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Preface 

 

 

This dissertation is the product of a research on the concept of and a theory on public 

service motivation, the motivation of individuals to contribute to society, disregarding any 

personal interest. As I will state later in the conclusion, this project marks as much the end as 

it marks the beginning of a new research project. However, as this venue is better suited to 

consider what has happened in the past rather than what is going to happen in the upcoming 

years, it grants me the perfect opportunity to review about what lies behind.  

This research project somehow naturally evolved from my first research project at the 

Public Management Institute, which concerned the attractiveness of government as a 

prospective employer. When analyzing the results of this latter project, we were confronted 

with the influence of the opportunity to be involved in policy making on the attractiveness of 

government employment. In trying to explain these findings, I more or less stumbled upon the 

works of Jim Perry on public service motivation and his writings instantly appealed to me. 

When returning from the presentation of the results of this latter project in Brussels, my 

supervisor, prof. Annie Hondeghem, asked me whether I would be interested in following up 

these results in a doctoral research. Between this moment and the actual start of the research 

project, a substantial period went by. This ‘gap’ enabled me to further refine my research 

skills in other projects and meanwhile work ‘conceptually’, both on the concepts and the 

study design, without having to deliver immediate results. The result of such a period of 

reflection was that when the project actually started, I had a head start which enabled me to 

cover for some of the mistakes I would make later on, without jeopardizing the project itself. 

Throughout the course of this research it became clear that this dissertation would 

have an enormous personal impact. Doing the research enabled me to grow as a researcher, 
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finding my own path, with the help of others, and developing my own opinions about science 

and scientific work. I could fill another volume with the things I have learned beside the 

knowledge I acquired on public service motivation, both as a researcher and as a person.  

Next to this personal impact, however, the dissertation touches also upon important 

scientific and social issues. First, on the scientific front, it tries to contribute to the theory and 

the empirical research on public service motivation, an area which had, and still has, 

substantial ‘uncharted territory’. After all, a concept which has been first formally described 

in 1990 is in scientific terms only scarcely out of the egg. I consider my research to be part of 

a second ‘wave’ of public service motivation research, which only started after the initial 

work by Perry and Rainey and the follow up first ‘wave’ at the turn of the century. 

Fortunately, the concept has a much longer tradition, which even dates back to ancient Greece 

and China, enabling us to draw upon a much longer experience when trying to understand its 

dynamics. Second, the issue may have an important impact on society. In a world where 

institutions increasingly become dominated by self-interest and market mechanisms, I think it 

is important to show that, although markets in some circumstances can act as efficient co-

ordination mechanisms, other mechanisms remain important in day-to-day reality and not 

everything can be fit within the free market paradigm. Throughout the project, this realization 

became increasingly important. Eight years of doing research in a public sector environment 

left their traces and in my contacts with practitioners and the confrontation with the foreign 

state of affairs, where ‘bureaucrat bashing’ sometimes has become a national sport, I evolved 

from a full time ‘objective’ researcher to a part time researcher and a part time advocate of the 

value of the public sector, public servants and concept of public service motivation.  

It cannot be stressed enough that, although I have (legitimately) put my name on the 

cover as the author, this work is the work of many hands. It is impossible to write a doctoral 
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dissertation on your own, regardless of what some might contend. Many people have 

contributed, in a small or a bigger way, to this research and the resulting dissertation.  

First of all, I would like to thank my supervisor, Prof. Annie Hondeghem for her 

support. She has not only provided me with academic support and feedback of an unsurpassed 

level, but she was at least as committed to every step of the research as I was (perhaps 

sometimes even more), often taking care of the practicalities of research. Her relentless efforts 

to obtain funding for this research also made it possible that I could concentrate myself on the 

project for four years, without having to worry about other things; a luxury which only few 

researchers have. Her commitment also enabled me to get in touch with real experts in the 

field to whom I could ask my questions. But most of all, I owe her gratitude because of the 

positive and encouraging attitude with which she approached me as a researcher. Some who 

know me, would say that I am/was stubborn and precocious. It is her positive attitude as a 

mentor which contributed to my development as a researcher and by consequence to the 

quality of this dissertation.  

I would also like to thank the members of the jury, who, in this project, have rather 

acted as senior colleagues and as mentors than as distant reviewers of my dissertation. Prof. 

Roger Depré, with his years of experience, has been an enormous help in the development of 

the country-studies and it was always a pleasure talking about the topic to someone to whom 

academia comes so naturally. Prof. Trui Steen has actually been a senior colleague for some 

years and therefore it was easy to discuss my academic and less academic concerns with her. 

Prof. Willy Lens, as a psychologist, encouraged me to widen my perspective and to look at 

what was happening outside the sometimes narrow perspective of the faculty (and the 

domain) of Social Sciences. He has taught me valuable lessons about both the methodological 

and the theoretical side of research. Finally, the last member of the jury to whom I am greatly 

indebted is Prof . Jim (or James) Perry. Being one of the true great scholars in the 
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contemporary public administration community, and one of founding fathers of the modern 

public service motivation concept, it has been a privilege to have worked with him. During his 

time as a visiting fellow at the Public Management Institute, he showed me the ins and outs of 

public administration research and he has taught me that, before everything else, I had to be 

my own worst critic. He also introduced me to the international side of public administration 

by rallying numerous people from all over the world for the book, for the special issue in the 

International Public Management Journal and for other occasions. His efforts in this domain 

caused me to develop a more international outlook on what I was doing and to get out and 

meet other researchers myself.  

A special thanks goes out to Sarah Scheepers, who assisted me in the analysis of the 

German case and the focus groups. She camouflaged one of my major weaknesses, lack of 

language skills, and she provided indispensable support as a sounding board when developing 

my qualitative research skills.  

Next to these people, my gratitude goes out to a number of scholars within the 

European Group of Public Administration (EGPA) Study Group on Personnel Policies, who 

reviewed my work, parts of it or as a whole, and provided me with useful comments and feed 

back. They embraced public service motivation as one of the Study Group’s core concepts. 

Professors Peter Leisink and Bram Steijn followed my every step, have given me interesting 

feed back and they even provided me with a scene to develop my teaching skills on the 

subject. Prof. Sylvia Horton is another person who has hugely impacted upon this dissertation, 

by being both an outstanding academic to work with, as well as an encouraging and warm 

person to have around. As a co-chair of the EGPA Study Group, she was also partly 

responsible for the incessant attention for public service motivation within the Study Group. 

Her network was also an important element in the creation of the first ever special issue on the 

topic in Public Policy and Administration, which she co-edited with Annie Hondeghem. Also 
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the other members of the Study Group, who provided useful comments on the papers which 

are the basis of this dissertation, should be thanked.  

Prof. Jennifer Waterhouse, chair of HRM-group of the International Research Society 

for Public Management (IRSPM), who gave me for three consecutive years the opportunity to 

present my work to an erudite audience where people like Prof. Gene Brewer and Prof. 

Edward Kellough were so kind to give me feedback on my research, also deserves my warm-

hearted appreciation. Furthermore, numerous reviewers have reviewed parts of this 

dissertation. Instead of thanking them here, their names are mentions in a footnote at the 

beginning of each chapter.  

Apart from the academic support, many people supported me in other ways. The help 

of practitioners is indispensable in this kind of research. Therefore, I owe many thanks to civil 

servants as Roger Meert, Christian Meganck, Luc Lathouwers, John Keirsbulck, Koen Van 

Heule, Marijke Cool and Marc Morris, who assisted me in the data collection at various stages 

of the research, and probably possess high levels of public service motivation themselves. The 

same goes for the chief executive officers of the Flemish state government organizations who 

supported the survey. But I am also thankful to the thousands nameless civil servants who 

filled out the questionnaires, to those who were part of the focus groups or to civil servants 

who have helped me in any other way.   

As indispensable as those who provide the data, are those who provide the funding and 

the research environment. Without the support of the ‘Fonds voor Wetenschappelijk 

Onderzoek’ (FWO) and the Flemish government (by means of the Policy Research Centre 

funding of the ‘Steunpunt Bestuurlijke Organisatie Vlaanderen’), this research would have 

been impossible. An important mediator in this respect is undoubtedly Prof. Geert Bouckaert, 

director of the Public Management Institute. Without him, this institute would not have 

obtained its current status, which enabled us to compete in the aforementioned competitive 
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granting process, nor would it be one of the best places to do public administration research in 

Belgium and its neighbouring countries. This latter organizational characteristic is also 

attributable to the colleagues at the Public Management Institute, who have always provided 

an excellent and supportive climate. I would in particular like to thank Bart De Peuter, who 

has been the perfect colleague, Jeroen Maesschalck and Sara Demuzere, one for being a 

sounding board whenever needed, Bruno Broucker and Steve Troupin, for making a last 

minute French summary, and the people at the secretariat, Anneke Heylen, Inge Vermeulen, 

Annelies Vanparijs and Anita Van Gils, for their willingness to perform beyond what could be 

reasonably be expected.  

However, without the support of my friends and family, I probably would not have 

finished this dissertation. At times, writing a dissertation is an emotional rollercoaster and 

without their support, taking my mind of things or enduring my schedules which made any 

stable social relationship virtually impossible, this dissertation would have remained 

unfinished. In particular, I would like to thank my parents, for supporting me in my 

endeavours, for gently pushing me towards university as a career path and for socializing me 

into institutional values which I continue to study today. However, my gratitude goes out 

most to Ellen, who probably had to endure most of the negative aspect of a doctoral research, 

without having any of the benefits. From being alone when I was working late or when I was 

attending a conference, over having to do the major part of the planning for our wedding, to 

tolerating and digesting the strange realities of an academic partner; non of these are things to 

be taken lightly. However, at the same time she has also been a caring and inspiring partner, 

who put me back on my feet when it was necessary or with whom I could celebrate my 

moments of joy.  

I think this account proves my point that dissertations cannot possibly be a single-

person enterprise. Therefore, for the sake of all their work and efforts, I hope this dissertation 
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may contribute to our knowledge and understanding of public service motivation and 

ultimately to a better governance, because that was what it was initially meant to do.  
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Chapter 1 

 

Introduction to the concept of public service motivation 

 

 

This dissertation concerns the motivation of public servants, a topic which has been 

named as one of the ‘big questions’ in public management research (Behn 1995). In 

particular, this doctoral study would like to further investigate public service motivation, or 

the motivation (of civil servants) to contribute to the public interest in a disinterested way. 

The topic is one which has been undervalued in public administration and public management 

research, especially since the rise of New Public Management, but at the same time has been 

termed a ‘big question’ and is probably one of the major distinctive features of public 

employment. Therefore, this dissertation will study public service motivation thoroughly and 

from an interdisciplinary perspective, using various resources and methodologies.  

This first chapter will introduce the concept of public service motivation and give an 

overview of the present research. First a more detailed definition of the research problem will 

be provided by looking at the present situation as well as previous research. Second, a short 

literature review will give an account of the present theoretical knowledge in addition to the 

strengths and weaknesses of this literature. Based upon this analysis, a starting point for the 

dissertation will be created by the formulation of a set of research questions. Finally, an 

overview of the research plan will address questions discussed.  

 

1.1. Formulation of the problem 

Although Perry and Porter commented in 1982 that research on the topic of motivation 

was mainly focused in the private sector, the approach itself was more or less balanced. 
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Researchers had multiple perspectives on motivation, because any sound theory of human 

motivation needed to incorporate multiple motives (Knoke and Wright-Isak 1982). This 

balanced approach was also the case for research on the motivation of public servants; people 

who wanted to work for the government could have multiple reasons to do so (Kilpatrick et al 

1964). In keeping with this tradition, Downs (1967) distinguished several motives, such as 

‘serving the public interest’, which were characteristic for public service employment. In 

Belgium, Depré et al (1995) found a civil service-specific motive that exists with civil 

servants at the Federal Ministry of Finance, together with a number of other, more general, 

motivations (Vandenabeele et al 2005).  

However, the rise of New Public Management disrupted this balanced approach and 

when this project began (in 2004) the practice of public administration and public 

management was largely dominated by New Public Management, and in particular, reform-

initiatives. The transfer of private sector management techniques to the public sector, a 

characteristic for New Public Management (Pollitt and Bouckaert 2004), together with the 

analysis of the government by political economists (Ostrom 1974) caused a breakthrough, and 

even dominance, of rational choice theory in public administration and public management 

(Dunleavy and Hood 1994; Gruening 2001; Mae Kelly 1998).  

This dominance of rational choice has replaced the balanced outlook on motivation 

with a much narrower conceptual perspective. With self-interest being the primary 

motivational force within rational choice theories, this idea will spill over into the issue of 

motivation of civil servants in a public administration environment. Consequently, observers 

will interpret motivation in such a context in terms of bureau-shaping or budget-maximizing 

(Dunleavy 1992), rather than in terms of disinterested or altruistic motivation, which are more 

affiliated with the idea of public service motivation. 
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Behavior that is specific to the public sector such as furthering the public interest or 

equal treatment of citizens, as well as behavior that can be found in a more general 

environment such as self-sacrifice or altruism, does not fit into this rational choice paradigm. 

This type of behavior cannot be explained by rational choice concepts, or as Kuttner says ‘the 

logic of  service and the logic of profit are largely at odds (1989 : 24)’. Nevertheless, this kind 

of behavior is often the core of the study of public administration, to both practitioners 

(Pattakos 2004) and scholars (Behn 1995) alike.  

Moreover, the available research shows that behavior within the civil service is not 

only determined by self-interest (Neuse 1978). On the contrary, selecting government as an 

employer of choice (Lewis and Frank 2002; Vandenabeele et al 2004; Vandenabeele in press) 

or demonstrating ethical behavior (Fredrickson and Hart 1985) cannot be sufficiently 

explained by the rational choice paradigm; other elements have to be taken into account. Also, 

as argued persuasively by Di Iulio (1994) :   

 

… what is captured by the rational choice approach to bureaucracy is much 

less interesting and important than what is missed. In particular, rational choice 

theories cum principal-agent models help to explain why bureaucrats shirk, 

subvert, and steal on the job. But they have little to say in the presence of 

bureaucrats who strive (work hard and go "by the book"), support (put public 

and organizational goals ahead of private goals), and sacrifice (go "above and 

beyond the call of duty") on the job. In effect, they explain why bureaucrats 

maximize budgets but not why they protect the public's money as if it were 

their own; they explain why bureaucrats fight for turf but not why they 

cooperate willingly with co-workers; they explain why some bureaucrats invest 

in learning ways of beating the supervisory system but not why many others 
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routinely expose themselves to grave psychological stresses and physical 

dangers for the sake of doing the job right (p. 281) 

 

This feeling manifested itself through renewed attention for the specificity of motivation in a 

public service environment. However, it must be stressed that public service motivation 

should not be confused with the more general concept of public sector motivation. Some may 

choose to enter the public sector for less altruistic reasons, including job security, working 

conditions, or pay and other benefits (Buelens and Van Den Broeck 2007; Vandenabeele et al 

2004). This amalgam of various factors that motivate public sector employees is commonly 

referred to as public sector motivation, distinguishing it from public service motivation.  

 

1.2. Historical evolution of research on public service motivation and related concepts.  

 The idea that public servants should care about the public interest is not a new one. 

Most societies, although often placing different foci, have promulgated this idea as desirable 

(Horton, in press). The works by Aristotle and Plato laid out the path for modern political 

thought and the nature of political society (Raadschelders 2003) and are important in the 

development of some common (Western) concept of being motivated by the public interest 

(O’Toole 2006). Horton (in press) traces such an ethos back to different types of societies in 

the Western world, for example the public service ethos in British discourse (Prattchet and 

Wingfield 1996; Vandenabeele and Horton, in press) or ‘l’éthique du bien commun’ in 

Canada (Chanlat 2003).  

However, it was only when Rainey (1982) and in particular Perry and Wise (1990) 

defined this idea more formally, that public service motivation research was approached in a 

more systematic fashion. Nevertheless, integration of the existing research was still difficult. 

On the one hand, given the exploratory, country-specific and sometimes anecdotal way in 
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which research was done; uniformity in both terminology and content of the concept could 

not be achieved. On the other hand, as public service motivation was a concept ‘under 

development’, various definitions and measurement were used by those who employed a 

common discourse (Perry and Wise 1990; Perry 1996; Houston 2000; Rainey 1997; Rainey 

and Steinbauer 1999; Brewer and Selden 1998; Brewer et al 2000).  

Although research on public service motivation has finally reached a critical mass and 

a momentum which lives up to its status of being a ‘big question’ (Perry and Hondeghem, in 

press), much of the research is oriented towards public service motivation as an independent 

variable. Public service motivation has been linked to various outcome variables within or 

outside the public sector, such as performance (Naff and Crum 1999;Lewis and Alonso 2001; 

Bright 2007), sectoral preference (Lewis and Frank 2002; Vandenabeele in press), decreased 

turnover and increased job satisfaction (Naff and Crum 1999), incentive preferences (Rainey 

1982; Houston 2000), whistle-blowing (Brewer and Selden 1998) and social capital (Brewer 

2003; Houston 2006). Only a few studies have addressed public service motivation as a 

dependent variable, trying to explain the origins of the concept (especially before the start of 

this project in 2004). On the one hand, some theoretically oriented studies have tried to 

incorporate public service motivation in a more general framework. Perry (2000) initiated the 

search for an institutionally inspired theory of motivation, while Wright (2001) was more 

focused on the psychological mechanisms behind public service motivation. On the other 

hand, some studies have explicitly explored or tested the antecedents of public service 

motivation (Pandey and Stazyk, in press), in particular with regard to demographic 

antecedents (Bright 2005; Camilleri 2007; DeHart-Davis et al 2006) as well as a more 

institutional approach (Perry 1997; Moynihan and Pandey 2007). However, to this date, much 

work still remains to be done.  
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1.3. Research questions and research plan 

The research questions upon which this dissertation is grounded, are derived from two 

observations : the current empirical focus of research on public service motivation and lack of 

a theoretical explanation. These arguments are strengthened by previous research outcomes 

which find the replication of the measurement scale as conceived by Perry (1996) problematic 

in a non-American environment (Vandenabeele and Hondeghem 2004; Vandenabeele in 

press). Therefore, one can raise three general research questions:  

 

R I What are the dimensions of public service motivation in a European (Flemish) 

environment?  

R II Which elements can offer an explanation of public service motivation?  

R III What is the effect of public service motivation on the behavior of employees?  

 

These questions will be addressed by the research presented in this dissertation and 

they will guide this research through its consecutive steps.  

In chapter 2 an encompassing theoretical framework concerning public service 

motivation is developed. Based upon the existing research, as well as on theoretical insights 

from other domains such as political science, sociology, psychology and organizational 

behavior, an interdisciplinary framework is developed which should explain both the origins 

and the consequences of public service motivation in a public administration environment. To 

avoid vagueness and to retain a certain level of tangibility, building on this framework, some 

general hypotheses will be formulated. This will ensure testability (and therefore empirical 

use) of the theory.  

A second step will address the development of a more European-oriented 

measurement scale of public service motivation. First (chapter 3), the possible dimensions of 
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such an instrument are explored by means of a comparative literature study on the motivation 

effect of value-laden elements in the civil service of four European countries. Second (chapter 

4), the dimensions found will be further empirically explored in a focus group research with 

Flemish civil servants. This research can provide a first indication to what extent the 

dimensions found in chapter 3 are suitable within a Flemish context. Finally, these dimensions 

are quantitatively tested. Chapter 5 addresses the development and testing of an empirical 

measurement scale which is more suited to the institutional context of the Flemish 

government. A survey of Flemish civil servants will provide the data upon which the analysis 

in this chapter is built.  

The third, and final, step of this research concerns the statistical testing of the general 

hypotheses formulated in chapter 2. To this end, survey-data collected in the before-

mentioned survey will be used. Chapter 6 tries to answer the question whether government as 

an institutional actor has an influence in fostering public service motivation with its 

organizational members. Chapter 7 is devoted to the consequences of public service 

motivation on the individual behavior of civil servants within the Flemish government. In 

particular, the relationship between public service motivation and individual job performance 

will be investigated.  

 These consecutive steps should be sufficient to provide an answer to the research 

questions stated above. The focus in each of the research question will be on public 

administration. Nevertheless, this should not detract from causes and consequences of public 

service motivation outside the field of public administration (Brewer 2003; Perry 1997; Steen 

in press). 
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1.4. Conclusion 

This first chapter has introduced public service motivation as the topic of this dissertation and 

has given an overview of the research questions and the research plan. The chapter began with 

demonstrating the relevance of the topic and shortly reviewing the current literature and its 

evolution. The research assessment reveals a void in current literature on public service 

motivation, a lack of an empirically tested encompassing theory, as well as a lack of regional 

sensitivity of current research instruments, formed the basis of a three-fold research question. 

Based upon these research questions, a research plan consisting of three consecutive phases 

has been developed. These research steps will use various method and resources. The current 

body of literature, focus group data and survey data, as well as various qualitative and 

quantitative methods are combined to answer the research questions, increasing the validity of 

the findings. However, due to time and money constraints, this research and its findings will 

be biased towards public administration. Consequently, these findings should be interpreted 

with care in other contexts, without neglecting other potential causes and consequences of 

public service motivation.  
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Chapter 2  

 

Towards a public administration theory of public service 

motivation : an institutional approach
1
 

 

The rise of New Public Management has had an important impact on how motivation 

is perceived within public management and public administration. The large-scale borrowing 

of private sector management techniques, together with the analysis of government in terms 

of political economy (Ostrom 1974), has led to a breakthrough of rational choice theory in 

this field of study (Dunleavy and Hood 1994; Gruening 2001; Mae Kelly 1998).  

However, the explanatory power of these theories when analyzing specific ‘public’ or 

government-related behavior such as self-sacrifice, realizing the public interest and altruism 

remains limited. In trying to explain such actions, the concept of public service motivation has 

been developed as a counterweight to the self-interested motivation found in rational choice 

theories (Rainey 1982; Perry and Wise 1990; Perry 1996). However, most of the research is 

concerned with identifying possible consequences of the presence (or the lack) of public 

service motivation, with only a few notable exceptions also addressing the question of for its 

origins (see chapter 1, this volume).  

This chapter would like to take the research on public service motivation to a next 

level. The aim, starting from the previously stated research questions, is to develop a 

framework which provides a perspective on both the causes and the consequences of public 

service motivation, together with a set of testable hypotheses which will be put to the test in 

the later chapters of this dissertation.  

                                                 
1
 This chapter is based upon :  

Vandenabeele, W. 2007. Towards a theory of public service motivation : an institutional approach. Public 

Management Review. 9 (4) : 545-556 
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2.1. The definition of public service motivation  

Despite the fact that public service motivated behavior is generally acknowledged in 

the field of public administration, its definition is no common ground. Perry defines it as ‘an 

individual predisposition to respond to motives grounded primarily or uniquely in public 

institutions’ (Perry and Wise 1990 : 368). Although some authors have adopted his definition, 

others have developed their own (Brewer and Selden 1998; Rainey and Steinbauer 1999), and 

some non-American authors do not use the term at all when studying public service motivated 

behavior (Chanlat 2003; Pratchett and Wingfield 1996). It is also evident that the content of 

such concepts differs according to nation and region (Norris 2003; Hondeghem and 

Vandenabeele 2005; Vandenabeele, Scheepers and Hondeghem 2006; Chapter 3 this volume). 

