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Abstract 

In an increasingly se~ce-oriented environment, congruence between individuai and 

organizational values with respect to the way in which services are provided to clients 

requires exploration. This may be the aspect that is the most important predictor of 

employee response in terms of acceptance of change, burnout or engagement, turnover 

intention, organizational cornmitment, and meaningfulness of work. The purpose of this 

study was twofold: to explore the issue of value congruence fkom a measurement and 

analytical perspective and to assess the role of value congruencc in a model incorporating 

meaningfulness of work, burnout, and change. A number of questions raised in the 

literanire formed the ba i s  of the analytical exploration. WhiIe light is shed on some of 

these questions, no one rnethod of assessing value congruence can be recommended: 

different value congruence rneasures predicted diverse organizaxional outcomes. 

Structural equation modeling confirmed the mediating role of bumout in a model 

incorporating work meaningfulness, burnout, and acceptance of organizational change. 

As well, the role of the various value congruence rneasures in the mode1 was established. 

The problems, as well as the importance, of assessing value congruence are discussed. 



Work Values: Do They Matter? 

We take our values-what we believe is important-io work with us. So do those in 

our work group. As well, the organization has values that it encourages and practices. 

What happens when these values are not the same? On the other hand, if we hold sirnilar 

values, will we be more effective at our work or healthier or more accepting of changes? 

"To say that a person has a value is to say that he [or she] has an enduring prescriptive or 

proscriptive belief that a specific mode of behavior or end-state of existence is preferred 

to an oppositive mode of behavior or end-state" (Rokeach, 1973, p. 25). Values are not 

merely attitudes towards situations or objects; they act as standards for one's action, 

attitudes, evaluations. how one presents oneself, compares oneself, and attempts to 

influence others (Rokeach, 1973). Personal values influence Our daily decisions, both 

large and small, as well as the way in which we interact with others. Many of the 

decisions we make and contacts that we have occur in the work setting. The importance 

of values in the workplace has been increasingly appreciated as the concept of values has 

evolved and as instruments to measure the construct have been developed. Likewise. the 

measurement of values has developed as organizations have changed and the 

understanding of the relationship that individuais have with their work has groun. 

Measuement of Values 

The Protestant work ethic espousing of the inherent value of work beyond any 

extemal reward was the starting point for a number of the early value scales. Blood 

(1969) published a value scale based on the ideals of the Protestant work ethic. The eight 

items assessed perceptions of work as valuable and contributing to personal worth. Items 

included "Hard work makes a man a better person," and "A good indication of a man's 

worth is how well he does his job." Correlation was found between the Protestant Ethic 

scaie and job satisfaction. Blood noted that to investigate this relationship M e r ,  fuhue 



research s hould cons ider the influence of congruence between individual and 

organVational goals. 

Development of the Survey of Work Values (Wollack, Goodale, Wijting, & 

Smith, 1971) was also based on elements of the Protestant Ethic. The original scale 

covered three intrinsic aspects of work: pnde in work, activity preference, and job 

involvement. It addressed the extrinsic reward components of attitudes toward earnings, 

and social statu of the job. As well, two work aspects considered to be intrinsic and 

extrinsic in nature were examined: upward striving and responsibility to work. Six factors 

(a total of 18 items) were identified using principal components analysis: Intrinsic values 

(e.g., "A worker should feel some responsibility to do a decent job whether or not his 

supervisor is around"); organization-man ethic (e-g.. "A man shouid feel a sense of pride 

in his work"); upward striving (e.g., "If a man likes his job, he should be satisfied with it 

and should not push for a promotion to another job" - reversed sconng); social status of 

job (e.g., "Having a good job rnakes a penon worthy of praise from his family and 

Friends"); conventional ethic (e-g., "Doing a good job should mean as much to a worker 

as a good paycheck"); and attitude toward earning (e.g., "A man should choose the job 

which pays the most"). The measure used a 6-point agreement rating scale. While this 

measure expanded on the Protestant work ethic, the duty associated with work still 

predominated. 

From this relatively simple beginning, work value measurernent has developed 

with a growing emphasis on the importance individuals place on specific values rather 

than general values that were assurned to apply equally to al1 workers. This can be seen in 

the ranking approach used by Rokeach (1973), who developed a value scale with 18 

terminal and 18 insûumental values that respondents arranged in order of importance as 

guiding principles in life. Examples of terminal values include a cornfortable life, a world 

at peace, freedorn, pleasure, social recognition, self-respect, tme fkiendship, and wisdom. 

Examples of instrumental values inciude being ambitious, capable, cheerfûl, honest, 



loving, logical. obedient, and responsible. Although not specific to the workplace, 

Rokeach's scale offered the notion that values could be either end-states that the 

individual valued or characteristics that were valued because of their potential to assist 

the individual in reaching desired outcomes. Emphasis was also placed on the possibility 

of variation arnong individuals in what values they considered important. Both the format 

of the Rokeach scale and the concept of different values were reflected in subsequent 

studies. Following the format of Rokeach (1973), Ravlin and Meglino (1 987) developed a 

measure that asked respondents to rank definitions of 48 values according to how the 

values should be emphasized in their behavior. 

Further. there has been increased exploration of the role of separate aspects or 

facets of work as motivators. This refining of the concept and rnrasurement of work 

values allowed more sophisticated examination of characteristics of the workplace as 

potential predicton of behavioral outcomes. Several exarnples of this type of scale 

development are presented. nie evolution of ideas and measurement fkom previous work 

is a h  evident. Based on the work of Jurgensen (1 W 8 ) ,  Elizur (1984) developed items 

that were tested using facet analysis to identiQ the distinct components of the work value 

concept. Two theorized basic facets were verified with smallest space analysis: modality 

of the outcome (affective, cognitive. or instrumental), and type of ouicome-performance 

relationship (reward or resource). The instrumental facet included pay, security, hours of 

work, and working conditions; the cognitive facet included advancement, statu, type of 

work, and pride-inducing Company; the affective facet included views of supewisor and 

CO-workers. While pay, statu, and advancement were considered to be rewards, the rest 

of the values were classed as resources in terms of outcorne-performance relationship. 

The work of E l i m  (1984) formed the bais for Knoop's (1994d) value scde 

which classified items into three value factors: characteristics of the work itself (e.g., 

influence over the work, doing meaningfûl work, using knowledge and abilities, making 

a contribution to society); work outcomes (recognition for work well done, influence in 



the organization, pride in working for the organization); and characteristics of the 

particular job (e.g., benefits, job security, working houn and conditions). 

The impact of the changing nature of organizations and o u .  views of work wi 

also be seen in the development of value scales. Workers were no longer pictured as part 

of an efficient machine. The importance of employee influence in a successhil operation 

required employes to appreciate workes' need for involvement that was meaningful and 

skill-enhancing. The Job Diagnostic Survey (JDS, Hackrnan & Oldham, 1975) had iü 

origins in the problem of employee alienation frorn work. Although designed to measure 

the outcome of job enrichment programs, rather than values per se, the JDS examines 

properties of the job that may motivate employees. The authors noted that employees will 

be motivated by these core dimensions if they value the sense of accomplishment and 

growth associated with the dimensions. In this way, the measure explores elernents of 

work that employees value. The measure was evaluated with data fiom 658 employees 

@lue collar, white collar, and professional) in seven organizations. Three of the JDS 

scales consider job dimensions (e.g., ski11 variety, task identity, autonomy, feedback from 

the job and fiom others); psychological States (e-g., meanuigfulness of the work and 

responsibility for the work); and affective responses to the job (e.g., interna1 work 

motivation, job security, satisfaction with pay, supervision, and social aspects). 

The importance of self-leadership as a rnotivating factor in the work place led to 

the development of the Conditions for Self-management Scale (Leiter. 1 992b). The 22- 

item scale assesses respondents' perceptions of self-determination (e.g., "1 am my own 

boss when it cornes to puming the tasks that 1 am assigned"); self-evaluation (e.g., "My 

supervisor provides me with clear feedback about my job performance"); purpose (e.g., 

"If 1 didn't need gainhl employment, 1 would volunteer to do a similar job"); and ski11 

enhancement (e-g., "This job regularly challenges rny problern solving abilities"). 

Using these scales, researchers have found that work values correlate with a 

nurnber of organizational behavior outcomes. Significant correlations have been reported 



between work values and absenteeism (negative relatioaship) and performance 

effectiveness (Hackman & Oldham, 1975). Performance eflectiveness was also related to 

intrinsic work values in a study by Shapira and Griffiths (1990). Work values have been 

significant predicton of job satisfaction (Knoop, 1994a; 1994b) and organizational 

commitment (Knoop. 1994~). Values of the Protestant ethic were correlated with 

organizational comrnitment, job involvement, and career salience (Shore, Thomton, & 

Shore, 1990). Intrinsic work values were related to normative (nom-based) commitment 

and extnnsic work values were related to instrumental (reward-based) comrnitment 

(Butler & Vodanovich, 1992). Five work values (influence over work, independence in 

work, influence in organization, convenient work hours, and having responsibility) 

contributed significantly to predicting the variance in participative decision-making 

(Knoop, 199 1 ). Most of the intrinsic work values correlated negatively with stress. while 

four work values (being esteemed by others, achieving through work, doing meaningful 

work, and being able to utilize one's skills and knowledge) were significmt negative 

predictors of physical, emotional, and mental stress (Knoop, 19944). Likewise, work 

values have been related to the components of buniout, with self-determination predicting 

emotional exhaustion and depersonalization (negative relationships), skill enhancement 

predicting depersonalization (negative relationship). and purpose in work predicting 

emotional exhaustion and depersonalization (negative relationships) and personal 

accomplishrnent (positive relationship) (Leiter, 1992b). 

Values and the Organization 

From this review, it can been seen that the emphasis of work values measures has 

changed from the importance of positive attitudes toward work in general to 

characteristics of work within the organization that individuals value. There has k e n  

movement away from the concept of work as a duty toward aspects of work and 

organizational life as sources of fulfillment and motivation. As the emphasis on 



interaction between individuals and the environmen t has increased, organizational values 

and culture have also taken a more central role in o r g a n h t i o d  theory and practice. The 

importance of acknowledging the values of individuals and the values of organizations is 

increasingly appreciated. This can be seen in the attraction-selection-attrition process. 

Individuals are attracted to, choose to work for, and tend to stay with organizations that 

practice values that are in keeping with their individual beliefs. At the sarne tirne, 

organizations attempt to attract, select, and keep employees with values similar to the 

significant values of the organization (Schneider, Goldstein, & Smith, 1995). Peten and 

Waterman (1982) noted that "every excellent company ... is clear on what it stmcis for, and 

takes the process of value shaping seriously" (p. 280). These authors questioned whether 

it is possible for a company to be excellent without cl* of values. 

In keeping with this, Enz (1988) defined organizational values as "the beliefs held 

by an individual or group regarding means and ends organizations 'ought to' or 'should' 

identim in the ninning of the enterprise, in choosing what business actions or objectives 

are preferable to alternate actions, or in establishing organizational objectives" (p. 287). 

Beyers (1 98 1, cited in Posner, 1992) contended that through values, organizations justiS, 

their actions and decisions to both rnembers and the extemal environment. Individuals 

within organizations will consider organizational values when making decisions about 

theu actions and interactions in the workplace. These shared values are referred to as 

organizational culture. 

Schein (1985) defined organizational culture as "a pattern of basic assumptions- 

invented, discovered, or developed by a given group as it l e m s  to cope with its problem 

of extemal adaptation and intemal integration-that has worked well enough to be 

considered valid and, therefore, to be taught to new members as the correct way to 

perceive, think, and feel in relation to those problems" (p. 9). Like individual values, 

organizational culture is viewed as a relatively stable set of values. This is necessary if 

the culture is to provide strong and consistent guidance to the operation of the 



organization. Organizational culture is an asset in a relatively stable environment It 

provides the stable base for the organizational and individual decision making required 

for continued success. The difficulty arises when changes in the organizational 

environment require significant, disruptive changes in the organizational culture. 

