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Abstract: This study investigated the impact of organisational culture and
person-organisation fit on job satisfaction and organisational commitment using
data collected from 1,838 employees in 129 US and 111 Chinese firms. We
hypothesised that:

1 there is a significant relationship between perceived organisational culture
and work attitudes

2 there is a significant gap between practices (perceived culture) and values
(preferred culture)

3 job satisfaction and commitment are inversely related to the size of the
perceived/preferred gap (P-O fit)

4 P-O fit is a stronger predictor of job satisfaction and organisational
commitment than country

5 perceived culture is a stronger predictor of job satisfaction and
organisational commitment than either country or P-O fit.

Three of these five hypotheses were fully supported, two were partially
supported; however little evidence was found to support the value of P-O fit as
a strong predictor of work attitudes. The theoretical and practical implications
of these findings are discussed.
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1 Introduction

In an era of declining employment security, employee job satisfaction and commitment
are at risk. Numerous studies suggest a trend towards decreased employee loyalty and
increased voluntary turnover (Zuboff, 2004). Yet, simultaneously organisations are faced
with pending employment shortages driven by aging workers and an under-skilled
workforce (Kaihla, 2003). Developing the social capital necessary for success in a highly
competitive global environment has become a key management challenge. Understanding
the relationships among job satisfaction, commitment and organisational culture and how
these relationships vary across national cultures is fundamental to meeting the human
resource challenges of multinational corporations.

The purpose of this study was to investigate the impact of organisational culture and
person-organisation fit (P-O fit) on both job satisfaction and organisational commitment
in two countries, USA and China with historically different national values (Hofstede,
1980; Hofstede and Peterson, 2000). Tett and Meyer (1993, p.261) define job satisfaction
as the “affective attachment to the job viewed either in its entirety (global satisfaction) or
with regard to particular aspects (facet satisfaction; e.g., supervision)”. Organisational
commitment, on the other hand, is a measure of “the strength of an individual’s
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identification with and involvement in a particular organization” [Porter et al., (1974),
p-604]. Thus, job satisfaction is reflected in the feelings that an employee has regarding
his/her job while organisational commitment represents the degree to which an employee
identifies with the goals and values of an organisation and, thus, desires to maintain
membership therein.

Both of these work attitudes are of critical importance because both are related to a
variety of behavioural outcomes. For example, job satisfaction is a key variable in almost
all turnover theories (Dickter et al., 1996; Lee et al., 1999). Employees who are more
satisfied with their jobs are less likely to resign (Carsten and Spector, 1987; Cotton and
Tuttle, 1986; Mobley et al., 1979; O’Reilly et al., 1991; Tett and Meyer, 1993); they have
reduced absenteeism (Gellatly, 1995; Hackett and Guion, 1985); and they are more likely
to demonstrate organisational citizenship behaviour (Organ and Konovsky, 1989). Also
numerous studies have found positive relationships among employee job satisfaction,
customer satisfaction, organisational productivity and profitability (Burke, 1995;
Hallowell et al., 1996; Schmit and Allscheid, 1995).

Organisational commitment has an equally compelling body of literature. Studies
suggest that an employee’s level of organisational commitment is an even stronger
predictor of turnover than job satisfaction (Mowday et al., 1982). Employees who are
highly committed to their organisations are less likely to hold an intention to leave
(Mathieu and Zajac, 1990; McDonald, 1993; Meyer et al., 1993; O’Reilly and Chatman,
1986) or to actually leave their jobs (Netemeyer et al., 1995; Whitener and Walz, 1993).
Highly committed employees are also more likely to perform well (Angle and Perry,
1981; Mathieu and Zajac, 1990; Meyer et al., 1989) and less likely to experience stress
(Begley and Czajka, 1993). Such employees also express more positive affect and loyalty
(O’Reilly and Caldwell, 1980) and act more pro-socially (O’Reilly and Chatman, 1986;
Organ, 1988). Internationally, commitment is correlated with higher organisational
citizenship behaviour in Israel (Koslowsky et al., 1988) and New Zealand (Inkson, 1977);
and it is related to lower intent to leave in India (Agarwal, 1993) and Japan (Marsh and
Mannari, 1977).

Several studies have identified differences in levels of job satisfaction and
commitment across cultures (Clugston et al., 2000; Kanungo and Wright, 1983; Lincoln
and Kalleberg, 1985; Luthans et al., 1985; Near, 1989; Palich et al., 1995; Sommer et al.,
1996; Verkuyten et al., 1993) and numerous researchers have attempted to attribute these
differences to differences in national values (Dorfman and Howell, 1988; Kirkman and
Shapiro, 2001). However, Randall (1993) in a review of 27 global organisational
commitment studies concluded that the research results did not support this theoretical
perspective and Palich et al. (1995) found that only 2.7% of the variance in organisational
commitment in their study could be explained by national values.

