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ABSTRACT
 

While the main component of person-organization fit has
 

been defiried as value congruence, the definition of values
 

is often blurred within the literature. By differentiating
 

between the definitions of values and ethics, as well as
 

contrasting value congruence with ethical congruence, this
 

research aimed to gain a greater understanding of person-


organization fit. In addition, it examined how these
 

concepts effect organizational commitment. Surveys measuring
 

value congruence, ethical congruence, affective commitment,
 

continuance commitment, and normative commitment were used
 

to determine the relationships between value congruence,
 

ethical congruence, and organizational commitment. Ethical
 

congruence was found to account for additional variance in
 

organizational commitment when added with value congruence,
 

suggesting that there is in fact a difference between value
 

congruence and ethical congruence. Analysis suggests that
 

value congruence and ethical congruence are two separate
 

constructs. Additionally, ethical congruence was
 

significantly related to affective commitment, suggesting
 

that the construct of ethical congruence might play an
 

important role in organizational commitment.
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CHAPTER ONE
 

INTRODUCTION
 

When recruiting, the emphasis of any organization is
 

to attract quality employees. However, the recruitment and
 

hiring of these employees does not guarantee long-term
 

organizational success. In order to protect their
 

investments, organizations must focus on retaining quality
 

employees, A major factor that plays a role in an
 

employee's intention to leave is their level of comfort
 

within the organization (DeConick & Bachman, 1994; Sims &
 

Kroeck, 1994). This comfort can stem from satisfaction with
 

work, satisfaction with the organization, or their
 

perceptions of fit within the various contexts and
 

environments of their organization. Past research has
 

labeled this concept as Person-Organization (P-0) fit.
 

Specifically, literature suggests that P-0 fit relates to
 

the level of congruence between an employee and her/his
 

organization on a variety of contextual variables (Adkins,
 

Russell Sc Werbel, 1994; Cable & Judge, 1996; Kristof, 1996;
 

O'Reilly, Chatman & Caldwell, 1991; Posner, 1992; Vancouver
 

& Schmitt, 1991). Such variables include goal congruence.
 

demographic similarity, and most commonly value congruence
 



(Cable & Judge, 1996; Kristof, 1996; O'Reilly et al., 1991;
 

Vancouver Sc Schmitt, 1991). While the literature regarding
 

P-0 fit and value congruence has implied the importance of
 

ethics to the model of fit, research has not specifically
 

included ethical congruence as an individual variable
 

within the P-0 fit model. Ethical congruence between the
 

organizati.on and an employee may have a serious impact on
 

the satisfaction and retention of employees. Work in
 

organizational settings presents a variety of situations
 

where employees are required to make business choices based
 

on the organization's principles or standards. However, if
 

these principles or standards conflict with the employee's
 

personal principles or standards, the employee may find
 

that their fit within the organization is not as ideal as
 

desired.
 

With the popularity of the institutionalization of
 

corporate ethical standards on the rise, there is a growing
 

need to examine the effects that these standards will have
 

on the employee. Research has examined the need for
 

corporate ethics, the creation and sources of ethics, and
 

even methods of institutionalizing ethics (Froelich &
 

Kottke, 1991; Kelley & Dorsch, 1991; Sims, 1991). However,
 

little ha,s been done to examine the impact that corporate
 

http:organizati.on


ethics has on the employees' perceptions of fit. In their
 

examination of the organizational bases of ethical climate,
 

Victor anc Cullen (1988) state that future research should
 

consider the "impact of fit between the individual's level
 

of moral development and the organization's ethical
 

climate."
 

Following their suggestion, this study examined the
 

impact of ethical congruence on P-0 fit. Specifically, this
 

research is suggesting that ethical congruence contributes
 

to P-0 fit: beyond the dimensions the current literature
 

considers. Since retaining employees is a priority of
 

organizat:Lons, and because P-0 fit affects the
 

organizations ability to retain employees, this study also
 

measured employee's organizational commitment and intention
 

to quit in order to determine the impact that ethical
 

congruence may have on such employee outcomes.
 



CHAPTER TWO
 

LITERATURE REVIEW
 

Person-Organization Fit
 

There is an abundance of research that has focused on
 

exploring the concept of fit between an employee and
 

her/his organization, including examinations of person-


environment fit, person-culture fit, person-job fit, and
 

person-organization fit (Kristof, 1996). In assessing the
 

level of employee organizational commitment, it appears
 

that the most appropriate indicator of identification with
 

an organization is P-0 fit. P-0 fit has been consistently
 

defined as the congruence between an employee and an
 

organization (Kristof, 1996). Within the literature, a
 

variety of variables are used to measure P-0 fit (Adkins et
 

al., 1994 Cable & Judge, 1996; Kristof, 1996; O'Reilly et
 

al., 1991 Posner, 1992; Vancouver & Schmitt, 1991). These
 

include value congruence, goal congruence, attitude fit,
 

and demogiraphic similarity. Goal congruence refers to the
 

match between the goals of the organization and the goals
 

of the employee. Attitude/personality fit relates to the
 

level of congruence between the employee's personality
 

traits and the organizational climate/atmosphere.
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 Individuals who are demographically similar to other
 

organizatiional members are seen as having high demographic
 

fit/simil rity.
 

Value congruence, which is recognized as one of the
 

most Gommom constructs used to assess P-0 fit, represents
 

the match between the employee's values and the values of
 

the organi.zation. Throughout the literature on the concept
 

of value congruence, the idea of "value" is often discussed
 

or used s; '̂nonymously with the idea of "ethics". This is
 

evident e\en with only a cursory examination of the
 

literature However, this paper proposes that a thorough
 

examinat:ioin of the two terms reveals that they are in fact
 

different and therefore should not be used
 

interchangeably. It is important to note that although
 

there has been a great amount of work previously done on P­

O fit, on y five percent of the variance in the model has
 

been accolunted for (Furnham, 2001). It is believed that
 

measuring ethical congruence between an employee and
 

her/his organization can help account for more of the
 

variance in the P-0 fit model, which in turn could be used
 

to better understand the desired outcome of organizational
 

commitment
 



The concept of P-0 fit has been studied and reviewed
 

from a variety of angles. The underlying principle of P-0
 

fit is thc.t it assesses the compatibility between
 

individuals and organizations (Kristof, 1996). In defining
 

such compatibility, however, a distinction has been made to
 

specify different perspectives of P-0 fit: supplementary
 

fit, and complementary fit (Kristof, 1996; Muchinsky &
 

Monahan, 1987). Supplementary fit occurs when an employee
 

"supplements,^ embellishes, or possesses characteristics
 

which are similar to other individuals" in the work
 

environment. This includes values and goals (Muchinsky &
 

Monahan, 1987, p. 269). This differs from complementary
 

fit, which takes place when a person's individual
 

characteristics "make whole" the work environment or add
 

what was missing (Muchinsky & Monahan, 1987, p. 271).
 

Complementary fit includes needs/supplies and
 

personality/environment fit. P-0 fit has been defined as
 

supplementary fit, complementary fit, or both. However,
 

complement;ary fit offers a definition that suggests a
 

needs-supplies situation. Since this research is concerned
 

with assessing the congruence between an employee's
 

"individual" ethics and values and the "organizational"
 

ethics and values, P-0 fit will be defined as the match or
 



resemblance between the individual characteristics and the
 

organizational characteristics. Therefore, only-


supplementary fit was examined in this study.
 

There exists a potential measurement problem in the
 

examination of supplementary fit that may make it difficult
 

to accurately determine the match between employee
 

characteristics and organizational characteristics. The
 

problem lies in determining how to measure the
 

organizat;ional characteristics. Should the measure be taken
 

from the employee's direct supervisor? Perhaps the survey
 

should be given to upper management or to the CEOs? If
 

surveys \*?ere given to each of these three levels, it is
 

possible that the result will be three varying sets of
 

scores for the organizational characteristic in question,
 

making the measurement of fit with the individual employee
 

a frustrating task. However, it is also possible to
 

construct a survey that will measure an employee's
 

perception of fit. Such a measure would utilize questions
 

that would ask the employee to rate their level of
 

congruence, or fit, within the organization.
 

The measurement of perceived fit is actually more
 

appropriate and relevant to this study. A major
 

contribution of P-0 fit is that it suggests that desirable
 



 

organizational and employee outcomes are linked to the
 

level of ongruence between the employee and the
 

organization across a variety of variables. More
 

important1y, employee outcomes, such as satisfaction and
 

commitment, are the result of the employee's individual
 

perceptiops of their organization. The employee's cognitive
 

appraisal of the job situation is what dictates their
 

attitudes,: resulting in employee outcomes. Past research
 

has concluded that perceived P-0 fit is a satisfactory
 

surrogate for actual P-0 fit (Cable & Judge, 1996).
 

