Global Disclosure of Economics and Business, Volume 2, No 2 (2013) ISSN 2305-9168

Employee-Organization Congruence and Job
Performance: Development of a Conceptual Model

G.D.N. Pereral, A. Khatibi?, N.N.J. Navaratna®

PhD Researcher, Management & Science University, Malaysia; and Lecturer, Department of Human
Resource Management, University of Sri Jayewardenepura, SRI LANKA

%prof and Dean, Faculty of Business Management and Professional Studies, Management & Science
University, MALAYSIA

3Senior lecturer, Department of Human Resource Management, Faculty of Management and Finance,
University of COLOMBO

ABSTRACT

Research on Employee-Organization Congruence (EOC) has focused on the
effect of EOC on individual performances. However EOC and job
performance relationship and its contextual validity have not been explored
in Sri Lankan apparel sector. This paper has explored the specific factors
specially related to the Sri Lankan apparel sector work environment. Among
these variables EOC considered as independent variable, job performance as
a dependent variable. The conceptual model of this study investigates job
related attitudes, namely job satisfaction and organizational commitment as
two potential mediating factors for the = EOC and job performance
relationship. Further organizational climate has been cited as possible
moderating factor on EOC and job'performance relationship. This paper
makes a significant contribution to the body of knowledge with the
proposed conceptual framework so that it can be used as a basis for the
future research in this context.
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INTRODUCTION

With hot winds of competition blowing across the apparel industry, developing a close
symbiotic relationship with employees has become highly important than ever before.
When, achieving organizational ultimate objectives, organizations need to understand
how people interact with organizational settings and how organizational and individual
performance can be improved. Therefore, Person-Environment (P-E) congruence is a
general framework that was developed to promote an understanding of how people’s
characteristics and psychological characteristics interact with the organizational contexts.
EOC is one of the major concepts in P-E congruence area (Edwards and Cable, 2009).

EOC is the compatibility of employees skills, attitudes and work values with an
organizational entity (Edwards and Cable, 2009; Kristof-Brown et al. 2005). Muchinsky
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(2003) explained job performance is the set of worker's behaviors that can be monitored,
measured, and assessed achievement in individual level.

Few researchers (Mackinnon et al.2007; Meglino and Ravlin, 1998 and Meglino et al.1989)
revealed the relationship between EOC and job performance, which include the potential
mediators and moderators. As a result this study mediates the relationship between EOC
and job performance through job related attitudes, namely job satisfaction and
organizational commitment. Organizational climate act as a moderator role between EOC
and job performance relationship as well as attitudes.

Therefore the purpose of this paper is to propose a theoretical framework so that a future
study can explore how job satisfaction, organizational commitment and organizational
climate affect to the relationship between EOC and job performance.

SUMMARY OF THE LITERATURE REVIEW

Person - environment congruence

The concept Person-Environment (P-E) congruence is grounded in the interactions’ theory
of behavior (Ambrose et al.2008; Edward and Cable, 2009), beginning with Lewin’s (1951)
propositions that the human behavior is a function of the person and environment.
Chatman, (1989) and Kristoff (1996) have shown/that the P-E congruence will have a
greater interaction with the individual characteristics (psychological needs, personality
traits, person factors) and the organizational or'situational characteristics (nature of
rewards, cultural value and environmental condition).

P-E congruence can be conceptualized with various congruence dimensions including an
individual’s congruence with a job (person-job), congruence with a group (person-group),
congruence with a vocation (person-vocation) and congruence with an organization
(person-organization)(Caldwell et al. 2004; Cooper ef al. 2004; Jansen and Kristof,2006).
Employee-organization congruence

Employee-organization congruence, is' embedded in the broader concept of person-
environment congruence. Therefore, the present study provides more attention to the
employee -organization congruence.EOC is the compatibility of employees skills, attitudes
and work values with an organizational entity (Edwards and Cable, 2009; Kristof-Brown et
al. 2005). EOC is generally defined as the “compatibility between individuals and the
organizations where they work” (Sekiguchi,2003).

