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Introduction
What is culture fit? And how can individuals and businesses connect 
to figure out if there’s a mutual fit? 

We posed these questions to over 270 employers and job seekers in our 

Culture Fit survey to discover what makes someone an amazing fit for their job, 

team and company. 

Company culture has become an increasingly important factor behind what attracts 

and retains an employee, particularly for Millennials and Gen Z, as pursuing purpose 

plays an elevated role in their job search criteria. This cohort will also represent the 

largest percentage of the Australian workforce by 2025, so it’s never been more 

critical to get ‘fit’ right. 

Culture fit has courted controversy as a nebulous concept. Too often, it’s a 

catchall term for personal preferences, lazily used to disguise subjectivity and bias. 

Culture add and culture contribution emerged to try and solve for the biases that 

came with a poor definition and criteria for culture fit. But as evolutions of the same 

concept, what we truly need to solve for at its core is: 

How to find people who match your values, but can coexist with 
different ideas, perspectives and backgrounds. 

Hatch’s matching science is at the heart of how we achieve our mission of a future 

where all people find meaning in work. 

We aim to use the findings from this survey to inform how we can help:

1.  Job seekers understand their fit to companies and teams, based on their 

values, including jobs and career paths they may not have thought of before.

2.  Managers and HR teams understand the match between a job seeker’s 

preferences to their team values, so they can hire people who will thrive in 

their team environment and work towards shared goals.
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What is culture fit?
When the process for defining and evaluating cultural fit is flawed or poorly defined, 

companies are on a fast-track to building teams where everyone thinks, looks and acts 

alike. It also undermines any efforts made towards diversity and inclusion. 

These values become the desired modus operandi for employees, and so it’s 

important everyone lives and breathes them. 

In the absence of a clear definition of culture fit, things go awry. Hiring managers 

will almost always default to focusing on personal attributes, because, well, it’s easy.

Before any hiring team starts assessing a candidate’s culture fit, they need to 

define the values that underpin behaviours, goals and practices within their 

company. Without a clear definition, they’re off to a false start, with no consensus 

on what would actually make someone a good fit. 

Defining culture fit

Culture fit is how well a person’s values align with the organisation’s. 

When companies embed their values into their definition of culture fit, 

they become the foundation for:

– Employee behaviours that are recognised and rewarded.

– How to align decision-making to the shared vision and goals.

They must be the real, lived and operationalised values of your company, 

not just a value statement cobbled together in a boardroom many years 

ago with no visible impact beyond a sign outside of your elevator. 
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“We hold the same 
big picture values. 

We respect each 
other and our 

differences. We 
recognise we don’t 
always agree, but 
know we’re better 

together.”
  – Employer

“There’s a focus in 
the company that I 

don’t agree with, 
on pedigree such 

as where they 
went to school and 

their experience 
at similar 

organisations.”
  – Employer

When we asked survey respondents: “How would you 
describe your company’s definition of “culture fit” or 
team fit?”, what we heard loud and clear was: Alignment 
with our values. For some companies, they may be courage 
and kindness; for others, it’s innovation and mastery.
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When and how a candidate’s fit is evaluated is not effective, and happening 

too late in the game.

There’s a significant opportunity cost if you wait until the interview stage only to 

find they’re a poor fit. Even if they looked good on paper, you’ve already wasted 

time reviewing applications, doing phone screenings, and then need to restart the 

process all over again. 

Gut feelings can be useful in highly uncertain circumstances, where we’re unable 

to gather further data for analysis to make a decision. Hiring isn’t one of those 

circumstances. The problem with gut feeling when hiring is the existence of dozens 

of unconscious biases that are misleading. When evaluating a candidate, those we 

like and have a good “feel” for, are often the people most similar to us, rather than 

the best person for the job. It’s the absence of data, facts and thoughtful evaluation 

that make gut feeling ineffective when hiring. 

But there’s awareness and a desire for a better way to find culture fit. When 

employers were asked: “If you had a magic wand, what would you change first 

about finding ‘culture fit’?”, two clear opportunities emerged:

1. The ability to measure a candidate’s alignment with their values and purpose.

2. Improving their awareness of implicit hiring biases. 

Too little, too late

– 53% of employers wait until the interview stage to 
evaluate a candidate’s culture and team fit for a role. 

– 22% of employers based their evaluation of fit on 
human instincts and their gut feel. 

– 12% had little to no criteria at all to evaluate fit. 

Evaluating culture fit

Let’s cut to the chase: figuring out culture fit is difficult and time consuming. 