Adjustment to the extemal environment is rarely optional for survival of the 

organization. The repercussions within the organization, however, are shaking previously 

fum foundations as well as Our perceptions of organizations. One of the results of 

environmental adjustrnent has been the widespread practice of downsizing-the 

elimination of previously valid organizational positions. Considering only jobs held for at 

least three years, Cascio (1993) noted the planned reduction of 5.6 million permanent 

jobs in the United States beîween 1987 and 199 1. He daims that "companies large and 

small are slashing jobs at a pace never before seen in Amencan economic history" @. 

95). Hin, Keats, Harback, and Nixon (1 994) noted that in 1993 more than 6 1 5,000 

workers were laid off in the United States, with the trend of  3 1 00 layoffs per day in 1 994. 

Since employee costs constitute 30-80 percent of orpnizational costs, downsizing is 

viewed as a rational method of cost reduction which can produce lower overhead, 

eliminate unneeded layers of bureaucracy, and increase productivity (Cascio, 1993). 

Many, however, contest the effkacy of this cost containment strategy in terms of dollar 

savings (Cascio, 1993; McKinley, Sanchez & Schisk. 1995) and work productivity 

(Buch & Aldridge, 1 99 1 ; Rousseau, 1 995). 

Chanpe in the Psvchological Contract 

Employment relationships are currently in a nate of transition. Relational 

contracts which emphasize long-term, stable, committed employer-employee interaction 

are being replaced by transactional contracts which emphasize short-term exchange of 

labor for money (Rousseau, 1995). While the latter are in keeping with downsizhg, 

retrenchment, and mergen, the work environment in this transition is one of uncertainty, 



distrust, low job and organizational satisfaction, and high turnover or termination 

(Robinson & Rousseau, 1994). 

Relational contracts have been particularly important in both public and private 

sector organizations with mandates to adapt high quality services in unsupervised settings 

to clients with complex needs or demands. The employer requires fiom staff cornmitment 

to the organization and to professional values, while providing support in terms of 

reasonable workloads, recognition of professional autonomy, opportunity for professional 

growth, and an acceptable Ievel of job security (Burke & Leiter, in press). 

Downsizing challenges the belief that the organization will reward quality work 

and organizational commitrnent with seniority and job security . When psyc hological 

contracts are broken. there is a decrease in security. tnin and organizational cornmitment 

(Buch & Aldndge, 199 1). Individuals who remain with an organization often suffer fiom 

Iay-off survivor sickness (Noer, 1993). Although cornmitment to clients and to 

professional values remains, loyalty to the oqanization no longer seems warranted. 

Mistrust stifles the open, honest communication essentiai during the dificulties of 

transition, leaving the grapevine as the perceived source of factual information. This 

serves to increase the sense of insecurity and defensiveness. There is increased resistance 

to change as staff attempt to rely on the organization's former culture. Procedures and 

knowledge bases that were once effective, however. inhibit needed creativity and risk- 

taking (Buch & Aldridge, 1991). Implementing rninor changes at a Pace that is palatabie 

to staff may not be sufficient to deal with sudden environmental pressures that the 

organization experiences. The old ways may need to be rapidly replaced if the 

organization is to meet the challenge. Organizationai sunival may necessitate 

revolutionary rather than evolutionary change. 



Revolutionarv Channe 

Change may be evolutionary or revolutionary. Miller and Friesen (1 980) 

described a mode1 of organizational adaptation to change with three tenets. Fim, in 

organizational evolution the direction of change is in keeping with former goals, power 

structures. prograrns, and expectations and is likely to be accepted by those involved. 

Organizations with bureaucratic structures tend to become more bureaucratic; those with 

loose structures tend to become more so. Reversais in strategy and structure are relatively 

rare and are likely to be resisted. 

Second. the interdependenc y of factors sithin the organization and between the 

organization and its environment produces mutual reinforcement arnong structure, 

strategy, and environment. Potential reversais in the evolutionary change process are not 

easily seen or if envisioned are unlikely to be attempted. This may be because 

organizations are not inclined to alter strategies or structures that seem to fit with the 

market environment. Past success can tum an orientation into an ideology and groups 

with power may block change. Further, information that would dispute the success of 

current strategies is ignored or rationalized away. 

Third. adaptation also involves periods of revolution during which a large number 

of organizational variables change. This may occur when the pattern of interrelationships 

among strategy, structure, and environment need redignment following a major event 

such as new leadership, new strategy, or drastic changes in the environment. This type of 

change is disruptive and costly; the necessity of change must be imperative or the 

potential benefit must be large before managea are ~ i l l ing  to break d o m  the established, 

complementary order and develop a new one. While incremental change is effective 

during some penods of the organization's history. discontinuous or "hune-breaking" 

change will also be needed. This upheavai will involve drastic and simuitaneous shifts in 

structure, strategy, and power (Miller & Friesen, 1980). The change that many 

organizations currently face is revolutionary in nature (Handy, 1989; Peters, 1994). 



Mananing Change 

The strategies required to manage fiame-breaking change are very different than 

those needed to manage incremental change. Tushman, Newman, and Romanelli (1986) 

noted two types of convergent change: fine-tuning and incrernental adjustments to 

environmental shifis. Fine tuning may involve personnel development, clarification of 

roles and status, fostering commitment to the organization's mission and to excellence of 

one's department, promoting confidence in norms and beliefs, and refining procedures 

and policies. The results of effective fine-tuning are greater consistency and a more 

intercomected social system. 

Minor shifts in the environment can be met with incremental adjustments. This 

involves few changes at any point in time and changes that are compatible with current 

structures and processes. While uncertainty is created by convergent change, the 

relatively stable system allows employees to leam and adjust to changes. Core values and 

mission are unaffected (Tushman et al., 1986). 

Over time organizational history develops from the self-reinforcing patterns of 

behaviors, norms, and values. While this history can be critical to success, it can be a 

source of resistance when change is essentiai. Organizations may feel threatened and 

increase commitment to the status quo if faced with a major environmentai challenge. 

Long-terrn success can decrease organizational adaptability. Internai stability is greatest 

when the convergent period has been long. This is particularly true in successful firms, in 

histoncally regulated organizations, or in organizations that have been protected fiom 

cornpetition such as government services or agencies (Tushrnan et al., 1986). 

During discontinuous, revolutionary change in the o r g k t i o n ,  alterations occur 

in the distribution of power and statw; systems and procedures; and communication 

channels and decision-making patterns (Tushman et al., 1986). Gersick (199 1) contended 

that while incremental change leaves the underlying structure of the organization intact, 

revolutionary change mut  dismantle this structure. During revolutionary periods, a fixed, 



stable structure cm limit radical change through decreased awareness of other 

alternatives, reluctance to initiate change. and a sense of obligation among internai and 

extemal stakeholders. The level of change required during revolutionary p e n d s  

necessitates transformation of the old structure to one that will serve the organization in 

the environment it now faces. The structure that has provided stability in the past rnust 

give way to one that will provide stability to the oqanization after the revolutionary 

period. 

Change in Organizational Culture 

Revolutionary change and altered psychological contracts affect the established 

culture of organizations. Schein (1 990) contended rhat one cannot understand change or 

resistance to change without the concept of culture. S h e d  assumptions c m  reduce 

anxiety for staff and can form the underlying basis for the values, climate, and philosophy 

of an effective organization. In the context of significant environmental changes, 

however, the culture rnay become dysfunctional. Xlthough the established culture is a 

shared understanding of the workplace. it rnay not be adequate to deal with current and 

anticipated environmentai conditions. As the underlying structure changes, the 

assumptions implicit in the organizational culture relate less to the actual state of the 

organization. The organization will need to make si-pificant changes in the espoused 

culture to match changes that have occmed in the organizationd structure. 

The w w  culture being promoted by the organization rnay be significantly 

different than the culture that attracted employees to the organization and prompted their 

loyalty. Individuais adjusting to such revo1utionar)l change rnay experience culture shock 

as the familiar is replaced with the unknown. It is not merely a matter of adjusting to new 

ways of working; staffrnembers rnay be left questioning the value and meaning of both 

former and frmire work roles. This rnay feel ovenvhelrning for professionals who 

envision living their values and making meaningful contributions through their work 



(Cox & Leiter, 1992; Leiter, 1991). During times of significant change in the 

organization, incongmence between the values of the individual and the cunent values of 

the organization may significantly influence perceptions of work meaningfûlness and 

engagement with work. 

Engagement Witb Work 

Engagement with work-an energetic involvement with activities that build 

professional effectiveness-represents the opposite end of a continuum from bumout 

(Leiter & Schaufeli, 1996; Maslach, Jackson, & Leiter, 1996). Research has demonstrated 

that this state predicts the relationship pmfessionals have with their work, as indicated by 

organizational commitment and turnover intentions. as well as physicai and 

psychological well-being (e.g., Lee & Ashford, 1996). Cherniss (1 993) defined 

professional self-efficacy as the "professionals' beliefs in their abilities to perfom in 

professional work roles" (p. 14 1). Three domains comprise role performance: task, 

interpersonal. and organizational. The task domain involves feelings of cornpetence in 

perfonning the technical aspects of the job. The interpersonal domain involves 

perceptions of one's ability to interact successfully with service recipients, coworkers. 

and supervisors. The organizational domain involves the capacity to influence one's 

organization. Al1 three efficacy domains are likely to be challenged during revolutionary 

change, as t e d e f ~ t i o n  of relationships, roles, tasks. statu, and influence take place. 

Chemiss (1 980) described burnout as "a process in which the professional's 

attitudes and behavior change in negative ways in response to job strain" (p. 5). Burnout 

has k e n  studied in a variety of hurnan service organizations (Cordes & Dougherty, 1993; 

Leiter & Harvie, 1996; Maslach, 1982; Periinan & Hartman, 1982). The Maslach Burnout 

InventoryGeneral S w e y  (MBI-GS, Schaufeli, Leiter, Maslach, & Jackson, 1996) 

pennits evaluation of burnout and engagement arnong professions, with and without 

direct client contact, that require persona1 commitment (Leiter & Robichaud, 1997; Leiter 



& Sc haufeli, 1 996). The MB I-GS measures exhaustion (overextension and depletion of 

one's physical and emotional resources), cynicism (an indifferent attitude towards one's 

work), and professional efficacy (a sense of professional competence and 

accomplis hrnent) (Maslac h, Jackson, & Leiter, 1 996). 

Bumout results fiom the gap between the expectations of individuals to Fulfill 

their professional roles and the structure in place within the organization (Leiter, 1991, 

1992b). In spite of the dificulties of organizational life, people value organizations 

because they provide opportunities for doing rneaningfd work. When the workplace does 

not support professional goals, exhaustion and cynicism increase while professional 

eficacy decreases. Individuals becorne less effective in their work and less able to cope 

with the demands and changes in their organization (Leiter, 1992a). When the 

organization's values change, it becomes increasingly dificult for workers to practice the 

personal values which were in keeping with former organizational values. The sense of 

purpose and meaning formerly provided by their work can be maintained to some extent 

but it will be maintained in spite of the organization, not because of its support. This is a 

very wearing and costly process. 

Meaningfulness of Work 

Links have been found between meaningfulness of work and decreased bumout 

(e.g., Leiter, L992b; Leiter & Harvie, 1998). In keeping with witings on organizational 

values and culture, professional efficacy, and psychological contracts, the perception of 

being involved in meaningful work may be a vital factor in preventing bumout and 

maintaining organizational cornmitment (Leiter & Hanie, 1998). Research reviewed on 

counselors and mental health workers is consistent with the proposition that burnout is 

most evident in work situations that inhibit worken' capacities to realize their values 

through their work. Few studies have directly exarnined workers' values in relationship to 

burnout, but many of the personal and environmental conditions considered in the studies 



reviewed suggest that burnout anses when there are difficulties enacting values through 

work. Problems arise through contlict of value, as well as  excessive caseload demands or 

personal codic t  with clients or colleagues that interfere with adequately meeting the 

needs of service recipients. Insufficient support in terms of decrease in the resources 

needed to work effectively exacerbates the situation (Leiter & Hanie, 1996). It is not 

sufficient for individuals in the organization to value quaiity service provision as 

meaningful; there needs to be support from the organization in realizing this value. There 

needs to be congruence between the values of the individual and the values that the 

organization espouses and actively supports. 

