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This study explored the relation-
ship of personal and organiza-
tional values with organizational
commitment. 220 participants
from a large public sector orga-
nization were asked to rate on a
7 point scale the 24 items value
taxonomy as to how important
these are to them as a guiding
principle in their lives and then
as to how much they perceive
their organizations to promote
these values. Results reveal that
persons who attached more im-
portance to the values of open-
ness, fairness, logic and moral
integrity are affectively commit-
ted and those who perceive their
organizations to promote the val-
ues of openness, fairness, logic
and moral integrity are commit-
ted normatively.
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Introduction

The scientific study of human values
has a long history. Allport, Vernon and
Lindzey (1970) were among the first so-
cial scientists who gave the value concept
a more concrete meaning. These authors
linked values to ordinary activities such as
reading newspapers, watching movies or
voting and designed a typology of values.
Rokeach’s (1973, 1979) work, however,
brought about a shift in the thinking from
the idea of a typology of values as a fixed
and a stable element to values as guiding
principles in life which transcend specific
situations, may change over time, guide se-
lection of behavior and are part of a dy-
namic system. Values are drivers of be-
havior (Rokeach, 1973), including work-
place behavior (Schwartz, 1994). Dose
(1997:236) observes that “so much of our
time is spent in a working environment that
work values are particularly significant and
salient”. Once embraced, values become
standards of importance (Gellermann,
Frankel & Ladenson, 1990). They also
serve as criteria for making decisions and
setting priorities and lie behind the expla-
nations and justifications that are given for
ones actions. Unlike constructs such as
attitudes and opinions, values are relatively
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permanent, although capable of being
changed under certain conditions. Jones
& Gerard (1967) explain value stability by
noting that people experience some dis-
comfort or deprivation in acquiring values
and thus, values acquire stability because
individuals develop attachments to the
things they have undergone discomfort to
acquire.

Unlike constructs such as atti-
tudes and opinions, values are
relatively permanent. \

Several researchers have examined
the link between values and behavior. Val-
ues are believed to have a substantial in-
fluence on the affective and behavioral
responses of individuals (Locke, 1976;
Rokeach, 1973), and changing values are
frequently evoked as explanations for
employee problems in the workplace
(Nord et al, 1988), and increase in un-
ethical business practices (Mitchell &
Scott, 1990). At the organizational level,
values are viewed as a major component
of organizational culture (O’Reilly &
Chatman,1996; Schein, 1985), and are of-
ten described as principles responsible for
the successful management of a number
of companies (e.g., Mitchell & O’Neal,
1994). Rokeach (1979:51) characterized
values as “the most distinctive property
or defining characteristic of a social in-
stitution”. Organizations do not really pos-
sess values apart from the values of their
members. Thus, it may be said that or-
ganizational values are shared among the
individual members of the organization.
Shared values are a major component of
an organization’s culture (O’Reilly &

Chatman, 1996). However, the values of
organizations and their members are not
always in alignment.

The values of organizations and
their members are not always in
alignment. \

Several researchers investigated the
concept of congruence between person-
ality and situational variables and its af-
fect on behavior. Fiedler’s (1967, 1978)
leadership theory, Holland’s (1985) theory
of vocational choice, Hackman &
Oldham’s (1980) job characteristics
model are but a few examples of the theo-
retical work that has been based on the
idea that characteristics of the person and
job interact to determine such things as
job choice, satisfaction and employee
well-being (Edwards, 1994). One funda-
mental characteristic that both employ-
ees and organizations share is values. It
is easy to generate examples to show that
individuals would be more comfortable in
an environment that is consistent with
their values. A person who values hon-
esty and integrity working in an organi-
zation that believes in ‘getting the job
done at all costs’ will not be very com-
fortable. In all likelihood, the result of
placing people in situations at odds with
their personal values will not be positive
for either the employee or the organiza-
tion. Not only could employees’ well-be-
ing be at risk but it is also possible that
they would be less devoted to the orga-
nization and possibly less productive.
Furthermore, Natarajan and Nagar
(2011) established that value congruence
indeed influences job choice decision.
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The result of placing people in situ-
ations at odds with their personal
values will not be positive for ei-
ther the employee or the organi-
zation.

