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Abstract: Our research addressed the job involvement concept from the perspective of employee-
organization congruence. We assessed the influence of the congruence between perceived individual 
and collective job involvement on the following variables: job satisfaction, general mental health, 
work to family conflict, burnout, organizational commitment, turnover intent and professional 
performance. The participants were invited to evaluate to which extent statements corresponding 
to the items in Kanungo’s Job Involvement Questionnaire (1982) were applicable to them and also 
to the other colleagues in the organization. Based on their answers, we calculated an employee-
organization congruence index for job involvement and we placed each participant in one of the 
following situations: positive congruence (involved employee, working with involved colleagues), 
negative congruence (uninvolved employee, working with perceived uninvolved colleagues), 
incongruence – type A: involved employee, working with uninvolved colleagues and incongruence – 
type B: uninvolved employee working with involved colleagues. The results showed that the 
congruence between the perceived personal and organizational job involvement influenced burnout, 
general mental health, organizational commitment, job satisfaction, work to family conflict and 
performance. It was interesting to discover that the lowest level of burnout was registered for 
uninvolved employees working with job involved colleagues. We were also surprised to find out 
that uninvolved employees who worked in uninvolved teams (negative congruence) had significantly 
better performance levels than the uninvolved employees working with involved colleagues.

Keywords: job involvement, burnout, general mental health, organizational commitment, job 
satisfaction, work to family conflict, performance

Theoretical grounding

Job involvement is considered one of the most significant work-related attitudes, which 
affects employees’ decision making abilities, their productivity and their behaviors, thus 
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influencing the effectiveness of the whole organization (Saari, Judge, 2004). However, 
the literature on job involvement is still characterized by lack of consensus regarding its 
definition. The theoretical perspectives on job involvement define it either as a one-
dimensional construct (Kanungo, 1982; Lawler, Hall, 1970), either as a multidimensional 
one (Lodahl, Kejner, 1965; Saleh, Hosek, 1976).

Lodahl and Kejner (1965) made the first significant attempt to define and measure job 
involvement. They described it as the extent to which individuals psychologically identify 
themselves with their job or the importance of the job to their total self-image and self-
esteem (Chughtai, 2008; May, Wayne, Ledgerwood, 2004). The two researchers therefore 
proposed two types of definitions of job involvement, claiming that it is deeply linked to 
work ethic. Their work inspired almost two decades of research in this direction. The 
definition and measurement of job involvement became a subject of controversy and the 
scales built later reflected this confusion (Kaplan, 1990).

Lawler and Hall (1970) advanced a one-dimensional perspective on job involvement 
and developed an alternative definition. Their approach is based on the premise that there 
is no difference between the two definitions offered by Lodhal and Kejner (1965): the 
degree of psychological identification with the job implies the importance of an individual’s 
job for his total self-image. According to Lawler and Hall’s perspective, job involvement 
is a construct that refers only to the psychological identification with the job and it is a 
cognitive state. As well as their predecessors, they viewed job involvement mainly as 
psychological identification with the job, which is a significant contributor to self-esteem 
(Mitchell, Baba, Epps, 1975). This perspective inspired Kanungo (1982) in his efforts to 
clarify the concept and to build a valid measurement. He argued that the confusion related 
to the job involvement definition is mainly caused by the extra meanings added to the 
concept. He validated Lawler and Hall’s one-dimensional approach and defined job 
involvement as the psychological identification of an employee with their job.

The job involvement construct was frequently approached from an individual perspective; 
nevertheless nowadays the complexity of the working environments requires many jobs to 
be conducted in teams of employees (Katz-Navon, Erez, 2005). This inspired our interest 
in studying the perception of the employees on themselves and on the other members of 
the organization in terms of job involvement. Our motivation in addressing this perspective 
derived from previous research that examined various aspects of fit, specifically the fit 
between employees and their organizations, which is generally referred to as value 
congruence or person-organization fit (Ostroff, Shin, Kinicki, 2005). Value congruence 
refers to the similarity between individuals’ and organizations’ values (Chatman, 1989; 
Kristof, 1996; Edwards, Cable, 2009). In this article, we approached the value congruence 
concept from the perspective of the subjective fit between employee and organization in 
terms of perceived job involvement. Based on the fact that individual perceptions of a 
situation are often more important and more closely related to attitudes and behaviors 
than the actual situation (Ostroff et al., 2005), we considered useful to explore employees’ 
perceptions regarding their personal job involvement level versus how they perceive the 
other colleagues in the organization.

Starting from the perceptions of the employee regarding their own and their colleagues’ 
job involvement levels, we calculated a congruence index, that placed each participant in 
one of the four possible person-organization fit situations: 1. job involved employee 
working with job involved colleagues, 2. uninvolved employee working with uninvolved 
colleagues, 3. involved employee working with uninvolved colleagues, and 4. uninvolved 
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employee working with involved colleagues. We were interested to find out what happens 
with involved employees when they perceive their colleagues as being uninvolved or 
likewise involved or with un-involved employees working in job involved or uninvolved 
teams: how satisfied are they, do they intent to resign more often, are their performance 
levels different?

Job involvement is very important for organizations, since it is related to numerous 
essential variables like turnover intent (Blau, Boal, 1987; Wickramasinghe, Wickramasinghe, 
2011), organizational commitment (Stevens, Beyer, Trice, 1978; Blau, Boal, 1987), feeling 
of ownership towards the organization and professional performance (Hafer, Martin, 2006; 
Ouyang, 2009). Also, job involvement has a significant influence on job satisfaction, 
loyalty and motivation towards organization (Salami, 2007) and has a mediating effect on 
the relationship between burnout and organizational citizenship behavior (Chiu, Tsai, 
2006). Blau and Boal (1987) found a strong influence of job involvement on absenteeism 
and turnover, while Rabinowitz and Hall (1977) identified a significant effect of job 
involvement on professional performance and absenteeism. Lambert (2010) indicated that 
job involvement had a statistically significant influence on job satisfaction, organizational 
commitment and both forms of conflict between work and family life. Job involvement 
correlates positively with stress (Ouyang, 2009), but also with well-being (Castro, 1986; 
Wiener, Muczyk, Gable, 1975).

Our research is focused on a set of variables that are expected to be influenced by the 
congruence between perceived personal and collective job involvement. We assessed the 
impact of the employee-organization job involvement congruence on the well-being of the 
employee in terms of burnout, general mental health, job satisfaction and work to family 
conflict and on the organization, in terms of professional performance, organizational 
commitment and turnover intent. Even though all these variables have been intensely 
studied in the past, the importance of addressing the effect of the job involvement 
employee-organization congruence was not approached yet.

Job satisfaction is one of the most studied work related attitudes and, despite its extensive 
research, there is no general agreement onits definition (Aziri, 2011). Nevertheless, job 
satisfaction is most often defined as positive emotional state resulting from the pleasure 
an employee obtains from doing their job (Locke, 1976; Spector, 1997;Currivan, 1999; 
Robbins, Judge, 2007) and it is viewed as resulting from the evaluation of job characteristics 
(Mukhtar, 2012). Job satisfaction is a vital attitude for the organizational environment, 
due to its relationship with important variables like performance (Siegel, Bowen, 1971; 
Bagozzi, 1980), organizational commitment (Porter, Steers, Mowday, Boulian, 1974; 
Tsai, Huang, 2008), burnout (Scanlan, Still, 2019; Happell, Martin, Pinikahana, 2003) 
or turnover intent (Ghiselli, La Lopa, Bai, 2001; Poe, 2003). Regarding the relationship 
with job involvement, Brown’s Causal Model (1996) labels job satisfaction as a consequence 
of job involvement, although he does not exclude the mutual causal relationship. There 
are also authors who consider the relationship to be reversed, in the sense that job 
satisfaction is one of the factors that influence job involvement (Carmeli, 2005).

