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SUMMARY 

Title: Person-environment fit, authentic leadership, psychological meaningfulness and 

individual work performance of young professionals in South Africa 

 

Key terms: Person-environment fit, authentic leadership, psychological meaningfulness, 

individual work performance, young professionals, Millennials 

In the current VUCA (volatile, uncertain, complex and ambiguous) world of work, which poses 

different challenges, a new approach to understanding young professionals and what 

encourages them to perform within this work context is required.  Young professionals are 

known to constantly change jobs, which could be due to organisations not understanding the 

needs of this generation.   

The objective of this research was to investigate the relationship between person-environment 

fit, authentic leadership, psychological meaningfulness (positive meaning) and individual work 

performance among young professionals (Millennials) within South Africa. The study was 

cross-sectional in nature, with a nonprobability convenient sample (n = 350). The measuring 

instruments utilised were the Perceived Fit Scale (PFS), Authentic Leadership Inventory (ALI), 

Work and Meaning Inventory (WAMI) and the three-factor Individual Work Performance 

Questionnaire (IWPQ). Correlations were tested to determine the relationships between each 

of the constructs; confirmatory factor analysis determined construct validity of the instruments; 

and the structural model determined regression between the latent variables and possible 

indirect effects.  

No indirect effects were found between person-environment fit through psychological 

meaningfulness (positive meaning) on individual work performance, as well as with authentic 

leadership through psychological meaningfulness (positive meaning) on individual work 

performance. However, direct relationships were found between person-environment fit, 

authentic leadership, psychological meaningfulness (positive meaning) and individual work 

performance. These findings suggest that managers and human resource professionals within 

organisations should consider developing interventions focused on the development of person-

environment fit, authentic leadership and psychological meaningfulness (positive meaning) in 

order to improve young professionals’ performance.  Recommendations were made for practice 

and future research. 
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CHAPTER ONE  

INTRODUCTION 

This mini-dissertation discussed the relationship between person-environment fit, authentic 

leadership, psychological meaningfulness and individual work performance among young 

professionals (Millennials) within South Africa. The study further investigates whether 

authentic leadership has an indirect effect on individual work performance through 

psychological meaningfulness, as well as whether person-environment fit, has an indirect effect 

on individual work performance through psychological meaningfulness.   

 

The purpose of this chapter is to explore the problem statement, general and specific objectives. 

The research design, data collection and analysis methods are described, and the division of 

the chapters are provided. 

 

1.1 Problem Statement  

Until recently, organisations were mostly comprised of three generations of professionals, 

which included the Silent Generation (born between 1925 and 1942), the Baby Boomers (born 

between 1943 and 1960) and Generation X (born between 1961 and 1981) (Graybill, 2014; 

Strauss & Howe, 1991). Millennials (born between 1982 and 2000) are the more recent 

generation to enter organisations (Heyns & Kerr, 2018; Howe & Strauss, 2000; Murphy & 

Louer, 2018).  Over the last few years, there have been a variety of trends that are leading 

towards changing workforce demographics and organisational change, including technological 

evolution and educational challenges (Mourino, 2017). Changing workforce demographics 

include the continued influx of Millennial employees (Lancaster & Stillman, 2010), together 

with retirement of the Baby Boomers. 

These changes in workforce demographics create both challenges and opportunities for their 

leaders (Blancero, Mourino-Ruiz, & Padilla, 2018; Butler, 2018; Mourino, 2017). Leaders are 

faced with challenges such as reduced engagement levels, change resistant cultures, ineffective 

performance management, failed change initiatives and a dynamic multi-generational 

workforce (Sullivan, 2018).  Millennials are predicted to make up the majority of the workforce 
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by 2025 and are therefore an important facet in the working population (Paur, Costa, & 

Germain, 2018). 

Millennials have started to enter organisations and are known to have certain characteristics, 

such as being highly educated, and consequently more opinionated. They are proficient in the 

use of modern technology, and have a high drive to attain and accomplish goals. They are also 

known to be highly motivated within a team and are continuously thinking of business 

sustainability (Martins & Martins, 2014). Millennials from South Africa are impacted by a 

labour market that is challenging to gain entry to, in addition to increasing unemployment, 

which have generated a disaffected and angry generation (Martins & Martins, 2014). In a 

survey conducted by Deloitte in 2016, 76% of Millennials in South Africa expected to leave 

their employing organisation at that time within 5 years (Deloitte, 2016). Mokoena (2012) 

stated as far back as 2012, that in South Africa alone, 75% of graduates within the Millennial 

age group had left the organisations of their first entry level job within a period of three years, 

with Adkins (2016) noting that Millennials have also built a reputation of job-hopping or 

moving from one organisation to another, resulting in organisations losing valuable human 

resources.  A reason behind this is that Millennials require a different set of leadership styles, 

values and core experiences (Anderson, Baur, Griffith, & Buckley, 2017). Lancaster and 

Stillman (2002) postulate that different generations are moulded by various standards, values 

and policies and may not be well matched with generations that succeed them. Organisations 

that endeavour to understand and connect generational gaps have an advantage in employee 

retention (Lancaster & Stillman, 2002). A suggestion made in literature is that Millennials are 

the generation that is least committed to work and to their employers (Kilber, Barclay, & 

Ohmer, 2014).  

According to Hester (2013), turnover costs for an organisation can be as high as 250% of an 

employee’s annual salary. These turnover costs can be distressing to organisations based on 

the increase of Millennial employees in the workplace, and their inclination to leave (Nolan, 

2015).   The inconsistency and risk-taking nature of this generation of employees can 

negatively affect organisations based on the impact of the turnover costs due to Millennials 

inclination to leave. (Hester, 2013). Therefore, the high turnover rates that the majority of 

organisations experience due to Millennials’ job-hopping should be taken into consideration 

(da Silva, Trevisan, Veloso & Dutra, 2016).   Additionally, it is anticipated that the demand for 

Millennials will increase in the job market, as they are the newest group of job entrants due to 
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their chronological age now. It is also important to consider factors such as the Baby Boomer 

retirement and the reduced numbers of Generation X that may not be able to replace the 

reduction of Baby Boomers (Kilber, et al., 2014). Millennials were born into a technological 

era and often understand more about technological advancements than their teachers and 

parents (Meier & Crocker, 2010).  Managers are presented with the challenge to train and 

motivate Millennials in order to develop their strengths to the benefit of the organisation 

(D’Netto & Ahmed, 2012).  Millennials are eager to work hard, however they do not centre 

their lives around their work (Anitha & Aruna, 2016). They seek motivation from rewards as 

well as their work (Anitha & Aruna, 2016). Bedingfield (2005) and D’ Netto and Ahmed (2012) 

postulated that organisations need to be aware of these employees’ high ambition levels and 

create roles that are challenging and complex. Friedell, Puskala, Smith, and Villa (2012) stress 

the importance of understanding the challenges associated with the lack of knowledge of the 

necessities Millennials require in the workplace, which may result in difficulty of retaining 

them. Millennials assign importance to the capacity to continuously learn and improve their 

skill set (Ng, Schweitzer, & Lyons, 2010). Millennials are driven by a need to enhance 

professional abilities in order to remain competitive (Sayers, 2007). Organisations will be more 

successful in attracting and retaining Millennials if they accommodate a comprehensive array 

of learning possibilities such as mentoring, coaching, on the job training, job rotation and 

opportunity to study (D’Netto & Ahmed, 2012). Generally, the views of Baby Boomer and 

Generation X supervisors, which both have different values than Millennials, mould the 

requirements and procedures that surround hiring decisions, workplace behaviours, job tasks, 

and promotional practices (Friedell, et al., 2012). Should Millennials’ expectations differ from 

the organisation’s workplace culture, their performance, loyalty to and satisfaction with the 

organisation suffer (Friedell, et al., 2012; Nolan, 2015).  

Person-environment fit theory broadly specifies that when individuals and their working 

environments are in harmony, it will result in positive work outcomes. It is said to influence 

employees’ job choices as well as employee selection decisions.  Essentially, compatibility 

suggests that individuals’ characteristics and work environment are well matched, allowing for 

positive job attitudes and habits (Giauque, Resenterra, & Siggen, 2014; Kristof-Brown & 

Billsbery, 2013). Employees have been found to prefer organisations that they feel they share 

similar values with (Kristof-Brown & Billsbery, 2013). Organisations base their selection and 

hiring decisions on the perceived congruity between their organisational culture and 

employees’ values (Kristof-Brown & Billsbery, 2013).  Finally, in case of a mismatch or misfit, 
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either the employee quits voluntarily or organisations ask them to leave (Queiri, Yusoff, & 

Dwaikat, 2014).  

 

It is additionally articulated that newly employed professionals often quit their careers early 

(Queiri, Yusoff, & Dwaikat, 2014). Research conducted by Giauque, Resenterra, and Siggen 

(2014) and Queiri, Yusoff, and Dwaikat (2014) demonstrated positive associations between 

person-environment fit and positive job attitudes such as job satisfaction, commitment and 

reduced intention to quit. Giauque, Resenterra, and Siggen (2014) also noted that the person-

environment theory has contributed to explaining behaviours, such as job performance and 

organisational citizenship and that the practicality of person-environment theory has been used 

to evaluate the level of individual psychological strain and wellbeing in the organisation 

(Giauque, Resenterra, & Siggen, 2014; Kristof-Brown & Billsberry, 2013). From research 

conducted, person-environment fit has a positive relationship with employee outcomes 

(Verquer, Beehr, & Wagner, 2003) which can be classified into three main areas, namely 

attitude, mental and physical respectively. It similarly has a positive relationship within job and 

contextual performance (Dawis & Lofquist, 1984; Edwards, Caplan, & Harrison, 1998). This 

consistency in research findings that have established relationships between person-

environment fit and job attitudes, behaviours and decisions, suggest that person-environment 

fit matters in the field of organisational behaviour (Queiri, Yusoff, & Dwaikat, 2014). It is 

pivotal to take into consideration the numerous problems that can occur when incorrect 

matching or the wrong person-job match is done; both for the individual and the organisation 

alike (Kilber, et al., 2014; Naim & Lenka, 2018; Pema-Mistry, 2014). At an individual level, 

the wrong person-job match can result in the individual not performing optimally; thus, 

resulting in low productivity for the organisation, job dissatisfaction, higher absenteeism rates, 

possible disciplinary cases and higher turnover or reduced retention (Pema-Mistry, 2014). A 

study conducted by Patalano (2008) that investigated the variances between Generation X and 

Millennials, found that Millennials have lower organisational commitment compared to 

Generation X. Although there is lacking literature to support these claims, a possible 

explanation for this can be due to the Millennials’ work values and a work environment that 

fails to meet their generation-specific needs (Bednarska, 2017; Campione, 2014). Therefore, 

exploring person-environment fit, which could be associated with generation-specific work 

values, may be a contributing factor to the lower organisational commitment that is said to 

characterise the Millennials. A study by Lyons and Kuron (2014) suggests that values and 

attitudes have shifted across generations, which supports observations that Millennials are 
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different compared to preceding generations. Their findings additionally support Twenge, 

Campbell, Hoffman, and Lance's (2010) study, which demonstrated considerable 

differentiation in work values between Baby Boomers and the millennial generation. Examples 

of what Millennials value involve the need for leisure and work-life balance, individualism, 

and management support (Ng & Johnson, 2015). Recent literature and media have engaged in 

negative speculation regarding Millennials’ work attitudes (how individuals feel about their 

work) and work values (what individuals want from work and their work preferences). Each 

generation comprises of various needs, characteristics and values that affect the workplace 

(Martins & Martins, 2014). 

 

Research on Baby Boomers has shown that this generation has a strong internalised work ethic 

and a career-focused approach to life, which results in the perception that they are ambitious 

employees who are conscious about status (Hoole & Bonnema, 2015). Baby Boomers are 

known to prefer job security and stability, a hierarchal job structure and favour a leadership 

style that is reliable and congruent with the work environment (Ballone, 2007; Heyns & Kerr, 

2018). Baby Boomers believe in hard work and personal sacrifice and are motivated by salary 

increases and job promotions (Ballonne, 2007). In contrast, Generation X members value work-

life balance (Hoole & Bonnema, 2015) and are likely to decline a promotion if they feel it will 

impinge on their home life. It is expected that they are included in all facets of the business and 

are to be provided with repeated career growth opportunities (Ballone, 2007; Heyns & Kerr, 

2018). Millennials, viewed as the most confident of the generational groups due to their 

upbringing (Heyns & Kerr, 2018), are distinguished by their expectation to be acknowledged 

in the same way as their peers and to be included in a work environment that fosters 

collaboration and diversity (Hoole & Bonnema, 2015). Millennials seek skill advancement and 

challenges provided by different opportunities (Hart, 2006; Heyns & Kerr, 2018). 

It is likely that Baby Boomers often perceive the younger generation to be lazy due to their 

preference for working from home, flexible hours, and virtual offices (Glass, 2007). 

Understanding the generational differences between work values and work environment as well 

as the outcomes of person-environment fit are important building blocks for efficiently 

attracting, retaining and training not only the newest generation, but also those generations 

already in the organisation.  
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Awareness of what motivates and keeps different generations satisfied can assist managers in 

retaining top talent (Martins & Martins, 2014). According to the survey conducted by the 

Deloitte Millennial Survey (2016), an observed lack of leadership-skill development and 

feelings of being disregarded are exacerbated by issues related to work-life balance, a need for 

flexibility and conflicting values. Millennials are found to value unexpected rewards, 

authenticity, learning opportunities, recognition, feedback and regular interaction with their 

leaders or supervisors (Nel, 2011). This could imply that a positive type of leadership style 

where Millennial values are met could assist in retaining them. It is argued that a leader or 

manager’s authenticity in the organisation develops effective interpersonal work associations, 

improve team functioning and productivity and is linked to the employee’s psychological 

wellbeing and perceptions of the organisation (Lee, Chiang & Kuo, 2019; Liu, Fuller, Hester, 

Bennett, & Dickerson, 2018). An authentic leader is someone who is self-aware and is guided 

by a set of values. Authentic leaders demonstrate honesty and integrity through transparency 

in their actions, which leads to balanced and fair decisions for both themselves and their 

followers (Walker & Walker, 2011). 

Authentic leadership is described as a form of leader behaviour that enhances employee 

engagement and ethical work behaviour (Walumbwa, Avolio, Gardner, Wernsing, & 

Peterson, 2008). Although the concept of authentic leadership is somewhat new, several 

empirical studies have linked authentic leadership with positive work outcomes and attitudes 

including job satisfaction, organisational commitment, work engagement and meaningfulness 

(Walumbwa et al., 2008; Walumbwa et al., 2010; Walumbwa et al., 2011).   

Authentic leaders are true to their moral and ethical values, strive to achieve transparent and 

genuine relationships and thereby promote their followers’ development by emphasising 

employees’ talents and strengths as well as liberating their potential and emphasising their 

growth (Gardner & Schermerhorn, 2004; Luthans & Avolio, 2003); thus, improving employee 

performance (Clapp-Smith, Vogelgesang, & Avey , 2009; Gardner et al., 2005; Ilies et al., 

2005; Kernis, 2003; Ribeiro, Duarte, & Filipe, 2018).  According to Walumba et al. (2011), 

authentic leadership pushes employee performance through higher trust and identification with 

the leaders in question.   

Koopmans (2014) explains individual work performance as practices or behaviours that are 

significant to the goals of the organisation, focusing mainly on behaviours and actions of 

employees rather than the results of these actions. Within organisational psychology, individual 
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performance is one of the fundamental outcomes that organisations try to predict (Sonnentag, 

2002). Koopmans et al. (2016) developed a heuristic framework of individual work 

performance consisting of three dimensions, namely task performance, contextual performance  

and counterproductive work behaviour. Task performance is defined as the ability to perform 

the core or central tasks of the job (Koopmans et al., 2016; Widyastuti & Hidayat, 2018) and 

contextual performance is described as behaviour and action towards work that are beyond the 

main tasks supporting the organisation. These include skills to perform extra tasks, behaviours 

such as taking initiative and challenging tasks, and developing knowledge and skills. 

