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ABSTRACT

Based on employees selected from four differentpzomies in Lesotho, the aim of
this study was to examine the influence of the @eirganisation fit on
organisational commitment, job satisfaction andhdwer intentions within uncertain
work environments. Correlation and regression agayconfirmed that the person-
organisation fit related positively to organisagbeommitment and job satisfaction,
and negatively to turnover intentions. We extentiexigeneralisability of the person-
organisation fit concept to new work contexts bgreiing its predictive validity on
attitudes and turnover intentions in Lesotho, amdppsed that increasing or
maintaining value congruence can be a useful managestrategy during uncertain
periods.

Key words. Person-organisation fit, organisational commitmgab satisfaction,
uncertain environments, Lesotho.

INTRODUCTION

It is now an established axiom that the interactietween the person and the
environment induces behaviour. A substantial boflyresearch provides
evidence that a good match between people’s negdises or goals and
those of the organisation they work for resultsdesirable organisational
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outcomes (Kristof, 1996; Kristof-Brown, Zimmermaand Johnson, 2005;
O'Reilly, Chatman, and Caldwell, 1991; Verquer, Beeand Wagner, 2003;
Vancouver and Schmitt, 1991; Vandenberghe, 199%hoAgh there are
various conceptualisations of the person-envirorirfiee.g. person-job fit,
person-vocation fit, person-group fit, and persopesvisor fit), the person-
organisation fit, defined as the compatibility beem individuals and
organisations they work for is one of the formsfibfthat have received
considerable practitioner and research attentiomerent years (Kristof,
1996:1-3).

According to Verquer et al. (2003:474),amuhes that have frequently
been examined in person-organisation fit studiedude job satisfaction,
organisational commitment and turnover intentiorrguer et al. (2003:475)
indicate however that research on the effects o$qmeorganisation fit on
these work attitudes (i.e. evaluative tendenciesatds one’s job) and
turnover intentions are mixed. The current studgleated the influence of
the person-organisation fit on these attitudes amdover intentions in
Lesotho, and to our knowledge, this provides anxploeed setting to
person-organisation fit studies. The significantthis new setting is implied
by Vandenberghe (1999: 183), who observed thatatusgtional culture
measures are rarely used outside the national xtontbere they are
developed, and therefore their generalisabilityother nations is often
guestionable’. This study extends the generaligglof person-organisation
fit by examining its predictive validity on attited and turnover intentions in
an African country.

The research environment itself further esmkhe study potentially
useful. The companies selected for the study wemifi@rent times in the
past controlled by the government of Lesotho, bintes the government
reforms of the 1990’s, some have been given autgn@nd others were
privatised. One of the autonomous parastatals isthe provision of
electricity, and the other is in the water and sgavananagement. The first of
these parastatals has been earmarked for privatisabut without a
successful bidder. The two privatised companies raspectively in the
manufacturing of beverages and the milling of gitzaised foods.

The common thread that runs through theest@f these companies has
been the uncertainty of employment contracts causedhe changes of
deregulation and privatisation. Layoffs that of@company these reforms
affect psychological contracts of employees - thermitten, perceptual and
subjective reciprocal obligations that underlie é&gpe-employer exchange
relationship at the work place (Coyle-Shapiro ands#er, 2000). The
layoffs, which are a source of stress and unceytatio employees that
remain, negatively affect their attitudes and béhag (Brockner, Spreitzer,
Mishra, Hochwarter, Pepper, and Weinberg, 2004)awirg from social
exchange theories, the norm of reciprocity posktat temployees who
perceive that employers have breached their psggieal contract may
reciprocate by exhibiting negative attitudes ana@urs (Brockner et al.,
2004; Coyle-Shapiro and Kessler, 2000). Thus initehd to popular
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strategies suggested to mitigate negative effecevironments such as the
one described above (e.g. increasing trust in m@magt, perceived fairness
and control, Brockner et al., 2004), the currentgtexplored the utility of
value congruence in maintaining employee commitpjebt satisfaction and
intentions to stay. In general, the current stutytributes to existing
debates by replicating prior studies in unexplorethd uncertain
environments.