Person-Organization Fit 

Compatibility between the organization and the person is the generai definition 

for person-organization fit used by most researchen. Fit can be viewed from a 

supplementary perspective or a complementary perspective. The perspective of 

supplementary fit involves similarity betsveen characteristics. whereas the 

complementary (needs-supply) fit perspective envisions the individual's characteristics 

adding to the environment what is missing and the environment provîding what the 

individual lacks. Investigation of supplementary fit has predorninated. It has focused on 

charactenstics of the organization such as culture, goals, noms, and values in relation to 

individual personaiity, goals, attitudes, and values (Kristoff, 1996). OtReilly, Chatman, 

and Caldwell (1 99 1) contended that "congruency between an individual's values and 

those of an organization rnay be the c w  of person-culture fit" (p. 492). Kristoff (1996) 

noted that value congruence between the individual and the organization has been the 

most Frequently used operationalization of the supplementary fit perspective (e. g., Boxx, 

Odom, & Dunn, 199 1 ; Chatman, 1989, 199 1 ; Posner, 1992). Goal congruence with 

management or peers has aiso k e n  used to operationaiize the person-organization fit 

(e-g., Vancouver, Millsap, & Peten, 1994; Vancouver & Schmitt, 199 1). 



While sharing values with one's work group may be as important as sharing the 

values of the larger organization, similarity with one's work goup  may be better defined 

as penon-group fit (Kristoff, 1996). The degree of fit between person and workgroup and 

person and organization may be quite different. Penon-organization fit is also distinct 

from penon-job fit which Edwards (1 991, cited in Kristoff. 1996) defined as the fit 

between the peaon's abilities and the demands of the job. In this case the match is 

beween characteristics of the tasks perfomed and the skills or wishes of the individual. 

Various approaches have been used to mesure congruency between the person and their 

workgroup, job. and organization. 

Methods of Value Congruence Analvsis 

Five main considerations need to be addressed in choosing or developing and 

anaiyzing a congruency mesure: supplementary versus complementary fit; direct venus 

indirect measurernent; levels of indirect measurement cornparison; component versus 

composite congruence score calculation; and difference score calculation venus 

polynomial regression analysis. Supplementary fit involves the measurement of similarity 

of goals or values between the individual and the organization, whereas complementary 

fit involves the rneasurement of needs of the organization k i n g  supplied by the 

individual and needs of the individual king supplied by the organization. Supplernentary 

fit assesses agreement on key beliefs and goals; complementary fit concerns the 

organization's providing a supportive environment for the individual to use the skills and 

abilities that the organization requires. In this way the organization and the individual fil1 

needs as well as having needs supplied. Supplementary fit rneasurement has 

predominated over cornplementary fit measurement in published studies (Kristoff, 1996). 

When supplementary fit is to be assessed, the use of commemurate measurement, 

describing both the organhtion and the person using the same dimensional content, is 

relevant. Kristoff (1 996) contended that one should attempt to maximite the degree of 



sUriilarity between the person and organizational measures so that high levels of fit on 

goals or values will more likely relate to greater similady between the person and the 

organization on specific characteristics. 

Measures cm be either direct or indirect and Vary on the level of measurement. 

Direct measures ask respondents explicitly if they believe a good fit exists. This approach 

was used in a study of value congruence and organizational cornmitment by Posner, 

Kouzes, and Schmidt (1985). Using this perspective, good fit is considered to exist if the 

individual perceives it to exist, regardless of objective information to the contrary. The 

disadvantage of this approach is that assessrnent of the independent effects of person and 

organizational characteristics is lost (Edwards, 1994). 

Indirect measures m e s s  individual and organizational characteristics separately, 

followed by comparison using difference scores, interactions, or polynomial regressions. 

Indirect measures are considered to reflect achial or objective fit because they do not ask 

those in the situation for judgments of fit. Measures of indirect fit have used different 

levels of comparison between the individual and the organization. In cross-IeveI studies 

of organizational fit, individual scores are compared to the aggregate score of the 

responses of individuals in the organization. An aggregate score can be made of 

responses of al1 individuals to the individual charactetktic questions. Debate arises, 

however, over whether there is suEcient agreement among individuals to create an 

organizational level variable for comparison in this manner. Some have argued that when 

the organizational variable is perceptuaI (such as values, goals, climate, culture) 

difierences in subculture perceptions may preclude the possibility of one vaiid 

organizational score (James, 1982). According to this position, the variance among 

individuals is not merely error about the hue organizational score. Rather, differences 

between organizational sub-units exist and need to be used as the basis for comparison. 

Further, the meaning of aggregated responses is debated (Glick, 1985, 1988; 

James, 1982). Glick (1 985) contended that "individual, subunit, and organizational units 



of analysis shouid be recognized" (p. 603). Accodingly, aggregation of individual values 

meamres what individuals in generai value, while aggregation of individual perceptions 

of the organization constitutes an organizational climate measure (Glick, 1985, 1988). 

Rather than attempting to draw conclusions about the organization based on aggregation 

of individual responses to questions about individual values, an aggregate score is fonned 

h m  responses to organizational level questions. These questions ask individuals what 

they perceive the organization's values to be. 

Kristoff (1996) suggested that to establish an organizational variable requires 

demonstrating sufficient agreement on individual responses to questions about the 

organizational level. This is in keeping with Chatman's (1989) description of 

organizational values as those values agreed upon by the majority of active members. 

Chatman (199 1) provided another alternative for cross-level study by developing an 

organizational profile eoom the responses provided by managers and partners who were 

farniliar with the organization. If agreement cannot be found at the organizational level, 

assessrnent of the fit between the penon and their subgroup may be more appropriate 

(?Cristoff, 1996). 

Indirect individual-level measurements offer another approach. Individuals 

respond to parallel questions about their characteristics and their perceptions of the 

organization's characteristics. Fit between the individuales characteristics and the 

individual's perceptions of the organizational characteristics has been assessed with 

difference scores or polynomial regression. When the characteristics under consideration 

are dificult to veriQ (as in the case of values and goals), individuals' perception of the 

organization may have more influence on individual outcome variables such as stress, 

cornmitment, work satisfaction than fit with the actual characteristics of the organization 

(Kristoff, 1996). The level of measurement chosen is best detennined by the construct 

under consideration. While individual-level analysis may capture the person's 

perceptions, mss-level anaiysis may be more appropnate for providing information on 



the individual compared with what individuals in general value, with dominant 

organizational culture, or with the subculture of the work group. Congruency measured in 

these different ways rnay relate differently to other organizational measures. 

The two analysis issues with congruence measures are the use of component 

scores versus difference scores and digerence score calculation versus polynornial 

regression analysis. Since the arguments surrounding these two issues are related, they 

will be considered together. Calculation of fit between the individual and the organization 

has been performed in a number of ways. Each has its supporters and detracton. A 

product term can be calculated that assesses the moderating effect of one measure (person 

or organization) on the relationship between an outcome variable and the other measure. 

A second method involves calculating the difference between the two measures in 

algebraic (X-Y), absolute (lx-YI), or squared 0(-Y)2 form for bivariate congruence. For 

multiple predictors, profile similarity indices include the sum of algebraic difference 

el), the sum of absolute differences ([Ill), the surn of squared differences (@), the 

Euclidean distance (D), and correlation between two profiles 0. 

Although difference scores have k e n  widely used, they have received cnticism in 

terms of reliability and meaningfulness. Johns (1 98 1) noted that reliability for difference 

scores (dthough rarely reported) is generally l e s  than average reliability of its 

components due to correlations among the components. Johns identified several reasons 

for this. Asking respondents to answer the same questions to "my workplace should be" 

imrnediately following "my workplace is" results in cornmon variance due to response 

bias. Johns also noted that the use of single items to construct profiles rather than 

clustered sets of items reduces the reliability of the index. 

The issue of meaningfulness concerns whether difference scores provide 

meaningfûl information beyond that of their components. Johns (1 98 1) suggested 

assessing whether correlations between the difference scores and the outcome variables 

were significant after partialling out the components of the difference score. As well, 



hierarchical regression could be used to demonstrate that difference scores significantly 

supplement prediction of vanance in outcornes. 

Likewise, Edwards (1993, 1994; Edwards & Harrison, 1993) has questioned the 

meaningfiilness of difference scores and profiles. He claimed that difference scores 

resulted in the loss of information provided by the individuai components. Otherwise 

usehil information could also be discarded by difference techniques that do not take the 

direction of the difference into account. Further, mcthods that collapse conceptdly 

distinct components into a profile produce ambiguous interpretation of results. The 

contribution of individual elements to outcome variables is hidden when an overall score 

is used. Edward's solution to problems with the diff'rence score was the testing of 

polynomial regression equations. This method, hou-ever, is not without its critics. 

Tisak and Smith (1994% 1994b) acknowledged the concems about reliabili~ and 

validity raised by other researchers but suggested that dserence scores not simply be 

dismissed in favor of higher order response s d a c e  analysis promoted by Edwards. Tisak 

and Smith (1994b) noted that they could find no current psychological theories to support 

the use of higher order polynomiai regression analpis. Their concem was that 

researchers were aiming to explain more variance with an ernpincal mode1 rather than 

testing the fit of data to a theory. While Edwards (1 994) stated that his proposed approach 

should only be used if it is guided by theory, this point is not ernphasized in much of the 

work with polynomial regression analysis. Tisak and Smith (1994b) also contended that 

distinct conceptual and statistical contributions by difference scores need to be 

considered for each study, rather than making assurnptions a priori. Likewise, empirical 

verification is needed before claims of unreliability or lack of validity with difference 

scores are made. 

In reviewing this debate, Bedeian and Day ( 1994) noted that a number of issues 

remain unresolved: are difference scores conceptually distinct fkom their compownts and 

do current theories support the use of polpomial regression techniques proposed by 



Edwards (1 993, 1994; Edwards & Harrison, 1993)? The importance of the role of theory 

in choosing anaiytical procedures is emphasized by the authon. Issues of reliability, 

meaningfulness, and theoretical justification are not unique to difference score 

calculations. Difference methods, however, may have received Iess scnitiny along these 

lines than other more routine statistical procedures. Kristoff (1 996) suggested that future 

research should use both tradi tional di fference methods for assessing congruence and the 

polynomial regression technique so that the strengths and limitations of each may be 

appreciated. The methodological issues identified in this section need consideration when 

evaluating congmency studies that have been undertaken and when designing studies. 

Values Congruencv Studies 

In a study of 1600 management and professional employees fiom a large 

multinational manufacturing firm, Posner (1 992) assessed person-organization value 

congniency for six core Company values along the three dimensions recommended by 

O'Reilly (1 989): clarity, consensus, and intensity. Clarity is the extent to which 

respondents understand the meaning of core values. Consensus is the eaeot to which 

respondents perceive a shared meaning of the core values. Intensity refers to respondentsf 

support for the core values. Similar patterns were found for the three dimensions, using a 

5-point Likert agreement scaie. Respondents who u-ere low on one dimension were low 

on the other two. This pattern held for those with moderate and high degree of 

congruency. The linear combination of responses to al1 18 statements was used to create a 

Values Congruency Index. Positive relationships were found between penon- 

organization values congruency and positive work attituàes of motivation ("1 feel inspired 

to do my very best when I'm at work"); commitrnent ("1 would like to be working for this 

company three years fiom now"); and tearnwork ("Ln generai, employees in this company 

work well together") (p. 355). Demographic factors (age, gender, ethnicity, 



organizational Ievel, iength of service, management position) did not moderate the 

relationships. 

Posner, Kouzes, and Schmidt (1985) analyzed survey results from 1498 managers 

in a variety of settings. Their Shared Values Scale used two questions. The first asked the 

extent to which personal values were compatible uith the values of their organizations. 

The second assessed the extent to which respondents felt they m u t  compromise personal 

values to meet organizational expectations. Both questions used a 7-point Likert 

agreement response scale. The sum of the responses for each respondent placed the 

individual in one of three value conpence categories: low, moderate, or high 

congruence. Shared values were significantly related to organizational commitment, the 

importance attached to organizational goals. concem for stakeholders, self-reported 

ethical behavior, feelings of personal success, and decreased job and personal stress. 

