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Basic Values and Change: A Mixed Methods Study
Johnny Långstedt a and T. J. Manninenb

aDepartment of the Study of Religions, Åbo Akademi University, Turku, Finland; bTurku Science Park Ltd.,
Turku, Finland

ABSTRACT
Working life is expected to become increasingly dynamic at the
expense of routine work. This paper examines how the values of
work units relate to changes that make work more dynamic or
more structured. Drawing on a mixed-methods design, the paper
examines how values that conflict with change objectives relate
to challenges when implementing the changes. The paper
explains in what situations and why values are relevant for
change management. The paper contributes to change
management by explicating the role of values when changes in
the workplace are implemented and presents a model for
integrating values into change communication.

MAD statement
This paper makes a difference by highlighting that an important
aspect of change readiness and resistance relates to the
consequences that changes have for the fulfilment of basic
values. Attitudes to change are thus dependent on how the
change process and objective ‘fits’ the change recipients’ values.
Building on multiple real-life examples, the paper describes how
misalignments between values and changes create challenges for
change initiatives. A model that practitioners can use to alleviate
potential misalignments by incorporating basic values in their
change communication is presented and discussed.

KEYWORDS
Change management;
personal values; work
environment; change
strategy; change
communication

Introduction

Changes at work can disrupt how well the workplace corresponds to employees’ needs
and expectations (Caldwell et al., 2004). Yet, current research on how change affects
the ‘fit’ between persons and work environments has mainly focused on the skills and
competences dimension of fit (e.g. Caldwell, 2011, 2017; Caldwell et al., 2004). This
approach has overlooked potential disruptions between values and work. In the wake
of intelligent technologies such as artificial intelligence, work is expected to become
increasingly dynamic at the expense of structured tasks (Brynjolfsson & McAfee, 2014).
Dynamic and structured work align with values that are based on opposing needs
(Knafo & Sagiv, 2004; Sagiv, 2002). Because intelligent technologies are expected to
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decrease the need for structured work while not affecting dynamic work t as much (Arntz
et al., 2016; Frey & Osborne, 2017), It is important to understand how transitions from
structured to dynamic work environments affect the ‘fit’ between values and work

Previous research on values and change has focused on the relationship between
values and the change process. This study focuses on the relationship between values
and the objective of change, shifting the focus from the change process to the change
objective. It does so by theorizing why and when value priorities in relation to changes
in the work environment lead to negative or positive attitudes to the changes. This con-
tributes to the discussion of how changes that affect the work environment can disrupt
the ‘fit’ between values and work.

Values are relevant for the perceived need for change, the choice of change method
(Sverdlik & Oreg, 2009), and the creation of attraction (Feather, 1995), which are all
central aspects of establishing change readiness (Armenakis et al., 1993). Research on
change and values shows that different values are associated with positive attitudes
towards different types of changes (Sverdlik & Oreg, 2009, 2015). People who value
safety prefer imposed change while people who value freedom prefer voluntary
change. However, managers can affect the relationship between values and change
because associations between values and situations are socially constructed (Hanel
et al., 2017; Ponizovskiy et al., 2019). The social construction of associations between
values and situations imply that change managers can decrease misalignments
between values and change through their actions during and after change initiatives. A
‘change message’ (Armenakis et al., 1993) can thus alleviate misalignments by construing
the change as beneficial for the attainment of the change recipients’ values.

To study how values relate to change objectives, the values of employees in 25 organ-
izations (N = 727) were surveyed with the portrait values questionnaire (PVQ-RR)
(Schwartz et al., 2012) and interviews with 42 of their managers were performed in 19
open-ended interviews. Comparisons between the issues that managers reported and
the value profiles of their departments revealed that managers for departments that prior-
itized rules and security over autonomy reported difficulties to implement dynamic ways
of working. In contrast, departments where autonomy values were prioritized, managers
reported challenges when increasing regulation.

The paper makes four important contributions. First, it draws on previous research to
theorize the role values have in change efforts. Second, it draws on a large empirical
sample to illustrate how values relate to changing the work environment. Third, it pre-
sents a model for integrating values into the change process. Finally, the study problema-
tizes two value conceptualizations in the basic theory of human values, which has been
lauded as the most comprehensive value theory to date (Hitlin & Piliavin, 2004).

Theory

The Theory of Basic Human Values

Basic values are relevant for change initiatives because they are representations of what
we find desirable (Schwartz, 1992) and whether change participants find a change desir-
able or not affects its implementation (Dibella, 2007). Values are grounded in social,
psychological, and biological needs (Rokeach, 1973; Schwartz, 1992). They correspond
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to the needs of a society to organize (e.g. obedience and authority), to help an individual
function independently (e.g. freedom and creativity), and to cater to the human need of
stimuli (e.g. pleasure and varied life). Basic human values represent a broader set of values
on which work values are based on Ros et al. (1999). The theory comprises 19 such basic
values (Figure 1, Table 1) that represent 57 universal values (Schwartz, 2017; Schwartz
et al., 2012).

The strength of Schwartz’ theory is that it integrates the relationships between values
to its value structure (Hitlin & Piliavin, 2004). According to Schwartz (1992), values are
organized by their relative importance in a value hierarchy, meaning that some values
take precedence over other values as guiding principles in life. People that score high
on values on one pole of the value circle (Figure 1) are likely to score low on the opposite
pole because the values represent opposing motivational goals (Schwartz, 2017). Adja-
cent value types in the structure do not conflict, and they can – and should – correlate
to some extent because they share similar motivational characteristics (Schwartz, 1992).
For example, it is theoretically sound to expect that people who value conformity are
likely to value security and tradition more than someone who values self-direction
because conformity and security are related to self-constraint and self-direction to inde-
pendence and self-improvement. That is, someone who values self-direction is likely to
score low on conformity or tradition. Similarly, someone who scores high on power is
likely to score low on universalism.

