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Abstract

Recognizing the importance of values and the specific
characteristics of participants and situations in voluntary
organizations, we examine how value congruence—the
fit or compatibility of values between participants and
the organization, or among participants—interacts with
personal and situational factors to predict participants’
length of stay in their organizations. Introducing the
case of a voluntary organization that offers shared
housing, we measure value congruence through textual
similarity in the self-introduction documents of 49 partic-
ipants and the organization's mission statement. This
approach differs from the self-reported measures based
on participants’ perceptions or recalled interactions used
in previous studies. In line with expectation-
disconfirmation theory, participants with the strongest
beliefs in organizational values had shorter lengths of
stay. The amount of intraorganizational communication
also moderated the relationship between value congru-
ence and length of stay. This study provides theoretical
and methodological implications for nonprofit manage-
ment by considering personal and situational factors
and evaluating value congruence by textual similarity.
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1 | INTRODUCTION

The question of why participants’ stay in or leave their voluntary organizations® has inspired
significant research on the nonprofit sector, which suffers from a high rate of participant depar-
ture (Kang, Huh, Cho, & Auh, 2015; Meisenbach, Rick, & Brandhorst, 2019; Walk, Zhang, &
Littlepage, 2019). Voluntary organizations are sustained by competent and committed volun-
teers and employees, so high turnover among these participants threatens the organization's
efficiency and productivity as well as the quality, consistency, and stability of its services (Kang
et al., 2015). Specifically, in membership associations, a type of voluntary organization where
participants come together for mutual benefits and common goals without financial remunera-
tion (Tschirhart & Gazley, 2014), participants’ departures may ruin the community in the orga-
nization, decrease benefits, and impede the accomplishment of goals (e.g., Esparza, Walker, &
Rossman, 2014). Research on the causes of departures from these organizations has shown the
influence of both individual (e.g., gender and age, Kang et al., 2015; self-efficacy, Ripamonti,
Pasquarelli, Ravasi, & Sala, 2016) and organizational factors (e.g., organizational support, Alfes,
Shantz, & Bailey, 2016; openness to feedback, Garner & Garner, 2011).

However, more research is necessary to take account of the specificity of the voluntary context
beyond the individual and organizational factors discussed in previous studies. First, many partici-
pants join voluntary organizations more because of the opportunities to pursue their values than for
practical reasons (Moynihan & Pandey, 2007). They place a higher importance on values than do
employees in corporations (Stride & Higgs, 2014), and they may be even more concerned about how
they can realize their values through the organization's values and whether other participants will
cooperate in pursuit of these values. As a result, value congruence, or the fit or compatibility of values,
between participants and the organization or among participants (Kristof, 1996) may play crucial roles
in participants’ length of stay in voluntary organizations. Second, most studies on value congruence
have centered on corporate contexts and found that value congruence increases participants' length of
stay (Edwards & Cable, 2009; Kristof, 1996; Kristof-Brown, Zimmerman, & Johnson, 2005; Meglino,
Ravlin, & Adkins, 1989). In voluntary organizations, the specificity of participants and situations may
differentiate the positive effect of value congruence on participants' length of stay.

Therefore, this study directs attention to the values of a participant, the organization, and the
other participants and examines how value congruence may influence participants’ length of stay in
voluntary organizations and how personal (i.e., beliefs in organizational values hypothesized by
expectation-disconfirmation theory) and situational factors (i.e., intraorganizational communication
hypothesized by social penetration theory) specific to voluntary organizations moderate the influ-
ence of value congruence on participants’ length of stay. This study introduces a new way to evalu-
ate value congruence by examining the textual similarity of actual statements used by participants
and organizations, an alternative measure to previous instruments, which examined only one of
two parties’ perception of the value congruence or compared self-reported responses of two parties
(Kristof, 1996; Kristof-Brown et al., 2005; Vveinhardt & Gulbovaité, 2015). This study offers new the-
oretical and methodological directions to the nonprofit management scholarship by paying atten-
tion to the personal and situational factors in value congruence in voluntary organizations.

2 | PREDICTING LENGTH OF STAY IN A VOLUNTARY
ORGANIZATION BY VALUE CONGRUENCE

This section explains how two dimensions of value congruence - that between participants and
the organization and that between participants and other participants — may predict length of
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stay in voluntary organizations and attempts to provide novel perspectives by considering the
effect of personal and situational factors specific to voluntary organizations.

2.1 | Value congruence with the organization and other participants

Previous research has mostly explained that varied types of value congruence positively influ-
ence participants' stay in the organization. First, previous studies found that participant-
organization value congruence—participants’ value fit, or compatibility with the organization—
is an important predictor of participants’ stay in an organization (Kristof, 1996). Research on
corporations suggests that participant-organization value congruence increases participants'
sense of belonging to, satisfaction with, and trust in the organization; in this way, value congru-
ence encourages participants’ staying in the organization even during organizational changes
and challenges (Edwards & Cable, 2009; Englert, Thaler, & Helmig, 2019; Kristof-Brown
et al., 2005; Meglino et al., 1989).

While only a few studies have discussed value congruence in voluntary organizations, they
have concurred with the findings from the corporate contexts. Van Vianen, Nijstad, and
Voskuijl (2008) explained that participant-organization value congruence plays an important
role in participants’ stay by increasing commitment to and satisfaction with their voluntary
organization. Moynihan and Pandey (2007) also found that participants were more attracted to
and less likely to exit voluntary organizations when participant-organization value congruence
was higher.

