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ABSTRACT
Person – organization (P – O) fit theory suggests that alignment between employee and organiza
tional values affects outcomes such as retention and performance. This study examines how overall 
and value-specific cultural fit predict turnover and performance in business-to-business sales. 
Survey data from 115 sales professionals and managers, combined with six-month follow-up 
data on turnover and revenue, were analyzed using a compositional approach based on the Big 
Nine Cultural Values framework. Overall fit predicted lower turnover, while alignment on integrity 
offered additional insight into value-based differences. Findings extend P – O fit theory by showing 
how cultural alignment influences retention in sales.

Introduction

High turnover continues to undermine the effectiveness of 
organizations, where the constant need to recruit, train, 
and replace salespeople drains resources and disrupts cus
tomer relationships (Funds, 2025). Industry estimates sug
gest that annual turnover in sales frequently exceeds 20%, 
and each departure can cost firms between 150% and 
200% of an employee’s annual salary when lost productiv
ity and replacement expenses are considered (Funds, 2025; 
Stratus, 2023). These costs extend beyond financial loss, 
eroding client trust, damaging morale, and weakening the 
continuity of customer relationships (Rutherford et al.,  
2012; Verbeke et al., 2011).

Sales environments are uniquely demanding: perfor
mance pressure is constant, individual autonomy is 
high, and results are measured over short cycles (e.g. 
Lussier et al., 2025; Verbeke et al., 2011). High levels of 
voluntary separation in sales are often linked to job 
stress, low satisfaction, and emotional exhaustion 
(Lussier et al., 2021; Rutherford et al., 2012; Schwepker 
& Schultz, 2015). More broadly, recent work highlights 
the growing importance of mental health and well-being 
in business-to-business sales contexts (Lussier et al.,  
2025). Within these contexts, organizational culture 
functions as both a performance driver and 
a stabilizing force (Chatman & Barsade, 1995). 
However, despite longstanding recognition that culture 

and fit shape organizational outcomes (Hartnell et al.,  
2011; Kristof, 1996), few studies have identified which 
specific cultural dimensions most influence salesperson 
retention and performance.

Person – organization (P – O) fit theory provides 
a useful lens for understanding these dynamics. It posits 
that employees are more satisfied and committed when 
their personal values align with those of their organization 
(Kristof, 1996; Kristof-Brown et al., 2005); however, most 
research has focused on global perceptions of fit rather 
than examining how alignment on individual cultural 
values translates into measurable outcomes. This limita
tion is particularly important in sales settings, where cul
ture simultaneously reinforces performance standards and 
social belonging. For example, alignment on execution- 
oriented values may enhance goal focus and efficiency, 
while alignment on relational or ethical values may pro
mote loyalty and reduce turnover. Determining which 
types of cultural alignment matter most can therefore 
clarify why some salespeople thrive and others disengage.

The current study investigates how salesperson – orga
nization cultural fit influences turnover and performance 
in a medium-sized U.S. based business-to-business staff
ing organization. Building on the Big Nine framework of 
cultural values (Sull et al., 2019), we distinguish between 
broad, overall cultural alignment and value-specific align
ment on dimensions such as execution, customer focus, 
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and diversity. Using a comparative-judgment survey 
design and compositional data analysis grounded in the 
centered log-ratio (CLR) transformation (Aitchison,  
1986), we link these cultural alignment measures to 
objective, time-lagged outcomes – turnover and average 
weekly revenue.

By integrating P – O fit theory with a compositional 
approach to culture, this research advances our under
standing of how specific cultural dimensions shape 
employee behavior in sales contexts. Our findings 
show that overall person – organization fit predicts 
retention but not short-term performance. Among spe
cific cultural dimensions, integrity significantly pre
dicted turnover, suggesting that alignment on honesty 
and ethical conduct reduces exit risk. These insights 
extend the theoretical boundaries of P – O fit by illus
trating that cultural alignment operates through distinct 
pathways depending on which values align and which 
outcomes are examined. The purpose of this study is to 
examine how salesperson – organization cultural align
ment, both overall and value-specific, predicts turnover 
and performance outcomes, thereby extending person – 
organization fit theory within the context of sales 
organizations.

Literature review

Organizational culture

Organizational culture is “the pattern of shared values 
and beliefs that help individuals understand organiza
tional functioning and thus provide them norms for 
behavior in the organization” (Deshpandé & Webster,  
1989, p. 4). Shared values articulate what matters most 
within a firm, while norms provide explicit behavioral 
guidance that signals how those values should be 
enacted (Sull et al., 2019a).

Gustafson et al. (2018) reviewed culture research in 
the selling and sales management literature and found 
that organizational climate directly influences outcomes 
such as job performance, job satisfaction, and salesper
son well-being. The study of organizational culture has 
expanded significantly, emphasizing its central role in 
shaping employee behavior, enhancing satisfaction, and 
driving organizational effectiveness (Gustafson et al.,  
2018).

