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Abstract

Corporate ethical behaviours has become one of the main factors that influence an organisation’s
sustainability. Ethical and responsible behaviours help companies to foster a positive reaction among
society including its employees to ensure their perpetual support. Companies have to pay considerable
attention to their employees to understand employees’ expectations toward them. The relation between
corporate social responsibility (CSR) and company’s performance has induced much interest among
researchers which usually roams around financial performance or company’s profitability. The purpose of
this article is to review existing literature of the relationship between CSR and non-financial performance.
The indicator of a company’s non-financial performance in this article will be based on employee
commitment toward the CSR’s initiative by the company. In exploring the relationship between CSR and
employee’s commitment, this paper draws upon the mediating role of organisational justice. It suggests
that employees develop general justice perceptions towards companies based on the level of fairness that

company exhibits.
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1. Introduction

From the perspective of profitable organisations, improving performance is crucial for positioning
purpose and to stay relevant (Burg-Brown, 2016).Organisations must evaluate its performance to better
understand what they can do or rectify to improve their ability to perform (Yaghoobi & Haddadi, 2016).
Countless efforts have been done by researchers to explore on how to enhance, shape and sustain
organisational performance since it is related to organisations’ profitability and survival (Singh et al.,
2016).

Prior studies found that corporate social responsibility (CSR) is significantly correlated with an
organisation’s performance; financial and non-financial (Choongo, 2017; Kim et al., 2016). CSR becomes
a commitment to organisations that improves the quality of life of the society (Khatun et al., 2015) and
solutions to social issues. Thus, CSR is believed to become one of the vital elements of modern business
since they are expected to do more than what is required by law (Caroll, 2015). Furthermore, companies
are becoming more aware of the impact of their behaviours on stakeholders (Newman et al., 2015).

Employees is one of the most important stakeholders which gives impact and at the same time can
be affected by a company’s activities (Azim, 2016). Their commitment towards companies have a
significant influence on organisation’s performance (Andrew, 2017). In recent years, it is evident that
CSR studies began to focus on employees’ outcomes. Those studies explore the relationship between
CSR and employees’ commitment (Low & Ong, 2015b; Low et al., 2017), organizational citizenship
behavior (Azim, 2016), job satisfaction (Low & Ong, 2015a), employees’ turnover (Kim et al., 2016;
Low et al., 2017), job performance (Newman et al., 2015) and employee engagement (Azim, 2016;
Flammer & Luo, 2017).

This conceptual paper, however, is meant to collect relevant literature and infer to theoretical
framework that explains CSR - employees’ commitment relationship through organisational justice.
Mixed findings in prior studies has been concluded to may have caused by the absence of mediating
factor. In this paper, non-financial performance refers to employees’ commitment. It also explains about
the 3 dimensions of organisational justice as mediator; procedural, distributive and interactional.

The article is organized as follows: a framework of literature review, a theoretical framework and

the research hypotheses and a brief explanation on potential theoretical contribution.

2. Literature Review

2.1. Corporate Social Responsibility (CSR)

Despite the increase number of CSR studies, there is still no uniform definition or concept of CSR.
CSR and its concept have been under discussion since the Standard Oil Company executed its
philanthropy program by providing financial aid to a university in 1953 (Malik et al., 2015). The highest
legislative body in the EU, European Commission (2011) recommended that CSR can be defined as
companies’ good gestures that goes above and beyond legal obligations which contributes to the

betterment of society as well as environment.
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However, based on CSR literatures, most CSR definitions which are initiated by scholars are
rooted from Caroll (2015) suggesting CSR pyramid (Low, 2016). Caroll’s most popular CSR model
postulated four-dimensions of CSR; 1) economic - obligations to an organisation to generate profits, 2)
legal — obligations to adhere to regulations and laws, 3) ethical — obligations to display ethical manner
and 4) discretionary — to go above and beyond stakeholders’ expectations. Kim et al. (2016) conceptually
evaluated these four CSR dimensions in their study on the impact of CSR and internal marketing on
organisational commitment and turnover intention. Their study confirms that CSR in the casino industry
is composed of that Caroll (2015) CSR dimension.

However, Irma and Lau (2016) proposed five dimensions of CSR as they assessed the CSR
performance of public-listed companies in Malaysia and they are; economic prosperity, marketplace,
community, workplace and environment. This is quite similar to what was proposed by Zahari et al.
(2020) who investigated the implementation of CSR at Malaysian property developers. It was adopted
from CSR framework initiated by Bursa Malaysia in 2006 which comprises of environment, marketplace,
workplace and community. CSR is a multi-disciplinary concept and thus the construct of CSR will be

different according to the context of which it is studied (Low, 2016).

2.2. Non-financial Performance

In measuring the organisational performance, it can be expressed based on two approaches;
approach and subjective (Al-Samman & Al-Nashmi, 2016). The objective approach relates to financial
while subjective is from the perceptual aspects or non-financial. The non-financial performance revolves
around attaining sustainability and incorporates factors which help the organizations in enhancing its
financial result (Alrowwad et al., 2017).

Earlier studies on corporate social responsibility also measures a company’s non-financial
performance such as employees’ commitment (Azim, 2016; Choongo, 2017), organisational citizenship
behavior (Azim, 2016; Luu, 2017), employees’ turnover (Chaudhary, 2017; Lin & Liu, 2017), job
performance (Shin et al., 2016) and employee engagement (Azim, 2016; Flammer & Luo, 2017; Obeidat,
2016). This paper discussed about employees’ commitment as one of the measures of non-financial
performance.