Therefore this research only looked at an employee's
 

perceptio of their organization's characteristics in
n
 

addition to their individual characteristics, thus
 

resulting in a measurement of perceived P-0 fit.
 

The two most commonly used scales measuring P-0 fit
 

are O'Rei!ly's 1991 Organizational Culture Profile (OCP)
 

and Ravli & Meglino's 1987 Comparative Emphasis Scale
n
 

(CES). Bo■th measures aim to assess P-0 fit by a comparative 

measureme:nt of individual and organizational values. The 

OCP, for example, utilizes such values as flexibility, 

autonomy, and informality. Although value congruence is not 

the only pOS£sible construct used to assess P-0 fit, it is 

recognized as one of the most important variables in the P­



0 fit model. Additionally, value congruence is the most
 

commonly used variable when assessing supplementary P-0 fit
 

(Kristof, 1996). Since this research focused on the use of
 

ethical congruence in assessing P-0 fit according to the
 

definition of supplementary fit, value congruence was used
 

as a point of comparison in measuring supplementary ethical
 

fit.
 

Value Congruence
 

Value congruence refers to the similarity of work
 

values be:tween the organization and its employees (Posner,
 

1992). The use of value congruence in measuring P-0 fit is
 

important because values are seen as components of
 

organizational culture that are relatively enduring and
 

guide the behavior of employees (Cable et. al., 1996;
 

Kristof, 1996). Values could include timeliness, loyalty,
 

innovation, risk taking, and customer service. A variety of
 

research has recognized important relationships between the
 

construct of value congruence and various employee
 

outcomes
 

Research suggests that an employee who values the same
 

thing as her/his organization is more likely to perceive a
 

good fit thus having more positive work attitudes than
 



employees who do not perceive a good fit. In developing the
 

Organizational Culture Profile (OCP), O'Reilly et al
 

(1991) found that P-0 fit, defined as value congruence,
 

predicted job satisfaction and organizational commitment a
 

year after fit was measured, and actual turnover two years
 

after fit was measured. Examples of values utilized in the
 

OCP include flexibility, adaptability, stability, and
 

autonomy (See Appendix L for a complete list). Chatman
 

(1991), who also defined P-0 fit as value congruence
 

i
 

between the employee and the organization, utilized the OCP
 

to measure the effects of P-0 fit on selection and
 

socialization within accounting firms. Her study found that
 

employees with high person-organization value congruence
 

adjusted to the organization more quickly, were more
 

satisfied, and had a greater intent to stay with the
 

organization than did those with low value congruence.
 

Meglino, Raviin and Adkins (1989) examined value congruence
 

between supervisors and subordinates utilizing the
 

Comparative Emphasis Scale. They found that congruence
 

between the values of employees and those of their
 

supervisors was positively related to job satisfaction,
 

organizational commitment, and reporting to work on time.
 

Cable & Judge (1996) utilized the OCP to measure P-0 fit,
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again conceptualized as value congruence, and found that
 

prior to organizational entry, value congruence predicted
 

the job choice intentions of job seekers. After
 

organizational entry, they found that congruence
 

significantly predicted organizational commitment, job
 

satisfaction, turnover intentions, and willingness to
 

recommend their organization to others. Thus, value
 

congruence, a main underlying construct of P-0 fit, has
 

shown to be related to a variety of important individual
 

and organizational outcomes.
 

While the importance of value congruence to the P-0
 

fit mode], is easily seen, the specific definition of the
 

term "value" used throughout all these studies is vague. In
 

fact, of all the studies listed above, only O'Reilly et al.
 

attempts to provide a conclusive definition of values. He
 

gives two descriptions, the first being that values are
 

elements "of a shared symbolic system which serves as a
 

criterion or standard for selection among the alternatives
 

of orient:ation, which are intrinsically open in a
 

situation," (O'Reilly et al., 1991, p. 492). The second
 

states tliat a value is "an enduring belief that a specific
 

mode of conduct or end-state of existence is personally or
 

socially preferable to an opposite or converse mode of
 

11
 



 

conduct or end-state of existence." (O'Reilly et al., 1991,
 

p. 492) Although Cable and Judge, Chatman, and Meglino et
 

al. agree with O'Reilly's definition of values as enduring
 

beliefs, none provide a detailed conceptualization of
 

values. Chatman, however, does add that, "values guide
 

actions, attitudes, and judgments beyond immediate goals to
 

more ultimate goals." (Chatman, 1991, p. 460) As mentioned
 

before, the term "values" is sometimes used in conjunction
 

with or even interchangeably with the term "ethics"
 

throughout the literature (Meglino et al., 1989). Although
 

the term "values" and the term "ethics" are closely
 

related, they have very different meanings and thus should
 

have sepa.rate but additive effedts on the measurement of 
I ■ 

supplementary P-0 fit. 

According to the American Heritage Dictionary, a value
 

is defined as "a principle, standard, or quality considered
 

worthwhile or desirable" (American Heritage Dictionary,
 

1996, p. 1972). Ethics, on the other hand, are defined as
 

"a set of principles of right conduct; a theory of systems
 

of moral values; the rules or standards governing the
 

conduct of a person or the members of a profession"
 

(American Heritage Dictionary, 1996, p. 630). Ethics relate
 

closely to O'Reilly's definitions of values in that they
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both function to shape an employee's behavior and actions,
 

However, it is important to note that the term "ethics"
 

implies a definitively more concrete understanding of right
 

and wrong. Values simply imply that one path of action or
 

behavior is favored over another, whether that path is
 

morally right or not. The distinction between individual
 

values and an individual's understanding of morality can
 

clearly be seen in the dimensions measured by the OCP.
 

Examples include working long hours, developing friends at
 

work, and high pay for good performance (see Appendix L for
 

complete list).
 

Research examining the roots of ethics and factors
 

that influence ethical decisions suggest that an
 
i
 

individual's moral philosophy is a key variable (Ferrell &
 

j

Gresham, jl985; Fraedrich & Ferrell, 1992; Victor & Cullen,
 

1988). Mclral philosophy can be classified into teleology
 

and deontology. Teleology suggests that individuals make
 

ethical choices based on the "worth" of the overall
 

behavioral outcome, attempting to maximize the greatest
 

good for the greatest amount of people. Rather than focus
 

on outcomes, deontology stresses that the intentions of
 

behavior are what dictates moral and ethical behavior.
 

Simply stated, any action or behavior that one feels
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comfortable having everyone in the world see her/him
 

commit, that they would like to see other people doing

j
 

the same is considered ethical (Ferrell & Gresham, 1985;
 

Fraedriclji & Ferrell, 1992). In their review of
 
organizational bases of ethical work climates, Victor &
 

Cullen state that psychological development theories, such
 

as those by Kohlberg (Kohlberg, 1984), use similar criteria
 

for the development of ethical reasoning. Such theory helps
 

to further differentiate ethics from values, in that an act
 

or behavior that is considered a value may not seek to
 

maximize the greatest good, and may not be an act that one
 

would like to see the entire world commit. It is also
 

importani; because it suggests the methods used by
 

individuals in order to determine what is ethical. This is
 
I
 

what leads people to determine what is ethical. Further, it
 

implies chat ethics are not universal and can vary from
 

person to person, or from situation to situation.
 

For example, most people would agree that it is
 

unethical, or concretely wrong, to lie. However, a mechanic
 

may be placed in a situation where falsification becomes
 

tempting. Pressures from management on that individual to
 

maintain high maintenance sales combined with the
 

temptatibn of great rewards if high sales is attained could
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conflict with consumer pressures to provide high quality,
 

honest service. Given the situation, the mechanic may
 

choose to comply with organizational pressures and
 

exaggerate the services needed on an automobile knowing
 

full well that the client is being cheated. Such behavior
 

would represent a situation where the individual's value of
 

job security takes precedence over their ethics. Lying is
 

seen as a means to an end, in which the employee receives
 

praise from management and a much-desired bonus. In regards
 

to moral reasoning, the chosen behavior certainly does not
 

lead to the greatest good for the greatest number of
 

people. In fact, the employee may be the one who benefits
 

the most. and the employee would most likely not want
 

anyone eise to know that she/he was lying in order to
 

increase her/his sales. However, if another mechanic was
 

placed in the same situation it may be his ethics that
 

guide his behaviors and not his individual work values. The
 

use of unethical tactics simply to achieve personal gain
 

may not appeal to the mechanic, who recognizes that the
 

greatest good lies in providing honest service to her/his
 

customers. In this situation, the mechanic's ethics dictate
 

her/his behavior and actions, which she/he would be most
 

proud to have the entire world witness.
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As a result of the difference between values and
 

ethics, this paper proposes that the construct of ethical
 

congruence be included in the domain of P-0 fit. Upon
 

further examination of the definitions of values and
 

ethics, it becomes apparent that the two terms have
 

different meanings within the organizational setting.
 