Second, research shows that between-participants value congruence—participants’ value fit,
or compatibility with other participants—positively predicts their length of stay in their organi-
zations (Kristof, 1996). Previous studies on voluntary organizations have not directly discussed
between-participants value congruence, but they suggest that participants affect one another's
length of stay. Participants’ broader social surroundings are significant predictors of their com-
mitment to voluntary organizations (Gazley, 2013; Penner, 2002), and social surroundings
within the organizations also play an important role in participants' length of stay because they
attenuate the impact of negative experiences in the organizations and provide support
(Moynihan & Pandey, 2007).

Studies on corporations directly addressed that between-participants value congruence posi-
tively affect participants’ length of stay (Edwards & Cable, 2009; Kristof-Brown et al., 2005;
Meglino et al., 1989). While their context was not voluntary organizations, they explained rela-
tionship dynamics applicable to general organizational contexts. They found that between-
participants value congruence facilitates conversation among participants and helps them pre-
dict each other’s behaviors stemming from their similar values; this mechanism decreases rela-
tionship conflicts and aids reconciliation during conflicts (Edwards & Cable, 2009; Meglino
et al., 1989). It also increases participants’ satisfaction with and commitment to the organization
and lowers their intentions to leave the organization (Kristof-Brown et al., 2005).

2.2 | Personal and situational factors in value congruence

The previous section explained that prior studies have suggested a positive relationship between
value congruence and participants' length stay. However, these studies have rarely accounted
for personal and situational factors that may intervene and differentiate the effect of value
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congruence (Schneider, 1987). A conceptual study suggests that personal differences
(e.g., openness to influence) and situational factors (e.g., intensity of socialization process) may
moderate the influence of value congruence and generate different behavioral and organiza-
tional outcomes, including participants' departure (Chatman, 1989). Further, voluntary organi-
zations consist of participants and situations different from those in the profit-seeking
corporations on which previous studies have mostly focused. Therefore, this section attempts to
fill the gap in scholarship by taking account of personal and situational factors specific to volun-
tary organizations and examines how these factors may moderate the positive effect of value
congruence on participants’ length of stay.

2.2.1 | Participants’ strong beliefs in organizational values

Most past research on value congruence and length of stay focused on corporations (Holtom,
Mitchell, Lee, & Eberly, 2008), where employees leave their jobs to further their careers or for
better salaries (Chiaburu & Harrison, 2008; Mossholder, Settoon, & Henagan, 2005; Seibert,
Wang, & Courtright, 2011). However, participants in voluntary organizations choose the organi-
zations (and the lifestyle, in this study) to pursue their values. Voluntary organizations, includ-
ing the organization in this study, are likely to consist of participants who place a higher
importance on the organizational values than paid employees do (Stride & Higgs, 2014). As a
result, voluntary organizations may be particularly likely to attract participants who have an
extremely high level of beliefs in the organizational values in comparison to other types of orga-
nizations. This fact about voluntary organizations calls for consideration of participants with
extremely strong beliefs in the organizational values (a personal factor), which may have a dif-
ferent impact than the positive, linear effect of value congruence on length of stay.

Expectation-disconfirmation theory explains that when individuals anticipate certain attri-
butes or characteristics of an object, they evaluate the object based on their evaluation of its
actual performance (Brown, Venkatesh, & Goyal, 2014; Oliver, 1977). When the object outper-
forms the individuals' original expectations, the disconfirmation is positive, and the individuals'
satisfaction increases. The higher the expectations, the lower the possibility that the individuals
perceive the object matches or outperforms their expectations. The discrepancy between the
individuals’ expectation of the object and the subsequent evaluation of it may induce dissatisfac-
tion and influence their future behaviors.

Applying expectation-disconfirmation theory, an extremely high level of participant-
organization value congruence may represent that the participant strictly follows and strongly
pursues what the organization values; the participant's expectations of the organization's realiza-
tion of its values may be so high that the organization's actual performance is likely to disappoint
the participant. The discrepancy between the expectation and the subsequent evaluation of the
organizational performance may increase the participant's intention to leave the organization.

Newton and Mazur's (2016) study also suggests that participants’ strong beliefs in organiza-
tional values may explain such departures. They reported that volunteers in nonprofit organiza-
tions who placed a high importance on the values which the nonprofit organizations also
pursued were less likely to be satisfied with current organizational practices and more likely to
stop volunteering; their expectation may have been beyond the organization's realization of its
values. On the other hand, the level of affiliation to the organization's values did not matter for
nonprofit employees' job satisfaction or intention to leave because employees did not have as
high expectations for the organization.
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We suspect that there are participants in voluntary organizations who have extremely strong
beliefs in organizational values. This may be represented by extremely high participant-
organization value congruence, which may cause them to be likelier than other participants to
be disappointed with the organization. Participants' intention to stay in the organization may
increase when their value congruence with the organization increases up to a moderate level
(Edwards & Cable, 2009; Kristof, 1996; Kristof-Brown et al., 2005; Meglino et al., 1989), but
their intention may decrease when the value congruence exceeds the optimal point. Therefore,
we hypothesize:

H1 There is an inverted U-shaped, curvilinear relationship between the participant-organization
value congruence and participants’ stay in voluntary organizations.

