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CHAPTER 1
PERSON-ORGANIZATION FIT

Kristof (1996) defines person-organization fit as being “the mach between employees and the
organization they belong to, which takes place when: (a) at least one of the parties offers the other party the
satisfaction of one personal need; (b) they share similar basic characteristics or (c) both. P-O fit is a judgement
regarding the fit between a person and an organization and which is consistent with the approach which states
that not the real environment, but the perception of the existence o a similarity with that environment is
responsible for the attitudes towards work and future behaviours.

As far as the P-O fit construct is concerned, an important distinction is the one between complementary
and supplementary fit (Cable & Edwards, 2004; Van Vianen, 2000). Complementary fit exists when a person or
an organization offers elements that the other party needs. Supplementary fit exists when the individual and the
organization resemble from the point of view of the basic characteristics (Kristof, 1996; Muchinsky & Monahan,
1987). Most studies that focused on supplementary fit referred to the fit of values, since these are basic
characteristics both for the individual and for the organization. Another important difference is the one between
actual and perceived fit. Actual fit, often called objective fit, refers to the real similarity between the values of
an organization and of an individual, unlike the perceived one which points out the degree that an individual
believes to match an organization.

As far as the person-organization theories are concerned, Schneider (1987) puts forward within the
framework of the ASA Theory (Attraction - Selection - Attrition), one of the most solid theoretical
substantiations in the field, predictions according to which the employees who remain in the organization will
also manifest more favourable attitudes towards work, such as work satisfaction, commitment to the organization
and the intention to leave the organization. According to Schneider et al. (1997), the preferences of people for
certain organizations are based on an implicit estimation of the concordance between personal characteristics and
the attributes of the organizations considered potential employers. The author underlines the fact that subjective
perceptions related to fit, and not objective fit, are the ones that influence the decision of an employee to
continue to work for an organization. Therefore, subjective fit represents a more accurate description of
personal reality than objective fit (Chaplan, 1987). As it was also noticed in empirical research, subjective
fit is a more relevant predictor of the applicants and of the results of the recruiting process than objective
fit (Cable & Judge, 1997).

As means of P-O fit measurement, most researchers in the domain agree that perceived fit is defined
with the help of a direct measurement (Kristof, 1996). Kristof (2005) establishes the following terms, in order to
make a difference between different ways of measuring person-organization fit:

Perceived fit, when the person makes a direct evaluation of the fit between itself and the organization;
Subjective fit, when fit is indirectly measured comparing the measurement of the person and organization
variables, made by the same person;

Objective fit, when fit is indirectly calculated comparing the measurement of the person and organization
variables, as observed by different sources;

In the meta-analysis made by Arthur, Bell, Villado and Doverspike (2006), the authors used three of the

most frequent forms of fit, which overlap with the ones mentioned above, as follows:



Indirect - actual fit; evaluations of the target individual related to his own characteristics are compared to
evaluations or descriptions of the organization, having in mind the same dimensions, obtained from a different
source.

Indirect — perceived fit; evaluations of the target individual and of the organization using the same criteria or
characteristics, obtained from the same source, are compared.

Direct — perceived fit; the target individual or another evaluator is directly requested to evaluate the degree of fit
between the target individual and the organization.

At the level of the individual, the influences of the P-O fit on the attitude variables originate from the
assumption that a mach between an organization and the values of an individual, his interests, his convictions
and his needs, is linked to the aimed results. Generally, it is believed that P-O fit leads to positive results because
the needs of the individuals are satisfied and/or because the individuals work with other persons who have
similar characteristics (Kristof, 1996). Relevant evidence show that there are relationships between perceived P-
O fit and the attraction to an organization, socialization, satisfaction and commitment to an organization and the
leaving rate, as revealed in recent meta-analysis (Kristof-Brown, Zimmerman, & Johnson, 2005 and Verquer,
Beehr, & Wagner, 2003). Moreover, P-O fit is linked to evaluations from superiors, contextual performance and
career success (wage level and position) (Bretz & Judge, 1994), but also to civic behaviour (Cable & DeRue,
2002).

The meta-analysis made by Arthur, Bell, Villado and Doverspike (2006) shows that the relationship
between P-O fit and attitudes is stronger than the relationship between P-O fit and work satisfaction, and the

leaving rate has a relationship with fit similar to the one of attitudes.

CHAPTER II
WORK MOTIVATION

Work motivation, according to Pinder (1998), represents the set of energizing forces which have their
origin both inside and outside an individual, in order to initiate behaviours related to work and to determine its
shape, intensity and duration. Motivation can be approached in a wider sense, but it is more useful to focus on
goals, which are cognitive representations of certain desired states, which are at the same time the most
frequently studied motivational construct (Austin & Vancouver, 1996).

This paper reviews the main motivation theories which are divided in two groups — content theories
which mostly underline the needs of the individual — the physiological or psychological deficiencies that we need
to reduce or eliminate (Maslow’s hierarchy of needs theory, C. Alderfer’s ERG theory, McClelland’s acquired
needs theory, F. Herzberg’s two-factor theory) and process theories which focus on reasoning, on the cognitive
process that takes place in the mind of the individuals and which influences afterwards their behaviour (J. S.
Adams’s equity theory, V. Vroom’s expectancy theory, etc.)

Goals are fundamental for the human experience (Locke, 1997), conscious or not, they direct action.
The goal setting theory is considered to be dominant in the field, and Locke’s model (1997) has a significant
contribution to the understanding of the motivational process.

Locke’s goal model focuses on the goal setting. It is presumed that all consciously motivated behaviours
are oriented towards a goal, no matter if these behaviours are self-generated or assigned by others. Goals that

appear naturally come from the activation of the basic needs, personal values and self-efficiency perceptions (the
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latter being shaped by the means of experiences and the socialization process). Moreover, individuals establish or
accept goals as a response to external stimuli. The goals that individuals choose can vary regarding difficulty and
specificity, and these attributes, combined with the self-efficiency perceptions help determine: the direction of
behaviour, the amount of effort, the degree of persistence and the probability that individuals develop strategies
in order to achieve the goals. The latter represent the mechanisms throughout which the choice of goals and the
conviction regarding efficiency influence behaviour (Locke & Lathman, 1990, 2002). Further on, according to
the goal setting model, the performance that results from these efforts affects the experienced level of satisfaction
which, at its turn, together with commitment, may lead to other types of action, such as avoidance of work, of a
job position, deviation or adaptation. Within this causal chain which evolves from internal and external
determinant factors, to goals and, finally, to performance and satisfaction, Locke identified a set of moderating
conditions necessary for the goal achievement: feedback, attachment to the goal, abilities and task complexity.

Goal mechanisms

Goals affect performance by the means of four mechanisms. Firstly, goals have an indicatory function;
they direct the attention and the effort to activities relevant from the goal point of view and away from activities
irrelevant from the point of view of the goal. This effect takes place both cognitively and behaviourally.

Secondly, goals have an energizing role. High goals have as a result a greater effort in comparison to
low goals. This aspect was illustrated within the tasks which (a) imply direct physique effort, such as the
ergometer; (b) imply repeated performance in the case of certain simple cognitive tasks, such as addition; (c)
include measurements of the subjective effort; (d) include physiological indicators of effort.

Thirdly, objectives affect resistance. When participants are allowed to control the time they spend to
solve a task, difficult objectives prolong the effort. Nevertheless, there often exists a work exchange regarding
the duration and the intensity of the effort. Being confronted with a difficult goal, it is possible to work faster and
more intensely for a short period of time or to work slower and less intensely for a longer period of time. Locke
and Latham (1990) defined persistence as the effort maintained in time, typically measured as the time spent to
perform an activity or other equivalent measurements such as the number of attempts to solve a problem.

Fourthly, goals indirectly affect the reaction because they lead to the awakening, discovery and/or

usage of certain knowledge and strategies relevant for the task in question.



