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 Introduction

Although values are not directly observable and often difficult to research, 
they play an important role in guiding action and in providing meaning 
and purpose (Kraatz et  al., 2020). Values are also considered a central 
source of personal and institutional identities. The growing interest in 
values among organisational scholars has increased attention on how to 
research values. Given the significance of values in everyday practices in 
organisations, it is important to consider how values can be researched.

The first aim of this chapter is to provide an overview of how different 
methods for studying values have been applied. By mapping the field of 
work-related values or values in relation to work (in other words, values 
at work), this chapter presents the various methods that have been used 
in research on values in modern work organisations. A distinction is 
made between explicit and implicit values, and the following question is 
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addressed: How are studies on explicit and implicit values in organisations 
and leadership conducted?

Explicit values refer to values as captured by verbal expressions; they are 
conscious valuations expressed by individuals, groups or organisations. 
The explicit values of an organisation, such as those expressed in core 
values or mission statements, are officially expected to guide actions. In 
this way, explicit values, also called ‘values for practice’, are intentional 
(Aadland & Askeland, 2017). When someone is asked how they would 
behave in a certain situation, the answer is usually their explicit or 
espoused values (Argyris & Schön, 1978). However, explicit values may 
or may not be expressed in actual practices, as other values may govern 
the actions of an individual or organisation. An example of an explicit 
value study is one concerning how and to what extent core values are 
practised and expressed in an organisation.

Implicit values are nonverbal and embedded in actions. They are tacit 
and may be hidden from the conscious mind. In order to make implicit 
values explicit, reflections upon practices can serve as an entry point to 
make values plausible from actions through sense-making processes 
(Aadland, 2010). Most likely, such reflections will reveal the ambiguous 
nature of values and the plurality of interpretations of both a given action 
and the value that it expresses (Sirris, 2020). As such, it is important for 
researchers to remember that values are in the eyes of the beholder. 
Research intended to identify values from actions that are more or less 
unconsciously expressed is an example of an implicit value study.

Implicit values embedded in actions may or may not be compatible 
with the explicit values an organisation expresses in its core values or mis-
sion statements, as members of an organisation may have their own val-
ues that do not necessarily coincide with those of the organisation. When 
implicit values unconsciously expressed through actions are not congru-
ent with the explicit values of an organisation, reflection may inspire the 
organisation to adjust its practices and to re-enforce or redefine its explicit 
values. Thus, if the purpose of a research project is to adjust or improve 
practices, what research methods are suitable? Selecting appropriate 
methods for a given research aim or a specific research question is an 
important competence for researchers. In order to investigate how studies 
of explicit and implicit values in organisations are conducted—from the 
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perspective of the organisation and its members—this chapter goes 
‘behind the scenes’ by exploring when, why and in which settings specific 
designs and methods are used.

The second aim of this chapter is, therefore, to investigate the link 
between the purpose of the research and the methodological choices 
made at the different stages of research, such as choices of research design, 
research methods for collecting data and research methods for analysing 
data. Thus, the chapter focuses on empirical research. Reflection refers to, 
in short, paying ‘serious attention’ (Alvesson & Sköldberg, 2009, p. 9). 
Reflection on methodological choices is crucial for providing valid and 
reliable knowledge, which is the overall goal of research. Furthermore, 
conducting research is about making choices throughout the research pro-
cess, as well as doing systematic work and analyses. Findings and conclu-
sions in research rely heavily on the methodological decisions made by 
the researchers. By linking the aim of research with research methods, the 
chapter seeks to equip researchers with the information necessary to select 
suitable methods for data collection and data analysis. Such a discussion 
can help in the development of a diverse set of research methods that, in 
turn, will influence research findings and nurture different ways of theo-
rising, thus widening and deepening our understanding of the world 
(Zilber, 2020).

The chapter is divided into three parts. First, an overview of values 
research through the lens of methodological approaches is presented. The 
different conceptual understandings of values are not explored (see Chap. 
3 in this volume by Leis-Peters for an elaboration on different under-
standings of value constructs) nor are the functions of values investigated, 
such as how values guide action or provide meaning and purpose. An 
underlying assumption is that values play an important role in guiding 
action (Kraatz et al., 2020). Rather, in order to fulfil the first aim of the 
chapter, the focus is on the variety of research methods that have been 
used when researching values, with an emphasis on empirical research. 
Second, attention is given to linking the purpose of a research project 
with the methodological choices made at different levels, thus fulfilling 
the second aim of this chapter. Third, reflections are offered on the future 
direction of research on values in organisations, and the possible use of 
mixed methods approaches is discussed.
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 Researching Values: A Brief Overview

This overview maps the field of values research in organisations through 
the lens of methodological approaches. The large and diverse body of 
literature on values is grounded in the fields of sociology, psychology and 
ethics, as well as in leadership research and organisational studies, among 
others. As values operate at multiple levels in society, they are studied at 
different levels, such as at the individual, group, organisational and soci-
etal levels. Cross-level links are also studied, for example, between per-
sonal values and organisational or professional values.

