
ELK ASIA PACIFIC JOURNAL OF HUMAN RESOURCE MANAGEMENT AND ORGANISATIONAL   

BEHAVIOUR  

ISSN 2394-0409; DOI: 10.16962/EAPJHRMOB/issn.2394-0409; Volume 4 Issue 1 (2017)  

 

   
www.elkjournals.com  

………………………………………………………………………………………………………………  

  

PERSON-ORGANIZATION FIT: IMPORTANT ASPECT OF TALENT ACQUISITION 

FOR START-UPS 

  
                        Dr Tanuja Kaushik  

  Professor and HOD,  

GD Goenka University 
tkaushikx@gmail.com.  

  

  

       Renu Girotra  

       PhD Student,  

GD Goenka University      
renu27j@gmail.com 

ABSTRACT  

This paper discusses the strategic importance of alignment of person-organization fit in terms of organization and 

the incumbent’s fit with each other specifically in the case of new generation start-ups that are more technology 

oriented. This exploratory study used more of secondary sources and some primary sources in form of questionnaire 

and personal interview with Human Resource personnel of the organizations selected. Findings suggest that though 

organizations feel that they define the jobs well keeping business goals in mind, discussing job related challenges and 

candidates’ expectations to consider the fit from both sides is not practiced well by start-ups. Though there is 

substantial literature available on person-organization fit, this paper focusses on its importance for start-ups which 

has not been studied much. This paper has been written with technology oriented start-ups in mind that have been 

struggling to retain employees.  
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INTRODUCTION  

In an era that is very competitive, technology 

oriented and with new technologies shaping 

up rapidly, the organizations need to look at 

the candidates fit in terms of the 

characteristics and metrics beyond core 

technical competencies only. They need 

employees who are always willing to 

upgrade themselves and are ready to face the 

challenges as well as take different roles and 

easily move between different teams as 

required as well as during the times of crisis. 

The positions’/ job roles’ characteristics are 

to be kept in mind while recruiting and be 

appropriately shared with the candidates 

before on-boarding so that they are well 

aware of the jobs’ characteristics and the 

expectations of the organizations from them. 

This becomes more important because of 

high percentage of ‘Generation Y (born 

between1980-1995)’ on their rolls; and 

‘Generation Z (1995-2010)’
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already joining in and ready to be employed. 

These generations have different 

expectations from their predecessors and 

from each other as well.  

(Bencsik, Horváth-Csikós, & Juhász, 2016).  

  

The industry has started terming talent 

acquisition as the selling job where the talent 

acquisition people need to sell jobs 

proactively, it becomes more imperative that 

the candidates also need to be looked upon as 

prospective customers who shall be provided 

with all the relevant details about the product 

which enables them to choose so that the 

right fit from both the stakeholders is 

achieved. Else, there are strong chances of 

complaints, negative feedback and reviews 

about the organizations which might lead to 

the apt talent crunch for the organizations. 

Start-ups today work in the digital space and 

hence need the talent that is the combination 

of technology along with apt personality and 

behavioural traits. Also, in the current digital 

era where the candidates try to find about the 

prospective employers on websites like 

glassdoor.com, the organizations need to be 

careful about their recruitment and selection 

strategies and the process and carefully align 

them with the business goals which are very 

typical in a start-up. It is important for the 

start-ups to stay focussed on their core 

competencies and attract and hire people 

based on their goals and the organizations’ 

culture. Work culture of the well-established 

business houses is different from that of the 

start-ups. An organization’s work force 

impacts its abilities, strategic execution and 

competitive advantage, hence, hiring the 

right talent forms the foundation of the 

organizational performance. Also, there is 

huge cost attached to hiring that includes 

direct hiring costs and the cost of business 

due to wrong hiring decisions. Industry 

analysts suggest that the employee costs at 

some leading start-ups account for nearly 

35% of overall cash burn rates (Basu & 

Sengupta, 2016). The needs of different 

organizations working across different 

industries and locations are different, hence, 

the strategies have to be formulated 

accordingly by assessing its own demand, 

supply and the limitations. Cho and Son 

(2012) observed that research already done 

across various industries show inconsistent 

results about employee turnover and 

retaining owing to different characteristics of 

the industries and the human resources 

employed there in. Hence, the startups need 

to assess and define their own hiring 

strategies keeping their own strengths and 

weaknesses in mind. The existing researches 

suggest talent acquisition goes beyond 

traditional recruiting and includes strategic 

elements as well. The start-ups typically 
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recruit today not only for the existing 