Contextual performance differs from task performance in that its activities are not a formal part 

of the job description (Koopmans et al., 2016; Widyastuti & Hidayat, 2018). However, 

contextual performance indirectly contributes to organisational performance by facilitating 

task performance. Counterproductive work behaviours are behaviours that negatively impact 

the organisation and show a contradiction to the organisation’s goals (Widyastuti & Hidayat, 

2018).  

 

Harter et al. (2013) highlight the relationship between meaningfulness at work and individual 

performance, which, as noted by Siengthai and Pila-Ngarm (2016), is a crucial contributor to 

the overall organisational performance. Skilled employees who realise the value of their 

contribution and purpose of their existence in their workplace are more likely to generate a 

higher level of individual performance (Sudnickas, 2016). Similarly, Alfes et al., (2013), 

Ghadi, Fernando, and Caputi (2015) and Karatepe, Beirami, Bouzari, and Safavi (2014) argued 

that meaningful work engages employees toward work and motivation, which in turn leads to 

individual performance. According to Ghadi et al. (2015), employees become more productive 

and committed to their work once they have a perfect understanding of their role in achieving 

specific goals in the workplace.   

 

Meaning in work can be described as the relationship between the individual’s inner effort and 

the external work context (Cartwright & Holmes, 2006; Sagnak, 2017). Leaders assume an 

important role in prompting or shaping the meaning of work in that they shape the 

organisation’s identity, goals, objectives and missions for employees, which in turn influences 

the perceptions on the meaning of this work (Lysova, et al., 2019). Authentic leaders are 

experienced as reliable and therefore earn the respect and trust of followers (Gardner et al., 

2005). They encourage employees to practise authenticity in the workplace, which results in 

their experiencing higher levels of meaning at work (Sagnak, 2017). The experience of 



  8 

 

 

perceived fit (person-environment fit) between the individuals’ roles and self-concepts results 

in their experiencing meaningful work and engagement (de Crom & Rothmann, 2018; May et 

al., 2004; Olivier & Rothmann, 2007). Steger and Dik’s (2010) work and meaning model was 

developed to understand how employees perceive themselves and how they fit into the purpose 

and operations of the organisation. When employees have insight into their strengths and 

limitations, they would understand where they would best be effective in their work roles and 

tasks (Steger & Dik, 2010). If employees understand their organisations, they would understand 

the procedures, culture, and purpose of their organisation (Steger & Dik, 2010). When 

employees understand how they fit into and relate to their organisation, they should be better 

socialised and better at working in teams; therefore, feeling more identified and committed to 

their organisation (Steger & Dik, 2010). This corresponds with the findings of the Deloitte 

Millennial Survey (2016) which indicated that Millennials feel a strong sense of purpose if they 

believe that their work is worth their time and energy, which results in positive organisational 

outcomes.  In theory, meaningful work is considered to increase work motivation and 

performance (Roberson, 1990; Steger & Dik, 2010).  

 

Based on the above, the aim of this study is to explore how the relationships between person-

environment fit, authentic leadership and psychological meaningfulness influence young 

professionals’ individual work performance in organisations in South Africa. Figure 1 proposes 

a conceptual model of the relationships between these constructs.   In the literature study, the 

relationships between person-environment fit, authentic leadership, psychological 

meaningfulness and individual work performance are defined and described.  

 

Figure 1. Conceptual model for the research 
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1.2 Literature Review 

In order to conceptualise the discussion above, a preliminary theoretical overview of person-

environment fit, authentic leadership, psychological meaningfulness and individual work 

performance will be provided below.  

1.2.1 Person-environment Fit 

In layman’s terms, person-environment fit, also known as person-organisation fit, is described 

as a measure of fit amongst employees and their employing organisations (Silverthorne, 2004). 

In a more comprehensive sense, person-environment fit is defined as a matching of 

distinguishing individual aspects of the employee with the characteristics of the organisation 

that the employee is working for (Ahmad, 2010). These individual characteristics include 

employees’ ideas, principles, values and interests, whilst the organisational characteristics 

comprise the organisational doctrine, norms, traditions and overall climate of the organisation 

(Hassan, Akram, & Naz, 2012). Person-environment fit is a multifaceted model which 

comprises person-organisation fit (PO fit), person-job fit (PJ fit), person-supervisor fit (PS fit), 

person-career fit (PC fit), person-vocation fit (PV fit), person-group fit (PG fit), demands-

abilities fit (DA fit), and needs-supplies fit (NS fit) (Cable & DeRue, 2002). For this study, 

person-environment fit will be defined according to Cable and DeRue’s (2002) 

conceptualisation of person-environment fit as encompassing three dimensions, namely 

person-organisation fit (PO fit), need-supplies fit (NS fit), and demands-abilities fit (DA fit). 

PO fit refers to the observed similarity between the values of the employee and the organisation 

(Cable & DeRue, 2002). Employees who feel connected to the organisation’s purpose put 

organisational needs above personal needs, finding it hard to leave the organisation, 

experiencing PO fit (Cable & DeRue, 2002). NS fit refers to the observed compatibility 

between the rewards offered by the job and the skills and abilities of the employee (Cable & 

DeRue, 2002). This fit reflects the primary reason employees enter the organisation and is a 

necessary aspect of job satisfaction (Hinkle & Choi, 2009). DA fit refers to the observed 

compatibility between the demands of the job and the employee’s skill to do the job (Cable & 

DeRue, 2002). If an employee’s abilities exceed the demands of his or her job, the employee 

may become disinterested in his or her position. If an employee’s abilities fail to meet the 

minimum requirements of the job, the employee may become less attracted to his or her job 

due to the inability to conduct the job, and as a result of the lack of development in skills (Cable 

& DeRue, 2002). 
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The generational differences in work values may result in generational differences in person-

environment fit (Westerman & Yamamura, 2007). There are two different approaches when 

conceptualising person-environment fit; firstly, supplemental fit which refers to a person 

possessing characteristics similar to others in an environment, and then complementary fit 

which occurs when the characteristics of a person makes the environment whole or add to what 

is missing (Cable & DeRue, 2002; Muchinsky & Monahan, 1987). The second approach 

comprises the individual’s needs-supplies and demand-abilities in relation to the environment. 

NS fit depends on whether the individual’s needs, desires or preferences are satisfied by the 

environment (Kristof-Brown & Billsbery, 2013), whereas DA fit occurs if the person acquires 

the abilities to meet the demands of the environment. Person-environment fit has been 

measured in different ways, including 1) perceived fit; 2) subjective fit; and 3) objective fit 

(Kristof-Brown & Billsbery, 2013). Congruence between the person and his or her work 

environment has been found to positively impact work attitudes such as organisational 

commitment, higher productivity and performance, job satisfaction, greater workplace 

motivation, organisational tenure and a lower propensity towards turnover intention (Cable & 

DeRue, 2002; Giauque, Resenterra, & Siggen, 2014; Kristof-Brown et al., 2005; Queiri, 

Yusoff, & Dwaikat, 2014). Employees who experience positive person-environment fit are also 

less concerned about possible career changes, and have decreased susceptibility of intentions 

to leave or actual turnover (Cable & DeRue, 2002; Kristof-Brown et al., 2005). Leaders 

transmit organisational values to the daily work environment (Schein 2004); thus shaping their 

employees’ environmental experiences through their own values and actions (van Vianen, 

2018).  Reportedly, the kind of relationship that employees have with their leaders can affect 

the relationship between fit and different organisational outcomes (Boon & Biron, 2016). 

  

1.2.2 Authentic Leadership 

Avolio et al. (2004) describe authentic leaders as:  

Individuals who are deeply aware of how they think and behave 

and are perceived by others as being aware of their own and 

others’ values/moral perspective, knowledge, and strengths; 

aware of the context in which they operate; and who are 

confident, hopeful, optimistic, resilient, and high on moral 

character (p. 4).  
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George (2007) describes authenticity in leadership as leaders being true to themselves rather 

than attempting to develop a persona of a leader. Authentic leadership is known to facilitate a 

work environment that is transparent and has a positive effect on employee commitment and 

citizenship (Alonso, Cantisano, Leon, Moriano, & Valsania, 2014). 

Neider and Schriesheim (2011) describe authentic leadership as a four-dimensional model, 

which consists of self-awareness, relational transparency, balanced processing and internalised 

moral perspective. Self-awareness relates to the capacity for one to reflect on one's perceived 

reality and understand one's strong and weak points. It is the ability for the leader to gain insight 

into interpersonal characteristics and understand the impact on his or her followers (Kernis, 

2003). According to Stander, de Beer and Stander (2015), authentic leaders have a stable sense 

of self-knowledge. Relational transparency refers to the leader presenting his or her true and 

core self, as well as feelings and thoughts openly to others (Gardner, Avolio, Luthans, & 

Walumbwa, 2005; Stander et al., 2015). Balanced processing is the ability the leader has in 

objectively analysing all sets of information about a particular situation before making an 

assumption (Stander et al., 2015). Internalised moral perspective refers to the leader’s ability 

to hold a firm moral position and endure societal and group pressures. It refers to the 

individual’s strong moral convictions which guide his or her decision making (Gardner et al., 

2005). According to Gardner et al. (2005), authentic leadership encourages authentic 

followership through positive modelling, in order to improve experienced meaningfulness at 

work by encouraging self-awareness and self-regulation within followers. Authentic leaders 

provide meaning to tasks, inputs and objectives by linking them to the beliefs and values of 

followers. Authentic leaders are able to enable employees’ moral values and identity by 

connecting these moral values and identity with employees’ self-concepts, resulting in 

increased work meaningfulness (Zhu et al., 2016). 

1.2.3 Psychological Meaningfulness 

Psychological meaningfulness refers to individuals’ understanding of how significant it is to 

bring themselves to the performance roles they are required to fulfil and relates to the value of 

the task (Rothmann & Hamukang’andu, 2013). It is linked with motivation to engage and the 

perception that one is earning a return on investment of ones self-in-role as well as including 

intrinsically caring about a given task (Rothmann & Hamukang’andu, 2013). The experience 

of meaningfulness is subject to the perceived fit between an individual’s self-concept and the 

role that he or she undertakes within the organisation (Van Zyl, Deacon, & Rothmann, 2010). 
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Meaningfulness comprises of two aspects, firstly being the meaning of work; and secondly 

being psychological meaningfulness. Meaningful work is conceptualised as consisting of three 

dimensions, psychological meaningfulness (positive meaning), which is related to the 

experience that work is important and meaningful; meaning making which relates to the 

experience that through meaningful work, life becomes more meaningful and lastly; and 

greater good motivations, being the third dimension, which implies that work has more 

meaning when it has a positive impact on other people (Steger et al., 2012). This study focuses 

on the dimension of psychologically meaningful work (positive meaning). According to Rosso, 

Dekas, and Wrzesniewski (2010), meaningful work occurs when individuals experience that 

what they are doing, is personally important to them. This captures the essence that individuals 

perceive their work to be of importance and to be meaningful (de Crom & Rothmann, 2018; 

Steger, 2012). 

 

Psychological meaningfulness (positive meaning) is accomplished when employees feel 

worthy and important (Kahn, 1990). The feeling of meaningfulness occurs when employees 

believe their work is worth their time and energy, and, the purpose they are pursuing, matters 

to them (Thomas & Tymon, 2009).  Nolan (2015), in a study related to the retention of top 

talent, found that dissatisfaction and lack of meaning were some of the reasons why Millennials 

decide to leave organisations. Nolan (2015) further suggested that HR professionals should 

understand the individual and person-organisation fit and create meaningfulness in employees’ 

work in order to retain Millennial employees. Jansen and Roodt (2015) reported that, according 

to research, there is a link between meaningful work, performance and retention amongst 

employees. According to Janik and Rothmann (2015), there are three aspects that impact 

meaningfulness in the workplace, that is, work-role fit, job enrichment and co-worker 

relationships. Likewise, meaningfulness can be improved when individuals can be themselves 

at work, without worrying about being embarrassed (Pratt & Ashforth, 2003). Therefore, the 

behaviour of supervisors or leaders (Kahn & Heaphy, 2014) may consequently affect 

employees’ experiences of meaningfulness at work. The relationship between employees and 

their leaders is significant in that it can provide a sense of belonging and attachment to 

employees’ purpose, which in turn influences the employees’ sense of meaningfulness of work 

(Steger, 2017). Janik and Rothman (2015) elucidated that a supportive leader can enhance an 

employee’s sense of belonging and experienced meaningfulness of work, which could result in 

employees feeling confident enough to attempt new, creative ways of doing their work. 

Meaningful work is understood to improve work motivation and performance (Roberson, 1990; 
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Steger & Dik, 2010). Due to its increasing research base, work that is meaningful holds the 

potential of turning into a future trend for organisations looking to improve their performance 

(Dik, Byrne, & Steger, 2013). 

 

1.2.4 Individual Work Performance 

Individual work performance is an equally essential factor in all organisations and occupational 

disciplines (Koopmans et al., 2014). Individual work performance is described by Koopmans 

et al. (2016) as behaviours that are relevant to the organisational goals, concentrating mostly 

on behaviours and actions of employees rather than the consequences of their actions. 

Individual work performance consists of three constructs, being task performance, contextual 

performance, and counterproductive work behaviours (Koopmans et al., 2016). 

Task performance is described as an individual’s ability to perform the core or technical tasks 

that are fundamental to his or her job (Campbell, 1990; Koopmans et al., 2016).  Task 

performance consists of behaviours related to job skills and knowledge, productivity and 

quality (Koopmans et al., 2013). Irrespective of task performance being the usual focus of 

research, researchers have established that individual work performance is more than simply 

attaining work goals. Contextual performance is defined as individual behaviours that support 

the organisational, social and psychological environment in which work tasks are performed 

(Borman & Motowidlo, 1993; Koopmans, 2014). There are numerous labels that exist for this 

construct, namely extra role performance, organisational citizenship behaviour, non-job 

specific task proficiency, and interpersonal relations. However, the concepts focus more on 

behaviours that extend beyond what is formally required for the task. For example, behaviours 

that are used to describe contextual performance include showing continuous effort, assisting 

the team with their performance, cooperation and effective communication (Koopmans et al., 

2013). Counterproductive workplace behaviour, is described as behaviour that is detrimental 

to the interest and wellbeing of the organisation (Koopmans et al., 2016). Behaviours that 

describe counterproductive work behaviour include disruptive behaviour - such as taking too 

many or longer breaks than usual, coming to work when one is mentally not present, 

absenteeism, constant complaining, lack of punctuality, incorrect execution of tasks, speaking 

ill about co-workers, arguing or fighting with co-workers, ignoring work safety measures, 

misusing autonomy or privileges provided by the organisation, theft and substance abuse 

(Koopmans, 2014). In summary, various studies support the relationship between person-
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environment fit and psychological meaningfulness (positive meaning). May, Gilson, and Harter 

(2004) found support for the theory that perceived fit between the person and the job is 

positively related to meaningfulness. When individuals experience person-environment fit, 

they are able to be true to their values and beliefs when performing their work, which results 

in experienced meaningfulness (Kira & Balkin, 2014).    In a study conducted by Gul, Usman, 

Liu, Rehman, and Jebran (2018), a positive relationship was found between person-

organisation fit and job performance. According to Gardner et al. (2005), authentic leaders 

would promote internalised regulation processes among their followers by means of positive 

modelling. This positive modelling process, according to Gardner et al. (2005), would, in turn, 

contribute to enhanced performance. Authentic leaders should aim to encourage psychological 

meaningfulness (positive meaning) among their followers, because the values they support in 

a transparent manner benefit the interests of the organisation and larger community (Liu, et al., 

2018). Followers of authentic leaders are expected to perceive that the efforts they dedicate to 

the job contribute to the greater advantage of the organisation, which, in turn, creates job 

meaningfulness (Liu et al., 2018; Sagnak, 2017). 