As firms adapt to increasingly dynamic markets, 
understanding and leveraging organizational culture 
has become essential for maintaining a competitive 
advantage. Research consistently shows that culture 
functions as a core driver of organizational value by 
guiding collective behavior and aligning employees 
around shared priorities (Hartnell et al., 2011; Schein,  

1985). Shared beliefs and norms not only shape internal 
employee outcomes but also contribute to external suc
cess by aligning the workforce with broader organiza
tional goals (Deshpandé & Webster, 1989). These 
insights reveal the importance of analyzing organiza
tional culture in relation to outcomes such as turnover, 
engagement, and employee well-being (Gustafson et al.,  
2018).

Additionally, prior research has found organizational 
culture can be meaningfully represented through 
a limited set of shared value dimensions. Sull et al. 
(2019a) identified nine core values, known as the Big 
Nine Cultural Values, that consistently distinguish high- 
performing organizations. These values capture how 
firms express culture in concrete, behavior-based 
terms rather than abstract ideals, offering a modern 
framework for linking cultural alignment to measurable 
outcomes.

The Big Nine Cultural Values framework (Sull et al.,  
2019a) offers an empirically grounded foundation for 
assessing organizational culture. Drawing on over 
1.2 million employee reviews from more than 500 com
panies, the authors identified nine cultural dimensions 
most frequently associated with organizational effective
ness: agility, collaboration, customer, diversity, execu
tion, innovation, integrity, performance, and respect 
(Sull et al., 2020). Unlike legacy typologies such as 
Hofstede’s (1984) national culture dimensions or 
Quinn and Rohrbaugh’s (1983) Competing Values 
Framework, which emphasize societal or archetypal 
orientations, the Big Nine reflects firm-level, behavio
rally observable values that organizations actively com
municate and evaluate. Because this framework is 
derived from large-scale, real-world data, it offers both 
managerial relevance and construct validity for studying 
cultural alignment in modern sales contexts. Using 
these empirically validated values allows us to test 
whether alignment on the same dimensions emphasized 
by today’s most successful organizations predicts tangi
ble outcomes such as salesperson turnover and perfor
mance. A summary of these nine values and their 
definitions is provided in Table 1.

Person-Organization Fit Theory
Person – Organization (P – O) Fit Theory proposes that 
alignment between an employee’s values and the orga
nization’s culture improves outcomes such as perfor
mance, retention, and job satisfaction (Kristof, 1996). 
Prior research has demonstrated that overall cultural fit 
leads to higher performance and lower turnover 
(Chatman, 1989; Kristof-Brown et al., 2005; O’Reilly 
et al., 1991; Verquer et al., 2003). When employees 
perceive value alignment, they experience reduced 
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cognitive dissonance and greater affective commitment, 
which stabilizes tenure and enhances engagement 
(Cable & DeRue, 2002).

While traditional research treats P – O fit as a single, 
global perception of compatibility, newer approaches 
adopt a facet-level perspective that examines alignment 
on specific cultural dimensions. Similar to how person
ality research distinguishes between broad traits (e.g. 
conscientiousness) and narrower facets (e.g. orderliness, 
achievement), fit research benefits from differentiating 
global fit from value-specific fit (Cable & DeRue, 2002; 
Van Vianen, 2018). Broad fit reflects a general sense of 
belonging and value congruence that primarily influ
ences attitudinal outcomes like satisfaction and reten
tion, whereas narrow, value-specific fit emphasizes 
alignment on concrete cultural dimensions, such as 
execution, customer focus, or diversity, that are more 
directly tied to performance behaviors.

In sales contexts, where performance pressure and 
individual accountability are high, cultural alignment 
serves both as a behavioral compass and a retention 
mechanism (Pappas et al., 2023). This study conceptua
lizes value-specific P – O fit as the micro-alignment 
between an employee’s prioritized values and the orga
nization’s expressed priorities on each cultural dimen
sion. This approach allows us to test whether alignment 
on certain values predicts outcomes beyond overall fit. 
We expect that broad fit will primarily predict turnover 
through its influence on belonging and commitment, 
while value-specific fit will better explain salesperson 
performance, which depends on behavioral alignment 
with the organization’s execution-oriented norms.

Research on P – O fit has consistently demonstrated 
that value congruence predicts outcomes such as job 
satisfaction, commitment, and turnover (Kristof- 
Brown & Guay, 2011; Oh et al., 2014). Yet most prior 
studies rely on cross-sectional, self-report data rather 
than objective, time-lagged outcomes. Moreover, few 
studies have examined how specific value alignments 

influence distinct outcomes in sales, where objective 
metrics such as turnover and revenue can be tracked 
directly. Building on these gaps, the present study inte
grates the Big Nine Cultural Values framework (Sull 
et al., 2019a) with P – O Fit theory to test how both 
general and value-specific alignment influence salesper
son turnover and performance using firm-provided 
data. To situate this study within the broader literature, 
Table 2 summarizes key research linking organizational 
culture, person – organization fit, and salesperson out
comes, highlighting the conceptual and methodological 
gaps that this study addresses through a compositional, 
value-based approach to cultural fit.