The existing research fails to explain the complexity of the relationship
between national values and work attitudes (Kirkman and Shapiro, 2001). Few of the
existing studies have explored the role that other interactions, such as organisational
culture, may play in explaining the complex relationship between national values
and work attitudes. Hofstede’s (1980) research suggests that organisational culture
strongly correlates with nationality. People within a country tend to share similar values
and these values are subsequently reflected in the specific cultures of each country’s
business organisations. Hofstede and Peterson’s (2000) revised model, based on
questionnaire data from 116,000 respondents in 70 countries, identifies five major
cultural dimensions: individualism/collectivism, power distance, uncertainty avoidance,



18 C. Shelton et al.

masculinity/femininity and long-term/short-term orientation. A second frequently cited
cross-cultural model grew out of Trompenaars’ (1993) research based on data from
15,000 managers from 28 countries. Trompenaars identified five primary cultural
dimensions: universalism vs. particularism; individualism vs. collectivism; neutral vs.
affective; specific vs. diffuse; and achievement vs. ascription.

This research project addresses these issues by investigating the relationships among
perceived organisational culture (practices), P-O fit, and employee work attitudes (job
satisfaction and commitment) in two historically diverse national cultures, China and the
USA - countries that numerous researchers (e.g., Hofstede, 1980; Trompenaars, 1993)
have determined to have a high degree of cultural distance.

The purpose of this study was to explore whether or not the impact of globalisation is
reflected in the organisational cultures of the USA and the People’s Republic of China
(PRC); two countries whose national values have historically been very different (Bond
and Cheung, 1983; Hofstede and Peterson, 2000; Ronen and Shenkar, 1985; Trompenaar,
1993); thus shedding light on the convergence/divergence/cross-vergence debate as well
as the determinants of job satisfaction and organisational commitment. This debate is of
critical importance at a time when trade barriers between the East and the West are
rapidly diminishing and East-West contact, communication, and collaboration are
escalating. The rapid growth of multinational corporations, the fluid movement of
workers across national boundaries, and the increasing popularity of off-shoring are
organisational realities; however, little is known about how globalisation is impacting the
organisational culture perceptions and preferences of employees in two countries that are
assumed to have highly divergent values (e.g., individualism and collectivism).

This study, by investigating the organisational culture similarities and differences
between two key players in the global marketplace, challenges the prevailing paradigm of
cultural stability and lays the groundwork for future investigations into how and under
what conditions people change their individual and collective values, the rate at which
such changes may occur, and the processes by which these changes are integrated into
organisational practices. In the present study we seek to contribute to the literature by
investigating whether there is measurable cross-vergence in perceived and preferred
organisational cultures in two countries with historically divergent national values.
Previous cross-cultural research has relied primarily on assessing managerial perceptions
of organisation culture. This research is unique in that the sample represents all levels of
employees across a wide spectrum of industry types. The sample is also unique in that it
includes a cross-representation of age, gender, and educational levels.

In responding to the recommendations of Finegan (2000) and Tepeci and Bartlett
(2002), this study was designed to address previous P-O measurement problems.
Specifically:

1  we analysed perceived organisational culture using our survey respondents’
perceptions, rather than rely on the collective judgment of a second
(non-participating) group of employees

2 we analysed the independent impact of perceived culture and preferred culture as

well as the interaction between them

3 we treated organisational cultures and work attitudes as multi-dimensional constructs
so that the relationship between different clusters of cultures and types of work
attitudes could be examined.
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This research is also unique in that it includes both management and non-management
employees from a wide spectrum of industry types in both China and the USA. Gender,
age, length of service, and organisational level are used as control variables.

2 Conceptual background and hypotheses

An extant body of research defines and describes differences in national values
(Hofstede, 1980; Kluckhohn, 1951; Kroeber and Parsons, 1958; Triandis, 1972;
Trompenaars, 1993). Much of this research suggests that the values of a particular
country are reflected in that country’s organisational norms, values, and behaviours
(Hofstede, 1980; Hofstede and Peterson, 2000; Schneider, 1988; Trompenaars, 1993).
Recent research, however, suggests that the relationship between national values and
organisational culture is much more complex than previously believed (House et al.,
2004). Organisational culture emerges from the complex interactions of many internal
and external factors (Ashmos et al., 2002; Boisot and Child, 1999; Brown and Eisenhardt,
1997; Frank and Fahrbach, 1999). An organisation’s culture is not only influenced by the
national values of its employees (Hofstede, 1980; Schneider, 1988; Trompenaars, 1993),
it is also significantly influenced by the personality and values of the founder(s)
(Harrison and Carroll, 1991; Schein, 1983, 1996). The founder’s personality is reflected
in his/her choice of organisational structure, and in the implicit and explicit policies and
procedures which become the organisation’s systems and strategies. These systems direct
operational decision-making, thus shaping “the operating culture by influencing the
behaviors that members come to believe are necessary and appropriate” [Cooke and
Szumal, (2000), p.155]. As the organisation matures, the created culture in turn shapes
the actions and styles of the leaders. “Through this dynamic ongoing process, the leader
creates and is in turn shaped by the organizational culture” [Ogbonna and Harris, (2000),
p.770]. Thus, an organisation’s culture is a process of on-going sense making
“determined by the organizational conditions and realities that members face on a
day-to-day basis” [Cooke and Szumal, (2000), p.153].