Therefore, this study aims to investigate the relationship between person-environment fit, 

authentic leadership, psychological meaningfulness (positive meaning) and individual work 

performance of young professionals in South Africa and, more particularly, to determine 

whether authentic leadership indirectly influences individual work performance through 

psychological meaningfulness (positive meaning); also to determine whether person-

environment fit indirectly influences individual work performance through psychological 

meaningfulness (positive meaning).  

 

1.3 Research Questions  

Flowing from the problem statement, the following specific research questions are formulated: 

 How is the relationship between person-environment fit, authentic leadership, 

psychological meaningfulness (positive meaning) and individual work performance 

conceptualised in literature? 

 What is the relationship between person-environment fit, authentic leadership, 

psychological meaningfulness (positive meaning) and individual work performance of 

young professionals in South Africa? 
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 Does authentic leadership indirectly influence individual work performance through 

psychological meaningfulness (positive meaning) of young professionals in South 

Africa? 

 Does person-environment fit indirectly influence individual work performance through 

psychological meaningfulness (positive meaning) of young professionals in South 

Africa? 

1.4 Research Objectives  

The research objectives are subdivided into general and specific objectives. 

1.4.1 General Objective 

The general objective is to investigate the relationship between person-environment fit, 

authentic leadership, psychological meaningfulness (positive meaning) and individual work 

performance of young professionals in South Africa. 

 

1.4.2 Specific Objectives  

The specific objectives of this study are to: 

• Conceptualise through literature synthesis the relationship between person-

environment fit, authentic leadership, psychological meaningfulness (positive 

meaning) and individual work performance of young professionals; 

• Investigate whether there is a relationship between person-environment fit, authentic 

leadership, psychological meaningfulness (positive meaning) and individual work 

performance of young professionals in South Africa; 

• Determine whether authentic leadership indirectly influences individual work 

performance through psychological meaningfulness (positive meaning) of young 

professionals in South Africa; and  

• Determine whether person-environment fit indirectly influences individual work 

performance through psychological meaningfulness (positive meaning) of young 

professionals in South Africa. 
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1.5 Research Design 

Research Approach 

A cross-sectional survey design was utilised to investigate the relationships between the 

variables. The study employed a quantitative approach to investigate the research objectives. 

The purpose of this approach was to identify whether there are relationships between person-

environment fit, authentic leadership, psychological meaningfulness (positive meaning) and 

individual work performance. The design is suitable for exploratory research as it emphasises 

the occurrence of relationships, associations and impact of factors at a given time within a 

target population (Salkind, 2012; Van Zyl, 2013).  

1.5.2 Research Method 

The research study consisted of two phases, namely a literature review and an empirical study. 

1.5.2.1 Phase 1: Literature Review 

The first phase consisted of a complete literature review on person-environment fit, authentic 

leadership, psychological meaningfulness (positive meaning) and individual work performance 

in order to investigate possible relationships between the variables. Articles published between 

1980 and 2019 (inclusion criteria) were used from scientific databases such as, but not limited 

to, EBSCOHOST, Emerald, Science Direct, Google Scholar, Google, SAePublications, Reed 

Business Information, Integrate Immigrate Service Ltd, and World Economic Forum. Journals 

across various schools of thoughts were utilised. 

 

1.5.2.2 Phase 2: Empirical Study 

The empirical study consists of the participants, measuring batteries used, statistical analysis 

and the ethical considerations for the study.  

1.5.3 Participants 

A convenience sample (n = 350) of young professionals were drawn from various organisations 

in South Africa. A convenience sampling strategy uses participants based on their availability 

(Shaughnessy & Zechmeister, 2003). The participants were contacted via email and LinkedIn 

with permission granted by BaSSREC ethics committee (NWU-HS-2017-0070) to voluntarily 

participate in the study.  
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1.5.4 Measuring Instruments 

Biographical Questionnaire 

A Biographical Questionnaire was employed to determine the biographical components of the 

sample. The characteristics that were measured included race, gender, home language, tenure 

in the current organisation, and number of years in the current job. 

Perceived Fit Scale 

The Perceived Fit Scale (PFS) was employed to measure person-environment fit (Cable & 

DeRue, 2002). The PFS is comprised of nine items, which are composed of a seven-point 

Likert- scale, ranging from 1 “strongly disagree” to 7 “strongly agree”. The PFS comprises of 

three dimensions, namely person-organisation fit (PO fit), need-supplies fit (NS fit), and 

demands-abilities fit (DA fit). PO fit was measured by three items (e.g., “The things that I value 

in life are very similar to the things that my organisation values”). NS fit was measured by 

three items (e.g., “There is a good fit between what my job offers me and what I am looking 

for in a job”). DA fit was also measured by three items (e.g., “The match is very good between 

the demands of my job and my personal skills”). Redelinghuys and Botha (2016) affirmed the 

reliability of the PFS, obtaining Cronbach’s alpha coefficients ranging from .84 to .98 for the 

PFS subscales (Cable & DeRue, 2002; Hinkle & Choi, 2009), meeting the cut-off point of α = 

.70 (de Vos, Strydom, Fouche, & Delport, 2011). Cable and DeRue (2002) found satisfactory 

convergent and divergent validity for the PFS. 

Authentic Leadership Inventory 

The Authentic Leadership Inventory (ALI) was employed to measure employees’ perception of 

their direct supervisor/line manager as an “authentic leader” (Neider & Schriesheim, 2011). 

The ALI comprises of fourteen items and consists of four first-order factors, namely self-

awareness, balanced processing, internalised moral perspective and relational transparency. 

For all items, a scale varying from 1 “disagree strongly” to 5 “agree strongly” was used. 

Examples of items include “My leader solicits feedback for improving their dealings with 

others” and “My leader encourages others to voice opposing points of view”. Stander, de Beer, 

and Stander (2015) confirmed the reliability of the ALI, obtaining a Cronbach's alpha 

coefficient of .93, which is accepted for this study as it meets the cut-off point of α =.70 (de 

Vos et al., 2011). 
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Work and Meaning Inventory 

The Work and Meaning Inventory (WAMI) (Steger et al., 2012) was used to measure 

psychological meaningfulness. One subscale within the WAMI, namely positive meaning 

which is related to the experience that work is significant and meaningful (Steger et al., 2012), 

was used. Positive meaning consists of four items, e.g., “I understand how my work contributes 

to my life’s meaning”. For all items, a scale varying from 1 “absolutely untrue” to 5 “absolutely 

true” was used. In terms of the overall WAMI, reliabilities varying from .82 to .89 were 

obtained for the subscales and .93 for the total score (de Crom & Rothmann, 2018). Steger et 

al. (2012) found acceptable convergent and divergent validity for the WAMI. With regard to 

the positive meaning subscale, Akin, Hamedoglu, Kaya, and Sarıçam (2013) obtained a 

Cronbach’s alpha coefficient of .89.   

Individual Work Performance 

The Individual Work Performance Questionnaire (IWPQ) (Koopmans, 2015) was employed to 

measure employees’ individual work performance. The IWPQ consists of a three-dimensional 

conceptual framework including task performance, contextual performance and 

counterproductive workplace behaviour (Koopmans et al., 2013). These dimensions were 

measured on a 5-point scale ranging from 1 “seldom” to 5 “always” (Koopmans, Bernaards, 

Hildebrandt, Schaufeli, de Vet, & van der Beek, 2011). Task performance consisted of five 

items (e.g., ‘I kept in mind the results that I had to achieve in my work’) and was measured on 

a 5-point frequency scale ranging from 1 (seldom) to 5 (always) (Koopmans et al., 2011). 

Contextual performance consisted of eight items (e.g., ‘I was able to carry out my work 

efficiently’ and was measured on a 5-point frequency scale ranging from 1 (seldom) to 5 

(always). Counterproductive work behaviour consisted of five items (e.g., ‘I made problems 

greater than they were at work’) and was measured on a 5-point frequency scale ranging from 

1 (never) to 5 (often) (Koopmans, 2013). The internal consistency for task performance was 

.79, contextual performance was .83, and counterproductive work behaviour was .89 

(Koopmans et al., 2015). 

1.5.5 Research Procedure 

Millennials (born between 1982 and 2000) from South African organisations that granted 

permission to conduct the study, were contacted. This was conducted by emailing and/or 

telephonically contacting the organisations, as well as contacting the young professionals 
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through LinkedIn. After the organisations or LinkedIn members had granted permission, 

emails including the link to the questionnaire and information regarding the study were 

provided to the individual and/or the organisations.  Concerning the questionnaires, due to the 

nature of the study and the sample size, it was advisable to distribute and collect the 

questionnaires online through google forms.  Therefore, a link was created that could be 

forwarded to prospective participants (Delport & Roestenburg, 2011). 

 

1.5 Statistical Analysis 

For this study, both IBM SPSS 25 (IBM Corporation, 2017) and Mplus 8.3 (Muthén & Muthén, 

1998-2018) statistical software packages were employed for the statistical analyses. Structural 

equation modelling (SEM) was applied to find the best fitting model and to test the hypotheses 

for this research. Competing measurement and structural models were tested with a maximum 

likelihood robust (MLR) estimator, taking skewness and kurtosis in the data into account 

(Byrne, 2012). To determine construct validity of the instruments, confirmatory factor analyses 

(CFA) were conducted. The structural model was measured by inserting the hypothesised 

regression paths based on the best fitting measurement model. The indices that were utilised to 

interpret the model’s fit to the data incorporated the chi-square (χ2), degrees of freedom (df), 

root mean square error of approximation (RMSEA; cut-off < .8), standardised root means 

square residual (SRMR; cut-off <.08). Cut-off values are based on work by Byrne (2012), Hair, 

Black, Babin, and Andersen (2010), and Wang and Wang (2012). The incremental fit indices 

comprised of the Tucker-Lewis index (TLI), as well as the comparative fit index (CFI), which 

must yield values above .95 to be considered excellent (Hu & Bentler, 1999). Wang and Wang 

(2012) consider .90 as suitable cut-off values for these two fit indices in applied research (West, 

Taylor, & Wu, 2012). The Akaike information criterion (AIC) and the Bayes information 

criterion (BIC) were employed to make a comparison of fit between the different measurement 

and structural models. Smaller values are preferred; in other words, the lower the value, the 

better the model is considered to fit the data (Hair et al., 2010). As per Kline (2016), the 

confidence interval of statistical significance was set at 95% (p < .05). Effect sizes were used 

as indicators of practical significance with values between .30 and .50 representing medium 

effects and values above .50 representing large effects (Cohen, 1988; Cohen, Cohen, West, & 

Alken, 2013). To evaluate the internal consistency of constructs, composite reliability 

coefficients (ρ) were calculated in Mplus 8.3 (Muthén & Muthén, 1998-2018), using a cut-off 

point of .70 (Raykov, 2009; Wang & Wang, 2012). Composite reliability was applied as it is 
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considered to be more effective than Cronbach’s alpha coefficients, particularly when using 

latent variable modelling (Hair et al, 2010; Raykov, 2009). Based on the best-fitting structural 

model, the possible indirect effects of person-environment fit and authentic leadership, 

respectively, on individual work performance through psychological meaningfulness (positive 

meaning) were tested. Bootstrapping (5000) and the construction of bias-corrected 95% 

confidence intervals (CIs) were applied (Hayes, 2017). 

1.6 Ethical Considerations 

Ethical clearance was obtained from the Basic and Social Sciences Research Ethics Committee 

(BaSSREC) before the commencement of the research. Based on the code of ethics (De Vos et 

al., 2011), the following aspects were considered. Firstly, the researcher ensured that honesty, 

remaining respectful and maintaining the participants’ dignity and rights were practised 

throughout the research.  Secondly, the researcher was qualified and capable of conducting the 

research. Thirdly, it was ensured that fairness and integrity were practised throughout the 

research; and finally, it was important to remain professional and accountable for all 

engagements within the study.  

The following explains the ethical aspects such as avoidance of harm, voluntary participation, 

violation of privacy and deception. 

Avoidance of harm  

The researcher did not participate in any actions that intentionally harmed (physically, 

psychologically, socially or emotionally) the participants. To avoid and reduce any harm, the 

participants were informed in detail of any possible risks before completing the survey. 

Voluntary participation 

Participants were provided with adequate information to make sound decisions about whether 

or not to participate in the study (De Vos et al., 2011). Participants were allowed to withdraw 

from the study at any given point throughout the study, and participation was voluntary.  

Violation of privacy and confidentiality 

The researcher guaranteed confidentiality and anonymity of information during the research 

study. This included the identity of the participants and any information that the participants 

were uncomfortable with sharing (De Vos et al., 2011). All data and responses were password 

protected on the researcher’s personal computer.  
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Deception  

Purposefully withholding information and misinforming participants is regarded as being 

deceitful (Struwig & Stead, 2013). The researcher, therefore, aimed to provide the participants 

with all information concerning the purpose, methods and possible risks associated with 

participation in the study. Furthermore, instructions provided in a manner that was easily 

comprehensible to the participants. The results and summary of the study were made available 

upon request.  

1.7 Contributions to the Study 

The study contributed to the individual, organisation and industrial-organisational psychology 

literature in the following way. 

 

1.7.1 Expected Contributions for the Individual 

The individual may gain awareness on the relationship between person-environment fit, 

authentic leadership, psychological meaningfulness and individual work performance among 

young professionals. 1.7.2 Expected Contributions for the Organisation 

This study can assist organisations to understand the dynamics between person-environment 

fit, authentic leadership, psychological meaningfulness and individual work performance 

among young professionals.  

1.7.3 Expected Contribution to the Industrial/Organisational Psychology Literature 

This study may potentially contribute towards understanding how person-environment fit, 

authentic leadership, psychological meaningfulness and individual work performance relate to 

one another in the context of young professionals. 

 

1.8 CHAPTER DIVISION  

The chapters in this research proposal are presented as follows:  

Chapter 1: Research proposal and problem statement.  

Chapter 2: Empirical study.  

Chapter 3: Conclusions, limitations and recommendations. 
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Person-environment fit, authentic leadership, psychological meaningfulness and 

individual work performance of young professionals in South Africa 

Abstract 

Orientation: This study aims to address challenges organisations may face in the context of 

person-environment fit, authentic leadership, psychological meaningfulness and individual 

work performance of young professionals (Millennials) within the current volatile, uncertain, 

complex and ambiguous (VUCA) work environment. 

Research purpose: This research aimed to investigate the relationship between person-

environment fit, authentic leadership, psychological meaningfulness and individual work 

performance of young professionals (Millennials - individuals born between 1982-2000, aged 

from 36 to 22) within organisations in South Africa.  

 

Motivation for the study: The primary purpose of this research was to investigate whether 

person-environment fit, authentic leadership, and psychological meaningfulness related to 

individual work performance of young professionals in South African organisations. 

 

Research approach/design and method: A quantitative approach utilising a cross-sectional 

survey design was employed to gather the data for the study. The sample (n = 350) comprised 

of working young professionals from various organisations and positions in South Africa. 

Questionnaires consisted of the Perceived Fit Scale (PFS), The Authentic Leadership Inventory 

(ALI), Work and Meaning Inventory (WAMI), and the Individual Work Performance 

Questionnaire (IWPQ). 

Main findings: There is a positive relationship between person-environment fit, authentic 

leadership, psychological meaningfulness (positive meaning) and individual work 

performance. No indirect effects were found between person-environment fit through 

psychological meaningfulness (positive meaning) on individual work performance. In addition, 

no indirect effects were found between authentic leadership through psychological 

meaningfulness (positive meaning) on individual work performance.  

