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Abstract: This study begins the conversation on the impact that applicant CSR orientation has
on a major phase of workforce development—employer attractiveness. There is also virtually
no research that investigates CSRO and workforce development. Meanwhile, this present
research effort provides evidence that there is some basic relationship between CSRO and
employer attractiveness. The data comes from 280 participants who are interested in joining
the hospitality and tourism industries in Pakistan. Structural equation modeling was used to
analyze the data. The results showed that all four dimensions are significant predictors of
employers’ attractiveness. More specifically, the ethical aspect of CSR has a stronger impact
on employers’ attractiveness, whereas discretionary behavior in CSR has the least impact. The
implications for academicians, researchers, and managers in the hospitality industry are given
in detail.
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1. Introduction

The researchers have described socially responsible behaviors, including
philanthropy, ethical behavior, and voluntarism (Stump, 1999). Yet with this interest,
only 13% of the 1738 empirical articles published in Academy of Management
publications between 1958 and 2000 addressed social issues in management (Walsh
et al,, 2003). An abundance of recent researchers identify Carroll’s work as a
foundation and framework for their studies with respect to corporate social
responsibility (Smith et al., 2001). In the past several years, the relationships between
organizations’ CSR and workforce development have been explored increasingly
(Thorsteinson et al., 2004; Ishaq et al., 2023). The effects of CSR on employee
satisfaction, leadership development, diversity, retention, employee relations, and
performance have been investigated (Lee et al., 2013). Researchers have explored
whether an organization’s CSR positively stimulates recruiting efforts (Chaudhary,
2020). Much of this research involved researchers presenting students with vignettes
with narrative descriptions, or rankings of employer behaviors and social performance
evidence, and then measuring stakeholder reactions to the presented materials (Turker,
2009).

Reactions to organizations’ CSR have some interesting implications for
employers, especially those in tight labor markets (Albinger and Freeman, 2000).
Employers are becoming conscious of the growing number of employees who opt for
careers in firms that exhibit socially responsible behaviors, or at least in comparison
to other employers that the candidates are considering (Backhouse, 2002). Corporate
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social performance is positively related to the employment intentions of job seekers
with high levels of job choice (Albinger and Freeman, 2000). Environmental factors
and individual demographics such as minority status and gender are important in their
decision-making process as well (Seara et al., 2023). Hinson et al. (2018) report that
women and men are attracted to firms with more positive ratings on some social
responsiveness issues and will seek employment with these firms over firms with
lower ratings. The minority status of those surveyed may also be a factor in rating
perceptions of CSR (Pinkston and Carroll, 1996), with minorities more positively
viewing organizations when they exhibit higher levels of CSR.

An employer’s efficacy at attracting and retaining employees will determine its
survivability (Ma et al., 2023; Raza et al., 2023). Recent studies conducted by the
Center for Effective Organizations using robust business analytics have provided a
bleak picture of how organizations attract and retain human capital (Story et al., 2016).
With changing demographics, employer needs, technology, and global competition,
attracting employees will continue to be a major business requirement. Any advantage
employers can leverage may determine success in the global market (Lis, 2018).
During the same period, relationships between organizations and their environment,
including relations to society at large, competitors, and other stakeholders, have been
studied (Ma et al., 2023). Organizations have to consider that they operate in a larger
environment that impacts their strategy and operations. Some suggest that
organizations attempt to align internal operations with changes in the environment in
order to exert influence over the circumstances in which they operate (Zaid et al.,
2013).

A great number of studies, articles, and books attest to the value of leveraging
CSR (Ma et al., 2022; Sarwar et al., 2023). Substantial evidence suggests employers
who are aware of their social responsibility can use it to manage their reputations (Lee
et al., 2023). With more positive reputations and corporate images, organizations can
influence employee behaviors and some employment candidate actions (Ma et al.,
2023). As carly as the early 1980s, thoughtful leaders were beginning to question if
CSR had an impact on workforce issues (Drucker, 1984).

