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Abstract

This study aimed to develop an indigenous model of organizational attractiveness in the Iranian public
sector by identifying context-specific dimensions, components, and indicators. This qualitative exploratory
study was conducted using content analysis. The research population consisted of public administration
experts who held at least the academic rank of associate professor and had relevant scholarly, managerial,
or executive experience in public-sector organizations. Participants were selected through snowball
sampling, and semi-structured interviews continued until theoretical saturation was reached with 15
experts. The interview data were coded and organized into open, axial, and selective codes. Content and
face validity were used to assess the interview protocol, and Cohen’s kappa coefficient was applied to
evaluate the reliability and agreement of the coding process. The analytical findings indicated that the
organizational attractiveness model for the Iranian public sector consisted of 4 main dimensions, 17 axial
components, and 74 open codes. The four extracted dimensions were the economic-livelihood dimension,
the professional-structural development dimension, the psychological-value dimension, and the
institutional credibility and procedural transparency dimension. Cohen’s kappa coefficient was 0.870 with
a significance level of 0.0001, indicating valid agreement and acceptable reliability in the coding process.
Organizational attractiveness in the Iranian public sector is a multidimensional construct that should be
strengthened through a balanced integration of livelihood security, professional development, value-based
meaning, procedural justice, supervisory support, and institutional integrity.
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Extended Abstract

Introduction

Organizational attractiveness has emerged as one of the most important concepts in contemporary
human resource management, organizational behavior, and strategic management literature. In an
increasingly competitive labor market, organizations are required not only to attract highly qualified
employees but also to retain talented individuals who contribute to organizational performance,
innovation, and long-term sustainability. Organizational attractiveness refers to the extent to which
an organization is perceived as a desirable place to work and develop a career. This perception
influences job seekers’ intentions to apply for positions, employees’ commitment, and their
willingness to remain within the organization (Martinez-Hague, 2024).

The theoretical foundations of organizational attractiveness can be traced back to the employer
branding framework introduced by Ambler and Barrow. According to this perspective, organizations
function as employers competing for talent in the labor market and can differentiate themselves
through economic, functional, and psychological benefits offered to employees (Ambler & Barrow,
1996). Since then, organizational attractiveness has evolved from a recruitment-oriented concept
into a multidimensional construct encompassing organizational reputation, culture, leadership,
professional development opportunities, work environment, and social responsibility.

Recent studies indicate that employees and job applicants increasingly evaluate organizations based
on criteria that extend beyond salary and job security. Factors such as organizational values, social
responsibility, sustainability, diversity, fairness, innovation, and digital transformation have become
critical determinants of organizational attractiveness. Research demonstrates that organizational
reputation and employees’ perceptions of corporate social responsibility significantly enhance
organizational attractiveness and strengthen positive attitudes toward employers (Rosa et al., 2025).
Similarly, organizational trust has been identified as an important mechanism through which
corporate social responsibility influences attractiveness perceptions (Chowdhury et al., 2023).

The growing importance of sustainability and environmental responsibility has also transformed
employees’ expectations from organizations. Organizations with strong environmental credentials
and green certifications are often perceived as more attractive employers, particularly among
younger generations seeking meaningful and socially responsible careers (Guillot-Soulez et al.,
2022). Likewise, organizational culture and leadership climate contribute significantly to
organizational attractiveness by creating environments that foster innovation, collaboration, and
professional growth (Mutonyi et al., 2022).

Technological advancements have introduced new dimensions into organizational attractiveness.
The increasing use of artificial intelligence in recruitment and employee management has changed
how potential employees interact with organizations. Research suggests that perceptions of Al-
supported recruitment systems influence organizational attractiveness and shape applicants’
attitudes toward potential employers (Tursunbayeva et al., 2025). Similarly, individuals’ perceptions of
Al-user interaction affect their evaluation of organizations and their willingness to engage with them
(Younis et al., 2024). Furthermore, digital reputation management and social media presence have
become critical factors influencing organizational attractiveness, as applicants increasingly rely on
online information to assess organizations (Schapers et al., 2025).

Studies have also emphasized the importance of organizational image, diversity, inclusion, and
fairness. Positive organizational image contributes significantly to attractiveness perceptions, while
concerns about discrimination or exclusion can negatively affect employer evaluations (Lambert et
al., 2025; Zhang, 2022). Moreover, alignment between organizational values and individual
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expectations strengthens attractiveness and enhances employees’ identification with organizations
(Agnihotri & Bhattacharya, 2020).

Although organizational attractiveness has been extensively studied in private-sector organizations
and developed economies, relatively little attention has been paid to public-sector organizations,
particularly within developing countries. Existing models may not fully capture the unique
characteristics of the Iranian public sector, including its bureaucratic structures, public service
mission, cultural values, administrative regulations, and employment systems. Previous Iranian
studies have highlighted the roles of workplace vitality, job attachment, work-family dynamics, and
organizational branding in shaping organizational attractiveness (Golparvar et al., 2015; Taghizadeh
& Ramezani, 2023; Zakeri et al., 2020). However, a comprehensive indigenous model tailored to the
Iranian public sector remains absent. Therefore, this study sought to develop a context-specific
organizational attractiveness model for the Iranian public sector using a qualitative approach.
Methods and Materials

This study employed a qualitative exploratory design based on content analysis methodology. The
primary objective was to identify and conceptualize the dimensions, components, and indicators of
organizational attractiveness within the context of the Iranian public sector.

