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Abstract 
 

The main objective of this paper is to evaluate the influence of the employee’s 
perception and commitment with the corporate values, according to their different contractual 
situations. The theoretical framework links the concepts of Person-Organization Fit (P-O Fit) 
and Corporate Brand. The research proposition points out to a positive effect of the P-O Fit of 
the employees on their Brand Perception (EBP) level: the higher the P-O Fit, the higher the 
EBP level. Results support the existence of positive relationships between the congruence 
and the perception of the corporate brand values by the employees. For the outsourcing 
collaborators, the level of congruence has a higher effect on their perception of the corporate 
brand values. 
 

Introduction 
 

The corporate brand plays an important role in building trust with the customer, 
namely in the delivery service, where the high level of intangibility hinders the customer’s 
evaluation [1]. The success of corporate brand management depends on a consistent 
institutional image as well as on the employees’ role in reducing the gap between the 
intended brand identity and the perceived image by the different stakeholders [2, 3]. The 
more human based is the relationship between customer and collaborator, the more important 
is the employee’s role during the service delivery, namely when companies are providing its 
services with external outsourced collaborators. 

Theoretically, a higher P-O Fit, i.e. the congruence between organizational values and 
the individual values of employees, will lead to a higher identification of the employees with 
the corporate values, as well as to the willingness to transmit these values to customers [4].  

The framework proposes two related fields of research: the measurement of the P-O 
Fit and the perception of the Corporate Brand, by collaborators and customers. This study 
carries on an empirical application to a service delivered by external and internal 
collaborators. The research focus on the postal sector because many transformations are 
occurring in the modus operandi caused by the decline of postal demand requiring new 
human resource strategies, which include, for example, the outsourcing and a privatization 
orientation. Therefore, this traditional service is now facing new challenges due to economic 
limitations. The research question is “With the increase of outsourcing collaborators, how is 
it possible to ensure the same alignment with corporate values, for inner employees and for 
recent or external collaborators?”. 



The Theoretical Background 

Values are important issues for organizations and for individuals who may be directly 
compared [5, 6, 7, 8, 9]. Values are enduring beliefs or ideals about a specific mode of 
conduct, guiding individual’s attitudes, judgments and behaviors [6, 10]. This research is 
based on the concept of Person-Organization Fit (P-O Fit): the congruence between the 
employee’s own personal values and the organizational values, as perceived by the employee 
[6, 8, 11, 12, 13, 4]. A higher congruence will lead to a higher identification of the employee 
with the corporate objectives and values, as well as to more readiness to make additional 
efforts and to do extra work, more likely to be satisfied, committed and productive [8]. The 
level of congruence can be used as an explanatory variable of work satisfaction, commitment 
and performance, and is positively associated to the willingness to stay in the company and 
negatively associated  with absenteeism and delays [6]. 

Theoretically, the individual perception of employees own “level of congruence" is 
influenced by the similarity between their own values and the values of the organization 
[11,14]. A higher P-O Fit will lead to a higher identification of the employees with the 
corporate values as well as to the willingness to transmit these values to customers [4]. 

An important issue for companies is the gap between corporate brand values as 
perceived by the clients and those stated by the company.  The success of corporate brand 
management depends on a consistent institutional image, and employees have the role of 
reducing the gap between the intended brand identity and the perceived image by the 
different stakeholders [2, 3]. Collaborators have this important communication task of 
supporting the institutional brand values and forwarding them to clients, as well as of keeping 
these values consistent, even if influenced by their own vision and understanding [15, 3, 16, 
17, 18, 19, 20, 2, 21, 22]. According to Yaniv and Farkas [4], the employees have this 
important role of communicating the positive perceptions of these values to the client.  

In this research our main objective is to understand the process of how postal 
companies employees’ perceive, and if they are congruent with, the corporate brand values. 
Firstly, we analyze if the perception of the corporate brand values by the employees 
corresponds to those values communicated by the company mission; secondly, we test the 
effect of the level of congruence (P-O Fit) on the corporate brand values, according to the 
human resources perception; thirdly, we evaluate if this effect is similar between own and 
outsourced, rural and urban, human resources of a postal company. Altogether we aim to 
conclude to what extent do front line employees (delivery postpersons) can close the gap 
between the corporate brand values declared by the management and those perceived by the 
costumers. 

 
The Conceptual Model 

 
The conceptual model of the research is illustrated in figure I, following the research 

question goal of analyzing the differences between internal and external collaborators 
perceived corporate brand values fit. The research proposed by Yaniv and Farkas [4] was 
expanded with the inclusion of other variables, such as the collaborators Status 
(internal/outsourcing), Region (rural/urban) and Experience (measured by the number of 
years at the delivery service). Based on the previous theoretical background, the research 
hypotheses were defined as follows. For the purpose if this paper the main focus is on H5: the 
effect of the P-O Fit on the EBP according to the employees’ status, being expected a lower 
level of congruence for outsourced collaborators that do not live the culture of the 
organization. 