The potential employees have served as subjects because they are in demand and
usually a source for future managers (Sohn et al., 2015); they serve as a great pool of
potential employees. They are also common research subjects. More research should
be conducted to help understand why and how potential employees make job decisions
(Handy et al., 2020). If researchers can assist employers in identifying organizational
behaviors that potential employees find more attractive, employers may be able to
develop socially responsible behaviors and communicate these as a strategy that will
increase their competitiveness in the labor market (Ali et al., 2023). Researchers have
discussed the importance of measuring potential employees’ perceptions of employer
social responsibility prior to entering the workforce (Albinger and Freeman, 2000).

Recent studies have attempted to investigate social responsibility and/or social
performance in relation to employer selection (Albinger and Freeman, 2000; Ma et al.,
2023). Typically, the CSR behaviors or attitudes of an organization are presented, or
corporate social performance evidence is provided, and then stakeholders are
prompted to rate the probability of engaging in employment actions with these
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organizations (Albinger and Freeman, 2000; Sarwar et al., 2022). While corporate
social responsibility orientation (CSRO) has been measured on a variety of stakeholder
groups, such as chief executives and leaders, investors, and consumers, no identified
research has explored the CSRO of subjects responding to corporate behaviors and
then rating employer attractiveness. Therefore, the current study aims to determine the
impact of CSRO on employees’ attractiveness in the hospitality industry of Pakistan.

2. Literature review

2.1. Stakeholder theory

Businesses’ roles are being redefined through partnerships with their
stakeholders and philanthropy in their communities as they also create corporate
wealth for their stockholders (Stuss, 2018). With this wealth, some would argue,
comes a greater responsibility for how businesses interact with society (McWilliams
and Siegel, 2001). The study of the relationship between organizations and their
environments is not new (Davis and Powell, 1992). Specifically, researchers have
studied stakeholders in depth (Wang et al., 2022). For decades, an interactionist
perspective has been offered in those states where there is a balance between
individual and organizational needs (Davis and Powell, 1992). What is new is the
assessment that the organization-environment relationship has a critical impact on
workforce development activities such as recruiting new employees (Ma et al., 2023).
It even has an impact on retention and employee commitment. Organizational leaders
must realize the rapidly changing and socioeconomic complexity of the environment
(Biswas and Suar, 2016). Some companies view CSR as part of a general
responsibility to society that permits them to operate (Biswas and Suar, 2016). Others
view it more strategically, analyzing CSR’s relationship to or impact on stakeholders
in the interest of the firm (Carroll, 2016). Some scholars and businesspeople argue that
businesses should serve society in exchange for using their resources (Sanchez, 2000),
while others opine that the only responsibility of business is to be profitable (Ma et al.,
2023). Still, others state that social responsibilities exist, but they must be better
defined (Bharadwaj et al., 2022; Franzoni et al., 2021).

Stakeholder literature explains businesses’ role in society, presenting CSR in
relation to business performance, leader behaviors, customer perceptions, and
community expectations. Stakeholder management literature provides insight into
how organizations respond to the needs of other stakeholders, not just shareholders
(Biswas and Suar, 2016). CSR becomes a significant lens for viewing stakeholder
needs. It also impacts the image or reputation that these stakeholders have for
organizations (Biswas and Suar, 2016). An organization’s image and reputation may
signal specific stakeholders. The perception that organizations have a lack of social
responsibility or lack of concern for society may result in stakeholders, such as
consumers and environmentalists, boycotting goods and services. More positive CSR
behaviors or performance may signal stakeholders, such as investors and government
agencies, to interact in a manner that benefits the organization.
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2.2. Corporate social responsibility

A more humanistic approach to educating managers during the past 50 years has
affected many leaders’ perceptions of CSR (Biswas and Suar, 2016). Some of this
resulted from successful businesses and their leaders realizing a more comprehensive
view of business in society (Drucker, 1984). For instance, Sears Roebuck adopted the
fledging 4-H program due to its leadership’s understanding that Sears’ prosperity
depended on its customers’ growth and competency, many of whom were farmers.
The 4-H program was a strategic way to help farmers increase productivity, therefore
increasing the profitability of Sears. This and similar examples of intertwined business
objectives and societal responsibilities have influenced modern social responsibilities.
In the past, most social responsibility funding was not focused; it was managed at the
discretion of the CEO. Funding came from community affairs budgets with no
relationship to the bottom line (Agle et al., 1999). The new trend is for these same
types of investments to come out of operations and/or marketing budgets with an
expected ROI (Campbell et al., 1999). More and more companies are adjusting
budgets to create win-win situations (Yu, 2003). Society benefits, as do organizations
that are socially responsible. Business leaders from DuPont to Shell are now
encouraging their peers to align business strategy, social investments, and societal
needs. With this new direction, more emphasis will be placed on measuring the ROI
and evaluating the social issues targeted.

