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Abstract.

Person-organization fit is often measured by thegogence of a person’s values and the
values that he or she ascribes to the organizatigrapular instrument used in this context is
the Organizational Culture Profile (O'Reilly, Chatm & Caldwell, 1991). The OCP scales
its 54 items on eight factors, derived by explanafactor analysis. We investigate the extent
to which the OCP can be embedded into Schwartz&oiyhof Universals in Values (TUV)
that is formulated in terms of a circumplex in MBBace. To address this question, we
develop a non-standard MDS method that enforcet)d-dased axial regionality onto the
solution space together with a permutation test #ssesses the consistency of the side
constraints with the MDS representation. We finattthe OCP can indeed be largely
embedded into the TUV. The practical implicationhat P-O fit can at least be approximated
by the congruence of the person’s and the orgaargatpositions on two value dimensions,

risk vs. rules and results vs. relations.
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I ntroduction

An important problem of organizational psychologyto assess how well a particular person
fits into a particular organization, which is callperson-organization (P-O) fit. Kristof (1996)
defines P-O fit as “the compatibility between p@&oahd organizations that occurs when (a) at
least one entity provides what the other needs(bdrthey share similar fundamental
characteristics, or (c) both” (pp. 4-5). A high ééwf P-O fit is positively correlated with
many important outcome variables such as job satish and organizational commitment
(Boxx, Odom, & Dunn, 1991; Bretz & Judge, 1994)femtion to quit and turnover
(Vancouver & Schmidt, 1991; McCulloch & Turban, Z00 contextual performance

(Goodman & Svyantek, 1999), and organizationaltifieation (Cable & Edwards, 2004).

The most popular approach to assess P-O fit is$ess the congruence of individual and
organizational values (Sekiguchi, 2004). Values aseally defined as conditions that a
person or organization finds desirable (Locke, }9@6her as end goals or as instrumental
goals. Values serve as principles of orientaticgt tinanscend particular situations both in
scope and time (Rokeach, 1973; Schwartz, 1992)rdanizational surveys, value items are
typically phrased in a form similar to “How impontais [X] to you?* (Jurgensen, 1978;
Elizur, 1984; Borg, 1991; Borg & Mastrangelo, 2008) the social sciences, one often finds
more emphasis on values as ideal goals or normgtiides. The corresponding value items
are then phrased as “How important is [X] to youaaguiding principle in your life”
(Rokeach, 1973) or, for example, as “How importentX] for you and your future?“

(Wohlfahrtssurvey, 1998).
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Probably the most prominent valued-based instrumfent assessing P-O fit is the
Organizational Culture Profile (OCP, see Chatm®911 O‘Reilly et al., 1991). The OCP
consists of 54 items, each focusing on a differesue such as ‘risk taking’, ‘being
innovative’, ‘being precise’, ‘being aggressivdpw level of conflict’, or ‘informality’. The
respondent is asked to rate these values on an®-poswer scale ranging from “most
important” to “most unimportant,” with the constiof distributing the ratings over the nine
scale categories with frequencies that approximat®rmal distribution (Q-sort). The OCP
asks the respondent to Q-sort the items twice: amderms of how important he or she
considers the various values in an ideal orgammatand once in terms of how important

these values actually are in the particular orgatiton under study.

For a sample of some 400 MBA students and new axtaots, O'Reilly et al. (1991) report
that eight factors emerge from the correlation®©OGfP items. These factors are labeled (1)
innovation and risk taking, (2) attention to deté#) orientation toward outcomes or results,
(4) aggressiveness and competitiveness, (5) suppoess, (6) emphasis on growth and
rewards, (7) a collaborative and team orientataod (8) decisiveness. Further studies on the
OCP come to similar conclusions (Chatman & Jeh®41®oward, 1998). Thus, the OCP
appears to measure the extent to which individualse organizational behaviors such as
“innovation and risk taking” or “attention to ddtain an organization. The resulting eight
scores are the respondent’s value profile. Comgamindividual’'s OCP profile for an ideal
organization with his or her perception of orgati@aX’s profile yields the individual’'s P-O

fit with X.

The statistical analyses of the OCP items are baseédxploratory factor analysis and the
interpretations remain unrelated to more generrihing in value research. Nevertheless, an

analysis of OCP ratings of an ideal company, geadray 440 full-time employees and part-

Version 25-02-2009 4



time business school students (Jehn, Chatwick, &dcker, 1997) that leads to similar factors
(principal components with varimax rotation; sed[€al) suggests that the findings are fairly

robust and replicable.

Some of the observed factors are clearly bipolar.example, one factor shows high positive
loadings of the items ‘flexibility’, ‘adaptability’‘being easy going’, ‘being calm’, and ‘low
level of conflict and high negative loadings ofethtems ‘being aggressive’, ‘being
demanding’, and ‘working long hours’. The negatpae of this factor clearly matches the
O'Rellly et al. (1991) factor (3). The positivelgddings of the ‘flexibility’ and ‘adaptability’
value items on this bipolar factor suggest that tespondents interpret them from an
employees’ perspective, not from the customer'shermarket’s point-of-view. In any case,
such bipolarities indicate that the respondentstfelt some of the values compete against
each other. Indeed, some items such as ‘beinggmasy’ and ‘being demanding’ are almost
logical opposites of each other, because it is lmske how an organization can satisfy both
values at the same time. Other oppositions arenecgssarily logical ones (e.g. ‘being calm’
and ‘being demanding’), but depending on one’srpriation of these notions, they may

become psychologically incompatible.

