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Aligning and Propagating Organizational Values 

Abstract: That organizational values are positively related to performance is well 
established by works such as ‘Good to Great’ (Collins, 2001) and ‘Built to Last’ 
(Collins and Porras, 2004). That they positively affect organizational 
commitment and citizenship behavior, organizational culture and job satisfaction, 
work engagement, team performance, organizational learning and organizational 
integration are also well documented. However, whether organizations 
align/create value congruence between individual and organization values and 
propagate and promote them adequately is not perhaps so clear. This study 
examines this and finds that prima facie there is a reason to explore this this 
further.   

Key words: espoused value, value congruence, value propagation, value mapping 

Introduction, Motive, Objectives and Assumptions  

While teaching a required course of leadership in a premier AACSB accredited 

business school which has ‘leadership’ as one of the Program Learning Goals, students 

were given an assignment to evaluate vision statement of several Indian companies using 

Collins and Porras model, in which core values is an important component. The author 

was a little surprised when students reported difficulty in finding the core values of even 

some top Indian companies from their websites. This raised a question whether 

organizations really care for values and define them meticulously to create congruence 

between individual and organizational values. If they do, it was difficult to fathom why 

they would not declare them from the roof tops (read websites)?   

The question whether values are important or not, is a rhetorical one.  Classical 

works such as ‘Good to Great’ (Collins, 2001), ‘Built to Last’ (Collins and Porras, 2004), 

‘The Leadership Challenge’ (Kouzes & Posner, 2006) and ‘Emerging Value in Health 

Care: The Challenges for Professionals’ (Dumma, 2010) have all articulated the 

indispensable role of values for organizational performance.  

Evidence from formal research is also compelling. Values are positively related 

to 1) organizational commitment and citizenship behavior (Cohen, 2011; Arthaud-Day et 

al, 2012; Levent et al, 2011), 2) organizational culture and job satisfaction (Danuta & 

Vytautas, 2010), 3) work engagement (Dyląg et al, 2013), 4) lower burn out (Dyląg et al, 

2013), 5) team performance (Arthaud-Day et al, 2012),  6) organizational learning 

(Cohen et al, 2011), 7) organizational integration (Levent et al, 2011), 8) for shaping 

team behavior (Bardi & Schwartz, 2003, p. 120), and 9) for resolving team conflicts 
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(Jehn & Mannix, 2001; Kirkman & Shapiro, 2005).  Hence that values influence 

organizational performance is a well settled argument.    

If values are significant as argued above, intuitive wisdom suggests that 

companies would carefully design them such that greater congruence between the values 

of the individual and the organization is achieved. However, the observations made by 

the students doing the assignment were contrary to this. Also Auster and Freeman (2013) 

find that application of value-fit is limited in organizational context. These factors 

motivated this study. 

The objectives of this study are to investigate 1) whether organizations 

systematically design their values to achieve alignment/value congruence between 

individual and organizational values and 2) whether they propagate and promote them 

appropriately. The scope is limited to establishing prima facie evidence of these 

problems. This limiting was deliberate because the genesis of the investigation is 

observation by some MBA students and not any classical research gap identified. Results 

indicate that there is convincing evidence to investigate the problem further.   

An important assumption of this study is that well designed espoused values, 

distinguished from demonstrated/practiced values, is a precondition for values to be 

effective. This assumption is based on: 1) recent work of Maurino and Domenico (2012) 

which indicates the importance of defining values clearly and 2) that of Gulbovaitė, & 

Vveinhardt (2013) who finds that congruence is enhanced by aligning the practices to the 

espoused values thereby suggesting that espoused values is essential to create alignment. 

I acknowledge that espoused values and demonstrated values (Rousseau, 1990, Schuh & 

Miller, 2006) can be differentiated and the latter manifests through policies, practices, 

action and persistent reinforcement (Peters and Waterman, 1982). However, this study’s 

focus is only espoused values.   

Concept of values 

Value research is popularly attributed to Rokeach (1973) who identified types of 

values and divided them into terminal and instrumental values. Terminal values such as 

mature love or equality are desired end states, while instrumental values such as love or 

courage are values which an individual uses to reach the terminal values. Rokeach value 

survey is based on these two dimensions.   
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Though Rokeach is an early and preeminent author on values, value research can be 

traced to the works of Morris (Morris, 1956) and perhaps his earlier works on religion 

and ethics. His 1956 work is based on formal scientific study of values which he began 

in 1945 and this work identified three dimensions of human values i.e., dependence, 

domination and detachment. But more importantly, this is considered the start point for 

scientific enquiry into values.  