2.1 Organisational culture and work attitudes

Much of the research that links national values to work attitudes fails to explain why
certain national values correlate with job satisfaction and commitment. This suggests that
there are other variables that mediate these relationships. Organisational culture may play
such a role as a large body of research suggests that organisational culture is related to
job satisfaction (Bhargava and Kelkar, 2000; Johnson and MclIntye, 1998; Tzeng et al.,
2002); commitment (Kanter, 1972; Lahiry, 1994; Moon, 2000; Odom et al., 1990; Perry
and Porter, 1982); and turn-over intention (Kerr and Slocum, 1987; Kopelman et al.,
1990; Mobley et al., 1979; Sheridan, 1992).

For example, Sheridan (1992) investigated the relationship between organisational
culture and job retention for 904 employees in US public accounting firms over a six-year
period. He found a firm’s cultural values had a significant effect on the rates at which
employees voluntarily terminated employment. Pool (2000) found that constructive
cultures decreased job tension and increased job satisfaction, job performance, and job
commitment while negative cultures (passive and aggressive) were associated with
opposite outcomes. Johnson and Mclntye (1998) found that job satisfaction was strongly
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correlated with cultures that emphasised empowerment, involvement and recognition.
Tepeci and Bartlett (2002) found that employees’ perception of their organisations’
culture was a strong predictor of job satisfaction, intent to quit, and willingness to
recommend their organisation as a good place to work.

International studies show similar results. Finegan (2000) investigated the
relationship between personal values, organisational values, and commitment in a large
Canadian petrochemical company. The results indicate that employees’ perception of
organisational values predicts commitment. In India, Bhargava and Kelkar (2000) found
a negative correlation between job satisfaction and organisational cultures with highly
centralised decision-making processes. They also found that positive perceptions of
corporate culture were correlated with high job satisfaction and empowerment. Therefore,
we posit:

Hypothesis I  In both China and the USA there is a significant relationship between
perceived organisational culture and work attitudes (i.e., job satisfaction
and commitment).

2.2 Perceived vs. preferred cultures

Organisational culture serves as the foundation of an organisation’s management system
(Denison, 1990). Culture defines management practices — the norms that define how
members of an organisation are to behave. The GLOBE researchers (House et al., 2004)
suggest that management practices represent ‘the way things are done’ in a particular
organisation while employee values define ‘the way things should be done’.

Over time, an organisation’s culture often shows little similarity to national values,
the founder’s values or even to the organisation’s stated vision, mission, and values. In
fact, an organisation’s culture often shows little correlation to the espoused values of its
members (Cooke and Szumal, 2000). For example, van Vianen (2000, p.136) found that
in 68 Dutch organisations, 86% of the preferred culture scores were much higher than
actual practice scores (perceived culture). House et al. (2004) also found that mean value
scores (preferred) were higher than practice scores (perceived) on seven of the nine
GLOBE cultural dimensions. Thus, we expect that:

Hypothesis 2a  In both China and the USA there is a significant gap between practices
(perceived cultures) and values (preferred organisational cultures).

2.3 P-O fit and work attitudes

Kristof defines P-O fit as “the compatibility between people and organisations that occurs
when: (a) at least one entity provides what the other needs, or (b) they share similar
fundamental characteristics, or (c¢) both” (1996, p.5).

The concept of P-O fit recognises that both individual characteristics (e.g., values and
expectations) interact with situational factors (e.g., cultural norms and values) to
determine work attitudes and behaviours (Chatman, 1989; Finegan, 2000; O’Reilly et al.,
1991; Schneider, 1987; Tepeci and Bartlett, 2002; Terborg, 1981).

Numerous studies have investigated the gap between ‘as is’ (perceived) and ‘should
be’ (preferred) organisational cultures and the implications that this gap has for job
satisfaction, organisational commitment, and turnover intention. For example, O’Reilly
et al. (1991) analysed longitudinal data from accountants and MBA students, along with
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cross-sectional data from employees of US government agencies and public accounting
firms. They found that person-culture fit predicts job satisfaction and organisational
commitment one year after fit was measured and turnover after two years.

Vandenberghe (1999) replicated the O’Reilly et al. study in the Belgium healthcare
industry in order to test the transferability of the model to other countries and industries.
The results indicate that P-O fit had a significant effect on nurse turn-over across a
one-year period, with individuals who scored higher on fit being more likely to stay with
their current employers.

Harris and Mossholder (1996) found that P-O fit discrepancies explained the
significant variance in organisational commitment and optimism regarding the
organisation’s future. However, their results were not significant for job satisfaction, job
involvement and job turnover intention.

Chow et al. (2002) examined the organisational cultures of US affiliated accounting
firms and Taiwanese accounting firms. They investigated the importance of fit between
perceived and preferred organisational cultures and the impact of fit on job satisfaction,
commitment, and turn-over intention. Support was found for the impact of fit. Therefore,
we expect:

Hypothesis 2b  Job satisfaction and commitment are inversely related to the size of the
perceived/preferred gap (P-O fit). Specifically, the smaller the gap, the
higher the levels of job satisfaction and commitment for both Chinese
and US employees.