Our own research also showed that Perry’s measurement model of public service motivation 

could not be replicated satisfactorily in a Belgian environment and some of the dimensions 

found by Perry could not be reconstructed at all (Vandenabeele and Hondeghem 2004). These 

differences in both terminology and content complicate research on public service motivation, 

especially hampering macro-level comparative studies.  

To overcome these problems in applying public service motivation, an overarching 

definition of public service motivation has to be constructed. The definition should not only 

cover public service motivation in the narrow sense, but also other types of value-laden 

behavioral determinants such as ethics and roles. It should address matters beyond self-

interest or organizational interest, it should refer to a political entity such as nations or states 

(Rainey and Steinbauer 1999) and like some other motivational concepts, it should be 

interactive in nature (Heckhausen 1991).  

Integrating these elements into a definition, public service motivation can be described 

as ‘the belief, values and attitudes that go beyond self-interest and organizational interest, that 
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concern the interest of a larger political entity and that motivate individuals to act accordingly 

whenever appropriate’.  

 

2.2. Directions for a theory on public service motivation : an institutional approach 

As stated before, dominant rational choice theories offer little to no explanation for 

public service motivation of civil servants. However, Perry (1997) found different types of 

socialization, such as parental, political, religious, professional or educational socialization to 

be antecedent of public service motivation or of some of its constituting dimensions. 

Therefore, institutional theory could provide some answers, as these types of socialization are 

stable social phenomena which transcend the individual level, very much resembling 

institutions.  

Guy Peters (2000 : 18) defines an institution as ‘ a formal or informal, structural, 

societal or political phenomenon that transcends the individual level, that is based on more or 

less common values, has a certain degree of stability and influences behavior’. Institutions not 

only offer and constrain behavioral alternatives, but they also, up to a certain extent, model 

individual preferences (March and Olsen 1995). This means that institutions directly and 

indirectly determine the motives guiding individual behavior. Next to this, Perry (2000) 

advocated a more institutional approach in researching public service motivation and 

Moynihan and Pandey (2007) have found an empirical impact of the organizational institution 

on public service motivation. The regional differences found in public service values referred 

to above only strengthen this plea for an institutional approach of public service motivation 

research.  

There is a variety in institutional-inspired theories within the social sciences. Peters 

(2000) finds in his account of institutionalist theories within political sciences no less than 

seven different versions, while  Hall and Taylor (1996) find three versions in their review. 
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Nevertheless, as Scott (2001) argues, these theories have similar basic assumptions, but they 

have different perspectives on both the institutional basis and the level of analysis. The use of 

a broad definition, such as Peters’ above, enables us to look to these various theories for 

further insights.  

Another topic that needs to be addressed is the use of the term ‘institutionalism’ versus 

the term ‘new institutionalism’. Several recent authors prefer the use of the more modern 

‘new institutionalism’ over the more classical term when describing the theories they apply or 

develop. However, the arrival of the new institutionalism was not the beginning of a new 

paradigm. Instead, it was more a shift in focus (Selznick 1996; Gidddens 1984; March and 

Olsen 1989), as the differences between old and new institutionalism are no greater than the 

differences between the various theories within the old or the new institutionalism are. 

Therefore, in this dissertation, the term ‘institutionalism’ will be used.  

 

2.3. Core concepts of an institutional approach 

According to March and Olsen (1989), much of the individual behavior is done in a 

way people are ‘supposed’ to act. They attribute this to ‘the routines, procedures, conventions, 

organizational forms and technologies (22)’ around which actions are constructed. But these 

actions also refer to ‘beliefs, paradigms, codes, cultures and knowledge (22)’. This is what 

March and Olsen describe as the logic of appropriateness. It not only refers to the 

institutionalization of rules, but also to the institutionalization of identities and beliefs. As 

such, it is opposed to the more self-interested perspective based on rational anticipation and 

calculation of the consequences of an action, which March and Olsen describe as a logic of 

consequence.  

By means of socialization, willing or unwilling, institutions and their founding values 

are maintained and internalized among their members or participants. For a detailed 
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description of the process of institutionalization, Scott (2001) refers to The social construction 

of reality by Berger and Luckmann (1967). The most important element of Berger and 

Luckmann’s theory is that socialization takes place through identification with significant 

others, eventually acquiring a new social identity as a member of the institution. How this 

socialization into institutional arrangements exactly takes place is not described in their 

analysis. Other authors (see Van Maanen 1976) have tried to develop an account of 

socialization practices, but as this overview is limited and mostly descriptive, it offers no 

basis for further developing our theory. 

In terms of our public service motivation theory, we can consider public service 

motivated behavior to be according a logic of appropriateness. Therefore, it is rooted in 

various institutions, as shown by Perry (1997) and public service motivation can be 

considered as an individual instantiation of these institutions.  

However, institutional theory itself offers little explanation of how these processes 

influence individual behavior. In general, institutionalism finds it very hard to move between 

the individual level and the institutional level (transcending the individual). This vagueness 

necessitates us to supplement the theory with a more individual level oriented theory to 

encompass the entire scope of public service motivation.  

 

2.4. Supplementing institutionalism : the concept of identity 

Although institutionalism offers little detailed insights in how institutions move from 

the institutional level to the individual level (and back), it provides some very interesting 

clues about how these processes might occur. Key to this is the concept of identity (Scott 

2001; March and Olsen 1989 & 1995).  

Stryker (1980) considers identity to be the constituting element of the ‘self’. 

Sociology, psychology and other fields within the social sciences know many interpretations 
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of the self and the different identities related to it (Leary and Tangney 2005; Hatch and 

Schultz 2004). In general, three different types of identities are distinguished. One speaks of a 

role-identity (seeing oneself as a holding a role), a social identity (seeing oneself as a member 

of a group) or a personal identity (seeing oneself as distinct from others), depending on the 

academic background of the discourse (Stets and Burke 2005). According to Albert and 

Whetten (1985), an identity is based upon normative and cultural-cognitive elements around 

which meanings are constructed, whereas according to Stryker (1980), identity refers to an 

internalized position within an institution. These references all define identity in terms of 

institutional elements, while retaining an individual focus. Therefore the concept of identity is 

a key element in supplementing our institutional theory with an individual level perspective, 

as it is the nexus between the two levels.  

 

2.5. Motivational psychology as a completion of institutional theory : self determination 

theory 

However, even by identifying the connection between institutions and individuals, still 

little can be said about the actual individual level processes within institutions. In order to 

understand these processes, a further completion of institutional theory by motivational theory 

is needed.  

One such theory within the field of motivational psychology is ‘Self Determination 

Theory’ (SDT), developed by Deci and Ryan (2004). SDT is an encompassing theory of 

motivation, with sufficient openings to take the institutional elements into account. Opposed 

to other theories like goal-setting theory (Locke and Latham 1990) or expectancy-valence 

theory (Vroom 1964), which are more frequently found in work and job related motivational 

research (although Gagné and Deci (2005) have recently transposed SDT to an organizational 

context), SDT offers a more elaborated framework of both the origins and the consequence of 
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this type of motivation. The former theories mainly focus on the outcome side of motivation, 

whereas SDT focuses on both the outcomes and the origins, thus making this latter more apt 

to incorporate in an institutional theory. Although SDT is composed of four sub-theories 

(Deci and Ryan 2004), each with its own emphasis, we will only focus on the elements which 

are useful to explicitly relate behavior and motivation to an institutional identity.  

Compared to earlier motivational researchers (e.g. Herzberg et al. 1957), this approach 

leads to a slightly different view on the concepts of intrinsic and extrinsic motivation. Intrinsic 

motivation is experienced in behavior when ‘people engage in the activity for its own sake, 

that is, because they experience the activity as inherently enjoyable and satisfying’ (Ryan and 

Deci 2000 : 56). Next to intrinsic motivation, another type of motivation is extrinsic 

motivation, which involves doing an activity in order to attain an outcome that is separable 

from the activity itself (Ryan and Deci 2000).  

Contrary to other researchers, Ryan and Deci (2004) discern no less than four types of 

extrinsic motivation, leaving the traditional dichotomy of intrinsic versus extrinsic motivation. 

These four types of extrinsic motivation range from external regulation on the one end, over 

introjection and identification to integration on the other end. External regulation is the type 

of motivation people have whenever they engage in an activity to obtain a reward or to avoid 

a negative sanction or punishment. In this case, the motivation is not at all internalized and if 

the sanction is removed, the motivation disappears. In the case of introjected regulation, 

people intra-psychically apply what happens in the case of external regulation. In this case, 

the motivation is still not internalized, as it is no part of the self. Instead, only the 

contingencies associated with this kind of behavior are internalized. In the case of identified 

regulation, people identify with the value of an activity. This value has become an element of 

the self, or of a constituting identity, and therefore it is considered to be internalized. In this 

case people engage in an activity because they feel personally committed to do so, 
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disregarding possible external pressures. The final and most internalized variant of extrinsic 

motivation is integrated regulation. In this case, people have not only identified themselves 

with a value, but this value is congruent to the other values (and identities) they have 

internalized.  

Deci and Ryan (2004) distinguish themselves from other motivational theorists by 

analyzing motivation in terms of a continuum, rather than thinking in terms of a dichotomy 

(e.g. Bandura 1997). On this continuum, motivation is graded from non-autonomous or 

controlled motivation on the one end to autonomous motivation on the other end. The first 

two types of extrinsic motivation, external regulation and introjection, are considered to be 

controlled types of motivation. Here, the individual has not fully grasped the significance of 

the action and the locus of causality is external to the self (Vansteenkiste 2005). The third and 

fourth type of extrinsic motivation, identification and integration, are considered to be 

autonomous types of motivation (similarly to intrinsic motivation). Here, there is a sense of 

volition because individuals have fully internalized the value and they are personally 

committed to it.  

 

 

Figure 1 : Continuum of internalization (Deci and Ryan 2004) 

 



Toward a public administration theory of public service motivation 

39 

In their theory, Deci and Ryan mainly focus on motivation for individual behavior. 

However, they are also interested in behavior that is associated with different types of 

identity. Ryan and Deci (2005) claim that individuals acquire their identities throughout 

history, by means of interactions with other individuals or institutions. On the one hand, 

identities are acquired because one is naturally interested in the activities these identities bring 

about. Ryan and Deci consider the behavior linked with these identities to be intrinsically 

motivated (intrinsic regulation). On the other hand, one acquires also identities for reasons 

other than this natural inclination. The behavior associated with these identities is thought to 

be extrinsic motivation (extrinsic regulation). The extrinsic regulation can be subdivided into 

categories, based on the above described continuum. They thus distinguish four types of 

identity regulation corresponding to the types of extrinsic motivation.  

Next to this continuum of internalization, SDT also describes the process of 

internalization. A core element of the theory is that individuals have three basic psychological 

needs (Ryan and Deci 2004). These basic needs are the need for autonomy, the need for 

relatedness and the need for competence. They are assumed to be present within each 

individual and they are considered to be the base for individuals’ growth oriented movement 

and the process of internalization. According to SDT, internalization is positively correlated 

with the perceptions of autonomy, relatedness and competence (Vallerand and Ratelle 2004). 

In the same way, these needs are functional in developing identities and the corresponding 

types of regulation (Ryan and Deci 2005). 

SDT is a valuable asset in the development of an institutional theory on public service 

motivation. It clarifies the relationship between the individual level and the institutional level 

by relating the concept of identity to the institutional make-up through the environmental 

responsiveness to individual basic psychological needs. Based on SDT, one can presume that 

public service motivation originates from within an institution which has institutionalized 
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certain public service values. These values are internalized into a public service identity 

because certain basic psychological needs are satisfied within this institution. Public service 

motivation can be readily interpreted as such a public service identity, especially when one 

considers the Perry measurement scale (1996), which consists of a set of individual attitudes 

towards the various dimensions of his public service motivation concept.  

 

2.6. Motivational psychology as a completion of institutional theory : person-organization fit 

theory 

Regardless of the many answers SDT provides in developing a supplemented institutional 

framework for analyzing public service motivation, some questions remain. The biggest 

question remaining is the type of effect motivation has on behavior. Although recent research 

considers context, most SDT research assumes a direct and linear relationship between the 

degree of internalization and the effect it has on behavior (Vansteenkiste 2005). This stance 

neglects to elaborate some of the interactive elements of motivation. Interaction with the 

environment is in SDT only considered with regard to the need-supportive characteristics of 

the environment (Gagne and Deci 2005). Therefore, congruence of values between the 

individual and its institution will not result into a higher motivation, according to SDT. In 

fact, SDT explicitly states that when pursuing extrinsic goals, regardless of any congruence 

between the organization and the individual, is detrimental for an individual’s job outcomes 

(Vansteenkiste et al 2007). 

However, other motivational theorists state that motivation is an interactive variable 

(e.g. Heckhausen 1991) and that this should be considered on a various dimensions. 

Regarding the matter of public service motivation, person-organization fit theory is probably 

the most promising variant. The theory assumes motivation for organizational behavior 

reaches a higher level if there is a fit between the person and the organization (Kristof 1996; 
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Lievens et al. 2001). Often, this fit is based on congruence between a person’s own values and 

the organizational values. Consequently, without the interaction between individual and 

organization, no motivation and therefore no behavior can occur. This is an element which is 

not considered in SDT and therefore, person-organization fit theory will be added to the 

framework.  

In the development of our theoretical framework, this leads to the proposition that 

individuals only perform certain behaviors if the institution in which they operate, allows for 

the behaviors to be performed. In terms of public service motivation, this means that civil 

servants will only demonstrate public service behavior to the extent that their organization 

embraces public service values as a principle.  

 

2.7. Conclusion : toward an institutional theory of public service motivation 

Based upon the institutional framework and its completions, a more operational theory 

of public service motivation is now available.  

 

 

Figure 2.2 : Schematic overview of an institutional theory of public service motivation  
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The theory assumes the existence of different institutions in which individuals operate. 

These institutions are embedded within the environment and have two essential components. 

First, they embrace, up to a certain extent, public service values which are the basis for public 

service motivation (see chapter 3 this volume). Second, institutions respond to the basic 

psychological needs located within each individual. These are key to the institutional 

socialization process or internalization. To the degree that these institutions’ responsiveness is 

better, the public service values will be better internalized within the individual’s public 

service identity. Consequently, the regulation of this identity will be controlled (external 

regulation or introjection) or autonomous (identification or integration). This lead to our first 

hypothesis H I :  

 

H I : To the degree that institutions respond to the individual psychological needs of 

relatedness, competence and autonomy, institutionalized public service values will be 

internalized stronger in the individual identity.  

 

According to SDT theory, such an identity has a direct impact on public service 

motivated behavior such as attraction to government employment, a decreased turnover, an 

increased performance, increased job satisfaction and ethical behavior e.g. whistle blowing. 

To the degree that it is more autonomous, the behavior will be more consistent and more 

positive. However, according to person-organization fit theories, such behavior will only 

occur when the institution in which the individual operates will allows this performance. This 

leads to two, partly opposed, hypotheses H IIA and H IIB :  

 



Toward a public administration theory of public service motivation 

43 

 H IIA : To the degree that a public service identity is more autonomous, it will result 

in a more consistent and intense public service behavior  

 

 H IIB : To the degree that a public service identity is more autonomous, it will result 

in a more consistent and intense public service behavior, given that the institution in which 

the individual operate embraces the public service values 

 

Although these hypothesis might be contradicting, this is not necessary the case. It is 

possible that there will a linear effect as well as an interactive effect. Therefore, both 

hypotheses are incorporated in our framework.  

 

This theory is not only instrumental in this present research, as it may provide an 

answer to research questions R II and R III, but it may also present many avenues for further 

research. First, this is only a theoretical development, so much work remains to be done in 

testing the theoretical propositions, apart from the things that will be done in the later chapters 

of this dissertation. As Perry (1997) found already five institutional contexts that impacted on 

the development of public service motivation, these institutions and their impact on public 

service motivation have to be researched.  

Next to the hypotheses stated previously, this theory provokes new questions. The 

interplay between various institutions when socializing new identities, is unexplored in this 

theory. To explain these interactions, the theory should be further developed. Also on the 

domain of institutional change and evolution, much work remains to be done. Here, historical 

institutionalism can be a possible approach (for an interesting perspective, see Mahoney 2000)  

However, other institutionally inspired theories should also be further developed 

(Perry and Vandenabeele in press), as this theory is only a single endeavor in trying to explain 
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public service motivation. Undoubtedly, there will be biases associated with the theoretical 

framework. Therefore, other middle range theories of public service motivation (Perry and 

Vandenabeele in press), based upon for example goal-setting theory , social learning and 

social-cognitive can bring new insights about or they might challenge propositions made in 

this framework. An interesting example in this respect is for example the work of Wright, 

who applies social-cognitive and goal-setting theory to explain work motivation in the public 

sector (2001 & 2004) and public service motivated behavior (2007) in particular. After all, it 

is only by challenging the things we deem correct that scientific progress can be made.  
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Chapter 3  

 

Public service values as dimensions of public service motivation : 

literature-based case studies 
2,3
 

 

Disinterested behavior is an important characteristic of civil services everywhere. In 

academic public administration, public service motivation and similar concepts have become 

increasingly important in explaining this kind of behavior. In this chapter, the aim is to 

determine the nature of public service motivation by examining the original concept as 

developed by Perry (1996) and compare it to the French, Dutch, the British and the German 

ideas of what public service motivated behavior is. The aim of this chapter is to investigate 

what the possible dimensions of public service motivation are by looking at the institutional 

values of public service associated with the institutions of government and public service 

delivery.  

In the previous chapter, an overarching definition of public service motivation has 

been developed. Such an overarching definition is an important tool when studying public 

service motivation. It enables us to evaluate in a systematic way which institutional values 

relate to public service motivation and which do not. Therefore it is an important aid in 

selecting relevant information. This allows us to turn ourselves towards our first research 

question: ‘What are the dimensions of public service motivation in a European environment?’.  

                                                 
2
 I would like to thank Roger Depré, Jeroen Maesschalck, Gilles Jeannot, Jean-Luc Bodiguel, Luc Rouban, Peter 

Leisink, Peter Hupe, Leo Huberts, Mirko Noordegraaf, Bram Steijn, Sylvia Horton, Richard Chapman, Edward 

Page, Perri 6, Helmut Klages, Hans-Ulrich Derlien, Patrick von Maravic, and Klaus König for their valuable 

advice on the development of the cases. The German data were largely collected and analyzed by Sarah 

Scheepers. Nevertheless, the statements in this article solely represent the opinions of the author.  
3
 The analysis in this chapter is largely based upon two previously published articles :  

Hondeghem, A. and Vandenabeele, W. 2005. Valeurs et motivation dans l'administration publique : perspective 

comparative. Revue française d'administration publique. 115 : 463-480. 

Vandenabeele, W., Scheepers, S. and Hondeghem, A. 2006. Public Service Motivation in an international 

comparative perspective: The UK and Germany.  Public policy and administration. 21 (1) : 13-31. 
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3.1. Developing a framework of analysis 

Within the scope of this article, we explore the differences in public service motivation 

between the original American concept and a Dutch, a French, a British and a German 

variant. We study the American concept because it is dominant in the international public 

administration literature. Due to its original approach, it has had a lot of impact on the 

practice and theory building of public administration. Therefore, it cannot be left out of any 

comparative analysis on public service motivation. However, in this analysis, it is not used as 

a full-grown case. Rather, it is used as a framework of analysis that enables us to structure the 

other cases. The Dutch variant is brought into the analysis because the Dutch example is often 

used as a model for reforms in the Flemish government. The French case is entered because, 

having a distinctive perspective on public administration and on the role of the state and the 

public servant in particular, is has been historically very influential in the development of the 

Belgian national administration. In France there is a huge difference between government and 

the private sector, and this was in part transferred to the Belgian, and later the Flemish 

administration. The UK variant has been chosen because, having a distinct public service 

ethos, which consists of core values, behavior and institutions, it is at the same time an 

example of an administration which has known a number of New Public Management 

reforms. The German variant, in contrast, focuses more on the legal and structural elements of 

public administration. Germany is often described as the cradle of bureaucracy and is 

acknowledged to this day for its efficiency and formal controls. 

 

Perry’s model is well-documented and methodologically sound. The nature and impact 

of public service motivation in the United States have been studied to quite a large extent, 

which should make it fairly easy to gather relevant information. However, in the other 

countries this is not always the case. This is where the umbrella definition comes in. By 
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relying on ‘beliefs, values and attitudes’, we have broadened our horizon to every value-laden 

behavioral determinant. All of these determinants can act in a motivational fashion whenever 

an apt opportunity presents itself. By studying ‘public’ value-laden determinants, we can 

obtain a clear image of what may be the content of public service motivation in these 

countries. Nevertheless, as no single hypothesis will be put to the test, it still remains an 

exploratory research.  

Our main resource of information will be secondary literature on governmental values, 

ethics or attitudes, as long as something can be considered as a value-laden determinant. 

However, this information can be normative or empirical, how it should be or how it is. As it 

is not possible to make a distinction between these levels, both of them will indiscriminately 

be incorporated in the analysis. After all, this kind of normative information can be 

considered as a carrier of institutional values, and thus as an empirical indicator of the 

presence of a certain set of values within an institution (Scott 2001).  

The analysis described in this article in fact consisted of three steps, in order to obtain 

a consistent and profound analysis. First, the content of the individual items of the four 

dimensions of Perry was analyzed. The analysis of these 24 items provided us with a basis to 

describe every dimension in terms of a few core elements, constructing our basic framework 

of analysis. This approach corresponds with the pattern matching methodology by Yin (1981; 

1994), which uses this pattern or framework to structure comparative case study research. 

Second, a literature review of motivation and value-related research was conducted. To this 

end, we initially reviewed recent issues of major scientific journals in each country, as well as 

other important scientific and government publications on the topic (both recent and earlier 

publications). This result was discussed with various native Public Administration scholars, 

different people for each case, to check for possible loopholes in our initial search. The focus 

of this review was to obtain as much information as possible on value-laden behavioral 
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determinants that are present in these four public services
4
. In order to obtain a description of 

the administrative values of France, the Netherlands, the United Kingdom and Germany in 

similar terms, this information was clustered on the basis of our pattern, as we described the 

public service motivation in our first step. As expected, more dimensions came up during the 

process. These were added to our framework only whenever they were stated in sufficient 

comparative terms. Finally, both sets of core elements were put together in order to make a 

systematic comparison of public service motivation.  

 

3.2. Public service motivation according to Perry 

Perry has published a series of articles on public service motivation. In doing this, he used a 

number of items which were very much ‘cut to an American waist’ in order to obtain the best 

possible measurement model for his data. In an early article with Wise (1990 : 368), he also 

linked public service motivation explicitly to American government. This complicates our 

comparative effort, because typical American concepts can be difficult to translate. 

Perry and Wise (1990) describe public service motivation as ‘an individual’s 

predisposition to respond to motives grounded primarily or uniquely in public institutions’. 