Practical/Managerial implications: The results of the study provide managers and human 

resource practitioners in South African organisations insight into the impact of person-

environment fit, authentic leadership, psychological meaningfulness (positive meaning) and 
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individual work performance on young professionals. Accordingly, managers and practitioners 

can devise interventions that focus on person-environment fit and authentic leadership and 

psychological meaningfulness (positive meaning) which will positively impact young 

professionals’ performance.   

Contribution/value add: The results in this study provide scientific knowledge about person-

environment fit, authentic leadership, psychological meaningfulness (positive meaning) and 

individual work performance of young professionals in South Africa.   

Keywords: person-environment fit, authentic leadership, psychological meaningfulness, 

individual work performance, young professionals, Millennials 
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Introduction 

Technology in the present-day era is bringing about several changes. For instance, the manner 

in which business’ generate and capture value; where, when and how individuals conduct their 

work, and the manner in which individuals relate and communicate with one another (Schwab, 

2016). The shifting, dynamic and multifaceted business environments present momentous 

challenges for modern businesses that need to thrive, over and above merely surviving (van der 

Vaart, 2016).  

The business world today can be described as a VUCA world (Nel, Stander, & Latif, 2015), 

which is described as an environment that is characterised by volatility, uncertainty, 

complexity, and ambiguity (Rodriguez & Rodriguez, 2015). Volatility or a volatile situation 

within organisations can be described as circumstances that are turbulent, unpredictable or 

uncertain (Dhir, 2019; Kornelsen, 2019). It is defined as the increase in size, operational pace, 

and change in the ambient nature that organisations are facing in relation to technological 

advancements (Dhir, 2019). Uncertainty illustrates a lack of information and the incapacity to 

foresee concerns or potential future threats (Dhir, 2019; Lawrence, 2013). Complexity 

highlights the association of interacting forces affecting organisations, which can result in 

ambiguity (Dhir, 2019; Lawrence, 2013). Ambiguity can be defined as the inability to 

conceptualise threats before they become detrimental to the organisation (Dhir, 2019).   

Within the VUCA world, different generations that account for the vast majority of the current 

workforce including Baby Boomers, Generation X and Millennials live and relate to one 

another, sharing a common ground (Rodriguez & Rodriguez, 2015). Millennials, who are the 

most recent group that entered the labour market, have been paid particular attention (Blancero 

et al., 2018; Martins & Martins, 2014). It is predicted that the global workforce will comprise 

50% Millennials by 2020 (Mathis, Jackson, Valentine, & Meglich, 2014) and about 75% is 

projected by 2025 (Herbert, 2016). It is therefore important that understanding Millennial needs 

should be taken into consideration (Alkire, 2014; Downs, 2015), given that a large portion of 

organisations are expected to be represented by Millennials (Herbert, 2016). Leaders need to 

understand the context of today’s VUCA work environment prior to attempting to understand 

the changing nature of work, leadership, and culture, ensuring that organisations are responding 

to these changes (Sarkar, 2016). In the current turbulent environment, talent retention is a 

challenge for organisations (Naim, 2018). Organisations face an intimidating challenge of 

fulfilling the increasing expectations of the Millennial workforce (Blancero, et al., 2018).  
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Millennials are motivated by collaboration, innovation, relationships and recognition, and have 

been labelled as being technologically inclined, impatient and self-absorbed. Although this 

does not define Millennials completely, they are also perceived as resourceful and to care for 

social issues such as sustainability (Blancero, et al., 2018). 

Within the context of the VUCA world and Millennials, high levels of volatility are perceived 

in job tenure and loyalty with minimal security to stay in the same job (Rodriguez & Rodriguez, 

2015). This is challenging, given that Millennials regard staying in one job as a failure and are 

therefore, continuously seeking fast promotions or new challenges (Kornelsen, 2019). In 

general, Millennials are not loyal to the organisation, but more loyal to their jobs (Aruna & 

Anitha, 2015). The Deloitte Millennial Survey in 2019 found that 49% of Millennials globally, 

if given the choice, would quit their current jobs within the next two years. The 2017 report 

was at 38% (Deloitte, 2017).   

Millennials may not feel the need to stay loyal to an organisation, favouring rapid career 

advancement, generally through job-hopping, as an alternate to traditional seniority-based 

promotion processes (Friedell, et al., 2012). Researchers have concluded that Millennials 

demonstrate comparatively lower levels of work centrality (Campione, 2016), because they 

value work-life balance and consider their jobs essentially as a means to fund their lifestyles 

(Cairncross & Buultjens, 2010; Leask, Fyall, & Barron, 2014; Park & Gursoy, 2012).   The 

high turnover rates that the majority of organisations experience due to Millennials job-

hopping, should be taken into consideration (da Silva et al., 2016). Organisations and 

researchers are endeavouring to understand what motivates retention of Millennial employees 

(Casel, 2017), due to the costs accompanying the recruitment and training of new employees, 

over and above the loss of productivity from losing experienced employees. As a result of 

competition and talent shortage, organisations within South Africa must strive to attract and 

retain skilled employees so as to be competitive (Rothmann, Diedericks, & Swart, 2013).  

Retaining Millennials in today’s corporate scenario has become a crucial task in the VUCA 

scenario (Aruna & Anitha, 2015).   

Uncertainty can be seen in all aspects of individual and social life (Rodriguez & Rodriguez, 

2015). The deficiency of information and the difficulty to anticipate issues and possible threats 

refers to signs of uncertainty (Dhir, 2019). As teams within organisations are faced with the 

struggle of uniting the newest working generation with the older generation, the workplace 

may encounter difficulties with regard to productivity (Stewart, Oliver, Cravens, & Oishi, 
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2017). Literature hints that ideological differences between generations may make it difficult 

for Millennials to adjust to their jobs and organisations and be recognised and accepted by their 

supervisors and workgroups (Myers, 2010; Schembari, 2018; Sims, Carter, Gong, & Hughes, 

2019). This could increase a sense of uncertainty. 

Person-environment fit, which is the match between employees and their work environments 

is an extensively researched topic within the field of organisational behaviour (Kristof-Brown, 

Zimmerman, & Johnson, 2005; Redelinghuys, 2016). An essential factor of the job search 

process is finding a job that is a good “fit” (Schembari, 2018). Employees who perceive 

themselves as fitting with the values of the organisation as well as the components of the work 

environment are more inclined to report higher feelings of job satisfaction and are less likely 

to partake in counterproductive work behaviours (Kristof-Brown & Billsberry, 2013; 

Schembari, 2018; Queiri, Yusoff, & Dwaikat, 2014). This being said, it is of importance and 

best interest of both individuals and organisations to maximise fit in order to attain the best 

performance results (Schembari, 2018).  

Person-environment fit is similarly related to employees finding meaning in their work, 

implying that work is perceived as meaningful, because there is a match between the 

individual’s values and goals and that of the organisation (Kristof-Brown, Zimmerman, & 

Johnson, 2005). The observed fit between employees’ concept of themselves and their job roles 

within the organisation leads to them experiencing meaning in their work (de Crom & 

Rothmann, 2018; May et al., 2004; Olivier & Rothmann, 2007). Creating meaningfulness, 

person-job and person-organisation fit, in employees’ tasks are crucial for HR professionals to 

understand, particularly when it comes to the retention of Millennial employees (Nolan, 2015).   

The complexity of our world creates confusion (Rodriguez & Rodriguez, 2015). Millennials 

need to be led in a way where knowledge and information are shared (Naim, 2014; Naim & 

Lenka, 2016). In an ambiguous world, where leaders can feel overwhelmed, difficult VUCA 

times require collaboration among generations (Kornelsen, 2019). Millennials are prepared to 

participate in collaborative decision making and desire input within the organisation (Huyler, 

2015); however, should generational differences get in the way, appropriate decision making 

cannot happen (Kornelsen, 2019). It can be anticipated that Millennials will disengage from 

the workplace and find meaning in other organisations should they not be part of the input and 

forward-thinking (which includes ongoing innovation and risk-taking) (Kornelsen, 2019). 
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Research on generational differences has increased in the recent decades (Sims, Carter, Gong, 

& Hughes, 2019; Williams & Page, 2011) and suggests differences in generational values may 

be the cause of a lack of job commitment from Millennials (Huyler, 2015). Organisations must 

endeavour to create working environments where employees can develop in order   to make a 

positive difference in the organisation (Stander & Rothmann, 2008). Leaders understand that 

optimising employees can lead to ensuring organisational success (Govaerts, Kyndt, Dochy, & 

Baert, 2011). It is challenging to identify which leadership is best suited for a specific 

organisation due to the existence of multiple leadership theories and concepts (Huyler et al., 

2015). However, according to Rodriguez and Rodriguez (2015), a positive approach to 

leadership is pivotal within a VUCA environment.  

This study proposes the authentic leadership approach to assist in leading and understanding 

Millennials. Millennials believe in teamwork, learning, fostering relationships, and work-life 

balance (Gilbert, 2011; Nell, 2011). An authentic leadership methodology would contribute to 

the ability to continually and rapidly learn, be flexible, and foster teamwork (Kornelsen, 2019). 

Through coaching and mentoring practices Millennials may come to relate with their mentors 

and might even foster appreciation of a few of their values and perspectives (Kornelsen, 2019). 

This could, therefore, lead to increasing Millennials’ involvement in their organisations, whilst 

engaging with the generations that precede them (Ng, Schweitzer, & Lyons, 2010). Authentic 

leaders are said to be transparent and openly share information with their employees, and are 

positively related to follower performance (Gardner, Avolio, Luthans, May, & Walumbwa, 

2005). Harter and Adkins (2015) emphasised that when leaders transparently share information 

and are focused on employee development, their employees will become more engaged and 

their performance will improve. Authentic leadership has been associated with positive 

performance-related outcomes, for both leaders and their followers (Anderson, Baur, Griffith, 

& Buckley, 2017). Similarly, followers of an authentic leader are said to experience more 

organisational commitment and job satisfaction (Anderson, et al., 2017). 

Leaders assume an essential role in promoting or shaping the meaning of work in that they 

shape the organisation’s identity, goals, objectives and missions for employees, which in turn 

influences perceptions on the meaning of this work (Lysova, et al., 2019). Authentic leaders 

are experienced as being credible and therefore gain trust and respect from their followers 

(Gardner et al., 2005). Leaders motivate employees to practise authenticity in the workplace, 

which in turn results in experiencing perceived meaning at work (Sagnak, 2017). 
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Meaningfulness, or perceived function and purpose in job tasks, has increasingly become more 

important to employees (Lysova, et al., 2019). Organisations must be attentive to the search for 

meaning as new generations (i.e. Millennials) seek meaning in their work (Huyler et al., 2015). 

According to Scroggins (2008), meaningfulness is critical to engagement and turnover. 

Employees, who realise the value of their contribution and purpose of their existence in the 

workplace, are more likely to generate a higher level of individual performance (Sudnickas, 

2016). Harter et al. (2013) also highlighted the relationship between meaningfulness at work 

and individual performance, which, as noted by Siengthai and Pila-Ngarm (2016), is a crucial 

contributor to overall organisational performance. It is evident from research that there is a 

correlation between meaningful work, and retention and performance of employees (Scroggins, 

2008), with both person-environment fit and authentic leadership being important mechanisms 

towards creating meaningfulness at work. 

The current study investigates the relationship between person-environment fit, authentic 

leadership, psychological meaningfulness and individual work performance of young 

professionals in South African organisations. More specifically, this research will examine the 

indirect role of person-environment fit and authentic leadership in influencing individual work 

performance through psychological meaningfulness.  

Literature review  

Person-environment fit  

Person-environment fit is described as the congruence between employees and their work 

environments (Kristof-Brown & Guay, 2011). Person-environment fit is a multilevel construct 

which is comprised of various facets which include different conceptualisations ranging from 

three to eight factors.  The eight factor conceptualisation include person-vocation fit (PV fit), 

person-organisation fit (PO fit), person-job fit (PJ fit), person-group fit (PG fit), person-

supervisor fit (PS fit), person-career fit (PC fit), demands-abilities fit (DA fit), and needs-

supplies fit (NS fit). Person-environment fit can be further described as a matching of 

distinctive individual characteristics of the employee with the characteristics of the 

organisation at which the employee is working (Ahmad, 2012). For the purpose of this study, 

emphasis will be given to the three-factor conceptualisation of person-environment fit 

according to Cable and DeRue (2002).  
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Cable & DeRue (2002) conceptualised PE-Fit of comprising of three factors including PO fit, 

NS fit, and DA fit. PO fit relates to the observed congruence between employees and 

organisational values (Cable & DeRue, 2002). When employees encounter PO fit, they 

experience a match between their own values and that of the organisation and their colleagues; 

and therefore feel devoted to the organisation’s mission, place the organisation’s welfare above 

their own and are more loyal to the organisation (Cable & DeRue, 2002; Kristof, 1996; 

Redelinghuys & Botha, 2016). NS fit refers to the experienced compatibility between the 

rewards of the job and the employee’s performance (Cable & DeRue, 2002; Edwards, 1991; 

Redelinghuys, 2018). This fit is regarded as an important facet of job satisfaction, which is 

regarded as one of the main reasons employees enter the workforce (Hinkle & Choi, 2009). 

DA fit is defined as the experienced compatibility between the demands of the job and the 

ability of the employee to conduct the job (Cable & DeRue, 2002). If an employee’s ability 

level exceeds the demands of his or her position, there is a risk of the employee becoming 

disinterested and complacent in his or her position. Similarly, when the employee’s ability is 

too low and he or she fails to meet the minimum requirements of a position, work processes 

and work outcomes will be less efficient and of lower quality. (Cable & DeRue, 2002). Person-

environment fit theory stipulates that the wellbeing of an individual is affected by his or her 

interactions with his or her work environments, the match between individual characteristics 

(skills, requirements, preferences, knowledge) and environmental characteristics (role 

characteristics,  and organisational values and structures) (Shipp & Jansen 2011; Janse van 

Rensburg, Rothmann, & Diedericks, 2017). 

 

Research on person-environment fit consistently supports the idea that a strong fit between 

person and environment correlates with more favourable work-related outcomes, such as 

satisfaction and commitment (Edwards, 2008). Employees who experience positive person-

environment fit are more likely to be productive and perform better, have greater workplace 

motivation, experience more positive work attitudes and are more satisfied with their jobs (Su, 

Murdock, & Rounds, 2015; van Vianen, 2018). They are also not concerned about possible 

career changes, and have decreased susceptibility of intentions to leave or actual turnover 

(Cable & DeRue, 2002; Kristof-Brown et al., 2005; Kristof-Brown & Bilsbury, 2013). If 

Millennials have less favourable environment fit, such negative experiences may be due to 

incongruence between their work values and the work environment, which could lead to less 

emotional attachment to the organisation or less felt obligation to the organisation compared to 

other generations (Littau, 2009). Due to their needs not being met, it is likely that there may be 
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an incongruence between the Millennials’ work values and the specific characteristics of the 

work environment which may affect their organisational commitment (Littau, 2009; 

Schembari, 2018). Leaders transmit organisational values to the daily work environment 

(Schein 2004) and thus shape their employees’ environmental experiences through their own 

values and actions (van Vianen, 2018).  Evidence proposes that the type of relationships 

employees have with their leaders can influence relationships between fit and multiple 

organisational outcomes (Boon & Biron, 2016). In relation to this study, the outcomes of these 

measures aim to understand how Millennials perceive their work environments in terms of fit. 