Values suggest an importance being placed on some behavior
 

or action, such as an organization valuing adaptability or
 

decisiveness. Ethics, on the other hand, refers to an
 

implied moral obligation to behave or act in one manner,
 

such as organizations prohibiting bribery or kickbacks,
 

because such behavior is seen as morally wrong.
 

I
 

Ethics
 

Organizational ethics have become an important topic
 

in the review of corporate behavior. Articles on ethics
 

range from the institutionalization of ethics (Sims, 1991),
 

to the measurement of employee beliefs concerning
 

organizational ethics (Froelich et al, 1991), to the
 

effects of ethical climate within specific business sectors
 

(Kelley et al, 1991). Common to most articles that discuss
 

ethics is the idea that ethics have a significant impact on
 

various aspects of the organization. Within an
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organization, ethics can be viewed as the organization's
 

attempt to do the right thing in the face of various
 

contradictory demands (Froelich & Kottke, 1991). An
 

organization may implement a set of ethical guidelines to
 

help direct employees regarding corporate policy and
 

organizational identity (Fritz, Arnett & Conkel, 1999). For
 

example, an organization may implement a policy stating
 

that it is unethical to accept gifts or gratuities from
 

clients, and therefore no gifts or gratuities of any kind
 

will be accepted. Generally speaking, an organization's
 

ethics provide employees with a guideline consisting of the
 

"right" and "wrong" ways to perform their organizational
 

duties.
 

However, a different set of ethics may exist within
 

the individual employee that guide and direct them
 

throughout their daily life. These personal ethics may
 

align with the organization's ethical standards; for
 

example, when both agree that accepting client gifts or
 

gratuities is appropriate behavior for business conduct.
 

However, v?hen an employee believes that the acceptance of
 

gifts or gratuities has no relevance or bearing on how
 

business should be conducted even though the organization
 

encourages such action (e.g. dinners, golf outings and
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sporting events), personal ethics strongly contradict the
 

organization's ethics. Either way, it is important to note
 

that the existence of personal ethics may be just as
 

influential in guiding an employee's behavior as an
 

organization's ethical standards.
 

The importance of ethical congruence between an
 

organization and its employees can be apparent when
 

assessing the problems to which incongruence can lead.
 

Employee^ who are placed in situations where the ethics of
 

the organization challenge or contradict their personal
 

ethics are essentially being forced to choose what they ­

think is right" from what the organization says is
 

"right". Such a dilemma may cause an employee to become
 

disencharted and to distance themselves from the
 

organization, essentially leading to lower organizational
 

commitmer.t, lower job satisfaction, higher intention to
 

quit, anc. lower productivity. Previous research by Sims and
 

Keon (19S'7) examined the match between an employee's moral
 

development and their organization's ethical climate.
 

Utilizing a moral judgment scale as an indicator of moral
 

behavior, they modeled their concept of moral development
 

after the ethical climate research of Victor and Cullen and
 

the moral development literature of Kohlberg. They then
 

18
 



categorized ethical theory into three groups: egoism,
 

benevolence, and principle. According to the definitions
 

that Sims & Keon provide, egoism and benevolence would fall
 

into the teleology category of moral philosophy, and
 

principle would be representative of deontology. Their
 

research found that an employee is more likely to work in
 

an organization whose ethical climate matches the
 

employee's level of moral development.
 

Furthermore, the greater the match between an
 

individual's present work climate and their preferred work
 

climate, the more satisfied the employee will be. This
 

research suggests that the different levels of moral
 

reasoning can lead to separate ethical interpretations of
 

situations. Therefore, ethics vary among individuals. Sims
 

and Keon jsuggest that there is in fact a need to examine
 
I
ethical cjongruence within the organization. Such an
 

examination could lead to a more complete conceptualization
 

of supplementary P-0 fit, which would result in a better
 

assessment of organizational antecedents such as
 

organizational commitment.
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Organizational Commitment
 

Incrpasing employee organizational commitment is an
 

important goal in business. Research has suggested that
 

organizational commitment may have a significant impact on
 

various spught-after individual outcomes, such as employee
 

satisfactjion, absenteeism, flexibility, and decreased
 

turnover (Hunt, Wood & Chonko, 1989; Mottaz 1988). In
 

defining jorganizational commitment, research has recognized
 

the concept as being "the extent to which an employee
 

dedicates him or herself to the firm. In particular,
 

organizational commitment involves the relative strength of
 

an individual's identification with and involvement in a
 

particular organization" (Kelley & Dorsch, 1991, p. 56).
 

Mottaz spates that organizational commitment is "an
 

affective response (attitude) resulting from an evaluation
 

of the work situation which links or attaches the
 

individual to the organization" (Mottaz, 1988, p. 468).
 

The most general and widely accepted definition of
 

organizational commitment characterizes the concept as
 

containing three factors: (1) a strong belief in, and
 

acceptance of, the organization's goals and values, (2) a
 

willingness to exert effort for the benefit of the
 

organization, and (3) a desire to remain in the
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organization (McCaul, H.S., Hinsz, V.B. & McCaul, K.D.,
 

1995; Kelley & Dorsch, 1991; Putti, J.M., Aryee, S. &
 

Liang, T.K., 1989; Mottaz, 1988). Thus, it can be inferred
 

that the more employees identify with an organization, the
 

lower their intention to quit will be, and the less likely
 

they will be to leave the organization. Similarly, the
 

stronger the identification, the more likely the employee
 

will work harder and longer, positively contributing to the
 

organization's success. Identification is used rather
 

broadly, and could refer to how well an employee
 

understands her/his organization, the level of knowledge
 

she/he has about the organization, or more simply how much
 

the employee feels that she/he "fits" with the
 

organizajtion.
 

Numerous research studies have examined the various
 

facets of this concept, some with a focus on organizational
 

commitment's association with various employee behaviors.
 

For instance, employees committed to their organization are
 

more likely to find their involvement meaningful and
 

satisfying, and display higher levels of motivation,
 

resulting in higher levels of.overall performance (Oliver,
 

1990). In addition to research that has shown the impact
 

that organizational commitment can have on employee
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behavior, a large amount of research has been concerned with
 

the identification of organizational commitment's
 

determining factors (Mottaz, 1988). The literature suggests
 

that there are two specific groups of variables that serve
 

as antecedents to organizational commitment: individual
 

variables and organizational variables. The individual
 

variables are composed of demographic and status variables
 

such as age, gender, job tenure, income, and education.
 

Organizational variables refer to the overall work
 

experience, and include variables such as task
 

characteristics, pay, social environment, and supervision.
 

Altjiough a great number of studies have attempted to
 
examine these determinants of organizational commitment,
 

there is|little agreement as to whether individual or
 

organizational variables have a greater impact on an
 

employee's commitment (Mottaz, 1988; Putti et al, 1989).
 

The concept of P-0 fit utilizes both individual variables
 

and organizational variables to explain outcomes such as
 

organizational commitment. Specifically, supplementary P-0
 

fit measures the level of congruence between individuals
 

and organizations on a variety of variables, such as the
 

previously discussed values and ethics. Given the
 

similarity between values and ethics, and the importance of
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value congruence to supplementary P-0 fit, this paper
 

proposes that the addition of ethical congruence to the
 

supplementary P-0 fit model will create a more complete
 

assessment, resulting in a more accurate understanding and
 

conceptualization of organizational commitment.
 

Thejimpact of ethics on organizational commitment is
 

an area of research that has not been thoroughly explored.
 

It is generally agreed that when an organization's ethical
 

standards of practice are shared or agreed upon by its
 

members, overall organizational success will be increased
 

(Sims, 1991; Hunt et al, 1989). Although there is little
 

research relating ethics directly to organizational
 
i
 

commitment, there seems to be a definite theoretical
 

association. At the lieart of this relationship between an
 
i
 

organization's ethics and an employee's organizational
 

commitment is the congruence between both parties
 

concerning these set standards. Sims (1991) suggests that
 

the clearer the ethical expectations are between both the
 
I
 

organization and the employee, the more likely these ethics
 

will be agreed upon and accepted by both parties. In terms
 

of organizational commitment, it might not be enough that
 

an organization establishes ethical standards that are
 

clearly junderstood and obeyed by its employees. It is
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possible that the established organizational ethical
 

standards do not align with the employee's personal ethics,
 

and such discrepancy may have a negative impact on an
 

employee's organizational commitment.
 

