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Abstract
Drawing from self-determination theory and person-organization fit theory, the
present study contributes to the literature on organizational purpose by examining
the relationship between perceived organizational purpose and work engagement
and the mediating role of person-organizational purpose (P-OP) fit herein. Based
on data from a cross-sectional quantitative study among 517 knowledge workers
from five financial service organizations, we tested two possible psychological mech-
anisms underlying the direct and indirect relationships between perceived organi-
zational purpose and work engagement. The results of our structural equation
modelling confirmed the hypothesized indirect effect model in which perceived or-
ganizational purpose was positively associated with work engagement, both directly
and indirectly via P-OP fit. These findings show that organizational purpose has
the capacity to directly and indirectly foster work engagement. The study suggests
avenues for future research in OB, strategic HRM, and marketing.
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Introduction
Since the 2007 financial and economic crisis, organizational misconduct has led to
an increased level of distrust and disengagement among stakeholders (Hollensbe,
Wookey, Loughlin, George, & Nichols, 2014; Wang, Tong, Takeuchi, & George,
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2016). As a result, the organization’s relationship and enduring connection with
stakeholders, including employees, have been undermined (Ehnert, 2014; Hollens-
be et al., 2014). The importance of organizational purpose has been increasingly
stressed by both the scholarly (e.g. Hollensbe et al., 2014) and professional manage-
ment literatures (e.g. Montgomery, 2019) as organizational purpose acknowledges
the interdependence of organizations, business and society and focuses on the
well-being of society and its constituents (e.g. Hollensbe et al., 2014). Therefore,
organizational purpose is expected to be capable of building and fostering trust,
reinforcing relationships, and through its motivational force is likely to have the
potential to inspire and foster action amongst stakeholders (Ehnert, 2014; Hollens-
be et al., 2014; Hurth, Ebert, & Prabhu, 2018; Montgomery, 2019). The present
study defines organizational purpose as “an aspirational reason for being which
inspires and provides a call to action for an organization and its partners and
stakeholders and provides benefit to local and global society” (Harvard Business
Review [HBR], 2015, p. 1).

The anticipated benefits of intentionally articulating a clear organizational purpose
for organizations and their stakeholders are said to be multiple (e.g. Montgomery,
2019). These benefits may include benefits that are needed to guarantee the orga-
nization’s continuity (Williams, 2019), such as improved financial performance
and increased shareholder value (HBR, 2015). In addition, in view of the war on
highly skilled and motivated employees, a clearly articulated organizational purpose
may lead to attractiveness, retention and work engagement of employees that fit
the organization (Collins & Porras, 2008; Dimiziani, 2019; Hurth et al., 2018;
Williams, 2019) as organizations anticipate that the articulated organizational pur-
pose resonates with employees’ values, interests and might satisfy needs for purpose
and meaningfulness which in turn might lead to personal well-being (App, Merk,
& Büttgen, 2012; Ehnert, 2014; Hurth et al., 2018; Lysova, Allan, Dik, Duffy, &
Steger, 2019; Rosso, Dekas, & Wrzeniewski, 2010). These latter potential outcomes
suggest that organizational purpose can serve as an important element in strategic
human resource management (SHRM) in achieving competitive advantage through
employer branding (App et al., 2012; Ehnert, 2014) and fostering employee work
engagement through organizational purpose’s motivational force (Collins & Porras,
2008; Dimiziani, 2019; Hurth et al., 2018; Moynihan & Pandey, 2007). In fact,
disengagement amongst employees in work environments is a serious problem for
organizations (Rastogi, Pati, Krishnan, & Krishnan, 2018). Empirical research on
work engagement, which is defined as “a positive work-related state of fulfilment
that is characterized by dedication, vigor, and absorption” (Schaufeli, Salanova,
Gonzalez-Roma, & Bakker, 2002, p. 74), suggests a positive relationship between
work engagement and organizational performance via enhanced in-role and ex-
tra-role performance (e.g. Bakker, Demerouti, & Sanz-Vergel, 2014). However,
whether the articulated organizational purpose fosters the intended psychological
processes at the individual level much depends on how these are perceived by
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the employees as intended organizational practices do not necessarily align with
employee perceptions (e.g. Nishii & Wright, 2007; Piening, Baluch, & Ridder,
2014; Sanders & Yang, 2016). Hence, only when employees perceive that the
organization’s purpose fits their values, interests and needs, they will be motivated
to act in line with the organizational goals leading to performance (e.g. Piening et
al., 2014; Sanders & Yang, 2016).