2.3 | Amount of Intraorganizational communication

The majority of communication among employees in corporations may consist of practical talks
such as technical information about tasks. By contrast, having gathered to pursue their com-
mon values (Moynihan & Pandey, 2007), participants in voluntary organizations may have
more opportunities or greater inclination to discuss their values or organizational values. These
facts call for reconsideration of the influence of intraorganizational communication on the posi-
tive, linear relationship between value congruence and participants' length of stay in voluntary
organizations.

Social penetration theory explains that during the development of interpersonal relation-
ships, social penetration occurs in two related dimensions: breadth of penetration (i.e., the
amount of communication per unit time) and depth of penetration (i.e., the degree of intimacy
of interaction, Altman & Taylor, 1973). As the amount of communication increases, individuals
also increase their self-disclosure to deeper and more intimate levels (Carpenter &
Greene, 2016; Mangus, Bock, Jones, & Folse, 2020). This theory may be applied to explain how
intraorganizational communication (a situational factor) influences value congruence and par-
ticipants' length of stay. When participants are in voluntary organizations with a small amount
of communication (i.e., which have infrequent exchange of information and expression or few
cooperative activities), they may not have enough opportunities to reveal themselves and their
values or their thoughts on organizational values. As a result, they may not be able to form per-
ceptions about organizational values or other participants’ values (Feeley & Barnett, 1997).
Therefore, participants' value congruence with the organization or other participants may not
strongly influence their stay in voluntary organizations.

On the other hand, in organizations with a great amount of communication (i.e., which
have frequent exchange of information and expression or many mutual activities), participants
may have more opportunities to perceive the values of the organization and other participants.
When participants have a high level of value congruence, the great amount of
intraorganizational communication may allow them to realize the high similarity and may
increase the positive effect of value congruence on participants’ stay in the organization. Specifi-
cally, a clearer perception of value congruence among participants strengthens their relation-
ships and may develop into useful resources and emotional support for the participants
(Sortheix & Lonnqvist, 2015). These relationships may empower the participants, create a more
pleasant organizational environment, and ultimately reduce intention to leave (Seibert
et al., 2011).
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When participants have a low level of value congruence, a great amount of
intraorganizational communication may offer more opportunities to become aware of the dis-
similarity. Such communication context may increase the negative effect of value incongruence
on participants' stay in the organization. A greater awareness of the dissimilarity among indi-
viduals may additionally result in discordance and conflict among them, decrease participants’
likelihood of forming social relationships with other participants (Sortheix & Lonnqvist, 2015),
and eventually induce participants to leave the organization (Mossholder et al., 2005). This sug-
gests that the situational factor (i.e., the amount of intraorganizational communication) may
moderate the relationship between value congruence and participants' stay in the organization.
Therefore, we hypothesize:

H2-1 The amount of intraorganizational communication may moderate the relationship between
the participant-organization value congruence and participants’ stay in voluntary
organizations.

H2-2 The amount of intraorganizational communication may moderate the relationship between
the between-participants value congruence and participants’ stay in voluntary organizations.

So far, this section has explained the effect of personal and situational factors in value congru-
ence and length of stay in voluntary organizations. This section suggests that organizational
values may differ from how the values are realized in the voluntary organization or perceived by
participants. Further, because participants perceive others' values via communication, they may
not encounter every value others hold. In other words, measuring the concept of value congru-
ence requires a meticulous examination of which organizational values are officially declared and
which are actually realized, or which participants’ values are presented during communication
and which are not. In order to capture such nuances, this study quantifies value congruence
through two measures relying on computerized text analysis of value-related words that both par-
ticipants and organizations actually use to describe their values. The next section explains the
study method, including how we operationalized and measured value congruence.

3 | METHODS
3.1 | Study context

The context of this research is a voluntary organization in Seoul, Korea that has provided
shared housing for nonprofit professionals since its foundation in 2014. The organization is
composed of participants who are in their 20s and 30s and work in the third sector
(e.g., community organizations, nongovernmental organizations, and nonprofit organizations,
Shumate, Atouba, Cooper, & Pilny, 2014). The main purpose of this organization is for partici-
pants to share housing with those who have similar values and create synergy with them to
generate social impact. The participants share amenities with housemates (i.e., kitchen and
laundry facilities) while simultaneously having private domains (i.e., bedroom and bathroom).
They participate in regular meetings to discuss social values (a) to volunteer for the local com-
munity and (b) pursue common missions to contribute to the society more broadly.

We chose this organization because it exhibits two characteristics typical of voluntary orga-
nizations. First, pursuing values is important in this organization, much as it is in other
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voluntary organizations (Moynihan & Pandey, 2007; Stride & Higgs, 2014). This characteristic
distinguishes this organization from other shared housings (for example, Clark, Tuffin, Fre-
win, & Bowker, 2017). This characteristic may be also more apparent in this organization than
in other voluntary organizations. Because participants in this organization live together to pur-
sue a common mission, values may play more important roles in participants' length of stay
and more participants may hold strong beliefs in their values than in other types of voluntary
organizations. This difference may not be problematic for generalizability of this study's find-
ings because participants in many voluntary organizations also place high importance on orga-
nizational values and their own values (e.g., hospice volunteers' self-definition based on
prosocial values, Finkelstein, Penner, & Brannick, 2005; participants’ identification with values
of a community-serving voluntary organization, Tidwell, 2005). The higher probability of partic-
ipants with extremely strong values instead may provide a favorable context to consider per-
sonal factors when explaining participants’ length of stay in voluntary organizations.

