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What is a value?
Values represent the belief system a person or organisation holds about 
what is important to them. For individuals, values underpin decisions 
and behaviours; for organisations, they provide a guide for employees 
for how they should behave.1 Workplace values drive the attitudes and 
behaviours that the company wants to encourage. 

Employee Values are actions and behaviours that people seek to 
reinforce in themselves and others. Individual values are usually 
implicit and tend to align with attitudes and personality.

Organisational Values are the behaviours that the organisation 
explicitly states that it wants to see across all employees throughout the 
hierarchy. They provide employees with a guide for how they should 
behave across situations.

Organisational values often manifest as the corporate mission or vision 
statement, providing a guideline for how the organisation will behave 
and engage with customers and the community. Aligning formal 
values with actual practice is critical in promoting the values of ethics 
and integrity.2 Having values that are upheld by management, through 
policies and actions, is important to prevent the values simply being 
‘buzz words’ that hold little meaning or relevance to employees. Values 
and culture are often discussed within the same context, as team or 
organisational culture is a combination of the policies, values, and 
behaviours upheld.

1 Knight-Turvey and Maierhofer, “Person-Organisation Fit and Employee 
Proactivity”.

2 Fichter, “Do the Right Thing,” 69-84.

Why person culture fit is important
Values
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has value compatibility with a workplace, they are more likely to be 
engaged in their job and the organisation than those who do not.

Resilience
Another benefit of person-culture fit is the positive effect it has on 
individual resilience and grit. A lack of match between an employee 
and the organisational values can affect employee well-being by 
creating a significant source of exhaustion. This can happen when 
organisational demands are not aligned with the employee’s resources.7  
Research suggests that when an employee has compatible values with 
a company, it will lead to greater resilience, as individuals are likely to 
have the resources to deal with adversity.

Increased Retention
Employees who do not share the same values as the organisation may 
feel dissatisfied and are more likely to leave, while those who do share 
the values are more likely to remain. Companies with a strong culture 
will find that their employees who believe in the goals and values of the 
business are generally more productive and motivated to stay. 

Selecting for cultural fit
Cultural fit is becoming one of the essential criteria in the process 
of recruiting for a job. Candidates are looking for a company with 
values and a culture that aligns with their own specific needs, ideas, 
and personalities, just as much as employers are looking for employees 
with good ‘fit’.

Candidate self-selection
With the internet and the uptake of social media, most candidates 
begin the process of selecting for cultural fit before they even apply 
for a role. As 70% of 18-34-year olds have found jobs through social 
media8, it is important that organisations can connect with potential 
candidates through social media channels and showcase their employer 
brand. An employer brand is the perception by current and prospective 

7 Roczniewska et al., “How Person-Organization Fit Impacts Employees”
8 Slater, “Employer Branding”.

Cultural Fit
Your organisational culture is made up of the workplace environment, 
values and ethics of the organisation. Person-culture fit is the degree 
of match between the values, purposes, and goals of employees, and 
those of the organisation. Greater alignment between an individual’s 
values and an organisation’s values promotes higher levels of happiness 
at work.3 Shared values are positively related to constructive work 
attitudes, including employee satisfaction, commitment, and 
involvement.4 This means values are a good indicator to an individual 
as to whether they “fit” with an organisation.

Benefits of person culture fit
Well-thought-out values that are implemented throughout the 
organisation can help create a high-performance culture.5 Employees 
aligned with the values and direction of the company usually have 
increased on-the-job satisfaction, engagement and resilience – leading 
to decreased turnover.

Job Satisfaction
One of the most common positive outcomes to value compatibility is 
job satisfaction. The basic definition of job satisfaction is how content 
an individual is with their job. A more scientific definition states that 
job satisfaction is an enjoyable psychological situation that results from 
having appraised one’s job experience.6 In short, when employee and 
organisational value align, staff are more likely to be happy and content 
at work.