The discussion in this section is oriented to establish three basic properties of 

values i.e., 1) shaping of behavior/action 2) dynamism and 3) social desirability. From 

these, the author derives the logic for creating congruence and propagation.   

Shaping Behavior/Action 

Works of Kluckhohn (1951) indicates that values have action orientation. Allport 

(1961) also endorses the action orientation of values and argues that values drive actions. 

Work of Lawson (1989) suggests that values are “serious and deeply held normative 

principles which guide a person’s beliefs, attitude and behavior”.  

Schwartz, a pioneer and focused researcher in value studies, consolidates these 

ideas and defines the nature of values more clearly. According to him, values are beliefs, 

have motivational constructs, transcend specific actions and situations, guide selection or 

evaluation of actions, policies, people and events and are ordered in their importance 

(Schwartz 1994, 2005a, 2006). Feather (1995) furthers Schwartz’s idea of motivational 

construct and reasserts that it is something that leads to action and also indicates that 

values induce valence on potential actions and outcomes. Inglehart (1997) reinforces this 

further when he argues that values are responsible for achievement motivation, well-

being, participation, change (and resistance to change).  In fact, they have substantial 

influence on behavioral responses (Locke, 1976; Rokeach, 1973; Postman, Bruner & 

McGinnies, 1948; Williams, 1979; Epstein, 1979).  Lawson (1989) also reinforces the 

action component. From the above, it is reasonable to conclude that values shape our 

behaviors/actions. A natural deduction will be that similar values would lead to similar 

behavior. This is the bedrock of value congruence. I will reinforce this argument further 

under ‘social desirability’ discussed below. 
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Dynamism 

That values are shaped by society is well documented in social science. Values is 

a social science concept used across all social science disciplines (Rokeach & Ball-

Rokeach, 1989, p.775). Values is a social force and they dictate socially desirable 

conduct or ‘end-states’ of existence” (Kabanoff, Waldersee, & Cohen, 1995, p. 1076). 

They create compulsion to conform to them (Kluckhohn, 1951). They are also a strong 

social force to reckon with and the compulsion to conform makes values stable 

(Rokeach, 1973).  These arguments militate against dynamism and therefore let us 

explore further.  

Though values are stable, findings of Dudley (1995) suggest that they can be 

dynamic under contingent situations. Dudley argues that values involve choosing, 

prizing and acting. Choosing implies existence of several values from which one selects 

alternatives with free will and consciousness, prizing implies the worth we attribute to 

each value and acting implies that we operationalize the values through practices. 

Choosing, prizing and acting are contingent on several factors. Therefore, values gain 

dynamism under contingencies. Dose (1999) and Meglino & Ravlin (1998, p. 354) also 

endorses this view and further argue that it is the dynamic nature of values that make 

them foundations of behavior and identity.  

Nature of values indicates that they are ordered in priority (Schwartz, 2006). Can 

this priority be re-ordered? Perhaps the first and as yet the most compelling argument 

that priorities can be changed were put forward by Morris (1956). Using the analogy of a 

diabetic patient seeking dietary advice from a doctor and then adhering to it, he argues 

that the diabetic does so because s/he would be willing to accept a ‘desired’ diet than a 

‘preferred’ one. Morris indicates that similarly, people will be willing to re-order their 

priorities of values if there is a need for it and instills the idea that values are not cast in 

stone and are dynamic. Subsequent researches that we saw above were only formal 

endorsement of the intuitive wisdom of Morris.  

Thus we see that while there is evidence that values are dynamic, there is also 

evidence for the need to have some force to induce the dynamism e.g., becoming a 

diabetic, getting opportunity for working in a challenging environment or getting an 

opportunity to work abroad with high compensation but without taking the family along. 

In all these contingencies, people are likely to re-order their values. In sum, it emerges 
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that when a contingent force acts on values which are normally stable; people re-

prioritize and change their values. It would follow that creating value congruence needs 

some contingent force e.g., high compensation, work environment etc. A natural 

deduction from this would be that lesser the gap to bridge between individual and 

organizational values or in other words, more congruent they are, lesser would be the 

contingent force required to create congruence.   