Researchers have used many differ-
ent methods of measuring value congru-
ence. One of the least complicated meth-
ods employed is to simply ask respondents
to estimate the extent their values are
similar to those of the other (e.g., Posner,
Kouzes & Schmidt, 1985). However, this
method is based on several assumptions
that the respondent (a) knows what val-
ues are, (b) knows what the relevant val-
ues are, (c) knows his or her own values,
(d) knows the values of the other, and (e)
is able to compare these sets of values to
produce an overall assessment of their
similarity. Accordingly, some researchers,
gave the meaning of values and / or the
value dimensions upon which to judge dif-
ferences (Enz, 1988), but this method still
assumes that values can be accurately
measured without the aid of a values in-
strument, and that respondents can accu-
rately assess the extent their values are
similar to those of the others. These con-
cerns have been addressed in two addi-
tional methodologies: (a) having respon-
dents complete two identical value instru-
ments, one on themselves and the second
“according to the values of the other”
(e.g., Feather, 1979), and (b) having re-
spondents complete a value instrument on
themselves and using independent assess-
ments to determine the values of the other
on the same dimensions (e.g., Chatman,
1991). Although the former technique
raises questions of whether a person can

accurately estimate the values of the other,
both techniques restrict respondents to a
particular set of values and impose a com-
mon measurement methodology on all re-
spondents. Based on this advocacy re-
searchers have been using Feather’s
(1979) method to measure value congru-
ence (e.g. Finegan, 2000; Gupta, 2009;
Ghosh, 2010) and linking it to behavioral
outcomes in the work place.

Organizational commitment has an
important place in the study of organiza-
tional behavior. This is to some extent true
because a vast number of studies have
found relationships between organizational
commitment and attitudes and behaviors
in the workplace (Porter, Steers, Mowday
& Boulian, 1974; Koch & Steers, 1978).
The literature has multiple definitions of
organizational commitment. Meyer &
Allen (1991) identified three types of com-
mitments; affective commitment, norma-
tive commitment, and continuance com-
mitment. They defined affective commit-
ment as the emotional attachment, identi-
fication, and involvement that an employee
has with its organization and its goals, nor-
mative commitment as a feeling of obli-
gation towards the organization and con-
tinuance commitment as the willingness
to remain in an organization because of
the investment that the employee has
which are nontransferable. Affective and
normative commitments have been found
to be predictors of positive organizational
behavior, including increased work perfor-
mance, tenure and attendance (Allen &
Meyer, 1996). Continuance commitment,
on the other hand, has been found to be
negatively related or unrelated to positive
organizational behaviors.
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Given the importance of commitment
for organizational effectiveness and the
lack of research in the Indian context
tracing the antecedents of organizational
commitment in personal and organiza-
tional values and its congruence, it is
aimed to examine the possible relation-
ships between them.

Respondents

Questionnaires were distributed to
220 employees of a large public sector
organization. All the 220 people returned
the completed questionnaire, yielding a
return rate of 100%. The respondents
were drawn form all the departments and
included both male and female employ-
ees to maintain heterogeneity of sample.

Measures

Personal Values: To measure val-
ues the scale constructed by McDonald
& Gandz (1991, 1992) was used. This
scale comprised 24 items and was found
to be having a test-retest reliability of .76,
and the inter-rater reliability of .77. Both
the convergent and discriminant validity
are also very high. The respondents were
asked to read each of the 24 personal
values one by one and record their re-
sponse for each value on a 7 point scale.
A response of 1 would mean that the
value under consideration is not at all
important to the respondent as a guiding
principle in life and a response of 7 would
mean that the value under consideration
is very important.