In view of the account above, the present study focuses on the motivational
potential of employee perceived organizational purpose as this may directly and
indirectly influence employees’ work engagement (Dimiziani, 2019; Hurth et al.,
2018; Palmer, Quinn Griffin, Reed, & Fitzpatrick, 2010) by fostering perceived
person-organizational purpose fit (P-OP fit) which can be regarded as a type of
value congruence between an individual and the organization (Dimiziani, 2019;
Ellsworth, 2002). Despite the suggested potential motivational role of organization-
al purpose as perceived by employees in engaging them in their work, up until
now there is only little scholarly knowledge on the relationship between perceived
organizational purpose and work engagement and the underlying mechanisms af-
fecting this relationship. This relationship can be explained by motivation theory,
specifically self-determination theory (SDT; Deci & Ryan, 2000), since organiza-
tional purpose may satisfy basic psychological needs (i.e. autonomy, relatedness
and competence) and promote motivation through which personal well-being and,
collectively, societal well-being can be strived for (Collins & Porras, 2008; Hurth et
al., 2018; Ryan & Deci, 2019, in press).

Our research contributes to the literature on organizational purpose in several ways.
First, we contribute to the literature on organizational purpose by examining the
extent to which employee perceived organizational purpose is directly related to
work engagement. Little if any research has been done on organizational purpose,
and to the best of our knowledge, organizational purpose as perceived by employees
has not yet been researched in relation to employees’ work engagement. In the
present study, we draw on SDT (Deci & Ryan, 2000) to argue that organizational
purpose as perceived by employees can have motivational potential and can foster
work engagement directly at the employee level (Hurth et al., 2018; Palmer et al.,
2010). Hence, perceived organizational purpose might be an antecedent of work
engagement (e.g. Bakker et al., 2014).

Second, building on SDT as the overarching theory, we incorporate P-O fit theory
(Kristof, 1996) to examine an underlying mechanism between employee perceived
organizational purpose and work engagement that may explain the motivational
potential that perceived organizational purpose might have at the individual level
through fostering perceived P-OP fit (Dimiziani, 2019; Ellsworth, 2002).

Third and finally, we offer practical implications for managing organizations on the
value of perceived organizational purpose and how perceived organizational purpose
supports the psychological need for satisfaction that brings out employees’ work
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motivation and engagement leading to organizational performance (Bakker et al.,
2014).

In the next sections, we conceptualize perceived organizational purpose, work en-
gagement and P-OP fit, and we build on SDT (Deci & Ryan, 2000) incorporating
P-O fit theory (Kristof, 1996) to develop our hypotheses. After that, we explain
how we conducted our quantitative study using structural equation modelling
(SEM) among 517 knowledge workers from the Dutch financial services industry
in order to test our conceptual model in which perceived organizational purpose
is hypothesized to be positively associated with work engagement, both directly
and indirectly via P-OP fit. Then we will present our results. We will conclude by
discussing the findings considering our theory and the debate on purpose and work
engagement and their implications for future research and HRM.

Theory and Hypotheses

Employee Perceived Organizational Purpose
In academic literature, organizational purpose has often been defined as the reason
for which an organization is created and exists (e.g. Ellsworth, 2002; Springett,
2005). However, emerging conceptualizations of organizational purpose show that
organizational purpose has been reconceptualized to focus not only on why an
organization exists but to also consider the stakeholders who are affected, and
how organizations enact and activate their purpose to fulfil human needs or solve
societal problems – in other words, how to contribute to the well-being of society
and its constituents (Hollensbe et al., 2014; Hurth et al., 2018; Montgomery,
2019; Moynihan & Pandey, 2007). In the present study, we focus on perceived
organizational purpose as the perceptions of the organization’s purpose are critical
to responses at the individual employee level (cf. Nishii & Wright, 2007). It is
suggested that when employees perceive an organization’s purpose to be aspirational
inspiring a call to action and being beneficial to multiple stakeholders, it is likely to
fuel employees’ levels of energy, drive action and foster employees’ willingness to de-
vote their energy to work volitionally (Collins & Porras, 2008; Hurth et al., 2018).
Moreover, such perceptions can create a sense of belonging and acknowledge the
transcendence of organizational purpose and the interdependence of organizations,
business and society. Furthermore, these perceptions can provide employees with
the experience of having challenging positive impact by doing work they are good
at, which benefits society (Collins & Porras, 2008; Hurth et al., 2018).

Though related, organizational purpose differs from concepts such as mission,
vision, and values. A mission determines what you do as an organization in terms
of specific activities and goals and has a specific timeline for its achievement. The
overarching purpose is by contrast less specific and enduring and links the activities
and goals set forth in the mission (Collins & Porras, 2008; Hurth et al., 2018). A
vision is set by leadership and represents an imagined future state of what it will be
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like when the purpose is being lived and the mission accomplished. Organizational
purpose thus fuels the organization’s vision (Hurth et al., 2018). Organizational
purpose differs from organizational values in that it is considered an outgrowth of
core organizational values and therefore is value based (Collins & Porras, 2008;
Lips-Wiersma, 2002). Organizational purpose states why an organization exists,
whereas values express what is important to an organization and purpose is pro-
pelled into existence through values that guide organizational behaviour (Dimiziani,
2019; Ferguson & Milliman, 2008).