Needs

Goal moderators Commitment :
e Feedback to the Commitment
o Commitment organization towargls ' the
organization
- Goal l Performance and \
Values/ . - Gpal setting N mechan?sms and [P results Satisfaction/
Personality - Difficulty mechanisms that - Success —»
- Distinctiveness increase - Remuneration Dissatisfaction
% ) performance: +
- Direction A
- Effoﬁ Satisfaction/
- Persistence Dissatisfaction
- Strategies
A
Action
Avoidance of
- a job position
Reinforcements [~ Self-efficacy and of work
Protest
* Revenge
Defence

Figure 4. Motivation process (Locke, 1997)

Work motivation measurement

In the case of motivation measurement it is also necessary to infer the characteristics of the construct on
the basis of certain obvious associated indicators. We can speak about latent motivation (intention), but we can
draw inferences on the basis of certain obvious indicators, such as attention, effort and persistence. Therefore, the
problem of identifying the most adequate indicators for the motivation construct is raised, in this case, which
implies the settling of the construct validity of the respective measurements.

Table 1 comprises the six most common key dimensions for the measurement and evaluation of

motivation.



Table 1. The six most common dimensions which represent the starting point of most motivation
theories and key implications for the measurement and evaluation of motivation (source: Kanfer, Chen &
Pritchard, 2003).

Dimension Key implications | Implications analysis

on measurement

Attention Construct validity | The classic and modern
theory of tests; the
confirmatory factor

analysis, the answer theory

Effort Construct validity | The classic and modern
and relevance theory of tests; the
confirmatory factor

analysis, the answer theory

Persistence Invariation  and | Confirmatory factor
time variability analysis, repeated
measurement models,

development/

longitudinal models

Contextual Specification of | Random coefficients
the correct | models

measuring level

Several levels Specification  of | Random coefficients
the correct | models; agreement or

measuring level, | dispersion  to  sustain

aggregation aggregation (intraclass

correlations)
Process-oriented Development  of | Mediated models
measurements (structural modelling of

which are not | equations, general linear
distorted by the | model,  modelling  of

method itself random coefficients).

Classic motivation measurements

There are four major systems used to measure motivation and these are projective, objective, subjective
and implicit/explicit measurements.

Projective

Projective measurements are frequently used in the clinical domain and are constructed to measure

needs, reasons or personality, but rarely in order to point out states or processes.



Objective measurements

The definition of this type of measurements is that they don’t need human judgement in the data
collection process, the focus being on the settlement of the construct validity and determination of the adequacy
of this measurement in a given context. Some of these measurements include the number of attempts to build a
bridge (in the case of a creativity task), the heart and breathing frequency, the number of errors or successes,
measurements of the reaction time and of the processing speed. Regarding the advantages, these methods are
preferred by researchers due to the fact that distortions are less frequent, they offer numerical indicators which
are more valuated by the managers in the business world, data is easier to collect and, usually, they are accurate.
Despite the fact that they can be easily measured and that they are accurate, the main disadvantage is that the
validity of these measurements remains questionable, as well as the consideration of certain factors which can
even influence their accuracy, such as: low response rates in the case of automatic behaviours, the influence of
certain environment factors, such as the usage of dollars as a sales criterion, deficiency, in the case of the
announcement of a low rate of accidents in order to prevent negative effects.

Subjective measurements

The target construct represents the basis of these measurements, which is defined in accordance to
theory, and the researcher puts forward several items which are meant to cover the domain of the construct. As
an item can be interpreted in different ways, multiple items are used in order to represent the content of the
construct domain, which also helps increase the accuracy.

The disadvantage of the usage of these measurements is that either the correct questions haven’t been
asked or that questions that are correct enough haven’t been formulated. The proposed strategy is to put labels
and to define the construct as well as possible. The distortion given by the method can be reduced if different
types of methods are used (Ployhart, 2003).

Implicit measurements

The most common examples of such measurements include the reaction time, evaluations of the
processing speed, errors, and eyeball movements. The main characteristic of these implicit measurements is that
they are supposed to surprise mental operations that are produced outside consciousness. In the case of explicit
measurements, the answer is predominantly under the conscious control of the participant. Implicit
measurements are not preferred by organizational psychology researchers, and one of the justifications has a
practical nature and it refers to the fact that the usage of the computer in this measurement system is necessary.

As far as work motivation and values are concerned, personal values are considered to be more closely
linked to motivation (Parks & Guay, 2009). The authors define personal values as learned convictions which play
the role of guiding principles in relation to the way individuals should behave.

Therefore, values are evaluative and guide the judgements of individuals regarding the adequate
behaviour, both concerning their own behaviour and the behaviour of others.

Values are also general and more stable, being different from attitudes which generally are specifically
connected to a given event, person, behaviour or situation. Moreover, values are classified according to their
importance, so a person will behave in accordance to the most important value when two values are in conflict.

Although empirical research which links values to motivation is few, there are many theorists who
sustain that such a link should exist (Parks & Guay, 2009). Rokeach considered that values have an inherent

motivational component and has even described them as super-goals. Schwartz (1992) similarly describes the
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values as being basically motivational. Both theorists state that values represent the link between more general

motivational constructs, such as needs and more specific ones, such as goals.

CHAPTER III
P-O FIT AND ORGANIZATIONAL DEVELOPMENT
With respect to organizational interventions which focus on values, the same authors state that one can
depart from the premise that you can’t force people to change their value system, but you can help them see the
benefits of the change of their behaviour. Therefore, if the behavioural effects that result from the organizational
development practices help to obtain the balance between personal and organizational values, these will
consolidate the human values, even if we are not aware of this. With one eye on the mission of the organizational
development, the following questions must be taken into consideration by the organizational development
specialists:
e What impact do the organizational development practices have on people? What are the effects of
these practices?
e What impact will the organizational development practices have on the organization on a long term?
e How can the balance between individual needs and organizational needs be better established and
maintained?
Studying the relationship between organizational values and individual values, Posner & Schmidt
(1985) pointed out that the efforts to clarify and create a whole between personal values of the employees and

those of the organization have as effect significant advantages both for the employees and for their organizations.

Therefore: 1. Shared values are linked to feelings of personal success, 2. Shared values are linked to
ethical behaviour; 3. Shared values are linked to stress; 4. Shared values are linked to the objectives of the

organization.

O’Reilley & Caldwell (1985) studied the importance of the shared values on the objectives of the
organizations, investigating the effect of strong cultures versus weak cultures. The authors defined strong
cultures as being the ones where consensus and intensity of the key organizational norms exist (operative
values). In an organization with a strong culture, positive effects are found, such as: a high level of cohesion,
management credibility, pride, satisfaction, identification and motivation to work constantly, as well as a lower
level of intention to leave the organization. Regardless of the method of measurement, clarity, consensus and
intensity regarding the vision and the values of an organization produce significant effects for that particular
organization (Posner & Schmidt, 1985).

APPLIED STUDIES

According to Locke’s conceptual model (1997), the choice of the goal (its difficulty and specificity) is
influenced by the personality and the values of the individual, and the assumption which represents the starting
point of this paper regarding the analysis of the role that the person-organization fit has on work motivation is
that both the choice of the objectives and the optimization mechanisms (guidance, effort, persistence,

accomplishment strategies) are influenced by the fit between personal values and organizational values.
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STUDY 1

The construction of a questionnaire to measure work motivation mechanisms

Objective of the study

Due to the fact that we did not find in the literature a questionnaire which measures work motivation
mechanisms and which is in accordance with the purpose of our research, we decided to create such an
instrument, based on the subjective evaluation of the participants. The person-organization fit represents, under
the form of direct measurement, stronger relationships with other studied variables, fact that indicates the
importance of the self appreciation of the respondents regarding this concept. The evaluation questionnaire of the
work motivation mechanisms had as a starting point the definition of the variables within Locke’s model (1997),
using the experts method. The final form of the questionnaire is presented in Appendix 1, with the specification
that the in the version given to the participants the items were mixed up.

Respondents and procedure

A group of 4 human resources experts, on the basis of individual study, elaborated a list of behavioural
items that they discussed and agreed upon during a group discussion, having as a result 20 items.

The items refer to each one of the three motivation mechanisms (guidance, effort and persistence), as
they were defined in the goal setting theory. Before the proper elaboration of the items, the experts established
the basic elements that characterize the three mechanisms, as follows:

Guidance — orientation of the attention and effort to relevant activities from the point of view of the
objective.

