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Execut ive Summary

Hir ing f or  Values Fit 1

The concept  of  cult ure f it  

has long been 

misunderst ood, result ing 

in an inef f ect ive way of  

recruit ing t hrough 

unrel iable measures.

Culture f it can be used as a cloaked way of asking if the 
interviewer could see themselves being friends with a candidate 
and based on how much they like them as a person, rather than 
their f it in the organisation and their capabilit ies of doing the job 
right. But the real analysis should be more in- depth than this ? not 
to mention the amount of bias that becomes present in the 
recruitment process as a result of this 'airport test' approach (i.e., 
"Would I want to be stuck in an airport with this person?"). Hiring 
for values f it is an approach to recruit ing which helps to attract 
and select candidates whose personal values align with the 
organisation they?re applying to work for. It has a variety of 
bottom- line benef its, such as improved engagement, better job 
performance, and higher employee retention rates ? and it can 
help you truly achieve culture f it within organisations and teams.

The paper presented will provide you with all the information 
needed to truly understand culture f it and how to use values f it to 
achieve this.
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The concept  of  ?cult ure f it ? has of t en been over looked as a 

t rue measure f or  organisat ional success. Wit h most  not  

underst anding it s t rue meaning and how t o t ruly achieve it , 

many recruit ers and hir ing managers end up simply ?hir ing 

people l ike me?. Recruit ers at t empt ing t o adopt  t he idea 

wit hout  f ull underst anding of  what  cult ure f it  really is has 

result ed in hir ing decisions based on how much a hir ing 

manager or HR represent at ive personally l ikes a candidat e.

Hir ing f or  Values Fit 3

The Common Misconcept ions

Sure, it?s easy to hire people who are similar to us, or similar to our 
current employee base. It seems easier that way, thinking that 
there?ll be a higher likelihood that a new employee will get along 
with the existing team. Culture f it can be used as a cloaked way of 
asking if the interviewer could see themselves being friends with a 
candidate. However, this 'airport test' approach can create bias in 
the process and should therefore, a more in- depth analysis should 
be carried out. We end up with something called ?groupthink? ? 
where everyone in the team is so similar that innovative and fresh 
ideas are very few and far between because there?s litt le diversity.

Hiring in this way can damage diversity statistics within an 
organisation ? something which can have a negative impact on 
organisational performance and innovation in the workplace. 
Recruit ing employees who have the same background or similar 
interests to the existing team will probably mean less creativity 
within teams, as people who come from similar backgrounds and 
have similar experiences are more likely to think the same way.

Sure, a company with a strong culture has a much better chance 
of success than one without, but this should not be an excuse for 
excluding candidates with different backgrounds, points of view, 
or working styles. So, when organisations say they want to hire for 
true culture f it, they should be looking into values. Values f it is a 
more accurate approach to hiring and is what organisations 
should be aiming to achieve. This refers to beliefs and motivators 
that drive our actions and behaviour, rather than the likes of life 
experience and background that ?culture? suggests.



You cannot set organisational values. Values are something that 
are already part of your teams and employees, therefore we can 
only discover them. This causes one of the main challenges of the 
concept ? the corporate values that an organisation professes to 
hold are likely to not be the same as the actual values being 
portrayed throughout the company. Every organisation has a set 
of values that they use to portray their brand, but these cannot be 
instilled onto employees throughout the organisation. Everyone is 
already predisposed to their own values and these are highly 
unlikely to change.

Examples of personal values in the workplace include; being highly 
organised, rewarding team success, being different from others, 
f inding compromise, competit iveness, and risk taking. Of course, 
there are a lot more involved than this, and we?ll go into more 
detail in section 2 of this paper.

The values that drive the way we behave at work are intrinsic. 
These are what make us get up and go in the morning, even when 
the weather is a bit lousy or we?re not feeling 100%. An alignment 
in intrinsic values is the predictor of success in values f it, as it?s 
what drives us from the inside to pursue our personal success. Our 
extrinsic values, on the other hand, are more related to external 
rewards (such as promotions or salary), therefore aren?t as much of 
a predictor of team performance.

To truly understand organisational values, the task is to discover 
the true values of your organisation ? or even how values differ 
across different teams to ensure you can hire for f it across 
different departments. Who is in a team matters less than how 
team members interact, structure their work, and view their 
contributions. Employees who do not mesh to core values will only 
dilute them, reducing the f it within teams and having a negative 
impact on performance.
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What  Do We Really Mean by Values Fit ?

Hir ing f or  values f it  is an 

approach t o recruit ing 

which helps t o at t ract  

and select  candidat es 

whose personal values 

al ign wit h t he 

organisat ion t hey?re 

applying t o work f or. It  

has a var iet y of  

bot t om- l ine benef it s, 

such as improved 

engagement , bet t er  job 

per f ormance, and higher 

employee ret ent ion rat es.