If a change initiative makes work less aligned with prioritized values, the change reci-
pients are likely to view it negatively. This is because people strive to align their actions
with their values (Bardi & Schwartz, 2003; Rokeach, 1973; Schwartz, 1992; Schwartz et al.,
2017) and work in environments that align with their values (Holland, 1985; Sagiv, 2002;
Schneider et al., 1995). Values are, however, not always relevant. They become relevant, or

Figure 1. Schwartz value structure (Schwartz, 2017; Schwartz et al., 2012).
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activated, when they are prioritized and a situation has positive or negative consequences
for them, while they remain dormant in situations that do not have consequences for
them (Schwartz, 2017; Verplanken & Holland, 2002). The shift from structured to
dynamic work represents such change. The types of work are associated with opposite
values in the value structure (e.g. self-direction and security) (Knafo & Sagiv, 2004;
Sagiv, 2002). On the one hand, as work environments become more dynamic it has nega-
tive consequences for the attainment of conservation values since predictability and stab-
ility are central to them. On the other hand, making work environments more structured
has negative consequences for openness-to-change values because it restricts the enact-
ment of individual freedom central to the value type. It follows that people with opposing
values are likely to appreciate different change management practices (Sverdlik & Oreg,
2009). In contrast, people that value adjacent values are likely to share an appreciation
of similar change management strategies.

However, the consequences that changes have for values are malleable and not set in
stone. A recent study shows that the value-behaviour link is socially constructed (Ponizovs-
kiy et al., 2019), which indicates that the relationship between values and change is not
deterministic. In practice this means that a change manager can affect which values a
change activates through constructing change communication in a way that convinces
the change recipients of the positive consequences a change has for the values that they
prioritize. Figure 2 visualizes the mechanisms that link values to behaviour. The role of
the change message (Armenakis & Harris, 2009) is to socially construe how the change is
associated with values, making the change more attractive to the change recipients.

Previous Research on Change and Values

Changes at work can affect how well people fit their jobs (Caldwell, 2011, 2017). People
are attracted to jobs that align with their values (Arieli et al., 2016; Knafo & Sagiv, 2004;
Sagiv, 2002; Schneider et al., 1995). Therefore, change recipients are likely to view a

Table 1. Definitions of value types (cited from Schwartz 2017).
Value Definition Value Definition

Humility Recognizing one’s insignificance in
the larger scheme of things

Hedonism Pleasure and sensuous gratification

Conformity:
Interpersonal

Avoidance of upsetting or harming
other people

Stimulation Excitement, novelty and change

Conformity: Rules Compliance with rules, laws and
formal obligations

Self-Direction:
Action

Freedom to determine one’s own
actions

Tradition Maintaining and preserving
cultural, family or religious
traditions

Self-Direction:
Thought

Freedom to cultivate one’s own ideas
and abilities

Security: Societal Safety and stability in the wider
society

Universalism:
Tolerance

Acceptance and understanding of
those who are different from oneself

Security: Personal Safety in one’s immediate
environment

Universalism:
Concern

Commitment to equality, justice and
protection for all people

Face Maintaining one’s public image
and avoiding humiliation

Universalism:
Nature

Preservation of the natural
environment

Power: Resources Power through control of material
and social resources

Benevolence:
Dependability

Being a reliable and trustworthy
member of the in-group

Power:
Dominance

Power through exercising control
over people

Benevolence:
Caring

Devotion to the welfare of in-group
members

Achievement Success according to social
standards
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change initiative that changes work to the degree that it corresponds to the
opposite values in the value structure (Figure 1) negatively because it has
negative consequences for the attainment of their values. Current research has focused
on the study of values and the process of change, but research on values and the objec-
tive of change has been overlooked. However, the research lends support for the model
presented above (Figure 2) by stressing the importance of aligning the change process
with values.

Burnes and Jackson (2011) highlight the importance of aligning the change process
with change recipients’ values. Their research shows that interventions that align with
the values of change recipients receive positive feedback for the change process and sup-
ports the group’s development. Further, their case studies illustrate that when the change
process is misaligned with change recipients’ values they perceive the process less favour-
ably. Burnes and Jackson (2011) conclude that the values of change recipients play a sig-
nificant role in change interventions.

Figure 2. Change from a human values perspective, central to the model is the activation of values
based on their priority and the change initiative’s consequences for their attainment. The role of the
change message (Armenakis et al., 1993) is to construct the change in a way that has positive con-
sequences for the attainment of prioritized values or minimize its negative consequences for them.
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Other research into the relationship between values and change support these obser-
vations. Recent studies have identified a relationship between type of change and values
(Sverdlik & Oreg, 2009, 2015). In line with Burnes and Jackson’s (2011) observations, this
research indicates that the alignment of values with the change process is important. A
series of studies show that openness-to-change values are positively associated with
voluntary change while they have a negative relationship to imposed change – the oppo-
site is true for conservation values (Sverdlik & Oreg, 2009, 2015). In another study, Sverdlik
and Oreg (2015) studied the relationship between type of change (imposed/voluntary),
values, and organizational identification. They found that imposed change has a positive
relationship to identification when conservation values are prioritized and a negative
relationship when openness-to-change values are prioritized. Thus, if a change misaligns
the work environment with the employees’ personal values, it is likely to reduce commit-
ment to the organization as indicated by Kristof-Brown’s et al. (2005) meta-analysis of
person-job fit.

The ambiguous and sometimes contradictory elements of change make the relation-
ship between values and change complex. As explained by Sverdlik and Oreg (2009),
imposed change involves two different aspects that relate to openness-to-change
values. First, it involves novelty, which has positive consequences for the realization of
openness-to-change values. Second, it involves imposition, which has negative conse-
quences for the autonomy that characterizes openness-to-change values. A similar,
although opposite relationship to conservation values exist. First, novelty has negative
consequences for conservation values because it decreases stability. Second, imposition
has positive consequences for the value type because it provides an opportunity to
comply and increases the predictability of the change. Indeed, the appreciation of rou-
tines is a central reason for why conservation values are linked to resisting change
(Oreg et al., 2008). Thus, changes that dissolve routines are likely to be perceived nega-
tively by those that prioritize conservation values.

Previous studies show how values relate to the change process and indicate that it is
important to align change strategies with the values of change recipients. However, the
studies have overlooked how the change objective affects the alignment of values and
the work environment. This is a fundamental gap in the research. It is well established
that people are affectively motivated to align their actions with their values (Schwartz,
2017). As people with certain values are attracted to certain jobs (Knafo & Sagiv, 2004;
Sagiv, 2002), changing the work environment may deprive employees of the opportunity
to align their values with their actions at work. In such case, the objective of the change is
central in determining how change recipients view it because attitudes to situations are
largely determined by the degree of relevance to, and alignment with, values. Thus, it can
be expected that change recipients perceive change initiatives negatively when the
change objective decreases the alignment between their values and work.