Work Engagement
Work engagement encompasses three dimensions – vigour, dedication and absorp-
tion (Schaufeli et al., 2002). Vigour, the physical component, is characterized by
high levels of energy, the willingness to devote energy into work, and resilience
(Schaufeli et al., 2002). Dedication is the emotional component of work engage-
ment and refers to experiencing a sense of significance, inspiration, and challenge
at work (Schaufeli et al., 2002). The cognitive component, absorption, is character-
ized by being fully immersed in work and the experience of the rapidly passing of
time (Schaufeli et al., 2002).

The Relationship between Perceived Organizational Purpose and Work
Engagement
In the present study, we draw from self-determination theory (SDT) (Deci & Ryan,
2000) to explain the relationship between perceived organizational purpose and
work engagement and its underlying mechanisms. SDT is a broad framework for
comprehending aspects that foster or thwart people’s motivation and psychological
well-being (Deci & Ryan, 2000). A core tenet of SDT is that people seek to thrive
and grow psychologically to achieve well-being through the satisfaction of their
basic psychological needs (Deci & Ryan, 2000; Ryan & Deci, 2019, in press). SDT
distinguishes three basic psychological needs in human thriving and motivation.
These are the need for autonomy (i.e. psychological freedom, acting of free will),
the need for relatedness (i.e. feeling belongingness), and the need for competence
(i.e. being effective, having a sense of mastery of the environment) (Deci & Ryan,
2000; Ryan & Deci, 2019, in press). SDT posits that particular aspects of the work
environment (i.e. in the present study perceived organizational purpose) can sup-
port the satisfaction of these basic psychological needs and can foster autonomous
extrinsic motivation (Ryan & Deci, 2019, in press). Autonomous forms of motiva-
tion can, in turn, foster work engagement (Ryan & Deci, 2019, in press; Van den
Broeck, Lens, Witte, & Van Coillie, 2013). In contrast to intrinsic motivation,
autonomous extrinsic motivation concerns autonomously (i.e. volitional) enacted
behaviour for extrinsic reasons (i.e. perceived organizational purpose) rather than
for the inherent satisfactions associated with the enacted behaviour (Ryan & Deci,
2019, in press). Autonomous extrinsic motivation recognizes identified regulation
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(i.e. identification of significance and value which leads to the experience of a high
degree of volition or willingness to act) and integrated regulation (i.e. the integration
of identified regulation and congruence or fit with the individual’s values and
interests). In identified regulation the individual recognizes the significance and
value of perceived organizational purpose as it contributes to society and the organi-
zation’s stakeholders. In integrated regulation the individual not only recognizes and
identifies with the significance and value of perceived organizational purpose but
also perceives a fit between perceived organizational purpose and the individual’s
values.

We propose that perceived organizational purpose can support the satisfaction of
employees’ basic psychological needs, fosters their autonomous extrinsic motivation
through identified regulation and, therefore, can influence work engagement direct-
ly (Ryan & Deci, 2019, in press; Van den Broeck et al., 2013). First, we argue
that perceived organizational purpose supports the satisfaction of autonomy in that
it is perceived by employees to be aspirational, inspirational, and significant in
contributing to society and thereby promotes an employee’s willingness to put effort
in the job volitionally (Collins & Porras, 2008; Hurth et al., 2018). Second, em-
ployees may perceive the organization’s purpose as an understanding of contributing
to the larger whole by working together with colleagues in a team and other depart-
ments, thereby living the organization’s purpose. Thus, by contributing to society,
they may experience a sense of belonging to the organization that goes beyond the
self and the job. Hence, perceived organizational purpose supports the satisfaction
of relatedness (Hollensbe et al., 2014; Moynihan & Pandey, 2007). Third, employ-
ees may perceive organizational purpose as an experience of having challenging
positive impact on society by doing work they are good at. The perception of
the organization’s purpose thus provides the employee with an understanding what
he or she contributes in and beyond the job they are good at and a challenge
for development and growth, hence perceived organizational purpose supports the
satisfaction of competence.

In the light of the account above, perceived organizational purpose can contribute
to satisfying employees’ basic psychological needs of autonomy, relatedness, and
competence. Doing so, it can foster identified regulation which is the individual
values and identifies with the significance of perceived organizational purpose.
Thus, by supporting the basic psychological needs, perceived organizational pur-
pose promotes autonomous extrinsic motivation that influences work engagement
directly (Ryan & Deci, 2019, in press; Van den Broeck et al., 2013). Therefore, our
first hypothesis is:

H1: Perceived organizational purpose is positively related to work engagement.