There are three approaches to measuring of the EOC; subjective congruence, perceived
congruence and objective congruence (Cable and Judge, 1996, O'Reilly et al.1991). This
paper mainly focuses on perceived congruence. Reason is many researchers (Bowen ef
al.1991; Chatman, 1989; Edward et al.2008; Hamdan, 2011) pay more attention on values
between organization and individual. Perceived congruence is an indirect measure where
employees are asked to describe both their own personal values and their organizational
values (Hamdan, 2011; Meyer et al.2010; O’ Reilly et al.1991; Shar et al.2009).

JoB PERFORMANCE

Muchinsky (2003) explained job performance (JP) is the set of worker's behaviors that can
be monitored, measured, and assessed achievement in individual level. Employee’s job
performance is important factor to push forward to be excellent organization. Job
performance refers to the effectiveness of individual behaviors that contribute to
organizational objectives (McCloy et al.1994; Motowidlo,2003).
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Employee-organization congruence and job performance

Few studies have examined the relationship between the EOC and job performance
(Becker et al.1996;, Meglino et al.1989; Poon, 2004; Rod, 2008).All these studies conclude
negative relationships between EOC and job performance. However, one researcher
identified the positive relationship between EOC and JP (Shin and Holland,
2004).According to Kristof's (1996) summary of empirical results, support the positive
effects of EOC on employee extra-role behaviors (citizenship performance) and work
performance (task performance) (Ambrose et al.2008; Liu et al.2010).In addition, EOC
confirms that culture and ideological congruence can affect performance of the
organization (Tridball, 1988).

EOC has an important implication not only for the employee’s affective reactions to
organizational life, but also their performance (Kotter and Haskett, 1992).According to
Kristof-Brown (2002), perceived EOC is a better predictor of job performance and
investigated how employee integrates their perceptions of EOC when forming work
attitudes. Further he explained EOC has a unique impact on job performance. EOC related
research emphasizes the antecedents and consequences of congruence between employee
and entire organization. This congruence is vital in maintaining a flexible and committed
workforce that is necessary in today’s competitive buisiness environment to achieve goals
(Westerman and Cyr, 2004).

Arthur, ef al. (2006) have used meta-analysis procedure to estimate the criterion related
validity of EOC as a predictor of job performance and turnover. Also compared the
relationship with EOC and work attitudes! Analysis data explained the relations of EOC
with job performance and turnover were partially mediated by work attitudes including
job satisfaction, organizational commitment, and turnover intentions.

Nevertheless, Meta-analyses resulted in estimated true criterion related for EOC as a
predictor of job performance.Hoffman and Woehr (2006) extend the meta-analyses of
Verquer,et al. (2003) providing a meta-analyses review of the relationship between EOC and
behavioral criteria of job performance. They identified 24 studies (conducted between 1967-
2003) between EOC and JP .The results indicated that EOC is weakly related to JP. However,
better EOC will result in higher JP"in Taiwanese organizations (Silverthorne, 2004).Some
empirical studies explained, EOC have a stronger relationship with behavioral outcome of
job performance (Ambrose et al. 2008;Cooper et al.2004;Greguras and Diefendorff,2009;Liu et
al.2010;Van et al.2007). EOC affects employee performance (Li, 2006).

This study concerned job satisfaction and organizational commitment as mediator variables
and organizational climate as a moderator variable. According to Sekaran and Bougie,
(2010,p77) a mediator “is one that surfaces between the time, the independent variables start
operating to influence the dependent variable and the time their impact is felt on it”
Moderating variable is a“presence of third variable modifies the original relationship
between the independent and dependent variable” (Sekaran and Bougie, 2010, p73).

JOB SATISFACTION

Job satisfaction refers to “an evaluative judgment about the degree of pleasure an
employee derives from his or her job that consists of both the affective and cognitive
components” (Edwards et al.2008.p442). Aamodt, (2009) defines job satisfaction as “the
attitude an employee has toward his job.” Most studies focus on the direct relationship
between EOC and JP (Chatman, 1989; Lauver et al. 2001; O’Reilly et al, 1991),

Copyright © 2012, Asian Business Consortium | GDEB Page 185



Global Disclosure of Economics and Business, Volume 2, No 2 (2013) ISSN 2305-9168

Organizational commitment

Organizational commitment is the employee’s willingness to extend effort in order to
achieve the organizational goals and the degree of alignment between the organization
goals and values of the employee (Mowday et al.1982). Organizational commitment
consists of different types and each type influences on the job behavior differently (Meyer
and Allen, 1991).They identified 3 types of commitment, namely affective, normative and
continuous commitment. But this study mainly focused on affective and continuous
commitment.