Conceptual model and hypotheses

Sales forces care most about two outcomes: whether 
salespeople stay and how well they perform 
(Churchill et al., 1985; Verbeke et al., 2011). We 
argue that both hinge on cultural fit, which is 
defined as the alignment between salesperson values 
and the organization’s cultural priorities, rather than 
employees’ standalone value priorities or perceived 
climate (Cable & DeRue, 2002; Kristof, 1996; Kristof- 
Brown et al., 2005; Sull et al., 2019a). Studies link 
this alignment to longer tenure, greater satisfaction, 
and stronger performance (Cable & DeRue, 2002; 
Kristof-Brown et al., 2005; Sull et al., 2019b). 
Because turnover and performance shape customer 
continuity and firm performance, the sales literature 
treats them as core outcomes (Churchill et al., 1985; 
Verbeke et al., 2011). In what follows, we examine 
actual turnover (observed exits) and objective perfor
mance (weekly revenue) and test whether overall fit 
and value-specific fit relate to these outcomes in 
distinct ways. Figure 1 illustrates the conceptual 
model, outlining the hypothesized relationships 
between overall and value-specific cultural fit and 
their effects on turnover and performance.

Table 1. Big Nine cultural values and definitions.
Value Definition

Agility Team members can promptly and efficiently adapt to shifts in the market and capitalize on emerging opportunities
Collaboration Employees cooperate effectively within their teams and seamlessly across various segments of the organization
Customer Team members prioritize customers at the core of their actions, attentively listening to their feedback and addressing their needs with utmost 

importance
Diversity The company advocates for a workplace that embraces diversity and inclusivity, ensuring that no individual faces disadvantages based on 

their gender, race, ethnicity, sexual orientation, religion, or nationality.
Execution Team members are given the authority to take action, provide them with necessary resources, follow procedural discipline, and are 

accountable for achieving results.
Innovation The company leads in introducing innovative products, services, technologies, or methods of operation.
Integrity Team members consistently demonstrate honesty and ethical conduct in their actions
Performance The company recognizes and rewards results through compensation, acknowledgment, promotions, and effectively addresses 

underperformance among employees.
Respect Team members exhibit thoughtfulness and courtesy toward others, treating each other with dignity.
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Broad vs. Value-specific cultural fit

Research on Person – Organization (P – O) fit often 
models a global judgment of compatibility, or overall fit 
(Kristof, 1996; Kristof-Brown et al., 2005). Overall fit 
provides a sense of belonging and clarifies “how work 
gets done,” which can stabilize tenure and organize 
effort (Cable & DeRue, 2002). At the same time, orga
nizations emphasize distinct cultural priorities (e.g. 
execution, collaboration, customer focus, integrity, per
formance, innovation, agility, respect, diversity), and 
alignment on these value-specific dimensions can map 
more directly onto behavior than a single overall score 
(Sull et al., 2019a; Van Vianen, 2018). Following 
a broad-versus-narrow logic, broad constructs summar
ize many cues, whereas narrow, behavior-proximal con
structs add predictive power (Jansen & Kristof-Brown,  
2006; Van Vianen, 2018). In sales, where pace, coordi
nation, and customer orientation shape daily work, this 
distinction operates in practice, not only in theory.

Culture also functions as an implicit control system, 
guiding behavior through shared, informal norms (Lopez 
& McMillan-Capehart, 2009). Guided by this view, we 
test both overall fit (global alignment) and value-specific 
fit (alignment on discrete cultural values) as predictors of 
turnover and performance. The Big Nine values (Sull 
et al., 2019a) align with routine sales activities, such as 
planning and execution, coordination with coworkers, 
and serving customer needs, and together reflect how 
salespeople act, work with others, and engage customers.

Introduced as a contemporary, validated framework 
widely adopted in industry, the Big Nine (Sull et al.,  
2019a) bridges academic and practitioner relevance. 
Compared with macro-level typologies such as 
Hofstede’s national culture dimensions (Hofstede,  
1984), which capture cross-national differences, or the 
Competing Values Framework (Quinn & Rohrbaugh,  
1983), which classifies cultures into broad archetypes, 
the Big Nine isolates specific value dimensions that 
precisely capture how cultural alignment manifests in 

Table 2. Organizational culture literature review.
Study Focus Area Key Findings Relevance to Current Study

Barnes et al. 
(2006)

Culture → 
Performance, 
Turnover

Strong sales culture = higher value 
congruity, lower stress, higher job 
satisfaction and commitment.

Indicates that alignment between individual and organizational 
cultural values enhances performance and retention, reinforcing 
the P – O fit construct.

Boyce et al. 
(2015)

Culture → 
Performance

Culture predicts performance; performance 
does not change culture.

Supports a unidirectional relationship where culture predicts 
performance, aligning with the study’s theoretical framing.

Cable and DeRue 
(2002)

P – O Fit → 
Performance

Alignment with specific values (e.g. 
execution) improves motivation and 
performance.

Provides a theoretical foundation for examining how alignment on 
task-proximal values, such as execution, shapes motivation and 
performance.

Chatman and 
Barsade (1995)

Culture → 
Performance

Culture of cooperation enhances 
performance when employees value 
cooperation.