Organizational commitment was defined as one’s identification with the organization 
by following the organization’s value system and objectives, by making efforts for the 
organization and by wishing to remain in the organization (Mowday, Steers, Porter, 1979). 
Studying the organizational commitment is a priority due to its impact on performance 
and on reducing absenteeism, delays and attrition. The committed employees’ behaviors 
are key factors for the success of businesses (Uygur, Kilic, 2009). This concept has been 
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constantly associated with job involvement, either as a consequence, either as a predictor. 
Brown (1996) argued that organizational commitment must be seen as a result of job 
involvement, since an employee first becomes familiar with the job and becomes involved 
in his work and later, so based on experience with the entire organization, gets to adhere 
to its values and engage in achieving organizational goals. 

Our research aimed to also address work-related variables with important impact on 
the well-being of the employee, such as burnout, general mental health, work to family 
conflict and job satisfaction. Occupational stress integrates all changes that occur on 
cognitive, affective, behavioral and physiological levels, generated by the confrontation 
with the working environment, if its demands imply a threat to the physical or mental 
homeostasis of the employee (Ursu, 2007). It is important to distinguish occupational 
stress from burnout, as their effects on the individual and the organization are different, 
with burnout being the result of prolonged exposure to stress (Griffin, Hogan, Lambert, 
Tucker-Gail, Baker, 2010). Stress, in some circumstances, can cause general mental and 
physical exhaustion called burnout, accompanied by feelings of helplessness, lack of hope, 
feelings of captivity. Maslach and Jackson (1981) argued that burnout is a state of fatigue 
and psychological exhaustion experienced by an employee.

We were also interested in the relationship between job involvement congruence and 
well-being viewed as mental or psychological health. Theoretical models related to well-
being are rather oriented towards the medical or psychopathological aspects and less 
focused on characteristics related to the professional life of the individuals. Our study 
aimed to assess the relationship between job involvement employee-organization congruence 
and the well-being of the employees, in terms of general mental health. 

We also wanted to examine if the employee-organization job involvement congruence 
influenced the work to family conflict, which appears when demands arising from the 
professional role get in conflict with the requirements of the family member role. Previous 
research indicated that work to family conflict is a critical factor in employee behavior 
and performance. The work to family conflict can be viewed from the perspective of the 
role theory which indicated that a role represents the total of social assignments regarding 
an individual’s behavior, appearance and characteristics. According to this approach, the 
role conflict is the stress caused by the difficulty faced by an employee trying to adapt to 
a role, immediately after the effort of prior adaptation to another role or, in other words, 
by the pressure of occupying two or more roles at the same time (Katz, Kahn, 1978). The 
work to family conflict results from the fact that employees carry simultaneously family 
roles as parents or spouses and these roles have conflicting demands. Previous research 
had shown that work to family conflict is associated with job dissatisfaction, turnover, 
dissatisfaction in marriage and life (Erdamar, Demirel, 2014). There were no reported 
studies that assessed the link between work to family conflict and job involvement 
employee-organization congruence, but previous research showed that job involvement 
has a significant influence on the conflict between work and family (Tharmalingam, Bhatti, 
2014; Razak, Yunus, Nasurdin, 2011). Also, high levels of job involvement can cause an 
inter-role conflict that affects both family and professional life (Greenhaus, Beutell, 1985).

Professional performance is an organizational construct incontestably linked to the 
productivity and success of companies, which explains its extensive research. Previous 
studies were focused rather on measuring than on defining the concept, therefore various 
definitions are accepted. Performance is “what the organization hires one to do, and do 
well” (Campbell, McCloy, Oppler, Sager, 1993, p. 40). The instruments designed to 
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measure professional performance need to differentiate between the behaviors (what an 
employee does) and the outcome of performance (the results or the effects of employee’s 
behavior) (Campbell et al., 1993). We based our approach regarding job performance on 
the contributions of Befort and Hattrup (2003), who built a multidimensional performance 
assessment scale, based on the analysis of various general work behaviors. Our research 
measured job performance based on the participants’ scores on three different measures: 
self-assessed job performance (on an adapted scale after Befort, Hattrup, 2003), manager’s 
performance rating (from corporate annual performance reviews) and self-assessed perfor
mance based on the comparison with the other members of the organization.

The turnover intent is the employee’s desire to leave the current workplace. This 
construct is getting more and more attention due to its consequences in the organization 
in terms of costs (for hiring and training new employees) and quality (the learning curve 
of the new entries, until they can perform as good as the experienced ones). We were 
interested to know if the job involvement congruence or incongruence between the 
employee and their colleagues affects the intention to leave the company and which group 
presents the highest desire to resign.

There are multiple theoretical approaches on the work related attitudes’ congruence 
that offer a foundation for our assumptions that the congruence between the two levels of 
job involvement, the individual and the collective one, influenced the employee and the 
organization.

Theory of Work Adjustment (Dawis, Lofquist, 1984) served as a model for describing 
the causal relationship between employee characteristics and workplace outcomes (Dawis, 
Lofquist, 1984, in Tziner, Meir, Segal, 2002). The central point of the theory is the idea 
that, in order to have a harmonious relationship between the employee and the workplace, 
it is necessary to obtain a situation where the employee is compatible with the work 
environment and vice versa, the working environment is compatible with the specific of 
the individual. The work environment and the employee must interact in such a way as 
to meet the needs of both and the level on which these needs are met is the degree of 
congruence. Work adjustment is the process of achieving and maintaining congruence 
between employee and organization and is indicated both by the degree of satisfaction of 
the individual with the organization and vice versa, of the organization with the individual 
(Dawis, Weiss, Lofquist, 1968).

Holland’s Congruence Theory (1985) stated that people tend to choose and stay in 
environments that suit their personal characteristics. The person-environment congruence 
makes employees feel good and leads to satisfaction, stability and fulfillment. Incongruent 
interactions, on the other hand, lead to burnout, absenteeism and turnover. Tziner and 
Meir (1997) combined Dawis and Lofquist’s Work Adjustment Theory with Holland’s 
Congruence Theory (1985) and argued that, as long as we defined congruence only as 
the match between the person’s interests and the work environment, we cannot explain 
all aspects of work, such as performance and satisfaction. There are certainly other factors 
besides compatibility that must be considered in order to predict the work outcomes 
(Tziner et al., 2002). Our approach in studying job involvement is grounded on Tziner 
and Meir’s theoretical framework and research that investigated the role of occupational 
congruence to predicting organizational outcomes. Their results inspired research that 
proved that the employees who better fitted their organization had higher professional 
performance (Vigoda, Cohen, 2003).
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The congruence between perceived personal and collective job involvement can be 
also viewed from the theoretical perspectives on fit. The initial view on fit was focused 
on the person-environment (P-E) fit, which describes the compatibility between aspects 
of the individual, such as personal values, and some characteristic of the environment, 
like organizational values or culture (French, Rodgers, Cobb, 1974). Furthermore, the 
framework was extended to include person-job (P-J) fit, person-group (P-G) fit and person-
organization (P-O) fit, contributing to the understanding of the adjustment process between 
employees and their organizational work environments (Ostroff et al., 2005). The adjustment 
process was defined by how improvement (or worsening) is achieved by altering the 
objective person (abilities and needs) and environment (demands and supplies) (Caplan, 
1987).