90 Ramon van Ingen, Melanie De Ruiter, Pascale Peters, Bas Kodden, Henry Robben

https://doi.org/10.5771/0935-9915-2021-2-85 https://www.inlibra.com/de/agb - Open Access - 

https://doi.org/10.5771/0935-9915-2021-2-85
https://www.inlibra.com/de/agb
https://creativecommons.org/licenses/by/4.0/


The Mediating Role of Person-Organizational Purpose (P-OP) Fit in
the Relationship between Perceived Organizational Purpose and Work
Engagement
We propose that perceived organizational purpose can promote the most au-
tonomous form of extrinsic motivation, which is integrated regulation, through
P-OP fit (Ryan & Deci, 2019, in press). P-OP fit can be regarded as a type of
person-organization value congruence (Cable & DeRue, 2002; Kristoff, 1996) and
is defined as the value-congruence between core personal values and the perceived
core organizational values related to organizational purpose. When the organiza-
tional purpose is signalled, the importance of the core organizational values related
to organizational purpose are thus reflected. We define core organizational values as
“a unique set of organizational wide beliefs and ideas that intrinsically influence the
attitudes and behaviours of employees to achieve institutional and greater societal
goals as well as promote employee attainment of personal aspirations” (Ferguson &
Milliman, 2008, p. 441). Perceived P-OP fit refers to the belief that the perceived
core organization’s values reflected by organizational purpose are similar to or
supportive of those core values of the individual (Chatman, 1989; Kristof, 1996).
P-OP fit differs from P-O value congruence in the sense that P-OP fit refers to
the congruence of personal values and core organizational values related to the
organization’s purpose and not to other organizational values. For example, let us
assume that the founder of an organization built the organization’s purpose around
the core organizational value trust. If an employee values trust, this will likely lead
to a good fit with the organization’s core organizational value (trust), thus a good
P-OP fit. Alternatively, if an individual does not value trust, this results in a poor
fit with the organization’s value, hence a poor P-OP fit. Thus, if one accepts the
premise that organizational purpose is value based and reflects the importance of
core organizational values, then perceived organizational purpose is likely to be
positively related to P-OP fit. Thus, perceived organizational purpose tends not
only to reflect the importance of core organizational values but also supports and
reinforces personal values to ensure a good fit between employee values and core or-
ganizational values (Dimiziani, 2019; Downes, Kristof-Brown, Judge, & Darnold,
2017; Ellsworth, 2002). This leads to the following hypothesis:

H2: Perceived organizational purpose is positively related to perceived P-OP fit.

From a P-O fit perspective, the more individuals perceive fit in terms of value
congruence, the more likely it is that this P-O fit positively influences outcomes
and employees’ optimal functioning (Edwards & Shipp, 2007). According to Leiter
and Maslach (2003), values are at the heart of individuals’ relationships with their
organizations and form a motivating connection. As such, value congruence pro-
duces an indefinite energetic continuation that supports work engagement (Leiter
& Maslach, 2003). In addition, perceptions of a good fit generate a sense of
belonging towards the organization, which supports the satisfaction of the basic
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psychological need relatedness and thus fosters autonomous motivation, which is a
key condition for work engagement (Ryan & Deci, 2019, in press; Van den Broeck
et al., 2013). Hence, a good P-O fit tends to foster employees’ work engagement
as previous research has shown (e.g. Kodden & Van Ingen, 2019). In the present
study, P-OP fit is a value-congruence type of P-O fit. This reasoning leads to the
following hypothesis:

H3: Perceived P-OP fit is positively related to work engagement.

We propose that perceived organizational purpose supports the basic psychological
needs, promotes autonomous extrinsic motivation, specifically integrated regulation,
through P-OP fit, thereby indirectly influencing work engagement (Dimiziani,
2019; Downes et al., 2017; Ryan & Deci, 2019, in press). Perceived organizational
purpose signals to employees the importance of core organizational values, thereby
positively influencing P-OP fit. In turn, P-OP fit is likely to foster higher levels of
work engagement. As such, integrated regulation explains the relationship between
perceived organizational purpose and work engagement in terms of congruence be-
tween the individual’s values and the core organizational values, which are reflected
by organizational purpose. Hence, this reasoning leads to the following hypothesis:

H4: Perceived organizational purpose indirectly affects work engagement through
perceived P-OP fit, whereby perceived organizational purpose positively affects
perceived P-OP fit, and perceived P-OP fit, in turn, positively affects work
engagement.

The conceptual model in Figure 1 shows the direct and indirect (through P-OP fit)
effects of perceived organizational purpose on work engagement. 

Perceived 
Organizational 

Purpose

Person-
Organizational 

Purpose Fit

Work 
Engagement

H2

H1

H3

H4

 

  Figure 1. Effects of perceived organizational purpose and P-OP fit on work engagement.
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Methodology

Procedure and Participants
Since the financial crisis, the financial sector has suffered diminishing levels of trust
and engagement amongst employees and customers (e.g. Hartz & Fassauer, 2013).
To regain trust from society, many of the institutions in this sector re-evaluated
their purpose. For example, one big bank which participated in this study reported
as of 2014 its intended purpose in its annual report and still signals this purpose
actively to both internal and external stakeholders. Rather than solely focusing on
making profit and maximizing shareholder value, other financial institutions also
issued and signalled intended purpose statements actively to internal and external
stakeholders which focused, for instance, on sustainable development of society and
future generations. Furthermore, these banks also signal their values to internal and
external stakeholders. For example, one big bank signalled values such as honesty,
prudence, and responsibility. As these institutions have openly re-considered their
intended purpose and actively started signalling their purpose and the important
core values, a focus on perceived organizational purpose among employees working
at these organizations is particularly suitable for the present study.

