
We Know People 

How Values Promote
Organizational Effectiveness

Robert Hogan| Hogan Founder & Chairman



• We provide premium assessment-based 
solutions for making decisions about people.

• Our core assessments solve problems common 
to all organizations—safety solutions, high 
potential identification, leadership 
development.

• Our research archive has performance data for 
most jobs in the global economy.

• Our assessments help individuals, teams, and 
organizations across the world. 

• Our research team develops customized 
assessments to solve unique problems for 
our clients.

Who is Hogan Assessments?



Proved that personality 
predicts occupational 

performance.

Discovered how leadership 
has financial consequences.

We showed that personality 
predicts leadership 

performance—who you are
determines how you lead.

We identified 11 dark side 
personality factors that derail 

leaders and organizations. 

We demonstrated the need 
to distinguish between 
leader emergence and 
leader effectiveness.
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Five Key Research Contributions



Our assessments 
provide an unbiased and 

scientific basis for 
making informed 

decisions about people.

Business success 
depends on making 

good decisions 
about money and 

people.

Using data to 
support decisions 
about people is 

always best practice. 

Why Our Research Matters



People and Organizations

• Psychologists study people; Sociologists study organizations.
• Most people and most organizations are not very successful.
• When people fail, they suffer as individuals; when organizations fail, 

everyone suffers.
• The next slide, taken from the Old Testament of the Bible, indicates 

what happens when organizations fail. 



THE FATE OF LOSING 
ORGANIZATIONS
• When you capture a city:  “Put to the 

sword all the men in it…utterly destroy 
them…save alive nothing that breatheth.”  

• As for the women and children:  “You may 
take these as plunder for yourselves.”

• Deuteronomy 2:10-20



Psychology and Sociology

• The quality of peoples’ lives depends on the organizations in which 
they are embedded.  
• What is good for an organization is always good for the individual 

members, but not vice versa—the free rider problem. 
• Focusing on organizational effectiveness first and individual welfare 

second makes practical sense to me.  
• Organizations are about culture and cultures are about values.
• Successful individuals share values, maybe the same is true for 

organizations. 



Values Drive Behavior in Unconscious Ways

• Parents and children share the same political and religious beliefs, 
food, occupational, and cultural preferences.
• Values are amazingly consistent across generations.
• Children unconsciously adopt their parents’ values; values are the 

DNA of cultural transmission.
• The values of a culture are part of the environment to which people 

must adapt.  Most people adopt those values without thinking about 
it.  Some people rebel.



Values as Unconscious Influences

• J.D. Vance’s Hillbilly Elegy (NY Times best seller) concerns values.
• Poor white southerners share a set of dysfunctional values that cause  

their economic misery.
• Poor white southerners think their values define the right way to live.
• People rarely question their values—values are mostly unconscious.
• Values are the core of personal identity.
• Values can drive self-defeating behavior.



Values and Prejudice

• Solomon Asch’s conformity studies—when people won’t conform.
• Byrne’s Similarity Attraction hypothesis.
• We like people who share our values and we dislike people who don’t 

share our values.  
• Most of the conflict in the Middle East is value based.
• Values create prejudice.



Evaluating Values

• Not all values are equally valuable.
• Some values and some cultures are evil.
• For example, greed is not good, gratuitously inflicting pain is not 

good.
• Some values produce better outcomes than others.
• For example, the rise of Christianity in ancient Rome was about 

superior values.



The Power of Values

• Values are powerful but often unconscious determinants of social 
behavior.  
• How do values apply to business?



Schneider’s ASA Model

• Schneider’s (well validated) ASA model predicts that organizations 
become more homogenous over time based on values.
• People are attracted to organizations with compatible values.
• The people whose values match the organization stay.
• The people whose values don’t match leave.
• This leads to “group-think”.



Organizational Culture and Employee Engagement

• Values drive corporate culture.
• Corporate culture drives employee engagement.
• Employee engagement predicts every significant organizational 

outcome.
• Low engagement predicts high absenteeism, high turnover, low 

productivity,  and low customer service ratings.
• High engagement predicts low absenteeism, low turnover, high 

productivity, and high customer service ratings.  



Values as Culture

• Organizational culture is defined by the values of the people with 
power.
• Peter Drucker:  In business, culture always trumps strategy.
• If the culture is dysfunctional, the strategy will fail—because the 

employees are alienated.
• But what are the values that define a good business culture?
• As always, it depends on whom you ask.



Academic Study of Values

• Anthropologists, sociologists, and Edgard Schein provide intuitive, 
touchy-feely, and unsystematic lists of values without regard to their 
consequences. 
• Mainstream psychological researchers mostly ignore values.
• Academic research is not helpful in identifying the values that 

degrade or improve organizational effectiveness.