Organizational climate

Organizational climate refers to how the organization’s culture - its values, beliefs, and
assumptions-are translated into organizational practices, policies, and procedures (Ostroff
et al., 2003; Schneider et al., 2000). Bowen and Ostroff (2004) stated that an organization’s
climate “can act as a strong situation when employees develop a shared interpretation of
the organization’s policies, practices, procedures, and goals and develop shared
perceptions about what behaviors are expected and rewarded in the organization” (p.
207). Litwin and Stringer (1968), who conceptualized the organizational climate in relation
to its influence on motivation and behavior. They stated that organizational climate is: “a
set of measurable properties of the work environment, perceived directly or indirectly by
people who live and work in this environment and assumed to influence their motivation
and behavior” (Litwin and Stringer, 1968: p 81).

Mediator and moderator effects on employee-organization congruence and job
performance

Few researchers (Mackinnon et al.2007; Meglino et al.1989) revealed the relationship
between EOC and job performance, which include the role conflict and the cognitive style
as the potential mediators. They described the several theoretical explanations how or why
EOC affect for JP and mediators role.In literature, psychological need fulfillment variable
has been used as a mediator, of EOC'(Edwards and Cable, 2009).According to their view,
effect of congruence is indirect, and organizational values affect the supplies. As a result,
employees were to accept and retain their jobs. Results of the study explained that the
indirect effects of value congruenceon the outcome were less and further emphasized, the
future research will investigate the value congruence effects.

Edwards and Cable (2009) explained the effects of EOC on job satisfaction with mediating
variables He founded the relationship with four mediators (communication, predictability,
attraction, and trust) and job satisfaction. Further he shown there is no any importance of
medjiators except of predictability.

Hamdan (2011) investigates role conflict, cognitive style, and industrial justice as three
potential mediating mechanisms in the relationship between EOC and individual
outcomes. A survey of 558 mid level managers from seven Brunei public sector
organizations provided the data. Based on his result, P-O fit and outcome was partially
mediated by organizational justice and cognitive style and role conflict has not any
mediating effect. According to Morewitz (2009), job satisfaction did not mediate the
relationships with EOC and JP. Further he explained, organizational commitment was
significantly mediate and organizational climate is not moderate the EOC and JP
relationship.
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METHODOLOGY

This study involves a development of conceptual model for empirical exploration of a
phenomenon. Therefore it reviews the existing literature for identifying concepts and
relationships relating to the phenomenon. Basically 300 abstracts of articles were scrutinized
to check their relevance to the phenomena under consideration. Finally, 200 articles were
selected and reviewed for identifying the concepts and relationships involved.

GAPS IN EMPLOYEE-ORGANIZATION CONGRUENCE AND JOB PERFORMANCE

After reviewing the existing literature, there are three gaps in employee-organization
congruence and job performance research as follows.

Gap one

EOC related researches are very significant and diverse in organizational context.
Different studies have been carried out in different organizational setting, different
methodology and with different cultural settings. According to the literature review, EOC
and JP relationship is not generalized (see relationship of EOC and JP section).Many
researchers have found, that there is a relationship between EOC and job performance
(Ambrose et al. 2008; Liu et al. 2010; Hamdan, 2011; Rod, 2008), but have not identified as
to why better EOC results in better JP, or why better EOC results in lower JP and how low
EOC results in lower JP(see figure 1).

Gap two

As earlier mentioned few studies investigated the mediating effect of EOC and JP. The research
question of job related attitudes mediate the relationship between EOC and JP is very vital,
because it opens new insight in to the understand of the mediating affect of EOC to the JP in Sri
Lankan Apparel Industry. According to the previous sections seems that there is a gap in the
empirical knowledge available about the mediating variables role of job satisfaction and
organizational commitment to the EOC and JP from the perspective of factory workers in the
Sri Lankan apparel sector. The purpose of this study is to find how mediating variables affect
to the perceived EOC and JP relationship in the Sri Lankan context (refer figure 3).