Organizational Values: To measure
organizational values the respondents

were asked to read each of the same 24
values one by one and record their re-
sponse for each value on a 7 point scale
based on how they perceive this value
being promoted in their organization. A
response of 1 would mean that the value
under consideration is not at all promoted
and a response of 7 would mean that the
value under consideration is very highly
promoted.

Organizational Commitment: To
measure organizational commitment the
scale developed by Meyer, Allen, & Smith
(1993) was used. This scale measured
commitment in three components namely
affective, normative and continuance com-
mitments. This scale has 18-items in it with
six items measuring one particular com-
ponent of commitment. This scale has
been widely used in the field and has me-
dian reliabilities (assessed using coefficient
alphas) across many studies of .85 for
affective commitment, .73 for normative
commitment and .79 for continuance com-
mitment. A detailed discussion of the con-
struct validity of this scale is found in Allen
& Meyer (1996). The respondents were
asked to read each of the 18 statements
one by one and record their response on
a 7 point scale. A response of 1 would
mean that they very strongly disagree and
7 would mean that they very strongly
agree with the statement.

Data Collection

The questionnaires were distributed to
the group which normally comprised 10 -
15 subjects in each department in each
location. The respondents were encour-
aged to clarify doubts if any before re-
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sponding to any of the items. They were
also assured that their responses will be
kept confidential and will be used for aca-
demic purpose only and that their re-
sponses cannot be traced back to them.
Respondents were then asked to read the
instructions carefully and were told that
there was nothing like a right or wrong
answer to any of the questions.

Principal Component Factor
Analysis

To determine how different values
could be grouped into higher-order cat-
egories, a principal component factor
analysis with a Varimax rotation was run
on the 24 personal-value ratings. The
resulting solution displayed eight factors
with Eigen values greater than 1, ac-
counting for 66.56% of the variance, with
the individual factors contributing 15.08,
9.59, 8.56, 8.55, 6.65, 6.55, 6.40 and
5.16% of variance, respectively. The
items with highest rotated factor loadings
were summed together to define a com-
ponent scale. The subscales are briefly
described below.

Factor 1: Harmony. Items with high
loading on this factor were characterized
by a feeling of harmony with the envi-
ronment. The items that defined this fac-
tor were humor, consideration, courtesy,
cooperation, forgiveness, formality and
social equality. The coefficient alpha was
.81 for the personal and .79 for the orga-
nizational values.

Factor 2: Justice. Items with high
loading on this factor were character-
ized by a feeling of fairness and justice.

The items that defined this factor were
fairness, openness, logic and moral in-
tegrity. The coefficient alpha was .67
for personal and .87 for organizational
values.

Factor 3: Bottom-Line. The third
scale summed the ratings for adaptabil-
ity, diligence and economy which were
more to do with economic / bottom-line
aspects of an organization. The coeffi-
cient alpha was .57 for personal values
and .36 for organizational values.

Factor 4: Progress. The fourth
scale summed the ratings of
broadmindedness, creativity and devel-
opment and labeled ‘Progress’. The co-
efficient alpha was .56 for personal and
.78 for organizational values.

Factor 5: Conservative. The fifth
scale summed the ratings of cautious-
ness, experimentation and obedience and
was labeled ‘conservative’. The coeffi-
cient alpha was .44 for person values
and.34 for organizational values.

Factor 6: Orderliness. The sixth
scale included only one item i.e. orderli-
ness and was thus labeled ‘orderliness’.

Factor 7: Leadership. The seventh
scale summed the ratings for aggressive-
ness and initiative and was thus labeled
‘leadership’ with coefficient alpha .41 for
personal and .47 for organizational val-
ues.

