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Thus, two preliminary research questions have been defined: 
 

1. Which stimuli in work and professional organization trigger aesthetic experiences of 
employees and what are the effects for employees and organization? 
 

2. What design principles can be used to develop, redesign and sustain an organizational 
design for professional organizations which decreases negative aesthetic experiences and 
increase positive aesthetic experiences of employees? 

 
Before defining more specific design objectives, an extensive literature study is conducted on the 
fields of organizational aesthetics, aesthetics, organization and design and emotions in organizations, 
in particular on affective commitment. This literature study is described in the next section. 

 
1.3 Structure of this dissertation 
This research started from almost out of nothingness: from scarce theoretical insights about 
organizational aesthetics and from virtually no empirical data about this topic (e.g. Akkermans et 
al., 2005; Van Aken et al., 2009; Gagliardi, 2001) also. Therefore it was decided to start writing from 
the beginning of the research process and not afterwards, after the phase of data collection and 
analysis. Therefore, a kind of comprehensive anthology about organizational aesthetics has been 
written (Part 2), from which researchers can utilize thoughts for future research on organizational 
aesthetics. This extensive literature study describes the fields of aesthetics, organizational design 
and design disciplines in which the role of aesthetics is recognized (such as architecture and 
product design) and ends with the main insights of emotions in organizations and affective 
commitment. This Part 2 can be considered as an encore, a separate literature study on 
organizational aesthetics. For the impatient readers, in the texts numerous intermediate and final 
conclusions are placed.  
 
Part 1 of this dissertation begins with a summary of Part 2, so Part 1 can be read without studying 
Part2. This second chapter concludes with the first causal diagrams on organizational aesthetics 
and a first draft for a research mode. 
Chapter 3 describes the design objectives and research strategy and its justification, and the design 
of the conducted empirical research is described. 
Chapter 4 is composed of five empirical studies which have been carried out in practice. Each 
empirical study ends with the most important lessons for future organization design. This chapter 
concludes with the assessment of the developed causal diagrams based on the literature translated 
into design principles for organizations in which it is plausible that employees are having more 
positive aesthetic experiences and less negative aesthetic experiences.  
In chapter 5 the results from theory and practice come together in proposed principles for beautiful 
organizations. Design principles are translated into design interventions. An important part of this 
chapter consists of a description of design interventions for developing beautiful organizations. 
Chapter 6 describes the results of the tests of some design interventions.  
This thesis concludes with a reflection on the outcomes and the research process (chapter 7). 
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Main references  Dimension discussed  Main focus / Key Statements 

Strati (1999), Alvesson & Berg (1992, Witz 
et al, (2003), Taylor & Hansen (2005), 
Warren (2002) 

Strati (1999), Alvesson & Berg (1992), 
Taylor & Hansen (2005) 

Dean et al., (1997) 

Strati (1999), Alvesson & Berg (1992),  
Taylor & Hansen (2005) 

 
Witz et al. (2003), Akkermans et al. (2004),  
Van Aken et al. (2009) 

Strati (1999, Alvesson & Berg  (1992),  
Taylor & Hansen (2005) 
 
Akkermans et al. (2004);, Van Aken et al. 
(2009) 

Sandelands & Buckner (1989), Dean et al. 
(1997), Cairns (2002) 

Dean et al. (1997) 
 
Akkermans et al.(2004), Van Aken et 
al.(2009) 

 
Idem 
 
 
Idem 
 
 
Idem 
 
Idem 
 
 
 
Idem 
 
 
Idem 
 
 
Effects of org. aestth 
 
 
Idem 
 
 
Idem 
 
Idem 

 
The physical space of the organization 
 
 
The idea that work compromises an 
essential aesthetic element s 
 
Organizational decision-making 
 
Aesthetic leadership: organizational 
management that can learn from art 
(artistic form) 
 
Product or services beauty 
 
The images that diffuse internally and 
externally to the organization 
 
 
Business performance 
 
 
High identification (e.g. affective 
commitment) 
 
