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Abstract

The purpose of this chapter was to examine the role of personal-organizational value con-
gruence as a mediator between personality (neuroticism and extraversion) and employee
attitudes (job satisfaction, life satisfaction and turnover intentions). Three hundred and
twenty employees participated in the study (171 female and 149 male). A model gener-
ated in this study was tested using SEM in AMOS 21.0. Results showed that neuroticism
and extraversion were related to personal-organizational value congruence. Moreover,
value congruence was a full mediator between personality dimensions and employee
attitudes (job satisfaction, life satisfaction and turnover intentions). Only partial media-
tion was found between neuroticism and life satisfaction. The results underlined two
important factors: (1) influence of personality on perceptions of value congruence and
(2) value congruence acts like a mediator between personality and employee attitudes.

Keywords: value congruence, personality, job satisfaction, life satisfaction, turnover
intentions, person-organization fit

1. Introduction

Personality has been evaluated as an important predictor of various employee attitudes [1].
For example, job satisfaction was found as significantly related to both neuroticism and
extraversion [2]. Also, those two traits were found as they are the strongest predictors of life
satisfaction (see in Ref. [3]). In addition, positive affectivity [4] and neuroticism [5] can also
predict turnover intentions. Therefore, personality is an important predictor for employees’
well-being and satisfaction at the workplace. This relationship has been described in many
fields; however, there is lack of research examining the processes which explain the relation-
ship between personality and employee attitudes. According to one idea, personality could
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affect peoples’ reactions to specific environments as they can shape values and preferences [6]
and this would change individual’s perceptions about the congruence between themselves
and their environment. From this point of view, it can be concluded that the congruence
between personality and work environment would be an important variable (see in Refs.
[7-10]. Despite the importance of personality on employee attitudes and its influence on orga-
nizational outcomes, there is relatively little research regarding how different personalities
could influence perceptions of value congruence between employees and their organizations.
Of the published research, most studies focus on either the relation between different per-
sonalities and how various traits are attracted to certain environments [6-8, 11, 12] or other
dimensions such as vocational interests on fit perceptions [13]. However, in order to explore
the processes between personality and employee attitudes, studies should examine the role of
value congruence at workplace.

This study aims to explore the relationship between personality (neuroticism and extraver-
sion) and employee attitudes (job satisfaction, life satisfaction and turnover intentions). It has
been hypothesized that people who are extraverted would have perceptions of high personal-
organizational value congruence which would increase their life satisfaction and job satisfac-
tion, whereas decrease their turnover intentions. On the other hand, people who are high in
neuroticism would have perceptions of low personal-organizational value congruence, which
in turn decrease their job satisfaction, life satisfaction and increase their turnover intentions.

1.1. Describing personal-organizational value congruence

One of the perspectives in person-environment fit literature is called supplementary fit [9, 14].
According to this perspective, people may believe they fit the environment because they share
similar characteristics, values, norms or interests with the others in their environment. This kind
of fit was also named as value congruence [15] because it underlines the similarity between the
values of individuals and organizational values [9, 16]. This is the most commonly used opera-
tional definition of fit [9]. People need to locate themselves within society and they use group
membership to do this according to Social Identity Theory [17]. Being a member of a social
group shapes individual’s self-concept [17]. Similar attributes between organizational identity
and individual self-concept create organizational identification [18]. However, when there is
no congruency between personal and organizational attributes, cognitive conflict occurs and
negative attitudes appear [15].

In other words, personal-organizational value congruence has significant relation with sev-
eral attitudes. Theoretically, when there is a similarity between the values of an individual
and the environment, they will be more likely to have higher job satisfaction and be less likely
to leave their job [19-22] because their attitudes should be more positive [15]. Moreover, the
congruence between an employee and the organization has an influence on organizational
performance [23] and organizational citizenship behaviour [24]. On the other side, value
incongruence will lead to cognitive dissonance and dissatisfaction [25]. Therefore, personal-
organizational value congruence is an important predictor for several employee attitudes.