Commercial Values Surveys

• Denison:  Goals/vision; Change orientation; Team orientation; 
Agreement/Coordination
• O’Reilly, et al: Innovation; Mutual support; Stability; Respect for 

people; Outcome orientation; Detail orientation; Team orientation; 
Aggressiveness
• Hofstede:  Power distance; Uncertainty avoidance; 

Individualism/collectivism; Long vs. short term focus
• Schneider/Hogan/Holland:  RIASEC
• These lists are descriptive and ad hoc.  



Descriptive vs. Prescriptive

• All existing values surveys are descriptive.
• They tell organizations about the values that they currently endorse.
• What if a values survey was prescriptive?
• It might be helpful to tell organizations about the values they should 

endorse but don’t.
• Where will we find prescriptive values?



Getting Empirical:  War and Peace and War

• We should study the values of successful organizations.
• Peter Turchin (War and Peace and War): Warfare is the central factor 

driving human evolution.   
• Human groups always fight and bad things happen to the losers.
• What values characterize the winners?  The Roman Empire, the Arab 

Empire, the Ottoman Empire?
• Ibn Khaldun (1332-1406):  Asabiyya predicts the rise and fall of 

empires.
• Asabiyya:  Social solidarity and sense of shared purpose.
• Asabiyya sounds like “engagement”.



Old Testament Values

Hopper and  Hopper (The Puritan Gift, 2009) argue that Old Testament 
values characterize successful business enterprises:
1.  The Massachusetts Bay Colony (first successful US colony in 1628).
2. The Industrial Revolution in the US (in the 1870s)
3. The success of the US economy until 1970s.
4. The Japanese economic miracle after WWII.
5. Successful ethnic groups (New England industrialists, Mormons, Jews) 

also share Old Testament Values.

The next slide describes Old Testament Values:



What Are Old Testament Values? 

1. Having a higher purpose—as Peter Drucker said, if the only reason 
for your business is to make money, you should quit.  Vision 
statements should define a higher purpose.

2. Valuing economic success (for the organization)—which indicates 
that the higher purpose is being achieved.  

3. Valuing technology, technical competence, and continuous 
improvement.  (Engineers in the US and Germany)

4. The capacity for collective action—valuing Asabiyya.



Capacity for Collective Action (Asabiyya)

The capacity for collective action itself depends on a particular set of 
leadership values:

1. Valuing equality of opportunity and minimizing hierarchy (Napoleon).
2. Valuing expertise by delegating downward.
3. Valuing innovation and continuous improvement by soliciting critical 

feedback.
4. Valuing planning and efficient execution.
5. Supporting the goals of the group by accountability.

These values will create engagement.



Leadership and Values

• The values of leadership groups create the cultures of organizations.  
• Values concern the content of leadership.
• We should distinguish between the content and the style of 

leadership—and both are important.  
• The next slide describes effective leadership style.



The Four Components of Effective Leadership

1. Effective leaders are trustworthy (Bill Clinton)

2. Effective leaders are competent (Barak Obama)
3. Effective leaders have good judgment (Donald Trump)

4. Effective leaders project a vision of a higher purpose (Pope Francis)

Notez bien:  Charisma is irrelevant…



The Rise of the MBA Class

• Many people believe that the US economy faltered in the 1970s and 
has yet to recover.
• The Hoppers believe the economic decline of the US is a function of 

the cult of the MBA.
• MBAs have formal business knowledge that transfers across 

organizations, but they often lack: (1) local content (competence); 
and (2) the proper values.  



MBA Problems

• MBAs understand business principles that transfer across 
organizations, they don’t know what goes on at the factory floor.  
• Because they don’t know what is going on at the factory floor, they 

lack credibility as leaders (Competence).
• Even worse, they are often hierarchical and greedy—they have bad 

values.



Greed and the MBAs

• Miller & Xu (2015).  Journal of Management Inquiry.

• 444 star CEOs, the kind of people featured in Fortune, etc.

• CEOs with MBAs were significantly more likely to engage in self-
serving behavior that enriched them and disadvantaged their 
organizations. 



Hogan Values Inventory

• Why not identify the values that characterize high performing 
organizations: New Zealand All Blacks, New England Patriots,  
successful family businesses (BMW, Toyota)…
• Prescriptive not descriptive values.
• A values survey would be different from an engagement survey.
• The right values will create the right culture.
• The right culture will create engagement.



Summary:  I

• The values of senior leaders create corporate culture.
• Corporate culture drives employee engagement.
• Employee engagement drives productivity and profitability. 
• Organizations should examine their values, because not all values are 

valuable.



Summary II

• Values also drive leadership—who you are determines how you lead.
• Some leader values are better than others:  

1. Humility leads to listening, delegating properly, and minimizing hierarchy
2. Rationality leads to data-based decisions and good judgment
3. Valuing organizational success (over personal success) leads to planning, 

innovation, execution, and accountability.
4. Valuing teamwork minimizes selfishness and maximizes commitment to a 

common cause.
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