The present research

Our approach on job involvement is based on Tziner and Meir’s perspective on the role 
of occupational congruence in predicting organizational outcomes. We aimed to capture 
the discrepancy or similarity between employees’ self-perception versus their perception 
of other members of the organization in terms of job involvement, which was labeled in 
this article as job involvement congruence index. The congruence index was used for 
placing each participant in one of the four possible person-organization fit situations: job 
involved employee working with job involved colleagues, uninvolved employee working 
with uninvolved colleagues, involved employee working with uninvolved colleagues, and 
uninvolved employee working with involved colleagues. We were interested in the differences 
between the four categories of employees in terms of job performance, organizational 
commitment, turnover intent, burnout, job satisfaction, work to family conflict and general 
mental health.

The job involvement congruence index was proposed as subjective measure of the 
person-organization fit regarding a work related attitude, as viewed from the perspective 
of the employee. This approach was inspired by Cable and Judge (1996), who measured 
perceived PO fit by asking the participants questions regarding how well they believe their 
values align with the values of the organization. Starting from their perspective, we applied 
this approach to job involvement and proposed the congruence index as a method to 
counterbalance the social desirability effect that the classic measurement might be exposed 
to. Therefore, instead of directly asking the participants to state how would they describe 
the match between them and their organization in terms of job involvement, we required 
them to assess to which extent the statements from the Job Involvement Questionnaires 
(Kanungo, 1982) apply to them (the perceived personal job involvement) and to the other 
colleagues in the organization (the perceived collective job involvement).

Our motivation in approaching job-involvement from this perspective was encouraged 
by research based on Tziner and Meir’s theoretical framework that showed that the 
employees who better fitted their organization had higher professional performance 
(Vigoda, Cohen, 2003), but also by the vast previous research on the subjective PO fit, 
that confirmed an impact of fit and value congruence on important variables like burnout 
(Siegall, McDonald, 2004; Roczniewska, Retowski, Higgins, 2018), job satisfaction 
(Chen, Sparrow, Cooper, 2016; Liu, Liu, Hu, 2010), organizational commitment 
(Silverthorne, 2004), turnover intent (Liu, Liu, Hu, 2010), performance (Hamstra, Van Vianen, 
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Koen, 2018; Ardıç, Oymak, Özsoy, Uslu, Özsoy, 2016) or employee well-being (Merecz, 
Andysz, 2012).

We evaluated the level of congruence between employees and their organization in 
terms of job involvement, based on the answers on the two scales (the perceived personal 
job involvement and the colleagues’ in the organization job involvement) and obtained 
the indicator of the employee-organization congruence regarding job involvement, as 
presented in Figure 1.

Figure 1. Employee-organization job involvement congruence index

We were interested to know what the consequences of all these situations are (an 
employee feeling in a state of congruence or incongruence with the colleagues in his 
organization) and how they reflect on the employee himself and on the organization as a 
whole. The variables that concerned us were: professional performance, turnover intent 
and organizational commitment in terms of impact on the organization and general mental 
health, job satisfaction, burnout and work to family conflict as variables affecting the 
employee as individual.

Objectives

Our research aimed to verify if the job involvement congruence between employee and 
organization influenced the following variables: burnout, general mental health, work 
to family conflict, turnover intent, performance, job satisfaction and organizational 
commitment.
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Table 1. Specific research hypotheses

Hypotheses
Hypothesis 1 There are statistically significant differences between employees regarding the 

burnout level, depending on the congruence between individual and perceived 
collective (organizational) job involvement, meaning that the employees who are 
in a congruence stage will experience lower levels of burnout than those who are 
incongruent with the other members of the organization.

Hypothesis 2 There are statistically significant differences between employees regarding the 
organizational commitment levels, depending on the congruence between 
individual and perceived collective (organizational) job involvement, in the sense 
that the employees who are in a congruence stage will have higher organizational 
commitment levels than those who are incongruent with the other members of 
the organization.

Hypothesis 3 There are statistically significant differences between employees regarding 
general mental health, depending on the congruence between individual and 
perceived collective (organizational) job involvement, in the sense that the 
employees who are in a congruence stage will be in a better mental health state 
than those who are incongruent with the other members of the organization.

Hypothesis 4 There are statistically significant differences between employees in terms of job 
satisfaction depending on the congruence between individual and perceived 
collective (organizational) job involvement, in the sense that the employees who 
are in a congruence stage will have higher satisfaction levels than those who are 
incongruent with the other members of the organization.

Hypothesis 5 There are statistically significant differences between employees in terms of 
professional performance (assessed by the employee and manager), depending 
on the congruence between individual and perceived collective (organizational) 
job involvement, in the sense that the employees who are in a congruence stage 
will have higher performance levels than those who are incongruent with the 
other members of the organization.

Hypothesis 6 There are statistically significant differences between the employees regarding 
turnover intent, depending on the congruence between individual and perceived 
collective (organizational) job involvement, in the sense that the employees who 
are in a congruence stage will have less intentions to resign than those who are 
incongruent with the other members of the organization.

Hypothesis 7 There are statistically significant differences between employees regarding the 
experienced work to family conflict, depending on the level of congruence between 
individual and perceived collective (organizational) job involvement. Thus, 
employees who are in a positive congruence stage (employee involved in an 
involved group) will experience higher levels of conflict between the demands 
of professional life and those related to family life than those in incongruity with 
the other members of the organization or than those in a stage of negative 
congruence (uninvolved employee in an uninvolved group).

Methodology

Participants

The research was carried out on a group of 339 employees, with an average age of 28 years, 
SD = 4.27, 111 male participants and 228 female participants: 39 managers and 300 employees 
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in execution positions, working in commerce, service delivery companies and in IT firms. 
167 employees work in Romanian capital companies and 172 employees in multinational 
companies.

Measures

The 10 items of the Job Involvement Questionnaires (Kanungo, 1982) were translated 
from English to Romanian with the support from a group of English speaking experts, 
using the back translation method. In order to assess the psychometrical properties of the 
scale, a pilot sample of 99 participants was asked to reply to the resulting items, on a 
5 point Likert scale. The translated version of the Job Involvement Questionnaires proved 
to have an adequate internal consistency (Cronbach’s Alpha of .830). The items from the 
translated version of the Job Involvement Questionnaires (Kanungo, 1982) were used to 
assess the job involvement congruence. The 339 participants were invited to evaluate to 
which extent the selected statements are applicable to them, on a 5 point Likert scale 
(from 1 = total disagreement to 5 = total agreement), the obtained score representing 
the perceived personal job involvement level. Based on the sample’s median, we identified 
the job involved employees (scores higher than or equal with 31) and uninvolved employees 
(scores lower than 31). The perceived collective job involvement level was assessed by 
asking the same participants to evaluate to which extent the job involvement statements 
are applicable to their colleagues in the organization, on the same 5 point Likert scale 
(from 1 = total disagreement to 5 = total agreement). Based on the sample’s median, 
we identified the job involved colleagues (scores higher than or equal with 31) and 
uninvolved colleagues (scores lower than 31). By combining the two scores, we obtained 
the employee-organization congruence index which placed each participant in the research 
in one of the following situations:
•	 positive congruence (involved employee, working with involved colleagues in the 

organization);
•	 negative congruence (uninvolved employee, working with uninvolved colleagues);
•	 incongruence – type A: involved employee working with uninvolved colleagues;
•	 incongruence – type B: uninvolved employee working with involved colleagues.