The motives should be understood as psychological deficiencies or needs. Perry (1996) sums 

up six such motives. A first motive is the attraction to public policy making. A second motive 

is the commitment to the public interest. A third motive is a sense of civic duty. Fourth is a 

sense of social justice. The fifth motive is compassion, referring to the patriotism of 

benevolence, ‘an extensive love of all people within our political boundaries and the 

imperative that they must be protected in all of the basic rights granted to them by the 

enabling documents (Frederickson and Hart 1985 : 549)’. The final motive is self-sacrifice, 

                                                 
4
 For the French case, most of the literature studied focused on  ‘la haute fonction publique’, while there is said 

to be a clear distinction between ‘la haute fonction publique’ and ‘les petits fonctionnaires’. However, today this 

distinction is less strict and through the existence of imitating behavior, one can argue that the values of ‘la haute 

fonction publique’ are the essence of the general public service.   
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the willingness to substitute service to others for tangible personal rewards. When 

operationalizing his measurement scale, Perry’s conception of public service motivation is 

reduced to four dimensions instead of six. Only attraction to public policy making, 

commitment to the public interest and civic duty, compassion and self-sacrifice are retained 

(Perry 1996). From that article on, public service motivation has been institutionalized in 

American public administration theory. Other authors have adopted Perry’s definition or scale 

when studying the concept (however, authors sometimes have been developing their own 

survey-items; see chapter 5, this volume). Therefore (and because of his sound 

methodological approach) Perry’s measurement scale can be considered as representing the 

general accepted model of public service motivation within the United States. Although it 

might be possible that other motives occur in the United States, public service motivation as 

conceived by Perry is the framework of our analysis. For the sake of clarity of analysis, no 

other elements will be added to this.  

 

3.3. Description of the cases 

In our search for administrative or public service values, we must rely on the 

specificity of the state and the role and expectations of public servants. The value pattern in 

which they are embedded might act in a motivational manner and thus provide us with 

information about the content of public service motivation.  

 

The history of the French state reads like a handbook of political science. Almost 

every conceivable type of government has been adopted since the revolution of 1789. In this 

rapid succession of governments, often not separated by more than a decade, the civil service 

was the only constant factor on the political horizon, compensating for the instability of the 

other political players. The relative vacuum in which the French civil service operated, 
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enabled it to build a strong position within French society and thus constitute a binding factor 

of the French nation (Rouban 2001). One could even think of it as a consolidation, as this 

position was already strong before the revolution (de Tocqueville 1988).  

It also enabled another important feature of the French civil service fully to develop : 

the administrative and technical corps. These corps gather the senior civil servants of the most 

important administrative bodies to protect their position and their privileges (Kessler 1986). 

By restraining the entrance through educational selection, a closed, elitist identity prevails 

within the senior positions of government. By coupling selection and education, this identity 

is easily passed on to the next generation (Vigouroux 1997). The lower levels of government 

find it very hard to infiltrate these corps. This causes a division in the public service and 

consequently pattern of public service values. Although there has been a certain amount of 

imitation in practices, one cannot put the lower and the higher civil service in one box 

(Schmid 2000). This has to be kept in mind when analyzing the French case. However, as the 

corps, especially the ‘grandes corps’ occupy such an important position, the direct influence 

of the lower civil service on the public service is minor.  

Also, the establishment of the European Union has caused the civil service to rock on 

its foundations. The neo-liberal approach towards the civil service clashed with the dominant 

French approach (Rouban 2004a). However, in spite of the many challenges (Rouban 2004b; 

Bodiguel 1989), in the last decade, the classic civil service values seem to survive (Foucher 

2001).  

 

Contrary to French government, Dutch government has had a rather stable monarchy 

for the last century. Like most Western countries, it showed a continuous increase in the size 

of government. Since the 1870s it has evolved from a night-watch man state to a welfare state. 

Social and religious movements contributed to the expansion of government authorities and 
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by consequence to the number of public servants. In the 20
th

 century, the succession of wars 

and other crises contributed to a further growth of government (van der Meer and Dijkstra 

2000). This increased complexity was not overcome by a more integrative coordination 

capacity. Instead, the separate ministries started to focus more on themselves in order to cope 

with this increased complexity. Because of this compartmentalization, coordination decreased 

even more. This also caused the public interest to split up between the separate ministries and 

thus fragmenting the public interest. Although government occupies a prominent place in 

Dutch society, contemporary civil service practices are very similar to private sector practices. 

On the one hand, this is because of the stress on the labor market. The government had to 

compete fiercely with private sector employers for potential employees. Dutch government 

tried to cope with this challenge by adopting private sector techniques. On the other hand, the 

public employees and unions tried to obtain an equal treatment by negotiating private sector 

personnel systems as much as possible. This trend is called ‘normalization’, where private 

employment is regarded as being the standard (Vandermeulen and Hondeghem 2000). 

However, recent empirical evidence demonstrates that public service motivation still is a 

relevant concept in Dutch public administration (van Raaij et al Dun 2002; Steijn, in press).  

 

The historical and institutional context is important in understanding public service 

motivation in the UK. First, the UK is a parliamentary system with no written constitution, a 

constitutional monarch, a strong executive and a disciplined two-party system. By the 1830s 

steps towards a constitutional monarchy were irreversible, with the Crown gradually leaving 

the political arena (Parris 1969). Parliament was becoming the main actor within the political 

system as political parties were emerging to contest control of government as it was 

expanding its role and activities. There was a need for an efficient, permanent and apolitical 
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civil service to provide stability. Together with the Crown, the new civil service would not 

meddle in political affairs but offer a constitutional roadmap.  

The UK system of government was traditionally based on common law and custom 

known as the royal prerogative. As the Crown waned, its prerogative powers came to be 

exercised by ministers drawn from parliament. The prerogative powers related to the 

machinery of government and servants of the Crown – so the permanent bureaucracy emerged 

outside of statute law and has developed and changed over the last 150 years without a 

statutory framework.  

The modern civil service, created in 1854, was the result of the Northcote-Trevelyan 

Report (1853). It was modeled on the Indian civil service, which was based on merit instead 

of patronage, the dominance of the generalist, a career structure and anonymity (Fry 2000; 

Greenaway 1995). It took more than 50 years to transform the old British patronage system 

but by 1920 the modern civil service was firmly entrenched and a distinct public service ethos 

developed. The service attracted recruits from an exclusive social class into its higher levels 

and these senior civil servants became the main advisors to the government as well as 

responsible for implementing policy. The lower level civil servants were all recruited by open 

competition on the basis of merit and entered a career.  

In the 1960s criticisms of the civil service grew. The Labour Government accepted 

most of the recommendations made by the Fulton Committee (Fulton Report 1968), although 

its initial impact was rather limited (Theakston 1995). It proved to be a watershed in British 

administrative history, however, and the civil service was substantially reformed 10 years 

later, under the Thatcher premiership. The former hierarchical, centralized structure was 

fragmented into decentralized agencies (Winstone 2003). The service was managerialised and 

adopted many of the practices of private businesses. As a consequence new values have been 

introduced as public services have been marketised. 
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However, the senior civil service (SCS), one of the most important power bases in the 

British political system, has survived. Although it is now open to external recruits and its 

homogeneity has consequently decreased, the SCS continues to play a major part in 

administrative and political life. It has always been seen as the guardian of the public service 

ethos and continues to do so at the present time when it appears under threat. 

 

In Germany, there is a distinction between public servants (Angestellte) and civil 

servants (Beamte) (von Wersebe 1986). Civil servants have tenure, cannot strike and are 

expected to make a career within the service (Derlien 2003; Wollmann and Schröter 2000). 

They are recruited, trained and promoted in accordance with the principle of merit, their 

salary is defined by public law and they are assured lifelong tenure. They are found mainly in 

the federal and regional (Länder) levels of government. Angestellte in contrast are contracted 

employees, who usually work in the social sectors, health care and at the level of local 

governments. They do not automatically build a career and in principle face the possibility of 

dismissal. In addition, their earnings can be negotiated. However, this dichotomy is only 

relative, as civil servants sometimes have a limited labor contract and do not always seek a 

career while Angestellte may carry out the same work as Beamte and have similar salaries and 

terms and conditions.   

Like in the UK, the German civil service is one of the few constants in the tumultuous 

history of Germany. Given that historically political regimes changed frequently, there was a 

need for a stable and effective system of administration (Knill 1999; Hattenhauer 1993; 

Derlien 1991). That stability still lives on today, but in part because the principles, which 

underpin the civil service are incorporated into the constitution, are difficult to change. It also 

indicates that in contrast to the UK the civil service is rooted in law rather than convention 

and it has less of a constitutional role.  
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Within a legalistic state system such as Germany, there is a special status of civil 

servants, the ‘Berufsbeamtentum’, which is functionally and historically justified and 

legitimized by their specific relation of duty to the state and the sovereign character of public 

tasks (Meyer and Hammerschmid 2005). The resulting Beamtenethos (‘civil servants ethos’) 

includes core elements of the public servants’ identity. The origins of this can be traced to 

eighteenth century Prussia, where a professional civil service was institutionalized and 

simultaneously the Allgemeines Preußisches Landrecht (‘Prussian common law’) was 

codified (Derlien 2003). This marked the first step towards the introduction of constitutional 

law, since the Landrecht was a kind of constitution in which -among other things- the rights 

and duties of the Fürstendiener (‘the king’s servants’) were laid down. It is significant that the 

role of these servants was no longer defined as being ‘personal’ servants, but ‘public’ 

servants. Their relations with the state were now fixed in public law, and any disputes were 

treated by administrative law procedures (Derlien 2003).  

Around 1815, the state machinery had expanded to such an extent, that civil servants 

started to become more and more specialized in one specific field of public administration and 

were employed accordingly. Specialization was the logical complement of professionalism. 

Citizens turned to public servants for advice concerning taxes, building permits, public roads 

and so on.  Decisions were no longer taken arbitrarily by unpaid placemen but on the basis of 

formal rules and by paid, full-time, public servants. It took more than a decade before the 

essential characteristics of the modern German civil service  (lifelong tenure, no right to 

strike, etc.) were established.  

These changes in Prussia were paralleled in the development of bureaucratic systems 

in the separate German states and principalities each with their different constitutions. Each 

state had professional public servants in common and their administrations were based on 

formal rules, which made their operations uniform and predictable. One of the consequences 
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was that laymen could no longer perform public service work so specialised training was 

organized (Bendix, 1962).  

Although there have been some shifts in focus in the conception of this ethos e.g. 

whether or not it should be overtly linked to a Christian (Lutheran) ethic or not, the ethos’ 

core values -that stem back to eighteenth century Prussia - have ever been put into question. 

That is, until the modernization reforms that started in Germany after the unification in 1989 

and New Public Management (NPM) was introduced. Because the principles on which the 

civil service is based are framed within the constitution, the service maintains a rather 

conservative character. It is only recently that new values have become more or less 

embedded within it, under the influence of the NPM movement. The, in historical terms, short 

interruption of Nazi-government in the 1930s and 1940s did not last long enough to 

institutionalize a value-pattern which put loyalty to the Furher and the superiority to the 

‘German race’ above everything else (Hattenhauer 1993), especially since the Allies after the 

war tried to maintain the legalistic public administration Germany had known before (Derlien 

2003). 

 

3.4. Dimensions of Perry’s model of public service motivation compared 

In this paragraph, the dimensions of public service motivation found by Perry (1996) 

are compared over the respective cases. As stated earlier, this comparison involves four full 

cases (France, the Netherlands, the United Kingdom and Germany) and the United States as a 

framework. The dimensions will be studied sequentially, starting with ‘Politics and policy 

making’, over ‘Public interest’ and ‘Self-sacrifice’.  
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TABLE 3.1 : Politics and policy making    

United States France The Netherlands United Kingdom Germany 

Policy making Policy making Policy making Policy making Defense of policies 

Regard of politicians Primacy of politics Primacy of politics Primacy of politics Primacy of politics 

 Contempt of 
politicians 

Loyalty to policians Multiple loyalties 
(diminished loyalty 
to minister) 

Loyalty to minister 

 Leftwing oriented    

 

Although Brewer et al (2000) found attraction to politics not to be a motivational 

element in the United States, the first dimension of Perry’s public service motivation model is 

the attraction to policy making and politics (table 3.1). In this concept, he mainly refers to the 

impact and status of politics and policy making.  

French public servants hold a rather important role within French political institutions 

(Gournay et al 1967). They are interested in politics (Rouban 1998) and their role in it 

motivates them (Lhomme 1966). At the same time, there is a clear primacy of politics over 

administration. Since the revolution they are considered to be operating under the authority of 

elected politicians (Kessler 1985; Pisier 1989; Thoenig 1988; Rosanvallon 1992). However, 

this political primacy does not translate itself into a genuine loyalty towards politicians, as 

there is a certain degree of contempt towards politicians (without stating that French civil 

servant would display disloyal behavior). French public servants value politicians a lot less 

than they value their technocratic peers (Rouban 2001). Remarkable is that the public servants 

are significantly more leftwing oriented than employees in the private sector (Rouban 1999).   

In the Netherlands, (senior) public servants are attracted to policy making. At the same 

time, they are also considered to display a fair amount of reservation towards policy making 

(Van Braam 1974). Here too, in spite of the attraction to policy making, the primacy of 

politics plays an important role. Contrary to France, this primacy generates a genuine loyalty 

towards politicians. Due to the compartmentalization of government, this applies particularly 
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to the politician in charge of the ministry that employs them (Van Braam 1974; Hoetjes 2000; 

Noordegraaf 1999). 

In the UK, until the Blair premiership, civil servants were focused on policy making 

and implementation. Despite a shifting focus towards management, it still remained a major 

task of senior civil servants (Greenaway 1995; HC Public Administration Select Committee 

2002). Today, however, their strategic role in the policy making process has been partly taken 

over by special advisers (Richards and Smith 2004), although they are still involved in the 

translation of policy into action. Civil servants are also expected to act as a constitutional 

sounding board when requested (Chapman 1997; HC Committee on Standards in Public Life 

2000). Further, in the UK, there is a strong primacy of politics (Chapman 2000a; Cubbon 

1993) although it is not always clear to whom this primacy is directed. There appears today to 

be a multiple loyalty, to both the executive and the legislature. O’Toole (2000) distinguishes 

five types of loyalty
5
 that counterbalance each other, and thus create some discretion for the 

civil servant. The general principle is that political primacy is directed towards the 

departmental minister, as a complement to ministerial responsibility. However, since the 

Thatcher era, there have been numerous conflicts between government and the civil service, 

which has resulted in a diminished loyalty towards ministers (Coxall and Robins 1998).  

In contrast to the other cases, in Germany (senior) civil servants have never been 

occupied as much with policy making as with defending the policies of their ministers to the 

people (Goetz 2000; Knill 1999). This kind of ‘functional politicization’ of the higher civil 

service implies ‘a greater sensitivity of civil servants for consideration of political feasibility, 

and institutes a kind of political self-control of top bureaucrats through their anticipation of 

the reactions of the cabinet and of parliament to the ministers’ policy proposals and legislative 

drafts’ (Mayntz and Derlien 1989: 402). They are charged with the implementation of 

                                                 
5
 Loyalty to the minister, to the superior officer, to the administration, to the democratic system and to 

parliament. 
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politically determined policy-decisions. This originates from a well-established primacy of 

politics. This arrangement demands great loyalty to the departmental minister (Kugele 1978). 

Consequently, in contrast again to their UK counterparts, senior civil servants belong to the 

same political parties as their departmental ministers (Goetz 2000; Mayntz and Derlien 1989).  

One of the purposes of introducing NPM and contract management into the civil service was 

to establish a firmer separation between politics and the civil service, diminishing the 

‘functional politicization’ of the higher civil service. According to Derlien (2000), this goal is 

far from being accomplished. Also Bogumil (2003) mentions that there seems to be a lack of 

will to let go of the concept of the ‘politische Beamte’ (political civil servants). 

 

TABLE 3.2 : Public interest    

United States France The Netherlands United Kingdom Germany 

Community interest National interest National interest Government of the 
day 

Local interest 

Meaningful public 
service 

Centralization Social commitment Public welfare Public welfare 

Civic duty Public welfare Civic culture, citizenship Defending rule of 
law 

 

The items Perry constructed in the public interest dimension are centered around three 

themes (table 3.2). First, the realization of the public interest is operationalized by delivering 

meaningful public service. Second, this public service is considered the civic duty of all of the 

citizens. Finally, the public interest refers to the level of the community, but not to a national 

level.  

This is different in France, where public interest refers clearly to the national level (the 

state) (Chevalier 2000). Thoenig (1988) even speaks of a ‘canonization’ of the state, while 

Kessler (1986) mentions ‘patriotism’. These references to the nation and the national level are 

remarkable. Other levels are not even considered, as the centralization ensures that the state is 

the most (and indeed the only) powerful level of government. This centralization has been 

historically prevalent (de Tocqueville 1988), but where it used to be that centralization was a 
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means to empower the national level, it has become an end of its own (Long 2002) (however, 

today, there are occurring some signs of decentralization (Denis and Jeannot 2005)). Next to 

this, Kessler (1986) operationalizes public interest by taking care of the public welfare, ‘le 

sens du bien public’.   

The story is the same in the Netherlands, with the national level as reference level for 

the public interest (Hoetjes 2000)  and with civil servants socially committed to societal and 

public welfare (Van Poelje 1957; Seidel 1987; Van Braam 1974). Research shows that civil 

servants are more willing to perform meaningful public service (van Raaij et al 2002). Just 

like in the United States, concern for the public interest is said to be an integral part of civic 

culture and the role of citizens (Bovens 1990; Bovens 1996). However, in France, the 

realization of the public interest seems to be more of a duty to government. 

The public interest is one of the most important dimensions of the UK concept of 

public service motivation (Woodhouse 1997; Chapman 1997; O'Toole 1997) although it is not 

always clear to what this interest refers. For civil servants it correlates highly with 

governmental interest, or the interest of the (central) government that is in power (Chapman 

2000a; Chapman 2000b; Greenaway 1995). Nevertheless, it also refers to something bigger 

than the governmental interest, a type of collective common interest. An important aspect of 

this common interest is the creation of public welfare (Woodhouse 1997) and it is broadly 

accepted that this is an important task of the public sector in general and the civil service in 

particular. According to Johnson (1985), this element is traceable to the Keynesian spirit of 

the 1950s, although today’s focus is more on enabling than on provision.   

In Germany, in contrast to the situation in the UK, the dimension of public interest 

refers not to the national level but to local communities and administrations. The public 

officials at the federal level (both employees and civil servants) do not consider Germany as 

an institution with its own interests, but try to realize the public interest by maintaining the 
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rule of law within the republic (Hattenhauer 1993). As the bulk of public employees are 

employed at state or local level, they realize the public interest through the effective 

upholding of citizens’ social rights (Goetz 2000; Wollmann and Schröter 2000). 

 

TABLE 3.3 : Compassion    

United States France The Netherlands United Kingdom Germany 

Compassion 
(emotional) 

Societal solidarity Social commitment Public welfare Public welfare 

Need for social 
policy 

Socially progressive 
values 

   

 Government 
employment 

   

 

Perry’s dimension of compassion consists of two levels (table 3.3). First, there is the 

individual level of compassion, which is elaborated in a rather emotional, humanitarian way. 

Second, there is a level of aggregate compassion, which refers more to government 

responsibility and social policy. The first is recorded by the contribution of public officials to 

local good works and community involvement, the second by the involvement of government 

bodies in responding to social needs. 

The French civil service also incorporates some humanitarian values such as societal 

solidarity or other socially progressive values (Chevalier 2000; Bellier 1997; Lhomme 1966). 

Originally, this stems from the educational task the government imposed on itself during the 

3
rd

 republic (Rosanvallon 1992). In time, the focus shifted from education to the broader 

concept of solidarity. However, compared to the United States, there is stronger focus on the 

role of government. The constitution already stated that the French state should be an example 

of fraternity and the social dimension of government has long been an important dimension of 

the French state (Rainaud 1999). Government policy should have a bias towards 

interventionism (Kesler 2003) and government employment itself is seen as an important way 

of conducting social policy (Gournay et al 1967). Also, access to public service is considered 

as cardinal to public welfare (Thoenig 1988).  



Toward a public administration theory of public service motivation 

69 

The humanitarian aspect of compassion has totally disappeared in the Dutch case. One 

can only refer to the social commitment (see also table 3.2) of the public service to 

demonstrate the importance of social policy. An individual level of compassion is however 

absent. 

In the UK, little attention is given to the compassion of civil servants, neither on an 

individual nor on a collective level. They are not expected to demonstrate it publicly through 

community activities or donations. Their work, however, may involve them in meeting social 

needs.  Here there is some overlap between the various dimensions as there is a link with the 

dimension public interest. Providing or enabling public welfare can be seen as a collective 

instance of this compassion.  

The same is true for Germany. As ‘compassion’ is thought to be in conflict with 

‘objectivity’ and ‘neutrality’ (Hattenhauer 1993), there is only a minimal attention to 

compassion within the civil service either on an individual level or a collective one. At most, 

we can refer to the need for social solidarity and equality, connecting the issue again to the 

public interest (Meyer and Hammerschmid 2005). 

 

TABLE 3.4 : Self-sacrifice    

United States France The Netherlands United Kingdom Germany 

Public interest Public interest Public interest Disinterestedness Public interest 

Self-sacrifice Refusal of self-
interest 

Public service as a 
calling 

Self-sacrifice  

 Defense of non-
vested interests 

 Public service as a 
calling 

 

 Heroism    

 

The self-sacrifice dimension of the public service motivation model Perry constructed 

is mainly focused on sacrificing personal interest for a greater good (table 3.4). In this respect, 

this dimension is also connected with the public interest dimension (table 3.2). This is 

demonstrated when studying the inter-factor correlation between the two dimensions (.88 see 

Perry 1996) .  
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Likewise, the most important theme of self-sacrifice in the French case is the refusal of 

self-interested behavior and the promotion of public interest (Gournay et al 1967) (see also 

table 3.2). Defense of non-vested interest is highly regarded (Didier 1997). Some of the corps 

even describe their members who died in the line of duty as heroes (Kessler 1986). 

This dimension is less strong in the Netherlands, although Bovens (1996) considers 

public service as a calling, for which other interests have to be put aside. This is also 

supported by research demonstrating civil servants commitment to non-vested interests (van 

Raaij et al 2002). Given this, and the correlation with public interest, it still remains an 

important dimension (see also table 3.2).  

Sacrifice and disinterestedness are important values within the UK civil service 

(O'Toole 1998; Woodhouse 1997; Greenaway 1995). Altruism and overriding personal 

interest have held a very important place within its public administration history. Duty has 

always been considered as something crucial and an office was seen as a calling, rather than a 

job (Livingstone and Wilkie 1981; Woodhouse 1997). From the 1920s until the 1960s, the 

issue of duty and self-sacrifice were both emphasized by successive heads of the civil service 

(Chapman 2000b).  