The idea that relations among values are structbsedheir practical and psychological
oppositions and compatibilities is a central feataf Schwartz’s theory of universals in the
content and structure of values (Schwartz, 199PwWadz & Bilsky, 1987, 1990). Figure 1
shows the structure of the TUV in a diagram tharesents how value items assessing
different types of values are empirically related one another in two-dimensional
multidimensional scaling (MDS). The pattern esttidid in numerous studies by Schwartz
and his collaborators (e.g., Schwartz & Boehnké)420s a quasi-circumplex (Figure 1).

Items that express each broad value form differegions in space that are arranged like
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sectors of a disk. For example, the items, ‘helphdnest’, and ‘forgiving’ fall into the sector
of ‘benevolence’ values, and the items ‘authoritwealth’, and ‘social power’ fall into the

sector of ‘power’ values.

Reflecting the incompatibility of simultaneouslyrpuing and highly valuing benevolence and
power, the benevolence and power sectors areeitu@bpposing positions in the circumplex
(Figure 1). Empirically, people who rate one ofsh&alues as very important tend to attribute
little importance to the other. Similarly, secusiglated values are found to be
psychologically incompatible with stimulation andamge, because “to strive for success by
using one’s skills usually entails both causing soohange in the social or physical
environment and taking some risks that may be pefBo or socially unsettling. This
contradicts the concern for preserving the status and for remaining psychologically and
physically secure that is inherent in placing hggfority on security values” (Schwartz &

Bilsky, 1987, p. 554).

Data collected in many contexts and countries, gusiifferent instruments (e.g., Schwartz,
1992, 2006, 2007; Bilsky & Janik, 2008), suppore ttircumplex theory. Yet, the data
analysis method used in this context was almosaysvexploratory MDS. (For exceptions,
see Davidov, Schmidt, & Schwartz, 2008; Schwar2dehnke, 2004.) This method maps the
item intercorrelations optimally into distances aig@oints in a geometric space, but it does
not impose theory-generated side constraints olhéo MDS configuration. Hence, such
solutions are optimal in minimizing a general ldssction (Stress), but they remain blind to
content, because they do not incorporate particudgional predictions. Moreover, an
exploratory MDS solution always leaves consideraldeway when partitioning the

configuration in the sense of a circumplex pat@snn Figure 1, and so what one often finds
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in the literature are somewhat arbitrary curvilingertitioning lines and/or overlapping

regions (see, e.g., Elizur, 1984; Borg & Shye, 31995

For such technical reasons and in an attempt tpl$ynpresentation of the value theory,
Schwartz (1992) also described it as postulatingg@dimensional bipolar value structure
(Figure 1). The dimension ‘openness to change mssarvation’ “arrays values in terms of
the extent to which they motivate people to folloheir own intellectual and emotional
interests in unpredictable and uncertain directioeisus to preserve the status quo and the
certainty it provides in relationships with cloghers, institutions, and traditions” (Schwartz,
1992, p. 43). The second dimension, ‘self-enhancéms. self-transcendence’, scales the
values “in terms of the extent to which they motévaeople to enhance their own personal
interests ... versus the extent to which they matiyagople to transcend selfish concerns and
promote the welfare of others ... “ (p. 42ff.). Calbled Edwards (2004) recently used this
two-dimensional model, with eight core values (a#im, relationships, pay, security,
authority, prestige, variety, and autonomy) to tdgrthe dimensions, and three items from
existing measures of work values to measure eaclth®fcore values. Based on the
characteristics of organizations, Quinn and Rohgha{1983) also suggested a similar two-
dimensional model of “competing values,” in thesise from flexibility to control, and from

an internal to an external focus.

The OCP tradition with its factor-analytic strueuaind specific theorizing on the one hand,
and the TUV circumplex (or its two-dimensional slifipation) on the other hand, represent
two parallel developments. They remained unreldte@ach other until Bilsky and Jehn
(2002) made an attempt to analyze the OCP itemsirwihe framework of the TUV. The

rationale for their study is obvious: If Schwartzteory indeed identifies the universals in

value content and structure, it should lend iteekxplaining the structure of the OCP items,
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at least in a coarse way. To check this hypoth#sty, first classified most of the OCP items
into the four types suggested by the two-dimensidnaolar theory. Table 1 shows their
classification, plus additional classifications yided by Schwartz, that they based entirely on
an examination of item content. Note that 11 ofS4atems remain unclassified because they

appeared too vague in terms of the Schwartz diraessi

Bilsky and Jehn (2002) then scaled the OCP itentheoflehn et al. (1997) study by using 2-
dimensional ordinal MDS. They partitioned the MD&usion into regions that contain, as
closely as possible, only items of one particuget Observing the usual side constraints of
such partitioning (such as, for example, using {det partitioning lines only; see Borg &
Shye, 1995), and keeping an eye on the two-dimeakionderlying model of oppositions,
they generated a 2-dimensional MDS plot. They aafeddl that “only three of the 54 items ...
resulted as misfits with respect to our regiongbdtiieses...” (p. 219). To achieve this fit,
however, they had to pay a high price: They hadréov the partition lines in a way that only
roughly matches the postulated four-quadrants atdecin Figure 1. This makes it difficult to
maintain, in particular, the theoretical notioncoinpeting values. Moreover, the replicability
of such a data-driven structure appears dubiouscéjeSchwartz’s value theory seems to be

able to explain the OCP items only roughly.