 Studying Explicit Values Using 
Quantitative Approaches

Quantitative approaches are well established as useful for researching 
explicit values, and they have a long tradition of being used in values 
studies. Quantitative research is often distinguished from qualitative 
research by the fact that quantitative research uses numbers rather than 
words (Creswell, 2014). Quantitative approaches to studying values at an 
individual level typically try to understand what is important to people 
(Meglino & Ravlin, 1998). Personal values are often measured using self- 
reported surveys in which values are ranked according to their impor-
tance using Likert scales. Individual work values can also be measured 
and then clustered into groups (Dose, 1997; McDonald & Gandz, 1992). 
To establish value systems or value orientations, the Competing Values 
Framework (Cameron et al., 2014) separates values into four quadrants 
using the dimensions of flexibility versus stability and external versus 
internal focus. The four dimensions of leadership orientations in this 
framework are create, collaborate, control and compete. The World Value 
Survey measures aggregated values along the two dimensions of tradi-
tional versus secular–rational values and survival versus self-expression 
values (Ingelhart & Welzel, 2005). There have also been large-scale stud-
ies comparing cultures at the societal level (Hofstede, 2001; House et al., 
2004). For example, the dimensions used in the GLOBE project (House 
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et al., 2004) measure cultures and value orientations across societies and 
are used in cross-cultural management studies.

Organisational values research has also relied upon the value theory by 
Schwartz (1994), which consists of ten value types: achievement, benevo-
lence, conformity, hedonism, power, security, self-direction, stimulation, 
tradition and universalism (Quaquebeke et  al., 2013). These ten value 
types form four higher-order value types: self-transcendence, conserva-
tion, self-enhancement and openness to change. These higher-order 
types, in turn, represent two dimensions of value conflict: One dimen-
sion contrasts conservation with openness to change and the other con-
trasts self-enhancement with self-transcendence. This structure has been 
studied extensively and shares similarities with the Competing Values 
Framework mentioned above.

Cross-level links between the values of individuals and organisations 
are researched by measuring value congruence (Edwards & Cable, 2009). 
The effect of these links on, for example, organisational commitment and 
performance have also been investigated (Finegan, 2000).

So far, this brief overview has given attention to the study of explicit or 
espoused values using quantitative approaches, noting that explicit values 
are measured as individual or collective preferences and that the values 
can be ranked or grouped into clusters. There have also been mentions of 
studies measuring the fit between personal and organisational values.

While quantitative studies can help assess and map people’s prefer-
ences and values individually or collectively, qualitative research can give 
deeper insight into people’s individual or collective experiences and their 
actions. In the 1990s, fewer qualitative value studies in organisations 
were done compared to the number of quantitative studies on the sub-
ject, but the number of qualitative value studies has increased in recent 
years (Aadland & Skjørshammer, 2017).

 Studying Implicit Values Using Qualitative Approaches

When researching implicit values, qualitative approaches are considered 
appropriate because they can capture tacit and subtle aspects of values 

2 Values at Work: Mapping the Field Through the Lens… 
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(e.g., Brigstocke et al., 2017). Therefore, in order to identify values from 
action, implicit values are typically studied qualitatively.

Topics that are addressed in the large and diverse body of qualitative 
value studies include value conflicts (De Graaf & Paanakker, 2015; De 
Graaf, 2021), values related to individual identities (Sirris, 2019) and 
organisational identities (Wæraas, 2010), as well as how values emerge 
(Espedal, 2019) and how values are maintained (Wright et  al., 2017). 
Taking a practice perspective, researchers have begun to explore values 
work, which involves value-related actions in everyday work (Askeland 
et al., 2020; Gehman et al., 2013; Vaccaro & Palazzo, 2015). Methods 
such as observation and interviews are favoured for studying value prac-
tices. For example, a process study on how professional values are main-
tained in an organisation combined observation as the main primary data 
source with interviews and archival data (Wright et al., 2017). A qualita-
tive leadership study investigating how leaders contribute to the articula-
tion of the identity and profile of the organisation also applied a 
combination of methods: observation, interviews and analysis of policy 
documents (Askeland, 2014). Furthermore, studies on leadership in 
practice have undertaken various case study designs using a combination 
of qualitative approaches (e.g., Askeland, 2015), and a study on individ-
ual identities utilised a combination of interviews and observation (Sirris, 
2019). A new trajectory within the domain of values research in organisa-
tions focuses on the processes whereby values emerge (Espedal, 2019, 
2020; Gehman et  al., 2013), in which a combination of qualitative 
approaches has also been applied.

 Studying Explicit and Implicit Values Using 
Quantitative and Qualitative Approaches

As described above, explicit values are mainly studied quantitatively in 
order to measure individual or collective preferences. However, at an 
organisational level, previous studies have investigated explicit values 
with qualitative approaches in terms of core value statements in the pub-
lic sector (e.g., Wæraas, 2010) and the for-profit sector (Falkenberg, 
2006). Another example is a study exploring how core values are 
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interpreted and translated into specific guidelines (Wæraas, 2020), which 
is an example of a qualitatively study investigating explicit values.

