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1. Introduction

a. P-O Fit concerns the antecedents and consequences of compatibility between people and the organizations which they work

b. High levels of P-O fit through hiring and socialization leads to employee retention, flexibility, and commitment 

c. 4 objectives of the paper

i. Clearly define P-O fit

ii. Clarify measurement issues relating to operationalization and analysis

iii. Propose a framework

iv. Suggest future research directions

2. Defining P-O Fit

a. The definition of P-O fit has been elusive due to its multiple conceptualizations and operationalizations as well as a lack of distinction from other forms of P-E fit

b. Two Step Approach to Defining

i. Describe clearly what is encompassed in the construct of P-O fit (What is P-O fit?)

ii. Make a distinction between P-O fit and other types of P-E congruence (What is not P-O fit)

c. Multiple Conceptualizations P-O fit

i. Broadly, P-O fit is the compatibility between individuals and organizations
ii. First conceptualization – supplementary versus complementary fit

1. Supplementary fit occurs when a person supplements, embellishes, or possess characteristics which are similar to other individuals in an environment

2. Complementary fit occurs when a person’s characteristics ‘make whole’ the environment or add to it what is missing. 
iii. Second conceptualization – needs-supplies and demands-abilities

1. Needs-supplies: the organization satisfies individuals’ needs, desires, or preferences

2. Demands-abilities: when the individual has the abilities required to meet organizational demands

3. PLACE MODEL HERE

4. P-O fit is defined as the compatibility between people and organizations that occurs when

a. At least one entity provides what the other needs

b. They share similar fundamental characteristics

c. Both

d. Conceptualizations of P-O fit

i. Supplementary fit has been operationalized as the congruence between individual and organizational values (which has also been used for Person-Culture fit) also called “Values Fit”

ii. Attraction-Selection-Attrition (ASA) has been used as a framework to depict goal congruence with organizational leaders and peers to operationalize P-O fit

iii. Needs-supplies perspective would define fit as the match between individual preferences or needs and organizational systems and structures.

1. Theoretical framework from Need-press theory – environmental presses facilitate or constrict need fulfillment

2.  Theory of work adjustment

iv. Match between the characteristics of the individual personality and organizational climate (organizational personality)

1. Climate = organizational supplies and individual personality = individual needs

v. “Optimum” P-O fit may be achieved when each entity’s needs are fulfilled by the other AND they share similar fundamental characteristics

e. Other forms of P-E fit (What lies outside the P-O fit domain?)
i. The differences may lie at the level at which the researcher wants to study fit

ii. Person-Vocation (P-V) fit – broadest level of the work environment and is based on the congruence between self-concept and occupation

iii. Person-Group (P-G) fit – compatibility between individuals and their work groups and based on the idea that sub-cultures exist within organizations

1. Similar line of research is team composition but this differs because P-G fit is usually done at the individual level not at the group level

iv. Person-Job (P-J) fit – one of the most well studied P-E fit types

1. Fit between individual abilities and demands of the job (demands-abilities) or the desires of a person and the attributes of a job (needs-supplies)
3. Measuring P-O Fit
a. Commensurate
 measurement – describing both person and organization with the same content dimensions.  There is debate as to how to achieve perfect commensurate measures.

i. For supplementary fit all attempts should be made to maximize the measures’ commensurability

ii. For complementary fit commensurability should depend on the breadth of the construct under investigation

b. Direct and Indirect Measures of Fit

i. Direct measurement involves asking people explicitly whether they believe that a good fit exists.  This type of measure is beneficial if one is researching subjective or perceived fit, where fit is conceptualized as the judgment that a person fits well in an organization.  Criticisms include that person and environment are confounded and consistency bias may influence results. 

ii. Indirect measurement involves an explicit comparison between separately rated individual and organizational characteristics.  One strength is that it allows verifiable assessment of similarity or complementarity without asking for implicit judgments of fit by those involved in the situation being analyzed.

iii. Indirect cross-levels measurement involves assessing the compatibility of individuals with verifiable organizational characteristics therefore including two levels of analysis.

1. Issues include measuring “objective” org level variables like org ownership or structure versus “subjective” org level variables which require aggregation of individual scores.