Per son-organisation fit concept

In light of multiple conceptualisations, dimensipramd measurements of
person-organisation fit, Kristof (1996:18) recommigthe clear specification
of the concept before investigating it.

Person-organisation fit is broadly defined as tlanpgatibility between
individuals and the organisations they work forigkaf-Brown et al., 2005;
Kristof, 1996; Verquer et al., 2003). It focusestha fit of the person with
the entire organisation rather than a specific jobgcation, group or
supervisor (Kristof, 1996; Verquer et al., 2003).

The concept has been defined either as complenyefitgthe organisation
and the individual contribute to the fulfilment tfe needs of the other), or
supplementary fit (the organisation and the indigld share similar
characteristics). The present study adopted a somitary fit perspective
because prior studies have shown that supplemeriiarnhas higher
correlations with outcomes than complementary dig( Kristof-Brown et
al., 2005:311; Cable and DeRue, 2002:881).

A variety of dimensions have also been used to oreathe compatibility
between people and their organisations, and thededie value congruence
(Boxx, Odom, and Dunn, 1991; Judge and Cable, 1@Reilly et al.,
1991), goal congruence (Vancouver and Schmitt, 1984d personality-
climate congruence (Christiansen, Villlanova, antkWay, 1997). Values-
based instruments, according to Kristof (1996) ¥adjuer et al. (2003), are
the most widely used instruments, probably becausbke other aspects
which can easily be altered, values are stableackeristics of individuals
and organisations (Kristof-Brown et al., 2005). Aatingly, the present
study was based on value congruence.

Researchers have also used either direct or indimeasures to assess
whether or not fit exists. While direct (perceivdit)measures ask people to
make subjective judgments in relation to how wdleyt think their
characteristics match those of the organisatiattireat (objective) measures
compare between the separately rated individual amganisational
characteristics ( Kristof,1996:11). Using directaseres, fit is said to exist as
long as it is perceived to exist. Kristof-Brown &t (2005) noted that
perceived fit is strongly associated with emploggttudes and behaviour
than actual fit, primarily because ‘people’s petwaps of reality drive their
cognitive appraisals of and reactions to specifituasions’ (Kristof,
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1996:14). Accordingly, the present study measuréd using direct
(perceived) measures.

Per son-organisation fit and organisational commitment

Organizational commitment has been described as’soremotional
attachment to, identification with, and involvemeim a particular
organization (Meyer and Allen, 1991:67). Though agational
commitment is a multi-dimensional construct, thager adopts an affective
perspective because affective commitment has beendfto have higher
predictive validities than calculative or contingen commitment (e.g.
Mathieu and Zajac, 1990, cited in Coyle-Shapiro afessler, 2002).
According to this definition, among other things, cammitted person
identifies with the values and goals of the orgatni®. It is therefore
plausible that high value congruency (person-ogtiun fit) leads to high
organisational commitment. The person-organisatiith according to
Moynihan and Pandey (2007:215), is ‘an approaatotomitment marked by
its concern with a contextual approach to valuBsi'st studies (Boxx et al.,
1991; O'Reilly et al., 1991), integrative reviewsrigtof, 1996), and meta-
analyses (e.g. Kristof-Brown et al., 2005; Verqgaeml., 2003) support the
consistent positive relationship between the pewsganisation fit and
organisational commitment. We accordingly expeaepbsitive correlation
between the person-organisation fit and organisaticommitment.
Hypothesis 1: There is a positive correlation betwethe person-
organisation fit and organisational commitment.
Person-organisation fit and job satisfaction

Locke (1976:1304) defined job satisfactama ‘pleasurable or positive
emotional state resulting from the appraisal of ®ij@ or experience’. It is
conceivable that individuals whose values are simio those of the
organisation would experience higher job satisfectthan those whose
values are not similar. This is because peopleatiracted to, and remain in
organisations and jobs that fit their values (Safee Goldstein and Smith,
1995). The study by O'Reilly et al. (1991) estdidid strong correlations
between the person-organisation fit and job satifa, not only among
MBA students, but also among new accountants, seatoountants and
middle management. Other notable correlations leriveese variables were
reported by Boxx et al. (1991), Verquer et al. @0Xristof-Brown et al.
(2005) and Silverthorne (2004).
Hypothesis 2: There is a positive correlation beiwethe person-
organisation fit and job satisfaction.