Gap three

As above explained, few studies investigate the moderating effect of EOC and JP. But not
finalized how organizational climate moderates the relationship between EOC and JP.
Moreover, as there are no previous studies carried out in this area in apparel sector, there is a
knowledge gap that could be attempted to address. The literature available to the researcher
reveals that there is a wide gap between theoretical as well as empirical explanations of the
previous studies. The findings of this study may help to fill this gap to a considerable extent.

DEVELOPMENT OF THE CONCEPTUAL FRAMEWORK

The proposed conceptual framework was developed based on the identified variables and
relations through the literature review pertaining to the research problem of the study.
The following contains a brief description of reviewed literature so that it may provide a
threshold for the theoretical framework.

Central focuses of the EOC studies are examine the individual outcome, especially job
performance (Ambrose et al.2008; Liu et a4l.2010). Among the EOC studies perceived
congruence is the mostly used researched areas (Bowen et al.1991; Edward et al.2008;
Hamdan,2011;Meyer et al.2010;0'Reilly et al1991;Shar et al.2009;Van et al.2007,
p-1737).Therefore, relationship between EOC and job performance explained in figure 1.
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Figure 1
Relationship between EOC and job performance

Perceived
Congruence

Job performance

A 4

(Source: Adapted by researchers)

Some specific EOC and job performance relationships provide factors which may
operate as mediators. This study considers job related attitudes, such as job satisfaction
(JS), and organizational commitment (OC) as mediators (refer figure 2).

Figure 2
Relationship between EOC and job performance mediated by attitudes

Attitudes
EOC Job performance

(Source: Adapted by researchers)

Job satisfaction acts as a significant mediator between EOC and JP, because values fit
create the strongest situation for the people to:satisfy their personal and organizational
values. This leads to higher level of satisfaction of the worker to enhance JP.EO
incongruence leads to development of the lower satisfaction of a worker that represents
the tradeoff between the individual and the organization (Ambrose et al. 2008; Cools et al.
2009; Erdogan and Bauer, 2005). /According to the Morewitz (2009) organizational
commitment acts as a mediator between the EOC and job performance. EOC meets
employees’ personal and organizational values to achieve the organizational commitment.
This leads to higher level of organizational commitment to the worker with more positive
values (individual and organizational) to’enhance JP. Figure 3 described job satisfaction
and organizational commitment mediate the EOC and job performance relationship.

Figure 3
JS and OC mediate the EOC and job performance relationship

Job satisfaction

Organizational
commitment

Job performance

EOC

(Source: Adapted by researchers)

One study (Morewitz, 2009) has been conducted to test the moderating effect between the
EOC and job performance by organizational climate. The results indicate that EOC and job
performance relationship did not have any significant relationships with the study
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variables (Morewitz, 2009).However, this study wants to identify results are similar or not
in Sri Lankan apparel sector.
Figure 4 explained the conceptual framework of this study
Figure 4
Conceptual framework

Job satisfaction

Organizational
Commitment

Employee-
Organiza
tion 4
Congruence
Job Perfor
mance

Organizatio
nal Climate

(Source: Developed by researchers)

CONCLUSION AND IMPLICATIONS

This paper proposes a conceptual framework for exploring the effect of job satisfaction,
organizational commitment and organizational climate in the EOC and job performance
relationship of the factory workers in large apparel sector. Even though the proposed
framework is yet to be tested empirically, the description of the interactions between
variables will add significant value to the body of knowledge on both human resource
management and organizational behavior literature. First, this paper has offered an
extension of the body of knowledge on attitudes by identification of the mediating effect of
the job satisfaction and organizational commitment. This paper addresses the knowledge
gap of mediating variable effect with EOC and job performance relationship. Next identify
how moderator variable effect for the EOC, job related attitudes and job performance
relationship. This has not been explored previously. This paper points out this knowledge
gap and stress the importance of addressing it empirically. Also identify moderator variable
effect for the EOC and job performance relationship. Therefore, proposed conceptual
framework of this paper will set a new direction for future research to understand the
mediator and moderator effects on EOC and job performance relationship.
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