Page 4  |  What is culture fit?



This cumbersome process encourages a “spray and pray” approach from job seekers, 

putting pressure on the application process. It has to be quick and easy for job seekers 

to apply because they have to do so many, which means companies don’t get much 

information from an application. 

The timing and difficulty of evaluating culture fit for both employers 

and job seekers - and it must be a two-way exploration - make it near 

impossible to understand the match between a job seeker’s preference 

to a company’s values before a person applies. 

Job seekers go on a “one-click apply” frenzy, which doesn’t allow them 

to demonstrate their skills or motivations, leaving companies to trawl 

through applications. To solve this, companies try using automated 

systems, like “AI” CV screening, but at the end of the day, that is just a 

bandaid for a broken system. As fallible humans, technology can provide 

helpful guardrails, but there’s still plenty of room for humanity in the hiring 

process, particularly when it comes to finding authentic connections. 
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There is a critical, unmet need for job seekers to get an accurate and 
authentic understanding of a company and team’s culture before they 
apply to a role. Currently, they fill in the gaps by:

– Analysing the job description: your tone and what you do or 
don’t say about the culture, work environment and day-to-day 
tasks of the role.

– Researching your company: from your diversity stats, to 
your retention rates, social media channels and news articles.

– Interactions with your employers: they’re chatting to people 
they know who work at your company, looking at their 
LinkedIn and Twitter profiles and reading reviews on Glassdoor.

– Waiting until the interview to ask their burning questions.

Too lengthy and difficult

Job seekers are going to great lengths to figure out if they’re the right fit for 

a role. One the one hand, it’s impressive. On the other hand, it begs the question: 

“Does it have to be this difficult?”
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Culture fit benefits

By adopting our definition of culture fit - how well a person’s values align with the 

organisation’s – the positive outcomes are:

– Your workforce is more engaged: analyses show employees whose 

values are aligned with their company’s have higher job satisfaction, making 

them more committed to the organisation and less likely to leave. 

– Diversity is enriched: employees with different personal characteristics 

and demographic backgrounds are unified through higher-order shared values. 

– You boost innovation: employees can think differently, while still 

maintaining company values. They’ll more strongly identify with their team, 

making them more accepting of diverse ideas and approaches, with values 

keeping them aligned even when there is conflict and difference of opinion 

(often part and parcel with innovation).
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“Do I believe in the 
vision and mission of 
the company? I only 

worry about aligning 
with the company’s 
mission and vision. 

If I agree and am 
passionate about 

it, then I make 
sure I make that 

clear upfront.”
– Job seeker

Survey responses from job seekers highlighted that when a company 
has no defined core values, or management doesn’t follow them, 
negative behaviours and bad attitudes become contagious, making 
the role a bad fit.

Employers said when an employee wasn’t a good fit because their 
values were misaligned, it was obvious as they’d be on their own 
mission, instead of sharing the collective’s goals. These employees 
acting in their self-interests often derailed the overall team’s 
progress, impacting their colleagues’ work experiences negatively.

Enablers of finding culture fit
The culture fit survey responses made it clear that culture fit, as a destination - what 

it looks and feels like - is easy to articulate. But the journey - how to go about finding 

and figuring out fit - isn’t so easy. 

With those two factors in mind, both employers’ and job seeker’s responses of what 

enabled them to find a culture fit could be categorised into 4 areas:

– Values and mission alignment 

– Meaningful work

– People and connections

– A skills match

Enabler 1: Values Alignment

If you’re clear on your company values, you’ll find kindred spirits. A company’s values 

need to be much more than empty words painted on walls. Values help potential job 

seekers understand what the company stands for. And for the emerging workforce, 

making a difference is more important than just making a point. 

A company’s values are an omnipresent force. Values can provide continuous 

alignment while products, place, people and processes change and evolve, unifying 

the company. When an individual’s values align with the company’s, they’re lived 

every day because they find them meaningful. Values are also indicative of the 

behaviours tolerated within a company, and act as a guide on how to interact with 

others, regardless of whether they’ve been in the business 10 minutes or 10 years.
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When values are out of alignment, it’s hard to corral people around the 

same goals and outcomes. 

By making your company’s cultural philosophy, mission statement and 

values clear right from the start in the job description, candidates will 

know what type of company they’re applying to and can self-select into 

the right roles for them. 

We see values alignment as a key enabler of culture fit and our mission of 

building a future where everyone finds meaning in work. A staggering 85% 

of people are not engaged at work. That’s a poor outcome for individuals, 

companies and society. 86% of millennials would consider taking a pay cut 

to work at a company whose missions and values align with their own.  