Socially Desirability 

We have already seen the social force argument (Kabanoff, Waldersee, & Cohen, 

1995, p. 1076; Kluckhohn, 1951 and Rokeach & Ball-Rokeach, 1989, p.775) discussed 

under ‘dynamism’ and therefore the author considers it superfluous to repeat them here. 

Since they are socially desirable, it is natural that we declare values publically. Such 

publically declared values are called ‘espoused values’ (Agryris & Schon, 1978) and can 

be clearly distinguished from demonstrated values which are values exhibited through 

policies, practices and actions. Moreover, espoused values increase legitimacy and image 

of an organization (Siehl and Martin, 1990; Sutton and Callahan, 1987) and reputation 

(Sutton and Callahan, 1987). Hence, one can conclude that organizations would normally 

propagate and promote their espoused values.  

Importance of Creating Value Congruence 

Now that we have seen the properties of values and their implications, let us 

dwell a little on the importance of value congruence. The root of the argument lies in 

“greater the congruence lesser the contingent force required to change the values”, which 

we discussed under ‘dynamism’; but let us further this. Firstly, value congruence 

between the stake holders and the organization is important because it creates the 

environment to achieve common goals (Kluckhohn, 1951). Secondly, it enables internal 

integration and predicts interpersonal interactions, reduces role ambiguity and conflict 

and leads to greater satisfaction in interpersonal interactions (Fisher & Gitelson, 1983 

and Byrene, 1971). Thirdly, values lead to external adaptation with the society (Meglino 

and Ravlin, 1998).   
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Summary of the Arguments 

To summarize, values dictate our behavior and hence congruence in values will 

result in desired behavior. Values are dynamic but needs a contingent force to make it so; 

hence greater the congruence lesser the need for the contingent force. Values are socially 

desirable, and so, would normally be propagated and promoted effectively.   

Method 

Choice of framework 

We can approach the issue of creating congruence using different frameworks. 

Predominant among them are 1) the terminal and instrumental value framework 

(Rokeach, 1973) and 2) value theory framework (Schwartz, 2006).   

Rokeach values identify 18 terminal and 18 instrumental values each. The 

terminal ones refer to end-states of existence or goals that a person would like to achieve 

during his/her lifetime. They differ among different groups and in different cultures. 

Instrumental values refer to preferable mode of behavior and are means to achieve 

terminal values (Rokeach, 1973). 

Schwart’s value theory proposes ten values which can be divided into five 

dimensions (See Table 1). Whereas the Rokeach framework does not identify clear 

dimensions, the latter does so and these are closely aligned to organizational context e.g., 

openness to change and conservation are important values for an organization as is the 

dimension of self enhancement and self-transcendence. Schwartz’ framework clearly 

distinguishes one value from the other, explains the basic values that are recognized 

across cultures; but more importantly at the heart of the theory is the idea that values 

form a circular structure and reflects the motivations that each value expresses. Therefore 

it is well linked to drivers of action/behavior which would make a person re-orient 

his/her values.  The ten values are also culturally universal (Schwartz, 2012). Hence to 

examine the issue at hand, I opted for the Schewartz framework over the Rokeach one.  

The ten values of this framework can be divided into three themes and five 

dimensions. Theme 1 is ‘openness to change versus conservation’. Theme 2 is self-

enhancement versus self-transcendence and Theme 3 is hedonism. The former two are 

bipolar (but not ‘either or’) e.g., if the values lean towards change, then orientation 
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towards conservation would less. But, it is not that having one set will obviate having 

any element from the other. So is the case for Theme 2. Hedonism has no polarity. The 

amplification of these values is given in Table 1.  

 Table 1: Amplification of values included in value theory framework  
(Adapted from Schwartz, 2006) 

  Value What it means  What behavior can you expect? 
1 

Openness to 
change 

Self-Direction Independent in 
thought and action 

Creativity, exploring e.g., Vasco 
da Gama, researchers. 

2 Stimulation Excitement Seeks novel experiences and 
challenge. E.g., an entrepreneur. 

3 

conservation 

Security Safety, stability and 
harmony 

Gives and expects assurances, 
guarantees and written rules.  