In a snidy of 387 middle and upper level managers from highway and 

transportation organizations. Boxx, Odom, and Dunn (199 1) asked respondents to 

indicate (using a 7-point Likert agreement response scale) the extent to which seven 

characteristics of excellent oqanizations identified by Peters and Waterman (1982) were 

evident in their organization. Examples of the characteristics are a belief in being the 

best, a belief in the importance of the details of doing the job well, a belief in the 

importance of people as individuals, and a belief in quality and service. Respondents also 

indicated the extent to which they felt these characteristics should be evident in their 

organizations. Value conpency was calculated by summing the differences between 

respondent's perception of their present environment and how the environment should be 

for each item. Respondents were grouped by thirds into poor fit, good fit, and excellent 

fit. Using analysis of variance these groups were compared on means for cornmitment. 

satisfaction, and cohesion. These three characteristics were significantly greater when 

there was an excellent fit. 



Bretz and Judge (1994) assessed person-organization fit using two questionnaires; 

one asked how true (on a 5-point Likert scale) each staternent was in regard to the 

organizational environment (job perceptions), while the other asked how tnie the 

statements were describing the individual (individual preferences). Four 

conceptualkations were included in the questionnaires: match berneen individual skills, 

knowledge, and abilities and job requirements; match between uidividual needs and 

organizational reinforcement system; match between individual values and organizational 

values; and match between individual penonality and organizational image. Three 

methods of fit evaluation were used in the multiple regression analyses. Using the sum of 

difference scores for corresponding items on the two questionnaires. the authoa reported 

that overall person-organization fit explained significant variance in tenure (an additional 

1 %) and job satisfaction (an additionai 12%) beyond that explained by demographic 

variables, human capital (education, hours per week of work and leisure), and job and 

organizational characteristics (position, salary, number of promotions, and intention to 

rernain). The vector of the difference scores accounted for an additional 4% in tenure and 

an additional 22% in satisfaction. Further, difference scores were separated into their 

component parts to assess the independent effects of the vector of individuai preference. 

the vector of job perceptions, and the vector of their interaction. This method explained 

an additional 1 1% in tenure and an additional 32% in job satisfaction. 

O'Reilly, Chatman, and Caldwell (1 99 1) used a Q-sort technique to assess person- 

culture fit (Organizational Culture Profile) arnong 171 new employees and 128 senior 

accountants in eight public accounting f i s .  Person-organization fit was calculated by 

correlating the rankings for the set of 54 individual preferences obtained fkom the new 

employees witb the rankings for the sarne values from the senior acwuntants. Examples 

of items include flexibility, autonomy, king precise, faimess, informality, achievement 

oriented, havhg a good reputation, and low level of conflict. Personorganization fit 

contxibuted significantly to predicting the variance in normative cormitment (based on 



acceptance of the organization's values), job satisfaction, and intent to leave (negative 

relationship) independent of age, gender, ad tenure. Penon-organization fit did not 

contribute significantly to instrumental commitrnent (based on response to specific 

rewards). 

In a longitudinal study of 17 1 newly recmited junior audit staf'f fiom 8 accounting 

fimis, Chatrnan (1 99 1) assessed person-organization fit using the Organizational Culture 

Profile. Recruits whose values matched the firm adjusted more quickly, were more 

satisfied with their jobs. and were more likely to express intentions to stay as well as to 

actuaily remain with the firm. Fit with the fm's values was influenced by the vigor of 

the socialization process that recruits experienced. 

n ie  congruence between individual and organizational goals of educators was 

examined by Vancouver and associates (1 99 1, 1 994). Over 14,000 teachers and 365 

principals fkom 362 schools rated fourteen goals on a 7-point Likert scale indicating 

importance. The goals included increasing student skills, enhancing extracumcular 

activities, achieving full racial integration, increasing cost effectiveness, and upgrading 

discipline prograrns. Goal congmence between the individual teacher and the principal 

for that school was calculated using a statistic (subordinate-supervisor congruence). 

Separate were aiso calculated comparing each teacher with every other teacher in that 

school. These os were averaged for each teacher to produce an index of difference for the 

teacher's goal pnorities compared to the other teachers in the school (member- 

constihiency congmence). Vancouver and Schmitt (199 1) reported that s u p e ~ s o r -  

subordinate correlations with job satisfaction, organizationai cornmitment, and intention 

to quit dropped below significance when member-constituency was partidled out  

Member-constituency correlations essentially maintained their original (significant) 

levels &er partiaihg out supe~sor-subordinate. 

Vancouver, Millsap, and Peters ( 1 994) examined the relationshi ps of within- 

constituency congruence (the generai agreement of al1 individuals on that level) and 



between-coostituency congmence (agreement between the subordinate constituency and 

the supervisor constituency) with job satisfaaion. organizational cornmitment, and 

intention to quit. Mer controlling for individual level congmence, teachen in schools 

with high within-consistency congruence had higher scores for job satisfaction and 

organizational commitment than teachers in schools with lower within-constituency 

congruence, while teachers in schools with hi& between-level congruence had lower 

scores for job satisfaction and organizational cornmitment. 

Meglino, Ravlin, and Adkins (1 991) compared subordinates and their supervison 

using the Comparative Ernphasis Scale. This measure assesses four general values: 

achievement ("getting things done and working hard to accompIish difficult goals in 

life"), helping and concem for othen ("being concrmed with other people and helping 

them"), honesty ("telling the truth and doing what you feel is right"), and fairness ("being 

impartial and doing what is fair for al1 concemed") (Meglino, Ravlin, & Adkins, 199 1 ). 

The forced-choice measure presents 24 pairs of behaviorai statements based on the four 

values, such that each value is presented 12 times. A rank o r d e ~ g  of the four values 

results. For the 1 18 production ernployees fiom 18 departments who took part in the 

s ~ d y ,  value congruence scores (after controlling for component scores) were 

significantly related to overall job satisfaction, and satisfaction s i th  social and growth 

components of job satisfaction. Organizational commitment was significantly correlated 

with value congruence pnor to the correction procedure, as were satisfaction with 

coworkers and management. 

Summarv of Literature Review 

Assessrnent of values is not a new venture. The importance of the values that 

individuals bring to the workplace has been appreciated for some tirne. Methods to assess 

individual values have evolved with our understanding of the influence of these values 

and the interaction that takes place between individuals and their environment. Likewise, 



the concept of organizational values or culture has been deveioping in response to the 

need to numire effective organizaîions. The c m n t  probluns facing worken and their 

organizations add a new dimension to the significant fmdings regarding the effect of 

worker values and value congmence between individuals and their organizations. 

Organizaîions are reexamining and changing their -p.idhg p ~ c i p l e s  to fit the 

revolutionary changes occurring in their environments. This Ieaves staff membea with 

the difficult task of adjusting to changes that rnay not be in keeping with the values they 

brought to the workplace or consistent with their former understanding of the 

organization's values. Changes in organizational values u - d l y  result in restmcturing of 

routine functions and shifting of the emphasis placed on p t i c u l a r  aspects of work 

perforrnance. It is not the philosophical change, itself, th= disrupts the practice of 

individual values in the work place. It is the change in orgmkational support for daily 

work practices, reflective of aitered organizational values. rhat intluence work life. 

While various aspects of person-organization value congmence have been 

explored, these have been relatively general, rather than ftxused on the way in which 

work is cmied out on a daily basis. The work of Vancouv-a and associates (1 991, 1994) 

is quite focused, but evaluates organizational goals rather &an values. In an increasingly 

service-oriented environment, congruence between individuai and orgariizational values 

with respect to the way in which services are provided to ciients requires exploration. 

This may be the aspect-the daily living of values-rhat is tbe most important predictor of 

employee response in ternis of acceptance of change, bumout or engagement, turnover 

intention, organizational cornmitment, and rneaningfklness of work. 

The Present Studv 

The purpose of this study is to evaluate a measure tnat examines the congnience 

between the individuals' values and the organization's values in regard to service 

provision. As noted, there is no one agreed-upon method to measure value congmency. 



This study will explore the five main issues regarding the meanirement of value 

congmency raised in the literature. Fint, does supplementary congmence (on values) 

provide different information than complementary congruence (on skills and abilities)? 

Second, do indirect measures of conginiency (asking respondents their perceptions of 

individual and organizational values with the researcher computing congniency) provide 

diflerent information than items asking respondents directiy how their values match those 

of the organization? Third, if difference scores are used, is more or different information 

obtained by examining individuai constnict differences or a composite score for 

congruence? Fourth. what level of cornparisons ought to be made: within the individual 

level or across levels of the organization? Finaily, what form of congmence analysis is 

recommended to assess the effect on outcome variables: regession analyses entering 

individual values separately fkom organizational values, regression analyses using 

difference scores, or polynomial regression analysis. Assessrnent of these issues, of 

necessity, is exploratory in nature with each step building on the fmdhgs of the previous 

step. 

Further, a model will be developed, incorporating value congniency into a model 

of meaning, burnout, and change (Figure 1) developed by Leiter and Harvie (1 998). A 

bnef rationale for this mode1 follows. While meaningfulness of work has k e n  linked to 

decreased bumout (Cherniss, 1993; Leiter, 1992b; Robinson et al., 1991), the fiterature 

has not related this important constnict to acceptance of change during major 

organizational upheavai. Readiness to accept change has b e n  related to employee beliefs 

about the need for change and the organization's ability to make these changes 

success fidly (hmenakis, Harris, & Moss ho lder, 1 993). While the leadership for change 



cornes fiom management, staff perceptions and beliefs are critical to its success. Unfess 

the majority of staff believes that the changes proposed will be beneficial to them, 

resistance will develop (FioreIli & Margolis, 1993). S tafî need to assured that they can 

preserve the meaningful activities of their work in spite of the changes. Resistance to 

change was correlated with lack of professional eficacy for nurses in general and 

psychiatrie hospitals (Firth, McKeown, McIntee, Bntton, 1987). In regard to change 

acceptance, effective communication is essential. Many interventions have included 

improvement of communication as a key component (e.g., Sagie & Koslowsky, 1994; 

Zamanou & Glaser, 1994). Anecdotal evidence also supports the relationship between 

improved communication and indicatoe of change acceptance such as perceptions of 

staff morale and quality of care in health care settings undergoing major change (Boyd, 

Luetje, & Eckert, 1992; Genhenfeld, 1986). Effectiveness of communication has also 

been linked to decreased exhaustion (Leiter & Maslach, 1988). 

In this mode1 (Leiter & Harvie, 1998), emotional exhaustion is an immediate 

reaction to decreased meaningfulness of work and lack of confidence in communication. 

Increased exhaustion is related to increased cynicism and physical syrnptoms of stress 

(Kahill, 1988;Leiter, 1993; Leiter, Clark, & Dunip. 1994). Meaningfûlness of work is 

directly related to cynicism and professional eEcacy (Leiter, 1992b) and indirectiy 

related to these burnout components through exhaustion. Likewise, effective 

communication has a direct relationship with acceptance of change and an indirect 

relationship through exhaustion. In the relationships between acceptance of change and 

exhaustion and professional efficacy, the burnout construct is depicted as a meùiator 



between the individual perception of work and the organbtionai factor of change 

acceptance. 

Because of the exploratory nature of this study, the proposed model incorporating 

congnience will be developed foiiow-ing completion of rneasure assessment. Two 

hypotheses are made on the bais  of fuidings in previous research on value congmence 

and organizational cornmitment and turnover intention. Five additional hypotheses are 

made about relationships between scores on value congruence measures and other work- 

related variables ui the model inwrporating meaning, bumout, and change. 

1. Value congruence will be positively related to organizational cornmitment. 

2. Value congnience will be negatively related to turnover intention. 

3. Value congruence will be related to bumout such that as congruence increases, a) 

exhaustion will decrease, b) cynicism will decrease, c) and professional efficacy will 

increase. 

4. Value congruence will be positively related to rneaningfulness of work. 

5. Value congruence will be positively related to acceptance of change. 

6. Value congruence will be positively related to communication. 

7. Value congruence wiil be negatively related to physical symptoms. 

While these hypotheses predict correlational relationships, they do not identiw 

predicted paths to be added to the bmout  model. In general terms, it is expected that 

paths from value congruence measures are mon likely to connect with meaningfulness of 

work, communication, and acceptance of change, rather than directly to the bumout 

components or physical symptoms. Having values that are congruent with organizatiohal 

values is likely to result in a greater sense that one's work is rneaningful or that one's 



information sources about developments in the organization are accurate. The confidence 

created by value congruence could also relate directly to greater acceptance of change. 