Research Design

This study combines interviews withmanagers and survey data from employees to illustrate
how change objectives can misalign work environments with values. The study adopts a
multilevel sample mixed methods design (Tashakkori & Teddlie, 2015), which involves
sampling one social level qualitatively and another level quantitatively. This strategy is
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commonly used in settings that involve units of analysis that are nested within each other,
such as individuals and organizations (Tashakkori & Teddlie, 2013). The reason why this
approach was chosen is that managers are confronted with reactions from their employees
when they implement changes. More importantly, the managers can reflect on the reac-
tions in relation to different types of changes. Thus, by interviewing managers, the
authors gained insight into how work units had reacted to different types of changes.
Therefore, the interviews produced insight to the ‘proximal impact of the change on the
day-to-day routines and work procedures of individuals’ that affect their perceptions of a
change (Caldwell et al., 2004). The study collected information about the values of employ-
ees with the portrait values questionnaire (PVQ-RR) (Schwartz et al., 2012).

The research design rests on the premise that challenges to implement change are
symptomatic of a misalignment between the change and values if: (a) the change has
consequences for the attainment of a value and (b) the unit prioritizes the affected
value. Further, the study expects that such misalignments are captured by comparing
the managerial descriptions of changes with the self-reported value priorities of their
work unit members. Figure 3 visualizes the relationship between the two samples.

As recommended by mixed-methods researchers, the quantitative and qualitative
elements of the analysis are presented in separate sections to illustrate how the
methods contribute to the study (Bryman, 2007; Bryman et al., 2008). Combining
Schwartz’s (1992, 2017) values measures with managerial accounts enables a rigorous
analysis of values in different units while providing insights into how these values can
manifest when units face change. While the study gained contextualized insight from
the interviews (Denzin & Lincoln, 2008), the use of Schwartz value measure offered a rig-
orous method for measuring personal values that provides breadth to the analysis due to
its globally validated nature and use in previous research (Hitlin & Piliavin, 2004; Rohan,
2000; Sverdlik & Oreg, 2015).

Quantitative Sample and Data Collection

The data comprises a large range of companies with several different functions (e.g.
medical diagnostics, R&D, food production, retail). The industries were chosen according
to their regional prevalence, and hence, the data mainly consist of employees from three

Figure 3. A visualization of the relationship between the interviews and survey data.
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industries: the food industry (N = 158), life sciences (N = 481) and retail (N = 88). The
research included 25 participant companies and organizations, from small-scale start-
ups to well-established medium-sized companies and local affiliates of international
corporations.

The survey was administered to the employees of companies that were active in
Finland during 2017–2018. Both digital and paper versions were administered, while
ensuring that each respondent only responded once to the questionnaire. The data
were collected as follows: First, the values of the employees at the units were measured
using Schwartz’s et al. (2012) portrait values questionnaire. Second, each unit’s supervisor
was asked to describe what type of managerial challenges they face (N = 191). As a rule,
these challenges related to changing the ways their employees work. Both authors were
present during most of the interviews. The interviews were scheduled for an hour, and
they were recorded when recording consent was received from the informant(s). If record-
ing consent was not received, the authors made field notes during and after the inter-
views. The interviews were followed by debriefings between the authors where
observations were discussed and compared. Table 2 provides an overview of the quanti-
tative and qualitative data.

Due to the differences in company size, smaller companies and departments of larger
companies are commonly referred to as ‘units’. The level of analysis are the value hierar-
chies of units that the interviewees (managers) manage. The companies were randomly
chosen and were contacted separately by the authors. They were not aware of each
other’s participation in the research project. The CEO, managing director or a human
resources manager administered the survey to the employees. A sample of 933 employ-
ees was collected, and 206 responses were dropped because they were incomplete. Par-
ticipation in the survey was voluntary but was encouraged by management to ensure that
the results could be utilized for organizational development, which focused on manage-
ment and leadership. A lottery of three cell phones worth €69 each served as an additional
incentive to participate in the survey.

Table 2. The scheduled length of discussions, and survey response rates.
Unit Interview type (Participants) Response rate Responses Size of organization

1 Group (3) 23% 58 250
2 Regular 32% 19 60
3 Regular 56% 9 16
4 Regular 56% 14 25
5 Regular 100% 11 11
6 Group (3) 58% 14 24
7 Regular 80% 8 10
8 Group (2) 59% 41 70
9 Group (3) 33% 11 33
10 Regular 70% 94 134
11 Regular 24% 36 150
12 Regular 71% 12 17
13 Regular 35% 7 20
14 Group (3) 41% 14 34
15 Group (5) 48% 45 94
16 Group (8) 61% 64 105
17 Group (4) 70% 71 102
18 Regular 46% 38 82
19 Regular 63% 5 8
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The Portrait Values Questionnaire (PVQ-RR) was used to measure the value hierarchies
of the units. The PVQ-RR is a thoroughly tested and validated method for measuring
values (e.g. Schwartz & Butenko, 2014; Schwartz et al., 2012). The PVQ-RR identifies 19
value types (see Figure 1 and Table 1). It contains three values (items) for each value
type. The PVQ-RR asks the respondent to answer the question, how much like you is
this person? The responses are given on a scale from not like me at all (1) to very much
like me (6). For example, it is important to him to have a good time (hedonism). Respon-
dents of different sexes answer questionnaires with different pronouns. The survey
included questions of demographics, and for some of the respondents, it included a ques-
tionnaire designed to chart their sociotechnical networks, the results of which are pre-
sented elsewhere because they are not relevant for this study.

Demographics
The sample is 37% male and 63% female, and most of the respondents were born in
the 1960s (23%), 1970s (28%) and 1980s (20%). The 1950s, 1990s and 2000s accounted
for 18% of the responses in total. The majority of the respondents (39%) had com-
pleted secondary school (high school or vocational school), the second-largest
group (24%) has a master’s degree and the third-largest group (14%) has a bachelor’s
degree. PhDs and people that only completed elementary school account for 13% of
the responses. The most common educational backgrounds were in business (12%)
and the natural sciences (28%). 17% of the respondents titled themselves as managers,
which includes middle managers (N = 40), supervisors (N = 86) and top management
(N = 35).