Engagement
The second domain where person-culture fit may manifest is work 
engagement. Employees that fit well with the company are likely to 
be more committed and confident, whereas teams work better when 
they have the same core values and aligned goals.  When an employee 

3 de Sousa and Porto, “Happiness at Work,” 211-220.
4 Paarlberg and Perry, “Values Management” 387-408.
5 Friedman, “How to establish values”
6 Locke and Latham, “Work Motivation and Satisfaction” 240-246.
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Structured interviews can be a good way to help assess cultural fit 
alongside value assessments. Here are some questions that can help 
determine culture fit in an interview11:

• What type of culture do you thrive in? (Does the response reflect 
your organisational culture?)

• What values are you drawn to, and what’s your ideal workplace?

• Why do you want to work here?

• How would you describe our culture based on what you’ve seen? 
What appeals to you about it?

• What best practices would you bring with you from another 
organisation? Do you see yourself being able to implement these 
best practices in our environment? How?

• Tell me about a time when you worked with an organisation where 
you felt you did not fit well with their culture. What made you feel 
this way?

PATH Values Model
The PATH Values Model is designed to be used to measure a 
candidate’s values and compare these with the organisation. The model 
is used in both of Talegent’s Values solutions: Values Insights, and 
Values Alignment. The former, Values Insights, gives clients an option 
of using a traditional assessment framework to measure a candidate’s 
affinity with the fifteen values that form the Talegent Values Model. 
The second tool, Values Alignment, is a short version of Insights 
which is designed for use during pre-screening and measures the 4 or 
5 values most crucial to an organisation in an interactive framework 
with real-time feedback.

11 Bouton, “Recruiting for Cultural Fit”.

employees of what it’s like to work for your firm. As companies with 
great branding gain twice as many applicants compared to companies 
with poor branding9,  it is vital to use it as a tool to promote your unique 
organisational culture. Branding allows candidates to self-select for 
their best fit prior to application. 

Employer selection
Assessing for cultural fit first eliminates the candidates who won’t align 
with the principles, ethos, and behaviours of your company. The fit 
between an individual and the organisation is incredibly important 
because having candidates who are engaged with your culture and 
values will create a more productive workforce.10 As a result, when 
assessed correctly, there are usually higher retention rates and  
lower turnover.

In order to assess applicants for their fit with an organisation, it 
is important to understand what the culture and needs of the 
organisation are. By monitoring the work environment and using 
job analysis, employers can infer the abilities, skills, personality 
characteristics, and values required for each role. Using an application 
process that allows both the organisation and the individual to assess 
fit will ensure that the best-suited candidate is selected.

Using a values model helps to measure an applicant’s value 
alignment with the organisation. The model can be developed 
from the organisation’s understanding of their values and culture 
or can be adopted from an existing one, such as the Talegent PATH  
values model. 

9 Career Arc, The State of the Candidate Experience.

10 Bowen et al., “Hiring For the Organization, Not the Job,” 35-51.
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Passion
Valuing positivity, enthusiasm, and fun. Ensuring they bring energy 
and a ‘can-do’ attitude to their work, no matter the task. Striving to be 
captivated.

Recognition
Being motivated by recognition for personal achievements and effort. 
Thriving on reward, public praise, and reinforcement from others.

Diversity
Wanting an environment with a diverse range of people and 
perspectives. Valuing individual differences, and actively seeking to 
include unique viewpoints.

Integrity
Acting ethically, following their morals and beliefs and doing the right 
thing despite the difficulty. Following through on their promises.

Justice
Wanting fair treatment and equal opportunities for all. Considering 
others when making decisions to ensure no one is disadvantaged, 
prioritising fairness over standardisation.

The Talegent Values Model contains fifteen values split across five 
clusters, which are outlined below.

Altruism
Exhibiting a selfless desire to help and support others, even at their 
personal expense. Willing to ‘go the extra mile’ for people and derives 
pleasure from improving the lives of others in any way possible.

Collaboration
Being driven to work closely with others, promoting team unity and 
encouraging the sharing of tasks and ideas to achieve team goals.

Social Responsibility
Recognising that helping society helps everyone and striving to achieve 
this through actions. Works for the ‘greater good’, placing collective 
needs above commercial, individual, or team needs.