Per son-organisation fit and turnover intention

Turnover intention can be defined as ‘a conscious deliberate willingness
to leave the organisation’ (Egan, Yang and Bart2®04:286). Our use of
turnover intention and not actual turnover is cstesit with the majority of
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prior empirical studies (Moynihan and Pandey, 200M}hough turnover
intention does not perfectly reflect actual turmrpibe former has been used
primarily because it is highly correlated with tladter (e.g. Grieffeth, Hom
and Gaertner, 2000). Further, studies also showthigaintentions to leave
are often actualised (e.g. O'Reilly et al., 1991).

It is axiomatic that employees whose valaes not compatible with
those of the organisation would express high iiento leave, resulting in
the negative relationship between the person-osgéion fit and intentions to
quit. First, as explained above, such employees Idvdwave lower
commitment and job satisfaction than those withhaigvalue congruence,
thus reducing their propensity to stay. Seconidy gtudies have shown that
the person-organisation fit does not only prediob jsatisfaction and
organisational commitment, but also turnover iritere (e.g. Kristof, 1996;
Kristof-Brown et al., 2005; O'Reilly et al., 199Merquer, et al., 2003;
Vancouver and Schmitt, 1991; Silverthorne, 2004ndémberghe, 1999).
Accordingly, we expected a negative relationshigwken the person-
organisation fit and turnover intentions.

Hypothesis 3: There is a negative correlation betwethe person-
organisation fit and turnover intentions.

METHODOLOGY
Theresearch design, study site and sampling

The study adopted the quantitative research degsgadigm, and data were
collected through survey using self-administereéstjonnaires. The study
was conducted in Maseru, the capital city of Lesoffour companies were
purposively selected as study sites. Two of thepaonies are parastatals, and
the other two, though once controlled by the gowent, are now privatised.
The two parastatals are respectively in the managenof water
resources/sewerage, and electricity; and the [sa@t companies are
respectively in the business of brewing of beer lagnkrages, and milling of
grain-based foods. The uncertainty of employmemitracts occasioned by
the government reforms of the late 1990’s and tbgirming of the new
millennium was the main basis of our choice. Underch turbulent
environments, the attitudes of those that survayeffs are often negatively
affected, requiring a specific approach to managemeemployees.

The companies were reluctant to provide us witlaraping frame; as such
we were not able to take a random sample of emphyénstead we
distributed 50 questionnaires to each companyhgahuman resource office
to ensure that they were all represented. Of tB8® Buestionnaires
distributed, 120 were returned, a return rate df%6@ince there were no
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significant differences in terms of age, gender addcational attainment
between employees of companies, we pooled togeleerquestionnaires

from the companies. Of the respondent sample, 52¥& female, and 82%
had tertiary education. The median age of the mdpats was 31-40 years of
age; earning a median income of R6, 000-R10, 06@ having worked for a

median of 6-10 years at the time of study.

Instrument and M easur es

In addition to demographic data (gender, age, tenaducation, income
level), the questionnaire was designed to tap imatoployee person-
organisation fit, organisational commitment, joliifaction and turnover
intention. To ensure anonymity, employees were cska to write their
names on the questionnaire, and confidentiality geeganteed.

The summary of the measures of variables is shawrable 1.

Table 1. Summary of measurement of variables.