Table 2. Dependent variables measurements

Nr.
Dependent 
variables Measurements

1. Job satisfaction Was assessed using an adjusted scale derived from the Job Satisfaction 
Survey (Spector, 1985). The items translated from English to Romanian 
of the Job Satisfaction Survey (Spector, 1985) were tested on a sample 
of 99 participants who were asked to reply to statements in the survey 
on a 5 point Likert scale. Out of the 36 items, we have excluded the 
items related to the Nature of Work and we have reduced the number of 
items for the other dimensions of scale (Pay, Promotion, Supervision, 
Benefits, Rewards, Operating conditions, Coworkers and Communication), 
in order to increase the internal consistency of the scale. The resulting 
instrument contains 16 items, with a Cronbach’s alpha coefficient equal 
to .875.
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2. Burnout Was measured throughout a subscale of the Copenhagen Burnout 
Inventory (Borritz, Kristensen, 2004) which contains three subscales 
that assess personal burnout, occupational burnout and customer-oriented 
burnout. Given the purpose of our research, we selected the subscale 
dedicated to the occupational burnout: 7 items measuring the level of 
physical and mental fatigue and exhaustion experienced by the person in 
relation to the activities and professional life. For the scoring we have 
used a on a 5 point Likert scale and the Cronbach’s alpha was equal to 
.897.

3. General Mental 
Health

The items of the General Health Questionnaire (Goldberg, Gater, 
Satorius, Üstün, Piccinelli, Gureje, Rutter, 1997) were translated from 
English to Romanian and were tested on a sample of 99 participants, 
who were asked to evaluate the severity of a mental problem over the 
past few weeks using a 4 point Likert-type scale (from 0 to 3). Out of 
the 12 initial items, two were removed in the pilot testing phase, so 
we ended up using a 10-item version of the scale with a Cronbach alpha 
of .799.

4. Organizational 
commitment

The 15 original items of the Organizational Commitment Questionnaire 
(Porter, Steers, Mowday, Boulian, 1974) were translated from English 
to Romanian. The internal consistency of the scale was tested on a 
sample of 99 participants who were asked to reply to survey on a 5 point 
Likert scale. Four items which decreased the internal consistency of 
the instrument were removed (the resulting alpha Cronbach coeficient 
was .866).

5. Work to family 
conflict

Work and Family Conflict Measurement (Erdamar, Demirel, 2014) 
measures the level of conflict between professional life and family life 
which comprises a total of 20 items. The instrument consists of two 
subdimensions: work to family conflict (items 1-9) and family to work 
conflict (items 10-20), considered as distinct concepts. In our research 
the items 1 to 9 were used to assess the work to family conflict on a 
5  point Likert scale. The alpha Cronbach coefficient of the work to 
family conflict subscale was .910.

6. Professional 
performance

Is investigated from both individual (self-assessment) and managerial 
perspective (hetero-assessment by direct manager):
–	self-assessed performance: starting from Befort and Hattrup (2003), 

Task and Contextual Performance Scales, we have built 18 self-
reporting statements on perceived task performance, communication, 
compliance, extra effort and we required each participant to assess on 
a 5 point Likert scale to what extent the statements apply to themselves. 
The alpha Cronbach coefficient was .843.

–	self-assessed comparative performance: an additional item which 
required the employee to evaluate their own performance by direct 
comparison with colleagues’ performance. The participant is invited 
to state whether compared to their colleagues, from the point of view 
of the professional performance, is considered: among the 5% very 
weak, among the 15% much weaker than the others, among the 30% 
somehow weaker than the others, as good as the others, among the 
30% better than the others, among the 15% much better than the 
others, among the 5% very good.
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–	Performance rating by direct manager: was indicated by the employee’s 
general performance score at the annual review of the company. The 
direct/line manager assessed to what extent the employees had fulfilled 
their goals for the previous year. Multiple scoring scales were used 
by the companies and, in order to align the scores, we converted 
the general score provided to us into a scale of 1 to 3 as follows: 
1  =  Employee has results below company expectations; 2  =  the 
employee has the results in line with the company’s expectations; 
3 = Employee’s performance exceeds the company’s expectations.

7. Turnover intent Was assessed throughout the four items Turnover Intent scale proposed 
by Kelloway et al. (1999). For the scoring we used a 5 point Likert scale 
and the Cronbach’s alpha was equal to .902.

Procedure

We approached multiple companies in the local private sector and invited them to be 
involved in our research. We required for the selected companies to disclose the annual 
general performance scores for the candidates who volunteered to be included in our 
studies.

After agreeing to participate in the research, the employees answered the questionnaires 
that were shared by three channels: online, through Google Docs (shared on Social Media) 
and emails, pen and paper in face to face meetings and web-based, when a hyperlink to 
our survey was posted on the internal websites of the companies, accessible exclusively 
to employees.

Participants were asked to respond to the items in Kanungo’s Job Involvement 
Questionnaire (1982), firstly thinking to what extent the statements are applicable to them 
(perceived personal job involvement) and secondly evaluating to what degree the statements 
describe their colleagues in the organization (perceived collective/organizational job 
involvement). Based on their scores, the employees were labeled as involved or uninvolved 
in their job (by comparing their results with the sample’s mean). The same labeling 
principle was applied to the colleagues in the employees’ organization and by comparing 
the personal with the collective score, we placed each employee in one of the congruence/
incongruence situations described in the variable section.

After we had placed each participant on one of the four congruence situations, we 
analyzed the effects on the variables mentioned above. The goal was to assess whether 
or not the congruence between individual and collective job involvement influenced 
burnout, organizational commitment, general mental health, job satisfaction, work to 
family conflict, job performance and turnover intent. We present below the results obtained 
from the execution of the statistical tests.

Results

Preliminary analysis

Descriptive statistics for the target study variables and correlations among these variables 
are presented in Table 3.
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Table 3. Pearson correlations and descriptive statistics for all variables

Correlations

1 2 3 4 5 6 7 8 9 10 11

1.	 Personal job 
involvement

2.	 Collective job 
involvement

.430**

3.	 Burnout .306** –.127*

4.	 Organizational 
involvement 

.418** .248** –.345**

5.	 General 
mental health

–.289** –0.056 –.730** .207**

6.	 Job 
satisfaction 

.119* .207** –.537** .622** .462**

7.	 Performance 
(self-assessed)

.448** .374** –0.094 .539** .199** .447**

8.	 Performance 
(comparative)

.138* –.208** .299** –.190** –0.110 –.223** .191**

9.	 Performance 
(by manager)

.708** .245** 0.094 .338** –.144** .138* .312** .224**

10.	Turnover 
intent

–0.011 –0.064 .523** –.569** –.436** –.531** –.166** .149* –.127*

11.	Work  
to family 
conflict

.263** –0.061 .768** –.178** –.750** –.405** –0.027 .270** 0.035 .456**

Mean 30.54 30 16.15 35.46 36.72 52.47 71.38 5.15 2.01 10.12 20.74

SD 6.55 5.56 6.57 7.98 4.85 9.63 8.6 1.07 0.36 4.69 8.35

**	Correlation is significant at the 0.01 level (2-tailed). 
*	 Correlation is significant at the 0.05 level (2-tailed).

Descriptive statistics for the T-Test

The results of the T-Tests showed significant differences between men and women in 
terms of burnout, general mental health, job satisfaction, self-assessed performance and 
work to family conflict, while no significant results were identified for organizational 
commitment, comparative performance, performance assessed by manager and turnover 
intent. Differences between men and women referring to all variables included in the 
study are presented in Table 4.

