Eurasian Journal of Business and Management, 7(1), 2019, 74-84
DOI: 10.15604/ejbm.2019.07.01.007

EURASIAN JOURNAL OF BUSINESS AND
MANAGEMENT

www.eurasianpublications.com

THE EFFECT OF PERSON-ORGANIZATION FIT ON THE ORGANIZATIONAL
IDENTIFICATION: THE MEDIATING ROLE OF ORGANIZATIONAL
ATTRACTIVENESS

Esra Cinar ®
Baskent University, Turkey
E-mail: esrac@baskent.edu.tr

Abstract

The aim of this study was to investigate the mediator effect of organizational attractiveness on
the relationship between organizational identification and person- organization (P-O) fit. To
examine the research model, data were collected from 221 employees working in different
sectors. By using structural equation model (SEM), the hypothesis of the research was analyzed.
The results indicated that there was a significant and positive relationship between P-O fit and
organizational identification and organizational attractiveness. Also, a positive and significant
relationship was found between organizational attractiveness and organizational identification.
Results of SEM showed that organizational attractiveness had a partial mediation effect on the
relationship between P-O fit and organizational identification.
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1. Introduction

Organizational behavior researchers view organizational identification as an important
psychological phenomenon that leads to the positive organizational behaviors. Because
organizational identification increases the job satisfaction of employees and contributes to the
organizational success, this concept has long been the focus of organizational behavior
researches (Ashforth and Mael, 1989) and has been the subject of many studies in terms of its
antecedents and consequences. The person-organization (P-O) fit, which strengthens
organizational identification and enables the organization to achieve its goals, is seen as an
essential antecedent of identification. It is an important construct that leads to the emergence of
behaviors that benefit the organization. It also has an important role in explaining the attitudes
and behaviors in the workplace such as job satisfaction, job stress and intention to quit (Arbour
et al. 2014).

High congruence increases organizational citizenship behavior and organizational
commitment and decreases the intention to quit. Therefore, high P-O fit is a crucial construct that
prevents the emergence of undesirable behaviors within the organization and thus ensures the
efficient functioning of the organization.

P-O fit, which emphasizes the congruence between individual and organizational values,
increases the identification of the employee with the organization (Carless, 2005). Because of
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this, organizations put emphasis on P-O fit. Organizations willing to improve organizational
identification of employees recruit people with high level of person-organization fit. The fit between
individual and organizational values also increases organizational attractiveness (Carless, 2005;
Turban and Keon, 1993). However, the elements that make the organization attractive for the
individuals are related to the self-perception of the individual. For some individuals, P-O fit is one
of the most important factors that make the organization attractive. In other words, the match
between individual and organizational values render the organization attractive to employees
(Tsui et al. 1997). Thus, it is possible that high P-O fit increases organizational attractiveness.

Based on these findings P-O fit may be an important predictor of organizational
identification. High P-O fit may increase the organizational attractiveness, which in turn may
increase the organizational identification. Therefore, this study aims to explore the possible
mediating role of organizational attractiveness in the relationship between P-O fit and
organizational identification.

2. Literature Review
2.1. Organizational Identification

Studies on different types of identification are present in the organizational literature, but most
scholars focus more on organizational identification than other types of identification (Ashforth,
2016). The reason why this type of identification is focal point of many studies is that it is an
essential psychological phenomenon indicating the connection between the individual and the
organization (Edwards, 2005), showing why an individual act for the benefit of organization (Albert
et al. 2000); and causing many cognitive and behavioral outcomes in the organizational context
(Podnar, 2011). Besides, organizational identification allows satisfying psychological needs like
self-esteem (George and Chattopadhyay, 2005), self-development and a sense of belonging
(Sluss et al. 2012) and also gives a sense of security (Ashforth et al. 2013). As a result,
organizational identification brings about positive perceptions towards the organization (Ashforth,
2016). Positive perceptions will result in behaviors in favor of the organization. For this reason,
increasing employee identification with the organization can be one of the main goals of the
organizations.

Drawing on social identity theory, organizational identification refers to the perception of
belonging (Bhattacharya et al. 1995); an internalization of the behavior, value or goals of others
(Cramer, 2001), the common values and goals existing between the individual and the
organization (Reade, 2001). The link between social identity theory and organizational
identification is based on the studies of Ashforth and Mael (1989) and Dutton et al. (1994). These
researchers have emphasized the cognitive aspect of the organizational identification by defining
organizational identification as a cognitive link between self-concept and perceived organizational
identity (Dutton et al. 1994).