Data were collected amongst 517 knowledge workers (3,877 people invited) from
five financial institutions in the Dutch financial services industry. The response rate
was 13.3 %. The data have been collected via an online questionnaire that was dis-
tributed via mail, containing an anonymous link, and by means of convenience and
snowball sampling. In terms of gender, 34.6 % (N = 179) were female, 65.4 % (N =
338) were male. With respect to the role in the organization, 17.8 % were manager
(N = 92), 36.2 % were specialist (N = 187), 30.9 % were consultant/advisory (N =
160) and 15.1 % were belonging to a support role (N = 78). Slightly more than half
of the participants (51.3 %) had more than twenty years work experience. Hundred
and twelve participants (21.7 %) indicated their tenure at their current employer
was more than twenty years.

Measures
Work engagement. The English version of the validated nine-item (e.g. ‘At my
work, I feel that I am bursting with energy’) short version of the Utrecht Work
Engagement Scale (UWES) (Schaufeli, Bakker, & Salanova, 2006) was used to
assess work engagement. Employees used a 7-point rating scale ranging from 0
(never) to 6 (always). Construct reliability (CR) was.93, exceeding the threshold
of.70 (Hair, Black, Babin, & Anderson, 2010).

Perceived organizational purpose. Perceived organizational purpose was measured
by requesting participants to fill in a three-item scale based on the definition of
organizational purpose used in the present study (HBR, 2015). The three items are
‘My organization’s purpose is an aspirational reason for being’, ‘My organization’s
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purpose is inspirational and calls to action for the organization and its partners and
stakeholders’, and ‘My organization’s purpose provides benefit to local and global
society.’ Respondents rated each item on a 5-point Likert scale ranging from (1)
strongly disagree to (5) strongly agree. Construct reliability was found to be.79,
exceeding the threshold of.70 (Hair et al., 2010).

Perceived person-organizational purpose fit. Participants reported their subjective P-
OP fit by responding to a three-item scale adapted from Cable and DeRue (2002).
The three items are ‘The things that I value in life are very similar to the things
that my organization values’, ‘My personal values match my organization’s purpose,
values and culture’, and ‘My organization’s purpose provides a good fit with the
things that I value in life.’ Respondents rated each item on a 7-point Likert-type
scale ranging from (1) strongly disagree to (7) strongly agree. Construct reliability
was.93, exceeding the threshold of.70 (Hair et al., 2010).

Confirmatory Factor Analysis
To evaluate the measurement model, a confirmatory factor analysis (CFA) was per-
formed. We evaluated the discriminant validity of the constructs by comparing the
average variance extracted (AVE) of each construct to their shared variance with the
other constructs in the model (Farrell, 2010; Hair et al., 2010). Results showed that
the model had a good fit with the data, χ2 (87, n = 517) = 337.866, p =.000, χ2 /df
= 3.884, CFI =.954, TLI =.944, IFI =.954, SRMR =.041, RMSEA =.075. CRs of all
latent variables exceeded the.70 threshold and the AVE of all latent variables ex-
ceeded the.50 threshold (Hair et al., 2010). In Table 1, CRs, AVEs, standardized
correlations, and shared variances amongst latent variables or constructs are present-
ed, showing that construct reliability and discriminant validity of the constructs are
supported. This support means that the AVE of all latent variables is greater than
the shared variance (represented by the squared multiple correlations above the di-
agonal) between each latent variable and the other constructs in the study (Farrell,
2010; Hair et al., 2010). There is no indication of multicollinearity since correla-
tions above the.85 threshold do not exist (Kline, 2011).

Table 1. Construct Reliability, Average Variance Extracted, Correlation Coefficients, and
Shared Variances amongst Constructs.

 

 CR 1. 2. 3.

1.ORG_PURP .79 (.55) .43 .24
2. FIT .93 .653*** (.82) .25
3. WE .93 .486*** .501*** (.60)

N = 517. ORG_PURP = perceived organizational purpose, FIT = person-organizational purpose fit, WE
= work engagement. CR = Construct Reliability. The Average Variance
Extracted (AVE) is displayed diagonally in parentheses. The values below the diagonal
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are standardized correlation coefficients among the latent variables. The values above
the diagonal are squared standardized correlation coefficients. (i.e. shared variance among latent
constructs). *p <.05, **p <.01, ***p <.001

Common Method Variance
To ensure minimal effects of common method bias, several procedural and statisti-
cal steps were taken as recommended by Podsakoff, Mackenzie, Lee, and Podsakoff
(2003) and Conway and Lance (2010). First, participants were affirmed of total
confidentiality and anonymity and stimulated to respond to the questions as frankly
and intuitively as possible. This was done to help lessen any evaluation comprehen-
sion and make them less likely to give socially desirable answers (Podsakoff et al.,
2003).

Second, different types of rating scales were used (e.g. perceived organizational
purpose had a 5-point scale ranging from 1 to 5, P-OP fit had a 7-point scale
ranging from 1 to 7, and work engagement had a 7-point scale ranging from 0
to 6). This procedure was used to help reduce potential effects of response bias
(Podsakoff et al., 2003).