 
The Research Hypotheses 
H1. There is a positive correlation between the employee’s own personal values and the 

organizational values. 
H2. Region, Status and Experience have a significant effect on the P-O Fit.  
H3. Trust, Quality, Customer Orientation, Innovation, Outcome Orientation, Sustainability 

and Respect for Human Resources, as defined in the company mission, are the best 
perceived corporate brand values by employees. 

H4. There is a positive effect between the employees’ P-O Fit and their Brand Perception 
(EBP) level: the higher the P-O Fit, the higher the EBP level. 

H5. The effect of the P-O Fit on the EBP level is different according to the Region 
(rural/urban), Status (internal/outsourcing).  

 

Figure 1. The conceptual model 
 

 

 
Methodology 

 
Sampling and Data Collection 

A self-administered structured questionnaire was applied to measure the employees’ 
own values and corporate brand values; this questionnaire comprises 40 statements from the 
Organizational Cultural Profile (OCP) as suggested by O’Reilly et al. [8] and later revised by 
Cable and De Rue [11]. The OCP scale is used to capture the level of congruence (P-O Fit) 
and is determined by the gap between employees' perceptions regarding the organizational 
values and what they consider most valuable in their own personal view. A lower score of P-
O Fit means a higher level of fit/congruence. The perception of corporate brand by 
employees (EBP) is measured by a subset of the 40 OCP items (Trust, Quality, Customer 
Orientation, Innovation, Outcome orientation), as defined by the company mission.  

Fieldwork took place between April and June 2010. The questionnaire was addressed 
to 2500 employees from 186 Postal Distribution Centres of the CTT Group in Portugal, rural 
and urban (mixed PDC were excluded); 718 employees returned the filled questionnaire by 
mail. The final and valid sample includes the answers from 387 employees, outsourced and 
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internal delivery postpersons, working in urban and rural areas. The response rate 
corresponds to 15.5 % of the total number of postpersons, both internal and outsourced.  
 
Statistical methods  

Statistical analyses were performed at a first stage with the objective of characterizing 
and comparing the different sample groups: means, standard deviations, Pearson correlations, 
t-tests for equality of 2 population means (independent samples and paired samples), Oneway 
analysis of variance (ANOVA) and Principal component analysis (PCA). 

At a second stage Structural Equation Modeling (SEM) was used to estimate the brand 
measurement model and the influence of P-O Fit on the employees' perception of brand 
values. A multigroup invariance analysis was used to assess the differences across the 
internal employees and outsourcing collaborators and rural and urban regions.  

 
Results 

 
Results from PCA are shown in Table I: 7 dimensions are found both for the 

organizational values as perceived by employees (KMO=0.948; 58.8% of variance explained) 
and for the employee’s own values (KMO=0.942; 56.7% of variance); 9 dimensions for the 
level of congruence (P-O Fit) (KMO=0,871; 51.0% of variance). 

Table 1. Results from Principal Component Analyses 

Organizational values Employee’s own values Level of congruence 
IF1–Supportiveness (P) (0.853) 
IF2–Competitiveness/Innovation 

(B) (0.867) 
IF3–Performance and results 

orientation (B) (0.873) 
IF4–People and team orientation 

(P) (0.854) 
IF5–Social responsibility (E) 

(0.752) 
IF6–No emphasis on rewards (P) 

(0.732) 
IF7–Attention to detail (B) (0.694) 

IIF1–Competitiveness 
/Innovation (B) (0.878) 

 IIF2–Supportiveness (P) (0.817) 
 IIF3–People and team 

orientation (P) (0.784) 
 IIF4–Decisiveness (B) (0.749) 
 IIF5–Stability (B) (0.734) 
 IIF6–Performance and results 

orientation (B) (0.700) 
 IIF7–No emphasis on rewards 

(P) (0.646) 

POF1–People and team orientation 
(P) (0.784) 

POF2–Supportiveness (P) (0.713) 
POF3–Performance orientation (B) 

(0.733) 
POF4–Innovation (B) (0.618) 
POF5–Social responsibility (E) 

(0.648) 
POF6–Competitiveness (B) 

(0.598) 
POF7–Stability (B) (0.633) 
POF8–Decisiveness (B) (0.592) 
POF9–No emphasis on rewards (P) 

(0.400) 
 
Legend: B=Business; E=Environment; P=People; Cronbach α coefficient are presented between parentheses. 