Arguments in favor of CSR, particularly meeting discretionary needs, usually
have ethical underpinnings (Y ounis and Hammad, 2020). One component begins with
the position that the stakeholders of organizations should benefit from their
productivity, not just the stockholders (Freeman, 1984). Some companies that view
CSR and philanthropy more strategically analyze the impact on business performance
and customer perceptions (Porter and van der Linde, 1995). Arguments against CSR
are usually founded on managerial competency or property rights (Saini et al., 2022).
Simply stated, most organizational leaders do not have the competency to make
decisions in the social arena or the right to give away stockholder value.

Carroll’s approach to CSR is a framework others have used in order to acquire
some consistency in operational definitions (Albinger and Freeman, 2000). Wood
(1991) suggests that these four types of needs that society are also domains of
responsibility in which managers can operate. Other researchers have established that
managers can use Carroll’s four-component model to frame firms’ roles in society, as
well (Raj, 2020). Before an organization can help multiple stakeholders in society,
however, it must first ensure its economic viability. In fact, Carroll (1999) states that
securing economic viability is one way that organizations provide for society, even
though many do not share this view. Many leaders believe that if their organizations
follow a successful profit ethic, they will maximize social welfare and promote the
best interests of society without a conscious effort (Hoppe et al., 2022). There have
been critics of the four-domain model that Carroll presented in 1979, however, so
many researchers have still used it as the basis for their research. Some of the criticism
comes from research that demonstrated that respondents could not clearly distinguish
between economic and legal responsibilities (Ma et al., 2023).

Using frameworks and models, some researchers have attempted to develop
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instrumentation to measure social performance and the CSR orientation of key
stakeholders (Biswas and Suar, 2016). Carroll (1999) suggests that multiple probes of
the organization must be attempted to gain a full understanding of an organization’s
social responsibility. This is supported by Zhang et al. (2020), who suggest that it is
beneficial to measure multiple stakeholders to gain a better understanding of social
responsibility, not just one respondent group. Corporate social performance should not
be measured on one isolated issue or stakeholder group. Rather, it should be a
comprehensive assessment of at least four or five issues (Carroll, 1999). Researchers
are calling for the field to reconsider how social responsibility is defined for research
(Silva and Dias, 2022). The present research relied on Carroll’s four faces of CSR as
the basis for this exploration. It uses CSR orientation research that used Carroll’s
original four-component model of CSR (Catano et al., 2016). While Carroll has
revisited his four-component CSR construct, the present research is intentionally
scoped using the four responsibilities originally posited by Carroll (2016).

2.3. CSR, organizational fit, and individual values

The formal adoption and implementation of CSR by corporations could be
associated with the personal values and CSRO of individual managers (Catano et al.,
2016). Values have been defined as basic personal goals that people hold and aspire
to achieve (Ma et al., 2023). They have also been defined as concepts and beliefs about
desirable states of behavior that transcend situations and guide the evaluation of
specific behaviors (Schwartz and Bilsky, 1987).

Organizations exist across the lifetimes of many generations of their members.
There are many who believe an organization cannot be a moral actor (Ma et al., 2023).
The debate on this issue will continue, however, the fact is that in order to determine
organizational values regarding CSR, one has to consider the values, motives, and
choices of those making decisions for the organization (Ma et al., 2023). The culture,
personality, and values of these leaders shape the values of the organization (Freeman,
1984). Zhang et al.’s (2020) recent study provides clear evidence that individual
managers’ organizations’ decisions are driven not only by their organizational
objectives but also by a variety of personal values. Individuals’ values as managers
can shape the moral environments in which they work (Jakob et al., 2022). A new
generation of managers is emerging that has been educated about the needs of society
in terms of the planet and fellow citizens and is eager to act. Their value orientation,
Concern for Economic Performance, and Concern for Society will influence
organizations, and these values will be exhibited through organizational behavior. As
they influence their organizations, other members will be expected to understand these
values.