Demonstrates that fit on specific cultural values predicts behavior, 
supporting the multidimensional view of cultural alignment.

Deshpandé and 
Farley (2004)

Culture → 
Performance

Innovation and customer orientation predict 
business success.

Illustrates that specific cultural values, such as customer focus, 
directly influence business outcomes.

Dugan et al. 
(2022)

Sales Culture → 
Well-being, 
Performance

Sales organizational culture affects 
individual, organizational, and societal 
well-being.

Expands understanding of sales organizational culture to include 
well-being outcomes alongside performance.

Gustafson et al. 
(2018)

Culture → 
Salesperson 
Outcomes

Organizational climate affects job 
satisfaction, well-being, and performance 
in sales.

Establishes that organizational culture influences salesperson- 
specific outcomes, supporting culture – outcome linkage.

Lopez and 
McMillan- 
Capehart 
(2009)

Culture → 
Turnover

Culture as implicit control: salesperson – 
organization fit reduces disengagement.

Provides theoretical grounding for turnover models based on 
cultural alignment as an implicit control mechanism.

Lu et al. (2023) Culture → 
Performance, 
Turnover

Differentiates between value congruence 
and perceptual congruence. Both 
influence job outcomes.

Highlights that distinct forms of cultural alignment – overall versus 
value-specific— 
affect performance and retention differently.

Martin and 
J (2003)

Culture → 
Performance

Customer-oriented cultures increase 
customer-oriented selling behaviors.

Validates the inclusion of customer focus as a key cultural value 
influencing sales behavior.

Myer et al. (2016) Culture → 
Turnover

Ethical/service climates shape attitudes and 
retention.

Reinforces that cultural values influence turnover through ethical 
and service-oriented climates.

Pappas et al. 
(2023)

Culture + Sales 
Team Norms → 
Turnover

Competitive, team-based cultures decrease 
turnover and boost performance.

Affirms that sales team culture shapes both turnover and 
performance in competitive environments.

Rutherford et al. 
(2012)

Job Stress +  
Culture → 
Turnover

Supportive leadership reduces emotional 
exhaustion and turnover.

Supports the role of supportive cultural values, such as respect and 
diversity, in reducing turnover through emotional stability.

Schwepker and 
Schultz (2015)

Ethical Sales 
Culture → 
Performance

Ethical climate improves value-enhancing 
sales performance.

Confirms that ethical organizational culture improves sales 
performance, underscoring its importance in sales contexts.

Note. Inclusion criteria: Peer-reviewed, empirical studies examining person – organization fit or organizational culture in relation to performance, turnover, or 
salesperson outcomes. Exclusion criteria: Practitioner articles, conceptual papers without empirical data, dissertations, editorials, and studies unrelated to 
culture – fit or sales contexts.

4 D. BRAUER ET AL.



everyday sales routines and performance expectations. 
This specificity enables tests of overall fit and value- 
specific fit within a single, managerially useful frame
work (Hofstede, 1984; Quinn & Rohrbaugh, 1983; Sull 
et al., 2019a).

Overall Fit and Salesperson Outcomes
When overall fit is high, salespeople experience fewer 
value conflicts and less role strain, which strengthens 
commitment and lowers the likelihood of quitting 
(Cable & DeRue, 2002; Kristof-Brown et al., 2005; Oh 
et al., 2014; Van Vianen, 2018). In high-accountability 
sales roles, even small misalignments can magnify daily 
stressors; by contrast, clear expectations about pace, and 
collaboration reduce uncertainty, dampen strain, and 
stabilize tenure. This mechanism is consistent with evi
dence that value congruence supports socio-affective 
attachment and decreases withdrawal cognitions across 
occupations, with especially salient effects in perfor
mance-visible settings like sales (Cable & DeRue, 2002; 
Oh et al., 2014; Van Vianen, 2018). Accordingly, we 
predict a negative association between overall cultural 
fit and salesperson turnover, stated formally as H1 below:

H1: Salesperson cultural fit with the organization is 
negatively related to salesperson turnover.

Although Person – Organization Fit is often associated 
with retention, it can also influence performance 
through motivational and cognitive pathways. 

Employees who perceive a strong cultural fit with their 
organization tend to align their personal goals with 
organizational objectives, fostering a shared sense of 
purpose and clarity in how success is defined (Cable & 
DeRue, 2002; O’Reilly et al., 1991). In sales roles, this 
alignment helps salespeople interpret performance stan
dards, understand reward structures, and internalize the 
firm’s priorities for customer relationships and execu
tion. When values are congruent, salespeople are more 
likely to engage in high-effort, adaptive behaviors, such 
as persistence, customer orientation, and problem- 
solving, that directly enhance performance outcomes 
(Chatman & Barsade, 1995; Jaramillo et al., 2009; 
Panagopoulos & Avlonitis, 2008). By reinforcing identi
fication with the organization and reducing cognitive 
strain from conflicting values, overall fit frees cognitive 
and emotional resources for problem-solving and goal 
pursuit.

Accordingly, we expect a positive association 
between overall cultural fit and salesperson perfor
mance, formalized as:

H2: Salesperson cultural fit with the organization is 
positively related to salesperson performance.

