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Abstract 

 

Some organizations are highly innovative and successful, while others are less innovative and 

successful.  What are the conditions that are associated with innovativeness?  This paper assesses 

values congruence as one variable which may be present in organizations whose professionals 

and managers report significant organizational innovativeness.  The Innovation Capability Audit 

and the Values Analysis Worksheet were administered to a group of research participants to de-

termine the relationship between innovation and values congruence.  A correlation of - .711 was 

found.  This indicates a significant inverse relationship between the two variables being measured, 

innovation, and values congruence. 

 

 

Introduction 

 

s organizations seek to become more competitive, it has been recognized that values congruence is 

a key factor for success. Meglino, Ravlin, and Adkins (1989) found that when employees‟ values 

are congruent with the values of the employing organizations, there are beneficial effects on out-

comes to organizations. One such outcome is innovation capability. Heaps (2001) describes innovation as the 

process by which knowledge is translated into new products, new services or enhanced productivity through process 

improvement.  This process has become increasingly important with the changing desires of customers, increased 

level of competition, and changes in technology.  It would be reasonable to assume, therefore, that every organiza-

tion would be interested in becoming more innovative.  The questions then would be, where is this knowledge com-

ing from to facilitate the transformation? and how is innovation encouraged in organizations?  This study seeks to 

examine values congruence as a contributing factor to innovation in organizations. 

 

Research Questions 

 

This research addresses two questions: 

 

1. Is there a relationship between values congruence and innovation capability in organizations? 

2. If such a relationship exists, what is the nature of that relationship? 

 

Literature Review 

 

Values Congruence 

 

Rokeach (1973) defined value as “an enduring belief that a specific mode of conduct or end-state is perso-

nally or socially preferable to an opposite or converse mode of conduct or end-state existence”.  According to Her-

sey, Blanchard, and Johnson (1996), values reflect the rights and wrongs, the do‟s and don‟ts , and are a representa-

tion of what the organization approves and rewards and what it disapproves of and sanctions. Congruency refers to 

“the degree to which the needs, objectives, and/or structures of a certain component are consistent with the needs, 

demands, goals, objectives, and/or structures of another component” Nadler & Tushman (1980). To ensure  

____________________ 
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organizational success, the values of the organization and those of the employees should be congruent (Harshman & 

Harshman, 1999; Posner & Schmidt, 1993; Schweper, 1999).  Crowell (1998) suggests that a group or organization 

is congruent when what it does is the same as what it believes.   The same is true at the individual level. 

 

Congruence (or consistency) is also said to exist when two entities are in agreement about some issues or 

variable. Preziosi and Barnes (1998) found a significant inverse relationship between values consistency (congruen-

cy) and human resource department orientation. Gordon, Harrington, and Preziosi (1999) found a relationship be-

tween values congruency and total quality management practices among critical care nurses. In yet another research, 

Preziosi and Slaoui-H (1999) found a significant relationship between values congruency and customer service 

management practices among hotel executives in Morocco.  Preziosi and Gooden (2001) found a significant rela-

tionship between values congruence and high performance teams among executives. The more congruent the em-

ployees values are with the organization, the greater the probability that the organization acts in ways that lead to 

sustainability (Gordon, Harrington, and Preziosi (2000).  Pohlman and Gardiner (2000) suggest that if an organiza-

tion does not understand what its true value system is, attempting to implement value congruence with its‟ em-

ployees will be difficult. 

 

Incongruence between personal values and those of the organization can lead to employee distrust, lower 

performance and productivity, reduced quality of output (Harshman & Harshman, 1999), job dissatisfaction (Posner 

& Schmidt, 1993), and increased intentions to leave (Schwepker, 1999).  Thus, organizations have a significant in-

terest in the relationship between employee values and organization values.  

 

Innovation Capability 

 

In June 2001 issue of Training and Development magazine, Michael Doyle, Chairman and CEO of Meme-

Streams suggests that “with the speed of the current U.S. economy, if a company doesn‟t develop an ability to inno-

vate, it will be left behind.”  Researchers argue that innovativeness is the extent to which an individual is relatively 

earlier in adopting an innovation than other members of his or her social system. Thus, creating and maintaining 

access to sources of innovation which allow for opportunities in organizational learning becomes an important issue 

(Franko 1989).  