Demographic Factors
Gender(Males=2, Females=1)
Age (less than 20 years=1; 20-30 years = 2, 31-40 ye&®3s41-50 years = 4; 51-60 years = 5;
Above 60 years of age = 5)
Qualification (Primary = 1; Secondary = 2; High school = 3; ibeyt= 4)
Tenure(less than 1 year = 1; 1-5 years = 2; 6-10 yea8s H-15 years = 4; More than 15 years
=5)
Income leve(Less than M2 000 = 1; M2 000 — M5 000 = 2; M6 608110 000 = 3; M11 000 —
M15 000 = 4; M16 000 — M20 000 = 5; More than MZDP
Person-organisation fit
The things that | value in life are very similartbe things that my organization values
My personal values match my organization's valuescalture
My organization's values and culture provide a gfitodith the things that | value in life
To what degree do you think you fit into the cuitaf your organization?
To what extent do you think you match or fit youganization and the current employees
in your organization?
Organisational commitment
This organization has a great deal of personal mgdar me
| feel emotionally attached to this organization
| would be very happy to spend the rest of my cangth this organization
| feel part of the family in this organization
Job satisfaction
Overall, how satisfied are you with your job?
Turnover intentions
It is likely that | will look for another job witim the next 6 months
As soon as | can find a better job, | will quitdlirganization
| often think about quitting my job
| often think about leaving my organization
I will probably look for a job outside this orgaation within three years

Unless otherwise stated, the variables below watedron a 5-point scale
ranging from (1) “strongly disagree” to (5) “stranggree”.
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Person-organisation fit: The perceived person-organisation fit was assessed
using Cable and DeRues’s (2002) three-item measamd, a two-item
measure adapted from Cable and Judge (1997). Satepls were, “the
things | value in life are similar to the thingsaathmy organization values”,
and ‘to what degree do you think you match or éitlyorganization and the
current employees in your organization?” In thé&dea case the responses
were given on a scale ranging from (1) “not alid (5) “"to a very great
extent”. The internal reliability of the scale was39.

Organisational commitment: Organizational commitment was assessed
using four items of the scale developed by Ellenatral. (1998). Sample
items were: “This organization has a great degdevfonal meaning for me”,
and ‘| feel part of the family in this organizatiohe internal reliability of
the scale was 0.85.

Job satisfaction: Job satisfaction was measured using a single t@werall
how satisfied are you with your job?” The responsese given on a scale
ranging from (1) “very dissatisfied” to (5) “ver satisfied”. This one-item
measure has been used in past studies (e.g. Wahaus1997).

Turnover intention Turnover intentions were assessed using iteraptad
from Colarelli (1984) and Michigan Organizational ss&ssment
Questionnaire (Cummann et al.,, 1979). A sample items: “I frequently
think of quitting my organization”. The internalliebility of the scale was
0.89.

RESULTS

The bivariate correlations of the person-orgarisefit with the dependent
variables are shown in Table 2.

Table 2: Correlation(r) of person-organisation fit with argsational
commitment, job satisfaction and turnover intention

Variables Dependent variables
Commitment satisfaction Turnover
intention
Person-
organisation fit ~ 0.71** 0.59** -0.42**

** Significant at 0.01 level (2-tailed).
As expected, the person-organisation fit was noly goositively and
significantly correlated with organisational commént ¢=0.71, p<0.01)
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and job satisfaction r£0.59, p<0.01), but was also negatively and
significantly related to turnover intentions={0.42, p<0.01). This suggests
that the employees who perceived higher value ammrgre with their

organisations expressed lower intentions to leawd, higher organisational
commitment and job satisfaction than those who gieed lower value

congruence. In order to ensure that the demographi@ables did not

influence the bivariate relationships, they wertessd as control variables in
simple regression models. The results are showmlie 3.

Table 3: Results of regression analysis

Variables Independent variables
Commitment satisfaction Turnover
intention

Person- 0.72** 0.49** -0.42*
organisation fit

Gender 0.06 0.02 -0.02
Age 0.03 0.26* -0.24*
Tenure 0.10 -0.08 -0.12
Education -0.10 -0.22* 0.09
Income level -0.06 0.10 0.17
R? 0.53 0.33 0.27

*Entries represent standardized regression coefficie
** Significant at 0.01 level (2-tailed), * Signifemt at 0.05 level (2-tailed).