Social identity theory forms a basis for explaining the components and determinants of
organizational identification as well as its situational and contextual variables (Van Dick, 2001).
From the social identity perspective, organizational identification can be defined as the
internalization of individual identity with a group / organization identity (Ashforth and Mael, 1989).
When an individual perceives himself / herself as a member of a group / organization,
identification processes emerge (Pratt, 1998) and the individual identity turns into a social identity
(Hogg, 2014). With the activation of social identity, the members of the organization no longer
appear as a uniqgue individual but as a member of the organization (Voci, 2006).

Organizational identification has been the subject of many studies and has been
examined in the context of its antecedents and consequences. There are several antecedents of
organizational identification and one of the most important among them is person-organization fit.
Organizational identification is used as a mechanism for explaining the P-O fit (Pratt, 1998).

2.2. Person-Organization Fit

Since P-O fit is a concept that provides the basis for the formation of important elements for the
organization, such as job satisfaction, organizational citizenship behavior and business
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performance, its importance is highlighted in organizational behavior literature (Liu et al. 2010).
While high level of person-organization fit leads to positive organizational outcomes, low
congruence results in negative outcomes such as intention to quit. For this reason, organizations
recruit individuals with high level of adaptability or ability to adapt to organization (Astakhova,
2016). In this context; the reason for recruiting individuals who can adapt to organizational
practices, norms and values and can create strong and stable links with the organization
(Chatman, 1989) is actually to improve the compliance between individual and organization. This
situation reveals the importance of P-O fit in recruitment processes (Carless, 2005).

P-O fit was developed from the Attraction-Selection-Attrition (ASA) model of Schneider
(1987). The model states that different types of employees are affected by different types of
organizations. Chatman (1989) emphasized the significance of “value” concept in P-O fit and
defined the concept as the congruence between organizational norms and values, and individual
values.

On the other hand, Carless (2005) defined the concept as the fit between individual and
organizational qualities. This fit gives clues to organizations about to what extent individual values
will change and to what extent they will adhere to organizational norms when they will be a
member of the organization (Chatman, 1989). Low congruence can lead to a possible conflict
between organizational and individual values. In this case, it is possible to mention three different
options. First, individual values can change and adapt to organizational values, organizational
values may change, or the individual may prefer to leave the organization (Chatman, 1989).

There are discussions about the conceptualization of P-O fit (Arbour et al. 2014), yet
Kristof (1996) aims to provide a general definition by considering the supplementary /
complementary fit, needs- supplies / demand-abilities perspectives. Supplementary fit is the
similarity between basic individual characteristics and basic organizational characteristics
(Muchinsky and Monahan, 1987; Vallabh and Singhal, 2014).

On the other hand, when the individual complements a feature incomplete in the
organizational environment, it is considered as complementary fit (Muchinsky and Monahan,
1987). In other words, when the individual's abilities fulfill the missing side of the organization
(Vallabh and Singhal, 2014), complementary fit takes place. According to the demand-ability
approach; if the individual has the ability (knowledge, skill, energy) to meet the organizational
demands (Kristof, 1996; Arbour et al. 2014), then the compliance will occur. With respect to the
needs-supplies fit, when the organization satisfies the individual’s needs, desires and
preferences, the fit will take place (Kristof, 1996).

High P-O fit is regarded as the one of the strongest predictors of organizational
identification (Dutton et al. 1994). For example, in a study that examined the relationship between
organizational commitment, organizational identification, P-O fit and job satisfaction, a significant
relationship was found between P-O fit and organizational identification (Sokmen and Biyik,
2016). In another study, it was found that an increase in the congruence between the values of
the individual and the values of the organization will be led to an increase in the organizational
identification (Ozcan, 2012). All these findings suggest that P-O fit has an effect on identification.
Within the framework of these conceptual reasons, Hi1 has been formed as:

H.: There is a significant and positive relationship between P-O fit and organizational
identification.

Organizations give importance to high fit between individual and organization. The match
between individual values and organizational values positively affects the perception of the
individuals, and they see the organization as a desirable place to work (Carless, 2005), which
may increase the level of organizational attractiveness.

2.3. Organizational Attractiveness
Organizations strive to recruit talented employees and keep them in the organization (Joseph et

al. 2014). In this context, employers try to make the organization attractive for possible talented
employees so that individuals become a member of the organization. Organizational
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attractiveness is related to the individual's affective and attitudinal thoughts regarding the
organization's possible work positions (Highhouse et al. 2003).