Me thod 

Setting and Procedure 

Data were collected as part of a larger survey requested by a Canadian 

organization as it attempted to deal with massive changes in structure and policy. Al1 

employees in four out of the organitation's five regional divisions (approximately 600) 

were surveyed on a voluntary basis during a three-week penod in 1997. The organization 

administers social prograrns and services as needed to a population base of 850,000 

pesons. As a govemmental agency, the organization has faced dramatic changes to what 

had been a relatively stable occupation until 1993. Changes have included amalgamation 

on the federal and provincial levels, staff cuts of 5000 full-time equivalent positions 

(fiorn a total of 25,000) across the country (to be completed by April, 1998), and 

redefinition of both prograrn availability and the way in which services would be 

provided. Restmchinng in the province has resulted in the slated reduction of ZOO full- 

t h e  equivalent positions (fiom a total of 1000 positions), centralization of services 

within five geographic zones, relocation of employees, and integration of alternative 

work arrangements such as fiextirne and working out of home rather than an office. 

Participants accessed the 167-item s w e y  via electronic mail. Responses were 

made on a scannable form, with the option of providing additional comments on a 

separate sheet. The scanner form and any written comments were returned in a sealed 

envelope via intemal mail to a central contact who fonvarded envelopes unopened to 



Acadia University for analysis. While confidentiality was assureci, complete anonymity 

was not. A code was used to link participants to their responses for follow-up purposes. 

The participant code list and the data base are stored separately at the Centre for 

Organizational Research & Developrnent at Acadia University. The contract with the 

client organization stipulates that they will not have access to the participant code file or 

the other information in the response data base that could allow identification of 

individual staff members. Random selection for follow-up purposes (e-g., in-depth 

interviews) may be requested fiom the Centre for Organizational Research & 

Development. Instructions given in the survey advised participants of this Limitation to 

complete anonymity, as well as indicating the precautions that will be taken with the data 

they provided. Further, the instructions encouraged participants to leave unanswered any 

questions that they preferred not to answer. 

Dernopphic data 

Completed surveys were received frorn 364 of the 600 potential participants 

(response rate of 62%). Of respondents who indicated their gender. 68.4% were female 

and 3 1.6% were male. Eleven respondents did not report their gender. Of respondents 

who indicated their age category, 6.1% were 20-29 years, 25.4% were 30-39 years, 

47.2% were 40-49 years, 2 1 .O% were 50-59 years, and 0.3% were over 60 years. Eleven 

respondents did not report their age. Of respondents who indicated length of employment, 

5.5% haci worked less than 1 year, 19.1% had worked 1-5 years, 14.2% had worked 6-1 0 

years, 34.2% had worked 1 1-20 years, and 27.0% had worked over 2 1 years for the 

organization. Nine respondents did not indicate length of employment. Of respondents 

who indicated work statu, 77.7% were indeterminate, 20.2% were term employees, and 

2.1% were employed on a casual basis. Thirteen participants did not indicate their work 

statu Of respondents who indicated employee category, 23.5% were clerical staff, 



28.8% were managers and advisors, 46.2% were client seNice providers and 1.5% did 

not fit into any of these categones. Fourteen respondents did not indicate employee 

category . 

Measures 

Value congruence: Six forced choice statements were presented, to which 

participants responded on a 5-point scale fiom 1 (Strongly Disagree) to 5 (Strongly 

Agree). The staternents were presented twice; once near the beginning of the s w e y  and 

once near the end. The differences between the two presentations were in the title and 

lead-in statements. The earlier statements had the title " Work Values" and the following 

lead-in: 

"Many factoe are important in providing quality service. Four of these factors are being 

efficient, following policy precisely, having personal contact with clients, and adapting 

service to client need. Generally, in providing senices to ou clients, I believe that:". 

The latter presentation of statements had the title "Organizational Values" and the 

accompanying Iead-in: "Many factoe are important in providing quality service. Four of 

these factors are being efficient, following policy precisely, having personai contact with 

clients, and adapting service to client need. Generally, in providing services to our 

clients, the practices of this organization indicate that:". The following forced-choice 

statements were identica! for each presentation. 

1. Being efficient is more important than followùlg policy precisely. 

2. Adapting service to client need is more important than king efficient. 

3. Having persona1 contact with clients is more important than adapting senice to client 

need. 



4. Adapting service to client need is more important than following policy precisely. 

5 .  Following policy precisely is more important than having personal contact with clients. 

6. Having personal contact with clients is more important than king efficient. 

Maslach Burnout InventoryGenerai Survev. The MBIGS (Schaufeli, Leiter, 

Maslach, & Jackson, 1996) is a 16-item mesure which produces three scores: 

exhaustion, cynicism, and professional e fficacy . Developed fiom the Maslach Burnout 

Inventory (MBI, Maslach, Jackson, & Leiter, 1996), the MBI-ûS evaluates burnout 

among professionals with and without the direct client contact that chanicterizes human 

service professions (Leiter & Schaufeli, 1996). With a more team-based approach to 

service provision, the infiuence of the less visible rnernben of organizations is being 

appreciated. While the original MBI would have focused on the service roles of staff with 

direct contact, use of the MBI-GS allows assessrnent of ail staff rnembers including those 

who provide indirect or support services. The Cronbach coefficient of interna1 

consistency for the five exhaustion items was a(5) = -92; for the five cynicism items was 

a(5) = .79; and for the six professional efficacy items was a(6) = .79. 

The following scales. used in this study, are part of the Staff Survey (Leiter, 1996) 

developed and tested with 2000 hospital employees at wo time periods (Centre for 

Organizational Research & Development, 199 1, 1 992). 

Phvsicai symptoms. Three items were used to identiQ, on a 7-point scale from O 

(never) to 6 (daily), the fiequency of headaches, sleeplessness, and anxiety. The 

Cronbach coefficient of intemal consistency for the three items was a(3) = -79. 

Acceptame of Chanae. Using a 5-point sale fiom 1 (rnuch worse) to 5 (much 

better), participants responded to the question "How do you perceive changes over the 



past six months in the following:" for "quality of client service", " your job security", and 

"the m o d e  of people working for the Department." The Cronbach coefficient of internai 

consistency for the three items was a(3) = .6 1. 

The remaining measures (also from the S m  Survey) employ a 5-point scale from 

1 (strongly disagree) through 3 (hard to decide) to 5 (strongly agree). 

Meanin~fulness of Work. Three items from the Conditions for Self-Management 

Scale (Leiter, 1992b) were used to measure the meaningfulness of work. Sample item: 

"This job provides me with opportunities to do work which 1 feel is important." The 

Cronbach coefficient of intemal consistency for the three items was a(3) = .66. 

Organizational Cornmitment. Organizational Cornmitment was rneasured by three 

items from the organizational commitment questionnaire (Mowday, Steen, & Porter, 

1979). This scale has been found to be a reliable and valid measure of organizational 

commitrnent through a large body of research over the past two decades. Sample item: "1 

am proud to tell others that 1 am part of this organization." The Cronbach coefficient of 

intemal consistency for the three items was a(3) = -62. 

Skill Utilization And Develo~ment. Skill utilization and development was 

rneasured with three items £iom Leiter (1992b). Sample item: "My work allows me to 

make full use of my abilities." This measure assessed complementary value congruence. 

The Cronbach coefficient of intemal consistency for the three items was a(3) = -74. 

Direct Value Conmence. One item fiom the organizational commitrnent 

questionnaire (Mowday, Steers, & Porter, 1979) assessed participantst perception of value 

congnxency with the organization: "1 find that my values and the organization's values are 

very similar." 



Turnover Intention. One question assessed participants' turnover intention: "1 

hope to find work outside of the organization." 

Communication. Three items asked participants' perceptions of the completeness 

and accuracy of information about developments in the organization. Sarnple item: 

"Sometimes the public knows more about what is going on in the organization than 1 do." 

The Cronbach coefficient of internal consistency for the three items was a(3) = -60. 

Consîruction of Indirect Value VariabIes 

For each respondent, value constnicts were derived from the questionnaire value 

items by averaging the scores (or reversed scores) for items that assessed the construct. 

For exarnple, efficiency was calculated by averaging, for each individual respondent, the 

response scores for value item 1 ("Being efficient is more important than following 

policy precisely"), item 2 revened ("Adapting service to client need is more important 

than being efficient"), and item 6 reversed ("Having personai contact with clients is more 

important than being efficient"). This process was used for both the items that tapped 

individuals' own values ("Work Values" section of questionnaire) and the items that 

tapped perceptions of the organization's values ("Organizational Values" section of 

questionnaire). This resulted in eight variables: individual adapting, individual contact, 

individual efficiency, individual policy, organization adapting, organization contact, 

organization efhiency, organization policy. These eight variables were used to construct 

four within-individual-level indirect value congniency variables by subtracting the 

individuals' perception of the organiration from their own value on each of the four 

constructs. This resulted in the following variables: individual-organization adapting, 

individual-organization contact, individual-organization efficiency, individuai- 



organization policy. Summing the absolute values of these four variables produced the 

composite within-individual-level indirect congmency variable: sum individual- 

organization. 

Variables were c o m c t e d  to tap cross-level differences. For cross-level analysis, 

individual perceptions were compared to the mean perception of the subgroup by 

subtracting subgroup perception fiom individual perception for each respondent for each 

of the four value constnicts (adapting, contact, eficiency, policy). Cornparisons were 

made for both individual values and perception of organization values. Subgroups for this 

study were defined by three employee category groupings: clencal staff, managers and 

advisors, and client service providers. Subgroups were defmed in this way for several 

reasons. First, dthough location was an appealing possibility, because those in the same 

office are likely to share similar values, it was not appropnate due to the variation in 

number of staff arnong offices and the insufficient staff number in sorne office locations. 

Secondly, staff in different categories varied in the amount of client contact, adaptation of 

services, efficiency, and following of policy that was expected in their normal routine; 

each position emphasized sorne service aspects while downplaying other aspects. Finally, 

staff in different employee categories were experiencing different changes at the t h e  of 

the survey; while the mode of service provision was altering drastically for one group, it 

was less affected for the second, and relatively unchanged for the third. 

Cross-level analysis examined both individual values and perception of 

organizational values. The cross-level variables constmcted using subgroup include five 

cornparisons of individuals and their subgroup on individual values (four using the 

separate constnicts and one surnmation measure). These variables are cdled 



subgroup/individual adapting, subgroup/individual contact, subgroup/individual 

efficiency, subgroup/idividual policy, and sum subgroup/individual (the surn of the 

absolute values for the four comparisons on individual values). The cross-level variables 

constmcted using subgroup dso include five comparisons of individuais and their 

subgroup on perceptions of the organization's values (four using the separate constnicts 

and one summation measure). These variables are called subgroup/organization adapting, 

subgroup/organization contact, subgroup/organization efficiency, subgroup/organization 

policy, surn subgroup/organization (the sum of the absolute values for the four 

comparisons on perception of organization's values). 

I had planned to construct a sirnilar set of variables using a long-term employee 

reference group for cornparison to individual respondents on individual values and 

perceptions of the organization's values. The reference group was to consist of al1 

employees who had worked for the organization for more than five years. Long-term 

employees are expected to have a more stable and informeci view of the organization. nie 

majority of employees in the organization studied have been with the organization more 

than five years: only 24.6 percent of respondents indicated they had worked with the 

organization less than six years. Because most respondents fit the definition for the 

reference group, reference group cornparison variables were not constmcted. 

Data Analysis 

Descriptive statistics and fiequency distributions were used to asses items i~ 

terms of kurtosis, skewness, and outlien. Variables used in the analyses were assessed in 

terms of kurtosis, skewness, outliers, and Cronbach's measure of reliability. Reliability 

values were not calculated for the indirect value congmency measures because of the way 



in which these variabtes were constructed. The same value items were used in different 

combinations to constnict the variables; this resulted in measures that are not orthogonal. 

