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Cognitive Landscape of Values — Understanding
the Information Contents of Mental
Representations

J. Maksimainen

Abstract—The values of managers and employees in It should be anticipated some differences in the effects of
organizations are phenomena that have captured the interestiqdse types of congruence because it is probable that they
researchers at large. Despite this attention, there continues to bﬁ:‘ﬁ‘resent different, though related, constructs

lack of agreement on what values are and how they ianuenceTh. ticl ts that effecti for infl .
individuals, or how they are constituted in individuals’ mind. In this IS article suggests thal eflective means for influencing

article content-based approach is presented as alternative referef@isl€ congruence within the actors in organizations rests in
frame for exploring values. In content-based approach huméiluencing their conceptions of their practices that are driven
thinking in different contexts is set at the focal point. Differences iRy values. To conclude, the purpose of the paper is to further
valuations can be explained through the information contents tife understanding of values in understanding organizational
mental representations. In addition to the information contentsehavior. Through facilitating content-based points of view, it
attention is devott_ed to those cognitive processes thr_ough W_hi@h possible to achieve a psychologically grounded
mental representations of values are constructed. Such '”format'oﬂﬁberstanding of the conceptual structure of values, as well as

contents are in decisive role for understanding human behavior. By, '\ - iance “actualized in behaviors. At best, this results in
applying content-based analysis to an examination of values as fessionals living out an internally re-interpreted view of

mental representations, it is possible to reach a deeper to 9{8 ; 8
motivational foundation of behaviors, such as decision making R€ir practice. For example, when developing new
organizational procedures, through understanding the structure d48ghnological innovations the importance of internalized
meanings of specific values at play. values become emphasized specifically when new technologies
are developed for vulnerable groups, such as children and
Keywords—Content-based Approach, Mental Content, Mentayoung people.

Representations, Organizational values, Values In this article, first the brief introduction to different
conceptions of values is presented. Then the content-based
|. INTRODUCTION view to values is introduced as alternative reference frame to

THE content-based view is presented in this article as be app_lieql in future value research'. Finally, the possibilities
alternative approach to explore values. According tB"d limitations of the approach are discussed.

content-based approach, through differences in conceptual
contents of representations of values it is possible to explain
differences in human behavior. There are implications that inIn relationship to professional ethics, values are rules by
organizations, human management methods can enhanceWhich the individual make decisions about right and wrong.

formulation and internalization of organizational values withiyalues help us perceive which values are more or less
employees [1]. However, when viewed from a purely conteriportant, or which is useful when one haV(_a to choose one
based point of reference, values expressed in interviews or/fué Over another. They can also be described as culturally

answering questionnaires frequently differ from the value?ar?d conceptions of what is deswgble, they play a Ce””‘?"
actually practiced. Apparently there is lacks in valuéme in directing actions, and are considered according to their

congruence within organizations between management arr(]al tive |mportanc_e [2]. Among_ o_ther extents of values, ethical
values hold special characteristics. They should regulate the

employt_ees. Although a number of studies ha§ addres_sed_ bg er and manifestation of other values. Although there is a
perceptions of and actual value congruence in organizatio k of consensus about the constitution of values, most

only premisory attempts have begun to logically distinguisfheorists agree that values are standards or criteria [2]-[5] for
between these two different constructs in the literature. {qosing goals or actions and are relatively stable over time
addition to reflecting actual value congruence, perceptions [6]-[8]. It is commonly proposed that values develop
values may reflect efforts to appear more consistent with thgough the influences of culture, society, and personality.
values of the organization, but may also be driven by Although not completely explicity recognized, the
inaccurate ideas regarding what values are, or what values @goretical distinction of whether values are merely
important. This suggests that we need a clearer theoretipaéferences or have an aspect of wataiuldbe preferred, is
understanding of the experiencing, interpretation, anghclear. The complexity concerns whether thayht-should
cognitive construction of values perceived, in order telement relates only on moral values [3], [5], [7] or to socially
understand these determinants go beyond the amount of acéleiermined values as well [8]-[10]. Therefore, values do not
value congruence that exists. straightforwardly reflect how one wants to behave, but rather
reflect one’s internalized interpretations about socially
JM. is with University of Jyvaskyla, Department of Computer Scienc@€sirable ways to fulfill one’s needs [3]-[4], [11]. The latter
and Information Systems, PL 35 40014 University of Jyvaskyla, Finlandistinction indicates that values are influenced by culture.
(phone: 358-400-248129; e-mail: johanna.maksimainen@jyu.fi). There is also a social dimension of values that becomes visible
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in an individual's experience of guilt when he dresacts
inconsistently with social expectations that hesloe endorses
[3]. According to these views, values can be defias an
individual’s internalized interpretations of how le she
should behave.