The importance of the factors that make the organization attractive is related to the
individual's self-perception. The self-concept has an impact on P-O fit and organizational
attractiveness (Ehrhart and Ziegert, 2005). Therefore, it is highly possible that self-perception
(O’Reilly et al. 1991) and the need for self-esteem are critical in individuals' job choices. For
example, the need to compete to more people in order to be promoted in large organizations and
more hierarchical structures makes these organizations more attractive for people with high self-
esteem (Turban and Keon, 1993), so self-esteem appears to have a moderator effect on P-O fit
and organizational attractiveness. Another factor that makes the organization attractive is the
perception of difference. When the individual’s social identity within the organization creates a
perception of difference, they find these organizations more attractive (Dutton et al. 1994).

One of the most important factors that make the organization attractive for potential
candidates is organizational prestige, which is one of the most influential premises of
attractiveness. According to the social identity theory, the criteria of job seekers' thoughts
regarding organizational prestige are related to the organization's characteristics and individual
identity (Cable and Graham, 2000). In other words, in job selection and prestige assessments,
some individuals consider the fit between individual identity and organizational characteristics
(Cable and Graham, 2000). The reason for placing emphasis on organizational prestige and
organizational attractiveness is actually the effort to create a positive social identity (Fisher and
Wakefield, 1998).

Corporate social performance is another important issue that increases organizational
prestige and makes the organization attractive. Organizations with high corporate social
performance gain more prestige than organizations with low corporate social performance
(Backhaus et al. 2002). This makes the organization more attractive for employees and positively
affects their self-perception (Backhaus et al. 2002). From another perspective, individuals with
internal locus of control find organizations that offer flexible benefit payments more attractive than
individuals with external locus of control (Cable and Judge, 1994). On the other hand,
organizations that offer a skill-based payment system seems to be more attractive to individuals
with high self-efficacy than individuals with low self-efficacy (Cable and Judge, 1994). As seen,
there are many factors that influence organizational attractiveness and the importance of these
elements for the employee is highly relevant to the individual’s self-perception.

Another important construct affecting the individual's self-perception of organizational
attractiveness is P-O fit. According to the social identity theory, the fit between individual and the
organization will result in positive thoughts about the organization, and this compliance will make
the organization more attractive (Ehrhart and Ziegert, 2005). The overlap between the values and
personality of the individual and the attributes of the organization will make the organization more
attractive to the candidates (Umphress et al. 2007). The fit between them is likely to influence the
attitudes and behaviors of individuals (Tsui et al. 1997). Several studies support these arguments.
For instance, Rentsch and McEven (2002) and Turban (2001) showed that the fit between
individual and organization affects organizational attractiveness. Consistent with this line of
thinking, the second hypothesis of the research was developed as follows:

H,: There is a significant and positive relationship between person-organization fit and
organizational attractiveness.

2.4. The Mediator Effect of Organizational Attractiveness on the Association between
Organizational Identification and P-O Fit

In the organizational behavior literature, while many studies supported the relationship between
P-O fit and organizational identification and organizational attractiveness, there is no study
examining the relationship between organizational identification and organizational
attractiveness. Organizational identification and organizational attractiveness have several
common predictors, one of which is P-O fit. As stated above, P-O fit is an important antecedent
of organizational identification and organizational attractiveness.

77



E. Cinar / Eurasian Journal of Business and Management, 7(1), 2019, 74-84

Based on these implications, it is highly possible that there is a relationship between
organizational identification and organizational attractiveness. It is assumed that high P-O fit will
improve organizational attractiveness, and this will increase organizational identification. These
inferences indicate organizational attractiveness may have a mediator impact on P-O fit and
organizational identification. Based on these theoretical explanations the third and fourth
hypothesis of the research was developed as follows:

Hs: There is a positive and significant relationship between organizational identification
and organizational attractiveness.

Ha: Organizational attractiveness will have a mediator effect on the relationship between
organizational identification and organizational attractiveness.

Figure 1 shows the research model of the study.

Organizational
Attractiveness

Person-Organization Orga n_lz_atu?nal
Fit |dentification

Y

Figure 1. Research Model

3. Method
3.1. Participants and Data Collection

Data was collected in a random group of 221 employees working in different sectors including
education and health. The sample was comprised of 47.5% (n=105) women and 52.5% (n=116)
men. The age of the participants ranged from 24 to 74 years. The average age of participants
was 37.84% (SD= 8.80). Participants had different educational backgrounds with PhD (55.7%),
master (24.4%), college (17.2), high school (0.9%) and elementary (1.8%).

3.2. Measures

The data was collected by using undermentioned scales. AMOS 21.0 was used for the
confirmatory factor analysis of the scales. To measure the Cronbach alpha of the scales, SPSS
17.0 was used.

