statement possible to implement in your work routines? Is there a lack of 
understanding in your work duties? 

Value statements influence on affective commitment 

What do you think the purpose of the value statement is? 

Do you think the organization can improve by using it? 

 