2.4  Cultural distance and work attitudes

The research suggests that organisational cultures vary according to national values
(Hofstede, 1980; House et al., 2004; Trompenaars, 1993). Hence, countries with similar
national values would be expected to have more similarities in organisational culture than
those that are more culturally distant; however, the current literature has inconclusive
data regarding the relationships among national values, organisational culture, job
satisfaction and commitment; and little research has been conducted in China, though
numerous studies have compared levels of job satisfaction and commitment in the USA
to other Asian countries with Confucian value systems. For example, Lincoln and
Kalleberg (1985) found that job satisfaction was higher in the USA than in Japan and
Luthans et al. (1985) found that US employees had higher levels of organisational
commitment than employees in Japan or South Korea.

Conversely, Hui et al. (1995) identified a positive relationship between collectivism
and job satisfaction and Palich et al. (1995) found that organisational commitment was
negatively related to Hofstede’s (1980) values of individualism and uncertainty
avoidance and positively correlated with masculinity. Kirkman and Shapiro (2001) also
found a tendency for higher levels of collectivism to be associated with greater job
satisfaction and commitment and a tendency for lower levels of power distance to be
associated with higher levels of commitment. However, cultural values did not explain all
of the country differences.

Kirkman and Shapiro (2001) propose that psychological resistance moderates the
national value/work attitude relationship. However, their results indicate that resistance
only partially explains the difference in satisfaction and commitment across countries.
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Other moderators, such as P-O fit, may play a role in this complex equation. Therefore,
we posit:

Hypothesis 3a  The degree of P-O fit is a stronger predictor of job satisfaction and
organisational commitment than country.

Chatman (1989) and O’Reilly et al. (1991) found that P-O fit, as measured by profile
analysis, predicted work attitudes. However, the difference scores used in calculating P-O
fit have been criticised because they fail to reveal the unique contribution of each of the
components of the overall score. Edwards points out that the “observed relationships may
represent anything from the effect of a single component to the effects of all components
combined” (1994, p.70). The independent contribution of personal or organisational
values is ignored. Finegan concludes: “Without separate measures of person variables
and organizational variables, it is difficult to address the entire question of whether
behaviour is determined by person characteristics, organizational characteristics or their
interaction” (2000, p.153). Furthermore, profile analyses disregard information on the
direction of any preferred/perceived discrepancies (Edwards, 1993).

van Vianen (2000) examined the effects of two measures of fit on new hires’
commitment and turnover intentions: P-O fit and P-P fit (which compared new hires’
culture preferences to supervisors’ and peers’ culture preferences). The results show a
significant, though complex relationship, between P-P fit, commitment and turnover
intention. However, P-O fit was not significant. In fact, recent studies suggest that P-O fit
may not be as strong a predictor of work attitudes as an organisation’s perceived culture
scores. Tepeci and Bartlett’s (2002) hospitality industry study is an example. This study
analysed the relationship of individual cultural preferences, organisational culture, and
P-O fit to job satisfaction, intent to quit, and willingness to recommend the organisation
as a good place to work. Their results found a positive relationship between P-O fit and
the three dependent variables. However, P-O fit did not provide predictive value beyond
that explained by measures of perceived organisational culture. Finegan (2000) had
similar findings. Therefore, we expect:

Hypothesis 3b  Perceived culture is a stronger predictor of job satisfaction and
organisational commitment than either country or P-O fit.

3 Methods

3.1 Sample and procedures

A total of 1,838 Chinese and US (846 and 992 respectively) employees were sampled
from 111 PRC and 129 US organisations. The respondents represent a wide variety of
industries including manufacturing, information technology, banking, insurance,
pharmaceuticals, and telecommunications. The organisations ranged in size from small
entrepreneurial organisations with fewer than 20 employees to large multinationals with
tens of thousands of employees. Some of these organisations are privately held, some are
publicly traded and a few are either state-owned enterprises (SOEs) or non-profit service
organisations. Organisational level ranged from entry-level production, customer service,
and administrative positions to senior level executives. See Table 1 for variables, means
and correlations.
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Means and correlations

Table 1
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3.2 Measures

The organisational culture literature is challenged by a variety of measurement problems.
For example numerous researchers (Chatman, 1989; Caldwell and O’Reilly, 1990;
O’Reilly et al., 1991) have calculated P-O fit by comparing personal value preferences
(preferred culture) to a pre-identified organisational culture profile (obtained from a
different group of respondents). Their research design (profile analysis) is grounded in an
assumption that culture is an objective phenomenon. This assumption disregards a
growing body of research that suggests that work attitudes are determined by the
subjective experiences of individuals (van Vianen, 2000). Finegan explains the problem:
“an individual’s subjective perception is more likely to determine his or her attitudes or
behaviour than the collective perceptions of others” (2000, p.151). Thus, our study
collected perceived and preferred culture ratings from the same population.

3.2.1 Organisational culture

Culture instruments fall into one of two categories: normative or ipsative (Chatman,
1989). Normative measurements require respondents to rate the extent to which they
agree with a set of statements while ipsative methods require respondents to rank or make
forced choice selections among values using a Q-sort approach (the type used in profile
analysis). Edwards (1991, 1994) and Finegan (2000) are critical of ipsative measures
because they are not designed around an interval-level scale and, thus, do not define the
distance between component measures (values). Normative commitment (Bolon, 1997) is
the commitment that a person believes that they have to the organisation or their feeling
of obligation to their workplace. Therefore, for the purposes of this study, we selected a
normative measure, the organisational culture inventory (OCI).