Individuals use values to manage their lives, including when they make decisions
about occupations and organizations for which they will join (Catano et al., 2016). Lin
et al. (2012) propose that individuals are attracted to organizations that they perceive
as having similar values to themselves. Organizations attempt to recruit employees
who share their values. Values act as a starting point for organization-people fit
(Catano et al., 2016). Employees may have an intrinsic belief that organizations have
a responsibility to engage in socially responsible behavior. In order to fulfill this



Human Resources Management and Services 2024, 6(3), 3422.

intrinsic value, a state of mind regarding social responsibility must be achieved. They
must place instrumental value on activities that will lead to making their beliefs
regarding social responsibility an intrinsic value. This intrinsic value will then impact
the types of organizations that job candidates seek to “fit”. This does not mean,
however, that the values of individuals and organizations are identical (Ma et al.,
2022). It does mean that these values should “fit” with the majority of the
organization’s members. Abell and Becker (2021) have shown that where there is an
overlap between employee and organization values, employees tend to show a
preference for and demonstrate commitment to the organization.

The notion of employee-organization fit has long been important to researchers
in organizational behavior (Catano et al., 2016). Researchers have attempted to look
at employee behavior and test stakeholder salience by comparing values, performance,
and CSR; however, findings related to this relationship are not clear (Jones et al.,
2014). Some research indicates that social performance directly affects the behaviors
and attitudes of organizations’ present employees (Abraham et al., 2021). Few studies
have examined the effect of organizations’ records of CSR on their ability to attract
new employees (Caputo et al., 2023). The research that does exist varies. Defining
employer attractiveness begins with understanding organizational entry,
organizational choice, and recruiting in organizations.

2.4. Employee attractiveness

The quality of human capital and the role of knowledge are increasingly
becoming competitive multipliers (Catano et al., 2016). Firms that will be successful
must create, manage, and transfer knowledge that makes them competitive (Greening
and Turban, 2000). Attracting new employees is a primary avenue to capture new
knowledge. Organizations must recruit, hire, and develop employees to increase
organizational capacity (Schneider, 1976). They must develop and activate staffing
strategies that share information about the organizations and increase the likelihood
that the best candidates will select them and stay as value-added employees.

Job applicants must acquire information about firms. Organizations must take
steps to measure and influence familiarity with stakeholders and moderate information
(Day et al., 2013). Different types of people are attracted to different types of
organizations. The information provided should consider multiple stakeholder
perspectives (Catano et al., 2016). Researchers have investigated information such as
reward structure, centralization, organizational size (Ma et al., 2023), and geographical
dispersion of locations in relation to organizational attractiveness (Turban and Keon,
1993). Attractiveness may be mediated by the applicant’s perception of the leader’s
style or the environment and the degree to which intrinsic rewards are available
(Schneider, 1976). Some candidates even choose to respond to employers based on
corporate image or social responsibility (Lin et al., 2012).

It seems clear that relationships between social responsibility, image, and
attractiveness are complex and are influenced by various other characteristics (Lin et
al., 2012). Employers and their reputations are part of the equation; the individual
characteristics of job seekers are another part. Individual characteristics also moderate
the influence of organizational characteristics on attraction to firms (Turban and Keon,
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1993). For instance, religion (applicant or organization) is a highly valued
characteristic for some that may influence perceptions of organizations (Catano et al.,
2016).

2.5. CSR & employee attractiveness

There are two views on organizational choice. The first, systemic rational,
assumes that humans are rational and will act in systemic ways. They will seek out
information about the organization and alternative organizations and attempt to
maximize the likelihood that the organization will meet applicants’ job wants. The
second view, termed unprogrammed, occurs when individuals make choices with less
information and planning about the organization. Applicants get data about their most
important job wants and then rationalize once a decision is made that they have met a
wider array of factors (Newburry et al., 2023). The way employees seek to make
organizational choices is important for organizations to contemplate as they create
recruiting strategies.