Third, concerns about common method variance (CMV) can be attended to by
determining construct validity of the measurement scales (Conway & Lance, 2010).
Table 1 shows construct validity and the AVE of all constructs are greater than the
shared variance. Demonstrating construct validity of the measures used rules out
substantial methods effect (Conway & Lance, 2010).

Fourth, by applying Harman’s single factor test, the effects of CMV were also
investigated. The performed CFA contained all items loading on a single factor,
this 1-factor model had poor fit with the data. Results showed that our three-factor
model had the best fit compared to the one-factor Harman model indicating that
CMV was not a problem (Podsakoff et al., 2003), χ2 (90, n = 517) = 1783.332, p
=.000, χ2 /df = 19.815, CFI =.688, TLI =.636, IFI =.689, RMSEA =.191.

Fifth and finally, we used the unmeasured latent method construct (ULMC)
approach as recommended by Podsakoff et al. (2003) to detect CMV. In this
approach, the ULMC only loads on all items of the latent variables (Podsakoff et
al., 2003). Adding the ULMC enhanced the fit of the model (see Table 2). This
enhancement can be explained by the fact that this model has more parameters and
fewer degrees of freedom (Ng & Feldman, 2013). According to Brammer, He, and
Mellahi (2015), CMV can be excluded when the items of corresponding variables
load higher than.50 and the loadings on the ULMC either should be smaller than
those on the latent variables or non-significant.
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Table 2. CFA: Three-factor CFA Model Compared to ULMC Model

 χ2 df p χ2/df IFI TLI CFI RMSEA

Three-factor
CFA model

441.457 129 .000 3.422 .949 .939 .949 .069

ULMC model
(four-factor)

232.190 72 .000 3.225 .971 .957 .971 .066

         
ULMC Model Factor Loading: standardized factor loadings

Item

Organiza-
tional Pur-
pose

Work En-
gagement P-OP FIT

ULMC
vari-
able     

PURP1 0.77***   0.08     
PURP2 0.78***   0.22     
PURP3 0.67***   0.03     
ABS3  0.47***  0.63***     
ABS2  0.66***  0.36     
ABS1  0.70***  0.20     
DED3  0.80***  0.13     
DED2  0.89***  0.10     
DED1  0.86***  0.02     
VIG3  0.79***  0.01     
VIG2  0.82***  0.05     
VIG1  0.81***  0.03     
FIT1   0.86*** 0.15     
FIT2   0.91*** 0.14     
FIT3   0.90*** 0.21     

*** p<.001         

Table 2 shows that the standardized factor loadings of our constructs are all signifi-
cant and all above.50 except for ABS3 (.47). All standardized factor loadings of the
ULMC are considerably below the threshold of.50 (Hair et al., 2010). Again, the
exception is the standardized factor loading ABS3 on the ULMC (.63). Moreover,
only one factor loading of the ULMC is significant (ABS3) and 14 are non-signifi-
cant. This suggests CMV to be present. The threshold of.50 (Hair et al., 2010) was
not exceeded regarding the AVE of the ULMC (AVE =.0490) and 4.90 % of the
variance was accounted for by CMV. Concern about inflated relationships would
come up if CMV would reach a percentage of 70 % (Fuller, Simmering, Atinc, At-
inc, & Babin, 2016). From the ULMC approach, it can be concluded that CMV is
present, however it does not pose a serious threat to the data in the present study
(Conway & Lance, 2010; Podsakoff et al., 2003).
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Data Analysis Strategy
The hypotheses were tested by conducting structural equation modelling (SEM)
analyses in AMOS 25. First, the hypothesized mediation model was examined. For
this model, we examined the significance of the relationship between predictor and
mediator (a-path), the relationship between mediator and outcome (b-path) and
the indirect effect (ab-path). Since the sample size was large enough, we used the
Monte Carlo method (Biesanz, Falk, & Savalei, 2010) to test the significance of the
indirect effect. The 95 % credible intervals were calculated using the software creat-
ed by Biesanz et al. (2010). The unstandardized coefficients were used to compute
the indirect effects. Moreover, we investigated whether there were direct, indirect,
and total effects by measuring the differences between the model without a direct
effect and the hypothesized indirect effects model.

Results
Our results show that the hypothesized indirect effects model had a good fit with
the data, χ2 (101, n = 517) = 361.415, p =.000, χ2 /df = 3.578, CFI =.954, TLI
=.945, IFI =.954, SRMR =.043, RMSEA =.071. The results of the SEM analyses
are depicted in Figure 1. Perceived organizational purpose is significantly related to
P-OP fit (ϒ =.65, p<.001) and work engagement (ϒ =.28, p<.001) and P-OP fit
is significantly related to work engagement (ϒ =.32, p<.001). Hence, support was
found for hypotheses one, two, and three. Support was also found for hypothesis
four, namely that P-OP fit had an indirect effect on the relationship between per-
ceived organizational purpose and work engagement (indirect effect =.286, LLCI
=.177, ULCI =.405).
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Figure 2. Standardized estimates for the proposed partial mediation model; p < .001.
Error terms of the endogenous variables have been omitted for presentation purposes.