Table 4. Descriptive statistics for the T-Test Differences between  
men and women referring to all other variables

t df
Sig.  

(2–tailed)
MD Lower Upper

Burnout 5.018 238 .000 3.778 2.295 5.261

Organizational commitment –.380 337 .704 –.352 –2.173 1.469

General mental health –5.307 337 .000 –2.868 –3.931 –1.805
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Job satisfaction –3.602 337 .000 –3.946 –6.101 –1.792

Performance (self-assessed) 2.339 238 .020 2.658 .419 4.896

Performance (comparative) .557 238 .578 .080 –.203 .363

Performance (by manager) –.011 337 .991 .000 –.083 .082

Turnover intent .898 238 .370 .562 –.671 1.796

Work to family conflict 6.30 223 0.00 6.17 4.24 8.10

The results of the One-way ANOVA test showed significant differences between 
employees based on their company type, in terms of burnout, organizational commitment, 
job satisfaction, self-assessed performance, performance assessed by manager and work 
to family conflict. Statistic results for One-way ANOVA test to compare the effect of 
company type on variables included in the study are presented in Table 5.

Table 5. One-way ANOVA test to compare the effect of company  
type on the variables included in the study

Dependent Variable F Sig.
(I) Company 

type
(J) Company 

type
MD (I-J) Sig.

Burnout 17.385 .000 Commerce Services 6.607* .000

Commerce IT 12.560* .000

Services IT 5.953* .004

Organizational commitment 13.418 .000 Commerce Services –3.915 .075

Commerce IT –14.238* .000

Services IT –10.324* .000

General mental health 1.351 .260 Commerce Services –1.604 .431

Commerce IT –2.560 .437

Services IT –.956 1.000

Job satisfaction 12.289 .000 Commerce Services 2.840 .534

Commerce IT –10.417* .007

Services IT –13.257* .000

Performance (self-assessed) 3.245 .041 Commerce Services –1.126 1.000

Commerce IT –7.286 .057

Services IT –6.159* .047

Performance (comparative) .880 .416 Commerce Services –.031 1.000

Commerce IT .393 .943

Services IT .424 .558

Performance (manager) 12.755 .000 Commerce Services –.102 .589

Commerce IT –.595* .000

Services IT –.493* .000
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Turnover intent 1.770 .173 Commerce Services 1.910 .228

Commerce IT 2.571 .391

Services IT .662 1.000

Work to family conflict 5.946 .003 Commerce Services 6.244* .003

Commerce IT 7.857* .026

Services IT 1.614 1.000

The study of differences between participant groups

Hypothesis 1. The one-way ANOVA test was conducted to compare the effect of the 
congruence between perceived individual and collective job involvement on burnout. 
The 74 participants in the positive congruence group (group 1) had an average burnout 
score of 17.45 (SD  =  7.1), the 105 participants in the negative congruence group 
(group 2) had an average burnout level of 14.69 (SD = 5.4), the 49 participants in the 
incongruence group of involved employees and uninvolved colleagues (group 3) had 
a mean of 19.12 (SD = 6.6) and the 12 participants in the incongruence group of 
uninvolved employees and involved colleagues (group 4) had a mean burnout score 
of 8.83 (SD = 1.5). The effect of job involvement congruence on burnout was statisti
cally significant (F(1,239) = 12.57, p < .01, ŋ2 partial = .138). The Bonferroni Post 
Hoc comparisons showed that the mean scores on burnout of the employees in group 1 – 
positive congruence were significantly different from those of employees in group 2 – 
negative congruence (MD = 2.76, p = .02) and in group 4 – uninvolved employees 
working with job involved colleagues (MD = 8.61, p < .01), nevertheless they were 
not statistically different from the burnout scores of group 3 – job involved employees 
working with uninvolved colleagues (MD = –1.67, p = .84). Also, the results show 
significant differences between burnout mean scores of group 2 – negative congruence 
and group 3 – job involved employees working with uninvolved colleagues (MD = –4.43, 
p < .01) and group 4 – uninvolved employees working with job involved colleagues 
(MD = 5.85, p = .012). There are significant differences in burnout levels between 
group 3 – job involved employees working with uninvolved colleagues and group 4 – 
uninvolved employees working with job involved colleagues (MD = 10.28, p < .01). 
There hypothesis 1 is supported by data.

Hypothesis 2. The one-way ANOVA test was conducted to compare the effect of the 
congruence between perceived individual and collective job involvement on organizational 
commitment. The 95 participants in the positive congruence group (group 1) had an average 
organizational commitment score of 38.22 (SD = 9.2), the 147 participants in the negative 
congruence group (group 2) had an average organizational commitment level of 32.6 
(SD = 7.6), the 65 participants in the incongruence group of involved employees and 
uninvolved colleagues (group 3) had a mean of 37.97 (SD = 5.3) and the 32 participants 
in the incongruence group of uninvolved employees and involved colleagues (group 4) 
had a mean organizational commitment score of 35.38 (SD = 5.7). The effect of job 
involvement congruence on organizational commitment was statistically significant 
(F(1,338) = 13.57, p < .01, ŋ2 partial = .108). The Bonferroni Post Hoc comparisons 
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showed that the mean scores on organizational commitment of the employees in group 1 – 
positive congruence were significantly different from those of employees in group 2 – 
negative congruence (MD  =  5.62, p  <  .01), nevertheless they were not statistically 
different from group  3  - job involved employees working with uninvolved colleagues 
(MD = 0.25, p = 1.00) and group 4 – uninvolved employees working with job involved 
colleagues (MD = 2.84, p = .40). Also, the results show significant differences regarding 
the organizational commitment mean scores between group 2 – negative congruence and 
group 3 – job involved employees working with uninvolved colleagues (MD = –5.37, 
p  <  .01) and no significant difference between group 2  – negative congruence and 
group 4 – uninvolved employees working with job involved colleagues (MD = –2.77, 
p  =  .36) and between group  3  – job involved employees working with uninvolved 
colleagues and group  4  – uninvolved employees working in a job involved colleagues 
(MD = –2.77, p = .36). There hypothesis 2 is supported by data.

Hypothesis 3. We compared the effect of the congruence between perceived individual 
and collective job involvement on the general mental health. The 95 participants in the 
positive congruence group (group 1) had an average general mental health score of 35.78 
(SD = 6.0), the 147  participants in the negative congruence group (group  2) had an 
average general mental health level of 37.84 (SD  =  3.9), the 65 participants in the 
incongruence group of involved employees and uninvolved colleagues (group 3) had a 
mean of 35.82 (SD = 4.5) and the 32 participants in the incongruence group of uninvolved 
employees and involved colleagues (group 4) had a mean general mental health score of 
36.31 (SD = 4.8). The effect of job involvement congruence on general mental health 
was statistically significant (F(1,338)  =  4.77, p  =  .003, ŋ2 partial  =  .041). The 
Bonferroni Post Hoc comparisons showed that the mean scores on general mental health 
of the employees in group 1 – positive congruence were significantly different from those 
of employees in group 2 – negative congruence (MD = –2.05, p = .007), nevertheless 
they were not statistically different from group 3 – job involved employees working with 
uninvolved colleagues (MD = –0.03, p = 1.00) and group 4 – uninvolved employees 
working with job involved colleagues (MD = –0.53, p = 1.00). Also, the results show 
significant differences regarding the mean general mental health scores between group 2 – 
negative congruence and group 3  – job involved employees working with uninvolved 
colleagues (MD = 2.02, p = .02) and no significant difference between group 2 – negative 
congruence and group 4 – uninvolved employees working with job involved colleagues 
(MD = 1.52, p =  .61) and between group 3 – job involved employees working with 
uninvolved colleagues and group 4 – uninvolved employees working in a job involved 
colleagues (MD = –0.49, p = 1.00). There hypothesis 3 is supported by data.