Effort — allocation of energy resources to attain the objective, mainly evaluated by the means of the
intensity of the energy.

Persistence — duration of the effort allotted for the completion of a task.

Having in mind the fact that the choice of the objective, the difficulty and the specificity are moderators
of the effects of the objectives, according to Locke’s model, we introduced these variables in the research in
order to be able to control their effects. Therefore, the participants were given the following indication: “Think
about an objective you recently reached at work and having this experience in mind, answer the following
questionnaire.” Also, after completing the questionnaire, the subjects had to check off these characteristics of the

objective they had in mind, appreciating whether the objective was:
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Chosen (they wanted to reach it, even if they didn’t have to/the objective was not imposed) or imposed (they
wouldn’t have done it if it hadn’t been imposed);

Simple or difficult (if the reaching of the objective requires time resources, effort, collaboration with third parties
and authority limits at a level specified in the job description, then the objective is simple. If not, the objective is
difficult);

Global or specific (if at least four of the elements of a SMART objective can be identified, then the objective is
specific. If not, the objective is global).

Likert scale was chosen as means of answering, of evaluation of the degree of agreement with those
affirmations, with values from 1 to 7, where 1 means disagreement and 7 means strong agreement. A high score
obtained in the case of each scale indicates a high level of guidance, effort and persistence.

Further on, the initial form of the questionnaire (20 items) was applied to a group of 50 persons,
employees occupying managing and execution positions in several companies, who answered each question
according to their own opinion. The questionnaires were filled in by the participants in the paper-pencil version,
during the working hours, after they were explained the purpose, the correct method of filling in and only if
respondents agreed beforehand.

The following statistical processing was applied to the obtained data: the linear correlation coefficients
between the scores of the items and the total score obtained after the summing up of the scores of all items were
calculated and those items were chosen in the case of which the correlation coefficient was significant at the
value of 0.05.

14 items resulted, and in order to test the increase of efficiency of the three dimensions, we applied the
factor analysis exploring method on the items comprised by the final version of the questionnaire, and the matrix
obtained after the third rotation is presented in table 5. As it can be noticed from the observation of table 5, the
questionnaire items which measure work motivation mechanisms load on 3 factors, corresponding to the three

mechanisms.
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Table 5. The structure of the matrix for the scales of the motivation mechanisms

1 2 3
Gl .655
G2 .824
G3 .698
G4 .601 471
G5 .699 .440
El 137 413
E2 .690 336
E3 789
E4 733 337
ES 173
P1 776
P2 746
P3 .656
P4 .651

G — guidance, E — effort, P — persistence

The Alpha Cronbach internal consistency coefficient obtained for the guidance scale was 0.70, the one
obtained for the effort scale was 0.72 and the one for persistence was 0.67, which indicates a high accuracy of
the used scales. Except for the persistence scale (0=.67), coefficients with values that surpass the general
accepted limit of value of .70 were obtained in the case of the other scales.

We decided that both accuracy coefficients and the structure of the factor matrix indicate a high
accuracy of the questionnaire. The final version of the questionnaire comprises 14 items reflecting the 3 scales,
as follows: guidance (5 items), effort (5 items) and persistence (4 items).

Conclusions

Although there exist recommendations for the utilization of several types of measurements in order to
detect a latent construct, as it is in the case of work motivation, within this paper the focus is on the three
motivation mechanisms (guidance, persistence and effort), which can be considered observable indicators, and
that is an argument in favour of the decision to use the questionnaire method. It can be considered that the touch
of subjectivity that the usage of this method implies, as we are talking about opinions of respondents, does not
produce significant distortions of the results, especially as it enters in the wider framework of research, and the
elaboration methodology is one that respects the basic principles of questionnaire elaboration.

The compiled questionnaire that we will use in the case of this paper for the measurement of work
motivation had as a starting point the usage of the definition of the three motivation mechanisms, as they are also
expressed within Locke’s goal setting theory (1997).

Taking into account that we couldn’t determine the construct validity, using convergent validity (we did
not find these motivation dimensions to be used in a similar context), we used the exploratory factor analysis to
determine the presence of the three factors. The analysis of the Alpha Cronbach internal consistency coefficients

also indicated high accuracy of the scales used.
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A possible problem that was identified and counteracted by the means of the questionnaire filling in
indications refers to the fact that participants must answer the questionnaire items bearing in mind an “objective
recently accomplished at work”, which they have to choose. In this way, if they don’t respect the rule of
randomly choosing an objective (as specified in the instructions) a series of distortions may be introduced. We
consider that by the means of the data aggregation and the focus on the respecting of the filling in instructions,
the effects of these are not significant.

STUDY II

Investigation of the moderating role of the person-organization fit on work motivation

Objective of research

This study has as a starting point Locke’s motivation model (1997) and integrates the P-O fit concept
presented in Figure 61. According to the model, the choice of the goal (its difficulty and specificity) is influenced
by the personality and the values of the individual. Further on, we believe that the optimization mechanisms
(guidance, effort, persistence) are influenced by the fit between personal values and organizational values and we
expect this influence to be stronger when work objectives are chosen by the person.

Therefore, the aim of the study is to examine the moderating effect of person-organization fit on
motivation mechanisms, in two circumstances: chosen work goals and assigned goals.

On the basis of this objective, we formulated the following hypotheses:

H1: The level of the work motivation will be higher in the case when the employee perceives a higher
level of fit between personal values and organizational values, compared to the situation when the employee
perceives a low level of fit, under the conditions of the chosen goals.

H2. The intensity of the relationship between P-O fit and work motivation is higher in the case of direct
fit, in comparison to the indirect and actual perceived fit.

Research methodology

Participants

The study was carried out on a population sample of 265 employees within a private company, out of
which 148 males (56%) and 117 females (44%). The age of the participants varies between 24 and 61 years, 15%
having between 24 and 30 years, 40% between 31 and 40, 22% between 41 and 50 years and 23% between 51
and 61. The group is made up of managers and specialists (113 managers and 152 specialists), which come from
all the departments of the company: 106 persons work within the operations department, 53 work in sales, 56 in
logistics, 10 in marketing, 25 in financial, 6 in IT and 9 in human resources.

Further on, a brief description of the company where the study was carried out is presented. We are
talking about a multinational company, with tradition regarding the importance granted to organizational values,
set up in Romania immediately after the year 1989. The values of the company are those of the international
group and, even since the selection period, the individuals who applied for the jobs within the company were
questioned regarding individual values, from the perspective of the fit with the values of the organization.

Instruments

For the measuring of the person-organization fit two measurements were used, according to the types
of fit.

Direct fit was measured by the means of one item “Appreciate to what extent you consider that your

values and the values of the organization you work in are compatible.”
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As a final measurement of direct fit, the difference between the group average and the individual
reported average was used. The usage of this measurement is in accordance with previous studies regarding fit,
as also shown in the meta-analyses we referred to in this paper. Indirect fit was measured by the means of a
questionnaire developed within this study, which investigates to what extent a series of behavioural affirmations,
regarding the values of the organization, “are important” for the organization and “are important” for the
participants; in the case of actual indirect fit, the answers of the employee regarding importance for himself are
compared with evaluations of the importance for the organization, obtained from the direct supervisor, and in the
case of perceived indirect fit, the answers of the employee regarding importance for himself are compared with
evaluations of the importance for the organization, obtained from the employee himself. These instruments were
chosen on the basis of their frequent usage, these being the most used in the case of fit measurement (Arthur,
Bell, Villando & Doverspike, 2006).

The questionnaire of P-O fit measurement comprised a list of 22 behavioural affirmations regarding the
basic values of the organization where the study was carried out (Appendix 2). For the elaboration of the
questionnaire, four group meetings took place and the principles of the SEAC method were used. A scale from 1
to 4 was used for the evaluation of the importance of the values for the employee, where 1 means “not
important” and 4 means “very important”.

The work motivation mechanisms were measured with the help of a questionnaire elaborated within
this research, using the experts’ method. The elaboration methodology of the questionnaire is presented in study
1.