When studying implicit values, qualitative approaches are usually 
applied. Since values are embedded in things such as thinking, talking 
and acting, they cannot be researched on their own. Thus, action and 
practices serve as access points for studying values. Van Deth and 
Scarbrough (1995), however, questioned the possibility of identifying 
values through action: “As we cannot presume a direct relationship 
between values and behaviour, we cannot use behavioural data to infer 
values” (p.  31). However, Aadland (2010) developed a participatory 
method for determining values from actions through group reflection 
and sense-making processes.

Table 2.1 provides an overview of the different research methods used 
in organisation and leadership values research. The empirical studies 
included in the table were selected in order to ensure the inclusion of a 
variety of research designs and research methods used for collecting and 
analysing data.

The table shows that a combination of different qualitative data sources 
is used in values research, such as combining observation with interviews. 
Furthermore, the table shows that questionnaires are applied when map-
ping people’s preferences or measuring the person–job fit of values (quan-
titative approach). However, studies combining qualitative and 
quantitative approaches in values research have been given less attention. 
In line with a recent literature review of values research in health organ-
isations (Aadland & Skjørshammer, 2017), only 5 out of 154 studies 
combined quantitative and qualitative approaches, action research was 
rarely applied, and only 2 out of the 154 studies applied an experimen-
tal design.

Based on Table 2.1, Fig. 2.1 shows how explicit and implicit values are 
studied by applying quantitative and qualitative approaches. Each of the 
four quadrants provides examples of different types of values research.

Explicit values are mainly studied quantitatively in order to map indi-
vidual or collective values or to measure the degree of value congruence 
(see the lower left quadrant of Fig. 2.1). Studies on explicit values with 
qualitative approaches (upper left quadrant) involve exploring how the 
core values of an organisation are practised or expressed in actions or, for 
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example, investigating how core values are translated or interpreted into 
specific guidelines (Wæraas, 2020). Studying values practices and dilem-
mas (upper right quadrant) involves identifying values embedded in 
actions, thus making implicit values explicit. The researcher must clarify 
for whom values become explicit, whether it is for the researcher or the 
participants, through sense-making processes. When aiming at identify-
ing values or value orientation quantitatively (lower right quadrant), sta-
tistical analysis, such as exploratory factor analysis, is useful.

When it comes to implicit and explicit values related to action, the 
behaviours of an individual can be conscious and guided by explicit val-
ues. Alternatively, such actions are more or less unconsciously performed, 
representing implicit values. Thus, values in use or in action can be either 
explicit or implicit: Values that govern action can be embedded in the 
action and yet not interpreted or verbally expressed (implicit values), or 
values governing actions can be expressions or outcomes of intended and 
explicit values. With the blurred boundaries between explicit and implicit 
values related to action, some qualitatively values studies could be placed 
in between the explicit and implicit values quadrant in Fig. 2.1.

Qualitative
approaches

Implicit values

Quantitative
approaches

Explicit values

*Mapping individual and
collective preferences and values

*Measuring value congruence

*Studying core values in
organisations

*Studying values practices
*Studying value conflicts/dilemmas

*Identify underlying value
orientation/clusters through
exploratory factor analysis

Fig. 2.1 Researching explicit and implicit values by applying quantitative and 
qualitative approaches
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 Philosophical Underpinnings for Qualitative 
and Quantitative Research

Methodologically, the rationale and philosophical underpinnings for 
qualitative and quantitative approaches differ in their ontological and 
epistemological assumptions. Generally speaking, qualitative studies take 
advantage of interpretive and constructivist forms of enquiry with a subjec-
tive view of reality. In contrast, quantitative studies apply the assump-
tions from empiricism (post-positivism included), where reality is viewed 
objectively and with a focus on the observable and measurable (Bryman, 
2016; Smith, 1998). When researching values, a quantitative study seeks 
to discover the world as it is by measuring pre-defined (explicit) values. In 
qualitative value research, such as studying implicit values, values are not 
pre-defined. Rather, hidden and implicit values can evolve and be an 
outcome of reflection processes (e.g., Aadland, 2010). As such, methods 
used to elicit values range from deductive approaches that use pre-defined 
(explicit) values that are rated, ranked or evaluated, to inductive 
approaches which seek to identify values or to develop an understanding 
of values (Brigstocke et al., 2017).

These two approaches hold different underlying assumptions. 
Quantitative approaches assume that values exist objectively, can be pre- 
given and can be measured. Qualitative approaches challenge the pre- 
existence of values and highlight the active role of individuals in 
constructing the values. Hence, ‘social reality is an ongoing accomplish-
ment of social actors rather than something external to them and that 
totally constrains them’ (Bryman, 2016, p.  30). How, then, does the 
researcher handle these different underlying assumptions? What is the 
order of components, and which choice comes first for the researcher: the 
conviction to one paradigm, starting with the philosophy of science fol-
lowed by choices of methods? Or can the philosophy of science be used 
interchangeably, depending on the purpose of the study and the research 
questions? We will return to these questions in the next part of the chap-
ter, linking aim with methodological choices.