This conclusion is not very appealing because ¥ has been shown to reliably emerge in
a large variety of studies and also because makedDCP items seem to fit conceptually into
the TUV’s conceptual framework. However, the usdDS methods for analyzing the

intercorrelations of the OCP items are not an ogtimethod to test the scalability of these
items in accord with the four-sectors theory. Woiaé really needs is a confirmatory MDS
that constrains the data representation to fitthleeretical expectations. If this would show

that a strictly theory-compatible representatiompassible only with a marked increase in
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misfit, the theory would be rejected. On the othand, additional side constraints can
sometimes be enforced onto an MDS representatitm amost no additional Stress (see

Borg & Groenen, 2005). If this occurred, there veblé no reason to reject the theory.

Unfortunately, most MDS programs available todayndo offer the possibility of enforcing

such side constraints. Therefore, we undertakéda $row such a confirmatory solution can
be found with nonstandard methods. We analyzefteete on the overall fit of the model and
on the fit of each item of enforcing the side coasts of the TUV onto the two-dimensional
MDS representation of the OCP items. We also enthedOCP dimensions extracted by
exploratory factor analysis into the theory-complatiMDS solution. Finally, we discuss the

implications of the findings for organizational piplogy.
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The data in this study are taken from Jehn etl@97). Their study was a quasi-experimental
field study investigating the effects of value carepce and demographic dissimilarity for
440 participants working in 88 teams. The partiotpavere primarily full-time employees,
enrolled as part-time students at two businessatshand full-time MBA students at a third.
The average age was 27.5, and 57% were male. Plaeseipants were assigned to teams of
five participants each, working as consulting tedons/arious organizations over a fourteen-
week period. The values of the team members wesesasd before the teams were randomly
formed. Value congruence was assessed using the @@Pthe teams were formed to be

high-consensus and low-consensus on the basie @@ scores.

Coding the OCP items in terms of the TUV

To check the TUV predictions, one first has to sifgsthe OCP items, on the basis of their
content, into a typology variable with the categsriopenness, conservation, self-
transcendence, and self-enhancement. We use thegsoftom Bilsky and Jehn (2002),

displayed in “type” column in Table 1. Note thatvs® items could not be coded by these

authors, and so for these items no predictiondeasterived from the TUV.
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Enforcing an axial partitioning onto an ordinal MB8&lution

We assess the structure of the 54 OCP items hyrépmesenting their intercorrelations as
distances in a 2-dimensional ordinal MDS spaceuiei). We then partition this space so
that four regions emerge, each one containing paigts with the same ‘type’ code in Table
1, plus possible uncoded points. Obviously, thelteg pattern does not confirm the TUV
predictions with opposite quadrants. However, aletedy of the configuration reveals that a
more theory-compatible partitioning of the planewdobe possible if some of the points were
located differently. Specifically, if points 10, 3&nd 36, in particular were moved upwards on
the plot by about one third of the length of thetieal coordinate axis, a partitioning that

represents the two-dimensional bipolar theory atpesfectly becomes possible.

Such shiftings would, of course, negatively affdat data fit. We therefore seek a solution
that optimally positions all points such that théd$1 solution satisfies the theoretical side
constraints. To enforce such additional constraont® the MDS configuration, we utilize an
approach described in Borg and Groenen (2005). W&k @n optimal mapping of the
correlations into distances of an MDS space thatbeapartitioned by two straight lines such
that the ‘openness’ region emerges opposite to‘dbeservation’ region, and the ‘self-

transcendence’ region emerges opposite to theesdlincement’ region.

To impose the theory-based regional side consgr@nto the MDS solution, we combine the
theory of constrained MDS through majorization by Deeuw and Heiser (1980) (see also

Borg & Groenen, 2005) and that of optimal scalisge for example, Gifi, 1990). To be
precise, our criterion for performing MDS is to nmmze normalized raw Streasﬁ (X) over

thenx2 coordinate matrixX, with
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Zi<j (5IJ - dij (X))2
Zi<j 5”2

e

where g; is the dissimilarity between objectsandj and d;(X) is the Euclidean distance
between rows andj of the coordinate matriX. The basic idea is to do MDS but locate the
points such that they are separated by two linsan O-vs.-C region and an E-vs.-T region,
respectively, resulting in four quadrants. These s&paration lines span the 2D MDS space.
They do not necessarily have to be orthogonal,dwothey have to go through the origin,
although the latter might also be imposed as distamo not change under translation. To
explain how this quadrant structure is imposedhm ¢ontext of MDS, we first discuss the
restriction that enforces points to lie in the saqadrant and then show how this is

implemented in the Stress function.