The OCI (Cooke and Lafferty, 1987) is a paper-pencil instrument copyrighted and
published by Human Synergistics, International. The OCI has been administered to over
two million respondents in thousands of organisations worldwide (Cooke and Szumal,
2000). Originally published in English, it is now available in 13 languages, including
Mandarin Chinese. Extensive reliability and validity testing has been performed [Cooke
and Szumal, (1993), p.1299].

The OCI is comprised of 120 brief phrases that the respondent rates using a
five-point, Likert-type scale. A ‘1’ rating means ‘not at all like my organisation’; a ‘5’
rating is defined as ‘to a very great extent’. Items include: ‘show concern for the needs of
others’, ‘accept goals without questioning them’, ‘encourage others’, ‘do what is
expected’, ‘avoid confrontations’, ‘accept the status quo’, and ‘think in unique and
independent ways’. Respondents rated each of these items twice. The first rating indicates
how much of the stated behaviour is necessary for success in the current (perceived)
culture; the second rating indicates how much of this same behaviour would be required
in an ideal (preferred) work environment. The 120 OCI items were factored into 12
culture styles (Cooke and Lafferty, 1987).

In the initial OCI studies by Cooke and Lafferty (1987) and Cooke and Szumal
(1993), the 12 OCI culture styles were further factored, grouping the 12 culture styles
into three separate clusters of organisational cultures:
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1 constructive cultures where members are encouraged to interact with others and
approach tasks in ways that will enable them to fulfil their satisfaction needs
(achievement, self-actualising, humanistic-encouraging, and affiliative culture styles

2 passive/defensive cultures where members tend to act defensively in an attempt to
protect their own security (approval, conventional, dependent, and avoidance culture
styles)

3 aggressive-defensive cultures where members are encouraged to approach tasks
aggressively in order to protect their status and security (oppositional, power,
competitive, and perfectionist culture styles).

Cooke and Lafferty’s initial factor analysis was performed on managers (Cooke and
Lafferty, 1987). When we repeated the factor analysis on the managerial subset within
our sample, we obtained similar groupings: one constructive culture cluster and two
defensive culture clusters. However, when non-supervisory employees were added, the
loadings suggest there are only two distinct culture clusters: constructive and defensive.
Constructive cultures are where members are encouraged to interact with others and
approach tasks in ways that will enable them to fulfil their satisfaction needs. Defensive
cultures are where members tend to act defensively in an attempt to protect their own
security and status. As our sample includes employees from all levels within an
organisation, we have used only these two culture categories (see Table 2).

Table 2 Factor analysis of OCI when all job levels are added

Rotated component matrix

Constructive Defensive

OCI 1 -0.11 0.857
OCI2 —0.041 0.879
OCI3 0.755 0.112
OCI 4 0.785 —0.074
OCI 5 0.78 0.18

OCI 6 0.723 —0.423
OCI7 0.71 —-0.147
OCI 8 0.831 -0.117
OCI 9 0.785 —-0.039
OCI 10 0.684 0.328
OCI 11 0.11 0.864
OCI 12 0.006 0.82

Rotation converged in three iterations

Component transformation matrix

Constructive Defensive
0.992 -0.129
0.129 0.992

Component 12

Notes: Extraction method: principal component analysis.
Rotation method: varimax with Kaiser normalisation.
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3.2.2 Job satisfaction

Tett and Meyer’s (1993) meta-analysis demonstrates that global measures of job
satisfaction were equally as strong a predictor of behavioural outcomes (e.g., voluntary
turnover) as were sum-of-facet measures. Wanous et al.’s (1997) meta-analysis found
that single-item measures of overall job satisfaction demonstrated convergent validity
(.63) with sum-of-facet scales and had a minimum reliability estimate of .70. They
concluded that global measures were more robust than scale measures. Scarpello and
Campbell (1983) also found that for overall job satisfaction, a single-item global measure
may be a better predictor than a summation of facet responses. Therefore, we measured
job satisfaction using a single global item (i.e., “How satisfied are you with your job?”).
The five response options ranged from ‘not at all’ to ‘to a very great extent’.

3.2.3 Organisational commitment

Numerous researchers (Morrow, 1983; O’Reilly and Chatman, 1986; Staw, 1977) have
noted the need to differentiate organisational commitment from other related
psychological constructs. Although a variety of theoretical and operational definitions
have been used in the literature, the central theme is psychological attachment to an
organisation. Caldwell et al. (1990) identified two underlying dimensions of
commitment, which they refer to as normative (commitment based on shared values) and
instrumental (commitment based on involvement exchanged for specific rewards). Meyer
and Allen (1991) argue for three types of organisational commitment-affirmative: a
positive emotional attachment to the organisation, normative: based on feelings of
commitment, and continuance: the different costs of leaving an organisation. As this
study is primarily concerned with shared values, our questions are directed to issues of
normative commitment. The four-items were adapted from the normative commitment
scales of previous studies (Caldwell et al., 1990; O’Reilly and Chatman, 1986). Example
items included: “How committed are you to your organisation’s values, goals and
practices?” and “Would you recommend your organisation as a good place to work?”” The
five response options ranged from ‘not at all’ to ‘to a very great extent’.