 

Hadjimanolis (2000) defined capabilities as those features of the firm and managerial skills which form or-

ganizational routines and which lead to competitive advantage.  Thus, he said that innovation capabilities can be 

considered as a “subset of organizational capabilities” where they include the capacity to understand competitor‟s 

strategies, industry evolution, and the firm‟s technological environment.  3M has consistently exhibited such capa-

bilities and has been very successful based upon a variety of different measures of success. 

 

Heap (2001) pointed out that “innovation increases productivity not only for firms who directly innovate, 

but also for firms who benefit from the „ripple effect”.  Thus, an entire economy can benefit.  The personal computer 

is a perfect example.  Dodgson and Rothwell (1991) found the role of management as being very important for tech-

nological innovation in small firms.  Of great importance they found a high quality of leadership and a top manage-

ment team with a vision for the future. According to Edvinsson (2000) because of the talent war, leaders should pay 

more attention to issues relating to culture and values and that new managers need to be able to capture and cultivate 

minds.  This is foundational because the seeds of innovation are found in the minds of the people who work in or-

ganizations. 

 

Sethi, Smith, and Whan Park (2001) found that superodinate identity is positively related to new product 

innovativeness and that social cohesion is negatively related to innovativeness. They also found that encouragement 

to take risk is positively related to new product innovativeness. 

 

Judge, Fryxell and Dooley (1997) found that highly innovative units behaved as focused communities 

where members had a “family feeling” and socialized a lot. Less innovative units behaved more like traditional bu-

reaucratic departments. They found that in the highly innovative units, the family environment created a sense of 

trust and caring and members of the units relied heavily on highly intrinsic rewards to recognize individual and 
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group successes. Less innovative units placed emphasis on impersonal and extrinsic rewards.   Pittman, Emery, and 

Bogianno (1982) found that workers‟ energies can be misdirected if the focus is too much on extrinsic rewards.  

Providing opportunities for intrinsic rewards on the other hand, can direct workers‟ energies into creative efforts.  

The driving force is internal, just as it is with values congruence. 

 

Hattori and Wycoff (2002) emphasize the importance of values to innovation.  They say that core values 

exist in all organizations.  They believe that values such as learning, commitment, and people development drive in-

novation. 

 

Methodology 

 

Participants (N= 115) were drawn from a non-traditional MBA capstone course at Nova Southeastern Uni-

versity. Four groups out of a possible twenty-six were chosen at random from this sample of convenience. Two sets 

of data were collected: 

 

1. Participants were asked to assess their organizations and themselves on the twenty-three values of the ac-

tion research tool, “Values Analysis Worksheet”.  A four-point Likert Scale was used with the following 

response options: 4 = consistently, 3 = often, 2 = occasionally, and 1= never.  The differences of the two 

scores for each of the twenty-three pairs of scores were summed yielding a values congruency score for 

each study participant. Scores ranged between 3 and 39 out of a possible range of 0-69.  Lower scores indi-

cate greater congruence. 

 

2. Participants were asked to complete the action research tool  “Innovation Capability Audit Questionnaire” 

consisting of fifty four questions.  A six point likert scale with the responses: 1= To little or no extent; 2 = 

To a slight extent; 3 = To a moderate extent; 4= To a great extent; 5 = To a very great extent; 6 = Totally.  

A total score for each participant was determined.  The higher the score, the higher the innovation capabili-

ty. 

 

A correlation coefficient was performed to determine the relationship between values congruence and in-

novation capability in organizations. The P value was also attained to determine the degree of significance for the 

correlation coefficient. The R squared value was also determined. 

 

Findings  

 

The result of the correlation coefficient was:  r = -.711, indicating a strong, though inverse relationship be-

tween the two variables. This suggests that if there is values congruence amongst employees and the organization in 

which they work, then the probability of the innovative capability will be high. The P score was P<.01, indicating an 

acceptable degree of significance for the correlation coefficient.  The R squared value was .505 suggesting that close 

to 51% of the variability in innovative capability is explained by values congruence. 

 

Conclusion 

 

It is clear from this study that there is a relationship between values congruence and innovation capability.  

Other studies and theoretical papers have shown the same general stream of thought.  Evidence continues to mount 

that values congruence is related to a number of variables of organization effectiveness. 

 

Researchers will continue to build scientific evidence that organizations can put into practice.  In a perfect 

world of available resources, every organization could subject itself to field studies and gain the most benefit for it-

self.  While researchers will continue to search for universal truths, organizations that partner with researchers can 

provide sample populations for a large database as well as a key understanding of organization effectiveness for the 

individual organization.    
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