For each of the (TUV-coded) points, we know thedyaat in which it should be located. This

enables us to code two new variabl@sandys,, that indicate the point's quadrant in 2D (see
Table 2 for the four combinations gf andy, and the respective columns in Table 3 for this
coding per variable). Instead of usipgandy. directly as MDS coordinates, we use optimal

scaling and estimate tmx1 vectorsy; andy,. Let us focus ory;. We restricty; such that

all pointsi with yi; = 1 have a smalley;; value than those that haye = 2. Thus,

Yi1 < ¥jq withi those points having, = 1 and' those points having; = 2. (1)

Note that every (TUV-coded) poimthas to satisfy restriction (1) with every (TUV-@ul)

pointi', yielding a total oh;1n;2/2 inequality constraints, wheng; andn;, are the numbers of

points havingys = 1 andyy; = 2, respectively. Usually, only some of thesest@nts are
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active. That is, for some combinationsiandi’', we havey;; = yiy, and the value at which

this occurs is the same for all these active camd. The restrictions oy, are defined

analogously. In the optimal scaling literature, shaestrictions are the same as doing an
ordinal transformation with the primary approachiés, that is, to untie the ties, albeit that in

this case we have an (external) variable with onlyties each.

Note that in Table 3 there are also poiritshat are not allocated to any of the quadrants.
These are the points that could not be coded heddur TUV types. For these points no

side restriction is imposed onto their location.

The second step is to make sure that the MDS ealgtitisfies the four-quadrant constraints.
This objective is imposed easily by the restrictibatX has to be a linear combination pf
andy,. LetY = [)71 372], then we restrick = YC. If C would be the identity matrix, thexi =

Y and the points clearly satisfy restriction (1) @hid still holds forX = YC with C any 2
matrix. This combination of restrictions impliesathhere is a direction in the MDS space that
representsy;, and all projections of the points onto this lisatisfy Schwartz’'s first
dimension restriction. Hence, there exists a ditaime separating the space into two half
spaces, each with equal valuesyef The same holds foy, and thus for Schwartz’s second
dimension. Becausg is generally not orthogonal, it is not necessanytlie directions ofy;

andy, to be orthogonal. Thus the corresponding separdties can also be nonorthogonal.

Now, the optimization problem to be solved is miizimg

Zi<j (5” - dij (YC))2
Zi<j 5”2 |

oA(Y,C) =
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subject to the inequality constraints in (1). Fonimization, we use the iterative majorization

(SMACOF) approach that allows for linear constraifs#ee, for example, De Leeuw & Heiser,
1980). An important feature of majorization is tlﬂzﬁ(Y,C) is reduced in each iteration until

convergence is reached, yielding in almost all jigatcases a local minimum (that may be
the global minimum). A second advantage is thaait handle restrictions that have an easy
solution when applied to a quadratic function lswtion such as ours. We implemented this
algorithm in a prototype in the MatLab language, ibyrinciple, it should also be possible to
compute such a solution in SPSS Proxscal. We thisdadvanced feature, but the program

crashed.

The overall Stress of the theory-compatible sotutiaﬁ, can be decomposed into two parts

(Borg & Groenen, 2005). One part is due to mismatbetween the distances and thieats

(Stress: lack of model fit). The other part is dige the constraints imposed on the
configuration (Stress: lack of confirmation fit)'his allows a more fine-grained analysis of
the reasons for the Stress increment expected esnsequence of imposing additional

theoretical side constraints.

Embedding the OCP scales into the MDS solution

Another question is how the OCP scales (i.e., Hwofs F. in Table 1) fit into a TUV-

compatible MDS representation of the OCP items. aifdéress this question by embedding
these scales, one by one, as straight directed iimte the MDS space. Each such line is a
linear combination of the coordinate vectors. Herthe desired optimal embedding of the
external scales can be accomplished by multipleessgpn, where the MDS dimension (

and D, of Table 3) are the predictors of each dependantble F;. That is, in general,

Ifi =a+b [D, +b,[D,, for i =1... 8, where “*=” indicates that the unknown should solve
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the fitting in a least-squares sense. As shownangBand Groenen (2005), the embedded
scales are most easily found by running these linesigh the origin and through a second

point that has as its coordinates the raw weightained from regressing the external scales
ontoD; andD, b; andb,. The fit of the embedded scaﬂ% and the scale shown in TableMH,

(i=1,...,8) can be assessed by correlating thregmonding scale values.

Results

The intercorrelations of the 54 items can be scalsthg ordinal MDS (Figure 2). An

acceptable fit can be accomplished in two dimerssiwith aﬁ = .0543 (Stress-1 —1/0}? =

0.233). Enforcing a strictly TUV-compatible MDS stibn by imposing additional side
constraints leads to Figure 3. This figure satssfiee requirement that the type assignments
shown in Table 1 induce regions in MDS space thatain only points of one particular TUV
type—or points not coded in terms of the TUV. Murer, the solution also satisfies the
regional oppositions required by the TUV, i.e. ttthee self-transcendence region lies opposite

the self-enhancement region, and conservatioropessite openness.

The Stress values of both the normal MDS solutioRigure 2 and the confirmatory solution
in Figure 3 are quite high. However, the numbermpoints, n, is also quite large and the
correlations can be assumed to contain a certapuatof noise. This drives up the Stress
values. The Shepard plot (Figure 5) provides aebeténse of the fit of the confirmatory
solution. It shows the ordinal transformation (thee) and the residuals (vertical distances
from gray points to the line). We see that the sfarmation is almost linear and that most

residuals are not far away from the line. Ovethls Shepard plot shows a reasonable fit.