Next, we compared the hypothesized indirect effect model to the model without
the direct effect. Results showed that this model also had a good fit with the data,
χ2 (102, n = 517) = 376.221, p =.000, χ2 /df = 3.688, CFI =.952, TLI =.943, IFI
=.952, SRMR =.0583, RMSEA =.072. Based on a chi-square difference test, how-
ever, it showed that the inclusion of the direct path from perceived organizational
purpose to engagement in the mediation model significantly enhanced the fit of the
model in relation to the model without the direct effect, Δχ2(1) = 14.806, p<.05.
After examining these models, we concluded that our hypothesized model had the
best fit to the data (see Table 3).

Table 3. SEM: Comparison of Hypothesized Partial and Full Mediation Model

 χ2 df χ2/df CFI IFI SRMR Model Compar-
ison

Hypothesized
model 361.415 101 3.578 .954 .954 .0430 Δχ2(1) = 14.806,

sig. p<.05
Full mediation
model 376.221 102 3.688 .952 .952 .0583  

IFI: Incremental Fit Index, CFI: Comparative Fit Index, SRMR: standardized root mean square
residual.

98 Ramon van Ingen, Melanie De Ruiter, Pascale Peters, Bas Kodden, Henry Robben

https://doi.org/10.5771/0935-9915-2021-2-85 https://www.inlibra.com/de/agb - Open Access - 

https://doi.org/10.5771/0935-9915-2021-2-85
https://www.inlibra.com/de/agb
https://creativecommons.org/licenses/by/4.0/


Discussion
Building on SDT and P-O-fit theory, the present study aimed to contribute to
the literature on organizational purpose by examining the relationship between
perceived organizational purpose and work engagement and the mediating role
of person-organizational purpose (P-OP) fit herein. More specifically, we gained
insight into two mechanisms explaining the relationship between perceived organi-
zational purpose and work engagement at the individual level.

First, in line with our expectations, we found that perceived organizational purpose
was positively related to work engagement. In line with SDT (cf. Ryan & Deci,
2019, in press), this finding suggests that perceived organizational purpose has
motivational potential to foster work engagement directly through contributing to
the satisfaction of employees’ basic psychological needs – autonomy, relatedness,
and competence – and promoting their autonomous extrinsic motivation. Employ-
ees willingly and volitionally have chosen to work for an organization as they
identify with its purpose and values. This fosters employees’ autonomy to fulfil
the organization’s purpose through work. Furthermore, the organization’s purpose
unifies employees working towards a shared vision through a concrete mission and
corresponding goals, thus fostering the perception of belonging to something larger
than themselves. Moreover, having a clear and challenging purpose to strive for,
employees will not only express their competence through work, but it is likely they
will also seek to develop and grow their competence.

In striving for purpose as offered by an organization, individuals may also experi-
ence a sense of meaningfulness and significance in their work as they perceive
their work as part of the larger organization, which contributes to the well-being
of the society the organization is part of, and its constituents. As employees can
be seen as a constituent of society that the organization benefits, organizational
purpose is likely to improve employees’ well-being through the satisfaction of their
basic psychological needs (e.g. Ryan & Deci, 2019, in press). As employees pursue
strivings they find satisfying or significant (i.e. organizational purpose), they may
also create conditions for enhancing not only their own well-being but also the
well-being of others, whether inside or outside their organization. As such, this
study concerns a unifying factor, organizational purpose, which can foster both
individual employee well-being and, through organizational activities, collective so-
cietal well-being. Considering the importance of the satisfaction of basic psycholog-
ical needs, comprehending and improving the conditions under which employees’
needs can be supported, is an important concern for organizations and the societies
they play a role in.

Second, also in line with our expectations, perceived P-OP fit mediated the rela-
tionship between perceived organizational purpose and work engagement. This
finding reveals that by reflecting the importance of the organization’s core values,
perceived organizational purpose positively influences employees’ P-OP fit percep-
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tion, which in turn fosters work engagement. This finding supports perceived
organizational purpose to be an antecedent of the value congruence type of P-O fit
(Dimiziani, 2019; Downes et al., 2017; Kristoff, 1996).

Conclusion

Theoretical implications
The present study provides three distinctive implications for the literature on orga-
nizational purpose.

The first implication concerns demonstrating the relationship between perceived
organizational purpose and work engagement. Perceived organizational purpose
supports the satisfaction of basic psychological needs of autonomy, relatedness, and
competence and promotes autonomous extrinsic motivation of identified regulation
(Deci & Ryan, 2000; Ryan & Deci, 2019, in press). Thus, we contribute to litera-
ture on organizational purpose in a way that organizational purpose, as a particular
aspect of the work environment, is capable of fostering employees’ motivation,
thereby relating organizational purpose to work motivation literature, specifically
SDT literature (Deci & Ryan, 2000; Ryan & Deci, 2019, in press).