Morejspecifically, it is the relationship between both
 

the employee's individual ethics and the established
 

organizational ethics, or ethical congruence, which should
 

affect organizational commitment. Employees placed in
 

situations where their individual ethics do not match or
 

align witlji the organizational ethics might display lower
 
organizational commitment than employees who are placed in
 

situation^ where their individual ethics align with the
 

organizational ethics. Such situations exist in a variety of
 

industries and throughout various positions. For example,
 

doctors are sworn by the Hippocratic Oath to provide the
 

best type I of care necessary to help a patient. However, HMO
 

guidelines may require doctors employed by them to offer
 

less expensive, but possibly more ineffective treatment
 

alternatives. Doctors in such situation may continually find
 

that their individual ethics and the HMO's organizational
 

ethics are in conflict. Similarly, lawyers often do not have
 

a choice Ln who they represent in court, and instead are
 

assigned cases by their law firm. Such instances may provide
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an ethical conflict if a lawyer is assigned to represent a
 

couple defending their right to a same sex marriage if in
 

fact the lawyer feels that same sex marriages are unethical.
 

Further research has identified three specific types
 

of organisational commitment: affective commitment,
 

continuance commitment, and normative commitment (Allen &
 
I
 

Meyer, 1990). Affective commitment refers to an employee's
 

desire to remain with their organization because they agree
 

with its and values. This is the most prevalent
 

approach to organizational commitment within the literature
 

(Allen & Meyer, 1990). Such commitment is seen more as an
 

emotional attachment or identification with the
 

organization. The most commonly used scale of
 
f
 

organizational commitment, the Organizational Commitment
 

Questionnaire by Porter, Mowday, and Steers (1979), defines
 
I
 

organizatjional commitment as the strength of identification
 
with a particular organization. Continuance commitment is
 

an employee's desire to remain with their organization
 

because of his/her belief that it may be too costly to
 

leave. More specifically, an employee risks losing all that
 

they have! invested over their years of service (such as
 

retirement plans and friendships) if they leave the
 
I
 
I
 

organization. Finally, normative commitment is an
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employee's obligation to stay with the organization because
 
I
 

of pressu][-e from others, such as friends, family, and
 

fellow employees. Such literature suggests that
 

organizational commitment function as the result of
 

differentiwork experiences. Different aspect of an
 

organization can affect an employee's commitment, thus
 

suggesting that the idea of fit between an employee and an
 

organization across different variables may be important.
 

Since P-0 fit is measuring the congruence between
 

organizational and individual attributes, it is logical
 

that P-0 tit measures will be most accurate at measuring
 

affective organizational commitment.
 

Intention to Quit
 

An underlying goal in understanding P-0 fit and
 

organizational commitment is to identify their relationship
 

with employee turnover. High turnover caused by a lack of
 

fit and/or organizational commitment can negatively affect
 

an organization in several ways. First, organizations can
 

incur direct costs by having to recruit and train new
 

employees. Indirectly, turnover may impact organizational
 

culture, jthereby affecting employee performance.
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i
 

Organizations can take steps to reduce turnover by
 

addressing the importance of organizational commitment. By
 

taking steps aimed at increasing an employee's
 

organizatiional commitment, a business could reduce not only
 

an employee's intention to quit, but also reduce
 
!
 

absenteeism and increase such desired factors as job
 

satisfaction, productivity, and flexibility.
 
I
 

Intention to quit is often recognized as being related
 

to an employee's level of organizational commitment
 

(DeConincbk & Bachman, 1994; Hunt, et al., 1989; Mottaz
 

1988). This outcome variable has been examined in a variety
 

of research regarding commitment, and is recognized as the
 

strongest predictor of actual employee turnover (Mobley,
 

Horner & Hollingsworth, 1978). The inclusion of intention
 

to quit in this study will add clarity to the importance of
 

ethical congruence to employee outcome variables.
 

Hypothesis 1: Ethical congruence will predict variance in
 
organizational commitment and intention to quit above and
 
beyond value congruence.
 

Hypothesis 2: There will be a stronger, positive
 
relationship between ethical congruence and affective
 
commitment than there will be between ethical congruence
 

and eithler normative commitment or continuance commitment.
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CHAPTER THREE
 

METHODOLOGY
 

Participants
 

This! research utilized a total of 70 participants,
 
I
 

consisting of 54 females and 16 males. Their ages ranged
 

from 19 tjo 65, with an average age of x = 40,06.
 
Participants represented a variety of ethnic backgrounds,
 

i
 
[
 

with 45 being Caucasian, 11 being Hispanic-Latino, 6 being
 

Asian, 5 being African-American, and 2 representing other
 

ethnic backgrounds. There was one missing case from the
 

ethnic race demographic. In addition to surveying a variety
 

of ethnicj backgrounds, this research surveyed a variety of
 
I
 

different; industrial settings. 36 participants represented

j
 

a U.S Courthouse, 15 represented a Hospital, 15 represented
 

a public transportation agency, 2 represented a Labor
 

Union, and 1 represented higher education.
 

Materials
 

Participants were provided an informed consent form, a
 

demographic information form, and a debriefing statement. A
 

packet of questionnaires was also provided to the
 

participants in order to measure the predictor and
 

criteriorl variables. This packet included the ethical
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congruenc3 scale, the modified OCP, and Meyer and Allen's
 

measures Dt affective, normative, and continuance
 

commitment
 

Informed Consent
 

The onsent form (Appendix F) contained the following
 

information: identification of the researcher, explanation
 

of the purpose and nature of the study and research method,
 

duration of research participation, discussion of how
 

confidentiality will be maintained, participant's rights.
 

any possible foreseeable risks or benefits to the
 

participant, the voluntary nature of his or her
 

participation, and who to contact regarding any questions
 

about subject's rights or injuries
 

Value Congruence Survey
 

In measuring value congruence, a modified version of
 

O'Reilly et al.'s Organizational Culture Profile was
 

utilized (Appendix G). The scale consisted of 14 Likert­

type questions on a seven-point scale, with a score of "1"
 

representing "Not at all" and a score of "7" representing
 

"Completely". Summing and averaging their answers to the 14
 

likert-type questions calculated a participant's overall
 

value congruence score. The internal reliability of this
 

scale was found to be a = 0.94.
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Organizatijonal Commitment Survey
 

Meyerj and Allen's 1990 commitment scales were utilized
 

in order to calculate Organizational Commitment (Appendix
 

H), with specific recognition of Affective, Continuance,
 

and Normatiive commitment. Each of the three scales
 
i
 

consisted 
!

jof 8 Likert-type questions on a seven-point
 

scale, with an answer of "1" representing "Strongly
 

Disagree c.nd an answer of "7" representing "Strongly
 

Agree". Summing and averaging a participants answers to
 

each of the three scales yielded three separate commitment
 
I
 

scores. Tile affective commitment portion contained four
 

items that were reverse scored during analysis. The
 

continuance commitment scale contained two items that
 

required reverse scoring during analysis. The normative
 

I
 
commitment portion contained three questions that needed to
 

be reverse scored during analysis. In reverse scoring, an
 

answer of "1" represented "Strongly Agree" and a score of
 

i
 

"Strongly Disagree". The internal reliabilities for the
 

affective, continuance, and normative commitments scales
 

were found to be a = 0.85, a = 0.79, and a = 0.73
 

respectively.
 

The measurement of intention to quit was done so by
 

the use of Hackman & Oldham's sub-scale (1976), The
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intention to quit scale consisted of three Likert-type
 

items on a seven-point scale (see questions 1,10, and 19 in
 

Appendix H), with a score of "1" representing "Strongly
 

Disagree'^ and a score of 7" representing "Strongly Agree".
 
I
 

Summing and averaging a participant's scores to each of the
 

three questions resulted in their overall intention to quit
 

score. Tljie reliability of this scale was found to be a =
 
0.80. I
 

Ethical Congruence Survey
 

The'measurement of ethical congruence was conducted
 

through the use of a survey specifically created for this
 

research!(Appendix I). Based on research by Chatov (1980),
 

the survey consisted of 10 Likert-type questions on a
 
seven-point scale, with a score of "1" representing "Not at
 

All" andj a score of "7" representing "Completely". Summing
 

and averaging their answers to each of the 10 Likert-type
 

survey qjiestions calculated a participants' overall ethical
 
congruenpe score. The internal reliability for this scale
 

was calculated to be a = 0.93.
 

In addition, an exploratory question regarding the
 

strength of an organization's ethical guidelines was
 

included! this study. The Likert-type question asked
 

participants to respond to the following statement: Ethics
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are defined as a set of principles of right conduct; a
 

theory (|f systems of moral values; the rules or standards
 
governing the conduct of a person or the members of a
 

profession. According to the given definition, to what
 

extent does your organization provide information, or make
 

clear, their policies regarding ethical behavior? Responses
 

were giyen according to a 6-point scale, with a response of
 
i
 

"1" representing "My organization does not provide any
 
I
 

information whatsoever" and a score of "6" representing "
 
i
 

My organization provides distinct, clear cut guidelines
 

regarding such behavior".
 