Job satisfaction 
 
Personal well-being 

Table 2.1   Overview of organizational aesthetics literature 
 
Implications for further literature study 
These first contributions offer a good start for selecting initial stimuli in work and organization 
which trigger aesthetic experiences of employees. But literature on organizational aesthetics does 
not or does hardly discuss the topics like the characteristics of the aesthetic process and the role of 
personal characteristics in this process, the parameters and principles of organization design and its 
relationship to the mentioned stimuli, and the possible relationship to emotions in organizations.   
So, actually little was known about organizational aesthetics.  
Thus, after examining the literature on organizational aesthetics, three fields of interest were 
defined which needed to be studied to answer the research questions mentioned below. These 
fields of interest are aesthetics, organization design and emotions in organizations, particularly 
affective commitment. 
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9. These will be experienced under more or less the same environmental conditions like a safe 
environment, a specific context, scale, time (period of maturation), with less social activity 
(derivation) and relation with other different objects; 

10. The aesthetic experiencing process results in an aesthetic judgment and an emotion as well. 
They can be positive (positive  aesthetic experiences: PAEs)  and negative (negative 
aesthetic experiences: NAEs). Pleasantness, joyfulness and meaning are often mentioned 
emotions related to aesthetic experiences; 

11. During aesthetic  processes, some psychological mechanisms should be taken into account 
like aesthetic  induction, prototyping, familiarity; 

12. The design principles of many design disciplines (except organization design) can be 
considered as user-centered. Examples are useful, affordable, understandable, unobtrusive, 
honest, long-lasting and environmental-friendly; 

13. The design principles of many design disciplines (except organization design) include 
aesthetic aspects for realizing aesthetic value for the user (design based on  values, needs, 
functions and properties. 
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Main references  Dimension 
discussed  

Main focus / Key Statements 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
Fisher (1997), Watson and Tellegen (1985), 
Russell, Ward and Pratt (1978), Fredrickson, 
Waugh, Tugade and Larkin (2003), Russell, 
Weiss and Mendelsohn (1989), Robinson 
and Clore (2002), Grandey et al. (2002), 
Sørensen (2008), Sandelands and Buckner 
(1988), Lang (1980), Morris et al. (2002), 
Desmet (2002).   

 

 

 

 

 

 

 

 

 
 
 
 
Methods for 
collecting 
/analyzing 
data 

 The Affective Events Theory (Weiss and Cropanzano, 1996) holds all the aspects (organization design, 
aesthetic experiences as part of affective events and the relation to affective commitment) of the research 
question of this dissertation, is validated and extensively supported with quantitative research results  and 
was used for this  dissertation. 
 

 For measuring affective experiences like aesthetic experiences, a daily used self-report, possibly combined 
with a survey like PANAS-X, is a useful method for data collection. 
 

 Particularly in professional or knowledge-intensive organizations, professional commitment needs to be 
considered in addition to affective commitment. 
 

 The antecedents of affective commitment can be divided into personal characteristics, structural 
characteristics, job-related characteristics and work experiences.   
 
 

 Questionnaires, Job Emotions Scales, Affect Scales, Modified Differential Emotions Scale (mDES), Affect 
Grid, Self-reports, Verbal self report (VeSR), Visual self report (ViSR) 
 

Table 2.4   Overview of literature on emotion in organizations 
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Influence of personal characteristics on aesthetic judgment 
By conducting a cluster analysis (see Table 4.2) the aesthetic judgment of OAS was related to their 
personal characteristics such as age and educational level. After profiling the found clusters (see 
Appendix 5), three types of personal characteristics show a significant strong deviation from the 
mean scores, which are women (v1), with age 35-50 (v2), and 7-10 years company tenure (v4).  This 
group concerns 52 respondents (18%).  The aesthetic judgment of all OAS of this group is significantly 
lower.   
 

ANOVA 

 Sum of 

Squares 

df Mean 

Square 

F Sig. 

v1 

Between Groups 1.588 1 1.588 6.340 .012 

Within Groups 69.387 277 .250   

Total 70.975 278    

v2 

Between Groups 8.694 1 8.694 13.121 .000 

Within Groups 183.549 277 .663   

Total 192.244 278    

v3 

Between Groups .011 1 .011 .005 .943 

Within Groups 598.405 277 2.160   

Total 598.416 278    

v4 

Between Groups 15.921 1 15.921 10.149 .002 

Within Groups 434.517 277 1.569   

Total 450.437 278    

v5 

Between Groups .285 1 .285 .373 .542 

Within Groups 211.650 277 .764   

Total 211.935 278    

v6 

Between Groups .068 1 .068 .444 .506 

Within Groups 42.241 277 .152   

Total 42.308 278    

 Table 4.2  Cluster analysis role of personal characteristics on aesthetic judgment  
  