positions but anticipating the positions 

arising in near future to support the business 

plan and the goals.  

  

OBJECTIVE  

  

The primary objective of this research was to 

identify the importance of assessing person 

to organization fit while acquiring talent for 

the various roles by the start-ups, hence 

supporting other areas of HRM.  

  

This involved:  

  

- Comparing  recruitment  and 

 talent acquisition   

  
- Identifying the concept and 

importance of Fit   

 

- Identifying the importance of Person- 

Organization Fit in the digital 

workplace   

  

LITERATURE REVIEW  

  

Hiring decisions have a huge impact on the 

other human resource practices as well such 

as training and development, motivation, 

retention, performance appraisal and 

compensation etc. Hence, it is important to 

consider talent acquisition strategically and 

look at candidates’ other competencies and 

traits beyond matching job specific 

educational qualification and technical skills. 

This becomes more important for the 

technology oriented start-ups that have high 

percentage of  

‘Generation Y’ on their rolls; and 

‘Generation  

Z’ already joining in and ready to be 

employed. Talent acquisition for the start-

ups goes beyond traditional matching of 

technical skills and education 

qualifications only.  

  

METHODOLOGY  

  

This descriptive and exploratory study has 

been done by reviewing a variety of 

secondary sources that included books, 

newspapers, various articles and papers 

published in journals; and the articles and 

blogs published by some renowned 

management consulting  

firms and the universities. The articles and 

papers selected for review, utilized various 

methodologies and models to obtain their 

results. Some case studies specific to the 

selected organization and the industry was 

done by the referred authors to support and 

establish the relationship between various 

variables. The primary information has been 

collected form 30 respondents who are 

Human Resource personnel of the start-ups. 

Questionnaire and the personal interview 
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was done with the respondents to collect the 

data. The convenience sampling has been 

utilized for the study.  

  

RECRUITMENT VERSUS TALENT 

ACQUISITION  

Though Recruitment and Talent acquisition 

sound synonyms to many people but there is 

a huge difference in both. Recruitment 

actually is a subcategory of Talent 

acquisition. Where recruitment is primarily 

about inviting applicants for the existing 

vacancy in the organization and the process 

of hiring, talent acquisition is not only about 

filling current vacancies, but also utilization 

of the candidates and the skills that are 

exposed during the recruitment process to fill 

up the relevant positions arising in future as 

well. Where recruitment is reactive, talent 

acquisition is a  

proactive approach. Deloitte defines talent 

acquisition as “a strategic approach to 

identifying, attracting and on-boarding top 

talent to efficiently and effectively meet 

dynamic business needs” (Erickson, 2012). 

Phillips and Gully (2015) emphasized that 

recruiting effects employees’ motivation, 

performance and retention. The authors 

differ strategic recruitment from traditional 

recruitment by adding strategic and 

contextual perspectives to the traditional 

recruiting practices and activities; and refer 

strategic recruitment as the practices 

interconnected across various stages and 

points of analysis that are in sync with the 

business goals, strategies, and ethos of the 

organization. The authors also believe that 

strategic recruitment though is an important 

and crucial field of research but is still 

underexplored. Even though recruitment also 

takes good amount of effort, talent 

acquisition is about efficient, productive and 

effective efforts which are easy to use as well 

as candidate centric. While recruiting, the 

organizations are at times too focused on the 

technical competencies of potential 

candidates that they tend to overlook the 

organization fit, culture, hierarchy, reporting 

structure, development, opportunities etc. 

from there as well as the candidates’ 

perspectives - which goes a long way in the 

retention of the employees, in lieu of which 

the whole process of hiring goes waste.  