2 Values at Work: Mapping the Field Through the Lens… 
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 Linking Research Aim 
with Methodological Choices

Selecting appropriate methods for a given research purpose or a specific 
research question is an important competence for researchers. The second 
aim of this chapter is to investigate the link between a study’s purpose and 
the chosen research method or methods. How does the researcher choose 
between the suitable methods available? The first phase of this requires 
reflecting and elaborating on the purpose of the research. Figure 2.2 pro-
vides an overview of the different types of research purposes that guide 
choices in research design and the choices of research methods at a lower 
and more specific level. Research methods and designs lean towards a 
diverse set of philosophical approaches, as described above and as shown 
in Fig. 2.2.

This book puts an emphasis on linking research questions to methods 
of collecting and analysing qualitative data. For specific elaborations, see 
Chap. 7 in this volume on interviews (by Espedal), Chap. 8 on observa-
tion (by Sirris, Lindheim and Askeland) and Chap. 5 on critical group 

AIM / PURPOSE OF RESEARCH
RESEARCH DESIGNS
• Longitudinal design
• Experiments and quasi experim.
• Cross sectional design
• Evaluation design
• Case study design
• Ethnographic research
• Comparative design
• Participatory approach/Action

based approach

• Describe
• Explain
• Explore
• Evaluate
• Improve practice

PHILOSOPHY/THEORY OF SCIENCE
• Different underlying assumptions

RESEARCH QUESTIONS

(Hypothesis)

RESEARCH METHODS
Methods for collecting data
• Survey
• Interviews (ind. and group)
• Observation
• Reflection groups
Methods for analysing data
• Uni, bi, multivariate (quant)
• Thematic analysis (qual)
• Narrativ analysis (qual)
• Discourse analysis (qual)

Fig. 2.2 Linking research aims and methodological choices at different levels
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reflection (by Eriksen and Struminska-Kutra). These chapters provide 
examples of linking aim and research questions with methods for collect-
ing data. When it comes to the link between research question and meth-
ods for analysing data, see Chap. 9 in this volume for thematic analysis 
(by Wæraas), Chap. 10 for discourse analysis (by Kivle and Espedal) and 
Chap. 11 for narrative research (by Espedal and Synnes). Analysis of 
quantitative data is not covered in this volume but is included in Fig. 2.2 
to give the broader picture.

To provide practical guidance for researchers, an overview of the link 
between the purpose of a research project on values and the methodologi-
cal choices made at different levels is presented below.

The aim or purpose of a research project can be to describe, explain, 
explore, evaluate, compare or improve practice, among others. Different 
aims benefit from the use of different research designs (Fig. 2.2), includ-
ing longitudinal, cross-sectional and case study designs. If the purpose of 
a study is to describe in terms of mapping personal values among a popu-
lation at a certain point in time, a cross-sectional design is suitable, choos-
ing a survey/questionnaire as a method for data collection and univariate 
analysis for analysing the data (quantitative approach). An example of 
this type of research is conducted by Wennes and Busch (2012). If the 
purpose is to explain, such as to determine whether the independent vari-
able has an influence on the dependent variable (cause and effect), experi-
ments and quasi-experiments are considered a suitable design. However, 
research on values in organisations is seldom experimental studies 
(Aadland & Skjørshammer, 2017).

When the purpose of research is to explore an issue or understand a 
phenomenon, a case study design offers an appropriate framework for 
in-depth studies and investigations (qualitative approaches). Often, a 
combination of qualitative data sources is then applied. Table 2.1 gives an 
example (Gehman et al., 2013), where the aim was to explore how value 
practices emerge and how they are performed over time. In that study, a 
longitudinal/process design was applied and different qualitative 
approaches were used for data collection, including observation, inter-
views and archival data sources. While cross-sectional designs mainly rely 
on quantitative data, in-depth case study designs use qualitative data. 

2 Values at Work: Mapping the Field Through the Lens… 
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With longitudinal designs, it is possible to collect both quantitative and 
qualitative data.

If the aim of a research project is to improve practice, a participatory 
approach seems suitable, as working with practitioners/participants will 
help the researcher discover ways of improving practice. Furthermore, the 
use of a reflection group can be an appropriate method for collecting data 
in such a project, and sense-making processes and discourse analysis can 
serve as a method for analysing data. Depending on time and resource 
availability, a combination of data collection methods, such as group 
reflection and observation, may also serve the purpose of the study. 
Hence, the choice of methods is not solely based on the aim or purpose 
of the study but also based on pragmatic considerations.

At a lower and more concrete level, research questions can also guide 
the choice of research methods (Fig. 2.2). Take, for example, the follow-
ing research questions: How are core values practised or expressed in an 
organisation? How do leaders and employees experience value conflicts? 
Both questions imply the use of qualitative approaches, such as observa-
tion (when studying practices) and interviews (when investigating experi-
ences). Or consider this research question: To what extent do organisational 
leaders and members value autonomy, respect, quality and relatedness as 
important at their workplace? This question would benefit from a quan-
titative approach, as ‘to what extent’ suggests mapping the organisation 
by sending out a questionnaire to a large number of respondents and 
measuring the importance of the values autonomy, respect, quality and 
relatedness.