Because culture is so hard to def ine, hiring for culture f it is 
diff icult to achieve. This often leads recruiters to things such as 
the ?airport test?. The airport test is a common term that people 
use to judge, ?would I like to be stuck at an airport with this 
candidate??. Not exactly the best approach to take when 
measuring culture f it. With broken scales like these in place, many 
are trying to measure candidates against a company with a scale 
we don?t really understand or know how to apply.

Enter values f it. Values describe things such as how people 
behave, treat each other, their motivators and how they make 
decisions. When the phrase culture f it is thoughtfully and 
deliberately applied, it can act as a gauge for your organisational 
values and therefore truly represent culture f it. But for many, the 
point is clearly missed.

We seem to be entering an era where organisations are saying 
?you?ll love our culture, we have ping pong tables and a 
PlayStation for your lunch hour?. A perfect representation of how 
we can miss the entire point of culture f it. A real culture can be 
def ined by the way that all employees work together and treat 
each other ? something which reduces off ice polit ics and 
unnecessary dramatics when achieved.

We don?t all have to have the same background and life 
experiences to share the values that guide our work, meaning that 
hiring for values f it is a lot less likely to hinder diversity and a lot 
more likely to help improve the productivity of teams across many 
businesses. When looking at culture f it in its truest def init ion, 
hiring for values f it is a way of achieving this.
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Values VS Cult ure

Ask any recruit er, and it ?s 

almost  guarant eed t hat  

t hey?ll say t hey have 

somet hing in place in 

t heir  recruit ment  

process t o ensure 

?cult ure f it ?. There are 

count less def init ions and 

misint erpret at ions of  t he 

pract ice ? one of  t he 

dr iv ing reasons why t he 

wor ld of  recruit ment  is 

moving past  it . Concerns 

have long been raised 

about  t he et hical and 

diverse nat ure of  hir ing 

f or  cult ure f it , so 

pract ices are changing.

?A real cult ure can be 
def ined by t he way t hat  all 
employees work t oget her 

and t reat  each ot her?



One of  t he most  common f orms of  candidat e t est ing is 

psychomet r ic t est s ? measur ing t heir  personal it y and skill 

set . These assessment s, t hough, are not  specif ic t o 

organisat ions, and unless we know exact ly what  t ype of  

person we?re looking f or  it ?s unl ikely we?ll be able t o f ind 

t hem using t his met hod
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Values VS Personal it y

While personality might seem like a good measure for assessing a person?s f it within a team, it is not an 
indicator of motivators or performance. Personality is similar to values in the way that they are relatively 
stable over t ime, and they are both represented in the way we behave. The difference, however, is that in 
the workplace a person is much more likely to remain in a job and career that satisfy their values. 
Personality- f it within a job role does not have the rewarding effect that values can have.

Personality represents our patterns of thinking and the way we behave. Values represent what we believe 
to be right, and the morals behind our actions and thoughts ? it delves much deeper than personality. 
People may have compatible personalit ies, but if they have different motivators and morals there is a 
strong chance that a clash will occur ? something which is a lot less likely to happen when there is a 
strong values alignment.

While it isn?t usually used to describe people in 
a workplace, the common saying ?opposites 
attract? is a great example of a values 
alignment between people with different 
personalit ies. We may be interested in 
different things and may not seem compatible 
on the outside, but when driven by the same 
values there is always a f it. Especially in teams 
where collaboration is key to success, values 
alignment is a much better predictor of 
performance than personality.



According to Harvard Business Review, up to 80% of staff attrit ion 
is due to poor hiring that was driven by insuff icient assessment of 
soft skills. Soft skills are those that are driven by our motivations 
and what type of person we are, so share quite a strong 
correlation to our values.

Soft skills can often be undervalued in recruitment, with the f irst 
port of call for many being to choose candidates with exact 
matches in work history, education, and experiences. While 
experience specif ic skills are still important, especially for more 
senior roles, if that highly skilled candidate has personal clashes 
with other members of a team, it?s going to affect morale and 
productivity. 

Sure, when it comes to some roles (like technical roles) it?s 
essential that the candidate has the correct skill set. But there are 
many roles where skill sets are either transferable or trainable, so it 
is far from essential that the candidate matches the exact criteria. 

Soft skills and values can def initely transcend the requirement for 
experience. Our soft skills are driven by our values, such as how 
we interact with people, because they cause us to put more focus 
on certain soft skills. For example, those who value adaptability are 
more likely to be open to challenges or organisational change. 
Many failures are due to the lack of soft skills, not technical skills.
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Values VS Skills

Here we have t he 

impor t ant  concept  t hat  

you can?t  t each values, but  

you can t each skills. Hir ing 

f or  a values mat ch can 

ensure long- t erm success 

f or  your organisat ion, 

because t he skills 

required f or  t he posit ion 

can be t aught  and t rained, 

whereas you can?t  inst il 

values on people. If  t here?s 

no values f it  when t hey?re 

hired, t here never w ill be.