Once internalized, a value system functions in isdweays,
affecting an individual's perceptual processeshia manner
that external stimuli are perceived in ways thaé an
consistency with that individual's value structyrel]-[12].
Values also serve legitimizing operations,
justifications for an individual's behavior [11],13], and
directly affecting behavior, encouraging individsiab act in
accordance with their values [4], [11]. In this senvalues
have significant role in affecting individuals’ tsafior.
Besides other constructs that are essential in ratadeling
human behavior, values affect general modes of i@ha
across situations and over time [14]. The psychiolig

congruence between the members of an organizaties dot

necessarily enhance performance of certain tasks F

example, in tasks that require decision-makingginent and
creativity, homogeneity among the group createdsinyilar
values may even inhibit performance [22].

The conceptions of work values vary, as do the ways
which they should be classified. There is no conignon
accepted definition of work values [23]-[24], iretBense that
definition would include conceptualizations tha¢ aelevant to

providin the construct and that would distinguish work valdeom

other constructs. Nevertheless, compared to pdraahaes,
work values can be thought to hold stronger samalsensus.
In contrast to personal values, which are groundador
chosen mainly due to personal experience, sociatersus
values are more often absorbed due to the influeficehers
[25]. In the literature concerning work values, adission is
largely focused on the social construction of val{ig, [10],

mechanisms responsible for values’ effects on hbehav [26]-[29]. Shared understanding is the key in datring what

depend partly on whether the behavior is publicpovate.
Since values designate socially desirable modesontiuct,
the threat of social sanctions such as shame iniddegduals
to conform to dominant social values in their pahkdictions
[3]. Individuals' internalized values function asergonal
standards of conduct.

A.Organizational and Work Values

Values occupy a prominent place in both scientéitd
public discourse at several levels. For instanedjes have a
significant effect on individuals’ affective and Hsvioral
responses [4], [9], on intended increases in ucethiusiness
practices [15], and on employees' problems in drgdions
[13]. At the organizational level, values are ugudkscribed
as principles that are responsible for successahagement
[16]. Generally, values are viewed as a salientpmment of
organizational culture [10], [17]. Despite of thepuplarity of
values as object of research, however, there isanotear
consensus on the nature of values. They have hwweived
as motivations, goals, attitudes, personality typeterests,
needs, and mental entities. The absence of agré¢Biefi 1],
[18] has lead to difficulties in interpreting thesults of
studies, and steers the need for greater agreeamefitow
values are defined, conceptualized, and measusgcilly
in organizational research [19]-[20].

As in individuals’ lives, values are a major elemeh an
organization’s culture [17]. Organizations do nobsgess
values that are separate from the values of thgetnization’s
members. Therefore, when examining organizatiosdles,
the key issue is to avoid measuring just espousdks [21]
that are not really integrated into the behavignalctices of
the organizations’ members. However, the role ofues
within an organization is similar to their functiam society as
a whole. According to Schein’s [10] descriptiorgyHunction
asexternal adaptatiorandinternal integration just as values
specify the behaviors appropriate for satisfyingividuals, an
organization’s culture specifies the behaviors thate
necessary for the organization to survive (exteadalptation).
Since shared values enhance interactions betweérnduals,
the organization's culture encourages interactibetveen

is valued. Work values have also been studied agediefrom
needs [30] or as preferences [31]. The interestdrk values
has increased on both practical and conceptualslgg].
Altogether, research of work values has been driverthe
concern about employees’ motivation [33], and dlsgause
concern over the ethical values has been distm¢8v], [34].
Because of the lack of consensus regarding defirstiand
conceptualizations of work values, the researchmsee
fragmented.