There is less reference to this dimension in the German case. The values of duty and 

self-sacrifice were more common during the eighteenth and nineteenth centuries but in post-

war Germany, they have received a politically incorrect connotation. One can only speak of 

self-sacrifice in the sense that a civil servant must strive towards a public interest and that he 

or she must do anything needed to protect the democratic values of the state, even when it 

does not coincide with his personal values (Hattenhauer 1993; Wollmann and Schröter 2000). 
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3.5. Comparison of other possible dimensions of public service motivation  

The American concept of public service motivation developed by Perry consists of 

only four dimensions. However, in looking for motivational values in public institutions in the 

other countries, other value laden determinants surfaced. Obviously, they cannot be compared 

to the Perry model. But a comparison between these cases should yield extra information on 

the possible content of public service motivation in the four countries studied.  

 

TABLE 3.5 : Religion   

France The Netherlands United Kingdom Germany 

Catholic morality 
(non- religious) 

Protestant work 
ethic 

Non-religious Non-religious 

 

An important element is the prevailing religious morality in both France and the 

Netherlands (table 3.5). This has been institutionalized within the public service. France 

traditionally has been a catholic country (Bodiguel 1989; Sheriff 1976), rooted deep in its 

history from long before the revolution. The Netherlands, on the other hand, have since long 

been the prototype of a protestant country (Bovens 1996). This translates itself into an entirely 

different morality. On the one hand, in the case of the Netherlands, one can speak of a more 

individual pre-destined protestant work-ethic. In France, on the other hand, the morality is 

focused on catholic values (deliverance, obedience and compassion, see also table 3.3). 

However, it must be stated that while the values themselves remained in place, the religious 

connotation with these values has disappeared through enduring anti-clerical and laicist 

movements, as religion was too closely associated with the non-republican past.  

Contrary to both previous cases, public service in the United Kingdom and Germany is 

not religiously inspired. No references to religiosity were found for both cases.  
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TABLE 3.6 : Equality and democracy   

France The Netherlands United Kingdom Germany 

Equality Value-free Equal treatment Equal treatment 

Laicism Democracy Neutrality Democracy 

Democracy Neutrality Objectivity  

Neutrality Objectivity   

 

Another motive within the public service is equality (table 3.6). Although it is also an 

element of bureaucracy (see table 3.9), it is treated separately here because it has an important 

non-bureaucratic dimension. 

The French have a long tradition of equality, dating back to the revolution and even 

earlier. Crozier (1963) describes how France has always been an egalitarian society, already 

before the revolution. This was transferred to a large extent to the public service, with equality 

being one of the principles of public service, ‘les lois Rolland’ (Pisier 1989; Auby and 

Raymundie 2003). Another one of those principles, neutrality (Meininger 2000; Auby and 

Raymundie 2003), contributes also to the development of an egalitarian society. The values of 

laicism (free of ecclesiastical values) and democracy in the constitution also stand testimony 

to this egalitarian view. 

In the Netherlands, the focus on equality is not founded on an age-old tradition. The 

protestant theory of pre-destination on the contrary promoted individualism. But the insertion 

of democratic (Van Poelje 1957; Bovens 1990) and bureaucratic values (see table 3.9) 

promoted objectivity, neutrality and a public service free of partisan values (Seidel 1987).  

Within the UK civil service, neutrality and objectivity are very important (Woodhouse 

1997; HL Public Service Committee 1998; Greenaway 1995) and the principle of equal 

treatment, of both civil servants and the public, is very strong.  

This is similar to the German situation. As Germany has a longer bureaucratic 

tradition than it has a democratic tradition (Hattenhauer 1993; Wollmann and Schröter 2000), 

however, the former has always been the dominant one. Equal treatment of citizens, but also 

equality between civil servants was very important. After the Second World War, the basis for 
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equality changed as democracy became entrenched in the constitution and within the civil 

service. Equality is now mainly linked to defending democracy and is obviously more than a 

bureaucratic value. 

 

TABLE 3.7 : Service delivery   

France The Netherlands United Kingdom Germany 

Tradition in service 
delivery 

Tradition in service 
delivery 

Major role since 
1980s 

Major role since 19
th
 

century 

  Efficiency Upholding 
constitutional 
welfare and social 
rights after World 
War II 

  Quality   

 

Another element is the tradition of delivering service to citizens (table 3.7). However, 

it should be noted that the content and the origin of this tradition differ substantially. In 

France, this tradition is preserved through socialization at the ‘Ecole Nationale 

d’Administration’, where public servants are permeated with the importance of service 

delivery (Thoenig 1988; Bellier 1997). The same is true for the ‘Ecole Polytechnique’, a 

military school, which also educates members of the technical corps. Service delivery itself 

therefore is considered a motivational factor (Bodiguel 1989).   

In the Netherlands, Van Braam (1974) thought it to be one of the core elements of the 

role of public servants. It provided a sense of legitimation for the special authorities they 

possess. Nowadays, service orientation is considered an important value (Hoetjes 2000), as 

Van den Heuvel and his associates (2002) demonstrated empirically.  

Until the 1980s, service delivery was not a major issue in the UK. Previously, the civil 

service was more focused on policy making and policy implementation (see also table 3.1) . 

However, the reforms during the 1980s and 1990s changed this significantly. Successive 

Conservative governments introduced NPM reforms, which meant a new approach towards 

service delivery (market and customer orientation). This has gained renewed importance since 
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1997 as Blair has made it one of New Labour’s key issues (Cabinet Office 2004).  Once 

viewed as subjects and citizens, the public is now viewed as consumers of public services. 

The role of the civil service is to deliver quality services, efficiently and effectively and to be 

responsive to the consumers whilst increasingly in competition with private providers. Thus 

the values of efficiency and quality have entered their ethical framework. 

In Germany, however, service delivery has long been an issue. The early development 

of a welfare state was considered as compensation for the lack of democracy in early 

Germany (Goetz 2000). After World War II, the welfare state was further developed. Today, 

German civil servants are more concerned with delivering services than they are with policy 

making (Goetz 2000; Wollmann and Schröter 2000; Derlien 2003). Service provision is 

deemed to be in the public interest to the extent that such services are a matter of 

‘guaranteeing the conditions for life which are the constitutional responsibility of a ‘social 

state’, [and] are provided for the purpose of creating greater equality within society, and, as 

far as possible, are capable of establishing uniform living conditions and quality of life right 

across the population” (König and Siedentopf 2001: 280)’. 

 

TABLE 3.8 : Technical competencies   

France The Netherlands United Kingdom Germany 

Rationality Focus on 
management 

Generalist 
knowledge 

Legal knowledge 

Focus on 
management 

Knowledge Professional and 
managerial 
competencies 

Professional 
competencies 

Knowledge Focus on efficiency Merit  Merit 

Intellectual 
capacities 

   

 

Another common theme in each of the cases is the discussion of the technical 

competences that public servants should possess (table 3.8). This is not a mere technical 

discussion, as it clearly casts a value-laden shadow on the public service.  
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In the French public service, rationality is an important value (Rouban 2001). Related 

to this is the focus on managerial techniques and knowledge public servants have (Lhomme 

1966; Vigouroux 1997). Apart from this, the intellectual capacities and the wisdom of public 

servants are highly regarded (Kessler 1986). This provides the public service with a somewhat 

elitist aura.  

The Dutch have an equal focus on knowledge (Van Poelje 1957; Van Braam 1974; 

Seidel 1987), a majority of the civil servants considers specialist knowledge to be one of the 

most important values (van den Heuvel et al 2002). However, their interest in managerial 

techniques has its origin in the new public management movement, which promoted 

managerialism (Hupe 1992; Hammecher and den Dunnen 1997). This focus on managerialism 

caused, contrary to France, efficiency to become a value in its own right (Noordegraaf, 1999; 

Bovens 1990). Especially new organizational formats are very prone to this (Smit and Van 

Thiel 2002).   

In the UK, first, knowledge and expertise have traditionally been the most important 

competencies in the civil service. Civil servants are deemed to possess expertise and low 

standards are not tolerated (O'Toole 2000; Studlar 1996). The best safeguard for this 

knowledge in the core administrative structure is thought to be a generalist education 

(Chapman 2000b). Generalists, especially those with intellectual skills, are highly respected 

and only since the Fulton Report has the esteem for generalists weakened and the 

administrative core been opened up to specialists and managers. Second, a civil service career 

has also always been founded on merit. This principle of merit was established to counter 

patronage and politicization, but it has also been an important guarantee to assure quality and 

professionalism of the civil service (Woodhouse 1997). Third, as stated above, recent reforms 

have shifted the roles of senior civil servants from policy advisors to managers. Civil servants 

(especially senior civil servants) are expected now to display general managerial 
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competencies and leadership (Cabinet Office 2005). With this shift, performance-orientation 

and quality management have become important values, together with the values of the 

traditional public service ethos (Cabinet Office 1999).  

With the advent of the constitutional state in Prussia in the nineteenth century, legal 

knowledge became the single most important element in the training for civil servants. 

Legalist reasoning was designed to counterbalance political arbitrariness and nepotism. A 

preponderance of lawyers in the (senior) civil service and the focus on professional qualities 

and education has remained characteristic of the German civil service. Also merit became 

more important. However, during one episode of German administrative history, these 

professional values were of less importance. During the Nazi-period, adherence to national–

socialism was more important than professional competencies, although the system relied on 

competent civil servants to run an effective war administration (Hattenhauer 1993). After 

World War II (for West Germany) and re-unification (for East Germany), professional values 

regained their former status and today the bulk of senior civil servants still enjoy a legalist 

education (König and Siedentopf 2001). Despite the introduction of NPM in Germany, the 

conviction remains that lawyers possess the necessary qualities to be good civil servants 

(Löffler et al. 2002). 

 

TABLE 3.9 : Bureaucratic values   

France The Netherlands United Kingdom Germany 

Continuity Continuity Equality Equality 

Equality Neutrality Objectivity Formality 

Neutrality Instrumentality Impartiality Discipline 

Adaptation Primacy of politics Independence Hierarchy 

Centralization Avoidance of conflict Permanency 
(decreasing) 

Continuity 

Primacy of politics Accountability Anonymity 
(decreasing) 

Rule of law 

  Accountability 
(multiple) 

 

 

Bureaucratic values are the final common theme in the four cases (table 3.9). In 

France, the bureaucratic values are incorporated in ‘les lois Rolland’. Continuity, equality, 
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neutrality and adaptation are the most important principles of public service (Pisier 1989; 

Auby and Raymundie 2003). When adding centralization (see table 3.2) and primacy of 

politics (see table 3.1), it is a case–specific application of Weber’s bureaucracy that fits 

France very well.   

The Netherlands has a slightly different application of Weber’s bureaucracy. The 

principles of public service are not institutionalized as thoroughly as in France. Instead, it is 

more focused on practical arrangements and modes of operation, such as instrumentality, 

continuity, neutrality and primacy of politics (being loyal to the minister) (Hoetjes 2000; Van 

Braam 1974). The avoidance of conflict demonstrates this pragmatic orientation of the Dutch 

bureaucracy (Van Braam 1974). Also, accountability seems more important than it is in 

France (Bovens 1996). In this, it might be more similar to Weber’s original conception of 

bureaucracy.  

As mentioned before (table 3.5), equal treatment of the public is a very important 

value within the UK civil service. Equality and objectivity are key values but so too are 

impartiality and neutrality towards the political branch of government. Many scholars contend 

impartiality is the key value of the civil service (Chapman 2000b; Woodhouse 1997; O'Toole 

1998) because it enables the civil service to adapt itself seamlessly to changing parliamentary 

majorities. Even with the market-oriented reforms of the last few decades, which caused the 

civil service to move closer to a business organization model, impartiality remained the 

cornerstone of the civil service (Horton 2001). Because of the various roles a civil servant has 

to fulfill, a certain degree of permanency is necessary, otherwise their independence and the 

ability to ‘speak truth to power’ is endangered (Richards and Smith 1998). Anonymity is 

another important value associated with the bureaucratic way of proceeding (O'Toole 1997; 

Bevir and Rhodes 2003; HC Public Administration Select Committee 2002). It is the 

bureaucratic complement of ministerial responsibility. Secrecy about civil servants’ 
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relationships with politicians is also an important principle  (Richards and Smith 1998; HL 

Public Service Committee 1998). Anonymity is less protected than it used to be (Coxall and 

Robins 1998) and this has caused the accountability scheme to be altered. Civil servants are 

becoming more directly accountable to Parliament and no longer solely through their minister 

(HL Public Service Committee 1998; HC Public Administration Select Committee 2002). 

These characteristic collectively constitute the British public sector ethos.  

The German administration is based on a Weberian ideal-type of bureaucracy. This is 

summarized as a continuous administration based on formal rules and written documents by 

anonymous civil servants. The administration is divided into hierarchical units and executed 

by experts who are subject to rigorous discipline and control (de Boer and Riemersma). 

Although this ideal-type still lives on, some reforms have been introduced (Derlien 2003; 

Löffler et al.  2002). Due to the politicization of the higher civil service, continuity is only a 

relative concept. Since the 1990s, bureaucracy is no longer considered as the universal most 

efficient system of organization, as administrative structures come under increasing pressure 

(Derlien 2003). At a local level, these reforms have advanced more, compared to the state and 

federal level (König 1997). One final element, which characterizes German bureaucracy, is 

the rule of law. This concept was central to German political thought even before the creation 

of Germany in 1871. It was considered to be a legal limitation on civil service discretion (de 

Boer and Riemersma no date). This belief is still present (Strohm 2001; König 2003). Formal 

rules and procedures, which regulate public life, are deemed essential (Benz and Goetz 1996). 

 

Table 3.10 : Unique features   

France The Netherlands United Kingdom Germany 

Contempt of 
monetary rewards 

Flexibility Money is no 
motivator 

Rule of law 

 Rule of law Independence  

  Traditional  

  Risk aversion  
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Next to these common themes, all cases have values that are (within the bounds of this 

comparison) more or less unique to their public service (table 3.10). These constitute a major 

difference in the content of their respective public service motivation concepts. In France, the 

most striking observation in the civil service (and especially in the senior civil service) is the 

contempt of money and profit. Little attention is devoted to monetary rewards as these only 

serve to live a life according to one’s rank. The sense of merit and honor is related to this 

motive (Vigouroux 1997). The drive for money is certainly no motivation to enter the civil 

service (Kessler 1985; Bodiguel 1986; Lhomme 1966; Auby and Raymundie 2003; Joxe 

2000). Sheriff (1976) seeks the explanation in a secularization of the catholic morality. 

However, Rouban (2004a) puts it down to a lower general level of motivation of civil 

servants.   

Recently the Dutch adopted the value of flexibility, when applying new public 

management techniques (Hupe 1992). This was a reaction to the rather practical implication 

of the bureaucratic model (whereas in France, bureaucracy remained on an ideological level). 

Another feature is the huge significance of the rule of law in government (‘Rechtsstaat’). As 

accountability, rules, legality, accuracy, punctuality, publicness all are important in this 

respect (Bovens 1996; van den Heuvel 2002), there is a sound relation with the bureaucratic 

system. However, this rule of law surpasses administrative and bureaucratic law and has 

become a value of its own. In this, it is a counterweight for the primacy of politics and Dutch 

civil servants have the ability to blow the whistle if the rule of law requires it (Bovens 1990).  

As it is the case in France, money is not seen as an important motivator the British 

civil service. However, this does not lead to a contempt of money (Chapman 2000b; Richards 

and Smith 1998; Public service committee 1998). Due to the different roles that civil servants 

have to fulfil, a certain degree of permanency is required (Bevir and Rhodes 2003; Richards 

and Smith 1998; HC Treasury and Civil Service Committee 1994). If not, the much heralded 
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independence is endangered. Finally, the senior officials are deemed traditionalistic and 

conservative (Wright 1973). Their conservative approach causes them to be very careful 

(Greenaway 1995) or even risk-aversive (Cabinet Office 1999). 

As it is the case in the Netherlands, the focus on ‘the rule of law’ is very prominent in 

Germany. The concept has been central to the German political thought, even before 1871. It 

has been always considered as a legal safeguard against political arbitrariness (de Boer and 

Riemersma, no date). This conception, and the importance of values as legality, formalism 

and accountability are still very present (Strohm 2001; König 2003). Formal rules which 

structure public life, as well as stability and predictiveness are considered to be essential 

(Benz and Goetz 1996). 

 

3.5. Conclusion and comments 

Up to a certain extent, our comparison demonstrates that public service motivation is a 

universal concept. All four of Perry’s dimensions can be found when describing different 

cases. However, when taking a closer look, several differences are revealed. For example, the 

esteem of politicians and, consequently, the loyalty to these, differ across the various cases. 

Also, both the basis and the reference level of public interest varies. Whereas the original - 

American - model focuses on the community, France, the Netherlands and the UK focus more 

on the national level, while Germany is more locally oriented. The role of the individual 

versus the government concerning the relieve of the needs of the underprivileged – a 

humanitarian compassion versus social policy – is different between the cases. Perry (and 

therefore our American case) focuses most on the individual level, turning to government 

only to alleviate vital needs. In Europe, this individual level is less prominent and welfare is 

considered a governmental duty. It is up to the government to pursue a social policy to and 

answer social needs. Finally, the extent to which self-sacrifice is institutionalized is also a 
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matter of difference. In France and the UK, there is a stronger heroic connotation to public 

service than it is in the Netherlands and Germany.  

 

A further comparison of the cases shows that public service motivation not only 

consists of the dimensions introduced by Perry. The comparison reveals several additional 

elements of public service motivation. First, in France and the Netherlands, religion has a 

major impact on a country’s administrative values. In the United States, Gawthrop (1998) 

demonstrated the link of the United States’ administrative values and the bible, and Perry 

(1997) confirmed it indirectly by declaring religious socialization one of the antecedents of 

public service motivation. However, as we observe in our comparison of France and the 

Netherlands, religion can have a significant impact. Nevertheless, in the UK and Germany, 

religion is not considered when thinking about public service. Second, democratic and 

bureaucratic values are an important element of public service motivation. Whenever these 

values are institutionalized, they determine how the business of government is run in a given 

environment. However, this is linked to other elements in the environment, resulting in a 

regional or national type of democracy and bureaucracy. Exemplary in this respect is the way 

the egalitarian structure of French society shaped the mode in which its civil service operates. 

After all, by implementing bureaucratic values, French society could cope more easily with 

submission to authority. According to Crozier (1963), ‘face-to-face dependence relationships 

are, indeed, perceived as difficult to bear in the French cultural setting’. Instead of suffering 

from a personal and humiliating dependency relationship, an impersonal bureaucratic body 

offers the French a gentle way of coping with authority. Also in Germany, the notion of 

equality is important, as it is defined within the constitution. The Netherlands take the middle 

ground in this debate, as equality and democracy are more related than in the UK, where civil 

servants only consider equal treatment. Third, the service traditions of a civil service play an 
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important part in public service motivation. The technical competences demanded from public 

servants play a similar role in France and the Netherlands. However, the extremely high 

standards and the generalist academic profiles required in France and respectively the United 

Kingdom explain the elitist perspective on the (top) civil service, compared to the Netherlands 

and Germany. Finally, public service motivation is determined by some unique features, 

explaining the characteristics of the institutions associated with delivering public service .  

 

All these elements point to the explanatory framework of institutionalism. In chapter 

2, institutions have been defined as ‘formal or informal, structural, societal or political 

phenomena that surpass the individual level and that are based on more or less common 

values, having a certain amount of stability and they influence behavior (Peters 2000 : 18)’. 

Institutionalism considers motivational values not as exogenous but as endogenous, meaning 

that it is shaped within the institutions. This fits exactly our observation of a varying 

conception of public service motivation depending on country or region and the theoretical 

framework developed in the previous chapter. The institutions and the administrative history 

then explain most of the features found in a specific public service motivation concept. This 

also explains the multidimensional appearance of public service motivation, as these 

institutions are structured in a systemic way and relate to one another but each having their 

own influence. Whenever studying public service motivation, these institutions should be 

taken into account, because ignoring them probably results in violating concept validity.  

 

When reviewing the analysis, some restrictions have to be borne in mind. First, the 

research was conceived as a literature based exploratory exercise. No hypothesis has been 

tested empirically, and therefore the results should be applied with great caution. This does 

not render the results useless, as our information is based on a body of scientific literature. It 
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thus should render a profound overview of the administrative values in France, the 

Netherlands, the United Kingdom and the UK. However, the motivational power of these 

values is only demonstrated theoretically and needs further testing. Also, with these four 

important countries entered into the analysis, this study should be able to offer a glimpse of 

what the core administrative values are in a European environment.  

Second, one should also be aware of the general character of the comparison. On the 

one hand, obviously, certain examples of behavior within the public service may be more 

motivated by these values than other examples, depending on how well they are 

institutionalised within the public service institution. Certain groups within the public service 

may be more prone to these values than others. For instance, Pratchett and Wingfield (1996) 

demonstrated that those who are close to the private sector, have an ethos that is less 

(although still substantially) oriented towards the public sector. Nevertheless, as mentioned 

before (Foucher 2001), the classical values still seem to stand strong for a large part.  
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Chapter 4  

 

An exploratory focus-group research of public service motivation 

with Flemish civil servants
6,7
  

 

This chapter describes a further exploration in researching public service motivation 

with a Flemish context. As earlier analyses demonstrated (Vandenabeele and Hondeghem 

2004; Vandenabeele in press), the existing public service motivation measurement scale 

(Perry 1996) does not replicate satisfactorily in a Flemish context. Therefore, it is necessary to 

assess to what extent other items and, more importantly, other dimensions need to be added to 

develop a well-performing measurement instrument. In order to direct the research towards 

the development of such an instrument, the nature of the public service motivation in Flanders 

needs to be explored further.  

In this chapter, the main objective is to find out how the various possible dimensions 

relate to one another and to get an idea about to what extent specific dimensions are – or are 

not – present in the Flemish conception of public service motivation. As the research in this 

stage is mainly exploratory, focus groups were used to collect the necessary data to provide 

answers to these questions. The data will be analyzed with the various public service 

dimensions, as described in the previous chapter, as a guiding framework.  

 

 

 

                                                 
6
 The analysis in this chapter is based upon :  

Vandenabeele, W., Scheepers, S. and Hondeghem, A. (2005). Public service motivation in Flanders. 

International comparison of the case studies ‘Kind en Gezin‘and ‘Administratie Welzijn’ [Public service 

motivation in Vlaanderen. De gevalstudies ‘Kind en Gezin’ en ‘administratie Welzijn’ internationaal 

vergeleken]. Leuven : SBOV. 
7
 I would like to thank Sarah Scheepers, who assisted me in the data collection and the analysis of the data. 
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4.1. Introduction to the methodology of focus groups 

Focus groups
8
 as a research method have been used in social sciences since the 20’s of 

the last century (Morgan 1998). However, it was not until it was applied by eminent 

researchers as Merton and Lazarsfeld that this methodology became credible and more 

popular. Throughout the years, it gradually became an instrument of marketing analysis, 

having a more commercial character. This evolution made focus group research disappear 

from the social sciences methods catalogue, only returning to the academic scene in the 

1980s. The rediscovery resulted in the development of a fixed methodology which was 

described in new handbooks. As this renewed academic interest increased its credibility, focus 

groups research became more accepted once again. 

 According to Vaughn et al (1996), focus groups have two important characteristics. 