It is worth noting that research questions are not the only clues to the 
appropriate choice of research methods; the words used in a research 
question also offer hints. Take the example of the word ‘how’ and the 
phrase ‘to what extent’. ‘How’ is not sufficiently answered by numbers 
(quantitative) but would benefit from richer descriptions and text (quali-
tative), and ‘to what extent’ can be measured in numbers; for example, 
the importance of the value respect can be measured on a scale from 1 to 
7. If the mean score is 6, it could be claimed that organisational members 
‘to a large extent’ consider autonomy at work as important. These exam-
ples and the description above show that being conscious about research 
aims, research questions and even choices in wording will guide the 
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researcher towards suitable research methods. On the left side of Fig. 2.2, 
hypotheses are specifications developed from research questions and are 
proposed (mostly) in quantitative studies. Based on theoretical, empirical 
or logical argumentation, hypotheses are tested using a deductive 
approach (Bryman, 2016).

To sum up, in order to investigate how studies of explicit and implicit 
values in organisations are conducted, we have travelled ‘behind the 
scenes’ by linking the aim of a research project with the methodological 
choices made at different levels, exploring when and in which settings 
different designs and methods are suitable.

 Mixed Methods Research as a Way Forward

This chapter indicates that most research on values is investigating either 
explicit values with quantitative approaches or implicit values with quali-
tative approaches. In what ways have these applied research methods 
enabled or hindered our understanding of values at work? While the 
quantitative studies help us assess and map people’s values individually or 
collectively, such as individual work values, organisational values, profes-
sional values and leadership values, qualitative research can give deeper 
insight into people’s individual or collective experiences, processes and 
value practices. Explicit and implicit values are often studied separately 
using either quantitative approaches or qualitative approaches, which 
may hinder a broader and deeper understanding of the complex value 
construct and its relevance for practice. Where should we go from here? 
The following section discusses the use of mixed methods as a possible 
avenue for future research on values in organisations and leadership. A 
mixed methods approach can increase our understanding of explicit and 
implicit values and allow for investigation of the link between them.

 Mixed Methods Values Research

Mixed methods research involves collecting, analysing and interpreting 
qualitative and quantitative data in response to research questions. The 
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core assumption of this type of enquiry is that ‘the combination of quali-
tative and quantitative approaches provides a more complete understand-
ing of the research problem than either approach alone’ (Creswell, 2014, 
p. 4). In addition, the combination of quantitative and qualitative data 
(mixed methods) allows for a broader and deeper understanding of com-
plex human phenomena (Doyle et al., 2016). When using one method or 
a narrow set of research methods when studying values, there is a risk of 
ending up with a narrow set of results. Low-variety methods, such as 
using only quantitative approaches, could introduce the danger of over-
simplification. Qualitative methods produce rich and detailed data that 
can be used to generate ‘thick descriptions’ (Siehl & Martin, 1988, p. 79) 
of values. These types of data allow for paradoxes and contradictions to 
be explored. On the other hand, quantitative approaches are useful for 
comparisons across and within organisations at various points in time, in 
addition to mapping value orientation and measuring value congruence.

The aim of values research is, among others, to identity and detect 
values as explicit, implicit or in combination, making a mixed methods 
approach reasonable. In values research, using a variety of methods 
enables results that may deepen our understanding of values in organisa-
tions. Mixed methods research has advanced significantly over the last 
few decades, ensuring that the weaknesses of each method are minimised. 
When researching values in organisations, mixed methods research allows 
for investigating explicit and implicit values in a research programme as 
well as the link between them (Fig. 2.3). Although some values studies 
have applied a mixed methods approach, the use of mixed methods in 
values research is limited (Aadland & Skjørshammer, 2017).

Another argument in favour of the use of mixed methods in values 
research is related to the state of prior theory. Whereas mature literature 
is well served with quantitative approaches and nascent literature calls for 
qualitative research, the intermediate state of literature is considered well 
suited by a mix of both approaches (Edmondson & Mcmanus, 2007). 
Regarding the state of values research in organisations, the study of 
explicit values has had a long relationship with quantitative approaches, 
whereas, as stated above, qualitative value studies have recently increased 
in numbers.
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Actions / Practices

Explicit values

Approach:
Mainly quantitative

Implicit values

Approach:
Mainly qualitative

Mixed methods research

Fig. 2.3 The role of mixed methods research in bringing together studies on 
explicit and implicit values related to actions

Different types of mixed methods research designs exist. Convergent 
parallel mixed methods is a design in which the researcher collects quanti-
tative and qualitative data at roughly the same time to provide a compre-
hensive analysis of the research problem. Explanatory sequential mixed 
methods design usually consists of quantitative research followed by a 
qualitative data collection phase. This design is considered explanatory 
because the quantitative results are further explained with qualitative 
data. Exploratory sequential mixed methods design occurs in the opposite 
sequence to explanatory design: a primary qualitative phase builds into a 
quantitative data collection. This design can be used, for example, to 
develop new measurement instruments where the qualitative phase iden-
tifies unknown variables and the quantitative phase serves to test an 
instrument or to generalise the qualitative results for a wider population 
(Creswell, 2014).