B.Aspects of Values

Values can be very complicated objects as concéjats.
example, the interpretations of concepts sucbuatainability
or corporate social responsibilityor ethical value concepts
such adreedomand equity, include several different aspects.
When studying them, one can find partial solutitmshis or
her questions, such as what symbolic, practicalethical
meanings concepts are associated with. In the ewdion of
values, the aspects in which values are appliedaatghlized

through human actions should be discussed. TABLE 1

illustrates practical examples of these aspects rtated
guestions that need to be solved in the proceastaflization
of values in the context of organizational procegur

TABLE |
ASPECTS OFV/ALUES (MODIFIED FROM[35])

Aspect Examples of related questions
Philosophical How are the decisions justified?

How to avoid misconducts?

How are related laws and regulations grounded?
Practical What benefit does a particular solution produce?

Is the particular solution functional?
Does the production process result in unwanted
consequences?

What values direct decisions?

What is considered important?

Do products serve the real needs?

Can misuse of a particular product be avoided?

Human

individuals  (internal integration). Nonetheless, luea
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Socio-Cultural How can product serve society in an ethically
sustainable manner?
Does the product correspond to the demand?
How are the values of different cultures taken into
account in developing products?
What are the consequences of product in the long
run?

These philosophical, practical, human, and socloxal
aspects of values represent the spheres and amgplesaof
questions how values relate to practices in thetestnof
business organizations. Thghilosophical aspect refers to
meta-level of values, where judgments of what sirdele, or
morally good, i.e., good in itself, are made. Themd aspect

Ill.  CONTENT-BASED APPROACH TOVALUES

Professional practices and related thinking praeess
concern various tasks that may be related to ozgéon
(business strategies, efficiency, production ftie#,
products (development, process variables, product
specifications, internal standards, norms and uesibns), or
design (personal professional scientific and tetdgioal
knowledge, beliefs) [38]. All these areas requieigion-
making and therefore values should be taken into
consideration while one is making decisions, sirbey
function in constituting the motivational foundatidor such
decisions. Values can be seen as part of thougbepses and
a sub-function in problem-solving activity. For exale, in

is practical, referring to instrumental values with someexamining human-technology interaction (HTI) designe
technical abilities. Théaumanaspect indicates the actor andocus has traditionally been on the technologicaitents of

constructivist comprehension of the individual atoeus of
knowledge construction. The human aspect is defimedn
individual’'s personal preferences, competenciesl sm on.
The last aspect issocio-cultura] referring to those
relationships in which values actualize. Philosophi
practical, and socio-cultural aspects of values ltave their
meanings only through individual information prosieg. As
noted, interpretations are construed linearly pibgepiece;

design, meaning the application of certain techgiel® and
practices [39]-[43]. Similarly, within cognitive ®Bnce,
another approach to the subject has developed[4®}]that
is characterized by use of psychological conceftsHTI
design thinking, values can be comprised as ainefgpe of
mental contents of thinking [50]-[52].

For examining mental contents, a content-basedoappr
offers an appropriate reference framework for redeaTlhe

First one element, then the second, and finally thepproach was developed by Saariluoma [41], [50];[&8d it

interpretations that were given to singular elermeare

combined into a coherent whole. In this meaningstmiction

is important in the context of value interpretatidfne aspects
of values presented above illustrate the typeseokral-level
guestions that need to be answered, when intetimresaare
construed in specific situations. Values are nat jbstract
entities. Instead, they take form in decisions #ratmade and
the behavior that results from such decision makidenerally
from a psychological viewpoint, values play a siigaint role

in becoming conscious of the reality. Thereforegythare

essential position in design, as well as in othreas of life.

Values are important factors in explaining humarioas,

since they create extensive systems. By understgritiese
systems, it may be possible to predict some behgaterns
somewhat reliably.