We’re creating meaningful work opportunities to accelerate someone’s 

learning curve of what’s right for them and move them closer to a career 

motivated by authenticity and values, rather than social expectations and 

social currency. Job seekers understanding workplace cultures where 

they “fit” will be a natural by-product, as their direct experience in the 

real world allows them to understand themselves, the world, their value 

systems and the cultures they align with.
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Enabler 2: Meaningful work

The number one reason job seekers gave as to why a role or team 
wasn’t a good fit for them was that the work was monotonous, 
repetitive, trivial, and they couldn’t see the impact of what they were 
doing. This all made it difficult to imagine any career progression, or 
why they would even want to progress from one seemingly pointless 
task to the next. 

Today’s workforce wants to know they’re making a difference within their companies. 

Meaningful work isn’t a nice-to-have; it’s a must-have. 

Individuals find their fit when they’re passionate about their work and can see how 

they contribute to the company’s goal. Employers should empower employees 

to make a difference and help them understand the impact of their work. It’s the 

difference between merely showing up, and knowing that what they’re doing is 

integral to the company’s success now and in the future.

“They embody 
our values. 

To a degree, 
that’s just their 

personality, but 
they also actively 
make an effort to 

emulate them.”
– Employer

“I was doing the 
same repetitive, 

monotonous work 
everyday, and I 
wasn’t learning 

anything new after 
the first week. The 

impact I made 
didn’t amount 

to much.”
– Job seeker
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We believe there is an opportunity for culture fit to provide context to 

the meaning and purpose of one’s role. Employers and employees can 

work together to review the whole context of why they need to do specific 

tasks, and if they didn’t do them, where would the business be overall? 

For example, in a factory job, the value of “looking out for one another” 

demonstrates the importance of a factory-line worker’s actions and 

behaviours, in getting the job done safely.  

The reality of some roles is that the tasks are quite monotonous, 

repetitive, and trivial - and some people are happy to do them. What is 

essential, is that you make those details known upfront, as transparency 

and honesty about the role will attract a person who is the right fit, 

rather than someone who has other aspirations for the role.

It’s also worthwhile noting there is individual agency in defining and 

deciding what makes work meaningful. The benefits people derive from 

work are different; for some, it’s impacting a cause they’re passionate 

about. For others, it’s the paycheck that takes care of their bills. 

While some survey responses from job seekers pointed to much broader 

problems companies need to solve internally through organisational 

development, Hatch’s goal is to help you hire well for your current reality. 

To do so, we believe companies need to be transparent and utilise their 

mission and values to show the impact of work being done at all levels 

of the business.  
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Enabler 3: People & connections

People collectively bring a company culture to life. And because we spend more than 

a third of our lives at work, the people we work with represent an important social 

group. So it’s no surprise that who we do work with was a key enabler for finding fit for 

both employers and job seekers.

Being a team player made the top three for reasons why employers 
found someone to be a great fit for their team. For job seekers,  a 
social, respectful and diverse group of people was the top reason 
they gave for what made a job they’ve had a good fit for them. 

Survey respondents were united by the fact that when they see a 
diverse representation of backgrounds, genders, cultures and ways 
of thinking, they’re comfortable being themselves and 
and their growth, development and sense of belonging accelerates. 

“They’re about 
the people, not 
just getting the 
job done. They 

take the time 
to listen and 

understand their 
team members’ 

perspectives and 
struggles. They 

can recognise 
team members’ 

strengths and are 
able to provide 

positive feedback 
and reinforcement 

when necessary.”
– Employer
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Enabler 4: A skills match

It’s about more than just who you have a conversation with over the watercooler; 

people who are a great fit to a company create a virtuous circle of more great fits 

through connection, teamwork and diversity. 

Transferable skills help individuals ride the wave of digital transformation and flex into 

new roles with ease.

Should you judge someone’s fit for a role based on what’s written 

on paper? Traditional, self-reported methods (CVs, psychometric 

assessments, detailed applications) provide an insight into people’s 

perceptions of themselves. But they are also subject to several biases 

that limit their validity and predictive power in the context of fit. 

A surface view of who they are as a person and evaluating their fit 

based on this is the quickest path to an interviewer falling into the 

trap of the “similar-to-me” effect, rather than their actual fit with the 

organisation’s culture.