4 Conformity Restraints actions 
and inclinations 

Limits actions that may upset 
others and social norms 

5 Tradition  Respect and  
commitment to 
existing things 

Accepts customs, religious 
beliefs and ways of doing things 

6 

Self-
enhancement 

Achievement Personal success Demonstrates and values 
competence and works very 
hard 

7 Power Provides social 
status and prestige  

Controls and dominates people 
e.g., many politicians who are 
not typically leaders. 

8 

Self-
transcendence 

Benevolence Welfare and 
goodness of others 

Tends to support others and 
redistributes resources.  

9 Universalism Understanding, 
appreciation and 
tolerance  

Protection and welfare of all 
people, nature, sustainability.  

10  Hedonism Pleasure seeking  Having fun, entertainment e.g., 
Google, Southwest Airlines. 

 

Choice of Data 

This research is exploratory in nature and qualitative in tone because the purpose 

was to establish a prima facie need for further investigation. The investigation uses data 

from top 25 Indian companies as ranked by ‘Business Today’ magazine (BT 500, 2012). 

The use of BT ranking is intuitive and I make no strong argument why I chose this 

ranking versus others except that there is great acceptance for BT 500 ranking in India. 

The use of 25 companies as a number is also intuitive though guided by a desire to look 

at top five percent from the list as the study was intended to be a litmus test to establish 

prima facie the need for a more detailed investigation. The logic of selecting the ‘top’ is 
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somewhat negative in nature i.e., an assumption that all top companies would be 

ensuring value congruence systematically and if they do not, what would be the status of 

others?  

Measuring ‘Espoused Value Congruence’ 

 

For measuring this, key terms related to values picked from the website were 

mapped to Schwartz’s framework through simple cross tabulation. Terms which fitted 

the value theory terms identically or formed its synonyms as mentioned in Table 3 below 

were fitted directly into the cross tabulation. Others were fitted based on judgment. If a 

company embraced some component from all dimensions, the degree of congruence was 

considered high. If not it was considered low because if the values included all the 

components, the probability of any person finding some commonality would be high and 

the need to re-prioritize one’s values would be that much less.  
 

Table 3: Key Words  
Ser 
No 

Dimension Key words  

1 Openness to 
change 

Change, self-direction, simulation, independence, excitement,  

2 
Conservation 

Security, conformity, tradition, loyalty, corporate citizenship, 
avoidance of conflict, stability, harmony, respect, commitment, 
customs, assurance, norms. 

3 Self-enhancement Achievement, power, status, prestige, success, challenge, 
control, dominance, competes, excellence, entrepreneurship 

4 Self-
transcendence 

Benevolence, universalism, welfare, empathy, understanding, 
appreciation, protection, support, environmental, sustain, trust 
etc. 

5 Hedonism Fun, enjoy. 
 

Measuring ‘Propagation and Promotion’  

 

Author considered two options for this i.e., search method and click method.  

 

• In the search method, the term ‘value’ or ‘ore values’ would be typed into the 

search window of the website and if it returned the information, it would be 

recoded in nominal scale of yes/no.  When the direct hit failed, obvious pages 

named ‘about us’, ‘corporate’, ‘vision, and mission’ would be opened and if the 
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information could be accessed they too would be considered as ‘yes’. Yes 

implied effective propagation and promotion. Software used in the website or the 

type of file linked the key word were not efficient, there is a possibility of 

inefficient return to the search. However, the click based search as a back would 

resolve this.  

 

• In the click method, number of clicks used to reach the values would decide the 

degree of propagation.  The number of click method would perhaps make it 

possible to create an ordinal scale for ‘propagation’ based on the actual number 

of clicks to reach the values. However, this depends on the expertise of the 

searcher in selecting which page to click and in which order. From a user 

perspective, there is difficulty in creating standardization.    

 

Since key word based search is the norm of the day and there was duplication inbuilt into 

the method, this was preferred over click method.    

 

Findings  

Overall, no company showed congruence. The reason for this is that everyone ignored 

hedonism. Thirty six percent showed low congruence in Theme 1 (openness to 

change/conservation) and thirty two percent in Theme 2 (achievement versus self-

transcendence). Only forty four percent propagated and promoted effectively. For details 

of cross tabulation see Annexure 1.  