Second, participants in this organization communicate about their values and organiza-
tional values, much as they would in other voluntary organizations (Kramer, Lewis, &
Gossett, 2013). Because they live together, they may have more opportunities to communicate
about values and to perceive others' values, which may increase the effect of communication on
participants’ length of stay more than in other voluntary organizations. However, participants
in other voluntary organizations may have as many opportunities for, or regular opportunities
with more focus on, communicating about their values (e.g., frequent, casual communication
among community choir participants or regular, focused program meetings among youth orga-
nization volunteers, Kramer et al., 2013). Further, other voluntary organizations suffer from
structural (e.g., hierarchies or structure of teams and departments) or functional
(e.g., participants’ role in the organization, such as finance and public relations departments)
factors which may influence intraorganizational communication; such factors do not influence
participants’ communication in this organization. This organization is divided into two build-
ings, leading to two distinct communication situations without structural or functional effects.
This situation may contribute to a more accurate examination of the role of intraorganizational
communication.

3.2 | Sample

The sample for this study consisted of the self-introduction documents of the participants and
the voluntary organization. When individuals apply to live in the housing, they submit applica-
tion documents where they introduce themselves and describe their missions and values. These
documents are reviewed by the organization's management committee® as the first round of the
application process (M = 754.76 words, SD = 533.54; see Appendix A for example sentences
from the documents). The management committee excludes only those whose values seem
strongly at odds with the mission of the organization. Those accepted are informed and put on
a list, then contacted when a vacancy occurs. If the applicant still wants to join at that time, a
second application round occurs that consists of a casual interview with all of the participants
of the organization and the management committee.

The management committee provided us with self-introduction documents of all of the
housing's residents since it began almost four years earlier (i.e., October 2014 to June 2018).*
This amounted to application materials from 50 participants who had lived there or continued
to live there. The total corpus consisted of 37,738 words, 127 pages. The organization also
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provided us with the participants’ gender and age at the time of the application, their length of
stay, and whether they lived in Building #1 or #2. One participant was omitted from the analy-
sis because the participant's self-introduction document was missing. We obtained the organiza-
tion's professed mission from its official website, which provides the mission statement of the
voluntary organization as well as basic information (e.g., location, facilities, and rent). The orga-
nizational mission and objective consist of 501 words.

Additionally, the organization provided us online communication data among the participants
of each building. Each building has an official social media chatroom where every participant in
each building communicates. The communication subjects vary from facility problems to commu-
nity events to daily lives. We also visited the buildings twice and discussed our findings with the
management committee three times through face-to-face meetings and many times over the phone
and email in order to acquire additional information about the context of the case and to triangu-
late our understanding of each building as we analyzed the data and came up with conclusions.

3.3 | Measuring value congruence through textual similarity
3.3.1 | Limitations of previous measures

Previous studies have usually measured value congruence by asking participants directly
whether they thought they fit with their counterparts in terms of varied types of values
(i.e., subjective value congruence), or asking both parties to evaluate the importance of different
values to them, and comparing their responses (objective value congruence; Kristof, 1996;
Kristof-Brown et al., 2005; Vveinhardt & Gulbovaité, 2015). However, previous instruments
have several limitations. First, they are self-reported measures based on the participants’ percep-
tion or recalled interactions with the organization or colleagues (Kristof, 1996; Kristof-Brown
et al., 2005; Vveinhardt & Gulbovaité, 2015). Self-reported measures are notorious for suffering
from social desirability bias (Fisher, 1993). This weakness calls for unobtrusive measures to cap-
ture the actual value congruence between the two parties, not the uni-directional perception
that springs from one of the parties or the comparison between the self-reported responses of
the two parties.

3.3.2 | Introduction of unobtrusive textual measures

To avoid the methodological bias of self-reported measures and to capture diverse aspects of
value congruence that fixed categories in survey questions might obscure, this study relies on
analysis of actual words organizations and participants use. This study evaluates value congru-
ence by analyzing the textual networks of words used during organizations' or participants’ self-
introduction to organizations or fellow participants and examines how value congruence
reflected therein influences participants’ tendency to stay or leave the organization.

A textual network focuses on the relationships among words or concepts based on shared
meanings among communication partners (Doerfel & Barnett, 1999). Two nodes are connected
in a textual network when two egos' uses of a concept overlap with each other (Shumate
et al., 2013). Textual networks in this paper represent connections based on identical use of
words during their self-introduction 1) between the voluntary organization and its participants
and 2) among participants in the organization.
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First, when an organization and a participant of the organization use the same words during
their self-introduction, this reflects value congruence between the two parties (Kim, 2012).
When they use a greater number of the same words, the ties between the two parties will be
stronger in the textual networks, indicating a higher level of participant-organization value con-
gruence. No shared terms or a small number of shared terms between the organization and a
participant indicates that the two parties’ values do not correspond with each other or only cor-
respond to a small degree.

Second, central positions and a greater number of shared terms in textual networks of par-
ticipants' values indicate that the participants share values with many fellow participants. Par-
ticipants who express values different from those of many other participants will be located at
the periphery of the textual networks, having a small number of ties with other participants.
Therefore, this study analyzes the textual networks of values 1) expressed by the organization
and the participants and 2) values every participant expressed, and examines the effect of value
congruence on length of stay in voluntary organizations.