Mixed methods research allows for both pre-determined and emerging 
methods, open-ended and closed-ended questions, as well as analysis of 
text and statistical analysis, and the researcher makes inferences across 
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both quantitative and qualitative databases. Hence, mixed methods val-
ues research can bring together studies on explicit and implicit values 
related to practice (Fig. 2.3; note the arrow bringing together research on 
explicit and implicit values). This approach may increase our understand-
ing of the role values play in the actions and practices of organisations. 
The following examples of types of value research illustrate this point. 
When the aim is to investigate value congruence between individuals and 
organisations or to study the link between explicit values and action, 
both quantitative and qualitative approaches can be applied. Explicit val-
ues can be studied quantitatively when investigating value congruence, 
the match between the organisation and individuals or to what extent 
there is a link between explicit values and action. Explicit values may also 
be investigated qualitatively by exploring how the core values of an organ-
isation are expressed or practised in action. Based in actions (the right 
side of Fig. 2.3), implicit values can be identified and become explicit, for 
example, by reflection processes (qualitative approach) which in turn 
may improve practice. While quantitative studies can help assess and 
map people’s preferences and values individually or collectively or map 
value congruence, qualitative research can give deeper insight into peo-
ple’s individual or collective experiences and value practices. These pur-
poses can be combined in mixed methods research. Thus, the mixed 
methods approach to the research of values in organisations allows for the 
investigation of both explicit and implicit values as well as the link 
between them. Figure 2.3 integrates the information about qualitative 
and quantitative approaches when studying implicit and explicit values 
from Fig. 2.1 with the linking of purpose and methodological choices, as 
shown in Fig. 2.2. Figure 2.3 also shows the role of mixed methods in 
values research related to action. Research designs such as longitudinal 
designs (see Fig.  2.2) may include both quantitative and qualitative 
approaches. Other types of mixed methods research may involve mixing 
designs, such as mixing case study designs using qualitative approaches 
with cross-sectional designs using quantitative approaches.
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 Challenges Related to Mixed Methods Research

How can researchers mix methods when the paradigms in which they are 
based differ in their ontological, epistemological and methodological 
assumptions? As described, there are differences in philosophical assump-
tions between the paradigm of empiricism (post-positivism included) 
and the interpretivist/constructivist paradigm. Empiricism views values 
as objective and measurable, whereas the interpretivist/constructivist par-
adigm views values as evolving and constructed through sense-making 
processes by social actors/individuals. Schultz and Hatch (1996) pre-
sented strategies for working with multiple paradigms, pointing at para-
digm interplay as a strategy for crossing paradigms.

Others welcome an alternative paradigm that embraces a plurality of 
methods and assumptions. Pragmatism is a frequently identified para-
digm for researchers using mixed methods (Doyle et  al., 2016). 
Pragmatism is also regarded as a way to bridge science and morality 
(Kraatz et al., 2020) and is an appropriate paradigm for action research. 
On a philosophical level, pragmatism supports the view that both quan-
titative and qualitative approaches advance knowledge production. On a 
practical level, the researcher must choose the best method for answering 
the research questions while maintaining a balance between subjectivity 
and objectivity. The paradigm of pragmatism supports the view that 
although qualitative and quantitative approaches are distinct, they can 
work together, allowing the researcher to freely choose the best methods 
to answer the research questions (Doyle et al., 2016). A relevant question 
in this regard is where the research questions come from, which is not 
discussed further in this chapter.

Another critical issue in mixed methods research concerns what to do 
about divergent findings, since most researchers strive for congruency 
between qualitative and quantitative data, which strengthens the validity 
and reliability of their research. Inconsistencies between the two sets of 
findings can occur when, for example, anonymous methods in the quan-
titative phase and non-anonymous methods in the qualitative phase lead 
to different responses, especially when investigating sensitive issues. 
Divergent findings can also have a theoretical explanation and may lead 
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to the collection of additional data in order to resolve the discrepancy. In 
this way, divergent findings can uncover and refine new theories and 
insights (Doyle et al., 2016).

 Conclusion

The chapter intended to establish an overview and serve as a road map to 
the current methods used in studies on values in organisations and lead-
ership. The main insights of this chapter are that explicit and implicit 
values are usually studied separately using quantitative approaches (such 
as surveys/questionnaires) for explicit values and a combination of quali-
tative methods to identify implicit values. While quantitative studies can 
help assess and map people’s preferences and values individually or col-
lectively, qualitative research can provide deeper insight into people’s 
individual or collective experiences and value practices.

Future studies on values work may benefit from the use of mixed 
methods research approaches that can increase the understanding of and 
bring together studies on explicit and implicit values related to action. In 
this way, a mixed methods approach may open up prospects for research 
on values in organisations. Mixed methods values research also gives an 
opportunity for greater interdisciplinary collaboration, which is highly 
relevant for researching values that are grounded in disciplines like psy-
chology, sociology, leadership studies and organisational research. Well 
established and often neglected is the importance of how specific meth-
odological approaches bear practical as well as theoretical implications, 
and the need for exploring the interplay between method and theory 
more deeply is highlighted by Zilber (2020).