Procedure

The participants to the study filled in the two questionnaires in the pencil-paper version, during the
working hours.

Results

The descriptive statistics (averages, standard deviations) and correlations between investigated
variables are presented in Table 6.

The analysis of the averages on the motivation mechanisms indicate a value over the average, with the
highest scores registered in the case of guidance (5.32) and the lowest in the case of effort (4.51). The averages
obtained in the case of compatibilities reflect values between .57 (direct fit) and .69 (indirect perceived fit).
Compared to the scale average (in four points) and to the calculation method (of the difference), these values
indicate a high fit between individual values and the organizational ones, in the case of the studied population
sample.

The study of the correlation coefficients indicates a high association between variables, both in the case
of motivation mechanisms and in the case of fit. The analysis of the correlations between the three types of fit
and the elements of work motivation reveal a similar pattern. Therefore, the highest values of the correlation
coefficients, significant at the limit value of .01 were registered for the direct perceived P-O fit: .25 in the case of
effort, .22 in the case of guidance and .21 in the case of persistence. In the case of indirect perceived fit, lower
and more varied values of the correlation coefficients were registered. The highest value, .20, significant at the
limit value of .01 was recorded in the case of persistence, while in the case of guidance the obtained correlation

coefficient is insignificant.
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Table 6. Descriptive indicators and intercorrelations between the variables comprised in the study

1 2 3 4 5 6
1.Direct P-O fit
2.Perceived indirect P-O fit .87
3.Actual indirect P-O fit .88 90
4.Guidance -32 =32 -29
5.Effort -33 =30 -26 12
6.Persistence -39 -.38 -.32 712 .68
Average .57 .69 .63 5.32 4.51 5.04
Standard deviation .28 31 .30 1.30 1.29 1.28

Testing of the moderating effect of person-organization fit on motivation mechanisms

The moderating effect was tested by the means of hierarchical regression in the case of three dependent
variables: guidance, effort and persistence. During the first stage of the regression we introduced the result
obtained in the case of the characteristics of the work goal, according to Locke’s model (1997) (chosen versus
assigned, difficult versus simple, specific versus global), in the second stage, besides these, fit was added, and in
the third stage, besides the first two independent variables we also introduced interaction between the
characteristic chosen versus assigned and fit.

The results obtained after the regression analyses are presented in Table 6.1, 6.2, 6.3, for the three types

of fit.
Table 6.1. Hierarchical regression — direct fit analysis

Dependent Stage Predictors AR2 F

variable R2 dft  df2  sch. p

Guidance 1 Chosen, difficult, specific .20 .20 3 219 18.74 .00
2 Direct fit .30 .10 1 218 32.18 .00
3 Chosen/assigned X Direct fit .33 .02 1 217 848 .004

Effort 1 Chosen, difficult, specific 15 15 3 220 13.52 .00
2 Direct fit 26 .10 1 219 3240 .00
3 Chosen/assigned X Direct fit 27 .00 1 218 224 135

Persistence 1 Chosen, difficult, specific 21 21 3 220 20.48 .00
2 Direct fit 37 15 1 219 5441 .00
3 Chosen/assigned X Direct fit .40 .03 1 218  12.38  .001

In the case of direct fit, the results of the regression analysis show that in the case of guidance, both the
characteristics of the goals, direct fit and interaction have significant individual contributions to the explanation
of the level of the motivation mechanisms. The characteristics of the objective explain 20% of the guidance
variance (F(3,219 = 18.74 p<.001, direct fit adds an explicative plus of 10% (F(1,218) = 32.18, p<.001), and the
interaction of the two variables explains 33% of the guidance variance (F(1,217) = 8,48, p<.01). In the case of
effort, the characteristics of the goal explain 15% of the effort variance (F(3,220 = 13,52 p<.001), direct fit adds
an explicative plus of 11% (F(1,219) = 32.40, p<.001), and the interaction between the two variables explains
27% of the effort variance (F(1,218) =2,24, p>.0.5). In the case of persistence, the characteristics of the goal
explain 21% of the persistence variance (F(3,220 = 20.48 p<.001), direct fit adds an explicative plus of 17%
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(F(1,219) = 54.41, p<.001), and the interaction between the two variables explains 40% of the persistence
variance (F(1,218) = 12,38, p<.001).

By virtue of these results we can observe a stronger contribution of the interaction between direct fit and
the choice of goals to the explanation of the motivation mechanisms variance. The obtained results support H1
hypothesis, in the case of direct fit.

Table 6.2. The hierarchical regression — indirect perceived fit analysis

Dependent  Stage  Predictors AR F

Variable R2 2 dft  df2 sch. p

Guidance 1 Chosen, difficult, specific 20 .20 3 218 18.73 .00
2 Indirect perceived fit 30 .09 1 217 29.40 .00
3 Chosen/assigned X indirect perceived fit 31 .01 1 216 4.05 .045

Effort 1 Chosen, difficult, specific A5 1S 3 219 13.51 .00
2 Indirect perceived fit 23 .07 1 218 21.92 .00
3 Chosen/assigned X Indirect perceived fit 23 .00 1 217 92 338

Persistence 1 Chosen, difficult, specific 21 21 3 219 20.22 .00
2 Indirect perceived fit 33 12 1 218 39.79 .00
3 Chosen/assigned X Indirect perceived fit 36 .02 1 217 9.01 .003

In the case of indirect perceived fit, the results of the regression analysis show that in the case of
guidance, both the characteristics of the objectives and the indirect perceived fit and interaction have significant
individual contributions to the explanation of the motivation mechanisms level. The characteristics of the goal
explain 20% of the guidance variance (F(3,218 =18.73 p<.001), indirect perceived fit adds an explicative plus of
10% (F(1,217) =29.40, p<.001), and the interaction between the two variables explains 31% of the guidance
variance (F(1,216) = 4.05, p<.05). In the case of effort, the characteristics of the goal explain 15% of the effort
variance (F(3,219 = 13,51 p<.001), indirect perceived fit adds an explicative plus of 8% (F(1,218) = 21.92
p<.001), and the interaction between the two variables also explains 23% of the effort variance (F(1,217) =.92,
p>.0.5). In the case of persistence, the characteristics of the goal explain 21% of the persistence variance
(F(3,219 = 20.22 p<.001), indirect perceived fit adds an explicative plus of 12% (F(1,218) = 33.79, p<.001), and
the interaction between the two variables explains 36% of the persistence variance (F(1,217) =9.01, p<.01).

By virtue of these results we can observe a stronger contribution of the interaction between indirect
perceived fit and the choice of goals to the explanation of the motivation mechanisms variance. The obtained
results support H1 hypothesis, in the case of indirect perceived fit. In the case of effort, the interaction between
fit and the choice of the goal does not bring an explicative plus in comparison to fit, which supports the direct

effect of fit on motivation mechanisms. We can say that, in this case, hypothesis H1 is not confirmed.
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Table 6.3. The hierarchical regression — indirect actual fit analysis

Dependent Stag  Predictors AR2 F
Variable e R2 df df2 sch. p
1

Guidance 1 Chosen, difficult, specific 20 .20 3 218 18.73 .00
2 Indirect actual fit 31 .11 1 217 35.25 .00
3 Chosen/assigned X Indirect actual fit 32 .01 1 216 4.25 .04

Effort 1 Chosen, difficult, specific A5 1S 3 219 13.15 .00
2 Indirect actual fit 25 .09 1 218 27.75 .00
3 Chosen/assigned X Indirect actual fit 25 .003 1 217 .87 34

Persistence 1 Chosen, difficult, specific 21 21 3 219 20.22 .00
2 Indirect actual fit 36 .15 1 218 51.84 .00
3 Chosen/assigned X Indirect actual fit 39 .02 1 217 8.88 .03

In the case of indirect actual fit, the results of the regression analysis show that in the case of guidance,
both the characteristics of the objectives and the indirect actual fit and interaction have significant individual
contributions to the explanation of the motivation mechanisms level. The characteristics of the goal explain 20%
of the guidance variance (F(3,218 =18.73 p<.001), indirect actual fit adds an explicative plus of 11% (F(1,217)
=35.25, p<.001), and the interaction between the two variables explains 32% of the guidance variance (F(1,216)
=4.25, p<.05). In the case of effort, the characteristics of the goal explain 15% of the effort variance (F(3,219 =
13,15 p<.001), indirect actual fit adds an explicative plus of 10% (F(1,218) = 27.75 p<.001), and the interaction
between the two variables explains 25% of the effort variance (F(1,217) =.87, p>.0.5). In the case of persistence,
the characteristics of the goal explain 21% of the persistence variance (F(3,219 = 20.22 p<.001), indirect actual
fit adds an explicative plus of 15% (F(1,218) = 51,84, p<.001), and the interaction between the two variables
explains 39% of the persistence variance (F(1,217) = 8.88, p<.05).