Hypothesis 1: Personal-organizational value congruence will be positively related to job satis-
faction, life satisfaction and will be negatively related to turnover intentions.
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1.2. Role of personality on personal-organizational value congruence

Person-environment fit studies have been grounded in the interactionist theory of behaviour,
which considers the effects of personality in combination with situational factors on important
outcomes [14]. As it was stated [6], personality could affect individuals’ reactions to specific
environments as they can shape preferences. In order to understand and gain more compre-
hensive knowledge about fit—in other words, congruence —we need more research studying
the role of personality differences in person-environment congruence [6, 26]. Most studies
about personality and congruence focused on how different personalities were attracted to
certain environments [6]. For example, researchers (see in Ref. [6]) found that although people
high in neuroticism prefer to work in innovative organizational cultures, people high in con-
scientiousness prefer to work in both innovative and outcome-oriented organizational cul-
tures. In one study examining the impact of personality on job performance, researchers have
shown that personality traits are related to performance when there is a match with the work
environments [27]. For example, extraversion is related to performance when the workplace
is competitive, whereas agreeableness is related to performance when cooperation is expected
in the workplace [27]. Moreover, a poor fit between personality and the characteristics of the
workplace could result in high turnover [28].

There are no direct studies about how personality can change individual perceptions about
the congruence between themselves and their organization. However, the studies showed
that people focus only on one set of attributes in their environment, consistent with their
affective experiences [29], their judgments of the same event may also be different depend-
ing on their personality [30-32]. Therefore, personality might change what individuals focus
on their environment. Extraversion and neuroticism are two of the Big Five dimensions [33].
Extraverted people more likely focus on positive information but neurotic people more often
focus on negative information [34], which underlines how personality influences individual
perceptions about their environment. Cognition bias has an impact on employees’ evalua-
tions about their work environments or their jobs (see in [35]). Various approaches provide
support for this claim regarding the influence of personality on evaluations of environments
such as Stimulus-Organism Response theory [36] or Affective Events theory [37]. Therefore,
people may have different perceptions about their personal and organizational value congru-
ence as a consequence of extraversion and neuroticism.

Hypothesis 2: Neuroticism and extraversion will be related to personal-organizational value
congruence.

1.3. Personal-organizational value congruence as a mediator between personality and
employee attitudes

Person-environment fit literature frequently studied antecedents and consequences of the
congruence between employee and their environments. However, perceptions of the congru-
ence can also be a mediator between variables, which was rarely mentioned in the field. Some
researchers underlined that the role of personality in the development of a sense of person-
environment congruence and the interplay of personality and congruence on outcomes, such
as commitment and satisfaction fit, is still in the infancy stages of research [38]. If personality
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has an impact on how employees evaluate their environments or if it differentiates what kind
of information employees prefer to focus, then it will first determine perceptions of personal-
organizational value congruence and then this will alter employee attitudes.

Hypothesis 3: Personal-organizational value congruence will be a mediator between person-
ality (extraversion and neuroticism) and attitudes (job satisfaction, life satisfaction and turn-
over intentions).

1.4. Current research

Overall, the aim of the research was to test the model including three main hypotheses. It is
important to explore how influential personality can be on perceptions about person-envi-
ronment congruence. Moreover, it is also important to explore mediation effect of personal-
organizational value congruence among personality and employee attitudes. A model was
generated in order to test the hypotheses (see Figure 1).

Life
¥ % .
satisfaction
Meurcticism
P-Owvalue
congritence [N ——— Job
satisfaction
Extraversion
. Turnowver
intentions

Figure 1. Model tested.

2. Method

2.1. Participants

In total, 320 employed people were recruited through snowball sampling who were working
in a full-time job. Participants completed a 15-minute paper-pencil survey about personal-
organizational value congruence and personal outcomes related to work. Of these, 171 were
female and 149 were male, with a mean age of 32 (SD = 8.78). Fifty-three per cent of the par-
ticipants were single and 48% were married. Most of the employees (88%) were working in
private companies. Mean tenure of the participants was 5.5 (SD = 5.4).
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2.2. Measures

Neuroticism and extraversion: In order to measure the neuroticism and extraversion traits,
Eysenck Personality Questionnaire Scale [39] with Cronbach’s Alpha of 0.81 for extraversion
and 0.72 for neuroticism was used in this study. The scale was developed by Francis, Brown
and Philipchalk. Both extraversion (e.g. item, Are you a talkative person?) and neuroticism
(e.g. item, Do you often feel lonely?) subscales consisted of six items.

Value congruence: In order to measure personal and organizational value congruence, five-
item scale [40] was used. The scale developed by Resick, Baltes and Shantz includes items
such as “The values of this organization are similar to my own values’. The Cronbach’s Alpha
reliability of this scale was 0.89.

Life satisfaction: Also, life satisfaction was measured by Satisfaction with Life Scale [41] with
five-item scale by Diener, Emmons, Larsen and Griffin. The scale aims to assess global life
satisfaction with a reliability of 0.86 (e.g. item; I am satisfied with my life).

Job satisfaction was measured with five-item scale, named Overall Job Satisfaction Scale,
developed by Brayfield and Rothe [42] and designed to assess how participants feel about
their jobs (e.g. item, I am enthusiastic about my work). It has Cronbach’s Alpha of 0.81.