First, a trained moderator initiates a thoroughly prepared group discussion. Second, the goal 

of this conversation is to reveal feelings, attitudes, and perceptions of the participants in 

relation to a clearly defined topic. Morgan (1998) has a similar idea of focus groups, referring 

to three characteristics. First, focus groups research is a research method which is aimed at 

gaining information through asking questions. Second, focus groups are ‘directional’ and 

therefore have a well-defined topic. Third, focus groups are a group discussion, which makes 

the interaction between participants crucial.  

Although focus groups have a clearly defined methodology, it does not lead to a 

universal approach. Each research can have a distinct approach and even various group 

discussions within one research can differ. The methodology of focus groups rather refers to 

certain criteria to which a conversation or discussion should comply. The defining 

characteristics which Morgan (1998) mentions are an example of such a set of criteria (a 

moderator, defined topic, …). Also, focus group discussions are only useful to single out 

                                                 
8
 There are many misconceptions on the nature of focus groups and many interactions are, erroneously qualified 

as focus groups (staff meetings, seminars, decision making groups, …). In this chapter, when referring to focus 

groups, it concerns a well-defined research method and a systematic methodology in the academic tradition.  
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collective meanings, processes and norms in a group or an organization (Puchta and Potter 

2004). For investigating other types of information, as historical evolution or individual 

attitudes, other ways of collecting data are more apt. Particularly, the interactive component 

will prevent correct data collection in such cases.  

An important element in focus group research is the tension between formality and 

informality (Puchta and Potter 2004). Formality refers to the fact that focus groups are a 

structured interaction (a defined topic on which information needs to collected). This requires 

both the participants and the moderator to conform to somewhat fixed protocols. Informality 

refers to a relaxed and spontaneous atmosphere in which the danger of social desirability (in 

terms of ‘answers that the researcher (implicitly) is looking for’) is minimized. However, the 

downside to this spontaneity is that some of the information gathered is non-relevant 

(‘account clutter’), due to straying from the subject. The moderator should reduce this tension 

both before (while developing the protocol) and during the discussion. To this end, a number 

of strategies can be applied. When writing up the protocol, one can develop an associational 

approach, which can initiate the interaction, when asking for more formal information. Once 

the social boundaries have been lowered, the moderator can use group dynamics to lower the 

peer pressure within the group. Also, one could stress that there are no right or wrong 

answers.  

 Focus group methodology requires the researcher to make a number of choices, but 

without appreciating these, he or she should be  consciously aware of the impact these choices 

have on the scope and the quality of the data. The number of focus group sessions can be 

freely decided, but it has a clear impact on data quality. Also, the type of recruitment, direct or 

indirect, though mediating persons, has severe consequences on the process and therefore on 

the data quality. Another choice is between pre-existing groups and purpose constructed 
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groups. The first have lower social boundaries but higher peer pressure, while the latter have 

higher social boundaries but lower peer pressure.  

 

4.2. Describing the organizations 

 Within the scope of this research, focus groups discussions were conducted by 

employees of two public organizations. These organizations were chosen because they share a 

similar mission, which enables to control for mission.  

The first organization is ‘Kind en Gezin’, a government agency responsible for different 

dimensions of childcare. ‘Kind en Gezin’s’ core mission is to ‘create as many opportunities as 

possible for each child, wherever or however it may be born and raised (Kind en Gezin, 2001 

: 4)’. This mission focuses on ‘the child’ and provides an important role for various partnering 

agents. ‘Kind en Gezin’ is a government agency, which is controlled by the executive power, 

but it has substantial degrees of freedom in determining policy and management. It has over 

1000 employees, divided over two main divisions, which are locally decentralised. The 

organization is renowned for its focus on human resources management. A number of core 

values in the mission, such as children’s rights or diversity, are embedded into the 

competency framework (Van Heule, no date). In terms of our framework, ‘Kind en Gezin’ 

will be considered to be a prime example of an institution.  

The second organization is ‘Administratie Welzijn’. At the time of the research, this 

administration was a part of the department of Welfare, Public Health and Culture of the 

Ministry of Flanders. It has its competencies in the field of family policy, ethnic and 

minorities policy, care for the elderly, special care for children and youth, and social welfare 

of prisoners. This is not as clearly defined as ‘Kind en Gezin’, but there are a number of 

similarities to the mission of ‘Kind en Gezin’. Being a division of a government department, it 

is controlled closely by the political executive. Consequently, it has less freedom in deciding 
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on policy and management issues. With regard to human resources management, it relies 

more on decisions by the human resources division of the Flemish government. Therefore it is 

a less institutionalized as an autonomous institution. Rather, it is an institution within an 

institution (Ministry of Flemish government).  

 

4.3. Describing the groups 

The focus group discussions were planned within a timeframe of two weeks, in order 

to avoid temporal effects in the broader context. Each group was planned to have eight 

participants. On the one hand, this number ensures a substantial diversity in participants, 

while on the other hand, the number is limited enough to harness group dynamics. In total, 

this amounted to 32 planned participants. In order to take late cancellations into account, extra 

participants were contacted. This resulted in four groups of respectively eight (‘Kind en 

Gezin’), eight (‘Kind en Gezin’), seven (Administratie Welzijn’) and nine (‘Administratie 

Welzijn’) participants. Each of these groups was purpose-constructed. Participants were 

selected, with the aid of an internal mediator, from all grades (nine at grade A, twelve at grade 

B , 8 at grade C and 3 at grade D) and both from the core-administration and the locally 

decentralized offices. Ten of the participants were male, the remainder were female. The most 

senior participant (in terms of organizational tenure) had been in service for 36 years, the one 

with the least experience within public service had been in service for 3 years. The discussion 

lasted for approximately two hours and started with a presentation of the research, the 

researchers and the method. The protocol, the guiding questions to guide the discussion, was 

based upon the theoretical framework presented in chapter 2, as well as upon the dimensions 

found in chapter 3 (see appendix 4.1). By doing this, we hoped to map the self, institution and 

behavior as clearly as possible and to find out which dimensions could be a possible basis for 

public service motivation. No apparent problems were observed during these discussions and 
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in the evaluation, they were found to be very informative for both researchers and 

participants. The discussions were transcribed and anonymized (another strategy to ensure 

informality) and used as the basis for the analysis.  

4.4. Analysis of the results 

When analyzing the focus group data, the main instrument was on the one hand the 

definition of public service motivation in chapter 2, and on the other hand the dimensions 

developed in chapter 3. After all, the main purpose of these discussions were to find out 

which dimensions could be reasonably assumed to be part of the public service motivation 

construct and could serve as a basis for further research. Therefore, the analysis will be 

structured following the same dimensions in chapter 3.  

 

4.4.1. Attraction to politics and policy making at ‘Kind en Gezin’ 

 Employees of ‘Kind en Gezin’ set great store by politics and policy making. Various 

elements in the overview in chapter 3 return in the discussions. For example, attraction to 

policy making, just as in each of the cases in chapter 3, also returns within ‘Kind en Gezin’.  

 

X1: Concerning my specific job, I feel that I am at a crossroad between implementation, when 

I look at the files I manage, and policy development, as I am also in the staff of ‘Child-care’ 

[a sub-division]. When I have to translate these policies to my fellow file-managers, I feel at 

home in this role. 

 

An interesting element in this quote is that it did not concern someone who was in an 

executive position, or even in a policy-development position, but someone who was 

responsible for implementation. Although Perry (1996) presented such a motive mainly in 
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policy development, it appears to be also present in policy implementation, thus broadening 

its scope.  

However, few other references are made to policy making. As ‘Kind en Gezin’ mainly 

implements policies developed by the ministry of cabinet, this could be an explanation. 

Another explanation, linked to this, is a strong primacy of politics in Flanders. The political 

component of government has explicitly claimed policy development as its prerogative 

(Vlaamse Regering, 1999). This leaves little room for other actors to be involved in 

developing policy. It might result in a weaker identification from a civil servant perspective, 

as is illustrated by the following quotes.  

 

X2: Policy is something you implement… those are the facts, we have experienced it again, 

only recently… 

 

MODERATOR 2: Suppose something was decided within the cabinet, but you have the 

opportunity to go around this decision ? For instance an adoption ? 

X2: I do not think these things happen here.  

 

The primacy of politics is something which a number of participants mention and most 

of them regard it as unavoidable, although sometimes disagreeing. Often, the primacy of 

politics is forced upon them, and in some cases, they try to ‘fight’ it.  

 

X3: Yes, ‘Kind en Gezin’ tries to find a solution…one can always try to change the statutes… 

and sometimes we actually do. 
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X4: If I were a file-manager and I got such a question of a citizen, I would try to… at least 

inform these people what their options are.   

X2: But you cannot… 

 

This incomplete political primacy of politics is in some cases linked to the feeling that 

individual politicians not always take the ‘appropriate’ decisions. One attributes these 

politicians’ flawed intellectual capacities, sometimes even resulting in a disregard of politics 

(‘mépris de politique’).  

  

X5: I sometimes have the feeling that politicians take short-sighted decisions – I do not blame 

these people, they cannot do everything right.  

 

4.4.2. Attraction to politics and policy making at ‘Administratie Welzijn’ 

‘Attraction to politics an policy making’ was heavily discussed in the ‘Administratie 

Welzijn’ focus group discussions. As was the case with ‘Kind en Gezin’, a number of 

elements have to be discerned. The first one is the attraction to policy making.  

 

X8: It concerns everything, it is on the parliament, proposals and resolutions, answering 

parliamentary questions, making up policy documents, preparing the budget […] and that is 

what attracts me, being so close to the policy-level and the politics.  

 

X15: I made at a given moment the explicit choice to work for the Flemish administration, in 

order to participate in policy development. 
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X12: I used to have, in a former job, some experience with certain target populations… but 

here, working with the entire Flemish population, it very much appealed to me, and therefore 

I applied for the job… 

 

This type of quotes on the attraction to policy making is however not found with participants 

in lower grades or with people who are employed at local offices. The attraction to policy 

making seems more related to identifying oneself in the case of higher public servants.  

 

X4: In fact, if you work in Brussels [the capital] at a large administration, being closer to the 

[political] cabinets, closer to the minister, you will feel ‘a civil servant’, rather than when 

working at a local office. This is more … amongst the citizens.  

 

X16: I never felt myself to be a civil servant. Maybe it is because I have always worked at a 

small local office.  

 

X8: I think it is a little bit different for us, because we do not work directly with clients… in 

that sense, I do feel myself a civil servant… to me it means supporting the minister, giving 

advice, evaluating, answering letters and questions… 

 

A second element is the primacy of politics. An explanation for the fact that only few 

find themselves able to participate heavily in policy development, could be a strong 

conviction of this primacy of politics.  

 

X15: To the end, you should not overestimate the influence [of civil servants on policy 

development]. Politicians are the ones who decide, and if you really want to make a change, 
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for example reducing the lack of vacant places in special youth care, then you should go into 

politics. You should find a political party that is willing to turn this into a political issue, and 

see what the result is.  

 

Often, participants are critical toward this primacy. The idea that politicians have no clue on 

the impact of their decisions prevails, just as is the case with ‘Kind en Gezin’. 

 

X10:  But I do not always agree with the decisions of government. If it has to be like that, then 

it is has to be like that. But if it does not match with my opinion, I say ‘you ask, I give, but I do 

not agree’. 

 

X12: Yes, right, the cabinet sets the course, they are democratically elected, it is only evident. 

But they often cannot see the impact or the resistance one is building, which might hamper 

further implementation.  

 

X16: For example, concerning the lack of budgetary means : it does not get to them, to the 

politicians. And we, who know the problem very well, we should be close to the decision 

making, but it is not the case. But I guess that is characteristic to a local office.  

 

4.4.3. Public interest at ‘Kind en Gezin’ 

An important value fostered by employees of ‘Kind en Gezin’ is the regard of the 

public interest. A number of participants explicitly mentioned this value as being a motivating 

element in their job. The common reference in these cases is the society. Service to society 

(being in the public interest) is clearly distinguished from service to individual persons.  
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X6: An important drive in what I do is the awareness that I work for society at large, not for 

some…that is the contrast, you do not focus on one specific person or a small group, but on 

society.  

 

X6: You are using public money. I think as a civil servant, you should be aware that you work 

for society.  

 

Operationalizing this idea of public interest is not always easy for the participants. Not 

everyone talks about the topic in the same terms. This was shown by previous research 

(Vandenabeele and Hondeghem 2004), which demonstrated that not everyone has the same 

concept of ‘public interest’. The following quotes also illustrate this point.  

 

MODERATOR 2:  The public interest, what does it mean to you …is it something of which 

you think : ‘that is what we do’… or is it rather something  that you do not think about all that 

much?  

X7: I do not think that is something we should be bothered with.  

X8: I do think about it. 

X9: To me, the public interest is something like ‘How can ‘Kind en Gezin’ contribute to the 

society?’, that is something which you did not have in the old days, this outward focus.  

X8: I would consider the public interest as ‘How can I bring the client to the organization ?’, 

not as ‘selling’ the organization.  

 

Despite the babel, the numerous references to this concept demonstrate that it is an important 

dimension in the value pattern of the civil servants within ‘Kind en Gezin’. The mere feeling 
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of having a public responsibility is a big adaptation to some, certainly to the ones with private 

sector experience.  

 

X8: Because you say ‘working as a civil servant’… Well, that was quite something, the feeling 

of responsibility, how do you deal with it, what do I expect of myself…  

 

X10: I did have some experience, working in a private company. To me, this was a big step; 

much more positive [refers to the fact that there is a different idea of clients within the public 

sector].  

 

The organizational mission is an important aid in interpreting what exactly constitutes 

the public interest. A thread, as shows the analysis in the previous chapter, is that the 

government should contribute to the welfare of its citizens. In the case of ‘Kind en Gezin’, 

this is translated into ‘children’s welfare’. The mission could be considered as an 

operationalization of the public interest from the perspective of ‘Kind en Gezin’. The 

employees therefore consider it to be very valuable.   

 

X6: We are the ones who are responsible, that is in our mission, for the welfare of small 

children and their families.  

 

X1: Yes, the mission, giving every child as much opportunities as possible.  

X10: It should remain important. I am one of those who were already here when they changed 

NWK [the former national government agency for children’s welfare : ‘Nationaal werk voor 

kinderwelzijn’] to ‘Kind en Gezin’, and I always kept in mind to pay attention to the mission.  
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X12: Doing things that are important with regard to the organizational mission…I think that 

helping other people, and in this case, helping children, always will be an important element 

in my job. That is very important to me.  

 

Related to this is also the idea that civil servants are not employed to generate financial 

profit. Civil servants deem this profit-motive to be violating the public interest. Each 

reference to this profit-motive therefore is made from a counter-perspective. Also, some 

participants acknowledge that they would feel themselves uncomfortable in a commercial 

environment which is focused on competition and profit.  

 

[when asked about counter-identities, see appendix 4.1] 

EVERYBODY : The financial world ! 

X7: Financial people, and accountants…. They only think … they have a completely different 

perspective than we do.  

 

X10: We are a non-profit oriented organization, there is no money involved, and we do not 

need to make profit.  

 

X10: I would feel uncomfortable in a financial institution, where a lot of money goes around.  

X6: [Private companies] are heavily focused on commercial issues; you have to think very 

commercially, while here, you do not need to think commercially at all. Yes, you have to keep 

the financial aspect in mind, but more oriented towards reducing the cost for government… 

after all, we are working with the taxpayer’s money.   
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To some participants, the mission is the incarnation of the public interest, making it 

more concrete from an employee’s perspective. People who work at local offices, as well as 

people who work at the central office, support the mission, although it appears that it is 

slightly more important to people working at the central office. Another issue is about the 

level on which the public interest is situated. In the United States, this was situated on the 

level of ‘communities’, in Germany the ‘Länder’ (more locally), while in the other countries, 

it was more situated on the national level. With ‘Kind en Gezin’, this matter remains 

unaddressed. On could assume that this is Flanders (given the discussion of ‘Equality and 

democracy’, see later). However, with regard to adoption, the participants also referred to 

countries abroad (in general), it could be that this reference framework is bigger. Something 

else that catches the eye, is that no reference is made to citizenship or related concepts. Civil 

servants employed by ‘Kind en Gezin’ do not view themselves as model citizens (whereas 

this is the case and the United States).  

 

4.4.4. Public interest at ‘Administratie Welzijn’ 

Although public interest is often cited as one of the bases of public service motivation, 

this is not the case for the participants of ‘Administratie Welzijn’. Compared to the employees 

of ‘Kind en Gezin’, less reference is made to this value. Nevertheless, some of the participants 

explicitly refer to the idea.  

 

X4 [Regarding the question ‘as a public servant, I think it is important that…’]: Serving the 

public interest. 
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X11: We need to guarantee that everybody is served… to put it in abstract terms, actively 

ensure their fundamental rights. ‘Actively’, meaning, not waiting until the people come to us 

with their problems, because the people who need it the most, are often the last to come to us.  

X10: Yes, that is important, to be able to say to one centre [which are their clients] why they 

are treated differently, it is in the public interest.  

 

However, the public interest seems to be something that is self-evident, or where no special 

attention needs to be devoted to.  

 

X16: [To the question on her contribution to the public interest] whether it will change 

something on the long term or whether it will have contributed to the public interest… the 

older I get, the more critical I become.   

 

X15: Yes, I do not really think about that. I just want to do my job, be a member of the team.  

 

Nevertheless, other quotes demonstrate that the same people are very conscious of some of 

the elements of the public interest, such as rejection of the profit-motive.  

 

X15: The private sector, yes…I had some opportunities. However, I deliberately refused those 

: ‘No, not the private sector’. That was because of the profit-motive, I could not bring myself 

to it.  

 

This account of quotes of the focus group participants shows that the idea of the public 

interest is not rejected, on the contrary. It is however expressed in other terms, terms that are 
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more closely related to ‘compassion’ and ‘public service tradition’, which will be treated later 

in this chapter.  

 

4.4.5. Compassion at ‘Kind en Gezin’ 

Another possible dimension of public service motivation is ‘Compassion’. Important 

in this regard is the level on which this compassion is focused. In chapter 3, both the 

individual, a more emotional concept of compassion, and the collective level, concerning the 

need for collective actions, social solidarity and social policy, were discussed.  

Within ‘Kind en Gezin’, the former concept is present to some extent, mainly in terms 

of being able to help (not only in terms of client orientation, which will be discussed later in 

this chapter, but also in making a difference to individual people).  

 

X4: That is because now I am within the administration [the administrative part of the 

organization]. I could have helped more people better [when I was within another part of the 

organization]. Being within [the administrative part of ] ‘Kind en Gezin’, I am also able to do 

this, but being in the administration it is not always evident how being a small cogwheel of a 

bigger mechanism really helps children and their families.  

 

X5: [Talks about the job at the personnel administration]  No, I do not agree, because, in 

fact, I do this to help this employee… ‘Kind en Gezin’ does not care about it.  

MODERATOR 2:  But you think it is important ? 

X5: I do think it is important, after all, it concerns a real person.  
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X13: Yes, but if I was to do it again, I would have chosen another direction. A direction which 

offers more external contacts. In my previous position, this was the case, with the nurses. I am 

satisfied with my job, but it is more isolated.  

 

X7: That is my most important objective towards the families, supporting the parents, as you 

should do with raising children.  

 

X1: My biggest source of satisfaction is the personal contact with the clients.  

 

At a collective level, there are the socially-progressive values which the employees 

have. A number of participants mention those values and even their necessity. The focus is 

not on helping on an individual level, but on helping and compassion on a collective level, 

focusing on society as a collectivity.  

 

X2: Someone who Works at ‘Kind en Gezin’ should be socially inspired.  

 

MODERATOR 2:  And what would be a job which is totally opposed to yours ?  

X9: Those dept-recovery offices, we are totally opposed to those, sometimes even literally.  

X8: We provide social aid, in a broad sense.  

X12: Of course, without losing the human touch.  

 

Another element would be the social inspiration of the organization. Human resource 

management at ‘Kind en Gezin’ is seen by its employees as an incarnation of these socially-

progressive values. Government employment to them is evidence of the will to put these 
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values to practice with ‘Kind en Gezin’ being an agent. Employees create their own 

expectations toward these values and internalize them.  

 

X2: [concerning HRM] We follow up on people, even those who are retired. In the private 

sector, it is : ‘out of sight, out of heart’. I have never worked in the private sector.  

X3: An example are our social services, that is something unique.  

X14: A wonderful initiative. 

X2: We never loose sight of the human element, also concerning the family-situation.  

 

Chapter 3 also refers to the need for social policy. This is closely linked to the 

dimension ‘Public interest’, in particular the importance of the mission (see earlier in this 

chapter). This correlation is also demonstrated by quantitative results (see Perry 1996; 

Chapter five, this volume). Due to this overlap, it will not be treated further in this paragraph. 

Concerning the distinction central/local office, an interesting observation is that both 

centrally employed people as well as locally employed people mention compassion in more or 

less equal terms. Both categories focus themselves as well on the identifiable as on the non-

identifiable client. Concerning the social character of the organization, however, it is only 

those who work at the central level who deem this important. Based upon the comments 

elsewhere in this chapter, one could suggest that these feel themselves to be more ‘civil 

servant’ than those in the local offices.  

 

4.4.6. Compassion at ‘Administratie Welzijn’ 

As is the case with ‘Kind en Gezin’, ‘Compassion’ can be found at different levels. In 

both focus group discussions at ‘Administratie Welzijn’, as well the individual as the societal 
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level return. However, the employees in the local offices more often refer to the individual 

level.  

 

X16: Those ‘head-over heels’ [administrative] tasks, while you already have a full agenda, 

with homeless clients, being deep into trouble; in those situations, my heart as a care-taker 

goes out to the people, not to those tasks and papers.  

 

X3: And it is starting all over again. Another boy, I have known him since he was twelve, has 

come back to us. A lot of [medical] drugs, until he is eighteen, but what after that ? You 

cannot do a thing for the poor boy. You know that beforehand. Pills at ten, pills at noon, pills 

at night, and it still is not helping a thing. He should not be with us, he should be in a 

psychiatric hospital. But they hand him over to us.  

 

X9: Sometimes people say ‘you did everything possible’. Ok, but did it help ? We ask 

ourselves that question, but then they say ‘you did all you could do, there is nothing left to 

do’. At these times I think ‘one can only give an answer like that when one is not confronted 

with the day-to-day reality, when you are not involved. The boy is not standing next to you.‘  

 

Those at the central offices, however, refer more to the collective level of compassion.  

 

X8: I work in Brussels, I never see my clients, those who we are developing regulation for. 

But it still motivates me to make these documents. They get voted, those sectoral protocols 

and executive orders. Real people are being helped. Real mothers who could not visit their 

little daughter previously, but they can do it now.  
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X14: [to the question what a civil servant is] And we also point to the taxes. Everybody 

contributes to one large wallet, and then we do things together, because you cannot do them 

on your own.  

 

The reason for this reference to the collective level appears to be linked to the lack of direct 

interaction with citizens. On the occasions that people at central office are confronted with 

citizens, they refer to a certain client orientation, rather than compassion. The following quote 

illustrates this.  