According to O’Reilly and Chatman (1986) as cited by Low and Ong (2015b), psychological
attachment to the organisation explains employees’ commitment. It refers to the extent in which
employees feel devoted to the organisations they work for (Irefin & Mechanic, 2014) or the extent of
employees’ loyalty (Choongo, 2017). In striving for organisational success and survival, employees’
commitment seems to play a big role. Allen and Meyer (1990) conceptualised employees’ commitment
into three components; affective (desire), continuance (cost) and normative (obligation). Affective refers
to emotional attachment, identification and involvement of employees in the company. Continuance
stems from assessment of respective cost and benefit while normative is the feeling of obligation to stay.

A considerate amount of literature has been published on employees’ commitment and its impact
on organisational outcomes. Andrew (2017) found a fairly high relationship between employees’
commitment and organisational performance. Individuals who were highly committed to their jobs are

more productive and have a higher satisfaction level.
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2.3. CSR on Employees’ Commitment

Ellemers et al. (2011) found that perceived CSR activities influence perceived morality of the
organisation which indirectly impacts employees’ job attitudes (commitment). Nevertheless, there are
also studies that discover direct positive link between CSR employees’ commitment (Kim et al., 2016).
This is aligned with a study conducted by Zafar and Ali (2016) which discovered CSR actions as having
positive influence on employees’ commitment. They suggested social activities such as working for better
environment, producing quality products and complying with government rules and regulations can help
organisations to enhance employees’ commitment.

In addition, employees are not only concerned about the pay check but they like to be associated
with a socially-responsible organisation since it heightens their self-image and in turn, they reciprocate
through positive attitudes and behaviours (Azim, 2016). However, in a longitudinal analysis by Choongo
(2017), the association between CSR and employees’ commitment is only partially accepted. It was
suggested that future study deals with the drives that changes CSR-employees’ commitment over time.

Based on a study on academia’s attitude and behaviour, it is evident that CSR directly and
indirectly influenced employees’ commitment (Ahmad et al., 2020). The presence of organisational trust
as mediator explains the indirect relationship between CSR and employees’ commitment. The
relationship between perceived CSR and employees’ affective commitment is found to be mediated by
ethics and moral (Bouraoui et al., 2019). While much of the scholarly work on CSR and its influence on
employees’ outcomes is conflicting, they also agree that CSR relates to the impact on stakeholders

including employees.

2.4. Organisational Justice as Mediating Factor

Organisational justice refers to employees’ perception on organisation’s equal treatment towards
them. Greenberg and Colquitt (2005) as quoted by Ha and Ha (2015) assert that perception of fairness is
one significant antecedent affecting employees’ attitudes and behaviours.

There are three key components of organisational justice, namely; 1) distributive justice refers to
fairness in decisions made at workplace and equality in rewards distribution from the job outcome 2)
procedural justice relates to decision making process fairness as perceived by employees and lastly 3)
interactional justice discussed about relationship between employees and organisation.

Rauf (2015) found that distributive, procedural and interactional justice are all directly and
positively correlated with organisational citizenship behaviour (OCB) of Sri Lankan employees. When
employees believe that they receive equal treatment by employers, they are more likely to exhibit
expected behaviours significantly.

Based on previous empirical studies of CSR - employees’ outcomes, scholars are suggested to test
mediating effect on the relationship (Farid et al., 2019). Organisational justice has been widely used in
earlier research as mediator that explain how CSR can influence employees’ attitude.

A research conducted by Sarfraz et al. (2018) found organisational justice partially mediates the
relationship of perceived CSR — employees’ outcomes. However, Farid et al. (2019) identified procedural

and distributive as important underlying mechanism in explaining indirect relationship of perceived CSR
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and employees’ outcomes; organisational citizenship behaviour (OCB) and work engagement. Their
findings are supported by a study by Jung and Ali (2017) on employees in South Korea who found the
relationship among internal CSR, organisational commitment and job satisfaction are fully mediated by
both distributive as well as procedural justice.

Hence, based on existing literature of CSR, employees’ commitment and organisational justice,
this paper proposed the following theoretical model (Figure 01) to explain the relationship among
variables.

H1 — There is a relationship between CSR and employees’ commitment.

H2 - Organisational justice mediates the relationship between CSR and employees’ commitment.

H1
0 R 4
Corporate Social E : H2 Employees’
Responsibility Organizational Justice | == ==p> Commitment

Figure 1. Proposed Theoretical Model

3. Potential Theoretical Contribution

It will expand the literature by suggesting which dimension of CSR will greatly impact which
component of employees’ commitment. It will also conform the role of organisational justice as mediator
by assessing CSR as the predictors of the employees’ commitment towards companies. Besides that, there
will be a clear explanation on which component of organisational justice will highly mediate CSR —
employees’ commitment relationship. This contribution will help managers to strategize their CSR

programs to enhance employees’ commitment at its best.

4. Conclusion

This article has presented mainly about the effect of CSR on the commitment among employees
and the role of organisational justice as mediating factor. Different findings in CSR studies and its
association with employees’ outcomes have led to a conclusion that it could be due to; context of country
of study, industry, ways of measuring CSR, methodological approaches or the period it was conducted
and analysed. The mixed findings from empirical studies can also be the result of not considering
mediating variables.

Despite mixed results obtained by previous researchers, CSR, if taken seriously by organisations,
may influence the way employees see and feel about their organisations. Collectively, employees may

break or make a company.
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