Cost to rehire, cost of retraining, cost of redundancy if necessary, 
damages to productivity within the team (supervisors are said to 
spend 17% of their t ime dealing with problem employees) ? the list 
goes on.

The current UK employee turnover rate is 14.4% annually 
(depending on the industry). It?s said that as much as 80% of this 
turnover is due to bad hiring decisions ? when there is simply no 
f it between the employee and the organisation. It?s also said that 
half of new hires fail within 18 months, but approximately 89% of 
these failures have nothing to do with skills and abilit ies. Given 
statistics like these, it?s surprising that it?s taken so long for values 
f it to start gaining some traction.

A Robert Half survey found that 95% of managers believe that poor 
hiring decisions impact the morale of the entire team. This effect 
is amplif ied when the new hire is at a more senior level. So not 
only does it have negative f inancial effects, it?s bringing the rest of 
the team down too. Disengagement is an emotional contagion and 
something we need to try our best to avoid ? we need teams to be 
engaged and invested, so they?re more likely to inspire other 
employees to be the same, not the other way around. The cost of 
low morale is way more than it?s worth. 

A survey by Gallop found that 19% of all workers are disengaged ? 
and they?re busy acting out their unhappiness and affecting those 
around them. Given how badly it can affect an organisation, it?s 
time we start shift ing focus to values f it so that employees feel 
rewarded by having their intrinsic needs met in the workplace.
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What  Happens When There?s No Fit ?

CIPD est imat e t hat  t he 

average cost  of  

recruit ing t he wrong 

person is approximat ely 

1/ 3 of  t heir  annual salary 

? so of t en somewhere 

bet ween £ 8 ,200  and 

£ 12,000. Then t here?s t he 

addit ional cost s on t op of  

t his. 

It ?s said t hat  as 
much as 80% of  
t his t urnover is due 
t o bad hir ing 
decisions

https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/
https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/
https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/
https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/
https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/
https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/
https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/
https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/
https://www.personneltoday.com/hr/not-for-profits-saw-most-employee-churn-in-2021/


Even when we put  a lot  of  ef f or t  int o t ry ing t o f ind t hose 

candidat es wit h t he r ight  ?cult ure f it ?, (really meaning t hose 

wit h a values al ignment ), it  is st ill easy t o f all int o t he 

common mist akes.
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Common Mist akes

One of the biggest issues is truly understanding your 
organisational values. Sure, every organisation has a set of values 
that it likes to display on its website and try to instil on all of its 
employees ? but this isn?t always a true representation of actual 
values. Since they?re something that we?re predisposed to, and not 
something we can make up, the only way to truly know 
organisational values is to measure the values of your team 
members.

So you?re advertising a new role, and you?re selling all the plus 
sides to your organisational culture. But what happens when you 
on- board a new candidate, and they realise that the culture you 
were trying to portray isn?t reflective of the actual working 
environment? They?ll be much more likely to leave after a shorter 
period of t ime, due to disappointment that their expectations 
weren?t met. If the organisation lacks the culture that they were 
really looking forward to working in, then they?ll likely be low on the 
morale needed to succeed in their role.

Hiring for culture f it, as we discussed before, can lead to a team 
full of people who are very similar to one another. People who are 
too similar tend to lack the enthusiasm as team performers as no 
one stands out to motivate others to work harder. Along these 
same lines, groupthink may set in and you?ll be short on original or 
innovative ideas.



Reduced t urnover

As stated earlier, up to 80% of annual turnover is due to 
bad hiring decisions. By hiring employees with a 
correlation in values, the likelihood of them leaving is 
reduced and they?re more likely to be in it for the long 
term.
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The Benef it s of  Values Fit

Hir ing f or  value f it  has a 

w ide var iet y of  benef it s. 

We?re much more 

sat isf ied at  work when 

we achieve according t o 

our values, and t his is 

made possible when we 

work in an environment  

t hat  suppor t s t hose same 

values. Some of  t he many 

benef it s include:

J ob sat isf act ion

An employee could love the work that they do, but hate 
the environment they work in. When this happens, they 
probably aren?t going to love what they do anymore. By 
hiring for values f it, you?re setting your employees up to 
love both ? which can drastically improve the rate of job 
satisfaction within an organisation

Qual it y of  work

Employees with a strong values- f it show better quality 
work and higher performance, as they become more 
invested in what they do.

The best part of it all is, when you hire a new employee, there?s no 
need to try and oversell your vision and goals. The chances are, 
they just get it. Hiring for values f it puts you on track to hiring 
people who are intrinsically motivated to help your company reach 
its goals ? which makes for the perfect team. 