Values actualize from mental representations tdiquéar
behaviors. The aspects presented (Table I) inteslactors in
organizations to broaden the horizons of respditgibi
starting from their individual level to the sociagkural
dimension. Philosophically, the model is supportbg
Koehn’s philosophy; a relationship based on promisding
and trust is the only defensible ground for prafasal ethics
[36]. By stressing the relationships of responsibitowards
others as the essence of ethics, Levina's philgs{g# is in
line with the model. In the organizational contesgiecifically
when considered from the perspective of the whodadh of
particular industry, ethics must be seen as atud#tj centred
on the 'other'. However, the core of scientifieenesst in this
study concentrates on the individual level in tloatents of
mental representations of values. Yet, it is imgairtto
recognize the existence of those parallel realitresvhich
individuals are involved.

aims to explain human behavior in terms of the rimfation
contents of mental representations and processss atie
needed to construct these representations. In dividoal’'s
thinking processes, cognitive resources are alidgd with
conceptual material. These contents of thoughtedifin
different situations, and can also interact witho&ons.
When the focus of research is on the informationteats of
mental representations, the objective is to expldig mental
representations have a particular set of contearhehts that
are linked to an entirety, and why some equallysiide sets
of elements are not included in a particular regméstion
[53]. Mental representations are usually constdigtéh two
kinds of information contents, perceivable inforioat and
non-perceivable information [54], which explains eth
differences between interpretations of the subggciental
representation. To comprehend the phenomenon, tiatien
should be paid to individuals' psychological preses A
content-based approach to human thinking is based o
foundational analysis [51]. In foundational anadysihe
objective is to clarify the theoretical and concegt
foundation of specific disciplines. Investigatioacfises on
the explicit and tacit assumptions that are builttd the
argument for the research tradition. The goal oihftational
analysis is to improve the quality of argumentatibg
eliminating conceptual confusions, flawed belieflfysory
assumptions, and presumptions in the knowledgectsinel
Saariluoma has construed the significance of cdoeép
analysis in his bookhess Players’ Thinkings follows:

Scientific concepts are building blocks of our
theories. Concepts are the entities which
distinguish  intuitive ~ knowledge  from

scientific knowledge and which organize
scientific experience. They define what is
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essential and what is inessential in a
particular context and provide the

propositional knowledge with content. The

concepts refer to something and enable
people to separate their references out from
all other available objects or actions, thus
forming the very basis of human thinking.

Concepts give the thoughts their contents,
and by using spoken or written language
people transmit these thoughts to each other
[53, pp. 8].

need to be subsequent. When human values are ¢he &
research, apperception, restructuring, reflectiomnd
construction can be seen as sub-processes, i.gnitize
processes through which mental representations
constructed and the different interpretations dbi@a can be
reached. In the study of values as mental reprasens, it is
also important to note the fundamental functions tioé
memory system, because evidently it is a cruciaineht in
thinking. It is both a precondition to thinking attee basis for
mental representations [53], [62], [66]-[68]. Altigh content-
specific sub-processes of thinking—apperception,

are

A content-based approach closely connects empiricadstructuring, reflection, and construction—receiveore

investigation and conceptual analysis. By meansoateptual
analysis and through experimental work, the exptaya
power of concepts can be tested. In addition tepéaying, a
content-based approach has been recently appliegséarch
concerning, for example, design and engineering, [F],
[53], [55]-[57]. Content-based approach differsnfr€arroll’s
[58] content-oriented approach: Within the firsthjextive
methodology is used and the principles of modegtipslogy
are followed. A content-based approach also diffeysn the
content-oriented approach suggested by Newell antbrs
[59] and Allport [60]. Content-oriented researcmsito model
mental contents, while a content-based approacls don
explain human behavior on the basis of the infoionat
contents of mental representations [41], which titiss the
explanatory ground for exploration. In addition,cantent-
based approach utilizes a third-person perspettivainking
processes, studying these processes empiricaltgaithsof
relying on introspective experiences. Within th@leration of
human mentality, a content-based approach alserdiffom a
capacity-based approach [53], which is typicalledisn a
context of researching memory and attention inisgidf the
limits of the human information processing systesh]{[64].
In Saariluoma's view, capacity cannot make a diffee
between thought contents [51]. For example, in ¢hse of
human values, the differences in various interpiga of such
values that individuals associate with particulaorae like
‘peace’ or ‘justice’ cannot be explained on the ibasf
capacities for memory or attention. To understame t
differences of interpretations, the contents oitita must be
analyzed.