There is a positive correlation between the employee’s own personal values and the 
organizational values, but not for all dimensions: 

− Personal value “IIF1–Competitiveness/Innovation” highly correlates with 
Organization values “IF2–Competitiveness/Innovation”, “IF3–Performance and 
results orientation”, “IF4–People and team orientation” and “IF5–Social 
responsibility”. 
− Organization value “IF3–Performance and results orientation” highly correlates 
with almost all Personal values (IIF1, IIF2, IIF3, IIF5 and IIF6). 
− Organization value “IF4–People and team orientation” highly correlates with 
almost all Personal values (IIF1, IIF3, IIF4 and IIF5). 



− Organization values “IF6–No emphasis on rewards” and “IF7–Attention to detail” 
present either non significant or significant low correlations with all Personal values. 
The analysis of the mean levels of congruence (Corporate values as perceived by the 

employees – Employees own personal values) shows the highest level of congruence for the 
following four items (Figure 2): POF6-Taking individual responsibility; POF37-Working 
long hours; POF1-Adaptability; POF25-A clear guiding philosophy (Mission and Vision). 
The items with the lowest level of congruence are: POF7-Being quick to take advantage of 
opportunities (-); POF8-Opportunities for professional growth (-); POF29-High pay for good 
performance (-); POF15-Sharing information freely (-); POF21-Decisiveness (+); POF2-
Stability (+); POF9-Autonomy (+). The first four items show the highest negative 
differences, meaning the organizational mean values as perceived by the employees are lower 
than the employees’ mean personal values. The last three items have the highest positive 
mean differences indicating organizational values higher than the personal values. 

 
Figure 2. Mean level of congruence 
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Comparing the results of the level of P-O Fit among employees working in rural or 

urban regions, internal or outsourced employees, some significant differences are found for 
some P-O Fit dimensions between some groups of employees but not for all dimensions and 
certainly not for all groups. Results support the hypothesis that P-O Fit influences the 
perception of brand values, although it acts in different ways according to the internal or 
outsourcing group of employees. For the latter group, the level of congruence has a higher 
effect on their perception of the corporate brand values. From the analysis of the results of 
measurement of the P-O  Fit model, is possible to conclude that the dimension “Performance 
Orientation” is the one most influenced by the P-O Fit, with 47% of explained variance, 
followed by “Social Responsibility”, with 42%. There is a weak but significant influence of 
the P-O Fit on the values of the brand perceived by collaborators (EBP).This same conclusion 
was obtained by Yaniv and Farkas [4]. Several other researchers have concluded in the same 
direction [3, 20, 18]. 

There are no significant differences in the structural relationships of corporate brand 
values, depending on rural or urban areas, so one can conclude that the geographical area of 
work of employees has no moderating effect on the brand perception. For the two types of 
collaborators with different status, it was found that the effect of congruence between the 
organizational and personal values (P-O Fit) on the perception of brand values is stronger for 
the outsourcing employees. This result confirms that the effect of P-O Fit on the perception of 
the brand (EBP) is different according to the status of the employees. The effect of 



congruence between the organizational and personal values on the perception of brand values 
is stronger for the outsourcing employees (Figure 3). 

 
Implications and Conclusions 

 
This research identifies the need to create conditions for greater integration of external 

employees (outsourced) through training activities on the rational of the brand, in order to 
internalize its values. Collaborators are expected to have this important communication task 
of supporting the institutional brand values and forwarding them to clients, as well as of 
keeping these values consistent, even if influenced by their own vision and understanding. 
Results show evidence of the existence of a gap between the desired identity of the 
Organization and its alignment with the two types of collaborators. Therefore, it is very 
important to intensify actions for training and development in order to reduce this gap. 
Indeed, we can conclude that these results reinforce the idea of the important role of 
employees in transmitting the corporate brand values to customers. Furthermore, it 
emphasizes the importance of the collaborator’s brand perception and the influence of the 
match of their own values with those of the organization.  The introduction of the variable 
status of the employee (outsourcing) studied in this research and in this context, is a 
contribution to a research that should be further carried out focusing on other types of 
outsourcing activities in other sectors and in different countries. 

 
Figure 3. Multigroup modeling for internal an outsourced employees 
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Legend: Model fit measures:  X2

(52) = 120.814, p=.000; CFI = 0.890; PCFI = 0.642; GFI = 0.928; PGFI = 0.536; 
RMSEA = 0.063, P[RMSEA ≤ 0.05] = 0.073, 90%CI =] .048; .077[;  
AIC =1 96.814; BCC = 203.003; MECVI =0.604. 

 
 



Limitations of the research 
This research has several weaknesses that should be noted. First, we focused 

exclusively on congruence in terms of similarity of values between employees and 
organizations. Although the values are recognized as important components of the P-O Fit 
other significant dimensions are required in future research [6]. Although all methods have 
limitations, the OCP was applied due to the specific set of value dimensions that could be 
used to represent meaningfully more than 100 different organizations [6].   
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