3.3.3 | Measurement process

This study measured value congruence by calculating similarity between self-introduction of both
participants and the organization. First, every participant's value was extracted from his or her self-
introduction documents, which were submitted when s/he applied (N = 49). Second, the organiza-
tional value was mined from its introduction posted on its official website. The words in those
50 documents (i.e., 49 participants' and one organizational self-introduction document) were
lemmatized (e.g., changing plural form to singular and unifying various forms of verbs into the pre-
sent tense), and punctuation marks (e.g.,.,!,?), numbers (e.g., 0, 1, ...), special characters (e.g., $, &),
and stop-words lacking substantial meanings, such as articles, prepositions, or conjunctions were
removed following standard text-mining procedures (Manning, Raghavan, & Schiitze, 2008). Using
the preprocessed documents, we constructed a document-term matrix (DTM) in which each docu-
ment is in rows (50 documents) and each word is in columns (2,795 words).

Based on the DTM, we calculated both cosine and Jaccard similarity coefficients between a
pair of documents (i.e., 50 X 50 matrix) and adapted them as indices for textual similarity.
Cosine similarity coefficient measures the angle between two vectors (here, documents) com-
prising a set of words; the Jaccard similarity coefficient is the proportion of the number of com-
mon words to the number of unique words in a pair of documents, as shown in the formula.

diﬂdj

Jaccard(d;,d;) = 300
iU da;

where d; is the ith document and d; is the jth document (i, j = 1, 2, 3, ..., 50). In other words, the
higher cosine or Jaccard coefficient between two documents, the more similar they are. Because
two similarity coefficients were highly interrelated (r = .90, p < .001), this study standardized
them and took their average value.

First, participant-organization value congruence (i.e., a participant's textual similarity with the
organization) is measured using the averaged value of two similarity coefficients between the par-
ticipant's self-introduction and that of the organization (M = .00, SD = .91, ranging —2.82 to
1.77). The higher this measure, the higher participant-organization value congruence. Second, we
measured between-participants value congruence (i.e., a participant's textual similarity with other
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participants) using the averaged value of two similarity coefficients between the participant's self-
introduction and those provided by all other participants (M = .09, SD = .73, ranging —2.27 to
1.18). Preprocessing the documents was achieved using “stringr” (version 1.3.1) and “tidytext”
(version 0.7-4) packages in R, an open-source statistical language; and similarity coefficients
between documents were calculated using “text2vec” package (version 0.5.1) in R.

3.4 | Other measures
3.41 | Length of stay

While previous studies mostly measured the intention to leave the organization (Holtom et al., 2008),
this study measured the participants’ actual length of stay in the organization (M = 495.88 days,
SD = 303.50). Specifically, because the self-introduction texts were gathered at the point when the
participants applied for living, this study encompasses the time from the participants’ application to
their departure, instead of cross-sectional data as in most prior research (Kristof-Brown et al., 2005).

3.4.2 | Intraorganizational communication situation

The housing consists of two physically separated buildings. We distinguished the buildings by a
dummy variable to account for the different amount of communication in each building (0: Building
#1, 1: Building #2). According to the communication data, the chatroom of Building #1 was less
active than Building #2 as the average number of words found in online chatting was substantially
different (for Building #1, M = 49.52, SD = 56.27; for Building #2, M = 520.37, SD = 785.01, ¢
[48] = 3.35, p = .002, Cohen's d = .98). Both buildings have a communal area where the participants
can gather to converse or eat together. The managing committee explained that residents used the
communal area in Building #2 “very frequently” but that gathering was rare in Building #1. The
managers also explained that if they needed residents of Building #1 to meet to discuss important
business, they had to make a much greater effort to achieve it. By contrast in Building #2, “casual
meetings happen so frequently that they did not have to make as many efforts to hold meetings.””

3.43 | Socio-demographics

Both gender and age of participants were statistically controlled. Educational achievement and
disposable income in the sample were not included because they are nearly undistinguishable
within the sample (i.e., all hold a BA degree, and their monthly income level was not stable, as
they were working in or owned start-up businesses or small nonprofit organizations). The race
was the same across participants, so we did not control for that factor. The gender ratio is nearly
equal (25 men and 24 women), and the average age was 30.69 (SD = 4.60, ranging 20-39).

3.5 | Statistical model

To find empirical answers for our research questions, we relied on Cox proportional hazard
(PH) models (Cox, 1975). Because value congruence measures (i.e., participant-organization
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and between-participants value congruence) are substantially interrelated (r = .60, p < .001),
this study examines the relationship between two measures of value congruence and the length
of stay by constructing several Cox PH models where the effects of two value congruence mea-
sures on the length of stay were estimated both separately and simultaneously. Additionally, we
attempted to prefer a more parsimonious model by relying on a log-likelihood ratio (LR) test to
choose one from the competing models. In total, four Cox PH models were executed: (1) Model
1 estimating the effect of participant-organization value congruence and its interaction effect
with the communication situation; (2) Model 2 estimating the effect of between-participants
value congruence and its interaction effect with the communication situation; (3) Model 3 com-
bining both Model 1 and Model 2; and (4) Model 4 excluding the nonsignificant interaction
effect between participant-organization value congruence and the communication situation
from Model 3. Cox PH models (including other data analyses) were estimated using “survival”
package (version 2.42-3) in R.

4 | RESULTS

Results estimating four Cox PH models are provided in Table 1. As shown in the bottom of
Table 1, LR tests reveal that Model 3 explains our data better than Model 1 (LR y*(4) = 9.54,
p = .048) or Model 2 (LR y*(4) = 15.45, p = .004), but its explanatory power is equivalent to
Model 4, which is more parsimonious (LR y*(4) = 4.91, p = .09). In other words, among the four
Cox PH models, Model 4 is the best, and thus our interpretations solely relied on estimates
reported in Model 4.