Correlations and Means
The value scores are centred to correct scale use biases by calculating the mean rating
(MRAT) of each respondent and subtracting it from their responses. The centred scores
were used to construct the value profiles of the units. The items were keyed according
to Schwartz’s manual for working with the PVQ-RR that is available online.2 As instructed
in the manual, we present the correlations between the 19 value types in Table 4 to
enable future meta-analyses of the relations between values. The significant and negative
correlations between conformity: rules and self-direction: action (r =−.23) and thought (r
=−.16) values indicate that different respondents value following rules and autonomy.
Security: personal is positively correlated with conformity: rules (r = .25) and is negatively
correlated with self-direction: action (r =−.08) and thought (r =−.17). Rules are then pre-
sumably a source of personal security for the respondents. Face is the only emphasized
value with a negative relationship with the universalism and benevolence values,
which is in line with its adjacency to the self-enhancement values in the value structure
(Schwartz, 2017).

The correlations analysed against the background of the sample means in Figure 4 and
Table 3 indicate that value differences mainly exist between people that prioritize self-
direction values and people that prioritize conformity: rules and security: personal.
Overall, the value priorities in the data reflect recent research on Finnish values where
benevolence, security, universalism, self-direction and conformity are prevalent within
the general population (Helkama, 2015). In 2018, the most important values in the
Finnish general population remain otherwise the same, but security was ranked most
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Table 4. Correlations between value types.
Correlationsc

hum coni conr tra secs secp fac powr powd ach hed sti sda sdt unit unic unin bend benc

Humility Pearson
Correlation

1

Sig. (2-
tailed)

Conformity
Interpersonal

Pearson
Correlation

.289** 1

Sig. (2-
tailed)

0,000

Conformity
Rules

Pearson
Correlation

0,071 .231** 1

Sig. (2-
tailed)

0,055 0,000

Tradition Pearson
Correlation

0,071 .099** .194** 1

Sig. (2-
tailed)

0,057 0,008 0,000

Security
Societal

Pearson
Correlation

−.083* −.080* 0,040 0,062 1

Sig. (2-
tailed)

0,025 0,032 0,284 0,093

Security
Personal

Pearson
Correlation

0,005 .220** .245** 0,018 .206** 1

Sig. (2-
tailed)

0,885 0,000 0,000 0,624 0,000

Face Pearson
Correlation

−.106** .303** .074* −0,023 .076* .148** 1

Sig. (2-
tailed)

0,004 0,000 0,046 0,540 0,041 0,000

Power
Resources

Pearson
Correlation

−.345** −.251** −.294** −.084* −.098** −.123** −0,015 1

Sig. (2-
tailed)

0,000 0,000 0,000 0,024 0,008 0,001 0,681

Power
Dominance

Pearson
Correlation

−.301** −.381** −.236** 0,016 −.222** −.290** −.123** .432** 1

Sig. (2-
tailed)

0,000 0,000 0,000 0,665 0,000 0,000 0,001 0,000

Achievement Pearson
Correlation

−.349** −.364** −.233** −.120** −.288** −.280** −.112** .448** .485** 1

0,000 0,000 0,000 0,001 0,000 0,000 0,003 0,000 0,000
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Sig. (2-
tailed)

Hedonism Pearson
Correlation

−.094* −.079* −.393** −.250** −.139** −.200** −.107** .250** .110** .134** 1

Sig. (2-
tailed)

0,012 0,033 0,000 0,000 0,000 0,000 0,004 0,000 0,003 0,000

Stimulation Pearson
Correlation

−.145** −.278** −.396** −.234** −.293** −.389** −.268** .188** .229** .391** .337** 1

Sig. (2-
tailed)

0,000 0,000 0,000 0,000 0,000 0,000 0,000 0,000 0,000 0,000 0,000

Self-Direction:
Action

Pearson
Correlation

−.247** −.420** −.228** −.273** 0,006 −.077* −.115** 0,060 .100** .085* −0,025 .126** 1

Sig. (2-
tailed)

0,000 0,000 0,000 0,000 0,861 0,037 0,002 0,104 0,007 0,022 0,500 0,001

Self-Direction:
Thought

Pearson
Correlation

−.122** −.322** −.155** −.201** −0,007 −.172** −.179** −.073* 0,014 0,027 −.098** .087* .472** 1

Sig. (2-
tailed)

0,001 0,000 0,000 0,000 0,845 0,000 0,000 0,049 0,702 0,468 0,008 0,019 0,000

Uinversalism
Tolerance

Pearson
Correlation

.163** 0,029 .076* −.186** −.132** −0,065 −.223** −.399** −.340** −.185** −.195** −0,042 −0,034 0,047 1

Sig. (2-
tailed)

0,000 0,429 0,040 0,000 0,000 0,079 0,000 0,000 0,000 0,000 0,000 0,255 0,364 0,210

Universalism
Consern

Pearson
Correlation

.211** .148** .085* −.151** 0,072 0,029 −.073* −.448** −.487** −.406** −.191** −.219** −.140** −0,046 .538** 1

Sig. (2-
tailed)

0,000 0,000 0,023 0,000 0,051 0,427 0,049 0,000 0,000 0,000 0,000 0,000 0,000 0,214 0,000

Universalism
Nature

Pearson
Correlation

0,036 −.102** −0,009 −.133** .091* −0,043 −.090* −.308** −.199** −.236** −.245** −.091* 0,002 −0,012 .183** .320** 1

Sig. (2-
tailed)

0,337 0,006 0,807 0,000 0,014 0,250 0,015 0,000 0,000 0,000 0,000 0,015 0,967 0,755 0,000 0,000

Benevolence
Dependability

Pearson
Correlation

−0,019 −.099** 0,041 −0,038 .111** .110** −.117** −.220** −.227** −.234** −0,072 −.186** 0,042 0,025 .102** 0,071 −0,012 1

Sig. (2-
tailed)

0,608 0,008 0,271 0,301 0,003 0,003 0,002 0,000 0,000 0,000 0,053 0,000 0,254 0,509 0,006 0,056 0,742

Benevolence
Caring

Pearson
Correlation

−0,019 −.128** −0,025 −.087* .110** .091* −.184** −.154** −.155** −.211** −0,004 −.145** 0,029 .076* 0,006 0,069 −0,012 .428** 1

Sig. (2-
tailed)

0,601 0,001 0,499 0,019 0,003 0,015 0,000 0,000 0,000 0,000 0,915 0,000 0,440 0,041 0,871 0,063 0,743 0,000

Note: c. Listwise N = 727.
**. Correlation is significant at the 0.01 level (2-tailed); *. Correlation is significant at the 0.05 level (2-tailed).
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important (Rinta-Kiikka et al., 2018). The similarity of the results with the previous inde-
pendent studies indicates a lack of non-response bias in the sample.