Factor 8: Freedom. The eighth scale
summed the rating of a single item i.e.
autonomy and labeled ‘freedom’.
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Results

Table 1 shows the descriptive and
inter-correlation between personal and
organizational values with organizational

commitment. It is seen that inter-corre-
lation between organizational values and
commitment is more significant than per-
sonal values.

Table 1 Mean, SD & Inter-correlations of Personal and Organizational Values with Organi-

zational Commitment N=220

Personal Values Mean SD Organizational Commitment
Affective Normative Continuance
1. Harmony 40.19 5.56 425" 1947 -.153"
2. Justice 24.99 2.66 .024 .093 .093
3. Bottom-Line 16.78 2.61 -.138" -.157" .060
4. Progress 18.47 1.93 .025 .090 .025
5. Conservative 15.15 2.58 .196™ 150" -.163"
6. Orderliness 6.26 0.94 .017 124 110
7. Leadership 11.50 1.66 -.037 .060 -.1417
8. Freedom 5.86 1.06 -.144" -.060 -.015
Organizational Values
1. Harmony 34.92 6.53 . 4257 .306™ .031
2. Justice 19.30 5.23 .583™ .343™ -.089
3. Bottom-Line 15.70 2.67 .203™ 124 -.101
4. Progress 14.32 3.34 371 .300™ .008
5. Conservative 15.68 2.62 .015 .093 .085
6. Orderliness 5.67 1.16 133" .083 .004
7. Leadership 10.26 2.21 188" 275" -.041
8. Freedom 443 1.46 .069 140" .093

**_ Correlation significant at 0.01 level (2-tailed).

*. Correlation significant at 0.05 level (2-tailed).

Table 2 reveals the results of
stepwise regression analysis of personal
and organizational values on all the three
components of organizational commit-
ment. Out of the eight factors of personal
values (p) and eight factors of organiza-
tional values (o), factors justice (p), har-
mony (p) and conservative (o) have pre-
dicted affective commitment and to-
gether they have explained 39% of the
variance. The most potent predictor is
factor justice (p) which alone explained
34% of the variance. Factors justice (0),

leadership (o), bottom-line (p) and order-
liness (p) have predicted normative com-
mitment and together explained 18% of
the variance. The most potent predictor
was factor justice (o) which alone ex-
plained 11% of the variance. Factors
conservative (p) and orderliness (p) pre-
dicted continuance commitment and to-
gether predicted 5% of the variance. The
most potent predictor was factor conser-
vative (p) which alone explained 2.6%
of the variance.
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Table 2 Stepwise Regression Analysis of Personal and Organizational Value Predicting Affec-
tive, Normative and Continuance Commitment N = 220

S.No Predictor Affective Normative Continuance
Commitment Commitment Commitment

1 Justice (P) 583k -

2 Harmony (P) 218%* -

3 Conservative (O) - 116%* -

4 Justice (O) - .343%*

5 Leadership (O) - 154%*

6 Bottom-Line (P) - -134%*

7 Orderliness (P) - 167%* L153%*

8 Conservative (P) - - -.163*

Vales presented are standardized regression coefficient (betas).

(P) — Personal Values

(O) — Organizational Values
** p< 0.01

* p< 0.05

Discussion

There are two very important find-
ings in this study. Firstly, values of factor
‘Justice” which includes fairness, open-
ness, logic and moral integrity are more
potent predictors of affective and norma-
tive organizational commitment. A person
who attaches greater importance to these
values will be affectively committed and
the one who perceives the organization
to promote these values will be norma-
tively committed. It is only reasonable to
expect that a person to whom the value
of openness, fairness, logic and moral in-
tegrity are important will want that these
values are promoted in his organization
too. Thus, it may be said that a person
who attached greater importance to the
values of fairness, openness, logic and
moral integrity and also perceived his or-
ganization to promote these values will be
committed to the organization both
affectively and normatively which is the
highest form of organizational commit-

ment. Secondly, it may be said that higher
the congruence between the personal and
perceived organizational values of fair-
ness, openness, logic and moral integrity
higher will be the affective and normative
commitments. Definitely in such cases the
withdrawal cognition will be the least.
However, in the organization of study, it
may be seen from table 1 that the mean
difference of factor ‘Justice’ for personal
and perceived organizational values is quite
high and hence it may be said that there is
less congruence and hence employees
may not be committed to the organization.
This fact was ascertained based on con-
tent analysis of the open ended questions
which quite reflects that all is not well in
this organization.