Turnover intentions were measured by three-item scale of Cammann, Fichman, Jenkins and
Klesh [43] with a reliability of 0.78. At last, participants were also asked to indicate their gen-
der, age, organizational tenure, type of industry and type of employment.

3. Results

Means, standard deviations, reliabilities and zero-order correlations for the measured variables
are shown in Table 1. All variables were significantly correlated to each other except extraver-
sion and turnover intentions. Highest correlations were between job satisfaction and turnover
intentions (r =—-0.61, p <0.001), value congruence and turnover intentions (r = -0.54, p <0.001)
and value congruence and job satisfaction (r = 0.54, p < 0.001). An initial analysis yielded no
significant influence of gender on outcome variables (i.e. personal-organizational value con-
gruence, neuroticism, extraversion, life satisfaction, job satisfaction and turnover intentions).

In order to test the hypothesis, the measurement model (Figure 1) was examined whether it has
an acceptable fit to the data. The hypothesized model was tested using the maximum likelihood
method in AMOS 21.0. The initial test of the measurement model resulted in a good fit to the data
except the value of RMSEA (x?=34.59, x?/df=4.9, p=0.00, GFI1=0.97, CFI=0.93 and RMSEA =0.11).
On the basis of the modification indices model, one direct path from neuroticism to life satisfaction
was included. This revised model had a better fit to the data (x*=12.79, x¥/df =2.1, p =0.05, GFI =
0.99, CFI =0.98 and RMSEA = 0.06), as evidenced by a significant Chi-square difference test (Ax* =
21.8, p<0.001). According to that, personal-organizational value congruence is a mediator between
personality and employee attitudes (life satisfaction and job satisfaction). Partial mediation was
found between neuroticism and life satisfaction (see Figure 2).
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M SD 1 2 3 4 5 6
1. Neuroticism 2.34 1.85 (0.72)
2. Extraversion 4.39 1.86 -0.26*** (0.81) -
3. Personal- 17.03 4.09 —-0.19%%* 0.17** (0.89)
organizational
congruence
4. Job satisfaction 18.34 3.77 -0.25%** 0.18*** 0.54*** (0.81)
5. Life satisfaction 16.49 4.39 —0.34%** 0.17%* 0.35%** 0.42%%* (0.86)
6. Turnover 7.33 2.59 0.18*** -0.09 —0.54*** -0.61*** =0.27*** (0.78)
intentions
Note: N = 320.
**p<0.01,
***p <0.001.

Table 1. Means, standard deviations, reliabilities and inter-scale correlations for measured research variables.
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Figure 2. Revised model. Standardized regression weights were given. *p <0.05, **p < 0.01, ***p < 0.001.

4. Discussion

It is believed that personality has an influence on how people perceive, explain, recognize or
focus on their environment and how they react to their environment. If personality shapes per-
ceptions of personal-organizational value congruence, some traits may predispose individuals to
always perceive their congruence as good with their environment, whereas others would always
perceive their congruence as poor with their environment, regardless of their actual congruence.

In conclusion, the results of the study confirmed the literature that people with higher extra-
version tend to have consistently more positive reports of work-related attitudes, even in the
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same objective conditions, compared to people with lower extraversion (see in [44—47]). In
addition, we can conclude that people who are negative in general were the ones who are less
satisfied with their job. Moreover, this result confirmed that perception of personal-organiza-
tional value congruence is a mediator between personality and attitudes. The study revealed
that personality can change one’s perception about value congruence which in turn can influ-
ence their job-related attitudes.

Exploring the relation between the personal-organizational value congruence and personality
will not only introduce new perspectives to the ways of assessing employee behaviours but
it will also be useful for organizational practices, such as selection or recruitment, since the
notion of fit is important for those practices [48-50]. If personality has an impact on employ-
ees’ perceptions about personal-organizational value congruence, the association between
congruence and individual outcomes, such as satisfaction or stress, will need to be reassessed,
and organizational practices and interventions may need to be revised to take into account the
role of personality in the workplace.

The current study also has some important limitations. First, it was based on a cross-sectional
design which makes it hard to make causal inferences. There is a strong need for more longi-
tudinal research in this area which examines any changes on personal-organizational value
congruence. A second limitation is that the study used a self-report measure which raises the
issue of common method variance that may have inflated the correlations. However, other
methods such as observer ratings may equally be affected by some bias [51]. More research
is needed in order to validate findings of this study and to examine the role of personality on
perceptions about personal-organizational value congruence.
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