Version 25-02-2009 15



Table 5 presents the decomposition of the ovetadlsS into model-related Stress and Stress
due to the TUV side constraints. It reveals thatadt the entire overall Stress is generated by
the usual MDS representation of mapping correlationo distances (99.199%). Hardly any
of the overall Stress is due to the regional sidestraints imposed onto the configuration
(0.801%). Thus, imposing these theory-based regiside constraints has almost no
influence on the fit of the solution, even thoudle unconstrained configuration (Figure 1)

differs somewhat from the theory-consistent confajon (Figure 3).

To see how well the individual points are represdnih the theory-consistent solution (Figure
3), we consider the average Stress per point irfRittecolumns of Table 3. Points with a
Stress-per-point of .08 or higher are shown in bdliere are two sorts of points that do not
fit well: those points whose fit is worse due te tineory-based regional constraints (points
10, 15, 43, and 44) and those points that simplyaetofit well in this MDS solution (points
12, 35, 46, 46, 48, 49, 52, and 54). These poiats lte identified by comparing their fit
(Stress-per-point, see Table 3) and their positiathe regionally constrained solution: Points
with high Stress-per-point in the constrained sotutind that lie on a boundary most likely
suffer from high Stress due to the constraints. Qamng the unconstrained solution Figure 2
with the theory-consistent solution in Figure 3whondeed that points 10, 43, 44, and 48 are
in different locations. Apparently, these are tlwénts that are most affected by the regional
constraints, albeit with a little influence on oakrStress. In summary, however, the
difference in Stress of the constrained (0.258) #ral unconstrained (0.233) solutions is

rather small, so that the theory-consistent sausieems acceptable.

Figure 4 portrays the OCP scales embedded intodih&rmatory MDS solution. It shows that
seven of eight factors fit quite well into the TUNMmework. The fit of the embedded sc&]e

and the scale shown in TableH,(i = 1, ..., 8), is assessed by correlating the spoeding
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scale values. Figure 4 shows the results grapiicalibstantively, we notice two bundles of
scales —F;, F,, andF; on the one hand arf, F4, andFs on the other — that approximate

the partitioning lines separating the regions irdliby Schwartz’s theory.

Finally, we test the statistical significance oé fhUV quadrant assignment of the items. If the
organization of the items according the TUV is torpote deeper and more theoretically
insightful understanding of the OCP and of workuesl in general, the theory-based
restrictions it imposes on the MDS solution musdt Ioe trivial. That is, they must not be so
loose and unspecific that various arrays of dataleveatisfy them. To test the significance of
the restrictive side constraints, we apply a peatnon test on the quadrant assignmentsyj.e.

andy, in Table 3. Specifically, the permutation test pames the Stress value of the theory-
consistent solution (Figure 3) with the Stress esalwbtained from solutions where the
guadrant assignments are randomly permuted ovdteiims. This permutation test evaluates

the following hypothesis:

Ho: The MDS representation is eitheot consistentor trivially consistent with the
theory-based side constraings andys;
Ha The MDS representation is strongly consistenthwihe theory-based side

constraintsy; andys.

The permutation test first computes the distributod, say, 1000 Stress values of solutions
where they; andy, is randomly permuted over the itemsH¥{ is true, then the confirmatory
(“unpermuted”) Stress value will lie somewhere Ire tdistribution of the permuted Stress
values. IfHp is not true (hencél, is more plausible), then the unpermuted Stresseved
lower than the permuted Stress values. Thus, thiswptation test is a one-sided test (left-
sided). Figure 6 presents the histogram of themesSwalues for the present data. To test the

hypothesis at a significance level of 1%, the Istentile of this permutation distribution is
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established (the dotted line in Figure 6) for oited hypothesis testing. The test statighc (
value) is the percentile of the confirmatory MD3eSs value (the solid line in Figure 6). As
can be seen, this statistic is smaller than .0@retare no permuted Stress values smaller than
this value. As a consequence, we conclude thatthean be rejected and that the TUV

guadrant constraints are non-trivial indeed.

Discussion

Our analyses have demonstrated that structuralthgpes formulated in terms of certain axial
regions in an MDS space can be tested more riglyrdbhan previously described in the
literature. The test requires one to optimally ¢nred an MDS solution that enforces the
theoretically predicted regional pattern onto téenpconfiguration and then to compare how
these side constraints affect the Stress of thatisnl What we found here is not so
uncommon in confirmatory scaling (see examples angB& Groenen, 2005): The theory-
compatible solution explains the data almost asipeéy as the MDS solution without any
theory-specific side constraints. That is, if orexepts the normal MDS solution as an
acceptable representation of the data, there is2ason to reject the structural theory that

leads to the confirmatory MDS solution. Thus, iistbense, the theory is supported.

Enforcing regional constraints onto MDS solutioas ®e quite difficult (Groenen & van der
Lans, 2006). The problem is not that there are aoyndifferent types of regional constraints.
In practice, they are usually either axial, modwarpolar, or some combination of two of
these. However, regional predictions typically sfyeanly the type of expected pattern (e.g.,
a circumplex or a radex) but not the relations lef various regions to one another (e.qg.,
neighborhood relations such as the sequence ofpdngcular regions in a circumplex).