 

Authentic leadership  

Authenticity, which is a concept dating back to the early 1960s, was described by Sartre as 

individuals being true to and not deceiving themselves (Avolio & Mhathre, 2012). From the 

principal of authenticity, the authentic leadership framework emerged, which identified the 

qualities of authenticity in leaders (Avolio & Gardner, 2005).  Authentic leadership has become 

a widely researched topic and has proven to be a valuable approach in a number of 

organisational studies (Gardner, Lowe, Moss, Mahoney, & Cogliser, 2010; Oh, Cho, & Lim, 

2018). Authenticity and its link to leadership is a paradigm that has been evaluated in scholarly 

research in recent years (Avolio & Gardner, 2005; Davis, & Dickens, 2011; Gardner, Cogliser, 

Liu, Cutcher, & Grant, 2015). Authenticity, has been described as a trait that leaders can 

possess or acquire. Authentic leadership is described as leaders who are aware of their thoughts 

and behaviours. Leaders create authenticity by ruminating on the meaning of their experiences 

and describing their values, needs, and aspirations (Gardner, 2005).  Fusco, O’Riordan, and 

Palmer (2015) discovered that authentic leaders are assertive, proficient in their abilities, 

confident and self-assured. Furthermore, they are deliberate and consistent with their decision-

making.  According to Glowacki-Dudka and Griswold (2016) “authentic leadership seeks to 

deliver what is true to the forefront” (p. 106). 

 

An authentic leader exhibits behaviours of inspiring and motivating others, intellectually 

stimulating individuals and providing individualised attention to followers (Neider & 

Schriesheim, 2011). According to Peus, Wesche, Streicher, Braun, and Frey (2012) as well as 

Alonso, Castiano, Leon, Moriano, and Valsania (2014), authentic leadership is a predictor of 

organisational commitment, extra effort and team effectiveness in a sample and was also found 
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to be positively related to organisational citizenship and work engagement (Walumbwa, Wang, 

Wang, Schaubroeck, & Avolio, 2010).  

 

According to Avolio and Gardner’s model of authentic leadership, authentic leadership consists 

of four dimensions (Avolio & Gardner, 2005) consisting of self-awareness, which is described 

as the degree to which the leader is cognisant of their interaction and influence on followers 

through the leader’s interpersonal characteristics (Walumbwa, Avolio, Gardner, Wernsing, & 

Peterson, 2008). It refers to the leader’s ability to make sense of his or her perceived reality 

and involves the leader to understand his or her own strengths and weaknesses (Avolio & 

Gardner, 2005). Laschinger and Fida (2014) suggested that authentic leaders have a stable 

sense of self-knowledge. Internalised moral perspective, the second dimension, is described as 

a leader who has strong ethical beliefs, and from a self-regulation perspective, shapes behaviour 

and decision-making (Avolio & Gardner, 2005; Walumba et al., 2008). It is referred to as the 

ability of the leader to hold a firm moral ground, which is internally inclined and can withstand 

both societal and group pressures. Balanced processing is the third dimension and also 

influences decision making (Kernis, 2003). This is the manner in which the individual gathers 

information and reaches decisions as objectively as possible, and, also in the process challenges 

his or her own deeply held beliefs and values (Hoch, Bommer, Dulebohn, & Wu, 2016). Simply 

put, it refers to the leader’s ability to objectively analyse information accurately regarding a 

particular scenario, without coming to a particular conclusion in order to make the best decision 

for the organisation (Ribeiro, Duarte & Filipe, 2018).  Relational transparency,  the fourth 

dimension, refers to leaders presenting their true and core self to other people (Walumba et al., 

2008). It enables leaders to openly express their internal feelings and thoughts (Peus et al., 

2012). 

  

With Millennials being the most recent generation entering the workforce, a challenge for 

leaders is to not only understand what differentiates generations, but to also accommodate their 

differences in perspective and discover ways to bring out the diverse qualities that are 

beneficial to the organisation (Au-Yong-Oliveira, Gonçalves, Martins, & Branco, 2018). The 

Millennial generation appreciates authenticity, and more so, authentic leaders (Au-Yong-

Oliveira, Gonçalves, Martins, & Branco, 2018). Millennials show an inclination to leave if 

what they are promised (such as new learning opportunities) are not met (Özçelik, 2015). 

Mentoring and coaching may be used as effective authentic leadership approaches in order to 
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assist Millennials in identifying with their leaders, and consequently adapting some of their 

values and attitudes (Al-Asfour & Lettau, 2014).  

 

Psychological meaningfulness  

The need for meaning is a quality that is intrinsic in humans, and important for organisations 

to explore. Sagnak (2017) describes it as a “universal human motive” and one of the “basic 

mechanisms that make work meaningful” (p. 447). Psychological meaningfulness is the 

significance an individual attaches to his or her existence and includes the value he or she 

places on the existence of life and on the course of his or her life (Asiwe, Rothmann, Jorgensen, 

Hill, 2017; Rothmann & Hamukang’andu, 2013). Applied to the work context, psychological 

meaningfulness has been described as an antecedent of engagement (Rothmann & 

Hamukang’andu, 2013) and applies to individuals’ beliefs regarding how meaningful it is to 

bring themselves to the roles that they fulfil in terms of performance, linking to the value of 

the task. It is related to incentives to engage and for individuals to perceive that they are earning 

a return on investment of themselves-in-role, as well as intrinsically caring about given tasks 

(Rothmann & Hamukang’andu, 2013). Employees are more inclined to experience 

psychological meaningfulness when they believe they are useful, significant and valuable 

(Kahn, 1990; May, Gilson, & Harter, 2014; Rothmann & Hamukang’andu, 2013) and when 

the individual is able to express his or her values and beliefs in his or her work (van Zyl, 2009). 

 

Meaningfulness encompasses two facets, namely (1) the meaning of work; and (2) 

psychological meaningfulness. Meaningful work is described in terms of three dimensions, 

namely psychological meaningfulness (positive meaning), which is related to the experience 

that work is significant and meaningful; meaning making which relates to the experience that 

through meaningful work, life becomes more meaningful; and lastly, greater good motivations 

being the third dimension, which implies that work has more meaning when it has a positive 

effect on others (Steger et al., 2012). This study focuses on the psychological meaningfulness 

dimension of meaningful work. According to Rosso, Dekas, and Wrzesniewski (2010), 

meaningful work is an individual’s experience that what he or she is doing, holds significance 

from a personal point of view; in other words, he or she judges his or her work to matter and 

to be meaningful (de Crom, 2018; Steger ,2012).  

 

Work that is meaningful should facilitate an individual’s personal growth and motivation. 

Psychological meaningfulness has been shown to lead to greater commitment and life 
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satisfaction (Peterson et al., 2005). Psychological meaningfulness also has important 

implications for job design, employee retention, employee relations and recruitment practices 

(Olivier & Rothmann, 2007). Psychological meaningfulness is enhanced when employees 

believe that their efforts are appreciated and that organisations will offer them valuable 

coaching for them to improve (Li & Tan, 2013). Employees who perceive meaningfulness at 

work will feel that their work is necessary and thus place greater value on their work 

(Geldenhuys, Laba, & Venter, 2014). 

 

Experiencing lack of psychological meaningfulness in one's work can lead to disengagement 

(Kahn, 1990; Olivier & Rothmann, 2007; Rothmann & Hamukang’andu, 2013). Millennials 

want to learn, grow and produce meaningful work (Huyler et al., 2015). In contrast to Baby 

Boomers, who appreciate hard work, or Generation X, who favour financial and job security, 

Millennials assign importance to impact and meaning in their work environments (Huyler et 

al., 2015). Millennials will most likely relate to and flourish in organisations where meaning is 

embedded within what the model encompasses. Millennials endeavour to find work that is 

meaningful and increases their self-efficacy (Huyler et al., 2015). Despite the fact that other 

generational members also pursue meaningful work, Millennials’ perceptions of themselves 

and higher levels of self-efficacy reduce their worry of changing jobs or putting precautions in 

place. Leaders thus assume an important role in prompting or shaping the meaning of work in 

that they shape the organisation’s identity, goals, objectives and missions for employees, which 

in turn influences the perceptions on the meaning of this work. Authentic leaders create 

trustworthiness and therefore gain the respect and trust of their followers (Gardner et al., 2005). 

Authentic leaders encourage employees to be authentic, which leads to employees experiencing 

more meaning at work (Sagnak, 2017). Employees who perceive work as being meaningful 

ascribe higher value  to their jobs (Nord, Brief, Atieh, & Doherty, 1990), experience improved 

job satisfaction, teamwork and greater levels of overall work performance (Allan, Duffy, & 

Collissen, 2018; Sparks & Schenk, 2001).   

 

Individual work performance  

Although the theory of individual work performance is based solely on actions of individuals, 

it is a highly relevant outcome measure for research in occupational settings (Koopmans, 2014). 

Koopmans, Bernaards, Hildebrandt, Schaufeli, de Vet, and van der Beek (2013), define 

individual work performance as behaviours or actions that are relevant to the goals of the 

organisation and are centred primarily on employee behaviours, rather than outcomes. These 
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behaviours, which are characteristic of high-performing individuals, are essential to ensure 

organisational goal achievement (Sonnentag & Frese, 2005). Individual work performance is 

comprised of three broad constructs, namely task performance, contextual performance and 

counterproductive work behaviours (Koopmans et al., 2014).    

 

Task performance is the aptitude and skill that individuals possess in order to perform the core 

tasks of their jobs (Koopmans et al., 2013). Job skills, work quantity and quality, and job 

knowledge are behaviours that describe task performance (Koopmans et al., 2013). Even 

though task performance has been the customary focus of research, researchers have recognised 

that individual work performance is more than only achieving work goals. 

Contextual performance refers to behaviours that maintain the social, psychological and 

organisational environments in which the core job must be executed. Many labels exist for this 

dimension, namely non-job specific task proficiency, interpersonal relations, and 

organisational citizenship behaviour. However, the concept of contextual performance places 

emphasis on behaviours that exceed work goals. Demonstrating effort, assisting in peer and 

team performance, cooperating, and communication are a few behaviours that describe 

contextual performance (Koopmans et al., 2013). 

Counterproductive work behaviour is described as types of behaviour that harm the interests 

of an organisation. These behaviours can refer to task disengagement, multiple or more 

prolonged breaks, presenteeism, absenteeism, complaining, late coming, performing tasks 

inaccurately, accidents, slandering or gossiping concerning co-workers, arguing or fighting 

with colleagues, disregarding safety, misuse of privileges, aggression, theft and abuse of 

substances (Koopmans, 2014). Of particular interest for this research is to determine how 

Millennials experience individual work performance by exploring relationships between 

person-environment fit, authentic leadership and psychological meaningfulness in 

organisations in South Africa, and to explore - with relation to these constructs - how to retain 

Millennials within these organisations.  

 

Conceptual framework  

The literature examined probable relationships between person-environment fit, authentic 

leadership, psychological meaningfulness, and individual work performance. Based on the 
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literature review, a conceptual model of the study is shown in Figure 1, which presents the 

hypothesised relationships between the constructs. 

 

Figure 1. Conceptualised model: Relationships between person-environment fit, authentic 

leadership, psychological meaningfulness and individual work performance. 

 

Aims and hypotheses 

 

Flowing from the above discussion, the hypotheses of the study are described as follows: 

 

Hypothesis 1: There is a positive relationship between person-environment fit, authentic 

leadership, psychological meaningfulness and individual work performance of young 

professionals in South Africa. 

Hypothesis 2: Authentic leadership indirectly influences individual work performance through 

psychological meaningfulness of young professionals in South Africa. 

Hypothesis 3: Person-environment fit indirectly influences individual work performance 

through psychological meaningfulness of young professionals in South Africa. 

 

Research design 

 

Research approach 

 

Cross-sectional survey design refers to the gathering of data at a single point in time whereby 

the data is interpreted to detect patterns of association (Bell, Bryman & Harley, 2018). 
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Research method 

Participants 

The participants were sampled from various South African organisations. A convenience 

sample of (n = 350) young professionals across various organisations was included. Table 1 

displays the characteristics of the sample. The sample included 179 (51.1%) males and 171 

(48.9%) females. The majority (57.1%) of participants were between the ages of 25-30, 

followed by those aged 31-36 years old (31.7%). The two predominant language groups were 

English (69.1%) and Afrikaans (13.4%); the remainder were from other African languages. Of 

the sample 299 (85.4%) reported less than five years’ tenure at a particular organisation; 292 

(83.4%) of the participants reported being less than five years in a particular position, and nine 

(2.6%) reported being longer than ten years at a particular position. 

Table 1a displays the demographics of the participants and Table 1b displays the employment 

characteristics of the participants. 
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Table 1a    
Personal Characteristics of the Participants (n = 350)   

Item Category Frequency    Percentage 

Gender Male 179 51.1 

  Female 171 48.9 

Age (at end 2018) 19-24 years 39 11.1 
 25-30 years 200 57.1 

  31-36 years 111 31.7 

Race African 96 27.4 
 Chinese 5 1.4 
 Coloured 27 7.7 
 Indian 94 26.9 
 White 128 36.6 

Home language Afrikaans 47 13.4 
 English 242 69.1 
 isiNdebele 1 0.3 
 siSwati 2 0.6 
 isiXhosa 7 2.0 
 isiZulu 9 2.6 
 Sepedi 9 2.6 
 Setswana 23 6.6 
 Sesotho 7 2.0 

  

 
Tshivenda 3 0.9 

Marital status Divorced 13 3.7 
 Living together 43 12.3 
 Married 94 26.9 
 Single 199 56.9 

  Widowed 1 0.3 

Number of dependents None 238 68.0 
 1 58 16.6 
 2 34 9.7 
 3 15 4.3 
 4 3 0.9 

  5 2 0.6 

Number of children None 264 75.4 

 1 child 50 14.3 

 2 children 32 9.1 

  3 children 4 1.1 

Educational level NQF3 2 0.6 
 NQF4 35 10.0 
 NQF5 11 3.1 
 NQF6 13 3.7 
 NQF7 121 34.6 
 NQF8 124 35.4 
 NQF9 40 11.4 
 NQF10 3 0.9 
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Measuring Instruments 

In order to describe the biographical characteristics of the sample, a biographical questionnaire 

was employed. The characteristics that were measured included gender, race, home language, 

tenure in the current organisations, and the number of years in the current job. 

The Perceived Fit Scale (PFS) was employed to measure person-environment fit (Cable & 

DeRue, 2002). The PFS includes three dimensions namely person-organisation fit (PO fit), 

need-supplies fit (NS fit), and demands-abilities fit (DA fit), and comprises of of nine items, 

which are composed of a seven-point Likert- scale, ranging from 1 “strongly disagree” to 7 

“strongly agree”. PO fit was measured by three items (e.g., “The things that I value in life are 

very similar to the things that my organisation values”). NS fit was measured by three items 

(e.g., “There is a good fit between what my job offers me and what I am looking for in a job”). 

DA fit was also measured by three items (e.g., “The match is very good between the demands 

of my job and my personal skills”). Redelinghuys and Botha (2016) affirmed the reliability of 

the PFS, obtaining Cronbach’s alpha coefficients ranging from .84 to .98 for the PFS subscales 

(Cable & DeRue, 2002; Hinkle & Choi, 2009), meeting the cut-off point of α = .70 (de Vos, 

Table 1b    
Employment Characteristics of the Participants (n = 350)   

Item Category Frequency    Percentage 

Professional registration No 82 23.4 

  Yes 268 76.6 

Days absent (past year) None 89 25.5 

 1-5 days 202 57.9 

 6-10 days 35 10.0 

 11-20 days 19 5.4 

 21-40 days 1 0.3 

  > 40 days 3 0.9 

Tenure at organisation < 5 years 299 85.4 

 6-10 years 48 13.7 

  > 10 years 3 0.9 

Tenure in position < 5 years 292 83.4 

 6-10 years 49 14.0 

  > 10 years 9 2.6 

Years working at end 2018 < 5 years 173 49.4 

 6-10 years 107 30.6 

 11-15 years 59 16.9 

  >15 years 11 3.1 
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Strydom, Fouche, & Delport, 2011). Cable and DeRue (2002) found satisfactory convergent 

and divergent validity for the PFS. 