Often mentioned OAS 
Finally respondents were asked to register what they experience as beautiful and ugly in their 
organization. This was done for testing the completeness of the list of OAS acquired during the first 
empirical study in which only 10 managers were interviewed. 
Respondents registered 426 OAS in which they experience beauty (see Appendix 9). Most frequently 
mentioned OAS  are development opportunities (15% of mentioned beautiful aspects in work or 
organization), colleagues (11%), collegiality / cooperation (12%), culture (12%), autonomy / 
independence (7%) and workplace (interior / exterior) (6%) and contacts with clients (4%, particularly 
high (11%) at Rabobank Woudenberg).  
Interesting is whether the list of mentioned OAS of the first study exhibits saturation and is similar to 
the list of this second study conducted among a much larger group of respondents. 
The top-10 of most mentioned OAS in both studies is quite similar although the sequence of OAS is 
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management (20%) and other aspects (30%). 
Respondents experienced PAEs in the organization they returned in support of management 
(Management style, 11%), culture (11%), involvement / solidarity colleagues (Culture), interior / 
exterior and work (all 7%) and other aspects (39%, mentioned more than once: 2x aspects of 
system, 3x aspects of culture). 
The main reasons for returning to their former employer are style of management (60%) and 
colleagues (40%). 4 of 5 respondents recognized a new employer as a new frame of which 
employees became more aware of the degree of beauty of their previous employer. 
None of them called new beautiful aspects other than what they previously denoted as beautiful in 
their former organization. Culture and management style are mentioned by 2 of 4 respondents as 
aspects of which one became more aware of its beauty after one experienced elsewhere. 
 
Lessons learned 
First of all, it was hard to find employees who returned to a former employer. But after finding, 
they were quite able to speak out why they left and returned to an employer. Although 
respondents specifically were asked about what was beautiful and ugly about their two employers, 
possibly a sort of attention bias could be applied. Respondents particularly talked about the 
differences between two employers, and not specifically about aesthetic aspects. 
But nevertheless, this small empirical study proved that employees get used to beauty and ugliness 
in their organization. And by confrontation with a new employer (variation of environment), the 
employee becomes more conscious of the OAS in his former organization.  
So, lesson learned is the importance of attention of the role of position of the employee by 
examining aesthetic experiences in organizations. 
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Mr. K. called to thank me for guidance in a difficult and 
complicated treatment, he recovers well and is sporting 
again 
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Day 7 Negative Aesthetic Experience (NAE) 1 

Be
au

tif
ul

 

High emotional impact 

U
gl

y 

L7.1 
Mrs. Ade will leave. How will it continue? Apparently, a new 
director, a real person ..... no transition,  I worry .......... vision 
or urge retention? 
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Figure 4.7   Examples of registered PAE and NAE)in the BEL-book Low emotional impact  
 
In addition, an open-ended question was added for collecting first associations with formal 
properties (like unity, harmony, and balance) to have a richer understanding of the interpretation 
of these important aesthetic properties. This was done because all measured formal properties 
showed a very strong correlation with the final grade for organization beauty in the second 
empirical study. 
In order to ensure the validity and reliability of this empirical study, we developed a survey in which 
the selected OAS are categorized according to the parameters of the ESH model (structure, culture, 
employees, management style, strategy, and system. This arrangement creates of form of 
consistency. Because strict replication of this study by another researcher is usually not possible, 
another criterion for securing reliability is that the research process is traceable (Van Burg, 2011). 
Therefore a protocol was developed for how to use the BEL-book, like was done in the third 
empirical study. 
 