3.2.1. Organizational Identification Scale

The organizational identification scale is originally developed by Mael and Ashforth (1992). It is
translated into Turkish by Tak and Aydemir (2004). There are 6 items in the scale and it consists
of items like: “When someone praises this employer, it feels like a personal compliment” and “My
employer’s successes are my successes.” The extent to which participants agreed to the items
on the scale was asked as 5-point Likert (1 = Strongly Disagree, 5 = Strongly Agree). High scores
obtained from the scale indicate that organizational identification tendency is high. In this study,
Cronbach alpha was found 0.85. As seen in Table 1, model fit indices indicated that the scale has
an acceptable fit.
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Table 1. Model Fit Indices of the Scale

CMIN/df GFlI CFI RMSEA
Organizational Identification 3.30 0.96 0.96 0.078
Person- Organization Fit 0.75 0.99 1.00 0.02
Organizational Attractiveness 2.46 0.98 0.99 0.08

3.2.2. Organizational Attractiveness Scale

Highhouse et al. (2003) measured organizational attractiveness on a 5-point rating scales with
five items like “For me, this company would be a good place to work” and “A job at this company
is very appealing to me”. Originally, the scale has a three-dimensional construct which consists
of 15 items. These three dimensions are named as general attractiveness, intensions to stay and
prestige. In this study, only the five items given under general attractiveness was used. The scale
was adapted to Turkish by Dural et al. (2014). Based on the reliability results, one item was
removed from the scale. In this study, Cronbach alpha was measured as 0.79. Model fit indices
shows that the scale had a good fit (see in Table 1).

3.2.3. Person- Organization Fit Scale

The questionnaires developed by Cable and DeRue (2002) and Netemeyer et al. (1997) were
used to measure person-organization fit. The items in the scale were asked in 5-point Likert-type
ranging from 1, “Absolutely Disagree” to 5, “Absolutely Agree”. There are five items on the scale.
A sample item is “I think my personality is in a good compliance with this business.” In this study,
Cronbach alpha was found 0.95. Table 1 points out the model fit indices and as seen in Table 1,
the scale had an adequate fit.

4. Results

Means of the scales, standard deviations and correlations among the variables are analyzed by
using SPSS 17.0. Results indicated the significant relationship between the variables. According
to the results, organizational identification was positively correlated with P-O fit (r=0.512, p< 0.01)
and organizational attractiveness (r= 0.258, p< 0.01). P-O fit is significantly and positively
correlated with organizational attractiveness (r= 0.171, p< 0.05). The mean of organizational
identification, P-O fit and organizational attractiveness is relatively high. Correlation results and
the means of the variables are displayed in Table 2.

Table 2. Correlations among variables

Factors Mean SD 1 2 3
1. Organizational Identification 3.26 0.94 1 0.512**  0.258**
2. Person-Organization Fit 3.50 1.49 0.512* 1 0.171*
3. Organizational Attractiveness  3.92 0.77 0.258*  0.171* 1

Note: ** p< 0.01, * p< 0.05, (N=221)

Then, Structural Equation Model (SEM) was performed to test the hypothesis of the study
by using AMOS 21.0. First of all, SEM was conducted to examine the relationships between
organizational identification, P-O fit and organizational attractiveness. According to the results,
there was a significant relationship between organizational identification and P-O fit (B= 0.52, p
<0.01). In the second process, the impact of P-O fit on organizational attractiveness was
analyzed. The results showed that P-O fit had a significant effect on organizational attractiveness
(B= 0.12, p <0.01). In the third step, the relationship between organizational identification and
organizational attractiveness was examined. The findings revealed that organizational
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attractiveness significantly affected the organizational identification (B= 0.26, p <0.01). The
obtained results met the criteria for mediation analysis.

To be mentioned a mediator effect, a) there must be a statistically significant relationship
between the dependent variable (organizational identification) and the independent variable (P-
O fit) b) there must be statistically significant relationship between the independent variable (P-O
fit) and the mediator variable (organizational attractiveness) c) there must be statistically
significant relationship between the mediator variable and the dependent variable (Judd and
Kenny, 1981).