In addition, a new variable called P-O fit was created by summing the squared
differences between the perceived OCI score and the respective preferred OCI score.
Scores were squared to remove any negative scores plus give the differences between
larger OCI values more weight.

3.2.4 Control variables

Previous research suggests that age, education, job level and tenure are predictors of job
satisfaction (Bedeian et al., 1992; Robie et al., 1998) as well as commitment (Mathieu
and Zajac, 1990). Therefore, we collected five demographic and organisational items:
three categorical (gender, organisational level, and organisational size) and two
continuous (age and length of service).
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Hierarchical regression for job satisfaction

Table 3
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Hierarchical regression for organisational commitment

Table 4
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4 Results

Commitment and job satisfaction are strongly correlated (.566). The correlations and
means can be found in Table 1. Country, gender, and educational level have no
significant correlation with work attitudes (job satisfaction and commitment). Age,
seniority, and organisational level have weak positive correlations to work attitudes
(0 < r <.30). Perceived constructive culture has a moderate positive correlation to work
attitudes (.30< r < .50). Perceived defensive culture, P-O fit constructive culture, and P-O
fit defensive culture have weak negative correlations to work attitudes (0 > » >—.30). The
only other strong correlation (.5 < r < 1.0) is between organisation level and education.

A hierarchal regression model was employed to test Hypotheses 1, 2b, 3a and 3b.
This technique was principally used to determine the impact of different variables
(change in the adjusted R-square) as they are entered into the model. P-O fit was created
by summing the squared differences between the perceived OCI score and the respective
preferred OCI score. Scores were squared to remove any negative scores plus give the
differences between larger OCI values more weight.

Five hierarchical regression models were run with job satisfaction and commitment as
the dependent variables. Each model adds an additional explanatory variable(s) to test the
change in R-square. Standardised coefficients were examined to approximate which of
the variables had the strongest effect. Results can be found in Tables 3 and 4.

4.1 Results for job satisfaction

In the model displayed in Table 3 (job satisfaction), all the demographic controls were
entered which include country, gender, age, seniority, organisational level, educational
level, and organisational size. The R-square change for the first set of variables was .124
(significant at .01)

The second model added perceived constructive culture. It added an additional
explanatory power to R-square of .115 (also significant at .01). Perceived constructive
culture is, in fact, significant in all the models and has the strongest standardised
coefficient of any variable in any model.

The third model adds perceived defensive culture. This variable increases R-square
by .016 and is significant at .01. Perceived defensive culture is significant throughout all
the models, and its standardised coefficient is negative. This indicates that as perceived
defensive culture increases, job satisfaction decreases.

The fourth model adds P-O fit for constructive culture. This adds only .005 to
R-squared and is not significant. The fifth and final model adds P-O fit for defensive
culture. This adds .001 to R-squared and is not significant. Neither of the P-O fits are
significant for job satisfaction in the models at .01, but P-O fit constructive is significant
at .05.

In the final model (the model used to determine the value of the coefficients), age and
three of the organisational levels were significant at .01. Country of origin, gender,
seniority, all educational levels (except graduate degree) and all organisational sizes
(except 500-99 and 10 K50 K) were not significant. Perceived constructive culture had
the highest standardised value. Perceived defensive culture was the weakest of the
significant variables. Three of the five organisational levels were significant, but weak
relative to perceived culture and P-O fit.
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4.2 Organisational commitment results

In the commitment model shown in Table 4, all the covariates were entered, which
include country, gender, age, seniority, organisational level, educational level, and
organisational size. The R-square change for the first set of variables was .108 (and was
significant at .01).

The second model added perceived constructive culture. It added an additional
explanatory power to R-square of .139 (also significant at .01). Perceived constructive
culture is significant in all the models, and it is also the strongest standardised coefficient
of any variable in any model.

The third model adds perceived defensive culture. This variable adds .010 to
R-squared and is significant at .01. Perceived defensive culture is not significant
throughout all the models at .01, but it is at .05. It holds significance at .01 until P-O fit
defensive is added.

The fourth model adds P-O fit for constructive culture. This adds only .006 to
R-squared and is not significant. The fifth model includes P-O fit for defensive culture.
This adds .007 to R-squared and is not significant. P-O fit defensive is significant at .05
in the final model. In the final model, age was the only covariate that was significant.
Also, in the final model, two of the organisational levels are significant.

As in the job satisfaction model, country, gender, educational level, seniority and
organisational size are not significant. The strongest variable was perceived constructive
culture. The second and third strongest variables are age and P-O fit constructive culture,
respectively. The remaining significant variables are P-O fit defensive culture and
perceived defensive culture.