The study population consisted of experts in public administration who possessed extensive
academic, professional, and managerial experience in governmental organizations. Participants
were selected using snowball sampling, enabling the identification of highly knowledgeable
individuals with expertise in organizational management, public administration, and human resource
development.

Data were collected through semi-structured interviews. The interview protocol was designed to
explore participants’ perceptions regarding the meaning, determinants, challenges, and dimensions
of organizational attractiveness in public-sector organizations. Interviews continued until theoretical
saturation was achieved, resulting in a final sample of fifteen experts.

The collected data were analyzed using qualitative content analysis. The analysis process involved
transcription, repeated review of interview texts, identification of meaningful units, coding,
categorization, and conceptual abstraction. Open codes were extracted from interview statements
and subsequently organized into axial and selective categories. Reliability and consistency of the
coding process were assessed through inter-coder agreement using Cohen’s Kappa coefficient.
Content validity and face validity procedures were also employed to ensure methodological rigor.
Findings

The qualitative analysis resulted in the identification of a comprehensive organizational
attractiveness model consisting of four selective dimensions, seventeen axial components, and
seventy-four open indicators.

The first dimension, labeled the Economic-Livelihood Dimension, included four components:
sustainable compensation and benefits, job security and retirement security, non-monetary welfare
benefits, and livelihood support during special circumstances. Participants emphasized that financial
stability, predictable income, comprehensive welfare services, and long-term employment security
remain fundamental factors influencing organizational attractiveness in public-sector institutions.
The second dimension, identified as the Professional-Structural Development Dimension,
comprised information technology and digital infrastructure, continuous learning and digital training,
and transparent and fair career pathways. Findings indicated that employees increasingly value
opportunities for professional growth, access to modern technological resources, digital
transformation initiatives, and merit-based career advancement systems.
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The third dimension, termed the Psychological-Value Dimension, consisted of alignment with
religious and revolutionary values, organizational public image, meaningfulness and social impact of
work, and pride in public service. Experts highlighted that public-sector employees often seek
meaning and purpose in their work and perceive public service as an opportunity to contribute to
society and national development.

The fourth dimension, designated the Institutional Credibility and Procedural Transparency
Dimension, included administrative integrity, procedural justice in recruitment and promotion, and
human relations and supervisory support. Participants consistently emphasized the importance of
fairness, transparency, trust, ethical conduct, and supportive leadership in shaping perceptions of
organizational attractiveness.

The coding process generated a total of seventy-four open indicators distributed across the
seventeen axial components. Reliability analysis produced a Cohen’s Kappa coefficient of 0.870,
indicating a high level of coding agreement and methodological reliability. The significance level of
0.0001 further confirmed the consistency and validity of the coding procedures.

Overall, the findings demonstrated that organizational attractiveness in the Iranian public sector is a
multidimensional construct influenced by economic, professional, psychological, ethical, and
institutional factors. The identified dimensions interact dynamically and collectively shape
employees’ and applicants’ perceptions of public organizations.

Discussion and Conclusion

The findings reveal that organizational attractiveness within the Iranian public sector extends beyond
traditional economic considerations and encompasses a broad range of structural, psychological,
and institutional factors. While financial security and stable employment remain important
foundations of attractiveness, they are insufficient on their own to create sustainable organizational
appeal.

The prominence of the Economic-Livelihood Dimension reflects the continuing importance of
employment stability and financial security in public-sector employment. In environments
characterized by economic uncertainty, employees place considerable value on predictable
compensation systems, retirement benefits, and welfare support. These factors contribute to a sense
of security and long-term commitment toward the organization.

The emergence of the Professional-Structural Development Dimension highlights the growing
importance of career development and digital transformation. Modern employees increasingly seek
organizations that provide opportunities for continuous learning, skill enhancement, and
advancement. The findings suggest that public-sector organizations must move beyond traditional
bureaucratic structures and invest in technological modernization, professional development
programs, and transparent career systems.

The Psychological-Value Dimension underscores the significance of meaning, purpose, and value
alignment in public-sector employment. Employees are not motivated solely by economic incentives;
they also seek opportunities to contribute to society and participate in meaningful public service. The
perceived social impact of work, organizational reputation, and alignment with broader societal
values strengthen employees’ emotional attachment and identification with public organizations.
The Institutional Credibility and Procedural Transparency Dimension emerged as a particularly
important component of organizational attractiveness. Fair recruitment practices, merit-based
promotions, administrative integrity, and supportive leadership create trust and legitimacy within
organizations. These factors function as the ethical foundation upon which organizational
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attractiveness is built. Without transparency and procedural justice, other organizational advantages
may fail to generate lasting attractiveness.

The findings further demonstrate that organizational attractiveness in the public sector should be
understood as a holistic and integrated phenomenon. Economic security creates the foundation for
employee satisfaction, professional development fosters growth and innovation, psychological-value
factors generate commitment and meaning, and institutional credibility ensures trust and fairness.
The interaction among these dimensions determines the overall attractiveness of public
organizations.

In conclusion, the study developed an indigenous organizational attractiveness model tailored to the
Iranian public sector. The model comprises four interrelated dimensions, seventeen components,
and seventy-four indicators that collectively explain how attractiveness is constructed within
governmental organizations. The findings suggest that enhancing organizational attractiveness
requires balanced attention to employees’ economic needs, professional aspirations, psychological
expectations, and perceptions of institutional integrity. Public-sector organizations that successfully
integrate these dimensions are more likely to attract talented individuals, retain skilled employees,
strengthen organizational commitment, and improve long-term effectiveness and public service
performance.
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