Conclusion

Values of openness, fairness, logic
and moral integrity are most important
predictors of organizational commitment
and personal values, perceived organiza-
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tional values and congruence between the
two are significant in determining orga-
nizational commitment. Further, if the
organization selects personnel with high
values of openness, fairness, logic and
moral integrity and promote these values
in the organization it will have a
workforce more affectively and norma-
tively committed.

Limitation

Though the study has its limitations,
it has opened up new avenues for fur-
ther research. This study can be criticized
firstly for the fact that only one organi-
zation was studied and consequently, the
values of that organization may be coin-
cidentally similar to the general human
preference for justice and benevolence.
Secondly, reliabilities of some of the sub-
scales of values were very low and this
calls for re-examination of the value
structure itself based on a larger sample.
Another criticism of this study might be
that common method variance may be
inflating the correlations between per-
sonal and organizational values. Common
method variance, in this case, refers to
the problem that occurs when the same
participant measures both personal and
organizational values using the same type
of paper-and-pencil response format.
The correlation between the measures
will be higher than it ideally should be
because participants will apply the same
biases to each task.

References

Allen, N.J. & Meyer, J.P. (1996), “Affective,
Continuance, and Normative Commitment

to the Organization: An Examination of
Construct Validity”. Journal of Vocational
Behavior, 49: 256-76.

Allport, G. W., Vernon, P. E.& Lindzey, G. (1970),
Manual: Study of Values (3rd ed.). Bos-
ton, MA: Houghton Mifflin.

Chatman, J. A. (1991), “Matching People and
Organizations: Selection and Socialization
in Public Accounting Firms”, Administra-
tive Science Quarterly, 36: 439-84.

Dose, J.J. (1997), “Work Values: An Integrative
Framework and Illustrative Application to
Organizational Socialization”, Journal of
Occupational and Organizational Psychol-
ogy, 70: 219-40.

Edwards, J. R. (1994), “The Study of Congru-
ence in Organizational Behavior Research:
Critique and a Proposed Alternative”, Or-
ganizational Behavior and Human Deci-
sion Processes, 58: 51-100.

Enz, C. A. (1988), “The Role of Value Congruity
in Intra-organizational Power”, Administra-
tive Science Quarterly, 33: 284-304

Feather, N. T. (1979), “Human Values in the
Work Situation: Two Studies”, Australian
Psychologist, 14: 131-141

Fiedler, F.E. (1967), A Theory of Leadership Ef-
fectiveness, New York: McGraw-Hill.

Fiedler, F.E. (1978), “The Contingency Model
and the Dynamics of the Relationship Pro-
cess”, in L. Berkowitz (Ed.), Advances in
Experimental Social Psychology, New
York: Academic Press.

Finegan, J.E. (2000), “The Impact of Person and
Organization Values on Organization Com-
mitment”, Journal of Occupational and
Organizational Psychology, 73, 149-69.

Gellermann, W., Ladenson, R. F. & Frankel, M.
S. (1990), Values and Ethics in Organiza-
tion and Human Systems Development:
Responding to Dilemmas in Professional
Life, San Francisco: Jossey-Bass.

The Indian Journal of Industrial Relations, Vol. 48, No. 2, October 2012

313



Natarajan Kumar

Ghosh, S.K. (2010), “Perceived Organizational
Values and Commitment to Organiza-
tion”, Indian Journal of Industrial Rela-
tions, 45, 437-45

Gupta, P. (2009), “Organizational Commit-
ment- A Study of a Manufacturing Unit
in India”, Social Sciences Research Net-
work, eLibrary., Retrieved from http://
ssrn.com/paper=1422451

Hackman, J.R. & Oldham, G.R. (1980), Work
Redesign, Reading, MA: Addison-
Wesley.