Value-Specific Fit and Salesperson Outcomes
Understanding which cultural values matter requires 
moving beyond a single overall fit score. Research on 
broad versus narrow predictors shows that value- 
specific measures often explain incremental variance 

Figure 1. Conceptual model of cultural fit and salesperson outcomes.
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beyond global fit because they are closer to the beha
vioral mechanisms that drive outcomes (Jansen & 
Kristof-Brown, 2006; Van Vianen, 2018). In sales orga
nizations, alignment or misalignment on specific values 
can shape how employees interpret norms, interact with 
colleagues, and engage with customers.

When misalignment occurs, when employees’ 
values deviate from the organization’s priorities on 
integrity, ethical conduct, or collaboration, role con
flict and psychological strain may emerge, increasing 
the likelihood of exit (Hom et al., 2017). Conversely, 
when alignment is strong on values such as execu
tion – translating plans into timely, goal-directed 
action – or customer focus – prioritizing buyer 
needs and responsiveness – employees are better 
equipped to meet performance expectations and sus
tain engagement in demanding sales roles. These 
mechanisms enhance both stability and performance 
in demanding sales contexts (Jaramillo et al., 2009; 
Verbeke et al., 2011).

Building on this reasoning, we assess value-specific 
person – organization fit across the Big Nine Cultural 
Values to identify which dimensions most strongly pre
dict turnover and performance, and hypothesize the 
following:

H3a: Salesperson fit on individual cultural value dimen
sions explains incremental variance in turnover beyond 
overall salesperson – organization cultural fit.

H3b: Salesperson fit on individual cultural value dimen
sions explains incremental variance in performance 
beyond overall salesperson – organization cultural fit.

To test the distinct effects of overall and value-specific 
cultural fit, we aligned our theoretical framework and 
measurement at the individual (salesperson) level. 
Overall fit represents a global index of value alignment, 
whereas value-specific fit captures congruence on dis
crete cultural dimensions. This approach is consistent 
with multifaceted perspectives of person – organization 
(P – O) fit and multidimensional models of organiza
tional culture (Jansen & Kristof-Brown, 2006; Sull et al.,  
2019a; Van Vianen, 2018). The following section 
describes the data source, sample, measures, and analy
tical approach.

Method

Data source and procedure

We collected data from the sales division of a medium- 
sized U.S. based business-to-business staffing 

organization to examine how salesperson – organization 
cultural fit influences turnover and performance out
comes. The sample included both salespeople and sales 
managers, all of whom carried individual sales quotas 
and reported their own sales performance. Although 
managers supervised others, they also maintained per
sonal client accounts and made their own sales calls, 
which is common in medium-sized business-to- 
business firms (Rapp et al., 2020). Because the focal 
constructs concern salesperson – organization cultural 
fit (rather than salesperson – manager fit), and because 
all outcomes were individually attributable, analyses 
were conducted at the individual level with role (sales
person vs. manager) included as a control variable. 
A multilevel modeling approach was therefore not 
required for the hypotheses tested.

Following best practices to minimize common 
method bias (Podsakoff et al., 2003), we collected pre
dictor and outcome data at separate points in time. All 
sales professionals and their managers completed an 
online cultural values survey. Six months later, turnover 
and performance data were obtained from the firm’s HR 
and financial systems, ensuring a clear temporal separa
tion between predictors and dependent variables. The 
project was endorsed by senior leadership, participation 
was voluntary, and confidentiality was emphasized; 
there was a 57.2% response rate.

Sample and measures

After removing incomplete surveys, the final dataset was 
115 respondents. Analytic Ns vary by analysis due to 
listwise deletion (correlations N = 114; regressions N =  
113). In the regression sample, 72.2% were salespeople 
and 27.8% were managers. Role (0 = salesperson, 
1 = manager), gender (0 = male, 1 = female; 43.5%), 
and organizational tenure (ordinal 1 � 1 year to 8 � 8  
years: 38.3% � 1 year) were included as controls. Mean 
tenure = 2.86 years (SD = 1.42), mean age = 31.4 years 
(SD = 6.7). All respondents, including managers, carried 
individual quotas and generated their own revenue: 
analyses are at the individual level (no manager-level 
nesting). The sample primarily represents early-career 
sales professionals, as the average tenure was under 
three years, consistent with typical early-state sales 
career trajectories in B2B settings (Moncrief et al.,  
2006).

A summary of all study variables, measurement 
approaches, data sources, and citations is included in 
Appendix A (Table A1). Descriptive statistics and cor
relations are reported in Appendix Tables A2 and A3. 
We operationalized cultural values using the Big Nine 
framework reported in Table 1: execution, 
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collaboration, customer, integrity, performance, inno
vation, agility, respect, and diversity (Sull et al., 2019a). 
The survey used paired comparisons on sliding scales to 
elicit relative value priorities, following an analytic hier
archy process (Saaty, 1980). This approach yields ratio- 
scaled priority weights that reflect respondents’ true 
value hierarchies and reduces scale-use bias common 
in Likert items (Baumgartner & Steenkamp, 2001). 
Compositional data were analyzed in log-ratio space 
using the centered log-ratio transform (Aitchison,  
1986); full computational details appear in Appendix D.