Conclusion 
 

From the findings one can conclude that prima facie there is a case to study this 

problem in depth. Even the top 25 of BT 500 do not seem to be adept in designing values 

to achieve congruence. Their approach appears to be ‘I will define, you follow’. In doing 

so, not one of them included any element of hedonism as a value though most would 

agree that modern youth want to have fun in the workplace. Propagation also leaves 

much to be desired. Perhaps this is because they do not take values very seriously or feel 

pride in owning them. Though the study has limitations as it addressed only top five 

percent of the companies, it gives insight into the way values are designed and 
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propagated even by the top 25 companies. It is also a cause for concern that despite 

concentrated effort, one could not procure any worthwhile data on values for three 

companies. The study opens the avenue for research into creating value congruence by 

applying the individual value framework directly into designing organizational values 

which is seldom done so far.  
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Annexure 1 – Cross tabulation tracing propagation and values of the companies to Schwartz’s framework 

O
rg

 N
o 

Pr
op

ag
at

io
n 

Theme 1 Change/conservation Theme 2 Self-enhancement/self-transcendence Theme 3 
Hedonism 

Remarks 

Self-direction, 
stimulation 

Security, 
conformity, 
tradition 

Achievement, 
power 

Benevolence, universalism  
 
 
 
Not 
included 
by any 
company 

 

1 Y change, learning  Excellence Integrity, respect for the individual,  and sharing  
2 N  Corporate 

citizenship 
Quality, 
research and 
development 

Health, safety, environment, Human resources 
development, energy conservation 

Mentions under what they care and not as 
values 

3 N   Quality, 
challenge 

Ethics and org values, safety, health,  environment, trust, 
transparency, mutual concern, customer 

Mixed with several other factors such as 
integrated business, dominant Indian 
leadership 

4 N    Environment, sustainability Derived from the vision. 
5 Y Innovation  Excellence Trusteeship, respect for people, nation orientation  
6 Y    Example, integrity, transparency, fairness, Client value Client value included in Self-

transcendence 
7 N    Commitment to nation, touching lives of people  Culled out from ‘about us’ 
8 N   Excellence, 

Product 
leadership,  
customer focus 

People Customer focus included  in Self-
transcendence. 

9 Y Innovation and 
speed,  

Organizationa
l pride, 
professional 
pride, devoted 

Excellence,  
enterprising 

Ethics, environment, sustainability, mutual respect, trust, 
transparent, customer focus.  
 

 

10 Y  Team work, 
loyalty 

Entrepreneursh
ip, passion,   

Respect,   

11
* 

N      
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12 N Creative 
solutions,  

  Relationship, nurture the values and ethos,   Culled out from goals 

13 N innovation Apolitical, 
avoid conflict  

Defend 
business 
interest,  

Law abiding, mutual trust, respect, responsible, 
mutuality, safety, health, develop people, dignity of 
individual, consultative, governance, socially 
responsible, environmental, fair competition, integrity. 

Culled out from principles 

14 Y Innovation  Fortitude  Not win at any cost, respect, trust, environment, 
empathy, integrity  

 

15 N Innovation, 
learning 

 Entrepreneurial
,  

Customer satisfaction, empowered, caring, trust,  Culled out from vision 

16
* 

N    Customer service, upgrade employee skills Culled from objectives. 

17 N    Nil Not included in vision or mission either 
18 Y Innovation, 

agility   
 Excellence, 

speed, product 
focus  

Inclusion, accountability, customer, environment  

19
* 

N     Unable to trace vision, mission or values 
from the web site 

20 Y Innovation  Security  Self-belief, 
confidence, 
passionate 

Teamwork, helping, listening, sharing, caring, empathy, 
culturally sensitive, health, safety, accountable 

 

21 Y Innovation 
(creativity, 
learning, 
flexible, change) 

Pride, 
dedication, 
commitment 

Passion, 
(inspiration, 
ownership, zeal 
and zest) 

Care (concern, empathy, understanding, cooperation, 
and empowerment), trust (delivering promises, 
reliability, dependability, integrity, truthfulness, 
transparency). 

 

22 Y Innovation  Loyalty, 
commitment 

Excellence Integrity, , teamwork, governance, respect,   

23 N Innovation security Inspiring  Nurturing, empowering, healthy, safety, environment  
24 Y   Entrepreneursh

ip, growth, 
excellence,  

Trust, sustainability   

25 N Innovation  Commitment Perfection, 
speed, 
excellence 

Safety, health, environment,  Culled out from TPM policy and safety, 
health and Environment policy 

*Could not retrieve the data. 
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