Qualitative Method

The authors conducted interviews with managers to gain insight into what types of chal-
lenges managers of the participating units faced in their work. The mangers were intro-
duced to the theme of the research project before the interview. The topic of change
emerged in an inductive manner as the interviews were analysed and patterns identified
(cf. Ellingson, 2013). The interviews were scheduled for an hour, which included the pres-
entation of unit-specific results of the PVQ-RR. We interviewed the managers in Finnish
prior to the presentation of the unit values. The interviews were open-ended and involved
a single question:What challenges do you face in your work? Example follow-up questions

Figure 4. Sample means of centred scores for each value type.

Table 3. Sample means of centred scores, standard deviations, and responses per value type.
Descriptive Statistics

Mean Std. Deviation N

Humility −0.486 0.840 727
Conformity interpersonal −0.500 0.960 727
Conformity rules 0.197 0.847 727
Tradition −0.879 1.002 727
Security societal 0.874 0.667 727
Security personal 0.372 0.613 727
Face −0.007 0.845 727
Power resources −1.125 0.909 727
Power dominance −1.425 1.044 727
Achievement −0.520 0.861 727
Hedonism −0.453 0.936 727
Stimulation −0.382 0.866 727
Self-Direction action 0.677 0.668 727
Self-Direction thought 0.443 0.694 727
Universalism tolerance 0.502 0.726 727
Universalism concern 0.514 0.770 727
Universalism nature 0.258 0.882 727
Benevolence dependability 1.073 0.544 727
Benevolence caring 0.877 0.554 727
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were the following: Could you provide me with an example? In what situations do you face
these challenges?

Some informants described challenges that could not be directly associated with the
goals of any specific value type or to changes; these challenges are not presented here,
but they relate to, for example, the flow of information, lack of awareness of activities
in other departments, and recruitment practices. To ensure that our representations of
the statements correspond to the informants’ experiences, we provided them with an
individual opportunity to comment the presentations reported below. Nomisunderstand-
ings were reported.

The coding process was performed as follows: first, the handwritten field notes and
transcribed interviews were imported to Nvivo 12. Second, the material was coded
with the intent to identify accounts that described managerial challenges. Third, the man-
agerial challenges were coded according to which higher-order value type they rep-
resented (e.g. openness-to-change or conservation). For example, instances where
proactivity was involved, the case was coded as openness to change, because the
values are positively related to suggestion-making and proactivity while conservation
values have a converse relationship to proactivity (Lipponen et al., 2008; Parker et al.,
2010; Seppälä et al., 2012). Finally, the passages were coded into the value types they rep-
resented based on the consequences the situations would have for the attainment of the
values. For example, increasing regulation would affect the attainment of conformity
values positively while it would limit opportunities to pursue self-direction values.

Following the coding according to values, the changes were coded based on how they
affected the work environment. For example, increasing regulation was coded as making
the work environment more structured, while requirements of increased proactivity were
coded as making the work environment more dynamic. Figure 5 illustrates the change
objectives and how they were categorized as dynamic or structured.

A translation of the presented statements from Finnish to English was performed by
the main author, who has worked in a multilingual (Finnish-Swedish-English) environ-
ment for several years, has published in English and communicates frequently in
English both verbally and in text, and whose mother tongues are Finnish and Swedish
(i.e. the language proficiency is adequate for translating the quotes). Further, the strength
of translating one’s own interviews is that the theme and context are familiar, which
enables the translation of meanings inherent in the statements beyond lexical translation.

Integrated Analysis

The review of previous research brought forth two expectations about the relationship
between changes in the work environment and values. First, that managers of units
that prioritize conservation values over openness-to-change values would report chal-
lenges to implement changes that make work more dynamic. Second, that managers
of units that prioritized openness-to-change values over conservation values would
report challenges to implement changes that make work more structured. The theoretical
background to this is that the outcome of such changes would lead to work environments
that decrease opportunities to attain said values, which decreases howwell the jobs fit the
employees’ values after the change. Thus, it leads to a negative perception of the changes
through decreased ‘fit’ between values and the work environment.

JOURNAL OF CHANGE MANAGEMENT 13



The analysis is divided into separate sections according to the propositions stated in
the theory section. 17 challenges were identified as potential instances that disrupt the
alignment of values and jobs. The value hierarchies of 12 units reflected a theoretically
supported misalignment of values and work following the reported change objective.
Example cases are presented in tables that include an excerpt from the interviews with
the managers and the value hierarchies of the units. The value hierarchies are an impor-
tant aspect of the analysis since the theory of basic human values postulates that values
are ordered by relative importance and activated when a situation threatens or benefits
their attainment if they are prioritized (Schwartz, 1992, 2017; Verplanken & Holland, 2002).
Thus, managers for units that place conservation values higher than openness-to-change
values in the value hierarchy report challenges that relate to different types of change
than managers of units with other value priorities.

Conservation Values and Making the Work Environment more Dynamic
The following examples derive from units where managers have faced challenges when
implementing changes that make work more dynamic and that prioritize conservation
values more than openness-to-change values. Both organizations are attempting to

Figure 5. The categorization of the change objectives that managers reported in interviews.
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change their employee’s behaviour from being structured (e.g. receive orders, waiting for
instructions) to be more proactive, mainly making suggestions, either to customers or for
product/organizational development.