Regarding H1, our findings show that the relationship between participant-organization
value congruence and participants’ length of stay is curvilinear (byc.organizationfsquared = -65,
p < .01). Figure 1 depicts the curvilinear relationship between participant-organization value
congruence and the length of stay. As it shows, participants whose values are either highly simi-
lar to (i.e., purple line) or highly dissimilar from those of the organization (i.e., red line) are
more likely to leave the community earlier than those whose value congruence is moderate
(i.e., yellow-green, green, or blue line). Regarding H2-1, the relationship does not vary signifi-
cantly between the two communication contexts (i.e., the two buildings); the communication
contexts have no influence on the effect of value congruence between “me” and the “organiza-
tion” on the length of stay.

Regarding H2-2, our findings demonstrate that the relationship between between-
participants value congruence and participants’ length of stay differs, depending on the commu-
nication situation (bconrexrve-benveen = —5.77, p < .001). The relationship between between-
participants value congruence and the length of stay in the two contexts is visualized in
Figure 2. As reported in Table 1, among the participants living in Building #1 where there was
less communication, there was no statistically significant relationship between textual similarity
with other participants and participants’ length of stay. However, among the participants living
in Building #2 where the amount of communication was greater than Building #1, participants
with low value congruence with other participants (i.e., red or yellow-green line) leave the orga-
nization earlier than those with higher value congruence (i.e., purple, blue, or green line). This
result also corresponds with an incident the managing committee described. The greater
amount of communication in Building #2 in comparison to Building #1 provided more opportu-
nities for participants to recognize value incongruence among themselves and intensified their
conflicts, leading many participants to leave the organization simultaneously.
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TABLE 1 Cox proportional hazard models predicting the hazard ratio for departure

Model 1 Model 2 Model 3 Model 4
Gender (female = 1) —1.54*%(0.53) —0.94*(0.47) —1.63**(0.60) —1.53**(0.54)
Age 0.00 (0.06)  —0.03 (0.06) 0.03 (0.08) 0.01 (0.07)
Communication context (building —0.89 (0.94) 0.62 (0.78) -0.28 (1.37) 1.10 (0.82)
#2=1)
Participant-organization value 0.43 (0.33) 0.40 (0.40) 0.78* (0.34)
congruence (VC-organization)
VC-organization (squared term) 0.48** (0.18) 0.55* (0.25) 0.65** (0.23)
Between-participants value congruence 0.40 (0.46) 0.81 (0.60) 0.68 (0.57)
(VC-between)
VC-between (squared term) 0.56 (0.29) 0.39 (0.33) 0.45 (0.35)
Interaction terms
Context * VC-organization —0.33(0.48) 1.40 (0.85)
Context * VC-organization (squared 1.62*%(0.63) 1.03 (0.78)
term)
Context * VC-between —4.92% (1.53) —7.56%(2.99) —5.77%"* (1.66)
Context * VC-between (squared term) 4.06 (2.09) 5.05 (3.28) 3.90 (2.17)
Goodness-of-fit indexes
McFadden's pseudo-R> 0.17 0.13 0.24 0.20
Log-likelihood 42 (df) 25400 (7)  19.49%* (7) 34.94%% (11)  30.03*** (9)
Log-likelihood ratio y* (df) against 9.54* (4) 15.45%* (4) 491 (2)
model 3
Note: N = 49.
*p < .05.
**p < .01.
=ep <001,

To sum up, we succeeded in obtaining two valuable findings. First, if participants’ value
either was congruent or incongruent to an extreme degree with the value of the voluntary orga-
nization, they were more likely to leave the organization early. However, the effect of value con-
gruence with the organization was free from the communication context where the participants
lived. Second, the communication context moderated the relationship between between-
participants value congruence and participants’ length of stay in the housing. In Building #2,
the relationship was more augmented than in Building #1 with a less amount of
communication.

5 | DISCUSSION

This study focused on a specific type of voluntary organization and examined why participants
stay in or leave the organization by taking account of personal and situational factors in value
congruence and by evaluating textual similarities in expressions of values. Regarding H1, our
findings suggest that participants stayed longer in the organization when their value
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congruence with the organization increased, but when the congruence reached an extremely
high level, their intention to stay decreased. An extremely high level of participant-organization
value congruence may represent a high possibility of disappointment in organizational perfor-
mance, leading to participants' departures from the organizations (Brown et al., 2014;
Oliver, 1977). These cases may occur more often in voluntary organizations where participants
are highly value-driven because they think that pursuing values is critical for their identities
and compromising or changing their values is inacceptable.

Regarding H2-1, the amount of intraorganizational communication did not moderate the
effect of participant-organization value congruence on participants' stay in the organization.
This result differs from previous research on the significant role of communication in perceiv-
ing organizational values or even deciding whether to leave the organization (Feeley &
Barnett, 1997; Feeley, Hwang, & Barnett, 2008). The inconsistencies suggest that situational fac-
tors such as the organizational communication context may not always influence the value con-
gruence in the same way; personal factors (i.e., participants’ strong beliefs in organizational
values) may intervene and have a stronger influence. This finding also provides further theoreti-
cal directions for future research on how and when personal and situational factors interplay
and influence the value congruence.