Holland, J. (1985), Making Vocational Choices
(2" ed), Englewood Cliffs, NJ: Prentice-
Hall.

Jones, E. E. & Gerard, H. B. (1967), Founda-
tions of Social Psychology, New York:
Wiley.

Koch, J. & Steers, R. (1978), “Job Attachment,
Satisfaction, and Turnover among Pub-
lic Sector Employees”, Journal of Voca-
tional Behavior, 12: 119-28

Locke, E.A. & Lathan, G.P. (1976), Theory of
Goal Setting and Task Performance,
Englewood Cliffs, N.J: Prentice-Hall.

McDonald, P. & Gandz, J. (1991), Identifica-
tion of Values Relevant to Business Re-
search, Human Resource Management,
30: 217-36

McDonald, P., & Gandz, J. (1992), “Getting
Value from Shared Values”, Organiza-
tional Dynamics, 20, 64-77

Meyer, J.P. & Allen, N.J. (1991), “A Tree-
Component Conceptualization of Orga-
nizational Commitment”, Human Re-
source Management Review, 1: 61-89.

Meyer, J. P., Allen, N. J. & Smith, C. A. (1993),
“Commitment to Organizations and Oc-
cupations: Extension and Test of a Three-
component Conceptualization”, Journal
of Applied Psychology, 78 (4): 538-52.

Mitchell, R. & O’Neal, M. (1994). Managing by
values: Is Levi Strauss’ approach visionary
or flaky? Business Week (August 01):46-52.

Mitchell, T. R. & Scott, W. G. (1990), “America’s
Problems and Needed Reforms: Confronting
the Ethic of Personal Advantage”, Academy
of Management Executive, 4: 23-35.

Natarajan, N.K. & Nagar, D. (2011), “The Role of
Work Values in Job Choice Decision: An Em-
pirical Study”, Prabhandan-Indian Journal
of Management, 4(2).

Nord, W. R., Brief, A. P., Atieh, J. M. & Doherty,
E. M. (1988), “Work Values and the Conduct
of Organizational Behavior”, in B. Staw & L.
Cummings (Eds.), Research in Organizational
Behavior, Greenwich, CT: JAI Press.

O’Reilly, C. A. & Chatman, J. A. (1996), “Culture
as Social Control: Corporations’ Cults and
Commitment”, in B. Staw & L. Cummings
(Eds.), Research in Organizational Behavior,
Greenwich CT: JAI Press.

Porter, L.W., Steers, R.M., Mowday, R.T. &
Boulian, P. (1974), “Organizational Commit-
ment, Job Satisfaction and Turnover among
Psychiatric Technicians”, Journal of Applied
Psychology, 59: 603-09.

Posner, B. Z., Kouzes, J. M. & Schmidt, W. H.
(1985), “Shared Values Make a Difference:
An Empirical Test of Corporate Culture”,
Human Resource Management, 24: 293-309.

Rokeach, M. (1973), The Nature of Human Values,
New York: Free Press.

Rokeach, M. (1979), “From Individual to Institu-
tional Values: With Special Reference to the
Values of Science”, in M. Rokeach (Ed.), Un-
derstanding Human Values, New York: Free
Press.

Schein, E. H. (1985), Organizational Culture and
Leadership,. San Francisco: Jossey-Bass.

Schwartz, S.H. (1994), “Are There Universal As-
pects in the Structure and Contents of Hu-
man Values?”, Journal of Social Issues, 50:
19-45.

314

The Indian Journal of Industrial Relations, Vol. 48, No. 2, October 2012



	Natarajan Kumar 9