The Authentic Leadership Inventory (ALI) was employed to measure employees’ perception of 

their direct supervisor/line manager as an authentic leader (Neider & Schriesheim, 2011). The 

ALI comprises of fourteen items and consists of four first-order factors, namely self-awareness, 

balanced processing, internalised moral perspective and relational transparency. For all items, 

a scale varying from 1 “disagree strongly” to 5 “agree strongly” was used. Examples of items 

include “My leader solicits feedback for improving their dealings with others” and “My leader 

encourages others to voice opposing points of view”. Stander, de Beer, and Stander (2015) 

confirmed the reliability of the ALI, obtaining a Cronbach's alpha coefficient of .93, which is 

accepted for this study as it meets the cut-off point of α =.70 (de Vos et al., 2011). 

The Work and Meaning Inventory (WAMI) (Steger, Dik, & Duffy, 2012) was employed to 

measure psychological meaningfulness. One subscale within the WAMI, namely positive 

meaning which is related to the experience that work is significant and meaningful (Steger et 

al., 2012), was used. Positive meaning consisted of four items, e.g., “I understand how my work 

contributes to my life’s meaning”. For all items, a scale varying from 1 “absolutely untrue” to 

5 “absolutely true” was used. Reliabilities varying from .82 to .89 were obtained for the 

subscales and a Cronbach’s alpha of .93 was obtained for the total score (de Crom & Rothmann, 

2018). Strong evidence regarding the construct validity of the inventory was found (Steger et 

al., 2012). With regard to the positive meaning subscale, Akin, Hamedoglu, Kaya, and Sarıçam 

(2013) obtained a Cronbach’s alpha coefficient of .89.   

Individual Work Performance Questionnaire (IWPQ) (Koopmans, 2015) was employed to 

measure individual work performance.  IWPQ comprises a three-dimensional conceptual 

framework including task performance, contextual performance and counterproductive 

workplace behaviour (Koopmans et al., 2013). These three dimensions were measured on a 5-

point scale ranging from 1 “seldom” to 5 “always” (Koopmans, Bernaards, Hildebrandt, 

Schaufeli, de Vet, & van der Beek, 2011). Task performance consisted of five items (e.g., ‘I 

kept in mind the results that I had to achieve in my work’) and was measured on a 5-point 

frequency scale ranging from 1 (seldom) to 5 (always) (Koopmans et al., 2011). Contextual 

performance consisted of eight items (e.g., ‘I was able to carry out my work efficiently’ and 

was measured on a 5-point frequency scale ranging from 1 (seldom) to 5 (always). 

Counterproductive work behaviour also consisted of five items (e.g., ‘I made problems greater 
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than they were at work’) and was measured on a 5-point frequency scale ranging from 1 (never) 

to 5 (often) (Koopmans, 2013). The internal consistency for task performance was found to be 

.79, with contextual performance being .83, and counterproductive work behaviour being.89 

(Koopmans et al., 2015). 

Procedure 

Ethics approval was granted by the Basic and Social Science Research Committee (BaSSREC) 

of the North-West University before commencing with data collection (NWU-HS-2017-0070). 

Convenience sampling was used to collect data and is best described as a nonprobability type 

of sampling in which people are sampled because they are "convenient" sources of data for 

researchers (Saunders, Lewis, & Thornhill, 2012). In order to gather a sample, emails were sent 

to managers across various organisations, where the purpose of the study was explained and 

permission to conduct the research was obtained. Managers gave their consent and an email 

was sent for distribution to the participants, which included a short introductory summary of 

what the study entailed, a Google Forms link of the consent form, and the questionnaire. 

However, the study focused on young professionals born between 1982 and 2000 (and not a 

specific organisation), enabling recruitment of individual participants via other avenues. 

Therefore, permission was requested from the ethics committee to utilise a professional social 

media platform such as LinkedIn. Upon gaining permission, contact was made with individual 

young professionals on LinkedIn and, once connected, an email including a short introductory 

summary of what the study entailed, a Google Forms link of the consent form and the 

questionnaire, were sent. 

 

Statistical analysis 

For this study, both IBM SPSS 25 (IBM Corporation, 2017) and Mplus 8.3 (Muthén & Muthén, 

1998-2018) statistical software packages were employed for the statistical analysis. Structural 

equation modelling (SEM) was applied to find the best fitting model for this research and to 

test the hypotheses. Competing measurement and structural models were tested with a 

maximum likelihood robust (MLR) estimator, taking skewness and kurtosis found in the data 

into consideration (Byrne, 2012). Confirmatory factor analyses (CFA) were performed to 

determine the construct validity of the instruments. The structural model was estimated by 

inserting the hypothesised regression paths based on the best fitting measurement model. The 

indices that were used to interpret the model’s fit to the data included the chi-square (χ2), 

degrees of freedom (df), root mean square error of approximation (RMSEA; cut-off < .08), 
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standardised root means square residual (SRMR; cut-off <.08). Cut-off values are based on 

work by Byrne (2012), Hair, Black, Babin, and Andersen (2010), and Wang and Wang (2012). 

The incremental fit indices included the Tucker-Lewis index (TLI), as well as the comparative 

fit index (CFI), which should yield values above .95 to be excellent (Hu & Bentler, 1999). 

Wang and Wang (2012) consider .90 as appropriate cut-off values for these two fit indices in 

applied research (West, Taylor, & Wu, 2012).  

In order to compare fit between the different measurement and structural models, the Akaike 

information criterion (AIC) and the Bayes information criterion (BIC) were utilised. In order 

to test for this fit, smaller values found in the data are preferred. This means that the lower the 

value, the better the model fits the data (Hair et al., 2010). In accordance with Kline (2016), 

the confidence interval of statistical significance was set at 95% (p < .05). Effect sizes were 

used as indicators of practical significance. Values between .30 and .50 represented medium 

effects and values over .50 represented large effects (Cohen, 1988; Cohen, Cohen, West, & 

Alken, 2013). Composite reliability coefficients (ρ) were calculated in Mplus 8.3 (Muthén & 

Muthén, 1998-2018) in order to estimate the internal consistency of the constructs, with a 

threshold of .70 (Raykov, 2009; Wang & Wang, 2012). In the instance of latent variable 

modelling, composite reliability was utilised as it is a better estimate than Cronbach’s alpha 

coefficients. Based on the best-fitting structural model, the potential indirect effects of person-

environment fit and authentic leadership, respectively, on individual work performance 

through psychological meaningfulness were tested. Bootstrapping (5000) and the construction 

of bias-corrected 95% confidence intervals (CIs) were applied (Hayes, 2017). 

Results 

First, the model fit results of several competing measurement models are provided, as well as 

the process to improve model fit of the best fitting measurement model. Second, the model fit 

results and regression coefficients for the hypothesised structural model are provided together 

with the results of competing structural models. Lastly, any possible indirect effects of person-

environment fit and authentic leadership will be reported and discussed. 

Table 2 reports descriptive statistics, reliabilities, and correlations of all the variables. All 

measures’ composite reliability coefficients ranged from .79 to .90, demonstrating acceptable 

internal consistency (Raykov. 2009).  

All the relationships between the variables were found to be highly statistically significant at 

99% confidence interval level in the expected directions. Only the correlations between 
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internalised moral perspective and task performance, and, contextual performance and 

counterproductive behaviour, respectively, were slightly less significant at a 95% confidence 

interval level. 

Practical significance varied from small to large effects. Effects that were found to be small 

(<.30) included those between task performance and all other variables, contextual 

performance and three authentic leadership factors (self-awareness, internalised moral 

perspective, and relational transparency), and, counterproductive behaviour and both positive 

meaning and contextual performance. Large effects (>.50) were apparent for relationships 

between all correlations of the authentic leadership factors among themselves and with person-

environment fit; person-environment fit and positive meaning, and task and contextual 

performance. All four authentic leadership factors and person environment fit indicated 

negative relationships with medium effects (>.30) with counterproductive work behaviour. 

Balanced processing and contextual performance indicated a positive medium effect.   

Hypothesis 1 which states that there is a positive relationship between person-environment fit, 

authentic leadership, psychological meaningfulness (positive meaning) and individual work 

performance of young professionals in South Africa, can therefore be accepted.  
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Table 2            

Descriptive Statistics and Reliability Coefficients            

Variable M SD Ρ 1 2 3 4 5 6 7 8 
 Authentic leadership inventory (1-5):    

        
1. Self-awareness 3.40 0.89 0.79 -        
2. Balanced processing 3.41 0.95 0.87 0.97‡** -       
3. Internalised moral perspective 3.56 0.74 0.73 0.89‡** 0.83‡** -      
4. Relational transparency 3.61 0.90 0.81 0.94‡** 0.88‡** 0.90‡** -     
5. Person-environment fit (1-7): 4.78 1.25 0.90 0.57‡** 0.56‡** 0.58‡** 0.57‡** -    

 Person-organisation fit 4.62 1.55 0.87         

 Needs-supplies fit 4.45 1.64 0.87         

 Demands-abilities fit 5.25 1.27 0.83         

 Work and meaning inventory (1-5):   
         

6. Positive meaning 3.73 0.91 0.90 0.41†** 0.39†** 0.47†** 0.41†** 0.73‡** -   

 Individual work performance questionnaire (1-5):   
         

7. Task performance 3.87 0.87 0.88 0.26** 0.26** 0.16* 0.24** 0.28** 0.29** -  
8. Contextual performance 3.66 0.87 0.86 0.29** 0.36†** 0.27** 0.23** 0.41†** 0.41†** 0.61‡** - 

9. Counterproductive work behaviour 1.95 0.84 0.84 -0.37†** -0.35†** -0.38†** -0.37†** -0.31†** -0.26** -0.32†** -0.18* 

 * p < 0.05            

 ** p < 0.01            

 † r > 0.30            

 ‡ r > 0.50            
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Testing the measurement model 

In order to determine which combination of factor structures (as suggested in literature; Avey 

et al., 2011; Guest et al., 2010, Neider & Scheicher, 2011; Rothmann, 2010) fit the data best, a 

total of 27 hypothesised measurement models were specified. Three possible factor structures 

were possible: a. one second-level latent variable consisting of first-level latent variables; b. 

only first-level latent variable; or c. a one-factor, first-level latent variable. No items were 

removed from any of the questionnaires, no error correlations were allowed, and no other 

changes were made. The fit statistics for the 27 possible measurement models are provided in 

Table 3. 

The results indicated possible inaccurate results for models 1 to 9, and 13 to 15, due to non-

positive definite latent variable covariance matrices. This could be an indication of several 

problems, for example, a negative variance(s) or residual variance(s) for a latent variable(s), or 

correlation(s) between two latent variables greater than or equal to 1.00. 

Three steps were taken to determine which model was to be used in further analysis: 

1. AIC and ABIC values were compared: 

The lowest values indicate the best fit for comparable models such as these. ABIC 

values are BIC-values specifically adjusted for sample size; therefore, BIC-values were 

not considered. 

2. MLR-adjusted chi-square values were compared: 

Chi-square values must be adjusted to be directly compared, due to the use of the MLR-

estimator. The lowest chi-square value indicates best fit. 

3. Significance of changes in chi-square values: 

Again, because of the MLR-estimator, the Satorra-Bentler chi-square difference test 

(Satorra & Bentler, 1999) needs to be employed to determine whether the change in 

chi-squares between models is in actual fact significant. A significant change shows 

that the specific model against which others are compared has significantly better fit 

than those models. 

According to each of these steps, model 11 exhibited the best fit (results for difference testing 

between the six models with the lowest AIC and ABIC values are reported in Table 4). Model 

11 also fulfilled the criteria for acceptable fit on all other fit statistics: RMSEA = .04; CFI / 

TLI = .93 / .92; SRMR = .05. Inspection of the output, however, indicated a very high 
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modification index (MI = 100.311) between items 8 and 9 from the IWPQ. The error variances 

of these two items were allowed to correlate for a final run of model 11. The fit statistics 

improved as follows: AIC / ABIC = 41555.84 / 41675.82; MLR-adjusted 

RMSEA = .04; CFI / TLI = .94 / .93; and SRMR = .05. 

 

 

 

 

Table 3 
          

Fit Statistics of Competing Measurement Models   
 

  
  

Model AIC BIC ABIC χ2 df 

MLR-

adjusted 

χ2 

RMSE

A 
CFI TLI SRMR 

Models 

1-9 
Non-positive definite latent variable covariance matrix - results not accurate 

Model 10 41691.16 42316.14 41802.22 1509.47 918 1721.40 0.04 0.92 0.92 0.07 

Model 11 41666.65 42337.93 41785.94 1466.47 906 1672.95 0.04 0.93 0.92 0.05 

Model 12 42685.03 43298.44 42794.04 2380.42 921 2721.30 0.07 0.81 0.80 0.08 

Models 

13-15 
Non-positive definite latent variable covariance matrix - results not accurate 

Model 16 42062.92 42676.34 42171.93 1835.77 921 2099.20 0.05 0.88 0.87 0.07 

Model 17 42039.31 42699.02 42156.54 1793.42 909 2051.67 0.05 0.89 0.88 0.06 

Model 18 43056.78 43658.61 43163.73 2703.64 924 3099.19 0.07 0.77 0.75 0.08 

Model 19 41759.63 42326.75 41860.41 1591.68 933 1819.92 0.05 0.92 0.91 0.07 

Model 20 41735.59 42325.86 41840.49 1560.19 927 1783.92 0.04 0.92 0.91 0.06 

Model 21 42753.57 43309.12 42852.30 2460.77 936 2819.80 0.07 0.80 0.79 0.08 

Model 22 41757.47 42347.73 41862.36 1580.33 927 1805.68 0.05 0.92 0.91 0.06 

Model 23 41733.85 42362.70 41845.60 1542.30 917 1762.08 0.04 0.92 0.91 0.05 

Model 24 42750.62 43329.31 42853.46 2449.44 930 2804.85 0.07 0.80 0.79 0.08 

Model 25 42131.18 42686.72 42229.91 1916.74 936 2197.55 0.06 0.87 0.87 0.07 

Model 26 42108.05 42686.74 42210.89 1886.03 930 2162.34 0.05 0.88 0.87 0.06 

Model 27 43125.10 43669.07 43221.77 2782.84 939 3197.48 0.08 0.76 0.75 0.09 

AIC = Akaike Information Criterion; BIC = Bayesian Information Criterion; ABIC = Sample-size Adjusted BIC; χ² 

= chi-square; df = degrees of freedom;  MLR = Maximum Likelihood (Robust) estimator; RMSEA = Root Mean 

Square Error of Approximation; CFI = Comparative fit index; TLI = Tucker-Lewis index; SRMR = Standardized 

Root Mean Square Residual 
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Table 4    

Difference Testing for Changes in Chi-square in Competing Measurement Models (Model 

11 tested against five best-fitting models) 

Model  df p-value 

Model 11 vs Model 10 43.65 12 < 0.00** 

Model 11 vs Model 19 119.43 27 < 0.00** 

Model 11 vs Model 20 88.39 21 < 0.00** 

Model 11 vs Model 22 108.78 21 < 0.00** 

Model 11 vs Model 23 69.50 11 < 0.00** 

** p < 0.01    

The structural model, for evaluation of regression pathways, was therefore based on the slightly 

adapted model 11. The final measurement model consisted of four first-level latent variables 

measuring authentic leadership (self-awareness, consisting of three observed variables; 

balanced processing, consisting of four observed variables; internalised moral perspective, 

consisting of four observed variables; relational transparency, consisting of three observed 

variables), the second-level latent variable person-environment fit as measured by three first-

level latent variables (person-organisation fit consisting of three observed variables; needs 

satisfaction consisting of three observed variables; demands-abilities consisting of three 

observed variables), positive meaning as first-level latent variable (four observed variables), 

and the three first-level latent variables of individual work performance (task performance 

consisting of five observed items; contextual performance consisting of eight observed 

variables; counterproductive behaviour consisting of five observed variables).  