The amount of communication did moderate the effect of between-participants value con-
gruence and participants' length of stay in the organization (H2-2). When the amount of com-
munication increases, participants may also increase to reveal themselves to deeper and more
intimate levels (Carpenter & Greene, 2016). This mechanism may provide more opportunities
to disclose their own values and realize others' values, leading them to perceive the degree of
between-participants value congruence more clearly.

This result provides a novel understanding of the role of communication among participants
in voluntary organizational research. Most research on corporations has interpreted communi-
cation as a positive, direct predictor of participants’ stay in organizations (Feeley et al., 2008;
Feeley & Barnett, 1997; Mossholder et al., 2005) by allowing participants to share support and
opinions. In contrast to previous research, this study suggests that in value-driven, voluntary
organizations, communication context may act as a moderating factor that increases social pen-
etration and self-disclosure among participants (Carpenter & Greene, 2016; Mangus et al., 2020)
and contributes to a clear perception of similar values with other participants. Our findings
shed light on the different aspects of communication as a situational factor in value congruence
in voluntary organizations.

Previous studies have mostly focused on individual (Kang et al, 2015; Ripamonti
et al., 2016) and organizational factors (Alfes et al., 2016; Garner & Garner, 2011) to answer the
question of why participants stay in or leave their voluntary organizations. This study fills the
research gap by considering the specific context of voluntary organizations where pursuing
values is important (Moynihan & Pandey, 2007; Stride & Higgs, 2014) and focuses on value con-
gruence. Most research on value congruence also suggests a positive, linear relationship
between value congruence and participants' length of stay, mostly in the corporate context
(Edwards & Cable, 2009; Kristof, 1996; Kristof-Brown et al., 2005; Meglino et al., 1989; New-
ton & Mazur, 2016). However, this study takes account of the specificity of 1) participants in
voluntary organizations, some of whom may have extremely high expectations of and devotion
to the organizational values and 2) situations in voluntary organizations where participants
actively communicate about values. In this way, this study uniquely found that value congru-
ence may not only play a positive role in participants' stay in voluntary organizations. By con-
sidering the specificity of the voluntary context, this study answers the question of why
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participants, specifically those with strong beliefs in values, leave voluntary organizations and
why participants in different communication situations show different patterns of leaving,
which previous research on value congruence cannot answer (Kristof, 1996; Newton &
Mazur, 2016). As a result, this study provides new insights into understanding value congruence
in the voluntary organizational research.

We introduced a case study of a voluntary organization based on shared housing and
explained the dynamic process of participant change and continuity in the organization. Previ-
ous studies posited that there may be an optimal proportion of participants with high and low
levels of participant-organization value congruence that increases diversity and decreases iner-
tia in the organization (Chatman, 1989; Vogel, Rodell, & Lynch, 2016). Instead of an optimal
proportion among participants, however, voluntary organizations may sustain upon similar par-
ticipants with a moderate level of participant-organization value congruence as participants
whose values are incongruent with their organizations or congruent to an extremely high level
leave the organization. Given this, and the effect of the between-participants value congruence,
participants whose values are congruent to a moderate level may become more typical in the
organization (Popielarz & McPherson, 1995) and, ironically, come to dominate the value-
driven, voluntary organizations. This case may serve as an interesting example where an equi-
librium level of participant-organization value congruence is accomplished in its own way
when participants are highly value-driven beyond economic and practical factors.

6 | CONCLUSION

This study examined why participants stay in or leave voluntary organizations by taking
account of personal and situational factors in value congruence and analyzing actual text data.
This study has several limitations. First, despite the use of an unobtrusive measure of value con-
gruence, this study relies on both cosine and Jaccard similarity coefficients, which are calcu-
lated on observed words, rather than latent words. For example, both “collaboration” and
“cooperation” could represent the same value (i.e., harmony in a group), but different words
representing the same value cannot be adequately quantified in both cosine and Jaccard simi-
larity coefficients. While some text-mining techniques have extracted latent themes in texts
(e.g., the latent Dirichlet allocation model or structural topic model), they demand researchers'
subjective judgment which could suffer from biased classification of textual documents.
Although our study used a more objective textual analytic technique, it would be valuable for
future studies to extract latent thematic analyses to capture underlying value in documents.
Second, our computerized textual analytic approach cannot exclude the possibility that the
same terms or words can be differently understood between participants and organizations. There
are some symbolic terms in our corpus (e.g., “[social] good,” “sacrifice,” “innovation,” “[social]
change,” “ideal,” etc.) that are frequently used but not explicitly defined. In other words, even if a
word or term is adopted between two participants, they may use the same term with different
semantic meanings. Thus, the textual similarity score between the participants may not be
equated with the semantic agreement between them. Even if our approach is be free from the
human subjectivity problem usually observed in manual coding, it is undeniable that it cannot
successfully decode subtle differences in contextual or latent meanings between two documents.
Third, this study did not take into account other factors that may influence participants'
departure, such as economic or practical reasons (e.g., marriage or worksite relocation). Specifi-
cally, participants in this organization are young and early in their careers and this may
increase the effect of economic and practical factors on their decisions to stay and the duration of
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their stays. Considering other reasons beyond value congruence might paint a more complete pic-
ture of their reasons for leaving the organization. Fourth, we did not ask about participants’ posi-
tions and tenure in their organizations. However, because the focal organization admits only
people preparing to create an organization or who are very early in their careers, differences in
their tenure or positions are likely negligible. Fifth, there is a possibility that participants
attempted to perform alignment with the organizational values listed on the website in their
application materials to gain acceptance. However, testimonials from the management committee
corresponded with our findings; they said that participants who are “extremely stubborn in pursu-
ing their values” had “troubles” in the organization and “left early.” Future studies might use
interviews to ascertain participants’ (changes in) values and thereby offer more diverse views of
participant-organization value congruence and their influence on length of stay.