Hypothesis 4. The results of the ANOVA One Way are close to significance threshold 
(F(3,338)  =  2.45, p  =  .06, ŋ2 partial  =  .022). The 95 participants in the positive 
congruence group (group 1) had an average job satisfaction score of 54.72 (SD = 12.5), 
the 147  participants in the negative congruence group (group 2) had an average job 
satisfaction level of 51.47 (SD = 8.6), the 65 participants in the incongruence group of 
involved employees and uninvolved colleagues (group 3) had a mean of 51.66 (SD = 7.6) 
and the 32 participants in the incongruence group of uninvolved employees and involved 
colleagues (group 4) had a mean job satisfaction score of 52.06 (SD = 7.1). The results 
of the ANOVA One Way variances analysis do not support hypothesis 4, therefore we 
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cannot say that there are statistically significant differences between employees in terms 
of job satisfaction, depending on the level of congruence/incongruence between individual 
and collective job involvement.

The one-way ANOVA test was conducted to compare the effect of the congruence 
between perceived individual and collective job involvement on performance on four 
measures: self-assessed performance (apud Befort, Hattrup, 2003), self-assessed 
comparative performance, performance from manager ratings and global performance 
score: the standardized scores of the three performance measures were combined 
with an equal weight in an overall performance score. The results showed significant 
differences between the means of the four job involvement congruence group on all 
performance measures: Self-assessed performance (apud Befort, Hattrup, 2003): 
F(3,338) = 26.05, p < .01, ŋ2 partial = .249; Self-assessed comparative perfor
mance: F(3,338) = 5.87, p < .01, ŋ2 partial = .070; Performance from manager 
ratings: F(3,338) = 19.31, p < .01, ŋ2 partial = .134; Global performance score: 
F(3,338) = 10.39, p < .01, ŋ2 partial = .085. The mean differences for each group 
are presented in Table 6.

Hypothesis 6 is not supported by data, meaning that we did not identify statistically 
significant differences between employees in terms of turnover intent, depending on the 
level of congruence/incongruence between individual and collective job involvement, but 
the results are close to significance threshold (F(3,239) = 0.89, p = .44, ŋ2 partial = .011). 
The 74 participants in the positive congruence group (group 1) had an average turnover 
intent score of 10.36 (SD = 5.4), the 105 participants in the negative congruence group 
(group 2) had an average turnover intent level of 9.60 (SD = 4.1), the 49 participants in 
the incongruence group of involved employees and uninvolved colleagues (group 3) had 
a mean of 10.84 (SD  =  4.7) and the 12 participants in the incongruence group of 
uninvolved employees and involved colleagues (group 4) had a mean turnover intent score 
of 10.42 (SD = 5.05). 

The results of the ANOVA One Way variance analysis support hypothesis 7. We 
compared the effect of the congruence between perceived individual and collective job 
involvement on the work to family conflict. The 74 participants in the positive congruence 
group (group 1) had an average work to family conflict score of 21.95 (SD = 9.7), the 
105 participants in the negative congruence group (group 2) had an average work to family 
conflict level of 18.51 (SD  =  6.2), the 49 participants in the incongruence group of 
involved employees and uninvolved colleagues (group 3) had a mean of 24.27 (SD = 8.9) 
and the 12 participants in the incongruence group of uninvolved employees and involved 
colleagues (group 4) had a mean work to family conflict score of 18.50 (SD = 7.9). The 
effect of job involvement congruence on work to family conflict was statistically significant 
(F(3,239) = 6.62, p < .01, ŋ2 partial = .078). The Bonferroni Post Hoc comparisons 
showed that the mean scores on work to family conflict of the employees in group 1 – 
positive congruence were significantly different from those of employees in group 2 – 
negative congruence (MD = 3.43, p = 0.03), nevertheless they were not statistically 
different from group 3  – job involved employees working with uninvolved colleagues 
(MD = –2.31, p = .72) and group 4 – uninvolved employees working with job involved 
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colleagues (MD  =  3.45, p  =  1.00). Also, the results show significant differences 
regarding the work to family conflict mean scores between group 2 – negative congruence 
and group 3 – job involved employees working with uninvolved colleagues (MD = –5.75, 
p  <  .01) and no significant difference between group 2  – negative congruence and 
group  4  – uninvolved employees working with job involved colleagues (MD  =  0.01, 
p  =  1.00) and between group 3  – job involved employees working with uninvolved 
colleagues and group 4  – uninvolved employees working in a job involved colleagues 
(MD = 5.76, p = .16).

Table 6. One-way ANOVA test results

Variables F p ŋ2 
partial MD p 

(MD) N Mean SD

Burnout

F(1,239) = 12.57 p < .01  .138

1

2 2.760* 0.02

74 17.45 7.1543 –1.677 0.84

4 8.613* 0

2
3 –4.437* 0

105 14.69 5.421
4 5.852* 0.012

3 4 10.289* 0 49 19.12 6.610

4 12 8.83 1.528

Organiza-
tional  

commitment

F(1,338) = 13.57 p < .01  .108

1

2 5.622* 0

95 38.22 9.1853 0.252 1

4 2.846 0.402

2
3 –5.371* 0

147 32.60 7.638
4 –2.776 0.367

3 4 2.594 0.683 65 37.97 5.286

4 32 35.38 5.678

General 
mental 
 health

F(1,338) = 4.77 p = .003  .041

1

2 –2.058* 0.007

95 35.78 6.0303 –0.036 1

4 –0.534 1

2
3 2.021* 0.029

147 37.84 3.861
4 1.524 0.616

3 4 –0.497 1 65 35.82 4.548

4 32 36.31 4.816

Job Satisfac-
tion

F(3,338) = 2.45 p = .06  .022

1

2 3.246 0.062

95 54.72 12.5143 3.054 0.289

4 2.653 1

2
3 –0.192 1

147 51.47 8.554
4 –0.593 1

3 4 –0.401 1 65 51.66 7.627

4 32 52.06 7.080
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Self-assessed 
 comparative 
performance