Moreover, most researchers only expect the pariitglines (or surfaces) to be “simple” and
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“smooth”, but not necessarily linear, circular, aliptic (Borg & Shye, 1995). Nonetheless,
the type of regional hypothesis that we studiedhis paper is not an uncommon one.
Therefore, the solution proposed here should betefest for a variety of other studies based

on simple dimensional typologies.

From a content perspective, our analyses showSbtlaivartz’'s theory (TUV) can indeed be
used to structure the OCP items, at least in theesef a coarse two-dimensional typology.
Enforcing a perfect theory-compatible structureootite MDS representation of the items
pushed the Stress up from 0.233 to 0.256, a qmtdl sncrement. Moreover, the solution is
not only much more pleasing theoretically; it alpoomises to be more robust over
replications because it relates to a stable lafowhation rather than fitting (or overfitting)
the given data in a purely formal sense (i.e., mining Stress). Note too that the OCP items
were constructed without reference in any way ® V. Hence, being able to explain the
structure of these items to a substantial exterthbyTUV shows the generalizability of this
value theory and thereby strengthens the claim ithay identify a universal structure of

values.

As noted, Bilsky and Jehn (2002) could not releaeheOCP item unambiguously to the
dimensions of the TUV. Table 1 shows that 12 itemese unclassified. The MDS solutions
can be used as an empirical foundation for spengldtow the respondents perceived these
items. For example, item #1 asks individuals teeas the importance of ‘flexibility’ in an
ideal organization. This item emerged in the ‘¢edfiscendence’ region. This suggests that
these respondents understood flexibility as rafgrprimarily to promoting positive social

interaction.
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Other items of particular interest are those tlanat fit well into the exploratory MDS plane
in Figure 2 (items 15, 46, 49, 52, and 54). Bilsikd Jehn (2002) classified them either into
different categories of the TUV typology (15=T, 4B52=C) or could not classify them (49,
54). The classified items do indeed come out inpteglicted neighborhoods, but they may
address issues additional to those captured byfthé dimensions. Different respondents

may also understand them as expressing differdas d the TUV dimensions.

For example, some respondents may have under$tawihg a clear guiding philosophy’ as
signifying knowing what they want for themselvedhie organization (related to E), whereas
others may have understood it as signifying tryiogplace what goes on in a meaningful
broad context (related to T). Another example @vihg a good reputation’ that is located
near the border of C and E implying that it expeesslements of both. One may value a good
reputation both because it serves to avoid or edocial sources of threat (C) and because it
facilitates gaining or maintaining control over sasces one wants (E). Like this item, the
most similar item in the Schwartz instrument, ‘sbgecognition’, typically emerges on the
border of ‘power’ (E) and ‘security’ (C) values. Btyudying the items that did not fit well into
the exploratory MDS plane with methods such as itivgrpretesting (Willis, 2005), it will be
possible to check the validity of the classificasoand the usefulness of the particular items

for measurement purposes.

Other items that deserve additional attention hose that most resist being forced into the
TUV constraints by generating the largest Stresgppet values in the confirmatory MDS
configuration (items 10, 43, 44, and 48). The fitsee of these load highly on factey, the
one factor that is poorly explained by the TUV dimsens (see Figure 4, = .31). One
possibility is that this factor picks up a valueneénsion that the Schwartz value theory does

not include, perhaps one that is specifically waetated. Another possibility is that the factor
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is not particularly reliable. Factor 8 is the omge that does not correspond to any of the
O'Reilly et al. (1991) factors and it includes iterwhose shared components are especially

unclear (e.qg., positive loadings of autonomy ad a&bf being careful and rule oriented).

The value scales obtained from exploratory factoalysis fit reasonably well into the

confirmatory MDS structure, given that we drop thr¢hogonality constraint under which

they were computed in the first place. These scalegurely descriptive and not generated
by a theoretical rule with a psychological rati@maindeed, factor analyzing OCP items is
somewhat arbitrary because, for example, there daar-cut decision rule for the number of
factors. Factor analyses reveal that such tradititormal criteria as the eigenvalue-greater-1
rule or the scree test do not clearly suggest etaiga only eight factors. According to these

rules, even more factors should be extracted,tlvatmains unclear exactly how many.

Having shown that the TUV is useful for understagdihe structure of the OCP data, it is
nevertheless desirable to reconsider its labels.ofganizational psychology at least, self-

transcendence vs. self-enhancement and openneg®nservation need some explication.
These labels are therefore less than optimal ferfigld. In the context of organizational

culture, it is desirable to relate these notiona taore gripping terminology. We suggest the
labelsresults vs. relationaindrisk vs. rulesas a terminology that will be more accessible to
HR practitioners. The person-organization fit pesblthen presents itself, in a nutshell, as a
two-fold dichotomy: Does the organization emphasizsults or relations and does it Stress
risk or rules? And then, what are the individugdersonal preferences in this regard? This
could potentially lead to a simple organizationsoer fit assessment that is useful and
economical for a first screening of job applicarits, example. The extent to which the 54

items of the OCP will yield a more differentiatenldavalid assessment of an applicant when
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conceptualized in terms of thesults vs. relationgndrisk vs. rulesdimensions has to be

studied in further research.
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Tablel The 54 OCP items, classified as C (conten)a O (openness), T (self-transcendence), afskE-
enhancement) (Bilsky & Jehn, 2002), with the logdirfdecimal points omitted) of the Jehn et al.
(1997) data on eight varimax-rotated factdtsg (.., Fg)