Analytical approach 
The qualitative data was manually coded (selective coding, based on the defined categories of OAS 
after the previous empirical study) supplemented with often used categories of events of Basch and 
Fisher (Basch and Fisher, 1998). This was preceded by a cross-case analysis. Given the large number 
of PAEs we took a progressive approach by considering codes that were mentioned by at least 30% 
of respondents. Secondly, after coding the obtained data was categorized according to the five 
parameters of the ESH model (system, employees, management style, structure, culture, strategy).  
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Results 
1. Teachers elementary schools 
Aesthetic experiences teachers (PAEs and NAEs) 
Five teachers from two elementary schools registered for 2 weeks in total PAEs 124 and 91 NAEs. 
50% of the PAEs concern the experience of beauty of a result (see Figure 4.8: goal achievement, of 
which 18% are slightly off, something to achieve). Followed by acts of customers (39%, in particular 
students and to a lesser extent, parents of students), the interaction with them (31%, Interaction 
with customers), contacts with colleagues (19% interaction with colleagues), receiving recognition 
(15%) and aesthetic experience of goal progress, in particular those within the classes (12% goal 
progress) 
Interaction with colleagues (8,2), Interaction with students / parents (7.8), Goal Achievement (7.4) 
and Acts of students (7,3) are the highest rated events (aesthetic judgment x Emotional Impact). 
 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
  Figure 4.8   Overview of PAEs and NAEs teachers 
 
 
Looking at the PAEs expressed in the Affect Grid in the BEL-books (degree of beauty and degree of 
emotional impact, see Figure 4.9 and Appendix 16), goal achievement scored the aesthetic 
judgment (4 out of 5 respondents). Act or customers scored the highest emotional impact related 
to the PAEs (3 out of 5 respondents). The highest score of PAEs for Judgment x Emotional impact 
concerns goal achievement (3 out of 5 respondents). 
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  Figure 4.9   Overview scores PAEs and NAEs of teachers 
 
Respondents were also asked at the end of the registration period to draw a top-5 to of PAEs (see 
Table 4.4) . Act or customers (particularly acts or students) was mentioned most often (3 out of 4 
respondents), followed by Interaction with colleagues (2 out of 4 respondents). It is remarkable that 
particular events are listed that show a relatively high emotional impact score. 
 
With regard to the NAEs, a similar statement of these is expressed. 29% of NAEs of teachers 
concern a lack of control or influence, 25% concern an ugly outcome (less of no goal achievement, 
of which 26% barrier in achieving tasks or goals), 24% concern the interaction with customers 
(students and parents or students), followed by interaction with colleagues (20%) and acts or 
customers (20%). 
When looking at the NAEs expressed in the Affect Grid, lack of control or influence scores lowest in 
terms of aesthetic judgment (3 out of 5 respondents). Also regarding highest emotional impact and 
emotional x judgment, lack of control or influence show the highest scores (3 out of 5 respondents). 
The top-5 of NAEs respondents noted at the end of two weeks, for both the lowest aesthetic 
judgment and the highest emotional impact and judgment x emotional impact show a varied 
picture.  
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Often mentioned  

PAEs / NAEs in work 
Highest appreciated  

PAEs (Aesth.JudgxEmotion, max = 16) 

PAEs: 
1. Goal achievement (50%) 
2. Acts of students (39%) 
3. Interaction with students / parents (31%) 
4. Interaction with colleagues (19%) 
5. Receiving recognition (15%) 
6. Goal progress (12%) 

 
NAEs: 

1. No or less influence or control (29%) 
2. No or less goal achievement (25%) 
3. Negative interaction with customers 

(24%) 
4. Negative interaction with colleagues 

(20%) 
5. Negative acts of customers (students and 

parents) (20%) 

1. Interaction with colleagues (8,2) 
2. Interaction with students / parents (7,8) 
3. Goal achievement (7,4) 
4. Acts of students (7,3) 
5. Goal progress (5,5) 
6. Receiving recognition (4,1) 
7. Acts / interaction with management  (3,0) 
8. Influence or control (1,5) 
9. Involvement with challenging tasks (0,2) 
10. Other (0,1) 

 
Ranking PAEs (Top-5 PAEs): 

1. Act of customers (75%+) 
2. Interaction with colleagues  (50%+) 
3. Goal achievement (50%) 
4. Other (50%) 
5. Interaction with customers (25%+) 
6. Receiving recognition (25%+) 
 