Second, perceived organizational purpose directly influences work engagement.
This implies that we add to the literature on organizational purpose as it can be
considered an important antecedent of work engagement (Schaufeli et al., 2002).

The third and final implication for organizational purpose literature lies in our
proposition that perceived organizational purpose can function as an antecedent
of P-O fit (Kristoff, 1996). By reflecting the importance of core organizational
values related to organizational purpose, perceived organizational purpose thereby
supports and reinforces personal values, which in turn enhance P-O fit percep-
tions. Furthermore, this study supports the theory that suggests P-O fit as value
congruence can be considered a valuable mediator in the relationship between
perceptions of work context and work outcomes (e.g. Downes et al., 2017). In
the present study, perceived organizational purpose influences work engagement
indirectly through P-OP fit (i.e. integrated regulation) (Ryan & Deci, 2019, in
press), thereby also adding to literature on SDT in relation to P-O fit (e.g. Downes
et al., 2017).

Practical implications
The results of the present study have several practical implications. Given the two
mechanisms revealed in the present study that explain the relationship between per-
ceived organizational purpose and work engagement at the individual level, organi-
zations might consider effectuating a clear, concise, and understandable purpose,
evaluating and living their purpose to foster stakeholder action and engagement.
Specifically for employees, organizations thereby provide them with insight in what
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their individual jobs contribute to the larger whole. The present results showed
that organizational purpose can serve as a motivational construct. Thus, it is likely
that perceived organizational purpose not only affects individuals’ work engagement
positively but may also affect other employee outcomes such as performance (Ryan
& Deci, 2019, in press) and organizational outcomes such as organizational perfor-
mance (Bakker et al., 2014). From a P-O fit perspective, perceived organizational
purpose is likely to affect P-OP fit, and this will, in turn, likely result in higher
levels of other work outcomes such as commitment and job satisfaction (e.g. Cable
& DeRue, 2002).

Limitations
The present study has several limitations. First, due to the cross-sectional, non-ex-
perimental design, definite causal inferences cannot be drawn. To further investi-
gate the causality of the hypothesized relationships, longitudinal research is needed.

Second, self-reported single-source data have been used. Since the present study
focuses on individual perceptions, a self-report questionnaire was deemed appropri-
ate. Nevertheless, due to the cross-sectional and single-source nature of our study,
CMV might have affected the results of the study (Conway & Lance, 2010;
Podsakoff et al., 2003). However, our CMV analysis revealed that CMV was not
likely a significant concern (Conway & Lance, 2010; Podsakoff et al., 2003).
Nevertheless, the results of this study should be interpreted with care.

Third, since the focus in this study was on the financial services sector, the results
may not be generalizable to other sectors. In order to see whether the results are
generalizable to other industries, future research in this field should focus on other
(service) industries, possibly including multiple stakeholders such as customers and
prospective employees.

Fourth and finally, in the present study, one specific mediator was considered,
however, other mediators may likely also play a role in explaining the relationship
between perceived organizational purpose and employee outcomes including work
engagement. Taking into account other motivational theories (see Kanfer, Frese, &
Johnson, 2017) and the literature on meaningful work (e.g. Lysova et al., 2019),
we believe the Job Characteristics Model (Hackman & Oldham, 1976) might be a
relevant model since purpose and meaning are related constructs (e.g. Rosso et al.,
2010). Perceived organizational purpose can be assumed to foster the perception of
task significance, which triggers the psychological state of perceived meaningfulness
that must be present for internally motivated work behaviour and thus may act as
a mediator in the relationship between perceived organizational purpose and work
engagement. Thus, we see possibilities for future research to incorporate meaningful
work.
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Based on the limitations presented above, we recommend conducting multi-level,
multi-source, and longitudinal research on organizational purpose and its influence
on stakeholders and stakeholder interdependencies. Whereas the present study
showed the positive relationship between purpose and employee work engagement
and the mediating role of P-OP fit, future research at the individual level may look
into other mediators such as perceived meaningfulness, other multi-disciplinary
perspectives such as marketing or employer branding, and research whether per-
ceptions of organizational purpose are positively associated with attracting new
talent or with customer engagement. In other words, is organizational purpose
also capable of invoking psychological processes among stakeholders outside the
organization?

Summarizing, the interest in understanding organizational purpose has increased
amongst academics and practitioners. While organizational purpose used to refer
to ‘reason for being,’ some academics propose to see the construct as potentially
providing an overarching framework to communicate the role of business in society
(Hollensbe et al., 2014) that can engage internal and external stakeholders and fos-
ter action. The results of the present study showed that organizational purpose can
be perceived as more than a reason for being, it might be considered a motivational
construct that has the capacity to support the satisfaction of basic psychological
needs and promote autonomous extrinsic motivation, thereby increasing work en-
gagement. As such, by engaging through purpose, organizations can deploy their
purpose in employer branding as part of SHRM. The present study showed that
focusing on organizational purpose can provide scholars with a valuable overarching
framework for connecting different research streams and practitioners with an
overarching framework for connecting different stakeholders to their organization’s
values and goals, leading to benefits for all parties.
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