2. Controversy exists about levels of agreement that are needed to aggregate data (debate between measurement error versus true individual variance) and possibly the different perceptions at different levels of the org.

3. P-O fit can be meaningfully investigated on agreement while P-G fit may be more meaningful to be analyzed where there is disagreement.
iv. Indirect individual-level measurement look at fit between individuals’ perceptions of org characteristics and the fit with the individuals’ values

c. Indices of Actual Fit

i. P-E fit can be measured

1. Calculation of a product term that represents a moderating effect between person and org

2. Reduction of person and org measures into a single index reflecting the degree of similarity between them.

a. Algebraic (X-Y), absolute (|X-Y|), squared differences (X-Y)2
b. Multiple predictors – profile similarity indices (PSIs) are the sum of the differences (D statistic) of algebraic, absolute, or squared  which ignores the direction of differences

c. Difference scores have been criticized for being conceptual ambiguous because they conceal the individual contribution to the overall score and information is lost.  For multiple predictors PSIs are insensitive to the sources of profile differences and restrictive constraints are placed on the sign and magnitude of the D’s.

d. Polynomial regression has been posed as an alternative procedure where a functional equation (form) of the conceptual model is proposed and tested against competing functional forms.  Statistical concerns are multi-collinearity, tests of constrained versus unconstrained models are highly dependent on sample size and power, and the testing of complex moderation models.  Conceptual issues are the conceptual validity of the higher order terms and difference scores may represent something conceptually distinct from their components.

4. Reviewing the Person-Organization Fit Literature

a. Three aspects of the employment experience that are affected by individual-org congruence that were used as a framework for the literature review:

i. ASA Framework and organizational entry

ii. Individual and organizational socialization practices

iii. Long-term outcomes (work attitudes, pro-social behavior, work perf, and org outcomes)
b. Inclusion criteria – the article investigated only person and org fit and only empirical studies using commensurate measurement or explicitly argued for conceptual link between ind and org-level included. 
c. Organizational Entry

i. Individual job search and choice – although job search and choice behaviors are conceptually distinct they often have not been investigated as such.  P-O fit literature has mainly focused on individual preferences for orgs rather than search behaviors or actual choices decisions.
ii. Only one study looked at assessments of fit and job search behavior as an antecedent of P-O fit and found specific influences of fit assessments including firm reputation, attitude toward product/industry, status of functional areas within the firm, training and advancement opportunities, and geographic location.  Most of the literature has concentrated on the consequences rather than the antecedents of individuals’ assessments of P-O fit.
iii. Research has generally found that needs-supplies fit between individual personality traits and org characteristics influence job decisions.  

iv. Supplementary fit has found that value congruence does predict job acceptance and it is moderated by positive versus negative self-image.
v. Organizational recruitment and selection – Bowen et al. (1991) argued that P-O fit is critical when selecting for long term employment and organizational flexibility.  In general, strong support has been found for a relationship between P-O fit and individuals’ preferences for orgs and orgs selection decisions.  The relationship between P-O fit, universal fit, and idiosyncratic fit have not been determined.  Perceived fit in contrast to actual fit is more influential during the selection process.  P-O fit may play a larger role once overall qualifications have been established.
d. Socialization

i. Increased tenure leads to a better fit between individuals’ personal orientations and org climate and this may be due to exposure to and participation in socialization activities.  Org tenure and socialization may lead to increased levels of supplementary P-O fit.

e. Long-term consequences although most of the literature has looked at positive consequences of P-O fit at the individual level, however, some have argued that there may be negative consequences at the organizational level.
i. Work attitudes – in general support has been found for the link between positive work attitudes and P-O fit.  Supplementary fit (value congruence) has been linked to satisfaction and org commitment.  Some have argued that there is superior subordinate and member-constituency congruence and member-constituency had the greatest impact on work attitudes.  At different levels of analysis (group and individual) have found a strong impact of goal congruence on work attitudes.  Exchange ideology has been shown as a moderator of this relationship and workplace politics have been shown as a mediator.  