No consensus is reached in the literature as to which method of determinhg 

value congruency is most useW. For this study, therefore, value congruency was 

explored in a nurnber ways that have been described in the literature. The overd1 purpose 

was to determine the predictive ability of the different value measures (indirect, direct, 

complementary) in explaining variance in outcome variables and their role in a mode1 

incorporating rneaningfulness of work, burnout, physical symptoms, communication, and 

acceptance of change. 

Indirect Value Conmence 

With the use of the indirect value measures constructesi, analyses examined 

several questions raised in the literature: 1) what variance is explained during regression 

analysis by entering difference scores between individual and organization compared to 

entering individual value measures and organizational value measures separately 2) what 

information is provided by cornparison within the individual level and across levels of the 

organization; 3) what information is provided by a composite difference score compared 

with separate difference scores for each of the four value constmcts (adapting, contact, 

efficiency, policy); and 4) does polynomial regression anaiysis provide an advantage over 

linear regression analysis? 

Spearman correlations were run to evaluate relationships among indirect value 

variables and outcome variables. Outcome variables included rneaningfulness of work, 

acceptance of change, physical symptoms, exhaustioa, cynicism, professional efficacy, 

communication, turnover intention, and organizationd cornmitment. Due to the number 



of correlations run, a significance level of .O 1 was tsed to control for expriment-wise 

Type 1 error. Scatterplots of the correlations among the value construct variables and 

outcome measures were examined for non-linear trends. Edwards (1 994) proposed the 

use polynomial regression analysis for difference scores nhen nonlinear trends were 

present or there was a theoreticai reason to expect a nonlinear relationship among 

variables. 

Value variables displaying significant correlations with outcome variables were 

explored w-ith regression analysis. For individual-level variables, a series of sequentid 

regression analyses with painvise deletion of missing cases was conducted to detemine 

the extent to which the indirect value congruency (difference) variabIes contributed to 

explainhg the variance in the outcome variables beyond that explained by the separate 

construct components (individuai, organization). For example, does the individuai- 

organization eficiency measure explain variance in meaningfulness of work beyond that 

explained when measures of individual efficiency and o rgad t ion  efficiency are entered 

together in the regression equation? Separate constmcts (individual and organization) 

were entered first, followed by the difference variable (individual-organization), followed 

by the summation variable (sum individual-organization) if seved separate constructs 

were significantly conelated with the outcome variable. For cross-level cornparisons 

(individual compared to work subgroup), the separate construct (i.e. adapting, contact, 

eficiency or following policy) for individual value and perception of organization value 

were entered on the first step, followed by the cross-level m a t i o n  variables 

(individuai and organization) on the second step. When ody a summation variable was 

significantly correlated with an outcome variable, it was the only variable entered in the 



regression andysis. Tolerance was set at 0.80 to protect against the inclusion of 

independent variables that are rnulticollinear. Residual plots were examined to assess 

nomlity, hornoscedasticity, and linearity at the multivariate level. Data were d s o  

screened for influential outliers. 

Direct and Com~lementary Conmence 

These analyses also examined several questions raised in the literature: 1) does 

complementary congruence (skill use and development) provide different information 

than supplementary congruence (values); and 2) do direct measures of value congruence 

provide different information than indirect measures of value congmence. Relationships 

among outcome variables and the direct supplementary measure of value congmence ("1 

find my values and the organization's values are very similar") and the measure of 

complementary congruence (opportunities in one's work to use and develop one's skills) 

were evaluated. Outcome variables included meaningfùlness of work. acceptance of 

change, organizational cornmitment, turnover intention, physical symptoms, exhaustion, 

cynicism, professionai eficacy, and communication. Spearman correlations were run 

first. Due to the number of correlations nin, a significance level of .O 1 was used to 

coneol for expenment-wise Type 1 error. Scatterplots of the correlations arnong the value 

variables and outcome measures were examined for non-linear relationships. 

Significant correlations were explored M e r  using sequentiai regression 

analyses with pairwise deletion of missing cases to determine the extent to which the 

indirect value congmency variables contributed to explainhg the variance in the outcome 

variables beyond that explained by the direct or complementary (skill) rneasures. The 

direct supplementary measure and the complementary measure were entered together on 



the fint step, as there was no theoretical b a i s  for entering one before the other. Any 

indirect measures (ahich aiso tap supplementary congmence) that contributed to 

explaining variance in the outcome variable during the previous analysis were added at 

the second step. In this way, the additional contribution of the more complex indirect 

measure beyond thar of the simpler direct and complementary measures was assessed. 

Tolerance was set at 0.80 to protect against the inclusion of independent variables that are 

multicollinear. Residual plots were exarnined to assess nomality, homoscedasticity, and 

linearity at the multivariate level. Data were also screened for influentid outlien. 

Model Testinq 

Congruence measures that significantly predicted variance in the outcome 

variables were incorporated into a model relating meaningfulness of work, exhaustion. 

cynicisrn, professional eficacy, communication, physical symptoms, and acceptance of 

change. The model nas assessed using EQS structural equation modeling. The maximum 

likelihood (robust) procedure was used in light of the possibility of non-normal 

distribution of some of the data at this rnultivariate level (Tabachnick & Fidell. 1996). 

Results 

Distributions for items were found to be acceptable in tems of kurtosis, 

skewness, and outliers. Appendix A displays means, standard deviations, skewness, and 

kurtosis values for survey items. Appendix B displays means, standard deviations, 

skewness, and kurtosis for study variables. Distributions for variables were acceptable in 

terms of kurtosis, skewness, and outliers. No trends other than linear were detected on the 

scaîterplots. Since no theoretical basis was evident to justify the use of higher order 



polynomial regression analysis for the variables k i n g  investigated, this approach was not 

pursued. 

Correlations among Indirect Vaiue Measues and Outcorne Variables 

As indicated in Appendix C. few significant correlations were found among the 

indirect congruency variables and the outcome variables. Individuals' valuing of contact 

(individuai contact) was negatively correlated with meaningfulness of work &=. 15, 

e<.Ol). Those who placed more importance on contact over the other value aspects 

(effciency, adapting senice to client need, and following policl-) rated their work as less 

meaningful. The difference between individuals' vduing of contact and that of their 

subgroup (subgroup!individual contact) was also negatively correlated with 

meaningfulness of work (r, =-. 15, ~ e . 0  1). Those who placed more importance on contact 

than their subgroup reported their work as less meaningful than did those who placed less 

importance on contact than their subgroup. 

The sum of values comparing individuals with their subgroup on perception of 

organization's values (sum subgroup/organization) was negatively correlated with 

acceptance of change (r, z . 2  1, gc.0 1). The greater the absolute difference between the 

individual and the cornparison subgroup across the four values, the more negatively the 

individual viewed change in the organization. Conelations among non-value variables 

are indicated in Appendix D. 

Multi~le Remession Analvsis with Indirect Measures 

Individuals' valuing of contact (individuai contact) significantly predicted 

meaningfulness of work, accounting for 3% of the variance (R2=.03, E[1,340]=11.54, 



~ c . 0  1). Individualsi perception of  the organization's valuing of contact (organization 

contact) and the difference between individual value and perception of organization value 

of contact (individualsrganization contact) did not explain fuaher the variance in work 

meaningfulness (Table 1). 

Table 1 

Sequential Multiple Remession Analvsis On Meanindulness of Work W=341) 

Variables in The Equation Beta - t L) 

Individual Contact 0.18 -3.40 .O0 1 

Variables Not in The Equation Beta In & B 
Organization Contact .O6 1.10 .273 
Individual-Organization Contact - .O6 -.93 .353 

Individuals' valuing of contact compared to that of their subgroup 

(subgroup/individual contact) significantly predicted meaningfulness of work, accomting 

for 4% of the variance (~'=.04, F[l,3 1814 1.56, ~ < . 0  1). 

Table 2 

Seauential Multiple Remession Analvsis On Meanindulness of Work M=319) 

Variables in The Equation Beta t e 
Subgroup/individual contact -. 19 -3.40 .O0 1 

Variables Not in The Equation Beta In - t E 
Subgroup/organization contact .O5 .&9 .3 76 
Surn subgroup/mdividual .O3 .57 -568 
Sum subgroup/organization -.O4 0.67 .50 1 

The comparison of individuais and their subgroup on perceptions of the 

O rganization's valuing of contact (subgroup/organization contact), the overall corn parison 

of individuais with their subgroup on individual values (sum subgroup/individual), and 

the overall comparison of individuals with their subgroup on perception of organization's 



values (sum subgrouplorganization) did not explain M e r  the variance in work 

meaningfulness (Table 2). 

The overall comparison of individuals with their subgroup for perception of 

organization's values (sum subgroup/organization) significantly predicted acceptance of 

change, accounting for 4% of the variance (R2=.04. E[1,3 19]= 1 1 -95. ~ c . 0  1 ; Beta=-. 19, 

-3.45, zc.0 1 ). 

To sumrnarize to this point. polynomial regression analysis was not explored due 

to Iack of indicators (theoretical or non-linear trends on scatterplots) to justifi its use. 

Other questions raised in the literature were explored in a minimal fashion due to the 

relative lack of signifiant correlations arnong the indirect value measures and the 

outcome variables with this sarnple. For this reason. it is àifficult to make a general 

statement as to 1) whether more variance is explained during regression analysis by 

entering difference scores(individual-organization) compared to entering separate 

individual value measures and organizational value measures within the individual level; 

2) what information is provided by comparison within the individual level and across 

levels of the organization; and 3) what information is provided by a composite difference 

score compared with separate difference scores for each of the four value constructs 

(adapting, contact, e fficiency , policy ). 

For this sample, three indirect measures significantly explained variance in 

outcome variables. Individuals' vduing of contact (individual contact) and individuals' 

valuing of contact compared to that of their subgroup (subgroupfidividual contact) 

explained variance in meaningfulness of work. The overall comparison of individuais 

with their subgroup for perception of organization's values (sum subgroup/organization) 



explained variance in acceptanf e of change. These indirect supplementary value 

measures were used in comparison with the direct and complementary (skill) measures. 

Direct and Indirect Vdue Measures 

Table 3 displays the Speannan correlation coefficients for the direct and 

complementary measures with the outcome variables. 

In contrast to the indirect measures of value congruence, the direct measure and 

the complementary measures correlated significantly with most al1 of the outcome 

variables. Significant correlations were explored further using multiple regression 

analysis, entenng direct and complementary measures on the first step. Previously 

identified significant indirect measures were entered on the second step of the analysis to 

assess any additional contribution of the indirect rneasure beyond that of the direct and 

complementary measures. 

Table 3 

S ~ e a r m a n  Correlations between Direct Measure, Cornplementarv Measure, and 

Outcome Variables 

Outcome Direct Cornplementary 
Variable 
Meaning 
Change 
Cornmitment 
Turnover Intention 
Physical Symptoms 
Exhaustion 
Cy"cism 
Professional Efficacy 
Communication 

Congruence 
*39 

Congruence 
-52 
-13 
.23 

9.26 
-. 17 
9.14 
-25  
3 3  
-16 



Together, the direct measure, the complementary (skill) measure, and individuais' 

vaiuing of contact compared to that of their subgroup (subgroup/individual contact) 

accounted for 38% of the variance in meaningfulness of work @'=.38, F[3,323]=66.19, 

~c.01) (Table 4). Individualsf valuing of contact compared to that of their subgroup 

(subgroup/individual contact) accounted for 2% of variance beyond that explained by the 

direct and complementary (skill) measures (A R' =.02). Individuais' valuing of contact 

(individual contact) failed to explain M e r  the variance in work meaningfulness. 

Tabfe 4 

Seauential Muit i~le  Reeression Analvsis On Meanindulness of Work (N=323 

Variables in The Equation Beta t E 
Direct -26 5 -53 .O00 
Cornplementary .46 10.03 .O00 
SubgroupAndividual Contact -. 13 -2.90 .O04 

Variables Not in The Equation Beta In t E 
Individuai Contact -98 i -60 .3 16 

Together, the direct measure and the overall cornparison of individuals with their 

subgroup for perception of the organizationfs values ( s m  subgroup/organization) 

accounted for 8% of the variance in acceptance of change @=.08, F[2,3 18]=M. 19, 

g<.Ol) (Table 5). The overall cornparison of individuals with theu subgroup for 

perception of organizationfs values (sum subgroup/organization) accounted for 3% of 

variance beyond that explained by the direct measure (A R~ =.03). 