A.Mental Processes

In content-based approach, a distinction is madedsn
mental representations and processes operating hese t
representations. Mental representation appliesfarmation
that is available to use, while process refersytmachic use of
information [65]. In a content-based approach, thest
important  processes areapperception restructuring
reflection and construction [42]. Apperception constitutes
individuals’ immediate mental representations, reesgtiring
refers to the shift from one particular mental esggntation to
another, reflection directs the comparison and ctele
between alternative mental representations, andtieation
integrates groups of sub-representations into asistamt
whole. It should be noted that these thinking psses do not

attention in a content-based approach than dorieepses of
memory, these processes are closely linked withmbaory
system.

Values can be seen both in individual conceptionfred
by an individual's history, or as a construction @flture-
historical knowledge. To some extent, these twoesypf
memories are compounded. When professional values a
studied, it is reasonable to assume that expemws fietd-
relevant knowledge as part of their interpretatjomkile less
experienced individuals lean more on personal memand
may utilize more easily generalized, historicallgtermined
knowledge in their interpretations.

In the case of values, for example, concepts ssicpemce’,
‘justice’ or ‘equality’ are familiar to most peopl# they were
asked to verbally describe these concepts, it abairle that
the attributes and meanings attached to value ptsosill
differ, and there might even be great differencesvben the
individuals' descriptions. Cognitive recall is a mmo
challenging task than recognition; in recognitiamdividuals
focus only on some informative and discriminateredats of
an object, but in recall, several important elermeot the
object must be recalled [53]. Also the ternsshema
prototype andcategory[69] must be mentioned in the context
of this study. Schemes provide a context whereimdwu
experiences are structured and comprehended bysegting
the general structure of an object, idea, or r@testiip between
concepts. Schema is therefore a part of an indiislu
framework for representing knowledge. In the conhtex
values, there may be schemes like ethical valuekural
values, work values, and personal values. Whenicpat
values, for example ‘equality’ or ‘efficacy’, are
conceptualized, some of these schemes are activatstdad,
prototypes are general abstractions of the obgainat which
schemas are evaluated [70]. Schemes, prototyped, an
categories are abstract knowledge structures inhtmaan
mind. Within content-based approach attention iseaied to
the information contents of these knowledge stmestu

B.Interpretation

The information contents of mental representations
comprise the explanatory ground of examination ontent-
based psychology [41]. In a content-based approach,
clarifications of the functions of content-specificodes of
thinking, such as apperception, restructuring,ecgibn, and
construction, in different contexts of problem-sofyactivities
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importance, more resources should be direct towafdller

considered asalue it requires the individual's interpretation comprehension of its relevant processes and furmgtio

of that issue. Therefore, human values can be deresi one
type of problem-solving activities. In interpretats, which are
closely related to the problem of experience, thental
contents related to a particular value are cornstituhrough
perception, apperception, restructuring, reflegtioand
construction, as well as through the concepts ahamg and
attention.

Because of the abstract and strongly conceptuairenaf
values, an individual's interpretation of valuesffeiis
essentially, for example, their interpretation msses of issues
with visually perceivable stimulus, like picturés.the case of
pictures, perceivable and non-perceivable contdeinents
assimilate in an individual's mental representatiom
constructing sensible relationships between elesnémtthe
visual stimulus. Therefore, content elements ofuesl are
constituted strongly by non-perceivable contenthew the
problem of experiencing values is examined withieference
frame of content-based research, attention shoalditected
to different types of non-perceivable conceptuahtent
elements in an individual’'s mental representatiof®r