Demographic Questionnaire
 

The demographic sheet (Appendix J) included questions
 

regarding the participant's age, gender, type of
 

organization they work for, number of years working within
 

his or ler current organization, ethnicity, and level of
 

education.
 

Debriefing Statement
 

Th^ debriefing statement (Appendix K) informed
 

participants of the major research questions addressed in
 
I
 

the study, who they can contact regarding future distress
 

or trauma due to the study and/or if they wish to obtain
 

the resiults of the study. Additionally, in order to
 

I
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maintain the validity of the study, participants were
 

requested not to discuss the details of the study with
 

other potential participants.
 

Procedures
 

Participants for this correlational design project
 

were recruited from four separate organizations,
 

representing four different industries: a U.S. courthouse,
 

a hospital, a trade Union, and a public transportation
 

agency. Organizations were contacted regarding voluntary
 

participation in the study, at which time the purpose,
 

procedures, and relevance of the experiment were also
 

explained. Organizations that agreed to participate were
 

contacted a second time in order to arrange a drop-off and
 

pick-up schedule of the necessary materials.
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CHAPTER FOUR
 
i, 

j RESULTS ■ 
I 

i 
j Scoring and Analysis 

The ciata set was analyzed using SPSS. Prior to
 

hypothesii testing, the means and standard deviations for
 
each of tJjie variables were calculated (see Appendix A). The
 

j
 

mean score of value congruence was x = 4.30 with a SD of
 

1.05. Based on a seven-point scale, the value congruence
 
I
 

mean was ̂  little high, suggesting that on average
 

participahts reported high value congruence. The mean
 

ethical congruence score was x = 5.28 with a SD of 1.35.
 
I
 

Based on a seven-point scale, this ethical congruence mean
 

suggests that on average,, participants reported high
 

ethical congruence. The mean affective commitment score was
 
I
 

X = 4.46 ij/ith a ̂ of 1.26. Also based on a seven-point
 
scale, the mean of affective commitment suggests that
 

participants on average report high affective commitment.
 
I
 

The mean of ethical strength was x = 5.02 with a standard
 

deviation of SD =1.02. This question was based on a six-


point scale, suggesting that participants, on average,
 
!
 

reported yery high ethical strength within their
 

organizations.
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In order to test the assumptions of normality of the
 
!
 

data, compjarisons were made to the normal distribution.
 

While most! variables were normal, intention to quit had a
 
1
 

I
 

positive skew and ethical congruence had a negative skew.
 

In additicjn, all variables were examined for univariate
 
outliers and none were found.
 

Hypothesis One
 

Four Iseparate hierarchical regressions were performed
 

in order to test Hypothesis 1, which indicated that ethical
 

congruence predicted outcomes above and beyond value
 

congruence! (see Appendix B for the complete table). In
 
i
 

regressiori one, affective.commitment was entered as the
 

criterion [variable, value congruence was entered as the
 

predictor jvariable for block one, and ethical congruence
 

was added to block two as a predictor variable. With value
 

congruence accounting for a significant amount of variance
 

in affective commitment, the increase in was significant
 

when ethical congruence w^s added to the model (R^ change =
 

0.063, E =i 0.003).
 

Continuance commitment was used as the criterion
 

variable in regression two. Value congruence represented
 
i
 

the predictor variable for block one, and ethical
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congruence was added to block two as a predictor variable.
 

The increase in was not significant (R^ change = 0.003, p
 

= 0.676).
 

Normative commitment was entered as the criterion
 

variable in regression three. Value congruence was added as
 

the predictor variable in block one, and ethical congruence
 

was added to block two as a predictor variable. The
 

increase 1n R^ was not significant (R^ change = 0.355,p =
 

0.553).
 

The fourth regression used intention to quit as the
 

criterion variable. Value congruence was entered as the
 

predictor variable in block one, and ethical congruence was
 

added as c. predictor variable in block two. Although value
 

congruence accounted for a large amount of the variance,
 

the increcse in R^ was significant with the addition of
 

ethical congruence. (R^ change = 0.06, p = 0.03).
 

Hypothesis Two
 

In order to test Hypothesis 2, that ethical congruence
 

will have a stronger more positive relationship with
 

affective commitment than with either continuance or
 

normative commitment, a comparison of the coefficients was
 

conducted using the Hotelling-Williams tests for two
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dependent coefficients. The first test compared the
 

coefficient of affective commitment on ethical congruence
 

to the coefficient of continuance commitment on ethical
 

congruence. The analysis resulted in a significant
 

difference (t(67) = 10.78, p< 0.05). The second test compared
 

the coefficient of affective commitment on ethical
 

congruence to the coefficient of normative commitment on
 

ethical congruence. The analysis resulted in a significant
 
I
 

differenc^ (t{67) = 2.11, p< 0.05).
 

I Additional Analyses
 

Additional regression equations were performed to test
 

the moderjating effects of the ethical strength question on
 

each of t|he three organizational commitments (see Appendix
 
C for thej complete table). The first regression equation
 

used affe|ctive commitment as the criterion variable, and
 
entered both ethical congruence and ethical strength as
 

predictor variables in block one, and entered the
 

interaction between ethical congruence and ethical strength
 

as a predictor variable in block two. The increase in was
 

not significant (R^ change = 0.004, p = 0.58.
 
I
 

The Isecond regression equation utilized continuance
 

commitmerit as the criterion variable, and entered both
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ethical congruence and ethical strength as predictor
 

variables I in block one. The interaction between ethical
 
I
 

congruence and ethical strength was then entered as a
 

predictorivariable in block two. The increase in was not
 
I
 

significant (R^ change = 0.000, p = 0.98).
 

The third equation utilized normative commitment as
 

the criterion variable, and entdred both ethical congruence
 

and ethickl strength as predictor variables in block one,
 

The interaction between ethical congruence and ethical
 

strength itfas then entered as a predictor variable in block
 
I
 

two. The increase in ̂ was not significant (R^ change =
 
I
 

0.007, £ f= 0.51).
 
!
 

The feourth regression equation used intention to quit
 

as the criterion variable, and placed both ethical
 

congruence and ethical strength as predictor variables in
 
i
 

block onei. The interaction between ethical congruence and
 

ethical strength was then added as a predictor variable in
 

block two. The increase in R^ was not significant (R^ change
 

= 1.16, p = 0.28).
 

Simple Simultaneous regressions of ethical congruence
 

j

and ethicpl strength on each of the four outcomes variables
 
(affectivie commitment, continuance commitment, normative
 

I

I
 

commitment, and intention to quit) were also conducted (see
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I
 
I
 

Appendix D for the complete table). In the first
 

regressioiji, affective commitment; was entered as the
 

criterion]variable with both ethical congruence^ and ethical
 

strength entered as predictor variables. In this equation,
 
I
 

ethical strength had no significance, however ethical
 

congruence had a significant Beta weight = 0.374, p =
 

0.003). I
 
The second regression equation utilized continuance
 

commitment as the criterion variable with both ethical
 

congruence and ethical strength as predictor variables.
 

i
 
This anali^sis resulted in no significant Beta weights. The
 

I
 

third regression utilized normative commitment as the
 

criterion! variable and entered both ethical congruence and
 
j
 

ethical strength as predictor variables in block one. This
 
!
 

regression failed to result in any significant Beta
 

weights. ■ 

i 

The jfourth and final regression equation utilized
 

intention to quit as the criterion variable. Ethical
 

congruence and ethical strength were entered simultaneously
 

as predictor variables. Although ethical strength had no
 

significance to this regression, ethical congruence
 

possessed' a significant Beta weight in this equation {§_ = ­

0.368, p j= 0.005).
 
I
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A quick review of the correlations among variables in
 

the study;reveal that they are consistent with past
 
!
 

literature, with the exception of the relationship between
 

continuance commitment and intention to quit (see Appendix E
 

for the complete table). It should also be noted that a
 

significaht relationship was found between ethical
 

congruence and ethical strength (r = 0.374, £< 0.001).
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CHAPTER FIVE
 

DISCUSSION
 

The findings of this' project suggest that there is in
 

fact a difference between value Congruence and ethical
 

congruence. Further, it suggests! that each construct has
 

separate ut additive value to outcome variables such as ,
 

affective commitment and intention to quit. The results for
 

hypothesi one, that ethical congruence will predict
 

variance in employee outcomes above and beyond value
 

congruence, support the notion that ethical congruence can
 

enhance pi'ediction. In regards to organizational
 

commitment,, it may seem odd that ethical congruence only
 

increased prediction in ajffective commitment, and not
 

continuance or normative commitment. The results, however,
 

are consi itent with the conceptualizations of each
 

variable. Affective commitment refers to an acceptance of
 

the organizations culture and climate. An employee is
 

affectively committed to an organization if they identify
 

with what the organization stands for, what their purpose
 

is, and hew business is conducted. Culture and climate
 

could very well include ethics. Therefore, it would make
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sense that those with high affective commitment would also
 

express high ethical congruence.'
 