Table 5 

Seauential Multiple Remession Analvsis On Acceptance of Change (N=320) 

Variables in The Equation Beîa t E 
Direct .22 399 . O00 



Together, the direct measure and the overall comparison of individuals with their 

subgroup for perception of organhtion's values (sum subgrouphrganization) accounted 

for 5% of the variance in exhaustion @=.OS, FJ2.3 16]=8.70, F-01) (Table 6). The 

overall comparison of the individuals with their subgroup for perception of organization's 

values (sum subgroup/organization) accounted for 1% of variance beyond that explained 

by the direct rneasure (A R~ =.O 1). The complernentary (skill) measure failed to explain 

m e r  the variance in exhaustion. 

Table 6 

Sequential MuIti~le Reeression Anaksis On Exhaustion (N=318) 

Variables in The Equation Beta g E 
Direct -. 18 -3 .25 .O0 1 
Sum SubgroupIOrganization . t 3  2.32 .O2 1 

Variables Not in The Equation Beta In - t E 
Cornplementary -.Il - 1.85 .O65 

The complementary (skill) measure accounted for 2% of the variance in physical 

symptoms (132=.02. F[1,346]=8.45, pC.0 1 ; Beta-. 1 5 ,  ~ 2 . 9  1, e<.0 1 ). 

Together, the direct measure and the complementary (skill) measure accounted 

for 15% of the variance in cynicism e2=. 15, F[2,34 1 ]=29.37, F . 0  1) (Table 7). 

Table 7 

Sequential Multiole Reeression Analvsis On Cvnicism (N=343) 

Variables in The Equation Beta t E 
Direct -. 18 -32 1 -00 1 
Com~lementarv 9.29 -5.46 .O00 

Together, the direct measure and the complementary (skill) measure accounted 

for 12% of the variance in professional efficacy a2=. 12, F[2,334]=23 -28, p<.0 1 ) (Table 

0 



Table 8 

Sequential Multide Reeression Analvsis On Professional Efficaw (N=336) 

Variabla in The Equation Beta t E 
Direct .Il 2.i9 .O3 8 

The direct measure accounted for 7% of the miance in communication a2=.07, 

F[1,344]=26.19, p . 0  1) (Table 9). - 

Table 9 

Sesuential Multiple Remession Analvsis On Cornunication W=345) 

Variables in The Equation Beta g I! 
Direct -27 5.12 .&O 

Variables Not in The Equation Beta In t E 
Comdementarv .O9 1 6 7  .O9 

Together, the direct measure and the complementary measure accounted for 29% 

of the variance in organizationai cornmitment e2=.29. F[2,344]=69.20, pc.0 1 ) (Table 

1 O). 

Table 1 O 

Sequential Multiple Remession Analvsis On Omanizational Cornmitment (N=346) 

Variables in The Equation Beta t I! 
Direct .49 1 <27 . O00 
Com~lementar~ - 1  1 2.25 .O25 

Together, the direct measure and the complementary measure accounted for 10% 

of the variance in turnover intention a2=.10, E[2,338]=18.64, p<.01) (Table 11). 



Table 11 

Se~uential Multiole Remession Anahsis On Turnover Intention (N=340) 

Variables in The Equation Betri t f2 
Direct -.20 -3 40 .O00 
Complementary -.19 -3.57 .O00 

Residual plots for the regression analyses indicated that data were acceptable in 

ternis of multivariate normality, homoscedasticity, linearity, and outliers. 

To summarize the regression analyses. the direct measure and the complementary 

measure significantly explained variance in many of the outcome variables. In this regard 

they were more usehl measures than the indirect value measures for this particular 

sample of respondents. The direct measure explained variance in meaningfulness of 

work, acceptance of change, exhaustion. cynicism. professional efficacy, communication, 

organizational cornmitment, and turnover intention. The complementary (skill) measure 

explained variance in meaningfulness of work, cynicism, professional efficacy. 

communication, organizational cornmitment, turnover intention, and physical symptoms. 

Because the indirect measures require more questionnaire items and more complex 

analysis, their inclusion in a s w e y  and subsequently in structural modeling is only truly 

w f u l  if they explain variance beyond that explained by the direct or complementary 

measures. The measure of individuals' valuing of contact compared to that of their 

subgroup (subgroup/individual contact) met this cnterion for meaningfulness of work and 

the overall cornparison of individuals with their subgroup for perception of organization's 

values (sum subgroup/organization) met this criterion for exhaustion and acceptance of 

change. 



The purpose of this study was twofold: to explore the issue of value congruence 

frorn a measurement and analytical perspective and to assess the role of value congnience 

in a mode1 incorporating meaningfulness of work, burnout, and change (Leiter & Harvie, 

1998). A nurnber of questions raised in the literature fonned the basis of the analytical 

exploration. Based on the results of simple correlations, scarterplots. and multiple 

regression? some questions c m  be answered direct!?. while others cannot. A summary is 

presented at this point to provide an overview and a depamire point for M e r  analysis. 

1. Supplementary congmence (based on values) does appear to provide different 

information than that provided by complementary congruence (on ski11 utilization and 

development). 

2. Indirect measures of congruency (e-g. asking respondents their perceptions of 

individual and organizationai values with the rcsearcher computing congruency) provided 

different information than a one-item mesure asking respondents directly how their 

values match those of the organization. 

3. Difference scores provided distinct information fiom that obtained by 

exarnining individual constnict differences or a composite score for congruence. 

4. For this sarnple of workers, cross-level cornparison, specifically the 

cornparison of individuals with their subgroups, provided the most information. 

5. Polynomial regression analysis was not exploreci in Iight of the lack of 

nonlinear trends or theoretical support with the variables in this study. Due to the limited 

number of significant correlations between the indirect variables and the outcome 

variables, few regression analyses were performed to assess the effect of order of 

variable entry. No d e f ~ t i v e  statement can be made whether regression analyses 



entering individual values separately fiom organizational values or regression analyses 

using difference scores is the better choice. 

Structural Eauation Mode1 ine, 

Congruence measures that significantiy predicted variance in the outcome 

variables were incorporated into a mode1 relating meaningfulness of work, exhaustion, 

cynicism, professional efficacy, communication. physical symptoms, and acceptance of 

change. The congruence variables included were the direct value measure, the 

cornplementary (ski11 use and development) measure. the measure of individuals' valuing 

of contact compared to that of their subgroup (subgroup/individual contact) and the 

overall comparison of individuals with their subgroup for perception of organization's 

values (sum subgrouplorganization). 

The mode1 in Figure 1 was used as the starting point for EQS structural equation 

model testing using the maximum likelihood (robust) procedure (Bentler, 1995). This 

model diffen from that of Leiter and HaMe (1 998) in that the organization in the present 

study was moving to a team-based approach to work and lacked the supervision and 

management components that were a part of the original model. As with Leiter & 

Harviels original study, this analysis used three indicators for each of the latent variables 

when possible. Three of the value measures had only one indicator each. Restricting the 

number of items to three for each variable reduces the complexity of the analysis but still 

provides sufficient indicators of each constnict The correlations among the eleven latent 

variables are displayed in Appendix E. ï h e  correlations for the diree-item burnout 

measures are comparable to the correlations among the full-scale burnout measures 

(Appendix D). 



Figure 1 

Realication Mode1 

Meaning 

Exhaustion + Profesional Efficacy 

Communication . -  Acceptance of 
Change 

The modeling process took place in several steps. To test the replicability of the 

rnodel in Figure 1 in the present study, the value congniency variables were not added to 

the model. Thus, ody seven variables were included in the first analysis: exhaustion, 

cynicism, professional efficacy, meaningfulness of work, physical symptoms, acceptance 

of change, and comm~cat ion .  Value variables were then considered in the model. 

Improvement among nested models was assesseci as described by Bentler and 

Bomea (1980). Three criteria are w d  as indication of improved fit: significant change 

in chi-square corresponding to the change in degrees of &dom ( X 2  of), improvement in 

the Bentler Non-Normed Fit Index, and improvement in the Comparative Fit Index. The 



Bentler Non-Normed Fit Index was used to provide better fit assessrnent for the relatively 

small smple in this study. 

A S tructurd Nul1 Model (with no paths among the latent variables) was compared 

to an Independence Model (with no specified relationships among the latent variables and 

no items loaded ont0 the latent variables). As indicated in Table 12, the improvement in 

fit with the Structural Nul1 Model supports assignrnent of items to their appropriate latent 

variables (Difference X2 (24) = 1885.05, p<.OOl). Although the Replicaiion Model 

improved the fit over the Stnichiral Nul1 Model (Difference X2  (10) = 346.3, ~ < . 0 0  1 ), the 

Bentler Non-Normed Fit Index of -8 1 and the Comparative Fit Index of .83 indicate a iess 

than acceptable fit between the mode1 and the data. 

Figure 2 

Reduced Model 

Communication Acceptance of 
.44 -we 



Three paths in the Replication Model were not significant: fiom meaningfùiness 

of work to exhaustion, fiom exhaustion to professional eficacy, and fiorn professional 

efficacy to acceptance of change. The nonsignificant &op in chi-square after removal of 

these paths (Table 12) is indicative of a more parsirnonious mode1 (Difference X' 0, = 

6.12 , n.s.). The Reduced Model (with the three non-replicated paths removed) is 

displayed in Figure 2. 

At this point, paths relating value congmency to the Reduced Model were 

explored. Because the constnicts under consideration had not been researched in relation 

to a burnout model, it was not possible to draw directly on past findings when deciding 

which paths to include. The Lagrange Multiplier test of the EQS analysis lists paths that 

would likely improve data-mode1 fit. Such paths were included in the model only if they 

were consistent with bumout theory or in keeping with potential hypotheses about the 

influence of value congruency, and supported by the results of earlier data exploration- 

For exarnple, the suggested path fiom cynicism to physical symptoms meets these 

criteria. 

Although not described in previous research. the path does make theoretical 

sense; it is reasonable that those who defensively disengage fiom their work would 

experience more anxiety, headaches, or sleeplessness. Likewise, while a path fiom skili 

utilization and development (complementary value masure) to communication wouid 

not make intuitive sense, a path fiom ski11 to meaningfulness of work wouid. A total of 

four paths suggested by the Lagrange Multiplier test results and meeting the above 

criteria were found to be significant when uicluded in the model: from ski11 utilization 



(complementary value congmency) to meaningfulness of work fiom meaningfuiness of 

work to communication, from direct value congruency to communication, and fkom 

cynicism to physical symptoms. 

Figure 3 

Revised Model 

ski11 use \8t 2 Subgmup/ Individual 
Contact 

Meaning 

Communication 

33  t 
Direct 

\ ' Physical Symptoms 

ial Efficacy 

Acceptance 
Change 

Sum 
StJbgroup 
Organiza tion 

On the basis of hdings of earlier analyses of the relationships among value and 

outcome variables and the general hypotheses, the Revised Model (Figure 3) also 



included two new paths: from the measure of individuais' vaiuing of contact compared to 

that of their subgroup (subgroup/individual contact) to meaningfulness of work and the 

overall cornparison of individuals with their subgroup on perception of organization's 

values (sum subgro up/organization) to acceptame of change. Al1 the paths inc luded were 

found to be significant (p 2.0). These six additional paths increased the goodness of fit 

of the Revised Model (Figure 3 )  to acceptable levels with a Bentler Non-Normed Fit 

Index of .90 and a Comparative Fit Index of .91 (Difference X2 (6)  = 188.08 , Q< .001). 

Confirmatory factor analysis for latent variables used in the mode1 is shown in 

Appendix F. Three of the value measures (direct, subgroup/individual contact, sum 

subgroup/organization) had only one indicator variable each and are not shown. 