 

Testing the structural model 

Regression pathways were added to test the hypothesised order of the latent variables. Three 

different structural models were tested: Model 1 (included all direct and indirect pathways), 

model 2 (included only the direct pathways to the outcome variable), and model 3 (contained 

only the indirect pathways to the outcome variable). Model fit was assessed according to the 

same fit statistics as before and the outcomes are provided in Table 5. 
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As can be seen in Table 5, the first structural model (Figure 2), including all pathways, showed 

the best fit according to the low values of AIC and ABIC.  

 

Table 5 
 

    

Initial Framework, Fit Indices and Standardized Path Coefficients 

Measures 
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Fit indices AIC 41555.84 41735.80 41582.27 
 BIC 42230.98 42391.65 42199.54 
 ABIC 41675.82 41852.35 41691.96 
  χ2 1370.96 1535.90 1420.24 
 Df 905 910 920 
 RMSEA 0.04 0.04 0.04 
 CFI 0.94 0.92 0.94 
 TLI 0.93 0.91 0.93 

  SRMR 0.05 0.12 0.07 

Direct pathways to task 

performance 

Positive meaning 0.24* 0.21** 0.30** 

Person-environment fit 0.07 0.12 -  
Self-awareness 0.69 0.74 -  
Balanced processing -0.15 -0.18 -  
Internalised moral perspective -0.52 -0.53 -  
Relational transparency 0.05 0.03 - 

Direct pathways to 

contextual performance 

Positive meaning 0.29 0.27** 0.42** 

Person-environment fit 0.10 0.16 -  
Self-awareness -2.03 -2.19 -  
Balanced processing 1.91 2.01 -  
Internalised moral perspective 0.25 0.29 -  
Relational transparency 0.07 0.08 - 

Direct pathways to 

counterproductive work 

behaviour 

Positive meaning -0.04 -0.08 -0.28** 

Person-environment fit -0.11 -0.08 - 

Self-awareness -0.54 -0.51 -  
Balanced processing 0.31 0.28    
Internalised moral perspective -0.13 -0.12 - 

  Relational transparency 0.07 0.05 - 

Direct pathways to 

positive meaning 

Person-environment fit    0.74** -   0.74** 

Self-awareness 0.42 - 0.36  
Balanced processing -0.39 - -0.31  
Internalised moral perspective 0.23 - 0.23 

  Relational transparency -0.27 - -0.28 

* p < 0.05 
    

** p < 0.01 
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The Satorra-Bentler chi-square difference test was again employed, and confirmed that model 

1 had the best fit; the results of which are presented in Table 6. 

 

Table 6    

Difference Testing for Changes in Chi-square in Structural Models 

Model  df p-value 

Full SM vs. Direct SM 136.31 5 < 0.00** 

Full SM vs. Indirect SM 49.00 15 < 0.00** 

* p < 0.05 
   

** p < 0.01    
 

As can be seen in Table 5, model 1 indicated positive meaning significantly predicted task 

performance (β = .24, p < .05); person-environment fit significantly predicted positive meaning 

(β = .74, p < .01); however, no other significant path coefficients were found.  

Illustrated in Figure 2, are the significant standardised path coefficients estimated in the 

standardised model. 

* p < 0.05 

** p < 0.01 

Figure 2. Path coefficients of the best fitting structural model. 
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Figure 2 indicates the standardised path coefficients that were estimated for the best-fitting 

structural model. It was found that 56% of the variance in psychological meaningfulness 

(positive meaning (PM) could be explained by the variables self-awareness (SA), balanced 

processing (BP), internalised moral perspective (IMP), relational transparency (RT), and 

person-environment fit. Additionally, these same variables, together with positive meaning, 

explained 16% of the variance in task performance, 34% in contextual performance, and 17% 

in counterproductive work behaviour.    

 

The indirect effect of psychological meaningfulness 

Bootstrapping - with bias-corrected confidence intervals was applied to determine whether 

relationships in the model were affected by psychological meaningfulness (positive 

meaning), as it generates more precise estimates of probable indirect effects than standard 

methods (Hayes, 2017). The bias-corrected confidence intervals were set at 95% for all 

indirect effects (MacKinnon, Lockwood, & Williams, 2004). Evidence of the indirect effect 

was achieved by utilising the lower and upper percentiles, which served as a limit.  That is, 

if zero was not included within the limits, the evidence of the indirect effect was achieved 

(Hayes, 2017). Table 7 indicates the estimates and standard errors of the indirect effects, as 

well as the lower and upper CIs. It was found that none of the tested indirect effects were 

significant. The results were validated by all the confidence intervals containing zero. 

Therefore, Hypothesis 2, which states that person-environment fit indirectly affected 

individual work performance through psychological meaningfulness (positive meaning), 

was rejected. Hypothesis 3, stating that authentic leadership indirectly affected individual 

work performance through psychological meaningfulness (positive meaning), was also 

rejected. 
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Table 7                

Indirect Effects Through Positive Meaning                 

Variable Person-environment fit Self-awareness Balanced processing Internalised moral perspective Relational transparency 

  Est. SE 95% CI Est. SE 95% CI Est. SE 95% CI Est. SE 95% CI Est. SE 95% CI 

Task performance 0.18 0.15 [-0.07. 0.52] 0.10 0.50 [-0.11. 4.70] -0.09 0.32 [-3.66. 0.06] 0.06 0.19 [-0.11. 0.47] -0.07 0.24 [-1.39. 0.09] 

Contextual performance 0.21 0.18 [0.00. 0.74] 0.12 0.54 [-0.12. 4.69] -0.11 0.38 [-3.55. 0.05] 0.07 0.17 [-0.11. 0.46] -0.08 0.23 [-1.86. 0.04] 

Counterproductive work behaviour -0.03 0.14 [-0.26. 0.24] -0.02 0.38 [-3.01. 0.09] 0.02 0.26 [-0.06. 1.49] -0.01 0.12 [-0.26. 0.12] 0.01 0.16 [-0.06. 0.66] 

* p < 0.05 

               
** p < 0.01 
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Discussion 

The general aim of this study was to explore possible relationships between person-

environment fit, authentic leadership, psychological meaningfulness and individual work 

performance of young professionals in South Africa. 

The results of the measurement model indicate that positive relationships did exist between 

person-environment fit, authentic leadership, psychological meaningfulness (positive 

meaning) and individual work performance; therefore, Hypothesis 1 was accepted.  

The results indicated that person-environment fit positively related to psychological 

meaningfulness (positive meaning). This suggests that when the young professionals in this 

study experienced high levels of perceived fit within their organisations and work 

environments, they also experienced higher levels of meaning in their work. Further, review of 

the results indicated that the sub dimensions of authentic leadership (self-awareness, balanced 

processing, internalised moral perspective and relational transparency) positively related to 

person-environment fit. This suggests that when the young professionals in this sample 

experienced their leaders to show self-awareness, balanced processing, internalised moral 

perspective and relational transparency, their levels of fit within the organisation increased. 

Person-environment fit, authentic leadership and psychological meaningfulness (positive 

meaning) all positively related to task performance and contextual performance, and negatively 

with counterproductive workplace behaviour. This suggests that as young professionals in this 

study experienced high levels of fit, experienced their leaders to show authentic behaviour and 

experienced psychological meaningfulness (positive meaning) in their work, their task 

performance and contextual performance increased. They are therefore more likely to perform 

the fundamental tasks of their jobs, whilst also taking initiative to showcase core functions 

within the organisations (Koopmans et al., 2016; Widyastuti, & Hidayat, 2018). They were 

also less likely to partake in counterproductive work behaviours such as misusing company 

property, being absent from work for no reason, doing work incorrectly on purpose and theft 

or dishonesty (Koopmans, 2014).  

Hypothesis 2 suggested that authentic leadership indirectly affects individual work 

performance through psychological meaningfulness (positive meaning). The results showed 

that authentic leadership had no significant indirect effect on individual work performance 
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through psychological meaningfulness (positive meaning). Although authentic leadership has 

a significant relationship with psychological meaningfulness (positive meaning), this 

interaction in itself is not a cause of individual work performance.  Hypothesis 2 was therefore 

rejected.   

Hypothesis 3 suggested that person-environment fit indirectly affects individual work 

performance through psychological meaningfulness (positive meaning). The results indicated 

that person-environment fit had no significant indirect effect on individual work performance 

through psychological meaningfulness (positive meaning). Although person-environment fit 

and psychological meaningfulness (positive meaning) were strongly related, this interaction in 

itself did not lead to employee performance.  Hypothesis 3 was therefore rejected. 

Although the results for Hypotheses 2 and 3 were rejected, authentic leadership was shown to 

directly positively impact individual work performance, as well as psychological 

meaningfulness (positive meaning). This indicates that as young professionals in this study 

experienced their leaders to be authentic, their task and contextual performance increased, and 

their counterproductive work behaviour decreased. They also experienced higher 

psychological meaningfulness (positive meaning) in their work. In addition to this, person-

environment fit also showed a direct positive impact on individual work performance and 

psychological meaningfulness (positive meaning). Similarly, when young professionals in this 

sample experienced higher levels of fit within the organisation, their task and contextual 

performance, and meaning in work increased. Psychological meaningfulness (positive 

meaning) showed a positive impact on work performance.   

Recommendations and limitations  

This study found that when young professionals experience person-environment fit, authentic 

leadership and psychological meaningfulness (positive meaning), task performance and 

contextual performance increase, whereas counterproductive workplace behaviours decrease. 

This provides an indication that organisations can benefit by focusing on ensuring person-

environment fit, creating psychologically meaningful work (positive meaning) and introducing 

authentic leadership development for managers and supervisors. Organisations can also utilise 

multi-rater surveys such as 180 or 360-degree surveys.     

The development of authentic leadership is an important aspect in any organisation, as it may 

assist in young professionals experiencing meaning in their work and influence them in 
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experiencing person-environment fit and willingness to perform effectively. Kornelsen (2019) 

proposes that leaders implement user-friendly technology to involve different generations in 

knowledge and information sharing. Leaders who can include teamwork into work processes 

and job roles and scrutinise reward and development systems can achieve changes in young 

professionals’ mindsets and behaviours (Kornelsen, 2019).  Interventions for authentic 

leadership development can be implemented to enhance managerial skills such as self-

awareness, relational transparency, balanced processing and internalised moral perspective by 

means of coaching (Coxen, Van der Vaart, & Stander, 2016).   

Strategies and interventions that can improve person-environment fit can be implemented in 

recruitment and selection processes to ensure that the correct person is hired for the right job. 

Redelinghuys, Rothmann, and Botha (2019) suggest that although it is unrealistic to expect 

organisations to have a specific design for addressing fit, organisations should have a generic 

fit initiative rooted in their strategic framework, for example, in their recruitment and selection, 

change management, training and development, and organisational development. In addition 

to this, substantial induction/orientation programmes, as well as coaching for newly appointed 

employees, should be implemented to create fit (Janse van Rensburg et al., 2017) and 

psychological meaningfulness. Organisations that continuously modify these strategies will 

form grounds for a desirable work environment where employees can feel a sense of 

recognition and meaningfulness (Redelinghuys, et al., 2019). The study limitations should be 

noted. Firstly, the cross-sectional nature of the data employed in this study limited the ability 

to make causal inferences as information on the variables was provided at a specific point in 

time. Therefore, changes that occur over a period cannot be provisioned for. Ideally, constructs 

should be measured longitudinally to determine whether person-environment fit, authentic 

leadership and psychological meaningfulness cause individual work performance and/or vice 

versa. 

The questionnaires employed were self-report surveys, which were the only source of 

information in addition to the contextual understanding of the variables in the study. This 

could lead to measurement errors, such as common method bias (Podsakoff, MacKenzie, & 

Podsakoff, 2012). A future recommendation is to use multi-source data, such as data from 

managers and employees. 

It is recommended that similar studies on young professionals be researched to specific 

organisations in South Africa, as opposed to numerous organisations as this may have 
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influenced the generalisability of the findings. In future, as opposed to convenience 

sampling used in this study, random sampling should be used to select participants to ensure 

the absence of bias (van Zyl, Deacon, & Rothmann, 2010). 
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CHAPTER 3 

CONCLUSIONS, LIMITATIONS AND RECOMMENDATIONS 

 

The objective of this chapter is to present the outcomes of the current study according to its 

general and specific objectives. Additionally, the limitations of the study are discussed and 

recommendations are made for the organisation and future research. 

 

3.1 Conclusions from Literature and Empirical Results 

This study aimed to investigate the relationship between person-environment fit, authentic 

leadership, psychological meaningfulness and individual work performance of young 

professionals in South Africa. 

 

The first objective was to conceptualise the relationship between person-environment fit, 

authentic leadership, psychological meaningfulness and individual work performance of young 

professionals in South Africa. 

Person-environment Fit 

The understanding of person-environment fit is of equal importance to organisations and 

literature. Person-environment fit theoretically shares the following principles, namely that 

individuals seek and shape environments that allow them to demonstrate their characteristics 

behaviourally (Su, Murdock, & Rounds, 2015). Person-environment fit postulates that 

employees who fit their work environments are known to experience job satisfaction, increased 

performance and productivity, and reduced stress and turnover; thus, better fit is associated 

with better outcomes (Cable & DeRue, 2002; Kristof-Brown et al., 2005; Sur, Murdock, & 

Rounds, 2015). Person-environment fit is an ongoing process whereby individuals mould their 

environments and vice versa (Cable & DeRue 2002, Rounds & Tracey, 1990). 

Literature hints that ideological differences between generations may make it difficult for 

Millennials to adjust to their jobs and organisations and be recognised and accepted by their 

supervisors and work groups (Myers, 2010; Schembari, 2018; Sims, Carter, Gong, & Hughes, 

2019). An essential factor of the job search process is finding a job that is a good “fit”. 

Employees who perceive themselves as being aligned with the values of the organisation as 

well as the components of the work environment, are more inclined to report higher feelings 

of job satisfaction and are less likely to partake in counterproductive work behaviours (Kristof-
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Brown & Billsberry, 2013; Schembari, 2018; Queiri, Yusoff, & Dwaikat, 2014). This being 

said, it is of importance and to the best interest of both individuals and organisations to 

maximise fit in order to attain the best performance results (Schembari, 2018).  Although it is 

difficult to determine which leadership style is best in any given organisation, a positive 

approach to leadership such as authentic leadership is suggested (Rodriguez & Rodriguez, 

2015). 

Authentic Leadership  

Authentic leadership that originates from the field of positive psychology (Seligman, 2002) is 

defined as “a process that draws from both positive psychological capacities and a highly 

developed organisational context, which results in both greater self-awareness and self-

regulated positive behaviors on the part of leaders and associates, fostering positive self-

development” (Luthans & Avolio, 2003, p. 243). Based on a revised version of Luthans and 

Avolio’s (2003) initial definition of authentic leadership, and including the underlying 

dimensions of the construct suggested by Gardner, et al., (2005) and Ilies, Morgeson and 

Nahrgang (2005),  Walumbwa et al. (2008) defined authentic leadership as: 

 A pattern of leader behaviour that draws upon and promotes both 

positive psychological capacities and a positive ethical climate, 

to foster greater self-awareness, an internalized moral 

perspective, balanced processing of information and relational 

transparency on the part of leaders working with followers, 

fostering positive self-development (p. 94).  