Overall cultural fit was calculated as the Aitchison 
distance between each individual’s profile and the orga
nizational benchmark (smaller distances = greater align
ment). Value-specific fit was computed as the absolute 
deviation between individual and organizational scores 
on each value. Turnover was coded 0 = stayed, 1 = left 
(six months post-survey); performance was measured as 
average weekly revenue (USD) across the six-month 
observation period (M = $8,772, SD = $3,912). 
Regression analyses (OLS for revenue, logistic for turn
over) were used because predictors were observed 
indices, and outcomes were objective metrics, consistent 
with fit-theory modeling recommendations (Edwards,  
2008; Edwards & Parry, 1993).

This design provides objective, time-lagged outcomes 
that mirror how firms monitor sales results, supporting 
both theoretical and practical relevance.

Analytical approach

We tested hypotheses at the individual level using 
SPSS. For H1, we estimated a binary logistic regres
sion predicting turnover from Overall Fit (CLR dis
tance), controlling for role, gender, and tenure. For 
H2, we used ordinary least squares (OLS) regression 
to predict average weekly revenue from Overall Fit 
with the same controls. For H3a and H3b, we 
replaced Overall Fit with the nine value-specific mis
fit variables to test which cultural dimensions pre
dicted turnover (logistic regression) and performance 
(OLS regression).

Additionally, we conducted preliminary group com
parisons using independent-samples t-tests to examine 
whether sales performance and tenure differed signifi
cantly by turnover status or gender. Turnover was unre
lated to baseline performance but was associated with 
shorter tenure among those who left (Appendix C, 
Table C3). Regression diagnostics indicated acceptable 
distributional assumptions, no multicollinearity (VIF <  
3.0), and good model fit; full details appear in Appendix 
C. Additional diagnostics are reported in Appendix 
C (Tables C1–C3).

Results

For H1, overall cultural fit (lower CLR distance = better 
alignment) significantly predicted turnover. The logistic 
model was statistically significant, χ2 (4) = 23.29, 
p < .001, Nagelkerke R2 = .27. Employees whose values 
diverged more from the organizational profile were 
substantially more likely to leave (B = 1.61, SE = 0.43, 
p < .001, OR = 5.03, 95% CI [2.14, 11.79]). These results 
support H1, indicating that employees whose values 
diverged most from the organizational profile were con
siderably more likely to exit. Practically, poor fit 
increased the likelihood of turnover by a factor of five, 
highlighting the high retention cost of cultural misalign
ment (See Appendix B, Table B1).

For H2, overall fit did not significantly predict objec
tive sales performance (B = 1,964.56, p = .56). The overall 
model fit was modest, R2 = .11, Adjusted R2 = .08, F 
(4,109) = 3.41, p = .01, driven primarily by control vari
ables. Tenure predicted higher revenue (B = 4,704.70, 
p = .007), whereas fit, gender, and role did not 
(Appendix B, Table B2). Thus, the results do not support 
H2, suggesting that overall cultural alignment influences 
retention but not objective revenue outcomes.

Replacing overall fit with the nine value-specific mis
fit variables improved model fit for turnover (H3a). The 
model was significant, χ2 (12) = 31.45, p = .002, 
Nagelkerke R2 = .35. Among the nine cultural values, 
only integrity significantly predicted turnover (B =  
1.31, SE = 0.63, p = .03, OR = 3.74, 95% CI [1.08, 
12.85]). Greater misalignment on integrity was linked 
to higher exit risk. Execution (p = .07) showed a positive 
but marginal trend, suggesting partial evidence that low 
alignment on this value may also increase exit likeli
hood. This suggests that ethical congruence and opera
tional alignment are key retention levers in sales teams. 
These findings partially support H3a (Appendix B, 
Table B3).

For performance (H3b), the model was significant, F 
(12, 102) = 3.43, p = .001, with R2 = .13, Adjusted 
R2 = .10. However, only respect approached significance 
(B = 9,274.33, p = .08), suggesting that alignment on 
respect may modestly enhance revenue. No other value- 
specific variables significantly predicted performance. 
Collectively, these results indicate that specific cultural 
values, particularly integrity, play a more decisive role in 
retention than in immediate sales performance. Thus, 
the results do not support H3b (Appendix B, Table B4).

Discussion

This study advances understanding of how person – 
organization (P – O) fit shapes core sales outcomes 

JOURNAL OF MARKETING THEORY AND PRACTICE 7



(turnover and performance) by differentiating between 
broad cultural alignment and value-specific alignment. 
Overall cultural alignment predicted turnover but not 
performance, indicating that fit affects behavioral and 
attitudinal outcomes differently. Employees whose 
value profiles diverged from the organization’s culture 
were substantially more likely to leave, supporting the 
view that congruence reduces cognitive strain and con
flict, strengthening an employee’s psychological connec
tion to the firm (Cable & DeRue, 2002; Chatman, 1989). 
The strong odds ratio and high classification specificity 
in the turnover model further suggest that misalignment 
functions as an early signal of exit risk.