Another SEM was performed for the overall model. After the inclusion of mediator variable
(organizational attractiveness) into the analysis, the effect of independent variable (P-O fit) on
dependent variable (organizational identification) was expected to decrease. The results revealed
that there was a significant effect of P-O fit on organizational identification (= 0.49, p <0.01).
Hence, Hi was supported. As understood from the results, the significant effect of P-O fit on
organizational identification was decreased. It is also found that there was a significant
relationship between P-O fit and organizational attractiveness (= 0.27, p <0.01). Therefore, H2
was supported. Also, a significant relationship was found between organizational identification
and organizational attractiveness (= 0.13, p <0.01). Hence, Hz was supported. Then, the
bootstrap procedure was performed to understand whether the decrease in the level of the
relationship between P-O fit and organizational identification derived from the indirect effects of
the P-0 fit via the mediation of organizational attractiveness. The results indicated that P-0 fit both
directly affects the level of individual's organizational identification and indirectly affects it via the
mediation of organizational attractiveness [ =0.027, p< 0.05, %90CI (0.079)]. Therefore, Hs was
supported. It can be concluded that organizational attractiveness partially mediated the
relationship between P-O fit and organizational identification. SEM for the overall model is
presented in Figure 2. Model fitindices showed that the model had an adequate fit (CMIN/df=2.29;
GFI=0.90; CFI= 0.95; NFI=0.91).
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Figure 2. Structural Equation Model
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5. Conclusion

The aim of this study was to explore the mediator effect of organizational attractiveness on the
relationship between organizational identification and P-O fit. According to the literature, P-O fit
is one of the most important predictors of organizational identification. Strong P-O fit empowers
the organizational identification. Consistent with the organizational behavior literature in this
study, a significant and positive relationship was found between P-O fit and organizational
identification (= 0.52, p <0.01). Then, the mediation effect of organizational attractiveness on P-
O fit and organizational identification was investigated by conducting SEM for the overall model.
With the inclusion of the mediator variable (organizational attractiveness) into analysis as
expected, a significant relationship between the organizational identification and P-O fit (= 0.49,
p <0.01). Therefore, H1 was supported. This finding is in line with organizational behavior literature
and the previous research results (for example; Ozcan, 2012; Sokmen and Biyik, 2016). But as
seen, there was a decrease in the effect of P-0 fit on organizational identification. The results also
revealed that, there was a significant relationship between P-O fit and organizational
attractiveness (= 0.27, p <0.01). Hence, H2 was supported. This result confirms previous studies’
findings (for example; Rentsch and McEven, 2002; Turban, 2001).

Although in previous studies, organizational identification was studied in terms of its
predictors and consequences, none of these studies considered the organizational attractiveness
as a variable that might have an impact on organizational identification, so this study attempts to
fill this research gap. One of the most important findings of this study was that the significant
relationship between these variables was proved empirically (= 0.13, p <0.01). Therefore, Hs
was supported. At this point, this result contributes to the literature, showing the significant
relationship between the variables. It can be concluded that organizational attractiveness is one
of the antecedents of organizational identification. In other words, organizational attractiveness is
one of the important factors that contributes to increase the level of organizational identification.

As mentioned above, there was a decrease in the effect of P-O fit on organizational
identification. To understand whether the decrease in the level of the relationship between P-O fit
and organizational identification stemmed from the indirect effects of the P-0 fit via the mediation
of organizational attractiveness, bootstrap procedure was conducted. The results showed that the
indirect effect of P-O fit on organizational identification was significant (3=0.027, p< 0.05). Hence,
Hs was supported. This result indicates both the direct and indirect effect of P-O fit on
organizational identification via the mediation of organizational attractiveness. Therefore, the
partial mediation effect of organizational attractiveness was found out in the study. The inclusion
of mediating variable (organizational attractiveness) into the relationship between organizational
identification and P-O fit may provide different perspectives for organizational behavior studies.
The most basic finding obtained within the scope of this research was that it indicated the indirect
effects of P-O fit, as well as the direct role of P-O fit and organizational attractiveness in explaining
organizational identification.

The results of this study both contributes to the literature and guides to the managers. As
mentioned above, one of the basic goals of organizations is to increase the employees’
organizational identification. In addition to several predictors of organizational identification,
organizational attractiveness is the reason for identifying with the organization. In this context,
managers can use organizational attractiveness as a tool to ensure that employees are identified
with the organization. Managers can increase the organizational attractiveness and employ
qualified employees in the organization. In this case, managers need to focus on the elements
that will make the organization attractive to employees. On the other hand, it is necessary to pay
attention to the P-O fit in recruitment of employees because P-O fit increases organizational
identification. Therefore, the high level of P-O fit increases organizational attractiveness, which
reinforces organizational identification.

Like many studies, this study has some limitations. The finding of this study is limited to
the sample where the data were collected. The results obtained from a different and larger sample
will result in more generalizable results. On the other hand, the collection of data based on the
self-report of the participants and the social desirability bias are the other limitations of the study.
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