Companies invest considerable resources into recruiting and selecting employees
(Dauth et al., 2023). This investment is frequently in the form of recruitment ads that
must grab attention, capture interest, instill desire, and provoke action in order to be
successful (Belt and Paolillo, 1982). Organizations attempt to hire employees who
meet specific criteria, while members of the labor force look to have certain needs met.
Catano et al. (2016) identify the population for recruitment as the labor force
population. Members of the labor force who respond to recruitment advertisements
and are elevated for selection are considered part of the applicant pool (Abraham et
al., 2021). The quality of this applicant pool from the total workforce is increasingly
becoming a competitive multiplier (Jones et al., 2014). Employers must compete for
the scarce talent available in the workforce and should commit resources to attracting
applicants.

Reactions to organizations’ social responsibility have some interesting
implications for employers in a tight labor market. Actions of organizations, that
prompt positive reactions from external stakeholders, can have direct, positive effects
on the organizations’ employees (Abraham et al., 2021). Behaviors that prompt
negative reactions can have corresponding detrimental effects on their employees
(Koys, 2001; Riordan et al., 1997). The results indicate that corporate social
performance is positively related to employer attractiveness for job seekers with high
levels of job choice, but not related to seekers with fewer choices. Greening and
Turban (2000) report that women and men are attracted to firms with more positive
CSR. On some social responsiveness issues, they will seek employment with these
firms rather than with firms with lower rates.

Some firms assume a relationship between social responsibility and attracting
employees (Day et al. 2013). Some firms base their actions on the understanding that
social responsibility correlates with maintaining a satisfied workforce (Raj, 2020).
Zhang et al. (2020) demonstrated that organizations with higher social performance
levels are more attractive as employers. Based on CSR research, it seems that firms
that don’t pollute, that provide employee support, and that show greater community
responsibility can expect to engage applicants on much more favorable terms
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(Greening and Turban, 2000). This may be why there has been an increase in
advertising by Fortune 500 firms drawing attention to their CSR (Sen and
Bhattacharya, 2001). Research on employee satisfaction, organizational citizenship
behavior, and turnover suggests that corporate citizenship impacts employee
satisfaction as well (Lin et al., 2012).

Stuss (2018) suggests that organizations should closely align their legal,
marketing, and philanthropic efforts to establish themselves as organizations with
humanistic orientations in order to attract stakeholders, including employees and
stockholders. Greening and Turban (2000) and Wang et al. (2022) suggest that
companies that wish to be competitive in attracting candidates should pay attention to
their social responsibility. Organizations that do this consistently may have reduced
employee turnover, greater levels of job satisfaction, and greater performance and
innovation levels (Jackob et al., 2022).

Based on the above literature, we propose two hypotheses:

HI1: CSRO has a significant impact on employees’ attractiveness.

H2: The relationship between CSRO and employees’ attractiveness is different
for males and females.

The conceptual framework is presented in Figure 1.

‘ CSR — Economic ‘ ~

‘ CSRi=Tegpl Employer Attractiveness

‘ CSR — Ethical ‘

‘ CSR — Discretionary ‘ =

Figure 1. Conceptual framework.
3. Research methodology

3.1. Sample and data collection

The sample frame is intended to identify the sample units in a population.
Dillman (2000) identifies the sample frame as the “list from which the sample is to be
drawn in order to represent the survey population” (p. 194). For the present research,
the sample frame was defined as business students at three regional universities.
Identifying students for the sample was important. There is research that indicates that
students respond differently to a variety of issues including ethics. There is also
evidence that different types of students make employment decisions differently.
Specifically, Master of Business Administration (MBA) students generally rate
legal/ethical conduct relatively high compared to undergraduate students and social
responsibility higher overall than undergraduates. Typically, critics charge that
students are biased samples or populations when attempting to collect information and
then generalize it to greater populations. Since the employer’s target students are a
valuable source for recruiting, this was not considered a limitation. Colleges are a key
source of managerial and professional talent for organizations.
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A total of 400 questionnaires were sent to MBA students at different universities
in Pakistan. All these students are either enrolled in their last semesters or graduated
within three months. The questionnaire includes a comprehensive cover letter that
provides all the necessary information, such as the objectives of this research, consent
for participation, surety for anonymous responses, and the right to withdraw at any
point during the data collection phase. At the end of data collection, we received 297
questionnaires, of which 17 were deleted due to missing values or high/low responses
on all responses. Therefore, 280 questionnaires were used in the final analyses.