One issue remaining to be resolved in organizativake
research relates to the appropriate method of miegsthe
construct of values. Researchers differ on whetieemative
or ipsative instruments are theoretically and stiaally
appropriate. The choice of measurement approachildho
depend on the theoretical nature of the processgbei
investigated. As some effects of values have bstabkshed
in the literature, it seems appropriate to focuserattention
on testing elements of process approaches to vahstead of
focusing solely on what outcomes are affectedhis tespect,
it may be useful to utilize a content-based approat
examination of individual values through specifiognitive
processes. The approach requires clear ideas df welhaes
are and what measurement instruments are most @Hto
However researchers proceed, such choices shouldaole
explicitly and as they relate to theory. In additioesearch and
theory that addresses the intra-individual aspettsalues-
based decision making, including cognition regagdime self,
and emotional responses to such decisions, islglealted for
at this point.

example, the distinctions can be made between atthic When applied to examination of human values, th@ns

practical, and social conceptual contents of valdésough
these kinds of distinctions, and through payingrdton to the
interactions of different types of content elemenits is
possible to achieve a better comprehension of hbe
individual processes of interpretation tend to pest by
understanding more specifically how cognitive peses,
especially apperception operates in the contegkpériencing
values.

Evidently, values play a prominent role in diregtinuman
actions as abstract concepts with different conmdpt
contents. Therefore, from the viewpoint of a comeased
approach, the key interest is in categorizing cptedhat
individuals use in their interpretations, as wedl m the
interpretation processes. To achieve more compsiden
understanding of such interpretation processesfuinre
studies close attention should be paid to concems are
used in the process of interpretation.

IV. CONCLUSIONS

The word values can sometimes be misconstrued Witf}h

having only to do with vague type things like fegk.
However, the idea of values, when it comes to degaional
culture and management, relates much more to pehct
matters. There is a significant correlation betwesmrect
value alignment and success. Research shows, éon@g, a
strong link between financial performance and thgnenent
of an organization’s operating values to the empsy
personal values [71]. Who you are and what youdsfan is
becoming just as important as the quality of prdsiumou
provide. Traditionally, intangibles such as valles/e been
difficult to measure and, therefore, have not bieetuded as
part of the management’'s key performance indicatdagues
are commonly cited as influencing everything fro
organizational ethics [72] and leadership [73]etestion [74]
and control processes [75]. For a construct of #gparent

of apperception, restructuring, reflection, and storction,
which are promoted within a content-based approach,
emphasizes the understanding of individuals asvecti
tproducers of meanings. Through the previous coscepe
problems of conflicting interpretations or conceps of
values, for example, within the work community, che
approached. From this viewpoint, content-based agmbr
works as a mean in meta-theoretical discussionsrass-
disciplinary value studies. For example, there @ossibilities
for interactions between content-based approach and
professional ethics. In philosophical ethics, thisr@lenty of
literature about the issues of ethical problem-isglvwherein
values are naturally involved, such as conflictsvalues, or
rights, or professional responsibilities. In theufe, these
themes related to content-based examination oesadtould
be studied in more detailed ways. How philosophiaatl
empirical approaches to issues of experiencingegatan be
imported into contact with each other in way thz¢ tesults
benefit both fields should also be investigatedhier.

One important task in future research is to deeften
eoretical frame of content-based analysis by both
experimental examinations and conceptual analyaisd
specifically in the context of value studies in erdo develop
relevant measure methods that are in accordance avit
content-based approach. In studies of mental ctmteh
individuals interpreting their values, the datalected in
experimental situations are crucial, since sucla dateal the
instantaneous process of thinking. Naturally, eixpental
situations may limit the freedom of construction of
participants’ interpretations. Another limitatiors ithat the
conceptual contents of values construct and reagmstiuring

a long time period, which constitutes a major diffty for

npuilding an experimental situation with high vatidi Despite

certain limitations, more comprehensive understamdof
experiencing values is possible by creating difiere
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experimental settings and combining the resultgadbus data
types. Qualitative data can reveal those individiitierences

that may appear in human experience of values, eslser 20]

guantitative analysis can provide a general viewheftypical
features of the data. The significance of a corbased
approach to examination of values derives fromnbion of
understanding mental processes that direct theepgon of
values. The approach is meta-scientific and gelyerabrks to
outline the thinking process and its specificatiblowever,
there is need to have different explanatory franré&saf it is
intended to base organizational procedures, actiand
decisions on empirical facts, rather than intugion
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