  

Talent acquisition is a continuous process 

that involves recruiting and hiring on one 

hand and includes strategic elements such as 

employer branding; networking and 

relationship building with the potential pool 

of talent for the organizations’ current and 

future requirement of the human work force; 

economic factorscost involved and ROI; 

forecasting, keeping in mind the business 

goals and management practices etc. 
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(Erickson, 2012). Since the organizations 

find lot of problems in locating/ finding the 

right talent, keeping a more open approach 

and looking for ways to hire the right talent – 

not only in terms of hiring the right fit, but, 

also in positioning themselves in a manner 

where the applicants or the candidates also 

work as a strong tool to attract further talent, 

proves to be fruitful to the organizations.  

  

CONCEPT AND IMPORTANCE OF  

FIT  

  

Cho and Son (2012) have defined Fit as – 

“how attuned and like-minded the employees 

feel with the company, organization or the 

local community one belongs to” (p103).  

Person-organization fit is about looking  

beyond core technical skills and 

competencies. It looks into the competencies 

that complement the organizations’ values 

and goals enabling to plan for strategic 

decisions such as leadership, succession 

planning, role change, job rotation etc. as and 

when the need arises while giving due 

importance to the work culture being 

provided to the incumbents. The hiring 

strategy accordingly is based with future in 

mind and not merely for filling up the current 

jobs and the manpower requirements. By 

working on and analysing the 

personorganization fit, the organizations 

may attempt to create a work environment 

and work place to which the employees can 

relate to and can be engaged and retained to 

achieve the organizational business goals. 

Coldwell et al. (2008) suggest that the tenure 

decisions of employees are influenced by 

their fit with the employers. The authors 

through their study demonstrated the power 

of personorganization fit and maintained that 

it enhances attraction between both the 

stakeholders involved and hence promotes 

retention.  

  

START -UPS  

The U.S Small Business Administration says 

that in the world of business, the word startup 

means much more than a company just in the 

starting or establishment stage. The term 

startup in the present era is usually linked 

with a business that is technology oriented 

and has high growth potential (Startups & 

High Growth Businesses). It also conveys 

that startups face some unique struggles. 

Also, though the term start-up had been used 

by the industry since quite some time, it is 

recently that the term has been defined by the 

Indian government. As per the Economics 

Times (2016), the Ministry of Commerce and 

Industry of India released a notification to 

define ‘start-ups’. According to the 

government notification, an entity will be 

identified as a start-up:  
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1. That should be involved in 

development, deployment or 

commercialisation of new products, 

processes or services driven by technology or 

intellectual property   

  

2. That has equity funding of at least 

20% by any incubation, angel or private 

equity fund, an accelerator or angel network 

duly registered with the Securities and 

Exchange Board of India endorsing the 

innovative nature of the business.   

  

3. Up to five years from the date of 

incorporation and that the turnover has not 

exceeded INR 25 crores in these five years.   

  

4. Structuring a part of the business into 

a separate entity, won’t be called a start-up as 

it already forms a part of a registered entity.   

  

IMPORTANCE OF FIT IN THE 

START-UPS  

With the technology changing rapidly, the 

person-organization fit plays an important 

role in hiring candidates with the capability 

to learn, switch tasks and take different roles 

in the organization. Person-organization fit 

does not only have employer perspective 

about who is hiring, it has the employee 

perspective as well about who is being hired 

for what. Hence, it is not only the job 

indicators that are required to be worked on 

while designing the recruitment and the 

selection process, there also are lot of other 

attributes that too are equally important. 

Mitchell et al. (2001) suggested that more the 

employee feels the fit with the organization, 

job and business culture, lower is the 

turnover.  