3.2. Instrumentation

We used the Maignan and Ferrell (2000) scale to determine four dimensions of
corporate social responsibility among potential employees. This scale has seventeen
items with four dimensions, namely economic citizenship, legal citizenship, ethical
citizenship, and discretionary citizenship. A sample item is “This company is
recognized as trustworthy.”

We used a three-item scale to determine employer attractiveness. Research has
indicated that multiple action scales can be used by subjects to identify their
attractiveness to organizations. Researchers have asked applicants to rate their
agreement and employment intent on scales as a means to investigate attractiveness.
Consistent with this literature on employer attractiveness, respondent ratings of
individual statements were collapsed into one mean score for each organization to
represent the degree of perceived employer attractiveness.

All items were measured on a five-point Likert scale, where 1 = strongly disagree,
and 5 = strongly agree.

4. Results

4.1. Measurement model

In the first phase of data analysis, the measurement model was tested using
AMOS 22. The purpose of this model testing was to determine the reliability and
validity of the variables under investigation. The model fitness shows adequate fit
(*/df = 685.69/232, p = 0.001, CFI = 0.94, RMSEA = 0.057, SRMR = 0.046, NFI =
0.93). The convergent validity was determined using composite reliability (CR >
0.70), and average variance extraction (AVE 0.50), whereas reliability was checked
using Cronbach’s alpha (a > 0.70). Table 1 indicates that all the values are well above
the given threshold values, therefore, the data confirms its reliability and validity.

Table 1. Measurement model.

Variable Items Factor loading range CR AVE Cronbach’s alpha
CSR—Economic
CSR—Legal

17 0.72-0.89 0.80 0.59 0.81

CSR—Ethical
CSR—Discretionary

Employer attractiveness 3 0.76-0.84 0.86 0.61 0.85
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4.2. Mean and correlation

Table 2 provides the descriptive statistics and correlations among the four
dimensions of CSR, and employers’ attractiveness among the potential employees
who are interested in joining the hospitality sector. As indicated, all four dimensions
are positively correlated with the dependent variable.

Table 2. Descriptive and correlation.

Variable Mean SD 1 2 3 4 5
CSR—Economic 4.01 0.57 1.00

CSR—Legal 3.98 0.62 0.48%%* 1.00

CSR—Ethical 4.25 0.66 0.39%%* 0.27*** 1.00

CSR—Discretionary 4.00 0.84 0.34%%* 0.31%** 0.46%** 1.00

Employer attractiveness 4.10 0.53 0.53%** 0.55%%* 0.327%** 0.28*%* 1.00

w8k 1 = 0.001.

4.3. Structural model

The hypotheses were tested using structural equation modeling via AMOS 22,
As shown in Table 3, ethical citizenship has a stronger impact on employers’
attractiveness (beta = 0.458, p = 0.001), followed by legal citizenship (beta = 0.392, p
=0.001), economic citizenship (beta = 0.380, p = 0.001), and discretionary citizenship
(beta=0.227, p=0.001). These results support H1, which states that CSR dimensions
have a positive impact on employers’ attractiveness.