Item Type F; F, Fs Fa Fs Fe F- Fg
1 Flexibility - 54 10 01 -17 -23 19 12 -04
2 Adaptability - 51 11 01 -20 -28 23 05 -06
3 Stability C 35 24 22 13 03 -05 -06 02
4  Predictability C 13 -24 26 31 24  -11 -21 38
5 Being innovative o 08 -08 -06 -71 -04 18 -05 -20
6 Being quick to take advantage of opportunities  E o8 -12 -09 -5 08 -02 -21 -00
7 A willingness to experiment o 01 09 01 -70 00 10 10 11
8 Risk taking o 04 15 -09 -72 -09 -02 -00 07
9 Being careful c -04 -37 28 33 01 -02 -09 36
10 Autonomy o 02 12 -05 01 04 09 12 54
11 Being rule oriented c -15 -35 22 37 -05 04 -07 37
12 Being analytical - -20 46 -11 -24 07 22 10 10
13 Paying attention to detail c -15 -72 09 06 06 05 -06 08
14 Being precise c -1 -72 09 05 12 02 -18 10
15 Being team oriented T 29 -09 -08 02 -60 04 09 -39
16 Sharing information freely T 08 04 01 -01 -47 -00 31 -00
17 Emphasizing a single culture throughout the C 17 06 12 -03 -11 -51 -13 04

organization
18 Being people oriented T 26 09 15 12 -58 -13 07 -04
19 Fairness T 13 03 14 05 -14 -06 52 10
20 Respect for the individual's right T 14 10 08 08 -06 11 66 08
21 Tolerance T 38 12 12 -03 -11 13 49 00
22 Informality - 38 47 07 11 -14 03 09 33
23 Being easy going - 62 37 10 03 -14 07 07 11
24 Being calm - 65 10 -01 13 05 06 06 17
25 Being supportive T 16 08 06 -05 -19 -04 50 -34
26 Being aggressive E 52 07 -14 -17 07 -13 -4 22
27 Decisiveness E 07 12 63 -02 21 04 -14 -04
28 Action orientation - -15 o7 -7 -09 -05 09 -17 -13
29 Taking initiative E 22 01 -52 -15 -11 12 -10 -07
30 Being reflective - 03 -19 23 12 33 05 28 04
31 Achievement orientation E -3 00 -31 08 -08 19 -38 -14
32 Being demanding E 55 -08 -02 01 25 04 -27 06
33 Taking individual responsibility - -30 01 -42 12 -11 20 07 13
34 Having high expectations for performance E -37 -17 -20 -11 11 04 -31 -28
35 Opportunities for profess. Growth E -20 04 -02 08 00 55 21 -10
36 High pay for good performance E -09 12 03 06 03 -73 -07 -06
37 Security of employment c 05 o7 19 11 03 -69 04 23
38 Offers praise for good performance T 05 20 -03 14 14 -20 44  -23
39 Low level of conflict - 56 09 17 10 06 00 14  -09
40 Confronting conflict directly E -19 04 -25 01 19 -06 07 13
41 Developing friends at work T -06 31 34 19 -19 03 20 -18
42 Fitting in C 09 34 47 32 -03 -01 -13 -02
43 Working in collaboration with others T -05 17 14 17 -16 10 23 -49
44 Enthusiasm for the job o 06 16 -11 -02 -01 04 05 42
45 Working long hours E 53 -09 16 06 -08 15 -21 08
46 Not being constrained by many rules o 24 a7 12 -16 28 -14 03 06
47 An emphasis on quality E -3 -08 -08 07 17 23 -17 -45
48 Being distinctive-different from others O -18 34 30 -28 29 17 -15 05
49 Having a good reputation - -10 08 25 09 -10 -04 -39 04
50 Being socially responsible T -05 14 22 16 01 -18 11 05
51 Being results oriented E -3 -03 -24 19 00 08 -31 -14
52 Having a clear guiding philosophy C 14 -13 -11 17 47 -07 03 -31
53 Being competitive E -39 -01 02 05 32 05 -44 15

54 Being highly organized 10 -37 -38 30 26 10 -01 -24
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Table 2  Coding of external variables needed foomirfig points to be regionally separated into qaatd.