 

X8: From time to time, I get citizens on the phone who complain about the institutions that we 

subsidize, the private ones. I try to solve these problems, contact these institutions, ask them 

to contact those people and solve the problem. We are not only busy writing documents, 

neglecting or ignoring the citizens behind those.  

 

A third element of compassion is the need for social solidarity. Given the fact that 

employees at the central office referred to collective compassion, it is not remarkable that they 

are the ones referring to social solidarity.  

 

X1: I think that ‘Administratie Welzijn’ expects us to care about the society at large. I think 

that is an important difference. One has to be aware of [social problems], knowing that there 

are not only the papers but also the people.  

 

X4:I do think they expect us to care about society.  
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X8: And to listen to the sector [the institutions which are involved in special childcare]. I 

think, in particular in this department, I am expected to be –much more than in other jobs – 

listening to the sector. I do not think it would be tolerated if I did my job without being 

committed to the sector. 

 

4.4.7. Self-sacrifice at ‘Kind en Gezin’ 

Just as is the case with the previous dimensions, ‘Self-sacrifice’ is composed of 

various components. At ‘Kind en Gezin’ some quotes clearly indicate self-sacrifice, as the 

participants testify how they put someone else’s interest before their own in order to find a 

solution for a job related situation.  

X8: And whenever there is a crisis within these families – I take care of underprivileged 

families – that can take two, three, four, five hours… 

 

X7: Sneaking someone out to a refugee at seven in the morning, my husband was so scared he 

asked for police protection : ‘X7, what have you done now again, he [the victims partner] 

could come here any minute’. I was not thinking of that… possible consequence.  

 

Putting aside one’s own interest often is related to promoting a ‘higher’ purpose (see 

the paragraphs on public interest), but also to defending non-vested interests. This is often 

more concrete and focused than pursuing the public interest. In such a case, a better 

identification with a client is possible. For situations at ‘Kind en Gezin’, this refers to the 

child or its interests.  

 

X2: We offer protection.  
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X2: And safety also, those children are safe.  

 

X5: But I do think it is important, as it concerns real persons.  

 

MODERATOR 2:  And do you actually look for those elements, ‘We have to contribute to 

safety’? 

X2: As a matter of fact, yes… in my office we do. 

 

X8: [I am judged on a number of things] For instance on co-operation, on being an advocate 

of the family, doing cultural translation, as well towards the clients as towards the 

administration, my oh my…  

 

X1: At those moments it is hard to find a clear-cut answer, but there is always that one idea 

‘in every circumstance, the child’s interest is the most important’. 

 

X7: That is the same with us… ‘the child’s interest is the most important’ whether it is within 

an educational environment or within a family. Whenever we have to take steps or chose a 

position, you only have one thought in the back of your mind ‘are those children in danger ?’  

 

This reference partly coincides with rejection of one’s own individual interest, but 

from the conversations we can learn that this disinterested attitude is not present in everyone. 

An example is the importance of salary to the various participants. Not everyone considers 

money to be a motivator, but sometimes it is explicitly mentioned as being a motivator. In 

other cases, equity (equal pay for equal work) is a motivator, rather than the money itself is a 
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motivator (see later). Another example of rejection of self-interest is a quote in which a civil 

servant questions training as an incentive.  

 

MODERATOR 2: Money, does it motivate you ? 

X2: Than you should not work for government.   

X4: I am underpaid myself.  

X2: I think it should be like that.  

X5: I do not think we are underpaid. 

 

MODERATOR 2: Very concrete, is money a motivator to you ? … 

X9: Than you have to go elsewhere. 

X7: No, I do not think so… 

X8: It motivates me… 

 

X1: I find it very ambiguous… on the one hand, I want to stay, I am on the same 

administration for quite some time, but on the other hand I have to confess that I sometimes 

look for something else… This has to do with the fact that I feel abused with regard to my 

salary.  

 

X1: Something that I question, being and ‘older’ civil servant, is that we are here to work, not 

to train ourselves all the time.  

 

Public employment as a special calling, as mentioned in chapter 3, is not found with 

the participants. Together with the ambiguous attitude towards rejection of self-interest, this 

observation urges one to put ‘Self-sacrifice’ into perspective (especially compared to the 
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country studies in chapter 3). Despite this, self-sacrifice remains an important dimension in 

the motivational pattern of civil servants employed at ‘Kind en Gezin’, both at the central and 

the local offices.   

 

4.4.8. Self-sacrifice at ‘Administratie Welzijn’ 

The analysis of the discussions at ‘Administratie Welzijn’ indicates that self-sacrifice 

plays, to a certain extent, a role within the participants’ public service motivation. In most 

case, this manifests itself in doing more than required.  

 

X15: I cannot explain it very well, but sometimes I have the feeling that, being a civil servant, 

I have to put my own interests aside in order to further other people’s interests. 

 

X7: He (X8) takes more initiative than I have noticed in the past. He takes initiative and 

thinks ‘how can we solve this, what can we do?’. He really listens to the problems and tries to 

solve hem.  

 

The rejection of self-interest presents itself the strongest as a rejection of the profit-motive.  

 

X13 [on the question concerning counter-positions]: a corporate consultant or something like 

that. We also deliver services, but they do it from a profit-motive.  

 

X15: The private sector, yes…I had some opportunities. However, I deliberately refused these 

: ‘No, not the private sector’. That was because of the profit-motive, I could not bring myself 

to it.  
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These quotes, however, need to be put into perspective. It does not mean that money 

has no motivational power at all, as is illustrated by the following quotes.  

 

X6: And she also says ‘Yes, but I am a mother of two, I need the money. It [another grade] 

would mean 15.000 francs [375 euro] extra a month’. And they laugh at her ‘You should not 

do it [take an exam] for the money’.  

X3: Oh no ? What else for?  

X6: Our divisional head says one should not do it for the money.  

X3: Well, for the beauty of his eyes ? I come in for the money, I am sorry. I like my job, but 

work for the money.  

 

Just as with ‘Kind en Gezin’, the participants do not mention ‘a calling’ as a motive. 

When linking this to the ambiguous ideas on rejection of self-interest, one cannot but put the 

motive of self-sacrifice into perspective. Nevertheless, it remains an important dimension 

(which is not as important as the results of chapter 3 suggest), both in the central and the local 

offices.  

 

4.4.9. Religion and morality at ‘Kind en Gezin’ and ‘Administratie Welzijn’ 

It is striking that none of the focus group discussions refer to some kind of religious or 

another type of abstract humanistic morality. Although some countries explicitly mentioned 

this as an important value, it remains unaddressed within the scope of these discussions. This 

does not mean that they are unimportant or absent, but they are certainly not ‘top of mind’ for 

those who participated to the discussions. Possibly, such motives exert their effect, if any at 

all, by means of a socialization process, as suggested by Perry (1997). As no questions were 
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asked on the legitimacy or socializing power of certain values, this could not be investigated 

further.  

 

4.4.10. Equality and democracy at ‘Kind en Gezin’ 

Equality is highly important within ‘Kind en Gezin’. Both the equality between sexes 

as the equality of cultures is very important. Each child is, according to the employees of 

‘Kind en Gezin’, equal and therefore has to be treated equally. This value of equality is also 

held in high regard concerning their own organization’s policy towards its employees. In the 

latter respect, some of the participants are disappointed, especially concerning the 

employment status of some employees (statute or tenure versus contractual employment).  

 

X4: An equal approach to both men and women. 

 

X15: And before everything, be open to diversity. Both to employees and the external focus.  

 

X11: Be able to work with people, also from other cultures.  

MODERATOR 2:  Equality, is that important to you ? 

X3: It is in the mission… 

 

MODERATOR 2: But is it important ? 

X4: That is very important 

 

X8: [I am judged on a number of things] translating cultures […] also within the team, 

working multi-culturally, my oh my…  
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MODERATOR 2: Something that often returns in a public environment is the fact that 

everybody should be equal.  

X9: It is in there, because ‘Kind en Gezin’ works for every child in Belgium … 

X7: Each child has a right to … 

X9: Whether it is illegal or whatever…It is really a core… something fundamental.  

X8: But it is the mission. 

X9: Yes, but I am confronted with it all the time… 

 

MODERATOR 2:  And do you really keep these things in mind, being tolerant ? 

X2: I do, yes, people at my office do…  

 

This value of equality closely corresponds to democratic ideas. In one case, democracy 

was explicitly mentioned, when referring to the consultation with sectoral partners (which are 

private non-profit organizations), despite the fact that government has the regulating power in 

this field.  

 

X6: The basic principles of what we do are set out in Brussels, but it is always done in a 

deliberative fashion, in working groups or steering committees in which the sectoral partners 

are involved.  

 

This focus on equality partly stems from Belgian (and consequently Flemish) 

administrative history, in which equality always has been an important issue. Also the broader 

political history, in which conflicts about equality have been very prominent, and which made 

many references to the equality of people in the constitution necessary, may have had an 

influence. Next to this, however, another, more bureaucratically inspired type of equality is 
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present. As it is based upon bureaucratic principles, it will be discussed later in the paragraph 

concerning bureaucratic values.  

 

4.4.11. Equality and democracy at ‘Administratie Welzijn’ 

During the focus group discussions, in particular the equal treatment of citizens and 

institutions came to the forefront (for example the subsidizing mechanisms). Therefore, we 

would classify the statements under bureaucratic values, which will be discussed later. 

However, there are also a number of references to a more democratically based type of 

equality.  

 

X8: Something that has played a part in my choice for government employment is my 

democratic conviction, being able to help in building a democracy. A system in which the 

parliament takes decisions that are executed by government and the administration, which is 

in turn controlled by parliament.  

 

In the case of the development of regulation, the participants agree that equality is a basic and 

fundamental principle.  

 

X15: On top of everything else, when developing regulation, one needs to take the 

constitution, equality, into account. You cannot do without it. That is always the framework. 

 

These quotes demonstrate that equality is an underlying principle in the day-to-day job at 

‘Administratie Welzijn’, but one tries to have an individual approach whenever necessary. 

The responsibility for such and approach is however transferred to the policy-level, taking a 

rather neutral role.  
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MODERATOR 1: If someone ‘needs more’, how important is your own responsibility for this, 

are you accountable? 

X10: The final accountability always lies at the policy-level. Our part is to advice.  

 

 

 

4.4.12. Service delivery at ‘Kind en Gezin’ 

The dimension ‘Service delivery’ refers to the provider-customer relationship in broad 

terms. To some extent, this is linked with being able to help and therefore ‘Compassion’, but 

it is not exactly the same. Where ‘Compassion’ is focused on helping an individual or society 

at large, ‘Service delivery’ rather focuses on customers, people to whom the actual services 

are provided. Client-orientation is a crucial component in this regard. As was already 

demonstrated in chapter 3, differences can be found in the origins, content and tradition of 

service delivery. In a more historic tradition, client-orientation is a traditional value which is 

not questioned. In a more recent tradition, this value is less institutionalized and some 

legitimation is necessary. With the New Public Management wave, this value has become 

more commercially inspired, as its legitimation was copied from the private sector (getting 

value for money).  

Examples of the more historic tradition of service delivery mainly come from the more 

experienced and the older employees.  

 

X10: We are a non-for-profit organization […], therefore delivering service  
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X10: From the start from my career, I have always kept in mind that I, we, provide services, 

even if I am only doing administrative work. There is always a client out there. Nowadays, 

people talk about this, but it has always been around.  

 

X10: This service delivery, it has been a constant factor.  

 

The other references mostly point to the more recent tradition. These are also stressed 

as being one of the core-competencies within the organization, which are more linked to 

management reform. These are often mentioned within the context of the reforms of the 

1990s.  

 

X11: Client-orientation [is one of our core competencies]. 

 

X2: Well, at my office, also client-orientation, that is really important.  

 

X10: If someone asks me a question and I cannot solve the problem, I just say it and refer 

them to someone else who can help them.  

 

Both traditions are present within ‘Kind en Gezin’. This demonstrates that delivering 

service has been always important, even in the days of the ‘Nationaal werk voor 

kinderwelzijn’ (the former national agency), and that gradually a newer tradition came to the 

surface. Nevertheless, both traditions exist next to one another. The quotes also show that 

client-orientation is perceived as a core-competency within ‘Kind en Gezin’, at least in the 

central office. It is however striking how only those employed at the central office refer to this 

as a core-competency. People employed at local offices do not mention the newer, or the older 
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tradition. It is all the more remarkable, given the fact that those at the local offices interact 

more with external clients than those at the central office do.  

 

4.4.13. Service delivery at ‘Administratie Welzijn’ 

As is the case with ‘Kind en Gezin’, the discussions at ‘Administratie Welzijn’ also 

provide evidence of both service delivery traditions. Both younger and older employees refer 

to the two types of traditions.  

 

X15: [on the question how to explain what a civil servant does] I would refer to a number of 

services that are typical of the public sector, police, local authorities … and to the specific 

question what I do, explain my own institution’s services.  

 

X15: Government has an other objective [than private sector organizations] :  public service  

X5: [on the question ‘as a civil servant, I think it is important that…’] That any client is 

treated with respect, in a client-oriented fashion 

 

MODERATOR 1: Do you know what the Ministry of Flanders expects from its employees ? 

X5: To perform well, in a client-oriented manner  

X6: But you always have to be friendly, that is very important. But sometimes, people can get 

on your nerves (laughs). 

X13: Client-orientation, treating every citizen in a similar fashion. Even if someone asks for 

something he is not entitled to, if you explain it in a client-oriented fashion, ‘because of this 

and that reason…’ 
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Customer orientation is often related to a sound and clear communication with the 

client.  

 

X10: Did people get their money in time, do the subsidized centres get it on their accounts in 

time ? Did they get enough money, as it was budgeted, see if there were any complaints, how 

was the communication, was everybody notified ? To inform on everything:  that is the 

essence of our job.  

 

X10: If you explain it well, everybody understands. That is the task of government. I think… 

Always communicate and explain why. It is like explaining things to a child. You have to 

answer those questions. 

 

X15: Those are only minor incidents, in communication…and then people [in our service] say 

: ‘the client was entitled to information’, not ‘it was not important to them anyway’. No, we 

have to communicate.  

 

Also the fact that employees are evaluated on their client-orientation, in contrast to past 

practices, demonstrates that it is considered to be a core-competency within ‘Administratie 

Welzijn’.  

 

X6: It is discussed on your performance appraisal, whether or not you have acted client-

oriented.  

 

Nevertheless, some quotes show that the recent stress on client-orientation is 

somewhat exaggerated. Both younger and older employees think it is a value which requires a 
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specific attitude on behalf of the employee, something which is self-evident for a civil 

servant.  

 

X16: I sometimes feel that open doors are kicked in, with regard to client-orientation. It is an 

intrinsic attitude that is why you want to work for government. If you are only oriented 

towards your own career, well… 

X10: Client-orientation, is there any reason why we would not be client-oriented? If you run a 

shop, if you deliver milk, you are also client-oriented. It is an attitude; you do not have to 

think about that.  

 

Both those employed at the central office and those working at local offices, younger, 

as well as older employees refer to the service delivery element in public service and to client-

orientation as an important value.  

 

4.4.14. Technical competencies at ‘Kind en Gezin’ 

Technical competencies are regarded as highly important with employees of ‘Kind en 

Gezin’. Not every element that is mentioned in chapter 3 is equally important. A generalist 

profile, as in those found the UK, or strong intellectual skills such as in France or Germany, 

are unimportant. From the analysis, one can learn that the expectations of the employees and 

the organization run along the same lines. In recent years, ‘Kind en Gezin’ has focused on a 

number of (behavioral) competencies and this focus can also be found with the employees. 

Communication, permanent improvement and team-work are often referred to.  

 

X11: These are core-competencies, team-work, being up-to-date, training… 
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X5: Communication too, communicate… 

 

X5: There has been a movement towards more team-work, dividing responsibilities  […] 

Now, it is possible to have an open conversation with at least someone … That is why they 

worked on communication lately… 

 

X3: At our office, reading professional literature is encouraged, it is very much stimulated. 

Also, team-work : whenever you have to do something, you just have a quick meeting to 

deliberate on the issue.   

X11: There are a lot of working groups 

X5: But it is not the case at all offices, however.  

 

X10: I ended up at an office with much room to manoeuvre. People are trained, people are 

involved, there are different functions, we have a staff meeting every week. Everybody knows 

what everybody else is doing. These are all very positive things.  

 

X10: … We are also in different teams; they really invest in people talking to one another. If 

we are working on something, there has to be this reflex : ‘we have to involve those people’. 

 

X1: Internally, but also across divisions. If within  ‘Day Care’ [one important division] 

certain initiatives have been taken that also touch upon the field of ‘Preventive Child Care’ 

[another important division], that division is involved.  

 

X13: Yes, there really has to be a reflex ‘we have to involve them’ or ‘we have to consult’.  
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MODERATOR 2:  The things expected from employees of ‘Kind en Gezin’ … 

X10: Responsibility, team-work, adaptive skills… 

X7: Accountability. 

X10: Permanent training 

 

MODERATOR 2:  If I get it well, team-work seems to be very important ? 

X7: That, and communicative skills  

 

These testimonies demonstrate that a number of references towards behavioral 

competencies are more a less similar, while references to specialist or generalist knowledge 

remain very limited. Moreover, these latter references are not made from a civil servant 

perspective, but rather from an expert perspective.  

 

X1: I do not feel a civil servant when an institution contacts me and asks for information 

about specific and very complex regulation.  

X7: I intended to never violate my oath of secrecy [as a nurse].  

 

The quality of the service delivered is also important. Striving for excellence is held in 

high regard by most participants. It illustrates a certain degree of involvement and 

commitment to the task and the organization. Again, this refers to an expert-role one has 

within the organization.  

 

X2: The parents have to be able to say : ‘I went to ‘Kind en Gezin’.’ 

MODERATOR 2: As some kind of guarantee for quality, a stamp…? 

 



Toward a public administration theory of public service motivation 

134 

X8: That we have the opportunities to put the objective of the organization to practice, in a 

qualitative manner. 

 

X12: To do things that are important to achieve the organizational targets. … 

 

MODERATOR 2:  When you say : ‘what is important’, what is actually important…? 

X7: Quality… 

X8: In whatever you do… 

 

Another element of technical competencies derived from the analysis in chapter 3 is 

the focus on management on the one hand, or on policy on the other hand. A focus on 

management is very much present within ‘Kind en Gezin’. The references to behavioral 

competencies are a first illustration of this. Moreover, modern management values such as 

efficiency and internal dynamics are also important. However, a policy perspective is not so 

often mentioned (see earlier). 

 

MODERATOR 2:  As a civil servant, I think it is important that … 

X9: Very short, to be dynamic. I do not say that it is reality, but… 

 X7: I am quite optimistic concerning the reforms, because I think the institution has a 

markedly different image towards the external environment. 

X12: On the other hand, I think a government service should be efficient, without losing the 

human touch.  

 

These quotes illustrate that the dimension ‘Technical competencies’ is filled in 

relatively restricted, compared to the analysis in chapter 3. A number of the elements 
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aforementioned cannot be found within the discussion of the focus groups. Despite this 

different operationalization of ‘Technical competencies’, employees are focused on a 

qualitative result, as well on the behavioral competencies which are preceding this result. This 

latter difference, focus strong focus on behavioral competencies, is found with people 

working at the central office as well as those employed at the local offices. Employees of the 

local offices regard communication as highly important, whereas those at the central office 

focus more on the recently implanted core-competencies. This indicates that the human 

resources policy developed at the central office has not reached the local offices yet.  

 

4.4.15. Technical competencies at ‘Administratie Welzijn’ 

Although technical competencies are important values of employees of ‘Administratie 

Welzijn’, not all elements that are found in chapter 3 are equally important. Just as with 

employees at ‘Kind en Gezin’, a generalist or a strong intellectual profile are not 

characteristic. The most important competencies are communication and team-work, the latter 

being a core-competency throughout the entire Flemish government.  

Communication between the various offices, or the lack thereof, is stressed. A number of 

participants think they are not informed sufficiently.  

 

X1: The planet ‘Administratie Welzijn’ should be a transparent one. Open communication, 

and whatever…in order to communicate the things that happen down here to the people at the 

executive level. Much, much more deliberation, communication, I think that is the word. 

Sometimes you are misunderstood; there are a lot of channels, but no through-put. 
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X12: We lack communication, I think. You do not know where they are heading for. And, for 

me, I would like to know what is going to happen to me. And to the service, you just do not 

know.  

 

X12: I think that the planet is diversified, because you have a lot of different places, which do 

not communicate much. You really have a lot of divisions. With us, for example, sometimes 

you co-operate with other divisions, but it is not always smooth…  

 

X15: I agree. You can see the social context, which is very complex and interdependent, but 

within our administration, communication between the entities involved, is very limited.  

X12: Between the employees it is okay, but between the chief officers it is really bad. That 

makes everything happen very slow, in my case.  

X16: I feel that even within one division, my local office and this one here, communication is 

appalling.  

 

X16: And if you have an open and honest communication, then you might understand why 

some decisions have been made. But now it is not… 

 

Contrary to the communication between the various divisions, team-work between 

individual civil servants is evaluated as much better.  

 

X7: My colleagues, it is important to have a good relationship with them. I think that is the 

case. 

X6: Imagine…  

X7: Hey, you really need them.  
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X6: If you are in a team which is not working out, that is another burden…  

 

X13: Here they are friendly to one another… I have not seen many frictions…If someone has 

a problem, everybody always steps in […] always prepared to help someone out. 

 

X15: Also with regard to the interactions between the colleagues, even if you do not know one 

another, sometimes you need the other. On these occasions, there is a great willingness… 

 

X12: And sometimes you get assignments to people who have not got a clue… then you need 

to depend on your colleagues.  

 

X13: And it is a good thing that you have colleagues at those times, asking some quick 

questions, and breaking in to a subject…trying to do your job a good a possible.  

 

X13: You are lucky to have this kind of a safety-net, your colleagues.  

 

Just as with ‘Kind en Gezin’, most references to technical competencies are behavioral 

competencies. References to general or specialist competencies are seldom made, only in the 

case of one’s own specialist-role.  

 

X3: In the first place, I am an educator, civil servant only in the second place. The two do not 

go together; one cannot be an educator and a civil servant at the same time. You just cannot 

be them to an equal extent, you are or one, or the other… I feel myself to be an educator, but 

supported by a civil service.  
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X13: I requested a transfer, to do something a little closer to my education, so I was promoted 

to accountant… 

X11: We all want to stay within our specialty, don’t we…?  

X13: Yes, eventually, we do… 

 

Just as is the case with ‘Kind en Gezin’, the quality of the service or ‘product’ 

delivered is very important to the participants. This is again a reference to the expert-role one 

takes within the organization.  

 

X5: I think there not has to be so much difference between working for ‘Administratie 

Welzijn’ and another organization within the Flemish government. I think you just have to do 

a good job.  

 

MODERATOR 1: And what does that mean to you, performing well ?  

X5: To achieve what originally was set out to do. 

X10: My tasks are determined for a one year period. If it is good, it is good ? […] And if a 

number of those years pass, without big problems, without complaints about childcare, 

thorough complaints? Then we are on the right course, aren’t we ? 