Table 5 Repeated measures ANOVA: gap between perceived and preferred

Effect Test Value F Sig.
Multivariate tests for constructive cultures gap (perceived vs. preferred)
Constructive culture gap Wilks’ Lambda  0.032  34.776***  (.000
Constructive culture * country Wilks’ Lambda  0.002 2.040 0.154
Constructive culture * gender Wilks’ Lambda  0.001 1.541 0.215
Constructive culture * age Wilks’ Lambda  0.001 0.585 0.444
Constructive culture * seniority Wilks’ Lambda  0.002 1.940 0.164
Constructive culture * organisational size Wilks’ Lambda  0.001 1.501 0.221
Constructive culture * education Wilks’ Lambda  0.026 28.053** 0.000
Multivariate tests for defensive cultures gap (perceived vs. preferred)

Defensive culture gap Wilks’ Lambda  0.053  54.812***  (0.000
Defensive culture * country Wilks’ Lambda  0.148  170.566***  0.000
Defensive culture * gender Wilks’ Lambda  0.001 0.583 0.446
Defensive culture * age Wilks’ Lambda  0.000 0.062 0.803
Defensive culture * seniority Wilks” Lambda  0.000 0.111 0.739
Defensive culture * organisational size Wilks’ Lambda  0.044  45.246***  0.000
Defensive culture * education Wilks’ Lambda  0.020  20.400***  0.000

Note: ***Significant at .01
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In order to test Hypothesis 2a, a multivariate repeated measures model ANOVA (RMM)
was constructed and run (see Table 5). In this case, it is similar to a paired t-test (looking
for differences between two related measures), but also allows us to control for the
covariates as well as measure their interactions. The first RMM model was created to test
for a gap between perceived and preferred constructive culture. The second RMM model
was created to test for a gap between perceived and preferred defensive culture.

There is a significant gap (at the .01 level) between perceived and preferred cultures
for the constructive culture cluster. Country (USA or PRC) does not have a significant
effect on the gap between perceived and preferred cultures. Gender, age, seniority,
organisational size, and organisational level also do not have significant interactions with
the constructive culture gap. Education does have a significant interaction.

There is also a significant gap (at the .01 level) between perceived and preferred
cultures in the defensive culture cluster. In addition, difference in country has a
significant effect for defensive culture. Gender, age, and seniority do not have a
significant interaction with the defensive culture gap. Organisation size and education are
significant. Thus, we found strong support for Hypothesis 2a. There is a significant gap
between perceived and preferred organisational cultures in both China and the USA,
though the interactions vary somewhat by country.

5 Discussion

The purpose of this study was to investigate the impact of organisational culture and P-O
fit on job satisfaction and organisational commitment in two countries with historically
different national values. Previous research has failed to explain the complexity of the
relationship between work attitudes, national values, organisational culture, and P-O fit
(Palich et al., 1995; Randall, 1993).

In summary, we found strong support for Hypothesis 1. There is a significant
relationship between perceived organisational culture and work attitudes. Perceived
constructive culture has a strong positive relationship with both job satisfaction and
organisational commitment. Perceived defensive culture also has a strong relationship
with culture (albeit not as strong as constructive). It is important to note that the
relationship between perceived defensive culture and work attitudes is negative.

We found partial support for Hypothesis 2b, which hypothesised that work attitudes
are related to P-O fit. P-O fit is not a significant predictor of job satisfaction; however,
our results support P-O fit as a significant predictor of organisational commitment,
though P-O fit adds little explanatory power to either model.

We found more support for Hypothesis 3a. P-O fit for constructive culture is a
stronger predictor than country for job satisfaction. However, P-O fit for defensive
culture and country are not significant. In regards to organisational commitment, both of
the P-O fits (constructive and defensive) are significant as well as negative.

We found strong support for Hypothesis 3b, which hypothesised that perceived
culture is a stronger predictor of work attitudes than either country or P-O fit. For both
job satisfaction and commitment, perceived constructive culture is significant and has the
strongest effect in both models.

The results of this study suggest that an organisation’s perceived culture is the most
significant predictor of job satisfaction and organisational commitment — regardless of
country, gender or length of service. Perceived organisational culture as manifested in
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day-to-day operating practices is the strongest predictor of the targeted work attitudes
(job satisfaction and organisational commitment) with constructive (positive) cultures
providing the strongest standardised coefficient across all of our models.

During times of societal upheaval, individual values may shift at a much faster rate
than organisational structures. Even though both traditional and contemporary change
theories suggest that value shifts are possible, there are a variety of institutional, political,
and sociological factors that mediate this change. Consequently, a gap, or at least a
significant time delay, between a change in national values and a corresponding change
in organisational culture would be expected. A tendency for structural inertia inhibits
cultural change — even when individual members of the system desire it (Katz and Katz,
1978). Therefore, shifts in national values, even when they are widely held, may not
immediately be transferred into organisational practices and, thus, reflected in an
organisation’s culture.

Due to a complex variety of psychological, sociological, and organisational factors,
the cultures of most organisations are not aligned with the espoused values of the
members (Cooke and Szumal, 2000). There is typically a disconnect between members’
preferred cultures and the experienced realities of their day-to-day (perceived)
organisational cultures. As the national values of employees in the PRC and the USA
cross-verge, it would be expected that their shared values would translate into a shared
preference for an ideal culture — even though such a culture may be significantly different
from the current organisational reality in either country.

Our results suggest that positive organisational cultures are the key driver of job
satisfaction and organisational commitment regardless of an employee’s county of origin
(national values), gender or length of service. It is important to point out that perceived
organisational culture (current practices) appear to significantly impact work attitudes
regardless of the cultural preferences of the respondent. Equally as important is the fact
that perceived culture has stronger predictive value that P-O fit. This lends supports to
previous research (Finegan, 2000; Tepecci and Bartlett, 2002; van Vianen, 2000).