By virtue of these results we can observe a stronger contribution of the interaction between direct fit and
the choice of goals to the explanation of the motivation mechanisms variance. The obtained results support H1
hypothesis, in the case of indirect actual fit. In the case of effort, a pattern of results similar to the one recorded in
the case of indirect perceived fit was obtained. We can say that in the case of this mechanism hypothesis H1 is
not confirmed.

The analysis of the results also reveals that the highest values of R2 were recorded in the case of
indirect fit, fact which confirms hypothesis H2.

Discussions and implications

The idea of the influence that P-O fit has on attitudinal variables has as a starting point the assumption
according to which a fit between an organization and the values of an individual, interests, convictions and needs
is linked to the aimed results. The persons who remain within the organization assert a high level of fit with the
organization and they are expected to also assert more favourable attitudes towards work. Attitudinal variables,
such as work satisfaction, commitment to the organization and the intention to leave the organization were
among the most frequently used criterion variables in the studies regarding P-O fit (Verquer et al., 2003).

Moreover, P-O fit is also connected to behavioural variables such as work performance, evaluations made by
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superiors, contextual performance and career success, but also to civic behaviour. We did not find studies which
tackle the effects on work motivation (Kristof et. al., 2005).

The obtained results show the moderating effect of P-O fit on work motivation, the set hypothesis being
confirmed, except for the case of indirect fit (actual and perceived) in the case of effort. A possible explanation is
the fact that employees tend to have a low preference for goals and tasks which suppose a greater effort.

The hypothesis according to which higher scores of the effect were registered in the case of direct fit
was demonstrated.

As we didn’t find data in the literature to compare the results we obtained, we will refer to the criterion
variables comprised in a series of meta-analysis, which sustain the conclusion that the size of the effect was
larger when the direct-perceived measure of fit was used.

Reviewing the results obtained in the case of other criterion variables, the meta-analysis of Arthur et al.
(2006) shows that validities relative to the criterion of the P-O fit were .15, .24 and .31 in the case of work
performance, leaving rate and work attitudes. The size of the effect has the highest value in the case of work
attitudes and the lowest value in the case of work performance. The size of the effect also had a higher value in
the case of the leaving rate and when the direct-perceived measure of fit was used (.21, in the case of direct fit,
.16 in the case of indirect-perceived and .12 in the case of indirect-actual). A similar pattern of results is also
shown in this meta-analytic study regarding the relationship between P-O fit and attitudinal criteria, respectively
.62 in the case of direct-perceived fit, .45 in the case of indirect-perceived fit and .26 in the case of indirect-actual
fit.

In another meta-analysis, Verquer et al. (2003) refer to the same types of fit, naming them objective,
perceived and subjective fit, and the results show that the relationship between P-O fit and work attitudes is
stronger when measures specific to the direct-perceived fit are used. A possible explanation is the reflecting of a
common source of distortion, as long as both types of data related to P-O fit and attitudes are obtained from the
same source, situation which differs from the one where the criterion variables are behaviours (such as, for
example, work performance), which are usually obtained from another source.

Conclusions

This study intended to investigate the moderating role of P-O fit on work motivation. The assumption
which represented our starting point is that the persons whose work-related values are compatible with the ones
of their work environment are more motivated than the ones in the case of who the fit is more reduced, partially
due to the fact that the environment offers rewards valorised by the person (Bretz & Judge, 1994).

In the demarche to demonstrate the formulated hypotheses, the results obtained support the moderation
effect in the case of the three types of fit and of the three work motivation mechanisms, two exceptions were
encountered, in the case of indirect fit (perceived and actual) regarding effort.

Taking into account the fact that there are no previous studies to allow us to compare these results with,
it can be concluded that the results can be registered next to the ones obtained in other studies that investigated
the effects of P-O fit on attitudinal and behavioural variables and that further research is needed. Furthermore, in
the context where companies are more and more interested to attract and retain the most appropriate employees,
who sustain performance, P-O fit is in the attention of researchers and practitioners, as individuals who want to
enter an organization will chose those organizations in the case of which they perceive a high fit at the level of

values, and the employees who remain in an organization will assert a high degree of fit with it, will have more
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favourable attitudes towards work (work satisfaction, commitment to the organization) and will be more
motivated.

In respect of the processes which help facilitate fit, which furnish managerial intervention techniques,
most of the authors continue to rely on ASA theory to explain how fit is generated in organizations. A series of
studies which tackle fit as a result are those which examine the way socialization practices influence further
levels of fit (Cable & Parsons, 2001). However, a theory which explains how individual actions and
organizational practices, from during and immediately after the entrance in an organization, influence the levels
of perceived and actual fit is not available. Without such a theory to explain the process, it is difficult to make
predictions regarding the moment when individuals will start to resemble more to their colleagues and their
organization, regarding the moment when the job positions will change to reflect the characteristics of
individuals, when cognitive distortion will be used to change perceived fit, but not actual fit, or when the
departure from the organization will be the main mean to reach a higher level of fit (Kristof et al., 2005).

STUDY I

III.1. Investigation of the impact of person-organization fit on work motivation (longitudinal
study)

Objective of research

The observation of the relationship between the variables: P-O fit (indirect perceived, indirect actual
and direct perceived) and motivation mechanisms in two situations — before and after the introduction of an
organizational values implementation program.

By virtue of the objective of the study we formulated the following hypothesis:

HI1: The level of work motivation will be higher in the case of the perception of a higher level of fit
between individual values and organizational values, compared to the situation of the perception of a lower level
of fit, under the circumstances where a program of organizational development was implemented in the

organization, regarding the transposition of the organizational values in the human resources procedure.

Research methodology

Participants

Study 3 was carried out on a population sample of 222 employees from a private company, out of which
121 males (55%) and 101 females (45%). The age of the participants varies between 24 and 58 years, 10%
having between 24 and 30 years, 47% between 31 and 40, 22% between 41 and 50 years and 21% between 51
and 68. The group is made up of managers and specialists (78 managers and 150 specialists), which come from
all the departments of the company: 97 persons work within the production department, 47 work in sales, 42 in
logistics, 10 in marketing, 17 in financial, 3 in IT and 6 in human resources.

Instruments

For the investigation of fit (direct, indirect-actual and indirect perceived) the same measurements were
used as in study 2.

Therefore, for the measuring of the person-organization fit two measurements were used, according to
the fit types. Direct fit was measured by the means of one single item “Appreciate to what extent you consider
that your values and the values of the organization you work in are compatible.” As a final measuring of direct

fit, the difference between the average of the group and the reported individual average was used. Indirect fit

21



was measured by the means of a questionnaire developed within this study, which investigates the extent to
which a series of behavioural affirmations related to the values of the organization, “are important” for the
organization and “are important” for the participants themselves; in the case of indirect actual fit, the answers of
the employee regarding the importance for himself are compared with evaluations of the importance for the
organization, obtained from the direct superior, and in the case of indirect perceived fit, the answers of the
employee regarding the importance for himself are compared with evaluations of the importance for the
organization, obtained from the employee himself. These instruments were chosen according to their frequent
utilisation, as they are the most frequently used in the case of fit measurement (Arthur, Bell, Villando &
Doverspike, 2006).

The P-O fit measurement questionnaire comprised a list of 22 behavioural affirmations related to the
basic values of the organization where the study was carried out (Appendix 2). For the elaboration of the
questionnaire four group meetings took place and the principles of the SEAC method were used. A scale from 1
to 4 was used for the evaluation of the importance of the values for the employee, where 1 means “not
important” and 4 means “very important”.