 % = % mentioned by respondents in Top-5 

+ = mentioned 2 times or more by one respondent 

Table 4.4  Overview of scores of teachers 
 
2. Surgeons 
Aesthetic experiences surgeons (PAEs and NAEs) 
Five surgeons from two hospitals registered for 2 weeks in total 120 PAEs and 98 NAEs. 
46% of the PAEs concern the experience of beauty of a result (goal achievement), mainly 
mentioned in relation to an operation or treatment of a patient. Also often registered PAEs are 
contacts with colleagues (38% interaction with colleagues), acts of customers (15%) and goal 
progress (12%) (see Figure 4.10). 
Receiving recognition, goal progress, interaction with colleagues and goal achievement are the 
highest rated events (aesthetic judgment x emotional Impact). 
Looking at the PAEs expressed in the Affect Grid in the BEL-books (degree of beauty and degree of 
emotional impact), goal achievement scored the highest aesthetic judgment (3 of 5 respondents).  
Also goal achievement scored the highest emotional impact related to the PAEs (3 of 5 
respondents). The highest score of PAEs for Judgment x Emotional impact concerns also goal 
achievement (3 out of 5 respondents, see Figure 4.11 and Appendix 17). 
Respondents were also asked at the end of the registration period to draw a top-5 to of PAEs. 
Interaction with colleagues was mentioned most often (5 of 5 respondents), followed by goal 
progress (4 of 5 respondents), receive recognition and act of customers(both 3 of 5 respondents). It 
is remarkable that most of these events show a relatively high emotional impact score. 
 



Part 1 | 4 Empirical studies   72 

 
Often mentioned  

PAEs / NAEs in work 
Highest appreciated  

PAEs (Aesth.JudgxEmotion, max = 16) 

PAEs: 
1. Goal achievement (46%) 
2. Interaction with colleagues (38%) 
3. Acts of customers (15%) 
4. Receiving recognition (13%) 
5. Goal progress (12%) 
6. Interaction with customers (7%) 

 
NAEs: 

1. Bad Interaction with colleagues (34%) 
2. No or less goal achievement (31%) 
3. No or less influence or Control (24%) 
4. No or less involvement with planning 

(18%) 
5. Bad acts of customers (10%) 
6. No or less goal progress (10%) 
7. Bad stimulus from physical environment 

(10%) 
 

1. Receiving recognition (10.2) 
2. Goal progress (9.2) 
3. Goal achievement (7.0) 
4. Interaction with customers (5.9) 
5. Interaction with colleagues (3.5) 
6. Involvement with planning (2.6) 
7. Acts of customers (3.2) 
8. Stimulus from physical environment (1.4) 
9. Influence or Control (0.9) 
10. Involvement with challenging tasks (0.4) 
11. Other (0,3) 
12. Involvement with decision making (0.2) 
13. Acts  / interaction with management (0.2) 
14. Not-functioning ICT (0.0) 

 
Ranking PAEs (Top-5 PAEs): 

1. Interaction with colleagues  (100%+) 
2. Goal progress (80%+) 
3.  Receive recognition (60%+) 
4. Act of customers (60%+) 
5. Goal achievement (40%+) 
6. Other (50%) 
7. Acts of customers (40%) 
8. Acts of management (40%) 
 
% = % mentioned by respondents in Top-5 

+ = mentioned 2 times or more by one respondent 

Table 4.5  Overview of scores of surgeons 
 
With regard to the NAEs, a similar statement of these is expressed. 34% of NAEs of surgeons 
concern a bad or no interaction with colleagues, 31% concern a bad or no result (goal achievement) 
as well as for PAEs concerning an operation or treatment of a patient, 24% concern a lack of 
influence or control, mainly in relation to work planning or decisions of management, followed by a 
lack of involvement by planning (18%). Bad or no interaction with colleagues (-8,8) and a lack of 
influence or control (-8,1) are the highest rated NAEs (aesthetic judgment x emotional Impact). 
Looking at the NAEs expressed in the affect grid, less or no goal progress, like the PAEs for 
surgeons, scores lowest in terms of aesthetic judgment (4 out of 5 respondents). Also regarding 
highest emotional impact and highest emotional impact and emotional x judgment, less or no goal 
progress show the highest scores (3 of 5 respondents versus 4 of 5 respondents). Of the top-5 of 
NAEs respondents noted at the end of two weeks (see Table 4.5), bad interaction of colleagues 
followed by less or lack of goal achievement are most mentioned. Both score relatively high on 
emotional impact. 
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 Figure 4.10   Overview of PAEs and NAEs surgeons 
 
 
 
 
 
 
 

 

 

 

 

 

 

 

 

 

 
  
 
 Figure 4.11   Overview scores PAEs and NAEs of surgeons 
 


































































































































































































































































































































































































































































































































































































































































