Continuance commitment, oh the other hand, refers to
 
i
 

commitment based upon beliefs that it may be too costly to
 

leave the organization. Although the costs at risk can
 

vary, this concept has no relation to an employee's level
 

of ethical commitment. The level' of congruence between an
 

employee and their organization in regards to ethics has no
 

apparent bearing on an employee's beliefs that it may be
 

too costly to leave their organi;zation. Thus, as the
 

results indicate, ethical congruence would not increase
 

prediction of continuance commitment.
 

Fina].ly, normative commitment relates to an employee's
 

obligation to stay with their organization as a result of
 

pressure from others, such a friiends, family, and
 

coworkers. The level of ethical congruence between the
 

employee and her/his organization would have no effect on
 

the pressure to stay. Nor would such pressures affect an
 

employee's perception of ethical congruence. This makes
 

clear why ethical congruence did not increase prediction of
 

normative commitment.
 

Ethical congruence did, however, increase prediction
 

of an employee's intention to quit. This result is not
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surprisirig. Intention to quit represents an employee's
 

i . . . . .
 
dissatisfaction with their organization in some way or
 

j
 
another. iSuch dissatisfaction could be a result of many
 

i
 

variables, including the level of fit between and employee
 
I
 

and her/]iis organization. As mentioned earlier, fit can be
 
i
 

assessedjacross a variety of variables, and these results
 
Ii


indicatejthat ethical congruence can impact an employee's
 

attitude^ towards her/hiiS organization. Ethics are a highly
 

personal I and individualistic construct. Incongruence
 

between an employee and bheir organization in regards to
 

ethics m^y cause the employee to feel personally challenged
 

or uncomfortable, and therefore lead to a higher intention
 
I
 

to quit.! On the other hand, employee's who perceive a high
 
!
 

level ofi ethical congruence would report a low level of
 
I
 

ethical bongruence since they might feel that their
 

organization is a good representation or match for their
 

personal beliefs and ethics.
 

The notion that ethical congruence is more relevant
 

and would have more of an effect on affective commitment
 

than it would on either continuance or normative commitment
 

was reinforced by Hypothesis two. Hypothesis two
 

!
 

specifically stated that there would be a stronger, more
 
!
 

positivq relationship between ethical congruence and
 
I
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i „ ;
 

affective icommitment than between ethical congruence and
 

either corltinuance or normative commitment. As discussed
 

earlier, these findings are consistent with the definitions
 
I
 

of each of the three types of commitment.
 
i
 

The inclusion of an exploratory question regarding the
 
i
 

strength of an organization's ethical policies did not
 

result in I any significant findings. This was somewhat
 

surprising, since it would seem that an employee's
 

perception of ethical congruence would be based on their
 

direct level of knowledge regarding corporate ethical
 

policies and procedures. The more the employee is aware of
 

their organization's procedures, the more capable they
 

would seem to be able to determine their fit. This was not
 

i
 
the case.lit should be noted, hpwever, that each of the
 

i
 
organizational settings represented displayed a mean
 

i
 

ethical strength score of x = 4.0 or above, with the
 

majority liear the x = 5.00 range. Since the question was on
 

a six-point scale, this represents a high level of
 

definition for ethical policies ,and procedures for each
 

organization. Perhaps the lack of significance is a result
 

of a lack of responses from the lower end of the scale,
 
i
 

organizations with little information regarding ethical
 
i
 

policy.
 

j
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Limitations
 

There were several limitations that may have distorted
 

the observed results. The first of which regard the sample
 

population utilized in this project. There may have been a
 

nonresponse bias as a result of the participants who
 

i
 

actually completed and returned the surveys. It is possible
 

that the participants who returned their surveys may have
 

had completely different responses than those who chose not
 

to return their surveys. Those who returned their surveys
 

may have been more involved or b^en more enthusiastic about
 

representing their respective organization than those who
 

did not return the surveys.
 

Additionally, the sample th&t the analysis was
 

performed on may not have been ai truly representative
 

sample. Out of 70 participants, there were 45 Caucasian
 

respondents and 54 female respondents. These numbers may
 

not be truly representative of the demographics of each of
 

the organizations that were sampled, thus limiting the
 

interpretcition of the results.
 

Additional limitations regard the method of data
 

collection. The use of a self-report survey leaves room for
 

possible limitations regarding the participants' responses.
 

A self-report survey gives room for response bias.
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Participants may have interpreted the questions
 

differently, they may have chosen to respond to the
 

questions jin a socially desirable, or some participants may
 

have not taken the survey seriously and just answered the
 

questions as quickly as possible without any true thought
 

or consideration. All of these would represent a limitation
j
 
in the interpretation of the results.
 

1
 

The Actual survey poses additional limitations. The
 

exploratory question regarding efhical strength was worded
 
I
 

in such a^ way that 5 participants answered in a manner not
 

consistent with the instructions. Although this is not a
 

significant number, the fact that some participants were
 

confused ds to what the question was asking suggests that
 

i ■ 
others ma^ have had some problems interpreting the
 

question.
 

The questions utilized in the ethical congruence
 

questionnaire represented ten ethical behaviors that could
 

I
 

have resulted in additional response bias. Although these
 
[
 

behaviorsjwere chosen based on past research, each behavior
 

appears clearly unethical, which may have caused
 

participants to respond in a socially desirable manner. In
 

addition,;there is little evidence that the ethical
 
I
 
I
 

congruence scale has high validity. Although the
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reliability of the scale was high, a = 0.93, there are no
 

scales within the literature to use as a point of
 

comparison in order to obtain criterion validity. Although
 

the scalej seems to have high face validity, it is possible
 

that it may not actually be measuring ethical congruence.
 

i
 
Significance and. Implications
 

The examination of constructs suggested in this
 

project offers a variety of research implications with
 
j
 

respect tjo increasing our understanding of not only ethics
 

and value;s, but also their relationships with P-0 fit and
 

outcome variables such as organizational commitment and
 
i
 
I
 

intention to quit. The examination of ethical congruence in
 

regards do P-0 fit helps to distinguish that there is, in
 

fact, a dlifference between the concepts of ethics and
 
i
 

values in regards to the organizational setting. Further,
 

each construct has the possibility for separate effects on
 

a multitude of outcome variables. As such, each variable
 

should be handled and defined separately. Such findings
 

help to increase our general understanding of P-0 fit, and
 

the variables used to assess it.
 
I
 

Additionally, this project suggests the importance of
 

ethical congruence between employees and their respective
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organizations. The fact that ethical congruence increased
 
I
 

prediction of intention to quit proposes that organizations
 
j
 

make efforts to achieve congruence with their employees.
 

While there may be an increase in efforts to establish
 
i
 

ethical guidelines for behavior within organizations,
 

little has been done to make sure the employees fit the
 

expectations placed upon them. Many selection procedures
 

I
 
include personality assessments and situational exercises
 

I
 

in order to determine an applicant's fit with the
 

organization. This project suggests that questions or
 
I
 

measures tapping into the level of fit regarding ethics be
 
j i
 

used as an additional tool to improve selection and
 
i
 

retentionL
 

i
 
I
 

Future research regarding P-0 fit should consider
 

including!the construct of ethical congruence in their
 

model, especially if the P-0 fit model already includes
 

value congruence. Since so little variance has been
 

accounted for in P-0 fit, the concept of ethical congruence
 

should be added as another possible variable that can be
 

■ ' ! ■ ' 
used to measure fit. Ethical congruence represents another
 

piece being added to the P-0 fit puzzle, helping to make
 

the picture a little clearer.
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Additionally, future researbh that examines the
 
I
 

effects of value congruence on any outcome variable should
 

also include ethical congruence, as these findings suggest 

I ' ■ ' 
that, although they are sbmewhat: related, they have
 

separate effects on outcoine variiables. It also suggests
 
I ' i
 

that when I defining value congruence, specific
 
!
 

I ■ , 

conceptualizations and dejfinitions should be given so as
 
I :
 

not to confuse the variable with ethics or ethical
 
I
 

congruence.
 