For the investigation of the work motivation mechanisms, as well as of the characteristics of the
objective (chosen vs. assigned, difficult vs. simple, global vs. specific), the questionnaire elaborated within study
1 was used.

The evaluation questionnaire of work motivation mechanisms was elaborated starting from the
definition of the variables within Locke’s model (1997), using the experts’ method. The final version of the
questionnaire is presented in Appendix 1, with the specification that in the version given to the participants, the
items were mixed up.

The items refer to each one of the three motivation mechanisms (guidance, effort and persistence), as
they were defined in the goal setting theory. Considering that the choice of the goal, difficulty and specificity are
moderators of the effects of the objectives, according to Locke’s model, the participants were given the following
instruction: “Think about an objective you recently reached at work and having this experience in mind, answer
the following questionnaire.”, and after completing the questionnaire, the subjects had to check off these three
characteristics of the objective they had in mind, appreciating whether the objective was:

Chosen (they wanted to reach it, even if they didn’t have to/the objective was not imposed) or imposed (they
wouldn’t have done it if it hadn’t been imposed);

Simple or difficult (if the reaching of the objective requires time resources, effort, collaboration with third parties
and authority limits at a level specified in the job description, then the objective is simple. If not, the objective is
difficult);

Global or specific (if at least four of the elements of a SMART objective can be identified, then the objective is
specific. If not, the objective is global).

Likert scale was chosen as means of answering, of evaluation of the degree of agreement with those
affirmations, with values from 1 to 7, where 1 means disagreement and 7 means strong agreement. A high score
obtained in the case of each scale indicates a high level of guidance, effort and persistence.

Procedure and organizational context

The study was carried out in a private company that recently introduced values and is preoccupied by

their implementation. The participants answered the two questionnaires (fit and motivation) in two different
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moments: moment t0 and moment t1, the period of time between these two moments being of one year and six
months, period when a program of organizational development was implemented in the company, program
which had as an objective the awareness of the organizational values. Sections of this program are presented at
the end of the study.

We chose a private sector company which is part of a multinational group and which focuses on
organizational values; the company recently implemented its values in the division within our country in order to
point out a good practice regarding the characteristics of such a process, in all its stages. The company was
assisted during this process by the parent company and by a consultancy company regarding human resources
management. Therefore, values were settled at the level of the entire group, the target company being part of this
group, and the organizational development process aiming at the transposition of the company values in the
human resources practices and procedures was organised in three phases: planning, implementation and
consolidation.

More details about the target company, its activity and human resources practices, as well as a detailed
presentation of the implementation stages are comprised in study 3, applied project subchapter.

STUDY II1.2 — Sections of the applied program

The aim of this applied program is to prepare and implement a project that is aimed to introduce
organizational values at the level of the main human resources processes within an organization. Moreover,
we want to point out the differences recorded at the level of the pattern of the relationship between P-O fit and
work motivation, before the implementation and one year and six months after the introduction of this
program.

I11.2.1. The phases of the organizational development program

The applied study we will refer to as being a project of “organizational development” was approached
as an “organizational change”, so we will point out the phases of this project, then we will present the detailed
actions within the change implementation phase, focusing on the modification suggestions regarding the human
resources procedures, in the sense of the promotion of the company values. The content of this subchapter is

summarized in table no. 7, in order to facilitate its reading.
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Table no. 7. The phases of the organizational development project

Organizational Interventions/Detailed actions
development program

stage

Change preparation - Measuring of the perception of employees regarding the existence
of a fit between individual values and organizational values (study IlI, research
section)

Change implementation - An analysis of the human resources procedure (recruitment and
selection, performance management and development management, induction
process), structured according to the key declared values of the organization:
devotion, honesty and responsibility, dynamism.

- Formulation of suggestions regarding the addition of these
procedures in the sense of the transposing of the organizational values in
practices and behaviours

- Application of these suggestions in the human resources procedures
and afterwards in practice

Change evaluation - Measuring of the pattern of the relationships between P-O fit and
work motivation, after one year and six months from the implementation of the

action plan (study III, research section)

Change preparation

The problems which indicated the necessity of the change derive from the necessity to align the human
resources policies and practices within the company to the values declared and recently communicated by the
means of different communication channels within the company.

For the definition of the coverage of the organizational development project we used Leavitt’s concept
(Leavitt’s diamond), which offers us a useful form of analytical approach of this problem. This concept (Leavitt,
1964), suggests that there are mutual connections between the structures, systems, work tasks and the individuals
within an organization.

The manager of the company decided that the change was necessary and appropriate, but the moment of
the application and the change possibilities depend on the way we will approach the forces that oppose the
change.

To underline both the forces that impose the change and the forces that oppose the change, we used the
force field analysis method (Levin, 1951).

We used a force field analysis diagram to identify the means of promotion of change, the modalities that
can modify the balance of forces in favour of change. A way of modifying the balance of forces is to reduce the
forces that oppose the change by motivating the personnel, by maintaining communication transparent, by
organising certain formal or informal events to permit socialization between employees, by organising some
training sessions with managers where they are explained the necessity of the objective to align the human
resources practices and procedures to the values of the company, including the importance of maintaining
consistence between the values of the company and the behaviour of managers.

In this phase we measured the perception of employees regarding the existence of fit between individual

and organizational values, as well as the pattern of relationships between P-O fit and work motivation, applying
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the two questionnaires in moment t0, respectively before the implementation of the organizational development
program.
Change implementation

The goal of this project is to ensure the transposition of the company values in the human resources
practices and procedures. A planning was created regarding the commitment degree of the main persons and
groups affected by change, from the point of view of four levels of assumed commitment: non-committed
(opponents); neutrality; help; action.

Change evaluation

The following activities were used to monitor and evaluate the change process:

Meetings with the human resources director, middle and line management, human resources specialists within
the company, where the stage of the project implementation, the problems encountered and the means to overrun
these problems were discussed.

Employees were asked their opinion regarding the evaluation of change — of the visible effects and of the degree
of satisfaction after the changes that took place;

In this phase we measured the pattern of relationships between P-O fit and work motivation, one year
and six months after the implementation of the action plan, by reapplying the two questionnaires (of fit and
motivation mechanisms measuring) in the moment t1.

1I1.2.2. CHANGE IMPLEMENTATION - sections of the action plan which aim at the
transposing of the WWW key organizational values in the main human resources processes

The actions undertaken in the change implementation phase aimed to:

e analyse the human resources procedures (recruitment and selection, performance management and
development management, induction process), structured according to the key declared values of the
organization: devotion, honesty and responsibility, dynamism.

e formulate suggestions regarding the addition of these procedures in the sense of the transposing of the
organizational values in practices and behaviours;

e apply these suggestions in procedures and afterwards in practice.

Results

Descriptive statistics (averages, standard deviations) and correlations between the investigated variables
are presented in Table 8 — the ones recorded before and after the implementation of the organizational
development program

Table 8. Descriptive indicators and inter correlations between the variables included in the study,

before and after the introduction of the organizational development program

1 2 3 4 5 6
1.Direct P-O fit
2.Perceived indirect P-O fit .88 .86
3.Actual indirect P-O fit 75 .87 77 .89
4.Guidance -23 -32  -24 -34 -22 -30
5.Effort -21 -33  -23 -31 -16 -27 .53 .70
6.Persistence -27 -40  -30 -41 -23 -34 .68 .78 .59 .69
Average .59 .56 .70 .66 .67 .61 525 544 456 462 5.02 5.10
Standard deviation .29 .30 .30 .31 29 .27 1.18 1.15 1.22 1.21 1.20 1.23
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The analysis of the motivation mechanisms averages indicates a value above par, the highest recorded
scores obtained in the case of guidance, 5.25 in t0, respectively 5.44 in t1, and the lowest scores in case of effort,
4.56 int0 and 4.62 in t1.

In t0, the averages obtained in the case of compatibilities reflect values between .59 (direct fit) and .70
(indirect perceived fit), while in t1 the values recorded are slightly lower, indicating a higher fit, as follows: 0.56
(direct fit, 0.61 (indirect perceived fit) and 0.66 (indirect actual fit).