  

Srivastava & Bhatnagar (2008) emphasized 

that to retain talent, the organizations need to 

give due diligence during talent acquisition 

in gauging the person-organization fit and by 

providing an aiding work environment as 

well. The strategy and practices successfully 

adapted by one organization are usually 

followed by others as well, whereas the 

organizations have to recruit based on their 

own specific business goals, culture, 

hierarchy, industry etc. Cho and Son (2012) 

observed that research already done across 

various industries show inconsistent results 

about employee turnover and retaining 

owing to different characteristics of the 

industries and the human resources 

employed there in. Just as every person does 

not fit everywhere, likewise every strategy 

does not fit every kind of organization set up. 

Talented and rightly skilled employable 

people are desired by the organizations but it 

is equally imperative to be able to retain 

them. Parthasarthy and Pingle (2014) believe 

that there is huge potential for talented 

resource and to attain and retain such talent 

is a challenge for the organizations. The 

authors in their research article have 

reviewed various research papers that share 
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global perspective on different practices and 

strategies and have tried to examine the 

effectiveness of these strategies. It is 

important for the organizations to do in-depth 

analysis of their business and align it with the 

talent acquisition practices. Where the 

established business houses have the 

infrastructure and the policies in place and it 

becomes comparatively easier for them to 

acquire the employable and worthy talent, it 

becomes a task for the new start-ups to find 

the right talent that understands and shares 

the vision of the Entrepreneur and whose 

expertise and potential can be used for the 

growth of the start-up. It is equally important 

for the new incumbent to fit in the culture and 

the structure of the organization so that the 

employees are retained for the longer 

duration especially for the start-ups, as 

frequent movement in the workforce can 

adversely affect the business because of the 

hiring costs and the business loss. It is 

important for the start-ups to look at the 

hiring needs and the process very 

strategically. Though it goes for all the levels 

in the organizations, it is of high importance 

for senior level roles who are the business 

drivers. Their withdrawal from the 

organization or the fitment can negatively 

affect the business performance. Wolf (2007) 

says that the senior level candidates fail 

usually because of person-organization fit. 

This is also evident from a recent case 

published by Live mint (2016) of top 

executives of the established e-commerce 

startups – Flipkart and Zomato- recently 

leaving because of the cultural and the 

expectations mismatch of the executives and 

entrepreneurs.  

  

  

Manimala and Bhati (2011) in their working 

paper have discussed a few novel strategies 

implemented by some social enterprises to 

provide a culture to attract and retain talent.  

Most of the strategies are based on providing 

“partnership paradigm” to the employees. 

Few of these strategies are:  

  

• Onboarding people with vision and 

value congruence  

 

• Participation in decision making, 

giving equity share to create a sense of  

ownership among employees  

 

• Providing lucrative fringe benefits to  

 employees  

• Finding employees among 

beneficiaries  

 

• Creating entrepreneurial prospects 

within the organization  

With the infusion of Generation Z, this has 

become more imperative as they already 

encompass a certain percentage in the 

workforce and some more are ready to join. 
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Jacoby (2015) says that Generation Z 

comprises a small percentage of the existing 

workforce as of now but it is estimated that 

by 2019, 30 million will be employed. She 

also says that Generation Z workers are 

complex, challenging, and entrepreneurial. 

Marron    

(2015) terms Gen Z as the first tribe of 

‘digital natives’, are considered as 

‘screenagers’ who are the most connected, 

educated and sophisticated generation in 

history. They learn anywhere, anytime. They 

also give importance to entrepreneurship, 

innovating with customers and privacy is 

important to them. Ganesh and Kimani 

(2013) suggest that the organizations need to 

understand the pulse and the thought process 

of the generation to attract them and the get 

the best of them.  

  

RESULTS OF THE SURVEY DONE  

The respondents were asked to rate 1-5 for 

the below mentioned questions where 1 was 

the lowest rating and 5 the highest. The 

numbers 1-5 in all the below figures depict 

the ratings; and the percentages show the 

percentage of the number of clients who gave 

the corresponding ratings. The author has 

clubbed the rating of 4 and 5 [as a good rating 

for the corresponding pointers] to present the 

consolidated report.  