Although the ethicail congruence scale utilized in 

i ; ■ ! 
this project resulted in ihigh reliability, a = 0.93, future 

research should consider dmproving upon the scale. A more 

appropriate measure may use questions that ask the 

participant to respond asl to how they would react in a 

variety o;E ethical situations. It would be beneficial if 

these situations were not as clearly unethical as those 

used in this project, but instead were more ambiguous, 

allowing for a true reflection end more accurate response 

of ethical congruence. Such a survey may help to uncover a 

more specific relationship between ethical congruence and 

P-0 fit, as well as various other outcome variables. 
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Overc11, the implications ot this study suggest that
 
I
 

the concej:ts of values and ethick be treated separate but
 

equally within the organizational setting. This suggestion
 

is relevart for both organizational research and for
 

organizational policy and! procedure. The fact that past
 

literature: has blurred the lines'between the two terms
 

indicates that little attention has been given to the
 

specific d'efinitions of each term, and even less attention
 

to their separate effects; within^ the organization. Perhaps
 

now the imjiportance of difEerentikting the two will become
 

more appar-ent.
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APPENDIX A:
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Descriptive Statistics 

N 

value congruence 70 
ethical congruence 70 

affective commitment 10 

continuance commitment 10 

normative commitment 70 

intention to quit 70 

ethical strength 65 

Valid N (listwise) 65 

Mean 


4.3006 

5.2832 


4.4589 


4.1314 


3.7319 


3.4595 


5.0200 


Std. Deviation
 

1.0506
 
1.3539
 

1.2658
 

1.1579
 

0.9362
 

1.5992
 

1.0200
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Hypothesis One Regressions
 

Criterion Model
 

affective! 1^ 0.492
 

commitment: 2^ 0.555
 

continuance 0.037
 
I
 

commitment 0.040
 

normative: 0.161
 

commitment 0.165
 

intention 0.161
 

to quit 0.221
 

Predictors value
 

Predictiors value, ethic
 

R change 


0.492
 

0.063
 

0.037
 

0.003
 

0.161
 

0.004
 

0.161
 

0.060
 

Sig. F change
 

0.000
 

0.003
 

0.109'
 
0.676
 

0.001
 

0.553
 

0.001
 

0.027
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Ethical Strength Regressions
 

-2
 
Griterion Model R change Sig. F change
 

la
 
affective	 0.234 0.234 0.000
 

commitmer(t	 2^ 0.238 0.004 0.581
 
la
 

continuance 0.054 0.054 0.181
 

commitment 2'= 0.054 0.000 0.977
 

normativd 1^ 0.004 0.004 0.885
 

commitmerit 2^" 0.Oil 0.007 0.512
 

pa
 
0.158 0.158 0.005
intentiori
 

to quit 2^= 0.173 0.016 0.285
 

Predictors: ethic, ethical strength
 

Predictors: ethic, ethical strength. interaction
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Simple Simultaneous Regressions
 
!
 

Criterion Predictor Model R Beta Sig.
 

affective Ethic 0.234 ,374 0.003 

commitment j ethical strength , 198 0.103 

continuance' Ethic 0.054 .228 0.092 

commitment j ethical strength . 179 0.193 

normative i Ethic 0.004 0.054 0.696 

commitment j ethical strength 0.018 0.895 

intention ; Ethic 0.158 -0.368 0.005 

to quit I ethical strength -0.066 0.603 
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Correlations
 

Pearson Correlation
 

1 2 3 4 

value (1) 1.000 .281* .701* -.193 

ethic (2) .281* 1.000 .437 -.102 

affective (3) .701 .437** 1.000 -.192 

continuance (4) -.193 -.102 -.192 1.000 

normative (5) .401 .049 .478 
* * 

-.049 

ITQ (6) -.402 -.347** 
_ _ _ 

-.722 .304* 

strengthi (7) .239 .374** .338 .094 

* Correlation is significant at the 0.05 level (2
 

** Correlation is significant at the 0.01 level (2
 

5 6 7
 

value (i) .401 -.402 .239
 

ethic (2) .049 -.347 .374**
 

affectivje (3) .478 -.722 .338**
 

continuance (4) -.049 .304 .094
 

normative (5) 1.000 -.296 .038
 

ITQ (6) -.296* 1.000 -.203
 

strength (7) .038 -.203 1.000
 

*
 kj-j-^xA_i_j—uw«-<t.xxw >,.w — X — — ­

★ "k Correlation is significant at the 0.01 level (2-tailed)
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Informed Consent
 

Thank you for taking your time to participate in this study.Your contribution is greatly
 
appreciated.Ryan Curry,Masters Student ofIndustrial/OrganizationalPsychology,
 
California State University San Bernardino,is conducting this studyin partfor his
 
Master's thesis onPerson Organization fit, under the supervision ofDr.Janelle Gilbert.
 
The purpose ofthis research is to assess peoples'perceptions ofcompatibility or"fit"
 
with their current organizations,and how these perceptions may affect employee attitudes
 
regarding their work environment.
 

Your participation includes filling out the attached survey. The survey should take about
 
20minutes to complete. Yourresponses will be kept anonymous,will be used for
 
research purposes only,and will be reported in group format only.You are strongly
 
encouraged to respond to all items,yetifyou feel unable or unwilling to respond to a
 
particular ite;m,, please skip it. Participation in this study is completely voluntary and if
 
you would lille to withdrawal,you will not be penalized.
 

This study has been approved bythe DepartmentofPsychologyInstitutional Review
 
Board at California State University,San Bemardino. Ifyou have any questions,please
 
contact Dr. hinelle Gilbert at(909)880-5587.
 

Thank you again for your participation.
 

Bychecking below you are acknowledging that you are freely consenting to participate in the study. By
 
checking and dating, it is implied that you understand the nature ofthis survey and that you are at least 18
 
years old.
 

CHECKHERE: TODAY'SDATE
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The items on the survey will be assessing the degree to which you match or"fit''
 
your currentjob. Please read through the items and rate each according to your
 
current job Circle the appropriate nnmber using the scale given to indicate your
 

degree ofagreementor level ofcongruence according to the questions asked.Please
 
use your bestjudgment when rating each item.There are no right or wrong answers.
 

Section 1;This section measures the degree to which your values match or"fit"the
 
values ofthis organization. Values are defined as a quality considered worthwhile or
 
desirable.
 

1 =not at all 2=very small degree 3=small degree 4=moderate degree
 
5=great degree 6=very great degree 8=completely
 

1.To what degree do your values ofbeing achievement 2 3 4 5 6 7
 

oriented match your organization's values ofbeing
 
achievement oriented?
 

2.To what degree do your values ofbeing team oriented 2 3 4 5 6 7
 

match your organization's values ofbeing team
 
oriented?
 

3.To what degriee do your values ofhigh pay for 2 3 4 5 6 7
 

performance match your organization's values of
 
high payfor performance?
 

4.To what degree do your values ofworking in 2 3 4 5 6 7
 

collaboration with others match your organization's
 
values ofworking in collaboration with others?
 

i
 
5.To what decree do your values ofbeing supportive 2 3 4 5 6 7
 

match your organization's values ofbeing supportive?
 

6.To what degriee do your values ofbeing competitive 2 3 4 5 6 7
 

match your organization's values ofbeing competitive?
 

7.To what degree do your values ofbeing results oriented 2 3 4 5 6 7
 

match your organization's values ofbeing results
 
oriented?
 

8.To what degree do your values ofrisk taking match 2 3 4 5 6 7
 

your organization's values ofrisk taking?
 
I
 
!
 

9.To what de^ee do your values ofbeing aggressive 2 3 4 5 6 7
 

match your organization's values ofbeing aggressive?
 

10.To whatdegree do your values ofbeing precise match 2 3 4 5 6 7
 

your organization's values ofbeing precise?
 

2 3 4 5 6 7
 

organization's values oftolerance?
 
11.To what dejgree do your values oftolerance match your
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gree do your values ofan employee's 
to experiment match your organization's 
i employee's willingness to experiment? 

12.To what de 

willingness 
values ofai 

1 2 3 4 5 6 7 

13.To what degree do your values ofpaying attention to 
detail match your organization's values ofpaying 
attention to detail? 

1 2 3 4 5 6 7 

14.To what degree do your values ofstability 
match your organization's values ofstability? 

1 2 3 4 5 6 7 
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Section 2; This section measures your attitudes towards your organization.Please circle
 
the number that represents your levelofagreement with the statement given.
 

1=strongly disagree 2=disagree 

j 5=somewhat agree 6= 


I.People on thisjob often think ofquitting.
 

2.1 would be very happy to spend the rest ofmy
 
career with this organization.
 

3.1 enjoy discussing my organization with people
 
outside it.
 

4.1 really feel as ifthis organization's problems
 
are myown.
 

5.1 think thatI could easily become attached to
 
another organization as Iamto this one.
 

6.1 do notfeel like 'part ofthe family' at my
 
organization.
 

7.1 do notfeel'emotionally attached'to this
 
organization.
 

8.This organization has a great deal ofpersonal
 
meaning for me.
 

9.1 do notfeel4strong sense ofbelonging to
 
my organization.
 

10.1frequently think ofquitting thisjob.
 

II.1am not afraid ofwhat mighthappen ifI quit
 
myjob withdut having another one lined up.
 

12.It would be very hard for me to leave my
 
organization right now,even iff wanted to.
 