The supervisor of Unit 3 struggles to implement a proactive sales behaviour (Table 5).
The focal point of the change is to create more added-sales, which means that the sales
person would suggest additional products to a customer placing an order. In this particu-
lar case, it relates to selling additional pastries to customers buying products that are
clearly for occasions that involve consumption of several different baked goods. The
change as such may not seem dramatic, however, against the background of the research
reviewed above (e.g. Lipponen et al., 2008; Oreg et al., 2008; Parker et al., 2010; Seppälä
et al., 2012) the new sales behaviour aligns with the self-direction and stimulation values
because it requires independent choices and suggestion-making. Thus, it conflicts with
conservation values. The change from reactive to proactive sales has negative conse-
quences for the stability that is central to the attainment of conservation values. There-
fore, the change produces a misalignment between the work environment and
conservation values.

The unit’s value hierarchy (Table 5) supports this analysis. The value hierarchy indicates
that the team prioritizes conformity: rules and security: personal values and provides
further insights into the challenges that s/he describes. Both values relate to the appreci-
ation of stability and predictability (Schwartz, 2017). The current sales strategy is therefore
more ‘fit’ for their value profile than what the new strategy would be. The change to
proactive sales would make rules of customer service fuzzier, that is, the sales team
could no longer simply rely on fulfilling customer orders. It would also become less pre-
dictable, because the customer might react in many ways to the suggestion of additional
products. Further, proactive sales are not conventional in Finland, the main author has
worked for six years in sales and has observed many different reactions to proactive
sales from customers ranging from gratitude to irritation. Thus, the change can also
relate to breaking local norms of selling, which increases the change’s misalignment
with the conformity and security values. Thus, the integrated analysis indicates that the
manager’s description of the challenge reflects a misalignment between the change
objective and the work unit’s values.

Table 5. Excerpt from interview with the CEO of Unit 3 and the seven most important values of the
unit.

Transcript – CEO, Unit 3
Position in
hierarchy Value type

R: And then there is, of course, the sales. Not as much with production, but with
sales, it’s kind of they run like racehorses with blinders on their eyes. They can
only run one bend and not really think about what can be done in many
different ways in life. Really good people, it’s not that, but innovation is
lacking.
I: Do they take customer feedback and provide development ideas?
R: Well, actually no. We haven’t received any… . I: Was the point that the
salespeople would learn to promote and sell your new products?
R: Yes, that was one thing. How to sell more, or how to make single
purchases bigger. Like when someone orders a cake, then it’s probably for a
party. So why not ask right away if they would like buns and cookies for
coffee also? With these small things. And not just taking the orders, but we
couldn’t make it work.

1
2
3
4
5
6
7

Benevolence:
Dependability
Security: Social
Universalism:
Concern
Benevolence: Caring
Conformity: Rules
Security: Personal
Self-direction:
Thought
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The CEO of Unit 2, likewise a company in the food industry, has tried to engage his/her
team in developing the company’s products and services. During the interview, s/he
stated that s/he was struggling with this change and that s/he was attempting to make
the company more innovative (Table 6). While attempting to change the behaviour of
the employees s/he was, however, confronted with a lack of proactivity from their part.
This was indicated by a lack of independent decision-making and suggestion-making.
For example, the organization leaned heavily on her/him for decisions as well as did
not provide her/him with problem solving suggestions. The previous manager was
described as authoritarian and not appreciative of the personnel’s ideas, which is likely
reflected in the values of the employees as few other units prioritized conformity: inter-
personal in the sample. The main author met the CEO a year after the interview and
inquired about the challenges but s/he was still struggling with the same issues.

The unit’s value hierarchy (Table 6) reflects the challenges that the CEO describe. The
changes that the CEO was implementing aligns with openness-to-change values. The unit
prioritizes conformity: interpersonal and security: personal. The change s/he was driving
misaligns work with the conformity and security values because the development of new
products requires creativity and suggesting solutions relates to proactivity, which has
negative consequences for the stability and predictability desires inherent in conformity
and security values (Seppälä et al., 2012). Thus, one can expect that such changes affect
the fit between values and the work environment negatively. Thus, the change is misa-
ligned with the values of the unit and the change becomes difficult to implement.

The observations above indicate that changes that result in requirements for proactiv-
ity or dynamism are misaligned with the motivational goals of conservation values, which
makes such changes difficult to implement. The changes that the managers attempt to
implement affect the day-to-day work of the employees and thereby affects the align-
ment between values and the work environment. Much in the similar manner as
changes can affect the alignment of skills and work requirements (Caldwell, 2011), the
presented changes affect the alignment between values and work environments. In
both units, the prior work method has been to do as the supervisor asks or to provide
customers with what they request, which corresponds well to the motivations of stability
and certainty that underlie conservation values. The new requirements, however, relate to
independence and proactivity, which decreases opportunities to attain the stability and

Table 6. Excerpt from fieldnotes of an interview with the CEO of Unit 2 and the seven most important
values of the unit.

Fieldnote 1 – CEO, Unit 2
Position in
hierarchy Value type

The production department is still very management-driven. I got the picture
that the managers rely heavily on the CEO to make decisions and that the
personnel do not present their suggestions. The CEO said, and I quote: ‘I pay
for the hands and feet, but I’d like their heads to contribute as well’ … . The
CEO is clearly driven to change the company and have the entire company
engage in the process of development. He mentions that change is going to
be a constant during his time. He wanted the production department to
participate more actively in product development.’

1
2
3
4
5
6
7

Benevolence:
Dependability
Security: Social
Universalism:
Tolerance
Conformity:
Interpersonal
Self-direction:
Thought
Security: Personal
Self-direction: Action
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predictability that is central to conservation values. Thus, a misalignment between the
values of the employees and their work environment occurs, which creates challenges
to implement the changes.

Openness-to-change Values and Making the Work Environment more Structured
The second proposition that rose from the literature review was that managers of units
that prioritize openness-to-change values over conservation values would experience
challenges related to implementing changes that structure or regulate action. Such
changes would make the work environment more structured and thus oppose open-
ness-to-change values.

The manager of Unit 8, a factory, also faced challenges in changing the behaviour of
her/his personnel, leading the team of managers to describe their personnel as change
resistant. The staff displayed change resistance when they were implementing increased
regulations. The regulations related to information security and plant safety. The man-
agers explained that their personnel argued that they know how things are done,
which indicates a level of self-direction and that they experienced the change as
imposed. The changes that they implemented restrict actions because they increase
the regulations that the employees needed to comply with. Based on the literature, the
change would align with conservation values and contradict openness-to-change
values due to its imposed and regulative nature.