Quadrant Y1 Y2
1 Openness to change 1 1
2 Self-enhancement 1 2
3 Conservation 2 1
4 Self-transcendence 2 2
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Table 3 The 54 OCP items, classified as C (contienja O (openness), T (self-transcendence), alsel-
enhancement) (Bilsky & Jehn, 2002), with the coaatikts of these data in the unconstrained 2D
MDS solutions shown in Figure 2X{ X,) and Figure 4 ,, D,), respectively. The quadrant
constraints are also givey(y,). The column Fit contains the average Stress piat.p

Unconstrained MDS Constrained MDS
Item Value X Xo Fit Quad-y; y» D; D, Fit
Type rant
1  Flexibility - 68 39 .030 - - - 70 39 .034
2 Adaptability - 62 46 .037 - - - 63 46 .039
3  Stability C 40 -54 .070 3 21 35 -57 .058
4 Predictability C -12 -76 .050 3 21 -11 -76 .054
5 Being innovative @) 22 72 .039 1 11 -21 73 .047
6 Being quick to take advtg. of opport'ies E -24 62 .062 2 1 2 -23 64 .064
7 A willingness to experiment (@) 6 70 .048 1 11 9 71 .034
8 Risk taking (@) -2 69 .054 1 11 0 71 .042
9 Being careful C 23 -72 .039 3 21 -20 -73 .044
10 Autonomy O 15 -15 113 1 11 9 18 133
11 Being rule oriented C -34  -68 .044 3 21 -30 -72 .043
12 Being analytical - -61 24 .082 - - - -61 23 .092
13 Paying attention to detail C -64  -45 .044 3 21 -59 -54 .045
14 Being precise C -66  -45 .036 3 21 -60 -55 .040
15 Being team oriented T 50 51 .073 4 2 2 58 38 .097
16 Sharing information freely T 56 29 .046 4 2 2 57 28 .051
17 Emphasizing a single culture througha C 27  -45 .067 3 21 22 -48 .068
the organization
18 Being people oriented T 71 -3 .051 4 2 2 68 -10 .042
19 Fairness T 67 -21 .041 4 2 2 68 -25 .039
20 Respect for the individual’s right T 72 8 .030 4 2 2 72 4 .029
21 Tolerance T 76 17 .022 4 2 2 78 13 .022
22 Informality - 76 -7 .037 - - - 77 -3 .045
23 Being easy going - 81 10 .019 - - - 82 11 .021
24 Being calm - 73 -13 .053 - - - 74 -18 .055
25 Being supportive T 65 31 .035 4 2 2 68 23 .040
26 Being aggressive E -79 0 .071 2 1 2 -80 12 .065
27 Decisiveness E -38 58 .044 2 1 2 -40 56 .052
28 Action orientation - -54 59 .024 - - - -b7 56 .033
29 Taking initiative E -54 55 .023 2 1 2 55 52 .034
30 Being reflective - 8 -63 .075 - - - 8 -60 .068
31 Achievement orientation E -80 28 .030 2 1 2 -80 27 .032
32 Being demanding E -80 -13 .025 2 1 2 -81 -11 .026
33 Taking individual responsibility - -53 36 .053 - - - -b2 36 .056
34 Having high expect. for performance E -81 19 .022 2 1 2 -82 19 .023
35 Opportunities for profess. Growth E 0 -32 .085 2 12 -8 -11 .088
36 High pay for good performance E -2 -48 .078 2 1 2 -15 -16 101
37 Security of employment C 19 -68 .042 3 21 19 -64 .067
38 Offers praise for good performance T 43 9 .056 4 2 2 45 -1 .059
39 Low level of conflict - 77 -18 .030 - - - 78 -17 .034
40 Confronting conflict directly E -42 11 .068 2 1 2 -43 10 .067
41 Developing friends at work T 57 -26 .059 4 2 2 56 -30 .050
42 Fitting in Cc 52  -49 .048 3 2 1 48 -52 .050
43 Working in collaboration with others T 37 40 .078 4 2 2 39 26 .091
44 Enthusiasm for the job @) 17 52 .051 1 11 14 8 103
45 Working long hours E -75 -28 .051 2 1 2 -77 -24 .058
46 Not being constrained by many rules O 50 0 .086 1 11 41 44 .088
47 An emphasis on quality E -73 19 .044 2 1 2 -72 10 .048
48 Being distinctive-different from others O -17 28 122 1 11 -10 51 A11
49 Having a good reputation - -32 47 .077 - - - -29 -49 .091
50 Being socially responsible T 24  -52 .047 4 2 2 36 -31 .054
51 Being results oriented E -76 4 .027 2 1 2 -76 0 .025
52 Having a clear guiding philosophy C -19  -14 106 3 21 -20 -31 102
53 Being competitive E -77  -20 .027 2 1 2 -79 -17 .035

54 Being highly organized -50 -5 117 -52 -26 A11
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Table 4 Summary of the external fitting of the ¢ifdctors Fy, ..., Fg) of the Jehn et al.
(1997) in the regionally constraint MDS solutionogim in Figure 4 D;, D)),
respectivelyp; andb, indicate the regression weights to predict the mamentF; as

a linear combination oD; and D,. r is multiple correlation ofF; with MDS

dimensions.

Fi. F» F3 F4 Fs Fg F7 Fg
Variance explained 8.157 535542415745
Regression weight;b 45 .23 .20 .03-.18-.05 .32-.01
Regression weight;b .01 .23-.32-.43-.10 .19 .04-.16
r (fit of F; in confirmatory MDS .85 .65 .74 .76 .52 .40 .73 .31
space)
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Table 5 Stress decomposition of theory-consisterdeh

Source of Stress Stress Percentage
Stress Lack of model fit .05804625  99.199%
Lack of confirmation fit .00046888  0.801%
Normalized raw Stresg? 05851513 100.000%
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