In contrast, overall cultural fit did not predict average 
weekly revenue, suggesting that alignment with broad 
cultural norms does not necessarily translate to higher 
sales productivity. This finding supports the premise 
that value-specific alignment – rather than generalized 
cultural similarity – better explains performance out
comes in role-specific contexts where behavioral expec
tations are tightly linked to task execution (Jansen & 
Kristof-Brown, 2006; Kristof, 1996). Performance in 
sales depends more on value-specific alignment with 
behaviors that drive execution. Among the nine cultural 
values, Integrity emerged as a significant predictor of 
turnover, suggesting that employees exhibiting greater 
incongruence with the organization’s emphasis on hon
esty and ethical conduct were more likely to leave. After 
accounting for role, gender, and tenure, the remaining 
cultural values were not significant predictors of turn
over or performance. This pattern suggests that the 
effects of cultural alignment are not universal but 
instead depend on which specific value dimensions are 
most behaviorally relevant to the outcome examined.

Because the study was conducted within a single 
organization at a specific point in time, the results 
should not be interpreted as universally generalizable. 
Instead, they provide organization-specific evidence 
demonstrating how firms can quantify cultural align
ment and examine its link to turnover and performance 
outcomes. This context-bound design reflects a growing 
emphasis on organizational culture as an actionable, 
diagnostic construct rather than a universal template 
(Schein, 1985; Sull et al., 2019a). Accordingly, the 
study’s contribution lies in illustrating a replicable ana
lytic approach – not in claiming identical results across 
all firms.

Theoretical implications

This study makes three key theoretical contributions 
to person – organization (P – O) fit theory. First, we 
demonstrate that cultural fit operates through 

distinct mechanisms for retention and performance. 
Overall fit predicted turnover but not sales perfor
mance, showing that broad cultural alignment helps 
employees remain with the organization by reducing 
value conflict and uncertainty, rather than directly 
increasing productivity. This finding challenges the 
long-standing assumption that overall fit universally 
enhances all desirable outcomes (Kristof-Brown 
et al., 2005) and advances theory by distinguishing 
between the stabilizing effects of global alignment 
and the performance implications of value-specific 
fit.

Second, we identify which cultural values matter 
most for specific outcomes – a key advancement 
over traditional global fit approaches. Integrity 
emerged as the only value that significantly predicted 
turnover, indicating that employees whose personal 
values around honesty and ethical conduct were less 
aligned with the organization’s integrity norm were 
more likely to leave. This finding moves beyond the 
generalized “fit reduces turnover” narrative by isolat
ing which specific dimensions of cultural alignment 
drive retention. In doing so, it refines Person – 
Organization Fit theory by demonstrating that not all 
values matter equally; rather, ethical congruence exerts 
a distinct stabilizing effect on retention in sales con
texts, where credibility and trust are foundational to 
both internal cohesion and customer relationships 
(Cable & DeRue, 2002; Kristof-Brown et al., 2005). 
This contribution shifts the discussion from whether 
fit matters to understanding which values matter and 
why, offering firms a diagnostic tool for identifying 
misalignment risks before turnover occurs.

Third, we position cultural fit as a multidimensional 
construct that links the type of alignment to the type of 
outcome. Overall fit explains who stays, while value- 
specific alignment helps explain how employees per
form once they are there. This multidimensional per
spective refines theoretical precision within P – O fit 
research and clarifies why previous studies often report 
inconsistent relationships between fit and performance. 
By testing both overall and value-specific alignment 
using objective, time-lagged data, this study offers 
a more differentiated understanding of how fit operates 
in performance-driven environments such as sales.

Beyond reaffirming the well-established relationship 
between person – organization fit and turnover, this 
study contributes new insight into why this relationship 
occurs and which aspects of cultural alignment matter 
most. By differentiating between global and value- 
specific alignment, we show that fit is not a uniform 
construct but a pattern of distinct mechanisms. Integrity 
alignment emerged as the key stabilizing factor, 
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indicating that ethical congruence, not mere similarity, 
anchors retention in sales contexts. These findings move 
the literature from confirmation of fit effects toward 
explaining its contingencies and boundary conditions, 
offering a more diagnostic, value-based view of P – O fit.

Managerial implications

From a managerial perspective, our findings offer 
practical guidance for hiring and employee retention 
strategies by providing clear direction for sales and 
organizational leaders seeking to strengthen cultural 
alignment as a driver of both employee retention and 
performance. Overall fit served as a strong founda
tion for stability within the sales force. Salespeople 
whose cultural profiles closely matched the organiza
tion’s were less likely to leave, suggesting that shared 
values reduce ambiguity and reinforce a sense of 
belonging. This finding is consistent with research 
showing that alignment between personal and orga
nizational values enhances commitment and satisfac
tion (Kristof-Brown et al., 2005). For managers, 
assessing cultural alignment should extend beyond 
the hiring process. Regularly evaluating employee – 
organization fit can help identify early signs of dis
engagement, allowing leaders to intervene before 
turnover occurs.