F(3,338) = 5.87 p < .01  .070

1

2 –0.136 1

74 4.96 1.0263 –.714* 0.002

4 0.293 1

2
3 –.578* 0.009 105 5.10 1.043

4 0.429 1

3 4 1.007* 0.018 49 5.67 1.144

4 12 4.67 .651

Self-assessed  
performance 

F(3,338) = 26.05 p < .01 .249

1

2 8.971* 0

74 75.51 6.4203 0.942 1

4 0.264 1

2
3 –8.029* 0

105 66.54 8.184
4 –8.707* 0.001

3 4 –0.678 1 49 74.57 7.921

4 12 75.25 5.190

Performance 
from 

 manager 
ratings

F(3,338) = 19.31 p < .01 .134

1

2 .274* 0

95 2.16 .3673 0.004 1

4 .220* 0.009

2
3 –.269* 0

147 1.88 .321
4 –0.053 1

3 4 .216* 0.019 65 2.15 .364

4 32 1.94 .246

Global  
performance 

F(3,338) = 10.39 p < .01 .085

1

2 .853* 0.048

95 6.540 2.3603 –0.09 1

4 2.451* 0

2
3 –0.943 0.057

147 5.690 2.333
4 1.598* 0.005

3 4 2.541* 0 65 6.634 2.702

4 32 4.092 2.462

Turnover 
 intent

F(3,239) = 0.89 p = .44 .011

1

2 0.765 1

74 10.36 5.3703 –0.472 1

4 –0.052 1

2
3 –1.237 0.777

105 9.60 4.113
4 –0.817 1

3 4 0.42 1 49 10.84 4.705

4 12 10.42 5.054

Work to fam-
ily conflict

F(3,239) = 6,62 p < .01 .078

1

2 3.432* 0.033

74 21.95 9.7213 –2.319 0.722

4 3.446 1

2
3 –5.751* 1.398

105 18.51 6.191
4 0.014 2.462

3 4 5.765 0.166 49 24.27 8.930

4 12 18.50 7.926
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Discussions

The purpose of this study was to explore the effect of the congruence between perceived 
individual and collective job involvement on the life of the organization, in terms of 
organizational commitment, job performance and turnover intent and on the employee, 
in terms of job satisfaction, burnout, general mental health and work to family conflict.

Among our more notable findings was the impact of the job involvement congruence 
on burnout. The lack of involvement is usually associated with the absence of stress and 
exhaustion, while work alienation is associated with relaxed behavior, reduced levels of 
effort and the lack of additional tasks (Brown, 1996). This can explain the higher levels 
of burnout in the positive congruence group compared with negative congruence one. The 
uninvolved colleagues who work with uninvolved colleagues do not feel pressured by 
other members of the organization (“peer pressured”) to perform well and to have great 
professional results. Although the negative congruence environment does not contribute 
to the success of the organization, on a personal level the employees feel stress-free and 
are less exposed to burnout. The lowest level of burnout is registered in the category of 
uninvolved employees, who work with job involved colleagues. In such groups, the tasks 
are performed by the job involved colleagues, prone to effort and performance oriented, 
which allows uninvolved employees to invest less effort and be less exhausted due to work. 
The highest burnout level is registered among the job involved employees who work with 
uninvolved colleagues. We assumed that the job involved people make an additional effort, 
trying to compensate through their own efforts that of colleagues, leading to higher 
burnout. We concluded that the findings of our study are consistent with previous research 
on the relationship between person-organization fit and burnout (El-Sakka, 2016; Siegall, 
McDonald, 2004; Roczniewska, Retowski, Higgins, 2018).

Our results showed significant differences between employees’ general mental health 
scores in the four job involvement congruence group. Our findings are consistent with 
conclusions resulted from the research of Merecz and Andysz (2012) on the relationship 
between person-organization fit and objective and subjective health status. The employees 
in negative congruence registered the highest well-being levels, while the lowest scores 
were being obtained by employees in positive congruence. This implies employees working 
with job involved teams or organizations are more prone to effort and stress and are 
preoccupied by the company’s goals and results. This puts a lot of pressure on them, 
decreasing their general mental health. On the other hand, the uninvolved peers are less 
focused on the organizational goals and tasks and more dedicated to their own well-being 
and personal objectives.

Regarding the work to family conflict, we obtained significant differences between the 
four job involvement congruence groups. It was interesting to note that the highest level 
of conflict between work and family life is encountered in the third group: job involved 
employees who work in teams with noninvolved employees. We assumed that this situation 
is caused by the fact that a job involved employee, who is surrounded by less involved 
colleagues, is likely to make an extra effort, in order to compensate for the team’s lack 
of contribution to the common goals’ achievement. The consequences of job involvement 
(such as high level of stress and exhaustion, carrying out additional tasks, increased effort 
in performing the job duties) interfere with the employee’s family life, in terms of the 
quality and quantity of attention that the individual pays to work to the detriment of the 
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family. We can conclude that these findings are consistent with previous research on the 
relationship between person-organization fit and work to family conflict (Mahdani, 2016).

The results regarding organizational commitment showed significant differences between 
the four job involvement congruence groups. It was interesting to note that the highest scores 
on the organizational commitment scale was encountered in the positive congruence situation, 
while the lowest level of organizational commitment is recorded in the negative congruence 
situations. We can explain these results throughout the fact that when an employee shares 
a certain identity or attitude with a greater number of people, their attitude tends to get 
stronger (attitude polarization). Thus, the positive work-related attitudes of a job involved 
employee working in a job involved team will grow stronger, while the negative professional 
attitudes of an uninvolved employee will become more extreme if they are surrounded by 
uninvolved team members. The stakes of these relationships are high, especially given the 
role of the organizational commitment as a promoter of the effort oriented towards achieving 
the objectives and mission of the company. Our findings are consistent with previous research 
on the relationship between person-organization fit and organizational commitment (Khaola, 
Sebotsa, 2015; Silverthorne, 2004)

The most important variable approached in our study was professional performance, 
due to the incontestable links between professional performance and company profitability, 
as an important stake for the organization, on the one hand, and between professional 
performance and employee satisfaction (Huang, 2015) as a major individual stake, on 
the other hand. The most interesting observation regarding the overall professional 
performance was the uninvolved employees, who work in uninvolved groups (negative 
congruence), have significantly better performance results than the uninvolved ones who 
work in job involved teams, the latter category registering the lowest scores for profes
sional performance. The fact that an uninvolved employee is surrounded by job involved 
colleagues, predisposes them to reduced effort and low motivation, as the group tends 
to take on the tasks of less involved colleagues, compensating through their effort the 
lack of reaction from the uninvolved member, in order to have overall competitive results 
and help achieve organizational goals. In this way, uninvolved employees lower their 
chances of performing well. Also, in congruence situations, even if in the negative sense 
of the concept, the individual performance results are better than those of the uninvolved 
employees working in job involved teams. In the negative congruence situation, the 
uninvolved employees are still required to perform the activities for which they are 
hired, to perform the tasks assigned to the team and to reach a certain level of 
performance. In the negative congruence group, the uninvolved employee tends to place 
the responsibility of reaching the team goals on the job involved colleagues who, 
therefore, are more motivated and more prone to effort. We can state that these findings 
are consistent with previous research on the relationship between person-organization 
congruence and performance (Farooquia, Nagendra, 2014; Hamstra, Van Vianen, Koen, 
2018; Ardıç, Oymak, Özsoy, Uslu, Özsoy, 2016).

The results of the current study are less consistent with past research when considering 
the effect of the job involvement congruence on turnover intent. Previous research on 
person-organization fit or value congruence proved a significant effect on the employee’s 
intention to leave the organization (Hun Jin, McDonald, Park, 2016; Ardıç et al., 2016; 
Liu, Liu, Hu, 2010). The same conclusion is applicable to the job involvement congruence 
effect on job satisfaction, since we did not identify a significant impact, as previous 
research on the relationship between person-organization fit or and job satisfaction did 
(Assouline, Meir, 1987; Chen, Sparrow, Cooper, 2016; Liu, Liu, Hu, 2010).