Learning
Adopting a growth mindset, being curious about the world. Passionate 
about expanding knowledge and skills in multiple areas, enjoying the 
experience of learning as well as the outcome.
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Figure 1. Talegent PATH Values report

The Talegent PATH values tools offer an interactive report for 
recruiters to help match potential employee values to an organisation 
in order to get the most aligned candidate for the role. The values 
assessment report indicates what is important to a candidate, what they 
are likely to value in their working environment, and what motivates 
them. The information contained within the reports is intended to 
support selection, onboarding and development decisions.  Specifically, 
the report is designed to provide information about an individual’s self-
reported values, assess the strength of their alignment with each value, 
and enable recruiters to draw on hypotheses for further exploration.

Values Profile

MOST ALIGNED

ALIGNED

LESS ALIGNED

Social Responsibility
MOST ALIGNED

Balance
ALIGNED

Excellence
LESS ALIGNED

Ownership
ALIGNED

Diversity
MOST ALIGNED

Ownership
Being accountable for the decisions, outcomes, and consequences of 
your work. Even when things go wrong, retains accountability and 
does not disengage.

Excellence
Setting their own high standards of achievement and striving to meet 
these. Taking pride in delivering top quality work, often delivering 
beyond requirements.

Innovation
Generating new ideas and approaches, feeling excited about being at 
the ‘leading-edge’. Looking for new technologies to utilise and aiming 
to break away from tradition.

Balance
Achieving harmony between work and other aspects of life. Managing 
workload effectively, being transparent about commitments, and 
adjusting their energy or effort based on demands.

Safety
Being in a safe environment where risks are minimised. Actively 
monitoring potential hazards and taking action to mitigate these. 
Believing in the value of enforcing and adhering to safety processes.

Structure
Operating within clearly defined parameters, knowing how the 
organisation works and exactly what is expected of them. Appreciating 
order, clarity, and consistency.
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that they can produce. Developing well thought out organisational 
values can help increase diversity while building a positive company 
culture. It can enable employees to reflect on their personal goals and 
values, which can impact their performance and align them with the 
organisation further. For example, reflecting on core personal values 
improves women’s performance in competitive environments, reducing 
gender performance gaps.18 By having a diverse team, employers can 
increase innovation and often productivity through a broader range 
of experience, opinions and ideas.19

18 Kinias and Sim, “Facilitating Women’s Success in Business,” 1585-1597.
19 Leonardi and Contractor, “Better People Analytics,” 70-81.

Key Points
• Values represent the belief system a person or 

organisation that underpin decisions and behaviours.

• Greater alignment between an individual’s values 
and an organisation’s values promotes higher levels of 
happiness at work

• Employees aligned with the values and direction of the 
company usually have increased on-the-job satisfaction, 
engagement and performance – leading to decreased 
turnover

• Developing well thought out organisational values 
can help increase diversity while building a positive 
company culture

How values link to competencies
Values are intangible; they form an internal code that influences 
how we experience and interpret the world. Values are the beliefs or 
ideals shared by those in an organisation, and they are a guide that 
specifies how those in the organisation should behave.12 Competencies 
are underlying, measurable characteristics of an individual that are 
reflected in observable behaviours13 that employees demonstrate on the 
job. They are a result of the various knowledge, skills and abilities an 
employee may possess and utilise at work. Competency models define 
on-the-job behaviours that can be observed and measured by the 
people around us. They enable organisations to translate their values 
into day-to-day workplace behaviours that can be identified, measured, 
supported, and developed using specific HR tools.14

Remember what culture fit is not
Hiring for culture fit comes down to making sure employees respect 
and align with your company values. What it doesn’t mean is 
overlooking different cultures and lifestyles or dismissing personal 
values with which you disagree.15 Different people can have differing 
personal values based on their background, upbringing, generation, 
and culture. For example, research has shown that Generation Y 
employees tend to place high importance on autonomy and work-
life balance, while Generation X employees often value freedom and 
autonomy16. However, this does not mean that they cannot work well 
together or align themselves with the same organisation’s goals. 