Table 3. Path analyses.
Path Beta SE P
CSR—Economic = Employer attractiveness 0.380 0.047 0.000
CSR—Legal - Employer attractiveness 0.392 0.013 0.000
CSR—Ethical - Employer attractiveness 0.458 0.020 0.000
CSR—Discretionary - Employer attractiveness 0.227 0.064 0.000
A group analysis between males and females was performed to determine
whether gender has a differential role in seeing the impact of CSR orientations on
employers’ attractiveness. Table 4 shows the significant differences between males
and females. For instance, male respondents are more focused on the ethical aspect of
CSR, whereas females see a legal aspect of CSR.
Table 4. Group differences.
Male Female
Path
Beta SE p Beta SE P

CSR-Economic = Employer attractiveness 0.343 0.029 0.000 0.382 0.068 0.000

CSR-Legal - Employer attractiveness 0.280 0.036 0.000 0.579 0.015 0.000
CSR-Ethical > Employer attractiveness 0.501 0.042 0.000 0.331 0.043 0.000

CSR-Discretionary = Employer

attractiveness

0.316 0.039 0.000 0.305 0.057 0.000

10
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5. Discussion and implications

This study examined the relationship between corporate social responsibility
orientation and employment attractiveness, as well as moderating variables. It was
important to discover that students differentiate among employers with varying
degrees of CSR; previous research has not clearly demonstrated this difference in a
framework consistent with Carroll’s nomenclature. Lin et al. (2012) and others
established a relationship between organizational attractiveness and social
performance. This research relied on measuring attractiveness in relation to
organizational social performance based on factors such as the establishment of
diversity programs, military contracting, community involvement, and employee
relations (Lievens and Highhouse, 2003; Turban and Greening, 1997). While all of
these may be components of what many perceive as ethical or discretionary behaviors,
there is little research that looks at employer attractiveness as it relates to an aggregated
corporate social responsibility orientation. For instance, the ten discretionary
statements utilized in Aupperle’s framework provide an aggregated view, while one
specific behavior, such as an organization’s behavior related to diversity programs,
provides a less comprehensive indicator of social responsibility.

These findings here are important because 1) they validate the researcher’s
assumption that respondents will differentiate between organization descriptions
required for this study, and 2) they add to the literature regarding the way in which
degrees of CSR are measured. So, first, it was important to establish subject response
consistency prior to testing this study’s conceptual framework; if students could not
differentiate among organizations with varying CSR behaviors, then CSR would not
be considered a factor in student decision-making when selecting an employer.
Second, prior CSR research assumes that individuals respond to differences in
organizations’ ethical, economic, and discretionary behaviors. Research furthermore
indicates that people respond to certain aspects of these behaviors (e.g., stock
performance, code of conduct, and philanthropy); but no empirical research
investigating such CSR behaviors has examined them in the aggregate. This study
provided evidence that job seekers will differentiate between varying degrees of
aggregated organizational behaviors.

Although few previous studies have directly examined variations in CSR and
their relationship to employer attractiveness, research has demonstrated that females
tend to view social responsibility in the legal aspect as more important than males in
determining organizational effectiveness (Carrol, 2016; Hoppe et al., 2022). Females
also appear to identify economic responsibilities as less crucial than non-economic
ones (Stuss, 2018), and generally express a greater interest in a firm’s societal
orientation (Backhaus et al., 2002). Given these previous findings, it is not surprising
that this study showed female respondents to be more attracted to those organizations
with greater behaviors associated with high CSR (e.g., high discretionary behaviors).
Females clearly view CSR differently than males and place a similarly differential
emphasis on its importance.

5.1. Implications for theory

Results from the present research both validated several previous theories and

11
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research efforts as well as provided contrary evidence. By finding support for the
relationship between individual corporate social responsibility orientation and
perceptions of employer attractiveness, this study provided a quantitative examination
of how individual orientation, as well as other individual characteristics, impact
employer attractiveness ratings thus validating the usefulness of CSR. The present
study presents the opportunity to revisit the original conceptual framework and suggest
modifications. It also supports the construct of CSR advocated by Carroll (1999) and
others (Handy et al., 2020), advances the role that individual CSRO plays in
prospective employment decisions, supports the importance of examining
demographic and other individual characteristics when considering influences on
employer attractiveness, and therefore ultimately contributes to the body of literature
concerning factors relating to workforce development and, more specifically,
employer attractiveness.