Compared to the scale average (in four points) and to the calculation method (of the difference), these
values, recorded both in t0 and in t1, indicate a good fit between individual values and organizational values, in
the case of the observed sample population.

The study of the correlation coefficients indicates a high association between variables, both in the case
of fit and in the case of the motivation mechanisms.

In the case of fit, in t0, the highest values of the correlation coefficients were obtained in the case of
direct and indirect perceived fit (r=.88), slightly lover values were obtained in the case of direct and indirect
actual fit (r=.75) and in the case of indirect actual and indirect perceived (r=.77). In tl, the correlation
coefficients obtained in case of all types of fit had higher values, between .86 and .89.

In the case of motivation mechanisms, in t0, the correlation coefficients obtained are significant at the
limit value of .01 and registered values between .53 and .68, the lowest value being obtained in the case of
guidance and effort and the highest between guidance and persistence. In tl, the values of the correlation
coefficients registered values between .69 and .78, the highest value being the one between guidance and
persistence, significant at the limit value of .01.

With respect to the study of the inter-variable correlation coefficients, in t0, the highest values of the
correlation coefficients, significant at the limit value of .01, were obtained in the case of direct perceived P-O fit:
.27 in the case of persistence, .23 in the case of guidance and .21 in the case of effort. In t1, the values obtained
in the case of inter-variable correlation coefficient are significant at the limit value of .01 and have higher values,
as follows: .40 in the case of persistence, .33 in the case of effort and .32 in the case of guidance. Taking into
account the fact that the differences between the correlation coefficients obtained in the case of guidance and
effort are very low, we may say that the pattern of the registered values is also maintained, the highest ones being
obtained in the case of persistence.

By observing the figures in table 8 (on the basis of present descriptive values) you can notice the lack of
differences before and after implementing the program, regarding the P-O compatibility grade and motivation
level for work and you can also see modifications in the intensity of the correlation between the P-O
compatibility and motivation in work, in the expected direction, existing a more intense correlation between the
two variables, no matter the way of the conceptualization of P-O compatibility, after implementing the program.

For the testing of the hypothesis formulated within study 3, we applied test t in the case of pair samples,
for compatibility and motivation and also the determination coefficient r2 for the determination of the size of the
difference between the averages obtained in t1 and the ones obtained in t0 (Sava 2004).

The results obtained after applying test t in the case of pair samples for compatibility are presented in

table 9.
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Table 9. The results for test t in case of pair samples, compatibility, t0 and t1.

Direct compatibility

Difference t Df Sig.(2-
between tailed)
averages

Pair Direct .03 2,8 222 ,002

compatibility T0-

1 Direct

compatibility T1

Indirect perceived compatibility

Difference t Df Sig.(2-
between tailed)
averages

Pair Indirect .04 34 222 ,00

perceived compatibility
TO-
1 Indirect perceived

compatibility T1

Actual indirect compatibility

Difference t Df Sig.(2-
between tailed)
averages

Pair Actual indirect .06 2,1 222 ,015

compatibility T0-

1 Actual indirect

compatibility T1

t (222) = 2,8, p<0,01 for direct compatibility, t (222) = 3,4, p<0,01 for indirect perceived compatibility
and t (222) = 2,1, p<0,05 for actual indirect compatibility

According to Sava (Sava, 2004), we divided the obtained significant limit value to two, so test t is
statistically significant (p<.05) for all three compatibility categories. This way we can confirm that the
compatibility value is bigger at tl comparative to t0 for direct compatibility, indirect perceived and actual
indirect compatibility.

The results obtained after applying test t for pair samples for motivation are given in table 10.

Table 10. The results of the test t in the case of pair samples, motivation, t0 and t1.

Guidance
Difference t Df Sig.(2-
between tailed)
averages
Pair Guidance TO0- -.18 -3,8 222 ,00

1 Direction T1
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Effort

Difference t Df Sig.(2-
between tailed)
averages

Pair Effort TO- -.06 -1,04 223 15

1 EffortT1

Persistence

Difference t Df Sig.(2-
between tailed)
averages

Pair Persistence T0- -.08 -1,09 222 ,027

1 Persistence T1

The results obtained after applying test t for pair samples,

t (222) = -3.8, p<0,01 for guidance, t (223) = -1,04, p>0,05 for effort and t (222) = -1,9, p<0,05 for
persistence, indicates the fact that the test is statistically significant (p<.05) for two of the three mechanism,
which sustain the affirmation that the mechanism of motivation, guidance and persistence register a higher level
of intensity at t1 comparative to t0.

In order to answer the question how big is the difference between the two averages, applying the
formulas suggested by Sava (2004), we obtained for compatibility: a r2 of 3,4% for direct compatibility, a r2 of
4,9% for indirect perceived compatibility and also a 12 of 1,9% for actual indirect compatibility. For the three
compatibilities, the obtained values indicate a small intensity effect, existing small differences between the
values of the effect of the obtained interaction before and after implementing the organizational development
program. For motivation were obtained low values of the determination coefficient r2 (direction 6%, effort 00
and persistency 1,6%)

As a consequence after applying the statistical testing techniques of these hypotheses respectively of test
t for pair samples, we can notice that there are significant differences at t1 compared to t0 for all three types of
compatibility and for two of the motivation mechanism, guidance and persistence. We can say that the figures
presented in table 8 are coming to support these assumptions, in the way of higher levels of the value of the
variables studied in test t1 comparative to t0. Following, we can affirm that the necessary support to show that
this kind of intervention program leads directly to the growth of the compatibility level (because lower scores
would indicate lower differences) and that of work motivation.

We didn’t compare the two correlation coefficients obtained between compatibility and motivation
variables, obtained at t0 and tl there are differences, as the present paper didn’t propose this through the
implemented program. Although the descriptive figures presented in table 8 suggest this kind of tendency of
intensifying the relation between P-O compatibility, at value level) and work motivation. Further more, the real
context in which the research took place didn’t allow the creation of a control group, not being able to separate a
group of employees from the organisation on which the human resources procedures and politics, included in the

organizational values, (the program of organizational intervention) not to be applied.
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Arguments and implications

This study aimed to investigate the impact of an organizational development program, of transposition
of the organizational values in the human resources practices and procedures within a company, on work
motivation, by the means of the moderating effect of the fit between organizational and individual values.

The results of the study reflect that the effect of the interaction between fit and the type of objective
(chosen versus assigned) is higher in tl in comparison with t0 in the case of direct, indirect perceived and
indirect actual fit, so we may say that the effect of interaction is higher in t1 in comparison with t0 in the case of
direct, indirect perceived and indirect actual fit and that this difference can be explained by the means of the
favourable effects of the introduced applied program. As the employees perceive a strong relationship between
individual values and those of an organization, they become more and more aware of the organizational values
and they understand these values (Posner & Schmidt, 1985).

The aim of the organizational development program was to make visible organizational values, to
clarify them in relation to human resources practices and procedures, as well as to make sure that employees
become aware of the organizational values and of the degree of fit between personal values and the values of the
company. These objectives and the expected results are in accordance with previous studies which pointed out
the necessity to clarify the values and to transpose them in the organization. We remind Posner & Schmidt’s
study, 1985, which showed that the efforts to clarify organizational values and to ensure a high level of fit
between individual and organizational values have as effect significant advantages, both for the manager and for
the organization. Therefore, the authors showed that shared values are related to feelings of personal success,
commitment to the organization, ethical behaviour, stress, attainment of organizational objectives.

Moreover, the aim was to also attain a high level of consistency between the declared values of the
organization and the application of these values in the day-to-day life of the organization, in policies, rules and
procedures, in the behaviour of managers and colleagues, etc., aiming even at the attitude and behaviour in the
relationships with external clients and supporting the employer brand (including declared values that define it)
and outside the company, but the effect of this variable wasn’t measured within this research.