So, when you?re hiring, don?t try and portray the organisation as 
anything other than what it truly is in order to try and attract 
talent.

Financial rewards

Given all the other benef its, f inancial rewards come as a 
result of these. When your turnover rates are lower, you?re 
spending less on recruitment efforts. When quality of 
work and job satisfaction is higher, your teams are more 
effective and therefore much more likely to be more 
successful.



Posit ive psychology, is a 

science of  t he posit ive 

aspect s of  human l if e, 

such as happiness and 

well- being. 
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Posit ive Psychology

In its simplest sense, it?s known as ?the science of happiness? and 
provides the theoretical background for our software. Below we 
discuss some of the 36 different values, which are based on 
extensive research from psychologists such as Martin Seligman 
and his pioneering work on strengths of character and well- being.

Positive psychology is important as it?s concerned with the 
positive aspects of human life, as opposed to the negative 
aspects which psychology is most known for focusing on. 
Character Strengths and Virtues is a book by Christopher Peterson 
and Martin Seligman (2004) that presents the importance of 
strengths of character (our values) and their importance in real life 
applications. One of these practical applications is helping people 
and organisations correctly identify their strengths and use them 
to increase and maintain their levels of well- being.

While there?s a broad range of values, these will have 
varying degrees of importance to different people ? 
those most important are what we call strengths of 
character. So, the general idea is that f inding a good 
career is a matter of f inding the role and organisation 
that uniquely match who you are as a person and what 
your character strengths are. When this alignment 
happens, we?re able to openly portray our stronger 
values more often and we therefore feel happier and 
more satisf ied in our roles.

There?s a varying amount of research that supports the 
notion that character strengths are associated with work 
satisfaction. Given the link between general life 
satisfaction and work satisfaction, the f it between 
personal values and workplace values will have an 
impact on our overall well- being.

The research that covers the f it between a person and 
their co-workers through similar character strengths is 
what we call ?supplementary f it? (Muchinsky & Monaham, 
1987). The general consensus is that the greater 
convergence of character strengths in teams, the 
greater the level of satisfaction in the workplace. This 
provides the basis of values- based recruitment, as we 
aim to improve the level of f it between candidates and 
existing teams to help ensure successful recruitment 
efforts.



Wisdom

There are a number of values which can be classif ied as 
wisdom, as it covers the quality of having experience, 
knowledge, and good judgement. It?s our ability to act 
using this knowledge, understanding, and common 
sense.
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What  Values Should Be Measured?

Based on t he pr ior  

discussion about  t he 

work sur rounding 

posit ive psychology, 36 

core values are used. 

These 36 core values 

were chosen based on 

scient if ic research t hat  

has gone int o t he t opic, 

meaning t hat  t here is 

suppor t ive evidence t hat  

t hese are indicat ors of  

bet t er  per f ormance and 

person- environment  f it  

in t he workplace.

Courage

The values that align with courage reflect the way we 
respond to certain situations, whether that be a 
challenge, a painful situation, or positive situations. The 
values associated with courage reflect the way we 
approach tasks, the energy we put into our work, and 
generally the way we act and portray ourselves in the 
workplace.

Humanit y

Our sense of humanity and how we value aspects such 
as kindness is also represented in our core values. These 
values tend to reflect how we treat other people, as well 
as what we deem acceptable in the way that others treat 
us. It?s also an excellent indicator of social intelligence.

J ust ice

In this context, justice refers to the qualit ies of being fair 
and reasonable, and how these behaviours are presented 
throughout the workplace. For example, your ability to 
excel at encouraging a team to get things done, or how 
well you excel as a member of a group. Generally, it is the 
concern for peace and genuine respect for people and 
therefore represents a number of our core values.

Temperance

Temperance means the virtue of moderation and 
self- control, particularly in our actions, thoughts, and 
feelings. It essentially outlines our sense of discipline and 
humility, and the values it relates to play an important 
role in how we portray ourselves at work, how we react to 
certain situations, and how we treat other people.
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Why Shine?

It?s easy to assess how well we think that we?ll get along with a 
person, based on the way we communicate each other and the 
aspects of our personalit ies that come out in conversation. But like 
we?ve discussed throughout the contents of this paper, even the 
most suited personalit ies can have values clashes that lead to a 
decrease in performance and ineffective teams.

The benef its of using our video interview platform are wide 
randing, and we?re here to help you get on the right track towards 
hiring for true values f it and creating an organisational culture you 
can be proud of.

For example, here are a few culture f it questions to ask during 
video interviews:

-  In what type of work environment are you most productive and 
happy?

-  How would past coworkers best describe your work style?

-  What management style motivates you to do your best work?

-  When working with a team, what role are you most likely to play?

-  What were the positive/ negative aspects of your previous job 
and work environment?
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