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THE VALUE OF VALUES ALIGNMENT 

In the fourth instalment of our ISS, we talk about the importance of having your 

employee values aligned with those of your business. Values alignment should be a key 

imperative because it underpins human resources management (HRM) activities, both 

strategic and operational, and values misalignment, or mismatches between espoused 

and enacted values can lead to a number of negative consequences.  

What is the meaning of values alignment? 

Visit almost any corporate website, and somewhere on the “About us” page, you will find well-

crafted vision and mission statement (the company’s reason for being), together with a list of 

values that define what a good corporate citizen (employee) looks like.   

Problem being that often, more effort is put into developing the perfect, often ‘motherhood’ 

statement and list of values then actually incorporating these to create and sustain a high 

performance, values driven culture. Herein enter the all too common ‘looks good on paper, 

but is neither lived nor breathed within the organisation’ tragedy of values rhetoric versus 

values reality, otherwise known as the gap between espoused values versus enacted values. 

Values are important and lasting beliefs or ideals shared by the members of a culture about 

what is good or bad, and desirable or undesirable. Alignment refers to the ‘shared’ aspect of 

definition. In short, it means that the employees values the same things that the organisation 

values. At the intangible level of organisational culture, shared values underpin common 

assumptions about what is ‘desired / good’, and help employees learn ‘how we do things 

around here’ through shared mental models. At the most visible level of culture, values 

translate into the behaviours the organisation requires to achieve their business objectives.  

How corporate values relate to HRM activities 

Let us think of a corporate vision as a destination – a location on a map that the organisation 

wants to reach. Mission is the route the organisation will follow to get to this location, and the 

vehicle (bus, car, plane, boat) in which the organisation will travel is their strategy.  Your 

stakeholders – not forgetting the critical fact that stakeholders include your employees – are 

passengers in the vehicle.  

Going with the plane example, HRM, particularly at the strategic level, is a case of getting the 

right people on the plane, getting the wrong people off the plane (and in some cases, well 

away from the airport, maybe even off to a bus station instead), and then getting those on / 

surrounding the plane into the right seats (positions). Who will be the captain? Who is the co-

pilot? Who will be in-flight crew? Who will supervise the cabin crew? Who is responsible for 

ground maintenance?  

Values are the “how we get there” and should then be defined in behavioural term – the 

behaviours that should be enacted by employees in order to get the plane to its destination, 

preferably in the most effective and efficient means possible. Take the corporate value of 

‘safety’, for example. For each employee, this value translates into certain desired behaviours. 
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For the captain, these desired behaviours include close monitoring of the weather conditions 

before and during the flight.  For the cabin crew, this means clearly demonstrating the safety 

procedures to passengers, and enforcing safety procedures whilst in flight. For ground 

maintenance, it means thoroughly checking the plane to ensure it is flightworthy, and 

scheduling preventative maintenance.  

Values alignment, as in matching employees to environments / organisations based on shared 

values (P – E fit), should underpin HRM activities. This includes determining what knowledge, 

skills and attitudes are likely to facilitate enacting the desired behaviours, hiring employees 

whose individual values are the same as those of the organisation, and importantly, ensuring 

that reward systems support alignment and reduce any espoused versus enacted values gap by 

fostering value driven behaviour, and deterring behaviour inconsistent with these values.  

What happens when values are misaligned, or espoused values are not the enacted values?  

There are numerous tragic examples of what happens when a corporate value such as safety is 

not actually lived and breathed by employees, which includes leadership and management, or 

where the rhetoric does not match the reality.  Take the Upper Big Branch Mine disaster of 

2010, which killed 29 of 31 miners at the site, as an example. The Mine Safety and Health 

Administration final report released in 2011 concluded that the company's culture of favouring 

production over safety contributed to flagrant safety violations that ultimately lead to the 

multiple-fatality event. 

Leadership plays a crucial role in modelling value driven behaviour. A former superintendent, 

Gary May, pleading guilty in March 2012, confessing to conspiring to impede MHSA 

enforcement efforts. This case demonstrates how espoused corporate values may differ from 

those actually enacted by employees with the value of safety having been espoused by 

leadership, but the value of “production above all else” being enacted by management. This 

sort of leader behaviour often creates a ‘culture of silence’, where employees who attempt to 

speak up over safety or ethical concerns face threats of discipline, rather than being rewarded.  

On a related front, values conflict or misalignment is a known workplace stressor. An example 

of this might be if manager asks an employee who values integrity and honesty to cover up an 

unauthorised expense or error in client work, rather than bringing the issue out in the open 

and resolving it properly. Individuals asked to behave in ways inconsistent with their own 

values suffer both cognitive dissonance and distress, which lead to other negative outcomes. 

Is values alignment measurable?  

The degree of value alignment between corporate values and employee values, at the 

individual, team, and organisational level, is critically assessable in a number of different ways. 

Specially trained and formally certified members of the PsychSafe team use valid and reliable 

assessment tools such as the TMS Window on Work Values and Organisational Values Profile, 

as well as P-E Fit Indices to gather data on values alignment, which inform the design of 

interventions to address espoused versus enacted values gaps, and improve P-E fit.   

 