The first question on ‘how well does their 

organization define jobs while hiring’ got 

good rating where 90% of the organizations 

believed that they defined the jobs well. 

Figure 1 shows the results for the same. 

(Refer Fig. 1) The above figure [Figure 1.] 

depicts that while starting the hiring process, 

most of the hiring managers try to define the 

job roles well that can support them in 

assessing and evaluating the candidates with 

respect to their fit with the job role as desired 

by the organization. For another question on 

‘how well are the job related challenges 

explained to the candidates’, most of the 

organizations rated it average and only 30% 

believed that they explain the challenges well 

to the candidates while hiring. 56% of the 

organizations rated themselves on 3 which 

means that they give a limited overview on 

the challenges the incumbents might have to 

face while performing their jobs. Figure 2 

below presents the results. (Refer Fig. 2) 

Explaining job related challenges to the 

applicants may support organizations in 

evaluating the applicants not only in terms of 

the applicants’ fit with the organization but 

also to understand whether the applicants are 

open to take the challenges thrown by the 

organizations especially in the case of start-

ups which have to thrive hard during the 

initial years of establishment. The applicant 

might be worthy, have right competencies 
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and have been an accomplished achiever in 

the previous job but may not be prepared for 

the challenges thrown by the start-ups. This 

may lead to early attrition. Another question 

was asked on ‘how well are candidates’ 

expectations discussed’. Here also, most of 

the organizations rated it average and only 

26.67% believed that they discuss the 

expectations from the candidates before on-

boarding. 50% of the organizations rated 

themselves as 3 for discussing the  

applicants’ expectations during hiring process.
  

Figure 3   below   presents   the   results.  

Understanding applicants’ expectations 

while hiring for middle and senior/leadership 

roles is important. The applicants for such 

roles carry the past experience and might join 

with some expectations about their roles and 

the organization’s culture and ethos, whereas 

startups may or may not be able to fulfil 

them. Hence, though it is important to match 

the desired skills and competencies defined 

for the job roles, it is equally imperative to 

assess the candidate’s expectations as well. 

(Refer Fig. 3) Also, when the organizations 

were asked for the most often reason for the 

incumbents leaving the organization within a 

year of joining, majority of the respondents 

described the mismatch of the incumbents’ 

expectations and the value congruence with 

that of the organizations. This was especially 

in the case of senior roles.  

FINDINGS  

The compilation of the secondary and the 

primary research done suggests that if the 

organizations clearly identify the work that 

needs to be done and define the competencies 

required to deliver their strategy for 

sustainable competitive advantage, would 

know how best these can be identified and 

retained. It is crucial for the organizations’ 

for the connotation they give to talent to fit 

their system’s external as well as internal 

circumstances and the needs while also 

keeping in mind the availability and the 

incumbents’ expectations. The survey done 

with the Human resource personnel suggests 

that the organizations though define the jobs 

well, discussing job related challenges and 

candidates’ expectations to consider the fit 

from both sides is still not practiced well. 

This is depicted from the survey which 

shows that most of the incumbents who leave 

within a year of joining leave because of high 

expectation from the management and 

mismatch of value congruence. These can be 

tackled if the things are openly discussed 

while hiring.  

  

IMPLICATIONS  

  

This study has been done keeping in mind the 

challenges that are very specific of start-ups 

in the digital era and the problems they face 
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in acquiring and retaining talent. Aligning 

the person-organization fit while on-

boarding can help them retain people for long 

while effectively utilising them. It also adds 

on to the existing literature available for the 

related field.   

 

LIMITATIONS  

The study has been supported through the 

secondary sources and presenting the survey 

by analysing the data gathered. The study can 

be done with more number of respondents 

and has the potential to be hypothetically 

tested.  
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Figure 1: Result of the ‘job definition’ rating by the respondents.  
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Figure 2: Result of the ‘job related challenges explanation’ to the candidates  

 
 

Figure 3. Results of ‘discussing candidates’ expectations’  
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