The value hierarchy of the unit (Table 7), indicates that self-direction values are prior-
itized within the unit. Hence, the restrictive nature of the changes contradicts the central
desire for freedom and autonomy in the unit. Previous scholars have argued and showed
that there is a negative relationship between changes that restrict actions and the self-
direction values (Sverdlik & Oreg, 2009). Thus, the value hierarchy of the unit and the
characteristic of the change are indicative of a value misalignment. The unit values
freedom, while the change restricts freedom. Therefore, the situation is both relevant
for the values and has negative consequences for their attainment, resulting in negative
attitudes to the increase of regulation.

The CEO for Unit 12, a company in the life sciences industry, explained the difficulty of
having his/her employees follow customer specifications in their work process. The CEO
expressed clearly that these challenges were reoccurring; the employees – highly trained
experts in their field – had their own way of working that had proven efficient and ignored
the additional specifications. As with Unit 8 above, the changes that the CEO wanted to

Table 7. Excerpt from fieldnotes from interview with the Manager of Unit 8 and the seven most
important values of the unit.

Fieldnote 2 – Manager, Unit 8
Position in
hierarchy Value type

They considered their staff to resist change. This was manifested when [the
corporation] enforced stricter security regulations. The personnel have
pointed out that they have been working there for twenty years, they know
what they are doing. The same has been true for enforcing stricter
information security regulations and training that [the corporation] has
delivered. The experience has been that the regulations are strange in a
small community where trust in each other is very high.

1
2
3
4
5
6
7

Security: Social
Benevolence:
Dependability
Benevolence: Caring
Self-direction: Action
Self-direction:
Thought
Universalism: Concern
Security: Personal
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implement relate to regulating actions. Thus, the change aligns with conservation values
in two different ways. The customer, or the CEO, imposes it and it structures work. For the
same reasons, the change has negative consequences for the attainment of openness-to-
change values.

The unit’s value hierarchy (Table 8) reflects this misalignment. The high rank of the self-
direction: action value indicates that independence and freedom are important desires
within the unit. The change restricts this, leading to a contradiction between the
change and central values of the unit. Thus, because the situation is relevant for the
attainment of the value and affects it negatively, the change is challenging to implement.
The values of the unit direct the actions to the opposite direction. Instead of abiding by
given specifications, the unit follows their own ways of working. The situation’s relation-
ship to the self-direction values is further emphasized by the fact that the unit does not
conform to the imposed change, which is indicative of openness-to-change values (Sver-
dlik & Oreg, 2009).

Managers of other units that score higher on self-direction values than conformity and
security values reported similar challenges. They report resistance to implementing struc-
tured tasks such as writing reports, checking billing and doing cost follow-ups. These
activities are not at the core of the unit’s tasks but are extracurricular activities required
by other stakeholders. Therefore, it is likely that they do not represent the work that
attracted the employees to the job, and are therefore not aligned with their values. As
a manager of such unit remarked, reporting is something that the employees want to
do quickly so that they can continue with their ‘real work’.

Discussion

The aim of the paper was to understand how changes from structured to dynamic and
from dynamic to structured work can misalign work environments and values. The
reason why research on change from structured to dynamic work environments is extre-
mely important is the anticipated decreased demand for structured work and increase of
creative and social work in the labour market (Acemoglu & Restrepo, 2018; Arntz et al.,
2016; Frey & Osborne, 2017; Mitchell & Brynjolfsson, 2017). Currently, a gap exists in
the literature on how changes in work environments affect the alignment of values
and the work environment. This paper contributes to current knowledge by taking the

Table 8. Fieldnotes excerpt from interview with the CEO of Unit 12 and the seven most important
values of the unit.

Transcript – CEO, Unit 12
Position in
hierarchy Value type

A: Well, it’s difficult to make quick changes in people’s ways of working. People
are used to doing things in a certain way and they usually do it the same
way. It’s really difficult to make them change unless you give a power order.

Q: Is it like you want to change a lab process that has been done a certain
way?

A:… There are work descriptions specified for our client projects, and some
people have a tendency to specifically avoid them. To get people to
understand… that following the customer specifications is really
important. It has been challenging to make them understand why it is
important to follow the specifications… just as one example.

1
2
3
4
5
6
7

Benevolence: Caring
Universalism: Nature
Benevolence:
Dependability
Security: Social
Self-direction: Action
Universalism:
Tolerance
Universalism:
Concern
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first steps to filling this gap by both presenting the theoretical mechanisms that link
values to change and by empirically investigating the relationship between change objec-
tives and basic values.

The mixed-methods design revealed how value misalignments manifested when man-
agers implemented changes that would make the work environment either more struc-
tured or dynamic. During the interviews, managers described how they attempted to
change work and reflected on what kind of changes were difficult to implement in
their units. The integrated analysis revealed that a majority of the instances where man-
agers described challenges to implement change related to misalignments between the
change objective and their unit’s value priorities. As proposed, managers of units that
prioritized conservation values more than openness-to-change values reported chal-
lenges when transitioning to dynamic ways of working. Managers of units that prioritized
openness-to-change values, in contrast, reported challenges when attempting to struc-
ture work.

Relating the mechanisms that link values and behaviour to change is a considerable
theoretical contribution with theoretical and practical implications. For values to activate
during a change, the change needs to affect the pursuit of a prioritized value (e.g. Sverdlik
& Oreg, 2009). According to value researchers, values are cognitive representations of basic
needs through which situations are assessed (Rokeach, 1973; Schwartz, 1992). The impor-
tance of the basic needs varies across people and across groups, leading to different
interpretations of situations. Someone prioritizing security views situations differently
from someone who prioritizes excitement. However, for values to be an active frame of
reference the situation must have consequences for the attainment of the value and the
value needs to be prioritized (Schwartz, 2017; Verplanken & Holland, 2002).

This study shows that conservation and openness-to-change values can affect
implementation of changes when they involve transitions between structured and
dynamic work environments. Dynamic work has negative consequences for attaining con-
servation values because it decreases the predictability and stability of work. Structured
work on the other hand has negative consequences for attaining openness-to-change
values because it limits freedom to decide on actions. In such situations, values guide
the actions of change recipients in the opposite direction of the change initiative and
the change becomes challenging to implement.