We believe you need to look beyond CVs, to see a person holistically 

to evaluate if they’re the right fit to your company. This belief is at the 

core of our matching science and delivers the best-fit candidates to a 

shortlist. From there, employers can focus interviews on understanding 

if candidates demonstrate the behaviours - like being a team player - 

aligned to their values. 

There are also two important questions to ask when cultivating your 

culture through your people:

1. What does your culture tolerate?

2. What does your culture promote?

The answer to these two questions should be intrinsically linked with 

your values and be conducive to your employees’ behaviours. 
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Employers said it’s the human capabilities they need, as technical 
tasks are increasingly automated. Emotional intelligence and 
interpersonal communication skills stand out, as their employees’ 
communicative styles need to be as adaptive and diverse as the 
people they’re working with.

“They recognise 
that everyone is 

different and there 
are a multitude 

of different 
perspectives 

but they have 
an ability to be 
understanding, 

inclusive and 
adaptable to all 

situations.”
– Employer
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For job seekers, their strengths are inevitably aligned with their 
passions, and finding work that’s a great fit comes from playing 
to their strengths. When a role doesn’t combine the two, naturally 
it isn’t a good fit. 

A skills mismatch may result from a discrepancy between what the company needs 

and what the individual possesses, poor training or a change in the role’s scope. This 

can make employees feel inadequate and start to question their abilities. Their poor 

fit for the position is felt through disengagement and negative behaviours at work.

Does a skills match create a good role fit, or culture fit? We believe there 

are multiple components to culture fit, so the distinction matters less. 

For many people, how well they can do the job is related to how much 

they like it. And we now live in a world where we ask for more than just a 

job we’re good at. Many companies share similar functions, for instance, 

Design or Marketing. They might be a great designer or marketer 

regardless of what company they work at. Still, the role environment, 

i.e. a small company vs an enterprise, may impact their enjoyment of 

putting their skills and strengths to use. 

From the employers’ responses, we can see that transferable skills make 

someone a great fit for their role. But on the contrary, direct experience, 

over transferable skills, is generally perceived as more desirable in the 

hiring process. We believe teams are frequently hiring the wrong person 

due to solving for (i) CVs, (ii) grades, and (iii) unstructured interviews. 

These are all poor predictors of performance in a given environment. 

Today, the half-life of a professional skill is only 5 years, compared to 

30 years in the early 1980s, making CVs less relevant. We believe a 

whole-of-human understanding of someone’s skills, strengths, styles, 

and motivators will predict their fit in a rapidly evolving world. These 

traits help us understand someone’s capacity to learn and perform in 

a given environment.   
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“The 

requirements of 
the role didn’t

match my 
strengths 

which made 
me frustrated 
and stressed 

due to the 
misalignment.”

– Job seeker
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We believe in innovation through iteration. There’s an opportunity to rethink the design 

of the candidate application experience to better predict fit between a person and a 

role. We want to remove friction from the process for both employers and job seekers, 

so they don’t have to do much to find a meaningful match. 

To start, we’ll surface more information around culture fit by having employers and 

job seekers select their top five values from a list of 15 statements. This will enable 

both parties to discover where their interests align and where they differ. It won’t rule 

candidates out from making a Hatch shortlist but will provide transparency and more 

information upfront to discover a mutual culture fit. 

Over time, we’ll continue to iterate and introduce more progressive means that 

enable us to continually match individuals to roles and companies where they’re 

a great fit, better than any other approach used globally. If you’re interested in 

working and collaborating with us on our work around culture fit, drop us a line 

at matching@hatch.team

Where to from here

1. Define the values and behaviours important to your 
company’s vision, how you operate and make decisions. 

2. Test for them in a structured interview through 
behavioural-based questions.

3. At a minimum, have two people involved in independently 
assessing and comparing findings to make an objective decision. 

4. No matter how good your hiring process is, it won’t be perfect. 
If you do hire someone who isn’t the right fit, be ruthless in removing 
them quickly to mitigate negative impacts on your culture.

Your Culture Fit Checklist
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Hatch is an Australian startup founded in 2017 by Adam Jacobs (Co-Founder THE ICONIC) 
and Chaz Heitner (Co-Founder Zip Co.)

Our mission is for all people to find meaning in work. 

Hatch is an employment marketplace that better connects teams with people starting out in their 
careers. This enables young people to discover meaningful work opportunities aligned 
to their strengths and interests. 

Hatch’s talent matching platform identifies candidates with the right skills and motivations 
through scientific matching to predict fit and remove bias from the hiring process. 

To find out more, click here.

About Hatch

https://www.hatch.team