13.Too much in mylife would be disrupted
 
iff decided 1 wanted to leave my organization
 
right now.
 

14.It wouldn'tbe too costly for me to leave
 
my organization now.
 

15.Rightnow,staying with my organization
 
is a matter ofnecessity as much as desire.
 

3=somewhat disagree 4=neutral
 
agree 7=strongly agree.
 

2 3 4 5
 

2 3 4 5
 

2 3 4 5
 

2 3 4 5
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2 3 4 5 6 7
16.1 feel thatllhave toofew options to consider
 
leaving thiS|organization.
 

17.One ofthe few serious consequences of
 
leaving this organization would be the
 
scarcity ofavailable alternatives.
 

18.One ofthe major reasons I continue to work 1
 
for this organization is that leaving would
 
require sonje considerable personal sacrifice
 
-another organization maynot match the overall
 
benefits I have here.
 

19.1am notinclined to stay in thisjob for very much 1
 
longer. j
 

20.1 think that people these days movefrom company 1
 
to company!too often.
 

21.1 do not believe that a person must always be 1
 

loyalto his or her organization.
 

22.Jumping ffo'p organization to organization does
 
notseem at ^11 unethical to me.
 

23.One ofthe major reasons I continue to work for
 
this organization is thatI believe that loyalty is
 
important and therefore feel a sense ofmoral
 
obligation to remain.
 

24.IfI got anotler offer for a betterjob elsewhere
 
I would notfeel it was right to leave my organization.
 

25.1 was taught to believe in the value ofremaining 1
 
loyal to one organization.
 

26.Things were better in the days when people stayed 1
 
with one organization.
 

27.1 do notthink that wanting to be a'company man' 1
 
or 'company woman'is sensible anymore.
 

2 3 4 5 6 7
 

2 3 4 5 6 7
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Section 3:Th s section measures the degree to which your personal ethics match or"fit"
 
the ethics ofy3ur current organization. Ethics refer to standards goveming the conduct of
 
an individual,Reflect on your organization's policies and standards regarding the
 
behaviors disicussed below,or similar codes ofconduct and action.
 

1 =not at all 2=very small degree 3=small degree 4— moderate degree
 
=great degree 6=very great degree 8=completely
 

1. Kickbacks,or referral fees,are moneys or gifts paid
 
for referring a client to a particular organization,which
 
mayinfluence the recommendations an employee makes.
 
To what degrele do your ethics regarding the use of
 
referral fees in.the workplace match your organization's
 
ethics regarding the use ofreferral fees?
 

2.Sometimes clients give gifts or gratuities to employees
 
as aform ofappreciation or politeness.Tp what degree
 
do your ethics regarding the use ofgifts as a work
 
practice match your organization's ethics regarding the
 
use ofgifts as a work practice?
 

3. Conflict ofinterest within the workplace pccurs when 1
 
an employee liolds a position or is associated with a
 
competing or customer firm.To what degree do your
 
ethics regarding conflict ofinterestin the workplace
 
match your organization's ethics regarding conflict of
 
interest in the[workplace?
 

5 7
4.Political payrnents within the workplace concern the use 1 6 


ofcompanyfunds by employees to contribute to political
 
campaigns.To what degree do your ethics regarding
 
political payments in the workplace match your
 
organization's ethics regarding political payments in
 
the workplace?
 

5.Bending the law in a workplace situation refers to 1 5 6 7
 

minor infractions offederal, state, and locallaws,
 
both on and offthejob.To what degree do your
 
ethics regarding violation ofthe law match your
 
organization's ethics regarding violation ofthe law?
 

5 6 7
6.Insider information refers to the use ofcompany 1
 
information for personal gain.To what degree do
 
your ethics regarding the use ofinsider information
 
match your organization's ethics regarding the use of
 
insider information?
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7.Bribery in the workplace could be used as a method 1
 
ofgaining fav«orable treatmentfrom clients,coworkers,
 
or supervisors To what degree do your ethics regarding
 
the use ofbrib'ery in the workplace match your organization's
 
ethics regardiu]Lg the use ofbribery in the workplace?
 

8. Organizational secrecy involves the company's desire 1
 
to maintain its internal security,integrity,and operations
 
from outside sprutiny or criticism.To what degree do
 
your ethics regarding secrecy match your organization's
 
ethics regarding secrecy?
 

9.The slight falsification ofcompanyinforination can be 1
 
used to benefit an individual employee and/or the
 
organization.To whatdegree do your ethibs regarding
 
falsification iiJ the workplace match your organization's
 
ethics regarding falsification in the workplace?
 

10.The use of'ends tojustify the means'relates to the use
 
ofquestionable actions to reach a goal that serves the
 
overall benefit ofthe company.To what degree do your
 
ethics regarding the use of'ends tojustify the means'
 
match your organization's ethics regarding the use of
 
'ends tojustify the means'?
 

Please answer tliie following question according to the 6-point scale provided.
 

Ethics are defined as a set ofprinciples ofright conduct;a theory ofsystems ofmoral values;the rules or
 
standards governing the conductofa person or the members ofa profession. According to the given
 
definition,to what extent does your organization provide information,or make clear,their policies
 
regarding ethical behavior?
 

1 =my organization does not provide anyinformation whatsoever
 

2=my organization provides almostno information regarding such behavior
 

3=my organization provides an unsatisfactory amountofinformation regarding such behavior
 

6=myorganization provides a sufficient amountofinformation regarding such behavior
 

7=myorganization provides a substantial amountofinformation regarding such behavior
 

8=my organization provides distinct, clear cut guidelines for such behavior
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Section4:This section includes demographic questions about yourself.Please answer each ofthe
 
following by circling or checking the correct response or by filling in the blanks given.
 

Gender
 

a) Female
 
b) Male
 

Age
 

Race
 

a) African American
 
b) Hispanic Latino
 
c) American Indian
 
d) Asian
 
e) White
 
f) Other
 

Education(please circle the highest level achieved)
 
a) some high school
 
b) high school degree
 
c) some college
 
d) Bachelors Degree
 
e) Masters Degree
 
f) Doctorate Degree
 

Years ofwork experience
 

a) less than a year
 
b) 1-5 years j
 
c) 5-lOyear^
 
d) 10-20 yeJrs
 
e) more than20
 
f) no work experience
 

Type oforganization you work for(e.g.law firm,hospital,accounting firm):
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PT.EASEDETACHAKDKEEP
 

Thank you for your participation in this study. This study was designed to explore how the relationship
 
between an individual's ethics and their organization's ethics affect the individual's level oforganizational
 
commitment. The Psychology DepartmentHumanParticipantreview Board,California State University,
 
San Bernardino^sapproved this research. This study was supervised by Dr.Janelle Gilbert. Ifyou have
 
any questions, you may contact Dr. Gilbert at(909)880-5587. Ifyou are interested in hearing the results of
 
this study,please contact Janelle Gilbert at(909)880-5587.Results will be available bysummer 2001,and
 
will only be available in group format.
 

75
 



APPENDIX L:
 

ORGANIZATIONAL CULTURE PROFILE
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Organizational Culture Profile Item Set
 

1. 	 Flexibility
 
2. 	Adaptability
 
3. 	Stability
 
4. 	Predictability
 
5. 	Being innovative
 
6. 	Being quick to take
 

advantage ofopportunities
 
7. 	A willingness to experiment
 
8. 	Risk taking
 
9. 	Being careful
 
10. Autonomy
 
11. Being mle oriented
 
12. Being analytical
 
13. Paying attention to detail
 
14. Being Precise
 
15. Being):eam oriented
 
16. Sharing information freely
 
17. Emphasizing a single culture
 

throughoutthe organization
 
18. Being people oriented
 
19. Fairness
 

20. Respectfor the individual's
 
right I
 

21. Tolerance
 
22. Infomiality
 
23. Beingleasy going
 
24. BeingIcalm
 
25. Being Isupportive
 
26. Beingjaggressive
 

27.Decisiveness
 

28.Action orientation
 

29.Taking initiative
 
30.Being reflective
 
31.Achievement orientation
 

32.Being demanding
 
33.Taking individual responsibility
 
34.Having high expectations for
 

performance
 
35. Opportunities for professional growth
 
36.High payfor good performance
 
37. Security ofemployment
 
38. Offers praise for good employment
 
39.Low level ofconflict
 

40. Confronting conflict directly
 
41.Developing friends at work
 
42.Fitting in
 
43.Working in collaboration with others
 
44.Enthusiasm for thejob
 
45.Working long hours
 
46.Notbeing constrained by manyrules
 
47.An emphasis on quality
 
48.Being distinctive-differentfrom others
 
49.Having a good reputation
 
50.Being socially responsible
 
51.Being results oriented
 
52.Having a clear guiding philosophy
 
53.Being competitive
 
54.Being highly organized
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