An ongoing reflection on methodological choices, such as paying 
attention to and being conscious of the link between research aim and 
research methods, will result in more informed choices about methods 
and, thus, the nurturing of diverse ways of conducting research. In turn, 
this will open up space for new fields of research, subsequently widening 
and deepening our understanding of the world.

 B. J. Løvaas



35

References

Aadland, E. (2010). Values in professional practice: Towards a critical reflective 
methodology. Journal of Business Ethics, 97, 461–472.

Aadland, E., & Askeland, H. (Eds.). (2017). Verdibevisst ledelse (Values conscious 
leadership). Cappelen Damm Akademisk.

Aadland, E., & Skjørshammer, M. (2012). From god to good? Faith-based insti-
tutions in the secular society. Journal of Management, Spirituality and Religion, 
9(1), 83–101.

Aadland, E., & Skjørshammer, M. (2017). Hvordan forske på verdier i organ-
isasjoner? En litteraturstudie av verdiforskning i helsetjenesten (How to con-
duct research on values in organisations? A literature review of values studies 
in the health sector). In E. Aadland & H. Askeland (Eds.), Verdibevisst ledelse 
(pp. 323–372). Cappelen Damm Akademisk.

Alvesson, M., & Sköldberg, K. (2009). Reflexive methodology. New vistas for 
qualitative research (2nd ed.). Sage Publications.

Argyris, C., & Schön, D. (1978). Organizational learning. A theory of action 
perspective. Addison-Wesley Publishing Company, Inc.

Askeland, H. (2014). Leaders should be carriers of institutional values. An 
account of how leaders contribute to the value-base of diaconal institutions. 
Diaconia Journal for the study of Christian Social Practice, 5, 147–175.

Askeland, H. (2015). Managerial practice in faith-based welfare organizations. 
Nordic Journal of Religion and Society, 28(1), 37–58.

Askeland, H., Espedal, G., Løvaas, B.  J., & Sirris, S. (2020). Understanding 
values work. Institutional perspectives in organisations and leadership. Palgrave.

Brigstocke, J., Hoover, E., Harder, M., Graham, P., de Sousa, S., Dearden, A., 
Light, A., et al. (2017). Implicit values: Uncounted legacies. In K. Facer & 
K. Pahl (Eds.), Valuing interdisciplinary collaborative research. Beyond impact. 
Bristol University Press.

Bryman, A. (2016). Social research methods (5th ed.). Oxford University Press.
Cameron, K. S., Quinn, R. E., Degraaf, J., & Thakor, A. V. (2014). Competing 

values leadership: New horizons in management (2nd ed.). Edward Elgar.
Creswell, J. W. (2014). Research design: Qualitative, quantitative & mixed meth-

ods approaches (4th ed.). Sage Publications, Inc.
De Graaf, G. (2021). Value conflicts in academic teaching. Teaching Public 

Administration, 39(1), 107–124.

2 Values at Work: Mapping the Field Through the Lens… 



36

De Graaf, G., & Paanakker, H. (2015). Good governance: Performance values 
and procedural values in conflict. American Review of Public Administration, 
45(6), 635–652.

Dose, J. J. (1997). Work values: An integrative framework and illustrative appli-
cation of organisational socialization. Journal of Occupational and 
Organisational Psychology, 70, 219–270.

Doyle, L., Brady, A.-M., & Byrne, G. (2016). An overview of mixed methods 
research—Revisited. Journal of Research in Nursing, 21(8), 623–635.

Edmondson, A. C., & Mcmanus, S. E. (2007). Methodological fit in manage-
ment field studies. Academy of Management Review, 32(4), 1155–1179.

Edwards, J. R., & Cable, D. M. (2009). The value of value congruence. Journal 
of Applied Psychology, 94, 654–677.

Espedal, G. (2019). Being compassionate. Institutionalizing through values work in 
a faith-based organization. PhD dissertation no. 16, VID Specialized 
University.

Espedal, G. (2020). Catching values in flight: A process perspective on research-
ing values in organisations. In H.  Askeland, G.  Espedal, B.  J. Løvaas, & 
S. Sirris (Eds.), Understanding values work. Institutional perspectives in organ-
isations and leadership (pp. 181–199). Palgrave.

Falkenberg, G. (2006). Verdier og sosiale normer i store norske virksomheter. Viktige 
kulturbærere eller fordekt PR? (Values and social norms in Norwegian business 
companies). Fafo-notat, 2006:08.

Finegan, J. (2000). The impact of person and organizational values on organiza-
tional commitment. Journal of Occupational Psychology, 73(2), 149–169.

Gehman, J., Trevino, L., & Garud, R. (2013). Values work: A process study of 
the emergence and performance of organisational values practices. Academy 
of Management Journal, 56(1), 84–112.

Hofstede, G. (2001). Cultural consequences. Comparing values, behaviors, institu-
tions and organisations across nations (2nd ed.). Sage Publications.

House, R. J., Hanges, P. J., Javidan, M., Dorfman, P. W., & Gupta, V. (2004). 
Culture, leadership and organizations: The GLOBE study of 62 societies. Sage 
Publications.