Conclusions

We may say that the results obtained are consonant and can also be explained from the point of view of
the assumptions and implications of the social identification of motivated behaviour in work situations. One
assumption formulated by Ellemers, de Gilder & Haslam (2004) is that when people think about their own
person as being part of a collectivity, they are energised by events or experiences differently from the situation
when they identify themselves as being separate individuals. Therefore, the authors argue that when people
identify themselves as being part of a particular group, this implies the fact that they will be stimulated to act in
certain situations in a way that questions their inclusion in that group. The guidance of the resulting effort is
expected to be different if the situation implies a definition of the person as part of a collectivity or as a separate
individual. Consequently, while some researchers argue that the identification with the group foresees the loyalty
of the members towards the group and induces adherence to the norms of the group, Ellemers, de Gilder &
Haslam (2004) argue that the situations when persons see themselves as separate parts of a group should
determine them in a way that shows that they are different from the other group members. As an example, we
have the case of the women who aim at a career promotion and who tend to adopt a masculine behaviour, while

they continue to underline feminine particularities of other women within the organization. If circumstances
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determine the persons to identify with the group, it is more likely that they sustain their efforts in the name of the
group, during several different situations. On the other hand, the characteristics of the situation which encourages
an individual self conception should determine the persons to adapt their efforts related to the group if these seem
to be rewarded in an individual manner. For example, the persons who aren’t emotionally involved in the group
are determined to direct their efforts towards the achievement of the collective goals if there is a possibility to
individually sanction them if they don’t, while the persons who are more integrated in the group will work
consistently in order to attain the group objectives, regardless if that behaviour is deprived from the validation of
the others.

Departing from the affirmation according to which a self identification in collective terms can help
people internalize the objectives of the group, these objectives functioning as intrinsic motivators, and a
definition of the self as an individual separate from the collective implies the fact that the display of a behaviour
oriented towards the group depends on the presence or the absence of an external pressure in this direction, we
can consider that a high fit between individual and organizational values facilitates the internalization of the
group/organization objectives, this being one of the mechanisms which determines people to be more motivated.

Another mechanism proposed by other researchers which represents a starting point of the explanation
of the obtained results is the fact that the organization offers in exchange of the performance of the activity

rewards valorised both by the individual and by the organization (Bretz & Judge, 1994).

GENERAL CONCLUSIONS

This study, by the means of the objectives it proposes, represents a development of the research within
the person-organization fit domain, at the level of values, in the context where research regarding the relationship
between fit and motivation is not available. Moreover, the presentation of an organizational development
program which has as a goal the transposition of the values of a company in the human resources procedures
within that company represents a contribution to the practices of the human resources management.

The research carried out within this paper departed from the goal setting theory, one of the dominant
theories within the work motivation domain and from Locke’s model and has integrated the concept of person-
organization fit referring to values. The main results obtained pointed out the moderating role of the person-
organization fit on the work motivation mechanisms, supporting the affirmation according to which individuals
who perceive high fit between individual values and organizational values will experience a high level of
guidance, persistence and effort, compared to the ones who perceive lower fit.

Study 1 comprised the elaboration of a questionnaire to measure work motivation mechanisms, in the
case of the organizational environment, in concordance with Locke’s goal setting model. We considered that the
touch of subjectivity that the usage of the questionnaire method may imply, as we are talking about opinions of
respondents, does not produce significant distortions of the results, especially as it enters in the wider framework
of research, and the elaboration methodology is one that respects the basic principles of questionnaire
elaboration.

In study 2 the moderating role of the person-organization fit on work motivation was studied. The
influences of the P-O fit on the attitudinal variables originate from the assumption that a mach between an
organization and the values of an individual, his interests, his convictions and his needs, is linked to the aimed

results, and attitudinal variables, such as work satisfaction, commitment to the organization and the intention to
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leave the organization were among the most frequently used criterion variables in the studies regarding P-O fit.
There are few studies regarding fit at the level of values and of the relationship with work motivation, although
there are studies regarding P-O fit at the level of goals. Therefore, the idea of this study is the integration of the
person-organization fit, at the level of values, in the goal setting model, the idea being sustained by Edwin Locke
and Amy Kiristof in the preparation phase of this paper. The integration of the P-O fit in Locke’s goal setting
model suggests that it influences the choice of goals (this effect can be studied in a more detailed further research
as it isn’t investigated in this study) and the guidance mechanisms, effort and persistence within an activity.

The impact of an organizational development program, of transposition of organizational values in the
human resources practices and procedures within a company, on work motivation, by the means of the
moderating effect of the fit between organizational and individual values was researched in study 3, which is a
longitudinal study. The aim of the organizational development program was to make organizational values
visible, to clarify them in relation to human resources practices and procedures, as well as to make employees
aware regarding the values of the organization and, consequently, regarding the fit between personal values and
the values of the company. These goals and the expected results are in accordance with previous studies which
pointed out the necessity to clarify the values and to transpose them in the organization; the efforts to clarify
organizational values and to ensure a high level of fit between individual and organizational values have as effect
significant advantages, both for the manager and for the organization.

Taking into account the fact that there are no previous studies to allow us to compare these results with,
it can be concluded that the results can be registered next to the ones obtained in other studies that investigated
the effects of P-O fit on attitudinal and behavioural variables and that further research is needed in order to
permit their replication.

The contribution of this paper at an applied level refers to the implications at the level of the practices
within human resources management. In the context where companies are more and more interested to create a
brand of good employer, to attract and maintain the most appropriate employees to sustain performance, we
consider that P-O fit is in the attention of researchers and practitioners. It is proved that individuals who want to
enter an organization will choose those organizations that they perceive fit at the level of values, and in the case
of employees who remain within an organization, they will manifest a higher degree of fit with it and will have
more favourable attitudes towards work, such as work satisfaction, commitment to the organization, according to
previous studies in the field, and will be more motivated, as it results from this study.

P-O fit is important both for the persons who apply for a job and for the persons who make personnel
selections, but also for employees, as it influences their attitudes, decisions and behaviours in the work
environment. This is how we can explain the attempts to introduce the person-organization fit criterion in
selection grids and the validation of the predicting role of P-O fit in relation to work performance; researchers
tried to suggest that companies should try to select individuals who match the requirements of the job and the
values of the organization. We note that in this case many studies were carried out. Moreover, the decision
making process regarding engagement after the trial period can be improved, but in this case we also need
instruments that evaluate fit and that are valid from the point of view of the criteria variety. Whereas during a
selection process the candidate can find it difficult to evaluate or can not evaluate the real fit between individual
values and the values of that particular company, as organizational characteristics are difficult to identify in this

stage, managers must pay attention to the clear communication of the values of the work group and of the
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organization, from the beginning and throughout the recruiting process. Predictive validation of the person-
organization fit at the level of values will be achieved afterwards, after a period of a few months from the hiring,
regarding criteria such as satisfaction and work performance, intention to leave the organization and even work
motivation. According to the studies in the field, these could support attraction, selection and maintenance of
employees who share the same values and who are inspired by an organization that rewards them.

Furthermore, as presented in this paper, motivation techniques used by the managers of a company can
be developed if fit between individual and organizational values is provided, with further implications on
professional performance of the employees.

The risk mentioned in the literature that a high level of person-organization fit leads to effects such as
the groupthink must be differentiated, as a series of authors in the field have argued, authors who stated that good
fit can initially produce positive results for a short term in the case of individuals; it is more probably that
individuals are integrated, satisfied and attached to the organization. Nevertheless, studies indicate the fact that,
for a long term, good fit can have as a result a thinking uniformity in the case of the decision making process and
the proceedings of employees. Regarding practice, these authors argue that uniformity can be useful in the first
phases of the life-cycle of an organization for the promotion of growth by means of harmony, good fellowship
and for the focusing on organizational goals, but in time, a passage to heterogeneousness (at least from the point
of view of perspectives, knowledge and personalities of the persons who have the role to make decisions within
the organization) will increase the probability of a correct evaluation of the strategic environment of an
organization.

This paper studied an issue with a strong applied character from the domain of the practices within
human resources management. The proposed and tested model regarding the moderating relationship that exists
between person-organization fit regarding values and work motivation mechanisms (guidance, persistence and
effort) can support, besides other techniques and methods, the efforts of practitioners and researchers to use

efficient techniques to motivate employees.
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