 

Avolio and Gardner’s model of authentic leadership comprises of four dimensions. These being 

self-awareness, relational transparency, balanced processing and internalised moral perspective 

(Walumbwa et al., 2008). Self-awareness describes leaders’ awareness of themselves and the 

impact they have on others (Kernis, 2003; Walumbwa et al., 2008); balanced processing refers 

to  the leader’s ability to take into account different perspectives while  making decisions in 

order to maintain objectivity, despite personal beliefs or feelings (Gardner, Avolio, Luthans, 

May, & Walumbwa, 2005; Walumbwa et al., 2008); relational transparency refers to the leader 

being honest and transparent in his or her interactions with others by displaying his or her real 

emotions and thoughts with others (Kernis, 2003; Walumbwa et al., 2008); and lastly, 

internalised moral perspective is depicted by the leaders ability to process information and 
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make decisions based on their core values and beliefs without being influenced by peer pressure 

or opinions of other individuals (Avolio & Gardner, 2005; Gardner et al., 2005; Walumbwa et 

al., 2008). 

 

According to Gardner et al. (2005), authentic leadership encourages authentic followership by 

means of positive modelling, and it is expected to improve experienced meaningfulness at work 

by inciting followers’ self-regulation and self-awareness. Authentic leaders provide meaning 

to tasks and objectives by linking them to their followers’ beliefs and values. They facilitate 

employee internalisation of values and identity, creating a link with employees’ self-concept 

which enhances work meaningfulness (Zhu et al., 2016). 

Psychological Meaningfulness  

Meaningfulness at work concerns individuals' perceptions of circumstances in their lives and 

work, as well as the importance assigned to these circumstances in the context of their aims 

and the beliefs, values and personal identity that are created (de Crom & Rothmann, 2018; 

Matuska & Christiansen, 2008). Psychological meaningfulness is the significance an individual 

attaches to his or her existence and includes the value he or she places on the existence of life 

and on the course of his or her life (Asiwe, Rothmann, Jorgensen, & Hill, 2017; Rothmann & 

Hamukang’andu, 2013). It relates to the feeling that one's physical, cognitive or emotional 

energies are of importance (Kahn & Heaphy, 2014).  Numerous determinants contribute to 

meaningful work (Pratt & Ashforth, 2003). Kristof-Brown, Zimmerman, and Johnson (2005) 

drew attention to the fact that work is  considered meaningful when there is a match between 

an individual’s objectives and values with that of the organisation.. The observed fit between 

individuals' self-concept and their work roles (i.e. person-environment fit) leads to them 

experiencing meaningful work and engagement (May et al., 2004; Olivier & Rothmann, 2007). 

Millennials want to learn, develop their potential, and do meaningful work (Kornelsen, 2019 

as cited in Müller, 2013). They believe in teamwork, fostering relationships and work-life 

balance. They also desire input within the organisation as well as to be part of decision making. 

Should Millennials not be part of input and forward thinking (which consists of constant 

innovation and risk taking), it can be expected that they will disengage from the workplace and 

find meaning elsewhere. Workplace engagement is important as it leads to meaning making. 

Meaning making relates to the experience that through meaningful work, life becomes more 
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meaningful (Huyler, Pierre, Ding, & Norelus, 2015). This in turn leads to workplace 

engagement and Millennials shaping their self-conscience (Chalofsky & Cavallaro, 2013). 

Millennials would rather work in jobs that are not lucrative or career-oriented but preferably in 

jobs that are more enjoyable, satisfying and enables work-life balance (Chalofsky & Cavallaro, 

2013). They search for work that is meaningful and enhances their sense of self-efficacy 

(Huyler, 2015). Despite the fact that other generational members also pursue meaningful work, 

Millennials’ perceptions of themselves and higher levels of self-efficacy reduces their worry 

when changing jobs or putting precautions in place. (Chalofsky & Cavallaro, 2013; Huyler et 

al., 2015). 

Organisations must, therefore, concentrate on creating meaning, as new generations (i.e. 

Millennials) need their work to be meaningful. Millennials’ attitudes toward education and 

employment have changed considerably compared to other generations (Huyler et al., 2015). 

Authentic leadership approaches can assist or promote Millennials in terms of learning and 

fostering teamwork (Kornelsen, 2019), which in turn could lead to experiencing 

meaningfulness. Psychological meaningfulness is a psychological state that influences one’s 

performance and engagement in their work roles (de Crom & Rothmann, 2018; Olivier & 

Rothmann, 2007; Rothmann & Rothmann, 2010). Individuals lacking in meaningfulness 

believe that they are not needed to input much in their work role and therefore underperform 

(de Crom & Rothmann, 2018). 

Individuals who experience their jobs as meaningful, evaluate themselves as having higher 

levels of psychological adjustment and display qualities that are beneficial to the organisation 

(Steger, Dik, & Duffy, 2012). Individuals who feel work as being meaningful report greater 

well-being, perceive their work to be more central (Arnold, Turner, Barling, Kelloway, & 

McKee, 2007; Harpaz & Fu, 2002; Steger et al., 2012), prioritise their work, report higher job 

satisfaction, collaboration and higher levels of overall work performance (Geldenhuys, Laba 

& Venter, 2014). 

Individual Work Performance 

Individual work performance is an important factor in all organisations and occupational 

disciplines alike (Koopmans et al., 2014). Koopmans et al. (2016) describe individual work 

performance as behaviours or actions that positively impact the goals of the organisation where 

emphasis is placed primarily on behaviours and actions of employees as opposed to outcomes 
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of these actions. Individual work performance consists of three constructs, namely task 

performance, contextual performance, and counterproductive work behaviours (Koopmans et 

al., 2016). Task performance is defined as the propensity to which an individual performs the 

core tasks of their job; contextual performance is defined as individual behaviour that displays 

supporting behaviours that contribute positively towards the organisational, social and 

psychological environment; and counterproductive work behaviour refers to behaviours that 

are harmful and may be detrimental to the organisation (Koopmans, Bernaards, Hilderbrandt, 

de Vet, & van der Beek, 2014).  

Based on the literature above, it is evident that there are links between the constructs person-

environment fit, authentic leadership, psychological meaningfulness and individual work 

performance. The links between the constructs may imply that person-environment fit, 

authentic leadership, and psychological meaningfulness may be valuable in increasing 

individual work performance of young professionals; hence, the need for research in this 

regard.   

The second objective was to investigate whether there is a positive relationship between 

person-environment fit, authentic leadership, psychological meaningfulness and individual 

work performance of young professionals in South Africa. 

In order to determine relationships between person environment fit, authentic leadership, 

psychological meaningfulness and individual work performance of young professionals in 

South Africa, statistical analyses were conducted. The results indicated that person-

environment fit had a significant positive relationship with psychological meaningfulness 

(large effect). The results imply that when young professionals experience fit with their 

organisations, they can experience meaning in their work. Psychological meaningfulness 

(positive meaning) occurs when employees feel useful and valuable (Kahn, 1990). A possible 

explanation for this is explained by work-role fit and positive interpersonal interactions with 

colleagues (Rothmann & Olivier, 2007). A perceived fit between an employee’s self-concept 

and his or her work roles will lead to an experienced sense of meaning as a result of the 

employee’s capability of expressing his or her values and beliefs (Rothmann & Olivier, 2007). 

This is also supported by other research which validates that person-environment fit predicts 

outcomes such as work meaning, organisational tenure and commitment, and decreased 

turnover (Duffy, Autin, & Bott, 2015; Duffy, Dik, England, & Velez, 2018; Kritstof-Brown, 

Zimmerman, & Johnson, 2005). 
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In addition to this, person-environment fit had a positive significant relationship with task 

performance (small effect) and contextual performance (medium effect), and a negative 

significant relationship with counterproductive workplace behaviour (medium effect). The 

results imply that a perception of person-environment fit is an important factor for task 

performance as it assists in understanding the employee’s behaviour in terms of the task at hand 

(Vogelsang, 2018). This is based on the premise that the environment in which the employee 

performs the task is influenced by the execution of the task (Edwards & Shipp, 2007). Demands 

abilities fit and needs supply fit, which are subscales of person-environment fit, have been 

found to have a positive effect on contextual performance in that employees who feel that they 

belong to learning and motivating environments, are more likely to perform over and above 

their duties (Bednarskra, 2017). Bednarskra (2017) states that lower person-environment fit 

experienced by Millennials may lead to higher counterproductive workplace behaviours. Thus, 

the higher the perceived fit, the lower the need for an employee to take part in 

counterproductive workplace behaviours. A positive fit with the environment has also been 

said to contribute towards lower intentions to leave and partake in counterproductive workplace 

behaviours (Schembari, 2018).   

Authentic leadership had a significant positive relationship with psychological meaningfulness 

(large effects); task performance (small effect); contextual performance (medium effect); and 

a negative significant relationship with counterproductive work behaviour (medium effect). 

The results imply that when authentic leadership is perceived by young professionals, their 

meaning in their work increases. Leaders play an important role in encouraging the meaning 

of work in that they develop the organisation’s identity, goals and employee objectives, which 

influences meaningful work perceptions (Lysova, et al., 2019). Additionally, employees who 

perceive their leaders as authentic, exhibit higher commitment in the execution of their tasks 

and have higher focus on achieving their objectives (Darvish & Rezaei, 2011; Leroy, Palanski, 

& Simons, 2012; Ribeiro, Duarte, & Filipe, 2018).  

The third objective was to determine whether authentic leadership indirectly influences 

individual work performance through psychological meaningfulness of young professionals in 

South Africa. 

The results of this study indicated that authentic leadership did not have an indirect effect on 

individual work performance through psychological meaningfulness.  However, relationships 

were found between authentic leadership and individual work performance and psychological 
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meaningfulness. Authentic leaders create work environments that are oriented towards 

developing the strengths of their followers, in that the environments are inclusive and engaged 

(Nel, Stander, & Latif, 2015). Millennials are likely to feel a strong sense of meaning at work 

when they experience their leaders as being authentic (Blancero, et al., 2018). Consequently, 

this could lead to young professionals performing effectively.  

The fourth objective was to determine whether person-environment fit indirectly influences 

individual work performance through psychological meaningfulness of young professionals in 

South Africa. 

May, Gilson, and Harter (2004) supported the concept that when there is congruence between 

the individual and the job, it relates positively to meaningfulness. This relationship occurs 

because individuals perceiving person-environment fit can demonstrate their opinions and 

values in their work (Kira & Balkin, 2014), which creates meaningfulness.  Additionally, Gul, 

Usman, Liu, Rehman, and Jebran (2018) found a positive relationship between person-

organisation fit and job performance. However, the results of this study indicated that person-

environment fit did not have an indirect effect on individual performance through 

psychological meaningfulness. The results, however, did indicate relationships between 

person-environment fit and the subscales of individual work performance (small and medium 

effects), as well as person-environment fit and psychological meaningfulness (large effect).  

3.2 Limitations and Recommendations for Future Research  

The study limitations should be noted. First, the cross-sectional nature of the data utilised in 

this study limited the ability to make causal inferences as information on the variables was 

provided at a specific point in time. Therefore, changes that occur over a period of time cannot 

be provisioned for. In future, constructs should be measured longitudinally to determine 

whether person-environment fit, authentic leadership and psychological meaningfulness cause 

individual work performance and/or vice versa over a period of time. Second, the only basis of 

information for the study were self-report surveys from the questionnaires and the theoretical 

understanding of the concepts of the study.  This may result in common method bias, which 

may lead to measurement errors (Podsakoff, MacKenzie, & Podsakoff, 2012). 

Recommendations for future research is to use multi-source data, for example managers and 

employees. It is recommended that similar studies on young professionals be researched in 

specific organisations in South Africa, as opposed to numerous organisations, as this may have 
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influenced the generalisability of the findings. In future, random sampling should be used to 

select participants in order to ensure the absence of bias (van Zyl, Deacon, & Rothmann, 2010).  

3.3 Recommendations for Practice 

Regardless of the limitations of the study, the study has important implications for practice, 

furthering the last objective of this study. This study supports positive relationships between 

person-environment fit, authentic leadership, psychological meaningfulness (positive 

meaning) and individual work performance of young professionals in South Africa.  

This study could assist organisations in understanding the dynamics between person-

environment fit, authentic leadership, psychological meaningfulness (positive meaning) and 

individual work performance among young professionals. In addition, this study could assist 

organisations in the enhancement and improvement of leadership styles. The improvement of 

leadership styles can increase employees’ individual performance; thus, this would contribute 

to organisational outcomes being achieved. This study can contribute to the awareness of the 

importance of proper fit, and thus assist with better selection and recruitment processes. The 

study can highlight the need to understand generational differences in the workforce, and can 

assist with reducing turnover or improving retention strategies for Millennials and other 

generations alike. 

The development of authentic leadership is an essential aspect in any organisation as it may 

assist in young professionals experiencing meaning in their work and influence them in 

experiencing person-environment fit and the willingness to perform effectively. Interventions 

for authentic leadership development can be introduced to improve leadership skills such as 

self-awareness, relational transparency, balanced processing and internalised moral perspective 

(Coxen, Van der Vaart, & Stander, 2016). The following recommendations by the U.S 

Department of Commerce (2011) and research conducted by Al-Asfour and Lettau (2014) 

advise leaders to provide Millennials with regular feedback, use an information communication 

method that emphasises the positive and to consistently share information on a regular basis, 

keeping the Millennials in communication loops. In addition, Al-Asfour and Lettau (2014) 

advised that leaders be impartial and honest, create clear boundaries, provide mentoring, 

communicate transparently, be forthcoming regarding expectations, provide various learning 

opportunities, and also provide well-timed constructive feedback to their employees. 
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Performance management systems must also be implemented that can provide continuous 

feedback and coaching on a frequent basis (Özçelik, 2015). 

Some suggestions by Ribeiro, Duarte, Filipe, and Torres de Oliveira (2019) to help leaders 

adapt a more authentic leadership style, they should practice the following: 

 Employ behaviours that align with their values. 

 Acknowledge errors or mistakes, allowing followers to do this as well. 

 Endeavour to become more self-aware of their moral areas of development when there 

is external pressure. 

 Act with respect, sincerity, and convey genuine emotions and thinking to followers. 

 Implement an anonymous 360-degree feedback process, which includes superiors, 

peers and followers to assist leaders to improve decision-making. 

 

Organisations should endeavour to continuously enhance their strategic framework to better 

understand and maintain individual and environmental characteristics (Redelinghuys, 

Rothmann, & Botha, 2019). Organisations must adjust their strategies to address the needs of 

young professionals (Özçelik, 2015).  Management and human resource management should 

endeavour to understand young professionals’ motivators and preferences by implementing 

strategies and interventions that focus on training, development techniques, reward systems, 

recruitment and selection tools (Özçelik, 2015). These strategies and interventions can enhance 

person environment fit in the current VUCA work context (Özçelik, 2015; Redelinghuys et al., 

2019).  Redelinghuys et al. (2019) suggest that organisations have a generic fit initiative rooted 

in their strategic framework, such as initiatives employed within their recruitment and 

selection, change management processes, organisational development and training and 

development. 

In addition to this, substantial induction/orientation programmes as well as coaching for newly 

appointed employees should be implemented to create fit (Janse van Rensburg, Rothmann, & 

Diedericks, 2017) and consequently increase their psychological meaningfulness. Diversity 

programmes and training workshops should be implemented in order for young professionals 

to better understand the differences between people (Janse van Rensberg et al., 2017). This 

may assist in increasing a culture of fit for young professionals in the organisation. This can be 

the basis for a healthy and favourable work environment which in turn would lead to better 

organisational outcomes such as talent retention and performance (Redelinghuys, et al., 2019). 
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3.4 Chapter Summary 

This study investigated the relationship between person-environment fit, authentic leadership, 

psychological meaningfulness and individual work performance of young professionals in 

South African organisations. The study revealed that there were positive relationships between 

the constructs; however, no indirect effects were found between person-environment fit and 

individual work performance through psychological meaningfulness (positive meaning) or 

authentic leadership and individual work performance through psychological meaningfulness 

(positive meaning).  

In this chapter, theoretical and empirical objectives were concluded. Limitations and 

recommendations of the study were discussed and suggested for future practice and research. 
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