Table 12 

Values Models: Goodness of Fit Indices 

Model - d f XI NNFI CF1 

Revised 3 14 536.47 .90 -9 1 

Reduced 320 724.55 .8 1 .83 

Replication 317 7 18.43 .8 1 .83 

Structural Nul1 327 1064.73 .67 -69 

Independence 35 1 2949.78 

Discussion 

The general hypotheses of relationships between the value measures and outcome 

variables were supported to varying degrees, with resuits fomiùig an interesthg pattern. 

No signifiant correlations were found between any of the indirect value congruence 

measures that were calculated and turnover intention or cornmitment to the organhtion. 



On the other hand, both the direct value congruence measure ("1 find rny values and the 

organization's values are very similar") and the complementary congruence measure 

(skill utilization and developrnent) had significant correlations uith both tumover 

intention and cornrnitrnent to the organization. This indicates that the direct and 

complementary measures may be tapping constructs similar to those in earlier research on 

values and organizational outcomes. It would seem reasonable to rxpect that incongmity 

arnong the value aspects assessed by the indirect measure would also be related to less 

comrnitment to the organization and greater intention to find work elsewhere. The lack of 

relationships noted for the indirect measures rnay indicate a less than optimum method of 

calculating the indirect measures or may indicate differences in the underlying consvucts 

k i n g  rneasured by the direct, complementary, and indirect variables. Turnover intention 

and cornmitment to the organization were the ody two outcome measures examuied in 

this study that had previous literature on which to base hypotheses. The remaining 

hypotheses were proposed on the basis of intuition. 

The pattern for these intuitive hypotheses was similar to that for the literature 

supported hypotheses. Only three significant correlations with outcome variables were 

found arnong the 23 indirect value variables: two with meaningfulness of work and one 

with acceptance of change. Al1 the correlations with outcome variables, except for hvo, 

were significant for the direct value measure and the complementary (skill) measure. 

Follow-up with these significant relationships through multiple regression analysis and 

struchiral equation modeling indicates that two of the indirect measures appear to provide 

more or different information than that provided by the direct and complementary 

measures. The measure of individuals' valuing of contact compared to that of their 



nibgroup (subgroup/individual contact) met this criterion for meaningfulness of work and 

the overail cornparison of individuals with their subgroup for perception of organization's 

values (sum subgroup/organization) met ihis criterion for acceptance of change. Although 

the paths fiom these indirect value c o n p e n c y  rneasures to components of the burnout 

and change model are not strong, they are significant and deserve further study with other 

populations. 

The mediating role of burnout in predicting acceptance of change was affirmed in 

this shidy. The importance of inter-relationships of components in the onginal model was 

corroborated. Those who experience their work to be meaningfid are more likely to report 

feelings of professional efficacy and less likely to experience cynicism. Through their 

confidence in organizational comrnunication they are also less likely to experience 

exhaustion. Those experiencing less exhaustion are more likely to perceive changes in the 

organization positively. Some paths in the original model were not significant for this 

sample of workers: fiom meaningfulness of work directly to exhaustion, from exhaustion 

to professional eficacy, and from professional efficacy to acceptance of change. The 

mediating role of bumout, however, remauied strong. One couid speculate that the nature 

of work performed could account for these modifications. The original model was 

developed with data from hospital stafT. Distinct levels of the burnout components have 

been descnbed in different occupations and countries (Maslach et al., 1996), but these do 

not provide information on the interaction of the components in a model. The majority of 

studies on bumout have used correlational data which do not pemit exarnining the effect 

of interactions among variables that is possible with model testing (Leiter & M e ,  

1996). Fwther, most of these studies have wncentrated on the exhaustion component of 



burnout (Maslach, 1993). The result is that we know relatively little about the way in 

which burnout progresses or what influences the process in different occupations and 

cultures. 

It would not be unreasonable to imagine that for diverse occupations or 

organizational cultures the links among the components in the model would Vary due to 

the manner in which b m o u t  develops and the implications of the components. Cynicisrn 

is viewed as a decrease in the quality of work relationships; lack of professional efficacy 

can be vieweâ as reduced quality of task performance. When exhaustion is prolonged or 

ovenvhelming, the quaiity of work relationships or the quality of task performance will 

diminish. In some cases, both will suffer. Ideally, one would like to maintain both 

relationship and task quality in spite of exhaustion, but this evenhially becomes 

impossible. Tolerance for cynicism and diminished professional efticacy rnay Vary with 

type of work. In some work it may be more acceptable to sacrifice the quality of the 

relationships when exhaustion becomes a significant problem in order to maintain a 

certain level of task quality. For other types of work, it may be unthidcable to sacrifice the 

quality of working relationships. In this case when exhaustion is overwhelming, task 

quality may be sacrificed to some extent. The pivotai role of bumout in connecting the 

meaningfulness of work that people do on a daily basis within the larger context of a 

changing organization makes this issue an important one. Until m e r  studies involving 

mode1 testing are undertaken, the nature of this role in various occupations and 

O rganizations remains specul ative. 

This study highlights the role of value congmity in a model predicting acceptance 

of change. Individuals who perceive the organization to be providing hem with work that 



ailows hem to use and to develop their skills find their work io be more meaningful. As 

well, the more similar the individual and organizational values were perceived to be by 

the individual. the greater the confidence in communication. The indirect measures 

identified bvo ways in which value incongruity was problematic. Fint, overall value 

incongruity compared with one's subgroup (as assessed by sum subgroup organization) 

was associated with less acceptance of change: the greater the overall difference between 

individuals and their subgroup on perceptions of organizational values, the worse their 

evaiuation of change. Second. the specific value of client contact had a distinct 

relationship with meaningfûlness of work. Those who valued client contact more than did 

members of their subgroup on average rated their work as less meaningM. This 

relationship suggests that valuing client contact c m  be problematic if that value is not 

widely shared arnong one's peen. It irnplies that a strong emphasis on a seemingly 

positive value (client contact) may aggravate a career crisis if that value nins contmy to 

the subgroup culture. 

The incorporation of various aspects of value congruence into the mode1 is 

interesting and provides some information on the relationships among the value variables 

as weli as outcome variables. It can be seen, however, that the issues of measurement and 

analysis have not been put to rest by this one relatively short study. In fact, more 

questions have been raised. In particular, the importance of basic research and the 

application of findings to the organizational setting require M e r  consideration. 

Understanding the meaning and influence of the various aspects of value congruence is 

relevant for both endeavours. The measures and analyses chosen should allow maximal 

use of the &ta for testing models and developing theory. Development of organizationd 



theory can, in the long term, provide guidelines for organizational development. The 

immediate needs of the organization taking part in the study deserve equal consideration. 

The measure should lead to practical recomrnendations that the organization can consider 

as they cope with current challenges. 

n e  number of items required to assess value congruence in the indirect marner 

which 1 have chosen creates a problem in survey length. Organizations wish to assess the 

multiple aspects of the workplace that can influence employee effectiveness. Surveys 

used for this purpose need to include items that assess ail important components but, at 

the same time, need to be sufficiently short to encourage completion by staff. The 

information available from any section of the survey must provide a unique and usable 

perspective on the organization. As a fint step in organizational intervention, survey 

development and implementation necessitates the production of an efficient, effective 

measurement tool. The twelve items required for the measure developed for this study 

need to eam their place in a cornprehensive survey. It is not clear from the resuits of this 

study whether or not the measure met this criterion. 

Not apparent from the results of this study is the fact that the organization 

involved found the information provided to them on value differences to be useful. In the 

report prepared for the organization, means were compared on each of the four constmcts 

for importance placed by individuals in the organization and their perceptions of the 

importance that organizational practices emphasized. The organizaùon is moving away 

rapidly from a well-established, bureaucratic (policy-oriented) and client-contact 

intensive structure to one that requires both efficiency (due to downsizing in the 

organization) and unique adapting of services to both intemal and extemai clients. The 



pattern of results provided by the indirect value constructs helped the organization to 

understand areas of resistance to change and to develop strategies to assist staff through 

the transition. A major objective of a collaborative, action research approach is to provide 

information that is truly useful to the organization. rather than primady usefbl to the 

researcher for theory development. The potential usefulness demonstrated by the rneasure 

to the organization under study indicates that M e r  exploration of indirect rneasurement 

of values is warranted. 

While a variety of calculation approaches described in the literature were used for 

this study, they were by no means exhaustive. It would be unwise to write offa 

measurernent tool as ineffectual when the analysis rather than the instrument was 

inadequate. Stronger relationships rnay exist among indirect value measures and outcome 

measures if analysis involves pitting the more peoplesriented values of work (adapting 

service to client needs and contact with senice recipients) against the more task- 

completion-oriented values (being efficient and following policy precisely). This would 

result in the loss of some information by moving the analysis fkom consideration of four 

distinct cornponents to two more generai aspects. If? however, strong and signifiant 

relationships were identified, organizations would still receive some guidance regarding 

the impact of change on staff perceptions of and emphasis on values, while pennitthg the 

development of a more complete model. 

The question is also raised whether the concepts of contact, eficiency, adapting 

service, and following policy may demonstrate stronger relationships in organizations 

providing other types of service. Are these values more central and potentially more 

influentid in the health care industq, for example? The rneasure developed in this study 



has k e n  incorporated into two subsequent siirveys in health care facilities. It will be 

interesting to explore value congruence assessrnent issues using data h m  the health care 

setting. One of the goals of this study was to develop a value congruency measure that 

was focused on one aspect of work (quality service provision). but, at the same tirne, was 

suficiently broad to allow generalization to a wide vax-iety of service-oriented 

organizations. While it could be argued that the concepts chosen may be part of any 

service industry, that does not ensure that components are seen by employees in a 

particular field as influentid values in their daily work lives. 

Deciding on the most eficacious rnanner of assessing value congruity is a 

challenging task: the shorter direct and complementary (skill utilization) provide specific 

but lirnited perspectives; the indirect approach is fraught with complexity in terms of 

items needed calculation issues, and interpretation difficulties. The challenge, however, 

is warranted in light of the importance of the topic. Uhile efficiency in the workplace is 

necessary in a globally cornpetitive environment, it is not suficient to assure 

sustainability of human effort or cornmitment. The level of energy and creativity required 

to establish an enduring and developing organization demands more than physical or 

even cognitive commitment from employees; emotional commitment is also critical. It is 

this latter component, the affective element, which cannot be purchased fiom staff., it 

mut  be earned and numired. It is the affective comportent, the sense of living one's 

values through work, that is most difficult to defuie and measure, and to maintain during 

organizational change. Technology will be developed to alleviate M e r  the physical 

demands of labour; training programs will abridge the cognitive expectations of work. 

What device or system will support affective cornmitment-a vital component that cannot 



be mechanized or cognitively trained? In this light. work values do matter. Consistency 

of values between individuals and the workplace may be the force that sustains both the 

people and the organization during the revolutionary transformation of work we are 

experiencing. Addressing the measwment issues and understanding the role of value 

congmency in the workplace will not be a simple task; it wi11 be an essential one. 
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Appendix A 

Item Mean, Standard Deviation, Skewness, and Kurtosis 
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Acceptance of Change 1 
Acceptance of Change 2 
Acceptance of Change 3 
Organizationai Cornmitment 1 
Organizational Comrnitment 2 
Organizational Cornmitment 3 
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Turnover intention 
Communication 1 
Communication 2 
Communication 3 
Exhaustion 1 
Exhaustion 2 
Exhaustion 3 
Exhaustion 4 
Exhaustion 5 
Cynicism 1 
Cynicism 2 
Cynicism 3 
Cynicism 4 
Cynicisrn 5 
Professional Efficacy 1 
Professional Efficacy 2 
Professional Efficacy 3 
Professional Efficacy 4 
Professional Efficacy 5 
Professional ~ f f i c a y  4.64- 1.38 - 1 .O8 -66 
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Appendix A (continued) 

Item Mean, Standard Deviation, Skewness, and Kurtosis 
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Appendix B 

Variable Mean, Standard Deviation, Ske-ness, and Kurtosis 
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Appendix C 

S pearman Correlations Wi th Indirect Value Congniency Measures 



Appendix D 

Speannan Correlations Among Non-Value Variables 
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6 Professional Eficacy (3 items) 
7 Communication 
8 Direct 
9 Skill Use 
10 Sum Subgroup/Organization 
1 1 Subgroup/Individual contact 

2 
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Confirmatory Factor Analysis for Latent Variables 
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