Finally, this study was based on a single voluntary organization, specifically on one type of
voluntary organization, a membership association. Further, this organization is not a typical
membership association since participants are tied into the organization by the accommodation
provided for them. Although we chose this organization for its specific characteristics, studies
on other voluntary organizations where participants do not live together to pursue a common
mission, or other types of organizations where employees and organizations maintain and com-
municate about values of productivity and profitability rather than social causes, may provide
different perspectives on value congruence and length of stay in organizations.

Additionally, the management committee reported a few examples of interorganizational
collaboration among participants’ work organizations that resulted from interpersonal relation-
ships in the focal organization. While previous research has discussed how employee
volunteering may have positive impacts on both voluntary and work organizations (e.g., more
commitment to both organizations, Rodell, Breitsohl, Schroder, & Keating, 2016), future
research may extend previous research by revealing how volunteers may take more action to
create synergy from their multiple voluntary affiliations (Thm, 2017).

This study contributes to nonprofit management scholarship in three ways. First, it contributes
to the nonprofit scholarship by explaining the complex mechanisms of participants’ departures
from voluntary organizations from a novel perspective. While many studies have examined why
participants stay in or leave voluntary organizations (Alfes et al., 2016; Garner & Garner, 2011;
Kang et al., 2015; Ripamonti et al., 2016), few have addressed the role of values despite their
importance in voluntary organizations. Further, previous studies have only found the positive role
of value congruence in participants' departure, mostly in the corporate context (Kristof, 1996;
Meglino et al., 1989). This research fills this gap by incorporating a specific voluntary context into
value congruence research and elucidates the nuanced mechanisms of participants’ departures
from voluntary organizations, which the positive role of value congruence alone cannot explain.
In this way, this paper infuses a broader theoretical perspective into the nonprofit and value con-
gruence literature and provides new direction to the nonprofit management scholarship.

Second, by combining the concepts and measures of textual similarity, this study enriches
the understandings of value congruence and provides future directions for nonprofit organiza-
tional research. This study offers a new way to operationalize and evaluate value congruence by
identical words shared among the participants and the voluntary organization. In this way, it
extends the theoretical meaning of value congruence as a semantic relationship in voluntary
organizations and offers novel directions to conduct nonprofit research on value congruence
based on textual similarity.

Finally, from a practical perspective, this paper provides important information for the main-
tenance and management of voluntary organizations. People's values do not change easily
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(Rokeach, 1973). To prevent highly value-driven individuals from leaving voluntary organiza-
tions, practitioners may present the organization's mission statement concretely and realistically
so that potential participants have a clear grasp of how the organization will actualize its values.
Further, instead of examining participants’ values by surveys as in prior studies, practitioners may
use actual text data to predict and prevent participants’ leaving the organization. Organizations
may also utilize such data and plan careful human resource policies to assign tailored tasks to
participants or divide them into teams based on the degree of their value congruence with the
organization or other participants. Understanding how communication contexts influence the
salient perception of value congruence may also offer practitioners tools to manage value congru-
ence among participants. For instance, organizations may provide various communication oppor-
tunities for potential participants to “voice” their values before they “exit” (Hirschman, 1970).
Taking advantage of communication technologies such as online chatrooms may be also helpful.

This study investigates why participants stay in or leave voluntary organizations from a
unique perspective by taking account of personal and situational factors in value congruence
and analyzing actual text data. The study reveals how values may play essential roles in joining,
staying in, and leaving voluntary organizations and provides a comprehensive understanding of
how participants and situations may mitigate the individual and organizational consequences
associated with value congruence in voluntary organizations. Instead of simply “fitting” partici-
pants with the organization or other participants, our results suggest that organizations should
take a more nuanced approach in order to create lasting communities and ensure voluntary
organizations benefit from teamwork by participants who stay a long time.

ACKNOWLEDGEMENTS

We appreciate the editor and three anonymous reviewers who gave us insightful and produc-
tive comments on this work. We also gratefully acknowledge the feedback from Wooseok
Jung. We appreciate every member of the organization and the management committee for
their help.

ORCID
Jennifer Inm © https://orcid.org/0000-0001-7039-4162

ENDNOTES

! “Participants” are individuals who comprise and engage in the focal organizations.

% “Voluntary organization” is a generic term that generally refers to nonprofit, nongovernmental, or third sector
organizations (Salamon & Anheier, 1997). In this paper, we define a voluntary organization as an organization
that participants can join voluntarily and do voluntary work for society.

*> The management committee consists of three participants from another nonprofit organization that provides
financial support to the focal organization. While the committee helps the focal organization's mission adher-
ence as a third party, it does not make specific demands on the residents in the shared housing.

4 From the beginning, the management committee informed the participants that their data could be analyzed
and used for research purposes, to which the participants agreed. The management committee anonymized
and provided both the online chatroom and self-introduction data.

> The management committee mentioned that the activeness of communication and the frequency of casual
gatherings differed between the two buildings, and the chatroom data corresponded with this difference. How-
ever, we acknowledge that differentiating a building may not directly measure the activeness of communica-
tion. Measuring a building may include other components, such as its physical space or its participants'
characteristics.
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