Integrity was the most consistent predictor of turn
over, emphasizing the role of ethical congruence in 
sustaining trust and long-term commitment 
(Schwepker & Schultz, 2015). When employees perceive 
gaps between their personal ethics and the organiza
tion’s standards, they are more likely to disengage and 
eventually exit. This finding aligns with prior research 
showing that value alignment around ethics and integ
rity builds stronger, more enduring employment rela
tionships (Cable & DeRue, 2002). Managers can apply 
this insight by embedding integrity into performance 
conversations, training, and recognition systems. 
Modeling ethical behavior and holding teams accoun
table to shared standards reinforces cohesion and stabi
lity within the sales function.

Respect also approached significance in predicting 
sales performance, suggesting that alignment on inter
personal and relational values may enhance collabora
tion and client engagement. This pattern reflects 
earlier evidence that cooperative, respectful work cli
mates lead to improved customer satisfaction and 
overall effectiveness (Deshpandé & Farley, 2004; 
Hartnell et al., 2011). These results indicate that cul
tural alignment is not a one-time concern but a con
tinuous management responsibility. Strengthening 
overall fit helps retain salespeople, while reinforcing 

value-specific alignment – especially around integrity – 
creates conditions for ethical, sustainable success. By 
embedding cultural alignment into recruitment, 
development, and evaluation practices, organizations 
can transform shared values into measurable perfor
mance outcomes.

Limitations and future research

Although this study deepens our understanding of 
how person – organization (P – O) fit influences 
turnover and performance, several limitations high
light important opportunities for future research. 
The first limitation is that the study focused on one 
medium-sized U.S.–based business-to-business staff
ing firm. This setting provided a consistent cultural 
environment for measuring fit, but the results may 
not apply in the same way to other industries or job 
types. For instance, organizations that emphasize 
creativity, teamwork, or service may find that differ
ent cultural values matter more for predicting per
formance or retention. Future research should test 
these relationships across diverse industries and 
organizational cultures to see whether values such 
as integrity consistently relate to outcomes like turn
over, or whether their effects depend on the work 
context (Kristof-Brown et al., 2005).

The second limitation is that we examined cultural fit 
only at the individual – organization level. Employees 
also form value alignment with their immediate teams 
and managers, which can shape motivation, collabora
tion, and job satisfaction in ways broader cultural fit 
cannot capture. Future studies should test how align
ment with supervisors or team members interacts with 
organizational fit. This multilevel approach could reveal 
whether strong team or manager fit can make up for 
weaker organizational alignment, or whether alignment 
across all levels is needed to sustain engagement and 
performance (Cable & DeRue, 2002).

A third limitation concerns how performance was 
measured using average weekly revenue, which is 
a useful and objective measure of short-term results; 
however, it does not reflect longer-term or relational 
outcomes such as customer satisfaction, loyalty, or ethi
cal conduct. Including a broader range of performance 
indicators would help show how cultural alignment 
contributes to lasting organizational success (Ehrhart,  
2006; Hartnell et al., 2011).

Fourth, future research should continue to build on 
these findings by testing how cultural alignment func
tions across different contexts, levels, and outcomes. 
Beyond direct effects, future studies could explore alter
native model structures, such as whether performance 
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mediates the relationship between cultural fit and turn
over. For instance, fit may enhance performance, which 
then reduces turnover. This is a mechanism that war
rants formal testing. Researchers might also investigate 
turnover as a joint function of both fit and performance 
or use dynamic indicators such as performance growth 
rate or volatility to capture how misalignment unfolds 
over time.

Future work should also expand dependent variables 
to include job satisfaction, engagement, and longer- 
term performance outcomes that extend beyond short- 
term revenue. Incorporating moderators such as leader
ship style, team culture, or psychological traits could 
clarify the conditions under which cultural alignment 
strengthens or weakens retention and performance. 
Longitudinal designs and larger, multi-industry samples 
would further enhance generalizability and reveal how 
these relationships evolve over time. By combining mul
tilevel and longitudinal approaches with richer beha
vioral indicators, future research can build a more 
dynamic understanding of how cultural alignment 
develops and affects both individual and organizational 
outcomes.

Conclusion

This study advances Person – Organization Fit theory 
by distinguishing between the stabilizing effects of 
overall cultural alignment and the outcome-specific 
effects of value-based fit. Integrity misfit, in particular, 
emerged as a critical predictor of turnover, demon
strating that ethical alignment is central to workforce 
stability. By operationalizing cultural alignment 
through the Big Nine values, this research provides 
a replicable framework for examining how specific 
cultural dimensions relate to performance and reten
tion outcomes.

Taken together, the findings refine P – O Fit theory 
by showing that fit yields different functional outcomes 
depending on its level of analysis: overall alignment 
fosters stability, whereas congruence on specific values 
shapes behavioral engagement. This differentiated view 
expands theoretical precision and offers a practical diag
nostic tool for organizations. By quantifying alignment 
on both global and value-specific dimensions, firms can 
identify early signs of misfit, target interventions to 
reinforce ethical consistency, and build more stable, 
high-integrity salesforces.
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