95The Impact of Job Involvement Congruence on Employees...

Conclusion

Our research improves the existing knowledge regarding job involvement and proposes a 
new approach, namely the employee-organization congruence perspective, tested on a 
sample of Romanian employees in the private business sector. The Romanian private 
business sector is poorly covered in the Organizational Psychology research perspective 
and the outcomes of the work related congruence was not yet captured on a Romanian 
sample. Besides providing a contribution to the literature, this study offers to human 
resources practitioners and leaders in organizations an insight regarding how similarities 
or discrepancies between employees, in terms of job involvement, can impact valuable 
factors such as performance and turnover intent. Apart from that, the effects in terms of 
employee well-being deserve further research, especially in regards to burnout and general 
mental health. Job involved employees are highly appreciated by organizations, but in a 
business world focused on profit and growth, the employee’s comfort can be easily 
overlooked, moreover if surrounded by uninvolved colleagues. Our conclusions can help 
raise awareness about the side effects of job involvement and about the importance of the 
organizational environment in the work related attitude-outcome relationship.

The research encountered several limitations, mainly generated by sampling issues, 
measurements and the methods used. Our sample consisted in 339 participants of young 
age who answered a set of questionnaires and omitted multiple values, causing reduced 
possibilities of results generalization. Some of the companies included in the research 
refused to provide access to the annual performance reviews, which also generated missing 
scores for the manager performance ratings. Regarding the measurements, the instruments 
were translated from English to Romanian and pretested on a pilot sample, in order to 
evaluate the psychometric characteristics of the scales. We obtained good internal consistency 
scores; nevertheless the procedure did not follow the classic instrument validation process. 
Also, in regard variables operationalization, another limitation concerns the employee-
organization job involvement congruence index. For measuring the congruence between 
individual and organizational job involvement we asked each participant to assess to which 
extent statements measuring job involvement apply to them and also to the other colleagues 
in the organization. The employee was considered involved if their scores were higher 
than the sample’s median on the adapted Job Involvement Questionnaire. On the same 
principle, the colleagues in the organization were considered involved in their job if the 
scores obtained by the participant were higher than the sample’s median. The index is 
sensitive to the sample’s characteristics and to the participants’ subjectivity in assessing 
the job involvement levels of the other members in the organization. Also, the job 
involvement congruence assessment might be affected by the question-order bias, since 
self-evaluation is followed by the evaluation of others, when employees were asked how 
the job involvement statements apply to them and afterwards to which extent the same 
statements apply to their colleagues. Nevertheless, the congruence index gives us an idea 
of the perception of the employee as part of their own group, in terms of job involvement.

While analyzing the results, various questions arose, some of which deserve to be 
approached in a follow-up research. The main idea that drew our attention was to find 
out if the implications of the job involvement congruence changed in time, for example, 
how is performance influenced by the fact that a job involved employee worked with 
uninvolved colleagues for more than a year. Also, other independent variables such as 
tenure, the age of the organization, the role of the employee in the organization (management 
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or subordination) or organizational climate can be taken into consideration as relevant 
factors for the job involvement employee-organization congruence.

Résumé: Notre recherche a abordé une perspective nouvelle et unique sur la participation au travail, 
à savoir une analyse du point de vue de la congruence employé-organisation. L’objectif était de 
démontrer que la congruence entre l’implication individuelle et collective perçue dans le travail 
affecte de multiples variables: satisfaction professionnelle, bien-être, conflit travail-famille, 
épuisement professionnel, engagement organisationnel, intention de roulement et performance 
professionnelle. À l’aide d’items évaluant la participation au travail (adapté du questionnaire sur la 
participation au travail de Kanungo, 1982), les participants ont été invités à évaluer dans quelle 
mesure les déclarations leur étaient applicables ainsi qu’ aux autres collègues de l’organisation. 
Sur la base de leurs réponses, nous avons calculé un indice de congruence employé-organisation 
pour la participation à l’emploi, selon lequel, nous avons placé chaque participant dans l’une des 
situations suivantes: congruence positive (employé impliqué, travaillant avec des collègues 
impliqués), congruence négative (employé non impliqué, travailler avec des collègues non impliqués 
perçus), incongruence – type A: employé impliqué, travailler avec des collègues non impliqués et 
incongruence – type B: employé non impliqué travaillant avec des collègues impliqués. Les résultats 
ont montré que la congruence entre leperçue implication professionnelle dans l’organisation influence 
le stress et l’épuisement professionnel (burnout), le bien-être, l’engagement organisationnel, la 
satisfaction professionnelle, les conflits travail-famille et la performance. Il était intéressant de 
découvrir que le niveau le plus bas de stress et d’épuisement professionnel (burnout) était enregistré 
lorsque des employés non impliqués travaillaient avec des collègues impliqués. Nous avons constater 
que les employés non impliqués qui travaillent dans des équipes non impliquées (congruence 
négative) avaient des performances significativement meilleures que celles non impliquées, travaillant 
dans une équipe de collègue simpliqués.

Mots-clés: participation au travail, épuisement professionnel, bien-être, engagement organisationnel, 
satisfaction professionnelle, conflit travail-famille, performance

Rezumat: Cercetarea noastră a abordat perspectiva congruenţei angajat-organizaţie în ceea ce 
priveşte implicarea în muncă. Scopul a fost să verifice dacă congruenţa dintre implicarea percepută 
în muncă individuală şi colectivă afectează următoarele variabile: satisfacţia profesională, starea 
de bine, conflictul muncă-familie, burnout, angajamentul organizaţional, intenţia de a demisiona şi 
performanţa profesională. Folosind itemi din Scala de evaluare a implicării în muncă (adaptaţi după 
Kanungo, 1982), participanţilor li s-a cerut să evalueze în ce măsură declaraţiile sunt aplicabile lor 
şi, de asemenea, celorlalţi colegi din organizaţie. Pe baza răspunsurilor acestora am calculat un 
indice de congruenţă angajat-organizaţie pentru implicarea în muncă potrivit căruia am plasat fiecare 
participant într-una din următoarele situaţii: congruenţă pozitivă (angajat implicat, care lucrează 
cu colegi percepuţi implicaţi), congruenţă negativă (angajat neimplicat, lucrând cu colegii percepuţi 
neimplicaţi), incongruenţă – tip A: angajat implicat, care lucrează cu colegi percepuţi neimplicaţi 
şi incongruenţă – tip B: angajat neimplicat care lucrează cu colegii percepuţi implicaţi. Rezultatele 
au arătat că congruenţa dintre implicarea personală şi cea percepută în organizaţie influenţează 
stresul şi epuizarea profesională, starea de bine, angajamentul organizaţional, satisfacţia muncii, 
conflictul dintre muncă şi familie. A fost interesant să descoperim că cel mai scăzut nivel de stres 
şi epuizare profesională a fost înregistrat în cazul angajaţilor neimplicaţi care lucrează cu colegii 
percepuţi implicaţi în muncă. De asemenea, am fost surprinşi să remarcăm că angajaţii neimplicaţi 
care lucrează în echipe neimplicate (congruenţă negativă) au avut o performanţă semnificativ mai 
bună decât cei neimplicaţi, care lucrează în echipe cu colegi percepuţi implicaţi.

Cuvinte-cheie: implicare în muncă, burnout, stare de bine, angajament organizaţional, satisfacţie 
profesională, conflictul muncă-familie, performanţă
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