Ingelhart, R., & Welzel, C. (2005). Modernization, cultural change and democ-
racy. Cambridge University Press.

Kraatz, M. S., Flores, R., & Chandler, D. (2020). The value of values for insti-
tutional analysis. Academy of Management Annals, 14(2), 474–512.

Løvaas, B.  J., & Vråle, G.  B. (2020). The value of group reflection. In 
H.  Askeland, G.  Espedal, B.  J. Løvaas, & S.  Sirris (Eds.), Understanding 

 B. J. Løvaas



37

 values work. Institutional perspectives in organisations and leadership 
(pp. 265–283). Palgrave.

McDonald, P., & Gandz, J. (1992). Getting value from shared values. 
Organizational Dynamics, 20(3), 64–77.

Meglino, B. M., & Ravlin, E. C. (1998). Individual values in organisations: 
Concepts, controversies and research. Journal of Management, 24(3), 351–389.

Quaquebeke, N. V., Graf, M. M., Kerschreiter, R., Schuh, S. C., & van Dick, 
R. (2013). Ideal values and counter-ideal values as two distinct forces: 
Exploring a gap in organisational value research. International Journal of 
Management Reviews, 16(2), 211–225.

Schultz, M., & Hatch, M. J. (1996). Living with multiple paradigms: The case 
of paradigm interplay in organisational culture studies. Academy of 
Management Review, 21(2), 529–557.

Schwartz, S. H. (1994). Are there universal aspects in the structure and contents 
of human values? Journal of Social Issues, 50, 19–46.

Siehl, C., & Martin, J. (1988). Measuring organizational culture: Mixing quali-
tative and quantitative methods. In M.  O. Jones, M.  D. Moore, & 
R. C. Snyder (Eds.), Inside organizations. Understanding the human dimen-
sions. SAGE Publications.

Sirris, S. (2019). Managers negotiating identities. Hybridizing professionalism and 
managerialism in faith-based health organizations and in religious organiza-
tions. PhD dissertation no. 14. VID Specialized University.

Sirris, S. (2020). Values as fixed and fluid: Negotiating the elasticity of core val-
ues. In H. Askeland, G. Espedal, B. J. Løvaas, & S. Sirris (Eds.), Understanding 
values work. Institutional perspectives in organisations and leadership 
(pp. 201–221). Palgrave.

Smith, M. J. (1998). Social science in question. SAGE Publications.
Vaccaro, A., & Palazzo, G. (2015). Values against violence: Institutional change 

in societies dominated by organized crime. Academy of Management Journal, 
58(4), 1075–1101.

Van Deth, J. W., & Scarbrough, E. (1995). The concept of values. In J. W. van 
Deth & E. Scarbrough (Eds.), The impact of values. Oxford University Press.

Wæraas, A. (2010). Communicating identity: The use of core value statements 
in regulative institutions. Administration & Society, 42(5), 526–549.

Wæraas, A. (2020). Different strokes for different folks: The translation of core val-
ues in public agencies. Paper presented at the NEON Conference 17–19 
November 2020, Oslo.

2 Values at Work: Mapping the Field Through the Lens… 



38

Wennes, G., & Busch, T. (2012). Changing values in public professions: A need of 
value based leadership? TØH-serien 2012:5.

Wright, A. L., Zammuto, R. F., & Liesch, P. W. (2017). Maintaining the values 
of a profession: Institutional work and moral emotions in the emergency 
department. Academy of Management Journal, 60(1), 200–237.

Zilber, T. B. (2020). The methodology/theory interface: Ethnography and the 
microfoundations of institutions. Organization Theory, 1(2), 1–27.

Open Access  This chapter is licensed under the terms of the Creative Commons 
Attribution 4.0 International License (http://creativecommons.org/licenses/
by/4.0/), which permits use, sharing, adaptation, distribution and reproduction 
in any medium or format, as long as you give appropriate credit to the original 
author(s) and the source, provide a link to the Creative Commons licence and 
indicate if changes were made.

The images or other third party material in this chapter are included in the 
chapter’s Creative Commons licence, unless indicated otherwise in a credit line 
to the material. If material is not included in the chapter’s Creative Commons 
licence and your intended use is not permitted by statutory regulation or exceeds 
the permitted use, you will need to obtain permission directly from the copy-
right holder.

 B. J. Løvaas

http://creativecommons.org/licenses/by/4.0/
http://creativecommons.org/licenses/by/4.0/

	2: Values at Work: Mapping the Field Through the Lens of Methodological Approaches
	Introduction
	Researching Values: A Brief Overview
	Studying Explicit Values Using Quantitative Approaches
	Studying Implicit Values Using Qualitative Approaches
	Studying Explicit and Implicit Values Using Quantitative and Qualitative Approaches
	Philosophical Underpinnings for Qualitative and Quantitative Research

	Linking Research Aim with Methodological Choices
	Mixed Methods Research as a Way Forward
	Mixed Methods Values Research
	Challenges Related to Mixed Methods Research

	Conclusion
	References