Even after controlling for the confounding effecfsdemographic variables,
the results remained more or less the same. Theomparganisation fit
positively and significantly influenced organisaté commitment §=-0.72,
p<0.01) and job satisfaction3¢-0.49, 0.01); and negatively influenced
turnover intentionf§=-0.42, <0.01).

DISCUSSION

Although the impact of person-organisation fit dtitades and turnover has
recently received considerable attention from neseas, the study of the
person-organisation fit in developing countriefirsted (Silverthorne, 2004;
Vandenberghe, 1999). As hypothesised, the curtedySound that person-
organisation fit predicted organisational commitipgob satisfaction and
turnover intentions of employees in four differenmpanies in Lesotho. This
is not only consistent with prior studies (e.g.dof, 1996; Kristof-Brown et
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al., 2005; Verquer et al., 2003), but also extehasgeneralisability of prior
findings to new work settings.

In terms of magnitude, consistent with pstudies (e.g. Kristof-Brown
et al., 2005; Verquer et al., 2003), the persorapigation fit had higher
relative impact on organisational commitment thab gatisfaction. This
owes to the fact that ‘job related constructs aoeenstrongly associated with
attitudes about the job, whereas organisationedlatonstructs are more
closely related to organisational attitudes’ (KofsBrown et al., 2005:294).
The high correlations between the person-orgaoisafit and affective
commitment may also be explained based on the egiityil of the two
concepts. As noted earlier, affective commitmerlies one’s identification
with organisational values, and the person-orgéinisafit denotes the
interaction of the values of the individual and #mploying organisation
(Moynihan and Pandey, 2007).

Again, as in prior studies, the impact loé fperson-organisation fit on
turnover intent had the lowest effect size, and thay be due to the fact that
intent to leave is influenced by multiples typediband other considerations,
and it represents, so to speak, the attitudesaptew ‘the total experience’
of employees (Kristof-Brown et al., 2005: 294). oligh the hypotheses were
based on sound theory and empirical evidence, difoits have to be
considered when interpreting the results of thisdgt First, the cross-
sectional nature of the study precludes causatenfees. Second, the study
was based on a small sample, as such it cannoteberajised to all
employees in Lesotho. Third, the data used inghidy were collected from
one source (self-reported) at one particular pioiiime, and this lends itself
to common method variance. A diversified sample sodrces based on a
longitudinal research design can benefit futuréistuin Lesotho.

Managerial implications

The current study has managerial implications. Awiaus implication
concerns selection of employees. Traditionally peomith requisite
knowledge, skills and abilities (KSA) were selecfed jobs, but it has been
recommended, and we support that view, that intaahdio selection for
jobs, people should be selected to fit the valuésthe organisation
(Schneider et al.,, 1995). As suggested by the rgli value congruence
leads to higher commitment and job satisfactionh lmd which lead to higher
productivity (Meyer and Allen, 1991). Value congnge could also reduce
turnover and the cost associated with it. Mitclellal. (2001: 96) maintain
that departing employees take with them valuablewkedge and expertise
while at the same time organizations face manyscdstectly related to
turnover. These include time for exit interviews daradministrative
requirements; payout of unused leave; the costeofpbrary workers or
overtime for co-workers asked to fill in; replacarhecosts such as
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advertising, processing of candidates, interviemd selection; and finally,
informal and formal training costs of new employees

Previous research has provided useful insights mmittgating the negative
effects of uncertainty and stress (e.g. disengagBmnte layoff survivors.
These include perceived control over outcomest tiismanagement and
perceived procedural justice (Brockner et al., 200We propose an
additional antidote: increasing or maintaining tperception of value
congruence. In spite of uncertainty and the ovean raises, management
can re-articulate the vision, the goals and vathesorganisation espouses.
Reaffirming to employees that the values of theaoigption have not
changed even during turbulent times will maintampéoyee commitment
and job satisfaction, and reduce turnover intestion
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