The convergence of Chinese and US preferred workplace values found in this study
is not, however, the same as the one-directional concept of convergence typically used in
the cross-cultural literature. The convergent theorists have traditionally assumed that
industrialisation causes developing countries to adopt Western values. This assumption is
not supported by our data, perhaps at least in part due to the fact that cross-cultural
convergence models fail to discriminate between business practices and societal values.
While developing countries such as China may increasingly study and adopt Western
business models and practices, management practices relating to these styles are not
congruent with the emerging values of either country’s workforce (as indicated by the
OCI ideal scores). The similarity of ‘preferred’ values in two countries with previously
divergent value systems does not necessarily imply that one culture is adopting the
other’s values, but rather that both may be learning from each other while also adapting
to a changing external environment. The non-linearity of such a process is congruent with
the change processes of complex living systems as modelled in the theories of punctuated
equilibrium and complexity.

Even though P-O fit is not a strong predictor of work attitudes, it is important to point
out that there are significant gaps between respondents’ preferred and perceived culture
ratings. Both the constructive and defensive cultures show a significant gap between what
employees want (preferred) and what they have (perceived). The larger the gap between
preferred and perceived cultures, the lower the job satisfaction and organisational
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commitment ratings. Perceived constructive culture, along with the demographic
variables, had the strongest explanatory power for both job satisfaction and organisational
commitment.

5.1 Theoretical and practical implications

The most important practical implication is the need for new models and methods for
helping managers develop constructive organisational cultures. Our findings suggest that
people who work in constructive cultures have higher levels of job satisfaction and
organisational commitment; yet, we also found a significant gap between the desire for
constructive cultures and the prevalence of them. Numerous studies have found a
relationship between work attitudes and performance (Angle and Perry, 1981; Burke,
1995; Hallowell et al., 1996; Organ and Konovsky, 1989; Mathieu and Zajac, 1990;
Schmit and Allscheid 1995). Thus, new ways of developing constructive organisational
cultures should be a top priority for business schools and corporate management
development programmes.

This study also suggests that perceived culture is a much stronger predictor of work
attitudes than P-O fit. As the P-O fit methodology is fraught with measurement
challenges (Edwards, 1994; Finegan, 2000); and as numerous other studies (Finegan,
2000; Tepeci and Bartlett, 2002; van Vianen, 2000) have found it to be a weak predictor,
we recommend that future studies simplify the measurement process and focus only on
assessing respondents’ perceptions of their current culture.

The results of this study also support the recent GLOBE report’s (House et al., 2004)
emphasis on the importance of differentiating between values (preferred behaviours) and
practices (current behaviours). Even though Hofstede and Peterson (2000, p.412)
acknowledge that “practices more than values lie at the root of organisational culture”,
Hofstede’s scales themselves do not differentiate cultural practices from cultural values
(House et al., 2004). The results of our study also reinforce other GLOBE findings that
suggest that there are universally endorsed leadership preferences [House et al., (2004),
pp.677-678]. This has important positive implications for training and assigning
expatriate managers in multi-national corporations.

5.2 Limitations and future research

Based on Taras and Steel (2008), “Developing an effective cross-cultural survey
instrument appears to be extremely difficult due to a number of challenges ranging from
such theoretical issues as the definition of culture to practical problems such as
translation of the instrument items into foreign languages”. All cross-cultural research
presents language challenges. In this study, the primary research instrument, the OCI was
published in both English and Mandarin Chinese. However, due to the abstraction level
of the behaviours rated (e.g., ‘point out flaws’ or ‘be hard to impress’), both US and
Chinese respondents typically asked clarification questions. As respondents from both
countries asked similar questions, it appears that their questions were not attributable to
translation errors or instrument ethnocentrism. The data collection procedure was
standardised in each country. Either one of the researchers or a trained research assistant
was present during the survey administration process. There were no language translation
issues involved in the scoring process as all response options used pre-coded numerical
scales. A second limitation is the potential selection bias that occurs when the sample is
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non-random and also relatively small. However, due to the age, gender, role, industry,
and geographic diversity of our sample, this concern seems improbable. A third limitation
is mono-method bias. Self-report and mono-method bias often threaten the validity of
research conducted in business settings and thus hinder the development of theories of
organisational behaviour (Donaldson and Grant-Vallone, 2002). This can distort
conventional parameter estimates of the substantive relationships between constructs
measured in organisational behaviour research. A remedy for mono-method bias is to
implement multiple measures of key constructs and try to demonstrate (perhaps through a
pilot or side study) that the measures you use behave as you theoretically expect them to.
This is somewhat controlled in the fact that our instrument (OCI) uses several constructs
to create the constructive and defensive factors (see factor analysis and description of
OCT instrument) create great bias in this study and study methods, however must still be
considered a limitation.

We recommend that this study be replicated in other countries to determine the
robustness of our findings. Specifically, are constructive organisational cultures always a
stronger predictor of work attitudes than P-O fit and does this hold across additional
countries? We also suggest that future research incorporate facet-specific measures of
job satisfaction and instrumental as well as normative measure of organisational
commitment. Finally, we recommend that organisational leaders use these findings to
formulate human resource policies and practices that are congruent with the values and
behaviours of constructive cultures.
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