 

X15: Sometimes things happen, our field gets press coverage… they call you at 5 pm that you 

have to have those figures the next day by 10 in the morning on [some recent topic] […] They 

are crappy figures… but the media are asking for them… you have to turn out something […] 

I do not feel comfortable with that, you see them in the press, but you know what they are 

worth. 
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Another element of technical competencies is the focus on management. From the 

focus group discussions, one can learn that efficiency is the value which is most stressed 

within the field of management.  

 

X3: I do not like to think in those terms [financial efficiency]  

X2: You are working with people 

X3: People and money do not go together. I mean… I cannot imagine that I am working with 

people and money at the same time. It does not work, it can never go together. 

 

X12 [on the question ‘As a civil servant, I feel it is important that…’]: The resources are well 

spent. To see actual results, of all those efforts, and preferably as efficient as possible.  

 

X8: I think you have to be very efficient; every franc should be well spent.  

 

X9: But we have to do a number of things that are not efficient, they only serve to make up 

statistics, or things that do not matter at all. That is not working efficiently. I could spend my 

time better… 

 

X9: I do not think that we are responsible, as an employee. You can only do your job as good 

as possible. And you have to do what they ask you, but beyond that… 

 

X16: I think it is important, in day-to-day operations, I often clash… I find a number of things 

not to be efficient.  
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X1: It has been made very complex, resulting in a very bleak, inefficient approach. That is 

really demotivating. I personally feel it is demotivating when your are confronted with such 

an inefficient system, which would not even be sufficient for a small private company.  

 

As was the case with ‘Kind en Gezin’, a, in some senses, restricted perspective on 

technical competencies is found with the participants from ‘Administratie Welzijn’. A number 

of the things found in the literature review in chapter 3 are not present in this case-study. 

Nevertheless, the task (quality) and behavioral competencies are very prominent. However, a 

substantial difference between the people employed at local offices and those at the central 

office can be observed. Employees at local offices regard communication to be most 

important, whereas people working at the central office are more focused on the core-

competencies (team-work).  

 

4.4.16. Bureaucratic values at ‘Kind en Gezin’ 

Bureaucratic values are prominent within the value pattern of ‘Kind en Gezin’ 

employees. However, compared to the analysis in chapter 3, civil servants at ‘Kind en Gezin’ 

have a strong focus on some particular values, while others are less stressed. On the one hand, 

adaptation, instrumentality, anonymity and continuity play a less important role than they do 

in the international comparison and are no part of the bureaucratic identity of the ‘Kind en 

Gezin’ employees. On the other hand, neutrality and objectivity are very important elements 

of the civil servants’ value pattern. This refers to the earlier mentioned bureaucratic 

perspective on equality. A consequence of this focus is the standardization of administrative 

procedures.  
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X14: But they do not know what is already waiting here… Someone from the private sector 

sends his forms, but he does not know how many there are waiting before him. But we cannot 

let him jump the queue…  

 

MODERATOR 2:  And something like objectivity ? 

X2: I think that that is very important.   

X4: Yes 

 

X7: Uniformity in the services you provide … I used to try it too… but often it is not realistic 

… If you have 15 people for each local office… however, ‘Kind en Gezin’ has done some 

efforts towards this issue, through training, obtaining uniformity, in order to have uniform 

services and advices. 

 

Another important element is the accountability specific to a politically controlled 

administration, as every process within a bureaucratic organization needs to be accounted for. 

Accountability is a value which is strong within ‘Kind en Gezin’. Although the participants 

are well aware of its necessity, it is not always experienced as being agreeable. This indicates 

that accountability is not entirely internalized (and perhaps less institutionalized). Especially 

the shift from a process-based accountability towards a more output-based accountability, 

grounded in performance measurement, is not accepted by everybody. These control-

mechanisms are perceived to keep people away from their core-business and are therefore 

said to impair service delivery.  

 

X2: Most people go according to the book. 
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MODERATOR 1: But the reason to do everything according to the book could be ‘eventually, 

it will come out’, but it could also be ‘rules must be obeyed’?  

X2: Yes, but, it is just not possible…I do not think that it can be done here… 

X5: But also, sometimes your heart says something different that your brain does… even if 

you want to follow your heart… you can do that up to a certain level, if it stays covert… but if 

you need something, a stamp or a signature, then you are in a dead end… if it is not now, it 

will be later, when applying for something else, because you miss out on that particular 

document.  

 

X1: They control the quality of each of those institutions; each institution has its file with 

‘Kind en Gezin’. […] These institutions are controlled, are subsidized and then controlled 

again. 

 

X7: But we have to walk the line and account for our actions because we work with public 

money. You can see it in the day-to-day operations, our employer asks us to account for the 

money, which is not always agreeable.  

 

X9: But what do they expect, figures again…and do this, this and this… 

X10: You [other participants working at another division] can provide these figures easily, 

but we have to be able to come up with figures, at certain times, we should be able to 

demonstrate ‘this has been done’. We also have our objective, but we have no customers or 

clients, no maternal visits… we have other things. 

 

X1: I feel myself to be a public servant in a sense that I am responsible for the money which is 

involved in the files, this is public money and every franc spent needs to be accounted for 
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X12: …It is a continuous battle between pushing paper and delivering quality…  

 

X8: I have to be accountable, account for my behavior … 

 

However, as accountability mechanisms are never 100 % secure, it is equally 

important that civil servants are trustworthy. This is one of the core-competencies of Flemish 

government employees and it is very present with those at ‘Kind en Gezin’.  

 

X2: Honesty, trustworthiness… 

 

X3: The people who work here can be trusted… 

 

X2: Trustworthiness also… 

 

X3: There is also an audit that checks whether everything can be trusted.  

X4: Regarding trustworthiness, some of the people can be doubted upon. You have to have a 

positive portrayal of man … Most of us have, but you should not be naive, some just do not 

walk the line… 

 

X7: But with us, the nurses, people know that they can discuss their problem in total 

confidentiality… 

 

Another element which is considered to be typical of a bureaucracy is a hierarchy. 

‘Kind en Gezin’ has come a long way in this respect the last 25 years. From an organizational 
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perspective, it used to be more hierarchical and more delineated. Nowadays, it is less the case. 

Nevertheless, the change has not been the same everywhere. The central office is less haunted 

by this past legacy than the local offices are. The latter still have to experience these changes 

to their full extent.  

 

MODERATOR 2:  But has it been changed compared to 25 year ago? 

X5: Yes, the grades have been changed… 

MODERATOR 2:  What do you mean ? 

X5: An A-grade, you looked up to them, it was an entirely different situation… nowadays, it is 

different…I do not know if it is the same everywhere, but supervisors are addressed on first-

name basis. It did not used to be ‘Jack and John’. Two minutes later you would have been 

summoned to his office… ‘It is still ‘Sir’ to you’…These are little things, but they create an 

atmosphere. Nevertheless, the amount of respect has not changed, but you can talk more 

freely and you are approached differently. And if there is something wrong, you will contact 

them sooner…  

 

X7: … At our office, it is different, it is history, and we have to walk the line…  

 

X8: [on the the ‘planet question’] You know, on my planet ‘Kind en Gezin’, there are a 

number of little volcanoes, with dinosaurs and little animals, also in the water, you do not see 

them … and a lot of impenetrable jungle… it should become more transparent… 

 

The last element that is considered is centralization. ‘Kind en Gezin’ is an agency and 

provincially decentralized. From the testimonies in the quotes we can learn that 

(de)centralisation is an important issue. On a number of variables, there is a substantial 
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difference between local offices and the central office. Nevertheless, centralisation lives on, at 

least to a certain extent.  

 

X6: We are situated throughout the whole of Flanders, provincially decentralized and a 

central office in Brussels. But everyone works with standardized processes and everything is 

registered. We are also extremely computerized, which enables the central to follow up on the 

local offices. 

 

X6: The basic principles of what we do are determined in Brussels. 

 

When analyzing the dimension ‘Bureaucratic values’, it is striking that employees at 

the local offices consider bureaucracy to be something negative, referring to accountability 

and hierarchy, whereas those at the central office apparently have internalized this value more 

autonomously. However, it could be the case that real differences between the central and 

local offices explain this difference in appreciation, not the degree of internalization.   

 

4.4.17. Bureaucratic values at ‘Administratie Welzijn’ 

Bureaucratic values are a substantial part of the value pattern of the participants. 

However, not all elements found in the comparative literature study in chapter 3 return from 

the analysis of the focus group discussions. Adaptiveness, instrumentality and continuity are 

not included in the identity of the civil servants at ‘Administratie Welzijn’. Equality, 

neutrality and objectivity all are referred to when discussing the principles of equal treatment 

of citizens in a bureaucratic environment.   
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X1: If I would be employed at a private company, I would be more inclined to make the 

company’s perspective mine. But now, I am more convinced of the principle of an equal 

treatment, equality, objectivity… Yes I think it makes a difference.  

 

X13: Customer orientation, treating each citizen equal. Maybe someone asks for something 

he is not entitled to, but if you explain in a customer-oriented manner: ‘you are not entitled to 

that for this and this reason’. 

 

X13: I make sure that the final accounts are done in the same way. That is objectivity 

too…because you have to follow certain rules. Sometimes you see people and one of them 

looks a bit more sympathetic than the other one, but I do not treat them differently. Everybody 

should be treated equally.  

 

X8: I think they expect the things all employers expect from their employees. To me, that is 

being an expert in the domain that I work in, writing up clear documents, give an objective 

advice based upon facts… 

 

X1 [to the question ‘as a civil servant, I feel it is important to…’]: To be objective… I think 

that is important.  

 

X11: That is one of the advantages of a bureaucratic system, those exams, you have to pass 

them. You have to fulfil certain formalities.  
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X8: The competencies you have to possess according to the function profile. They are 

reviewed and you are assessed upon your behaviour. Client-orientation, objectivity, being 

punctual.  

X8: I try to elevate myself from my personal opinion, be objective and correct.  

 

However, the principle of equal treatment is sometimes challenged. Not everybody has 

the same needs and it is acknowledged that an equal treatment is not always the best way to 

operate.  

 

X14: Equality is important to me, but, how should I say this, I  treat everybody equally, but at 

the same time adapting the service to the client’s needs.  

X13: Tailor-made.  

 

X16: I think it might be more efficient than treating everybody in the same way…putting them 

in categories…  

X12: To leave some room for individual measures based upon individual needs. For example 

in our project…you will subsidize some local authorities for a co-operative initiative they 

established for care-centres, you will subsidize those more than others, because they take an 

exemplary position.   

 

Also, the equality within the civil service is a re-occurring issue. Statute, grade, salary, 

premiums … these are not always attributed through objective procedures, according to the 

participants.  
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X6: We are the lower grades, we do not count. As a civil servant, I think it is important that 

the lower grades know what it is about. But no, we do not count. We have to carry out 

decisions, but we are not allowed to know anything.  

 

X3: And it is not always appreciated as I would like it to be. I have been doing my job as 

specialist for 15 years; I am still co-operator [a B-grade].  

 

X6: My colleague and I both finished our secondary education, but I work as assistant [a C-

grade] and she is a co-operator. That makes 10.000 francs [250 euro] a month, for the same 

job. Every day we have to do the same job. And if you know that your colleague gets 10. 000 

more a month, sometimes, it is hard. Moreover, she works halftime now, and she still makes 

more than I do on a full-time basis. I think it is not fair.  

 

X1: A number of people do different jobs, that cannot be compared. Does one work better 

than someone else? In a team, it is not possible to grant only one person a premium.  

 

X6: I have no statutory employment, so I can be fired anytime. I have been a contractual 

worker for 31 years.  

X6: Y [another person], you know her. They told her with the last promotion exams : ‘You 

should participate, if you pass, you will get promoted’. She participated and passed the exam. 

She is still waiting for that promotion. And then they tell her ‘But Y, you should make way for 

the younger employees’… She is only 40. She also tells them ‘I am a mother of two, I need my 

money, it would mean 15.000 francs [375 euro] extra a month. And they laugh at her and say 

‘You should not be working for money. 
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The employees at ‘Administratie Welzijn’ very regularly mention that it is important 

to them to be able to account for their action. This is something typical to a bureaucratic 

system. In particular, civil servants of grades A and B [two highest grades] at the central 

offices stress that they are working with the taxpayers’ money and that they therefore should 

be able to account for the way it is spent.  

 

X7: Every year, I write up the reports and then I check it thoroughly ‘Was it spent well, or 

not? Is it acceptable or not?’. […] It is not like in the old days ‘It is within the budget, accept 

it’. I cannot agree with the old way, to me, the money that is spent should be spent well.  

 

X16: [to the question ‘as a civil servant, feel it is important that…’] …that expenses of public 

money are accounted for.  

X7: We are severely scrutinized; severely…We are evaluated very strictly. Ten times stricter 

than when I was working at a local office. 

 

Although most participants agree with the general principle of accountability, some criticize 

it. Some employees feel that they have to spend more time accounting for their actions than 

actually working. Another criticism is that they have to account to people who are not fully 

aware of the reality they work in.  

 

X9: But we have to do a lot of things that are not efficient, which only serve to build statistics, 

or which are of no use at all. That is not working efficiently.  

X3: I often have the impression that … people who lead a local office do not know what it is…  

X7: Or they meet you only once, for half an hour, to evaluate you, you see what you actually 

do… But what you do all the time, day after day… I feel that they know very little about that, 
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all the time, the energy you invest in your job, the things you do…You cannot put it all on 

paper, can you ?  

X7: I do not see the benefits… it only takes up time and whatever…Yes, it has to be put on 

paper, it has to be sent to Brussels, it has to be kept in the records. As if there is not enough 

paper already. You could do it another way.  

X10: If you see the number of documents that has been thrown at us the last few years, 

effectiveness analysis, books, everything, you are bound to lose track of your actual work if 

you would read all of them. […] But that paper and those guidelines, how things should be 

done… it has nothing to do with your job.  

 

X11: It comes on top of your day-to-day job. 

 

This criticism could point to a lower degree of internalization of the principles of 

accountability. In any case, employees at local offices tend to be more critical of the extensive 

control mechanisms because they would prevent them from doing the job properly.  

Another element of ‘Bureaucratic values’ is the principle of hierarchy. There is a clear 

distinction between comments of employees at local offices versus employees at the central 

office. For those who work in ‘Brussels’, the focus on hierarchy is less important than it used 

to be and the relation with their supervisors is more informal than in the past, compared to the 

employees in the local offices. However, this does not mean that the structure is less 

hierarchical, or that procedures have no underlying hierarchical principles.  

 

X6: And the other institutions contact our supervisor instead of directly contacting us. If they 

have an issue, it goes to the supervisor, and he passes it on to us.  
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X4: I worked in an HR-division for five years, it was the same…People communicated 

through the supervisor, although the notes, the orders, the guidelines were intended for 

everyone. 

 

X10: As I experienced, if you have to contact the central office, people say you to write a 

letter to the divisional supervisor, whereas, if you work here, you just pop by at his office and 

knock on his door. 

 

The civil servants employed at the local offices experience hierarchy in particular in 

their communication. They hardly ever contact the central office themselves, only through 

their supervisor. They also claim this to be one of the reasons why they feel less ‘civil 

servant’.  

 

X9: We are an organization on ourselves. The civil service, you know it is there, in the 

operations and in the hierarchy, but it is less prominent in day-to-day operations.  

 

X9: Besides, in the past, in another local office, every time there was something wrong, a fax 

was sent to Brussels, and there have been a lot of arguments over it…it was not allowed, she 

was severely reprimanded.  

MODERATOR 2: Why was is not allowed ? 

X9: Because you skip formal steps, and the people at these positions, you are not respecting 

the hierarchy.  

 

X14: In our case, only the executive level gets in touch with the central office…We never do, 

never…  



Toward a public administration theory of public service motivation 

152 

X9: There is a lot of hierarchy out there, the news often does not get where it should get.  

 

It was already mentioned that there is large contrast between the local and the central 

offices with regard to the attraction politics to policy making, the importance of efficiency and 

accountability and other values. The analysis on hierarchy is only another illustration of the 

differences between central versus decentralized organizations and the consequences of the 

agency-structure in general in the Flemish public sector.  

Those employed at the local offices often have the feeling that they are on their own, 

and ‘Brussels’ is far away. They do acknowledge the rules they have to obey and the fact that 

these originate from the central office. However, they feel that policy-makers have little touch 

with the local offices and the way they work. This is attributed to the chasm that exists 

between the central and the local offices.  

 

X3: In the end, a lot of things go wrong, in particular at the local offices, it often goes pear-

shaped. I think the communication with Brussels is not always a 100 % okay.  

 

X9: We never contact Brussels, everything is solved internally…[the problem] has to be very 

bad before we contact Brussels.  

 

X3: You cannot be as well a civil servant as well as an educator, you are or a civil servant or 

an educator. I feel myself an educator, supported by a civil service… 

 

X8: I work in Brussels now, and it is correct, I do not see the people whom I work for… 

X9: An if I have to explain what a civil servant does, then I say ‘It is working for government’ 

but I stress that I am employed at a local office, which is something else than most people 
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would think at first glance. We do not work in a large office with a lot of people, as they do in 

Brussels. …We are a service in itself.  

 

X3: All too often I think that they are mainly thinking about themselves… thinking about 

utopian issues, which we cannot implement, they are not realistic. They should send those 

people over to us for a few days, or at another local office.  

 

The identification of the employees at the local offices with their environment 

sometimes is so strong that they deem the values of their local offices to be more important 

than the values that are promoted at the central level, considering the former their primary 

guiding principles.  

 

X14: Another thing about those values… in my job, I have a number of principles I base my 

counselling on, and these match with those of my local office… if it does not match with the 

principles of the central office, so be it…I do not care. 

 

4.4.18. Unique values at ‘Kind en Gezin’  

From the comparison in chapter 3, one could learn that in some cases unique values 

appeared to have a motivational impact on the behavior of civil servants. As ‘mépris d’argent’ 

or the rule of law were more or less unique value from specific countries, so can unique 

value-laden elements be found in the case of ‘Kind en Gezin’. ‘Pride of the civil service’ is a 

dimension which was not found in the four comparative country studies and therefore was no 

part of the framework used in this analysis. However, a number of participants explicitly 

referred to it as a motivating force in their job. People employed at the central office, as well 
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as those working at a local office mentioned this element. Therefore, it is listed here as a 

distinct value in our analysis.  

 

X2: The pride in our job is also important to…  

 

X12: Some of the things you communicate are binding in some respect, after all you are ‘the 

government’… you have to be aware of this.  

 

X1: I feel a certain pride when I can say to outsiders that work for ‘Kind en Gezin’.  

 

X7: I have a certain pride for my job…  

 

4.4.19 Unique values at ‘Administratie Welzijn’  

One of the values outside the framework which is found with the civil servants at 

‘Administratie Welzijn’ is independence. This is a value, although not incorporated in our 

analytical framework, which was also found in the United Kingdom. This expresses itself in 

the importance of critical analysis and a critical attitude when asked to follow up orders.  

 

X10: I do my job, in the name of government, the things they ask me to do. But I find it 

important to analyze it in a critical way. […] You do not always have to follow your orders 

unthinkingly. If it is an executive order or a law, you have to obey, but else, people expect you 

to be critical, and to link it to the day-to-day reality in the field.  

 

X10: They say ‘Do your job, do what we ask you to do, do not think about it and do not try to 

discover any meaning… because you will get into trouble’. I have experienced it… 
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MODERATOR 2: But a moment ago you said ‘I think it over critically’ 

X10: I do, I really try, but it is not always appreciated, those critical remarks… 

 

X13: On the one hand doing your job as good as possible, but on the other hand staying alert 

and critical… because what they sometimes ask you …I even once was told ‘This should be 

the outcome!’. First, you have to see how you get this outcome. 

 

Finally, just as with ‘Kind en Gezin’, ‘Pride of the civil service’ is one of the values 

which is referred to by the participants.  

 

X4: Once I was here in Brussels, I was genuinely proud to be a Flemish civil servant, I really 

was… 

 

This pride also expresses itself in the efforts the participants undertake to improve the 

image of the civil service in general.  

 

X13: I am glad to contribute to the rectification of the image that was attributed to the civil 

service by ’De collega’s’ [a famous TV-series in Belgium which makes a mockery of the civil 

service]… make it disappear. Because we still have that image.  

 

X15: Sometimes, I deliberately provoke… I say ‘Yes I am a civil servant’. Then they start 

telling jokes, they can refer to ‘De collega’s’. But I let them have it for a short while, and if 

they ask what I actually do, or why I return so late from my work, then they say ‘That is 

impressive’.  
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4.5. Discussion of the analysis 

The analysis of the focus group discussions based upon the analytical framework 

demonstrates that Flemish State public servants refer to various values in explaining their 

motivation. This validates the framework to a certain extent, although there is a strong overlap 

between some of the dimensions (it is, based upon these data, not easy to clearly distinguish 

between the various dimensions). However, three observations stand out.  

First, not all dimensions which are incorporated in the framework return in the 

analysis of the focus group data. Although most dimensions are found in both Flemish cases, 

some of the values do not return. The dimension ‘Religion’, which was entered into the 

framework based upon the analysis in chapter 3, is not found within the Flemish civil service. 

This is also the case for some of the unique values found in the comparative cases in chapter 

3, as ‘Mépris d’argent’ or ‘Risk aversion’.  

TABLE 4.1 : Overview of the public service motivation dimensions in the focus group analysis 

 Dimensions Organizations 

    

  ‘Kind en Gezin’ ‘Administratie Welzijn’ 

    

 Attraction to policy making Attraction to policy making 

 

Attraction to policy 
making and politics  Incomplete primacy of politics Incomplete primacy of politics 

  Disregard of politicians  

    

 Public interest Not clearly delineated Not clearly delineated 

  Opposite of profit-motive Opposite of profit-motive 

  Flanders as a framework  

    

 Compassion Socially-progressive values Socially-progressive values 

  Need for social policy Need for social policy 

  Individual compassion (local offices) Individual compassion (local offices) 

    

 Self-sacrifice Forgo self-interest Forgo self-interest 

  Defending non-vested interests Money is limited as a motivator 

  Money is limited as a motivator  

    

 Equality on a societal level Equality on a societal level 

 

Equality and 
democracy Equality within the organization  Equality within the organization 

    

 Service-delivery Both old and new tradition Both old and new tradition 

  Client-orientation as a core-competency (central 
office) 

Client-orientation less as a core-
competency 

    

 Core-competencies are behavioral competencies Less focus on core-competencies  

 

Technical 
competencies Delivering quality Management 

  Management Communication  

  Communication (local offices)  
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Second, for some of the dimensions, most aspects return, whereas for other 

dimensions, an incomplete focus, only one or a few aspects, is found. For example, there is a 

focus on policy making, but the importance of politics is not stressed. Other examples are the 

lack of reference to a kind of citizenship in the dimension ‘Public Interest’, the lack of 

reference to generalist or knowledge competencies within ‘Technical competencies’ or certain 

aspects found within ‘Bureaucratic values’ (anonymity, continuity, …). This causes similar 

dimensions to be judged completely differently in different countries and cases, hampering 

comparative research. In order to overcome this, the content of the dimensions should be 

studied carefully.  