Additionally, the paper contributes to the change management literature by highlight-
ing that considering the change recipient’s values is important when communicating
change objectives. Armenakis’ et al. (1993) model of change readiness emphasizes the
importance of communication during change management. By designing a directed
change message, change managers make people aware of the need of the change and
its attractiveness, which motivates people to engage in the change initiative (Armenakis
et al., 1993). A change message is likely to increase change readiness by considering what
consequence a change has for the attainment of prioritized values. During this study, a
manager of a unit that prioritized security illustrated how values could serve as the
basis for change communication in practice:

. He would emphasize the point that their new business model, which was more
dynamic than the old business model, is a source of security because it ensures the sur-
vival of the business. (The change’s positive consequences for the security value)
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. He would emphasize the risks of continuing with the current model. (The change’s
negative consequences for the security value)

This paper shows that it is important to align change initiatives with the values of
change recipients. When misalignment exist, the change message must alleviate the mis-
alignment to make the change attractive. This can be done by crafting the change
message in a way that illustrates the positive consequences of the change for the
change recipient’s values and the negative consequences of remaining in the current
situation.

Figure 2 visualizes how values relate to change and how a change manager can use the
change message to socially construct how recipients perceive the consequences of
change in relation to their values and thereby affect attitudes to the change. The
ability to manage the misalignment with dynamic work and conservation values may
prove to be critical for change managers that are implementing intelligent technologies
because the technologies are expected to decrease structured and increase dynamic work
(Arntz, 2016; Brynjolfsson & McAfee, 2014; Ford, 2013; Frey & Osborne, 2013). Integrating
the mechanisms that link values to behaviour can serve as a framework for change com-
munication. Using the value theory in such way requires knowledge of which values
employees prioritize and what aspects of the change are relevant for the particular
values. The model still requires empirical testing, however, studies in the project manage-
ment field suggests that Schwartz’s theory is a fruitful basis for communication strategies
(Långstedt et al., 2017; Mills & Austin, 2014; Mills et al., 2009).

Finally, the study indicates that key concepts in Schwartz (1992) theory are proble-
matic. Despite the categorization of stimulation and self-direction values as openness-
to-change, these values do not necessarily entail positive attitudes toward change (cf.
Sverdlik & Oreg, 2009). As this study shows, none of the values involved an openness
to change per se as the current conceptualization implies. Rather, as the link between
values and behaviour suggests, the decisive factor is whether a change has positive or
negative consequences for the attainment of the value. Current research on values and
change has not brought this observation to attention. However, it is important to empha-
size this because the current conceptualization of values implies that values indicate a dis-
position toward change in general. The results and theoretical discussion clearly show
that values indicate a resistance or openness to change only in relation to the change
process and its objective (i.e. how it changes work). Thus, the study concludes that as
important as the change process is for change management, it is as important to under-
stand how change initiatives affect the alignment of the work environment with the
values of change recipients.

Practical Implications

This paper has considerable practical implications for managers and HR managers that
struggle with change in their organizations. Change relates fundamentally to the
values of the personnel, as the present paper has illustrated. The findings and literature
review show that the misalignment between personal values and change objectives
affects change readiness negatively. The results imply that when managers implement
changes, they should alleviate potential misalignments between the change outcome
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and change recipient values when designing a change process. When planning change
initiatives, managers should be made aware of the value priorities in their units and
understand how the changes affect the alignment of the unit’s value priorities and
work environments. Studies have found that the values-work alignment correlates posi-
tively with organizational commitment and job satisfaction (Kristof-Brown et al., 2005),
thus failing to maintain the alignment may lead to decreased organizational commitment
and job satisfaction amongst change recipients.

Adding elements that share some characteristics with the previous processes could
alleviate misalignments. If the change involves increased regulation, self-direction can
be realized in some other way – perhaps by participatory change. If the new tasks are
dynamic, perhaps managers can define some ground rules to increase a sense of predict-
ability for those that prioritize conservation values. Another potential approach to mana-
ging change from a values perspective is to implement incremental changes. That is, to
implement change gradually towards the objective of the change, making changes
that make the work correspond to adjacent values in the value structure over several
steps. The particularities of values based change management does, however, require
further research.

Limitations and Future Research

The study provides much needed insights into the question of change and values;
however, more research is needed to increase the utility of values research in practice-
oriented fields such as HRM and change management.

The study’s limitations call for further research on the relationship between change
objectives and values. The studied changes related to transitions between dynamic and
structured work, which is not as relevant for the self-transcendence and self-enhancement
values. Thus, the study did not investigate potential intricacies related to misalignments
with changes that relate to the second major dimension in the theory of basic human
values. A fruitful venue for future research is to investigate in what contexts change readi-
ness and resistance relate to the self-enhancement vs. self-transcendence dimension of
the value structure.

The data collected for the present paper is based on manager accounts. Thus, future
research would benefit from interviewing employees about their own value priorities
and experiences of changes at work. The interviews could be combined with the PVQ-
RR measure to relate the experiences of the employees and their personal values directly.
The current approach used value priorities at the unit level and could not report a direct
link between the values of individuals and their attitudes toward changes.

A final limitation of the study is that previous research has found that managers have a
characteristic value profile (Knafo & Sagiv, 2004). Thus, they are likely to make sense of
situations differently than their employees do. Mitigating this effect was attempted by
using focus group interviews with employees, however, most of the participating compa-
nies found focus groups to be too time-consuming and did not agree to them. The per-
formed focus group interviews indicate that combining them with team value profiles is
fertile ground to explore. The combination can provide critical insights for practitioners
and researchers in relation to managing change in a context of units with diverse sets
of (sometimes conflicting) values.
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Despite these limitations, the combination of theoretical strength, qualitative inter-
views, and quantitative measures provides a rigid foundation for inferences about the
studied relationships. Future researchers are urged to pursue mixed-methods approaches
in research on personal values and change. This is critical because the combination of
qualitative and quantitative methods has the potential to contextualize quantitative
results and reveal unexpected relationships (Tashakkori & Teddlie, 2015).

Notes

1. Some units were dropped due to low response rates (threshold for inclusion = 20%) and we
did not have the opportunity to interview managers of all units.

2. https://www.researchgate.net/publication/308166496_Coding_and_analyzing_PVQ-RR_
data_instructions_for_the_revised_Portrait_Values_Questionnaire.
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