This study provides implications for theories within both the CSR and workforce
development disciplines. The first major implication is that Carroll’s (1999)
framework instrument is still relevant in guiding practitioners’ and researchers’
understanding of corporate social responsibility. Second, there is a need to understand
both global conceptualizations of how people form perceptions of positive
organizational social responsibility, as well as the way that they understand specific
components of ethical, legal, and discretionary behavior. Third, this study implies that
CSRO value orientation is an important factor with job seekers and can significantly
impact perceptions of employer attractiveness, especially if job seekers perceive a lack
of responsibility in the employers.

Researchers have often asked managers to identify the organizational perspective
of espoused values and/or actual behaviors that describe corporate social responsibility
(Sohn et al., 2015). In the past, board members and executives have used Aupperle’s
instrument to report on an organization’s CSR (Ma et al., 2022). This study attempted
to examine CSR from a very individual perspective, that of the prospective employee.
This individualized perspective needs more theoretical consideration and study. In
particular, the current study leaves open the question as to whether or not an
individual’s value orientation or other characteristics are more important in the job
search process than organizational characteristics such as economic performance,
treatment of minorities, organization image, or reputation. Prior research has
established that corporate behaviors and images influence individual behaviors
(Albinger and Freeman, 2000). One theoretical contribution of the present study is its
finding that individual orientation toward CSRO is a factor in determining employer
attractiveness. Consequently, more consideration should be given to the role that
individual CSROs, along with other individual-level characteristics, play for
employees and potential employees.

This study really focused on employer attractiveness and the individual
perception of CSRO, not the espoused CSR that organizations share with their
stakeholders. It adds to the literature by presenting that there are individual
characteristics and value orientations that contribute to attractiveness, perhaps even
more than the organizational behaviors that are presented by employers. There have
been many studies that discuss individual value orientation in workforce development
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(Ma et al., 2023). There have been studies of employer CSR behaviors and workforce
development behaviors such as recruiting, employee satisfaction, and commitment
(Leeetal., 2013). However, there has been no research until this study that investigates
individual CSR orientation and the relationship it has with employer attractiveness.

5.2. Managerial implications

The first practice implication of the current study is that corporate social
responsibility value orientations, in this study’s instance, CSRO as defined by
Aupperle, do make a difference in the way that candidates see employers. The key
seems to be that individuals with different value orientations perceive the
attractiveness of various organizational characteristics differently. In particular, an
orientation toward concern for economic performance appears to have the greatest
impact on whether or not a prospective job applicant will perceive an employer as
attractive. This is particularly true for organizations with high economic performance.
This is additional evidence that suggests there might be CSR thresholds or floors, that
guide decision-making behavior. Furthermore, for those with a greater concern for
social orientation, the perceived absence of ethical and discretionary behaviors seems
to be more important than the exhibited presence of these same behaviors. Since
reputation and image were controlled by using fabricated organizations instead of
names and descriptions of well-known organizations, this could mean that sharing
positive economic indicators with prospective job applicants may be as important as
branding (reputation and familiarity).

Another implication for practice from the results of this study is that demographic
characteristics may make a difference in prospective employee perceptions of
employer attractiveness. This study indicated that females and males are different in
the way that they identify desirable employers, or at least in the way that they process
the economic, ethical, and discretionary characteristics of potential employers. This
may be in part due to their relatively differentiated value orientations (males with
greater economic orientations and females with greater orientations to societal
factors). It has been clearly established in research that females and males respond
differently in ethics studies.

5.3. Limitations and future research directions

There is very little research that considers differences in the CSR orientations of
individuals as related to organizations’ CSR. When this research is reviewed, it
presents evidence that CSRO is being explored in relation to manager or consumer
behaviors. The results of this present study provide evidence regarding CSRO and
employer attractiveness. It also offers research streams that can be pursued by
academicians and practitioners in the future, including 1) comparing business
students’ CSRO to non-business students; 2) comparing students from different
geographical areas; 3) comparing graduate students to undergraduates; 4) investigating
temporal differences in student responses in a longitudinal study; 5) investigating the
impact of ethical training on CSRO orientations and employment decisions; 6)
researching minority subpopulations and CSRO; and 7) creating instruments to
measure other aspects of CSR. This present study provides specific implications for
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future research related to the topics of CSRO and workforce development (particularly
employer attractiveness and recruiting), CSRO and individual characteristics, as well
as the core components of CSRO.
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