A risk when hiring for culture fit is that a team may be built with people 
who think and act the same way.17 This can mean that while the team 
may work well together, it drastically limits the ideas and developments 

12 Knight-Turvey and Maierhofer, “Person-Organisation Fit and Employee 
Proactivity”.

13 Leigh et al., “Competency Assessment Models,” 463-473.
14 Beckett, “The Difference Between Core Competencies and Values”.
15 Maza, “What It Means To Hire For ‘Culture Fit’”
16 Cennamo and Gardner, “Generational Differences in Work Values,” 891-906.
17 Maza, “What It Means To Hire For ‘Culture Fit’”



- 35 -- 34 -

Paarlberg, Laurie E., and James L. Perry. 2007. “Values Management: Align-
ing Employee Values and Organization Goals.” The American Review of 

Public Administration, 37(4) 387-408.
Roczniewska, Marta, Sylwiusz Retowski, and E. Tory Higgins. 2018. “How 

Person-Organization Fit Impacts Employees’ Perceptions of Justice and 
Well-Being.” Frontiers in Psychology. 

Slater, Ben. 2017. Employer Branding. 07. Accessed May 27, 2019. https://
beamery.com/blog/employer-branding

Beckett, Sarah. 2015. The Difference Between Core Competencies and Val-

ues. 09 24. Accessed 07 05, 2019. https://resources.hrsg.ca/get-start-
ed-with-competencies/the-difference-between-core-competen-
cies-and-values

Bouton, Katie. 2015. Recruiting for Cultural Fit. 07 17. Accessed 07 10, 2019. 
https://hbr.org/2015/07/recruiting-for-cultural-fit.

Bowen, David, Gerald Ledford, and Barry Nathan. 1991. “Hiring for the 
Organization, not the Job.” Academy of Management Perspectives 5, no. 4 
35-51.

Career Arc. 2016. The State of the Candidate Experience. Recruitment Study, 
Career Arc.

Cennamo, Lucy, and Dianne Gardner. 2008. “Generational Differences in 
Work Values, Outcomes and Person-Organization Values Fit.” Journal 

of Managerial Psychology 23(8) 891-906.
de Sousa, Juliana, and Juliana Porto. 2015. “Happiness at Work: Organiza-

tional Values and Person-Organization Fit Impact.” Paidéia (Ribeirão 

Preto), 25(6) 211-220.
Fichter, Rachel. 2018. “Do the Right Thing! Developing Ethical Behavior in 

Financial Institutions.” Journal of Business Ethics 151(1) 69-84.
Friedman, Amelia. 2018. How to Establish Values on a Small Team. 04 13. 

Accessed 07 03, 2019. https://hbr.org/2018/04/how-to-establish-values-
on-a-small-team

Kinias, Z., and J. Sim. 2016. “Facilitating Women’s Success in Business: 
Interrupting the Process of Stereotype Threat through Affirmation of 
Personal Values.” Journal of Applied Psychology 1585-1597.

Knight-Turvey, Neal, and Naomi Maierhofer. 2005. “Person-Organisation 
Fit and Employee Proactivity: Do Shared Values Matter?” Engaging the 

Multiple Contexts of Management: Convergence and Divergence of Man-

agement Theory and Practice: Proceedings of the 19th ANZAM Conference. 
Canberra.

Leigh, I.W., I.L. Smith, M.J. Bebeau, J.W. Lichtenberg, P.D. Nelson, S. 
Portnoy, N.J. Rubin, and N.J. Kaslow. 2007. “Competency Assessment 
Models.” Professional Psychology: Research and Practice, 38 463-473.

Leonardi, Paul, and Noshir Contractor. 2018. “Better People Analytics.” 
Harvard Business Review., 11-12: 70–81.

Locke, Edwin A., and Gary P. Latham. 1990. “Work Motivation and 
Satisfaction: Light at the End of the Tunnel.” Psychological Science 1(4) 
240-246.

Maza, Vivian. 2018. What It Means To Hire For ‘Culture Fit,’ And How To Do 

It Right. 09 28. Accessed 07 10, 2019. https://www.forbes.com/sites/
forbeshumanresourcescouncil/2018/09/28/what-it-means-to-hire-for-
culture-fit-and-how-to-do-it-right/#61480f587986

CHAPTER TWO: REFERENCES


	Introduction
	Competency Models
	Values
	Fairness & Diversity
	Selection Methods
	Candidate Experience
	Assessment Centres
	Personality & Ability Assessment
	Graduate Recruitment
	Emotional Intelligence
	Grit
	People Analytics
	Artificial Intelligence
	Behind the Book