1. Multiple conceptualizations of fit have examined this relationship and found powerful direct effects on org satisfaction
a. Value congruence (supplementary)

b. Individual personality and organizational image (supplementary)

c. Degree to which organizational reinforcement systems meet individuals’ needs (needs-supplies)

d. Extent to which individual KSAs met job requirements (P-J fit)

ii. Intention to quit and turnover – P-O fit is also a strong predictor of intentions to quit.  Supervisor-subordinate and peer goal congruence (individual level) and within-constituency congruence (group level) are negatively related to intentions to quit.  Survivor analysis has shown support that the intentions are often realized in actual turnover.
iii. Stress—lower levels of work-related stress have also been associated with high levels of P-O fit.  When Type A or Type B entities and people are matched lower levels of job stress reflected in self-report and blood pressure readings have been observed. 
iv. Pro-social behaviors – behavioral effects of P-O fit have included increased pro-social behavior including OCBs, teamwork, and ethical behavior.
v. Work Performance – Lower discrepancies of P-O fit related to higher self-appraised work performance.  Job status, number of promotions, and number of raises were all higher for managers with high P-O fit. 
vi. Organizational consequences – some have argued that too much congruence within an organization can lead to myopic perspectives, inability to adapt to a changing environment and lack of org innovation.  Some have qualified this by saying that you want high levels of fit lower in the organizational hierarchy and less fit higher in the hierarchy (Schneider and colleagues).  “Creativity fit” disputes this argument.
5. Recommending Future Research Directions and Implications of P-O Fit

a. Multiple conceptualizations of P-O fit – by recognizing and integrating multiple P-O fit conceptualizations one can test more than one in a single study which would provide a more comprehensive picture of P-O fit.  In addition, the benefits of fit may be maximized if both supplementary and complementary fit exists concurrently but on different characteristics.  Another advantage is that the various conceptualizations of fit may differentially predict particular dependent variables.  Conflicts between the different types of fit may be a good future research opportunity.  Managers benefit through recognizing that high levels of supplementary fit are good for goals but complementary fit may be better for specific KSAs.
b. Other types of P-O fit -- the article recognizes that there are differences between P-O fit and other types of environmental fit (P-G, P-J, and P-V).  Future research can look at the various aspects of the environment and its impact on the individual with possible moderating, mediating or even competing relationships.
c. Measurement of P-O fit – the article links the different measurement strategies and various P-O fit constructs and argues that it is possible that each of the measurement strategies is actually assessing a different construct.  Perceived fit strongly reflects an attitude and therefore other attitudes should be affected by it (like satisfaction, commitment and turnover intentions).  However, actual fit may suggest a link between the individual and organization and be reflected through improved process outcomes (like communication, group functioning, coordination).  Analyzing the differences between the constructs is another promising line of future research.  Analysis of the possibility that due to differing levels of access to information from different stages in the employment process (selection, employment, and turnover) different abilities to assess fit may exist.
d. Antecedents of P-O fit – another suggested line of research is to look at how different recruitment and job search strategies affect levels of P-O fit.  Individual differences like conscientiousness and self-awareness may influence the importance of P-O fit for the individual.  Additionally, looking at accuracy of fit assessments made during the recruitment and selection phases.  Furthermore, looking at how applicants can influence the org reps judgments of fit through political, self-monitoring, and impression management could be fruitful research.  Analyzing the mechanisms of socialization and how they influence P-O fit and different types of learning is also an interesting line of research.  Practically, behavioral modeling could be a promising way to change employee values or goals to align them with org values and goals.  
e. Consequences of P-O fit – individual differences may moderate the relationship between fit and outcomes.  The relevance of fit on any variable will be a function of how important that characteristic is to the individual and organization.  Org differences could also moderate the relationship between fit and outcomes, specifically, interpersonal orientations versus work task orientations and the relative strength of the situation.  The practical implication is that management can influence the strength of the relationship between P-O fit and individual outcomes.  Managers should strive for high levels of fit for lower level employees and early in an organizations life cycle which could limit the possible detrimental impact of homogeneity of the workforce.  Finally, it is important to understand the functional form of the relationship between fit and certain characteristics and a specific type of performance (i.e. non-linear relationships) 