Third, although the content of most dimensions are more or less similar across the 

cases of ‘Kind en Gezin ‘ and ‘Administratie Welzijn’, some differences between the 

conceptions of public service motivation can be noticed (table 4.1). Whereas ‘Kind en Gezin’ 

employees are more focused on defending non-vested interests, delivering quality, 

trustworthiness and the general core-competencies and have Flanders as a reference 

framework, civil servants at ‘Administratie Welzijn’ focus more on their independence of 

politics (without disregarding it), are more inclined to hierarchy and centralization. Moreover, 

an important difference could be noted between the local and the central offices of both 

organizations (running along the same lines, with less identification with the organization of 

local level employees).  

One can interpret these results with regard to the extent of internalization of the 

dimensions. The case studies provide evidence that not every value has been internalized to 

 Neutrality/Objectivity Neutrality/Objectivity 

 

Bureaucratic values 

Accountability (shifting from process to 
performance) 

Accountability (shifting from process to 
performance) 

  Trustworthiness More a focus on hierarchy 

  Flat hierarchy Centralization is still present 

    

 Unique values Pride Pride 

   Independence 
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the same extent. Given that the motivational power of an identity is correlated to the 

internalization of this identity, therefore, it could be that not every dimension acts equally 

strongly as a motivator. Not all elements that were presented in this analysis, would contribute 

to the civil servant’s motivation. This would necessitate us to limit our concept of public 

service motivation. In this analysis, the dimensions ‘Attraction to politics and policy making’, 

‘Public interest’ (in particular the mission) and ‘Compassion’ seem to generate the strongest 

motivational impact. In terms of the typology of regulation of identities, one would categorize 

these as identification or even integration. For ‘Technical competencies’, ‘Equality and 

democracy’, ‘Self-sacrifice’ and ‘Service Delivery’, the respondents indicate that peer 

pressure is strong. Therefore, these can be said to be externally regulated or introjected. 

Concerning ‘Bureaucratic values’, some of the elements (equal treatment within the 

organization and trustworthiness), seem to be more identified, whereas others (hierarchy and 

accountability) are more controlled types of regulation. Therefore, this dimension will only 

partially generate autonomous motivation.  

Also, one can compare the results for the grades of the participants, as some of the 

cases in chapter 3 (France and the UK) report a strong distinction between the senior civil 

service and the lower levels. One cannot observe many differences between the various 

grades, based upon the focus group data. However, in the Flemish civil service, no formal or 

informal senior civil service has been institutionalized. Therefore, such an observation is not 

extraordinary.  

These observations clearly indicate the institutional level to be crucial, as we 

controlled for the mission and the environment. On the one hand, differences between 

organizations therefore can be attributed to specific differences between both organizations, 

ergo institutions. On the other hand, the strong similarities between both cases can be 

attributed to the systemic relation between institutions, as ‘local’ cases are fit into general 
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rules (Scott and Meyer 1994). Another way to look at these similarities between different 

institutions is through the ‘spill-over-effect’, which transfers rules from one institutional 

environment to another, similar, institutional environment (Frey 1997), essentially supporting 

the same statement.  

Next to the influence of the Flemish Government and the individual organizations, 

some other institutions may be assumed to exert an influence in developing public service 

motivation (Perry 1997). However, this influence is not measured and therefore not discussed, 

as the objective of this chapter is to explore to possible content of public service motivation 

and the explanatory framework, rather than critically test these relations.  

 

4.6. Conclusion.  

The analysis demonstrates that, as is the case in the country studies in chapter 3, public 

service motivation plays an important role in the motivation of civil servants. Both the 

Flemish government in general, as well as the particular organizations which were studied, 

seemed to exert an influence in this respect, next to the assumed influence of other 

institutions.  

These observations are important for the organizations that have been studied, because 

public service motivation is linked to a number of outcomes within the context of a 

professional organization. As some scholars argue public service motivation to be a crucial 

variable in the development of a performing public service (Perry and Wise 1990; Rainey and 

Steinbauer 1999) these results enable these organizations to strengthen their HRM in this 

respect.  

However, some limitations rest upon these results. First, as it is only an exploratory 

research based upon a limited amount of focus group discussions, these results in itself are not 

sufficiently substantial to draw robust conclusions (also with the overlap between dimensions 
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in mind). Also, the testing of the theoretical framework was not an explicit aim of this 

analysis, thus conclusions towards the theory should be interpreted with great care.  

Nevertheless, this chapter succeeded in generating interesting material as a basis for 

further research. In particular, when developing a quantitative measurement scale of public 

service motivation, the present analysis provides not only evidence on the possible 

dimensions, but also valuable information for developing individual items for this scale by 

means of the quotes of the participants. Furthermore, it is also a successful attempt to analyze 

public service motivation in a qualitative way, making it a valuable contribution to both this 

dissertation and the broader scientific literature.  
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Appendix 4.1. 

 

Focus group protocol 

 

Self 

1. [Describe yourself] We are interested in civil servants. You all are civil servants (that 

is why we asked you to participate). Suppose you have to explain your job to someone, how 

would you do it ? [alternative : Suppose you would have to explain what you do to someone 

who has been asleep for 150 years.] 

2. [Elaboration of the self] You probably distinguish many facets in being a civil servant. 

Could you complete the following sentence ‘As a civil servant, I feel it is important to…’. 

You are allowed to respond to other people’s answers.  

3. [Counter-identities] If you were to choose one profession which is entirely the 

opposite of what you do now, what would it be ? [Alternative : Complete the following 

sentence ‘A civil servant is exactly the opposite of …’] 

 

Institution 

1. [Your organization as an institution] Suppose [the organization] was a planet, what 

would it look like ? [add. questions : What kind of people would live there, what kind of 

plants or animals would be there, what kind of climate would it have] 

2. [various pillars of the institution] What do you think your organization expects from 

you ? 

a. [regulative] Are there any rules which enforce this ? 

b. [normative] Are you evaluated upon this ? Are you appreciated by your supervisor or 

colleagues for doing this ? 



Toward a public administration theory of public service motivation 

164 

c. [cognitive] Are there rules upon which you clearly agree among colleagues?  

d. [degree of institutionalization and internalization] Do you agree with these 

expectations ? 

e. [evolution] Do you think these expectations have changed throughout the years ? 

3. [Flemish government as an institution] What do you think is expected of you by the 

Flemish government ? [Alternative : Do you think there are differences in expectations 

between your organization and the Flemish government ?] 

a. Are you familiar with the value-based core-competencies ? [Client-orientation, co-

operation, trustworthiness and continuous improvement] 

b. Are these explicitly present within your organization ? 

4. [Impact of the institution] Has your idea of being a civil servant changed since you are 

working in this organization ? [If yes, in what sense ?]  

 

Motivation and behavior 

1. [behavior] Do you feel in your everyday operations within this organization that you 

are influenced by the values which are discussed so far ? 

2. [elaboration of behavior] Can you give an example of a concrete situation in which 

you or a colleague behaved as a ‘good’ civil servant ? 
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Chapter 5  

 

Development of a public service motivation measurement scale : 

corroborating and extending Perry’s instrument
9,10

 

 

The empirical manifestation of public service motivation is a major point in both 

applied public administration research and management practice, given its important status. 

Until the mid of the nineties, research on public service motivation had been ‘ongoing, but 

somewhat sporadic (Crewson 1997 : 500)’, after the topic had been formally introduced by 

Rainey (1982) and Perry and Wise (1990). Since the introduction of a measurement scale 

(Perry 1996), public service motivation research has been continuously growing, especially in 

the United States.  

 However, its current status does not mean that all controversies concerning public 

service motivation have disappeared. Next to a lack of empirical evidence on the theoretical 

foundations of the concept, disagreement also exists on the measurement of public service 

motivation. This issue is further elaborated in this chapter. First, the measurement issues 

surrounding public service motivation are discussed into detail and a set of hypotheses on the 

nature of a measurement instrument of public service motivation is formulated. Second, some 

key points of the confirmatory factor analysis are given further consideration. Also, the survey 

data that are used to test the hypotheses are examined. Third, a measurement model of public 

service motivation is developed and this model is cross-validated. Finally, the observations of 

the analysis are discussed, upon which some concluding comments are based.  

                                                 
9
 I would like to thank Dirk Heerwegh, David Coursey, Annie Hondeghem and James L. Perry, as well as two 

anonymous reviewers for their constructive and helpful comments on previous versions of this chapter. 
10

 This chapter is based upon :  

Vandenabeele, W. (In press). Development of a public service motivation scale: corroborating and extending 

Perry’s measurement instrument. International public management journal 
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5.1. Issues in measuring the concept of public service motivation 

 Perry’s original measurement scale consists of 24 items, based on four dimensions of 

attraction to politics and policy making, public interest and civic duty, compassion and self-

sacrifice (Perry 1996). However, in measuring public service motivation, controversy still 

exists and the following controversies make up the research questions of this chapter.  

 First, although the original public service motivation measurement scale is very apt for 

measuring public service motivation levels in the United States, it looses some of its ability in 

other environments (Vandenabeele in press). Norris (2003) found that public values, which 

might be a basis for public service motivation (Perry 2000; Vandenabeele 2007; Perry and 

Vandenabeele in press; see also chapter 2 this volume), differ across regions in the world. 

This variation could lead to a regional focus of the measurement scale, causing difficulties in 

measuring public service motivation in other than US environments. The comparative 

literature research in four European countries (see chapter 3, this volume) illustrates that other 

than the Perry dimensions are potentially involved in public service motivation in Europe. 

When comparing these four countries ‘Attraction to politics and policy making’, ‘Public 

interest’, ‘Compassion’, ‘Self-sacrifice’, ‘Service delivery’, ‘Technical competencies’, 

‘Equality and democracy’ and ‘Bureaucratic values’ can be distinguished as administrative 

values which have a motivational potential. The first four are values which were already 

present in the original Perry model, while the remaining would extend the existing Perry 

instrument. The danger of factor variance of public service motivation is also noted by 

Coursey and Pandey (2007), who warn that more validation in different settings remains 

necessary.  

 Apart from factor variance, translation issues can also be responsible for the loss of 

measurement ability of the original scale. Certain words may, although translated correctly on 

the basis of the denotation, have different connotations (e.g. ‘Self-sacrifice’ has a more heroic 
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connotation in Europe than it has in the US). Also, some words may refer to social contexts 

which are present in the US, but which are far less dominant in the smaller and older 

European nation states (e.g. ‘community’).  

 Second, in the original measurement model by Perry, four dimensions are empirically 

distinguished. However, the dimensions of ‘Public interest’ and ‘Self-sacrifice’ are highly 

correlated. Therefore, one of these could be redundant (although CFA is oblique by nature 

and therefore highly likely to return correlated models; besides, dimensions which are to a 

certain extent redundant can still produce interesting findings). Several researchers have noted 

this and some of them have used an alternative instrument containing only three dimensions 

(Wright and Pandey 2005;Vandenabeele and Hondeghem 2004; Vandenabeele in press). 

Nevertheless, for now, no definitive evidence has been provided to sort out whether Perry’s 

original model could be made more parsimoniously.  

 Third, some scholars find the measurement scale a rather long and elaborated scale, 

which is not easily integrated into large surveys (Wright and Pandey 2005). Consequently, 

although the Perry measurement scale was the first to be developed, it is relatively uncommon 

in public service motivation research (although Bright 2005 & 2007 and Camilleri 2006 apply 

the full scale). A number of other researchers only uses a single or some of the dimensions 

(Perry et al, in press; Castaing 2006) or a limited set of items (Alonso and Lewis 2001; 

Brewer and Selden 2000; Kim 2005; Lewis and Frank 2002; Naff and Crum 1999), for 

various reasons. Therefore, a quest for a shortened scale has been undertaken by some 

(Coursey and Pandey 2007; Coursey and Perry in press), in order to develop a less elaborated 

set of items measuring public service motivation.  

 

 Based upon the first two research questions of this chapter (both referring to the 

general research question R I, see chapter 1), two hypotheses are formulated.  
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The first hypothesis (H1) concerns the matter of variation in the factor structure. Based 

upon public service motivation theory, one would expect that a variation in public values 

would lead to a variation in the factorial structure of public service motivation. H1 

investigates whether there are additional dimensions to the original Perry model. With the 

dimensions found in the above described comparative literature research as a framework, a 

qualitative pilot study was done (see chapter 4). The analysis of four focus-groups identified 

the same dimensions as being motives of these civil servants, except for ‘Religion’ (which 

was not retrieved).  

After careful re-evaluation of the information in chapters 3 and 4, the number of 

dimensions was narrowed down to seven. Based upon the definition of public service 

motivation, ‘Religion’ and ‘Technical competencies’ were removed as public service 

motivation dimensions. Both had no sufficiently defensible link with the ‘public’ component 

of our definition (for ‘Religion’, this argument was further underpinned by the lack of 

reference to religion as a motive in chapter 4). Moreover, ‘Religion’ might have more merits 

as an antecedent of public service motivation (Perry 1997, Perry et al in press), whereas 

‘Technical competencies’ is at best suited for a role as a behavioral consequence of public 

service motivation.  

As a consequence, three additional dimensions to the Perry instrument were proposed. 

A first additional dimension is ‘Equality and democracy’. This dimension refers to the idea 

that the civil service has to be neutral and objective in its interaction with citizens (Greenaway 

1995; Hattenhauer 1993; Crozier 1963). Although it is also related to the next dimension 

(‘Bureaucratic values’), ‘Equality and democracy’ is treated separately because it refers to 

democracy as much as it does to bureaucracy. The second dimension is ‘Bureaucratic values’, 

which refers to the particular values that are characteristic of a public bureaucracy. Next to 

‘Equality and democracy’, this also concerns, among others, the permanence of civil service, 
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meaning that citizens always should be able to have access to public service (Pisier 1989), 

accountability (O’Toole 2000) and the rule of law (König 2003). These are embedded in what 

in a large part of Europe is commonly known as the ‘principles of public service’ or ‘les lois 

Rolland’ (Pisier 1989). The last additional dimension is ‘Service delivery’, which refers to the 

level of service delivery that is required of public organizations. Even before recent 

administrative reforms, service delivery and citizen orientation were considered important 

values in European public service (Bodiguel 1989; Van Braam 1974; Goetz 2000).  

Based upon these descriptions, the first hypothesis was stated as follows:  

 

H1 : A public service motivation measurement scale will consist of the following dimensions 

: ‘Attraction to politics and policy making’, ‘Public interest’, ‘Compassion’, ‘Self-sacrifice’, 

‘Service delivery’, ‘Equality and democracy’ and ‘Bureaucratic values’. 

 

Second, another hypothesis is devoted to the second measurement issue. In the original 

measurement model, the dimensions ‘Self-sacrifice’ and ‘Public interest’ have a correlation of 

.88. According to Wright and Pandey (2005), this high correlation could be signaling 

redundancy. A model with three factors would be more parsimonious than Perry’s original 

model. One could frame this discussion in terms of discriminant validity. Anderson and 

Gerbing (1988) have offered a series of tests for evaluating discriminant validity (a χ²-

difference test or an inter-factor correlation confidence interval test). However, these are only 

crude tests (Jöreskog and Sörbom 1993) and the concept of factor redundancy is often more 

complex and controversial than initially suggested. Therefore, although it provides only a 

small contribution to the redundancy discussion, the quest for model parsimony will be 

addressed in hypothesis 2 (H2), testing the claim that the original Perry model is not 

parsimoniously formulated:  
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H2 : A public service motivation measurement model where the dimensions ‘Public interest’ 

and ‘Self-sacrifice’ are collapsed, will perform equally well as a model where these 

dimensions are not collapsed.  

 

5.2. Methods 

This study is based upon empirical data and statistically analyzed by means of confirmatory 

factor analysis (CFA). This section further discusses theses issues and devotes particular 

attention to the cross-validation of the measurement instrument.  

 

5.2.1. Survey description 

 The data upon which this chapter is based were collected in a survey among Flemish 

state civil servants of the central ministries and some associated agencies. Therefore, the 

organizational missions were limited, with missions exclusively reserved for the federal level 

not included (foreign policy, police and military missions, …). Next to these, some parts of 

the state government also chose not to be involved in the sample, because they feared the 

consequences of a recent reorganization, because they had recently administered a survey 

themselves or for no explicit reason. Nevertheless, most of the central ministries 

(approximately 75% of the workforce) and a number of agencies engaged themselves, through 

explicit consent of their chief executive officers, to take part in this survey. Within these 

organizations, employees of different level and with different job tasks were involved. 

The survey itself was an internet-based e-mail survey. As all employees of state 

government (even the lowest levels) have access to the internet, the risk of coverage error was 

reduced. A drawback is that web-surveys return in general a lower response rate compared to 

mail-surveys (Crawford et al 2001). Couper (2000) attributes this to the lack of tried and 
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tested techniques for increasing response, the discouraging impact they have on subjects who 

are less familiar with the internet or confidentiality issues raised by electronic communication.  

In order to increase absolute responses and response rates, an number of strategies 

were applied. First, the population was sampled on a census-base (entire population), 

increasing the sample to the maximum available. Second, both the technology and the design 

of the survey were chosen to secure maximum technological and psychological accessibility, 

reducing the perception of burden (Crawford et al 2001). Potential respondents received an e-

mail in which they were asked to participate in the survey. In this e-mail, the explicit consent 

of their chief executive officer was mentioned and in most cases these e-mails were 

announced by the chief executive officer. The e-mail also announced that respondents would 

be entered in a lottery in which they could win a € 20 voucher (Porter and Whitcomb 2003). 

Clicking an URL, they accessed the survey located on a web site. No identification was asked 

to preserve anonymity and increase response rates (Crawford et al 2001). The survey was put 

on a single web page (plain HTML) to reduce the technological threshold (no cookies or other 

browser applets required), as this does not influence response rates (Peytchev et al 2006). 

Next to this, the survey was also ‘humanized’ (Tourangeau et al 2003) as much as possible by 

displaying photographs of the researchers. Third, one week after the first e-mail, a reminder 

was sent out. Due to the constraints of anonymity, this was sent out to the entire sample, 

asking whether they had replied to the survey. Four weeks after the first e-mail, the survey 

was closed.  

When reviewing the data quality, suspicious entries (doubles, inconsistent or 

monotonous response patterns) were deleted and 3506 usable responses were retained. 

Response rates for the organizations varied from 21 % to as much as 90 %. As table 5.1A 

demonstrates, the bulk of the data were collected with civil servants of the core ministries 

(which were at the time the largest group of civil servants in our surveyed population). The 
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average respondent was 42 years old at the time of the survey and had been in service for just 

over 11 years. Table 5.1B shows that both sexes are more or less equally represented in the 

survey. When looking at the grades (grade A requires a master degree or equivalent; grade B 

requires a bachelor degree; grade C requires high school education and grade D requires no 

education), most of the respondents belonged to grade A, while the smallest group belonged 

to grade D. This could be evidence of a bias towards grade A, especially because higher level 

employees tend to participate more in web-surveys (Couper et al 1999). However, due to the 

permanent changes in the state government, no accurate population data are available. 

Nevertheless, because representative sampling is less important in some instances (Krosnick 

1999) and correcting for demographic biases demonstrates very little impact in the case of 

correlational analyses (Brehm 1993), no weighting procedure was applied.  

 

TABLE 5.1A : Response rates in the various organizations   

 E-mails sent Respondents Response rate 

Core ministries 9492 3096 .33 

Agency on educational infrastructure 72 26 .36 

Agency on Flemish tourism 205 44 .21 

Agency on public collection and processing of waste 393 210 .53 

Agency on regulating the energy market 20 18 .90 

Institute for scientific and technological development 141 47 .33 

Institute for agricultural research N.K.* 66 N.K.* 

* N.K. : Not known    

 

TABLE 5.1B Some demographic statistics 

Variables  N % 

Gender    

 Male 1813 51.71 

 Female 1691 48.23 

 Missing 2 .06 

    

Level    

 A 1419 40.47 

 B 716 20.42 

 C 1008 28.75 

 D 326 9.30 

 Missing 37 1.06 
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 Part of the survey was a set of 47 items measuring public service motivation (table 5.2; 

originally in Dutch but for the purpose of this dissertation translated to English). Twelve items 

had been applied previously in a Dutch-language survey and were selected based upon a 

confirmatory factor analysis of the original Perry measurement instrument (Vandenabeele and 

Hondeghem 2004; Vandenabeele in press). Thirty-five additional items were created to 

measure the new dimensions identified by the focus groups or to provide sufficient items for 

each dimension to account for the loss of items that proved to be unreliable. The statements 

were scored on a five-point scale (1. ‘I Totally disagree’ to 5. ‘I totally agree’). The analysis 

of table 5.2 demonstrates that the average scores are rather high (the average score on the 

items is 3.37; only twelve items score below 3, the scale centre) and that none of the items is 

poorly distributed (lowest standard deviation is .70; the average standard deviation is .97).   

 

TABLE 5.2 : Overview of public service motivation items in the study 

Variable 
name 

Variable 
name in 

Perry (1996)  Mean SD 

  Attraction to politics and policy making   

VAR44 PSM11 ‘Politics’ is a dirty word (I) 3.60 1.11 

VAR27 PSM31 I do not care much about politicians (I) 3.32 1.25 

VAR55  I have great confidence in the politicians who control government 2.51 .91 

VAR36  I think that public servants should implement every political decision. 
regardless of their own conviction 

2.66 1.13 

VAR68  To me. good governance depends heavily on the quality of public 
servants 

4.04 .88 

VAR62  To me. public servants should be at the disposal of ministers 2.52 1.04 

VAR25  To me. a civil servant cannot be politically affiliated 2.34 1.26 

     

  Public interest   

VAR45 PSM23 I voluntary and unselfishly contribute to my community 3.49 .81 

VAR28  Serving the public interest is an important drive in my daily life (at work 
or outside work) 

3.73 .91 

VAR72  To me. serving the public interest is more important than helping 
individual persons 

3.21 .99 

VAR37  I am more than others involved in my community 3.28 .89 

VAR22  To me. before anything. good civilians should think of society 3.56 .89 

VAR56  No government should pursue financial profit 3.42 1.11 

VAR63  I feel government should target those who experience financial or social 
problems 

3.00 1.00 

VAR29  Government should curb individual liberties in order to protect society 2.69 1.20 

     

  Compassion   

VAR38 PSM2 I am rarely moved by the plight of the underprivileged (I) 4.12 .85 

VAR73 PSM8 To me. patriotism includes seeing to the welfare of the others 3.97 .70 

VAR19 PSM24 I have little compassion for people in need who are unwilling to take the 
first step to help themselves (I) 

3.22 1.13 

VAR69  Fighting poverty is an important duty of government 4.05 .81 

VAR47 PSM10 I seldom think about the welfare of other people whom I do not know 
personally (I) 

4.07 .89 
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VAR57  Without solidarity. our society is doomed to fall apart 3.71 .95 

VAR30  To me. helping people who are in trouble is very important 4.21 .74 

     

  Self-sacrifice   

VAR39 PSM9 Much of what I do is for a cause bigger than myself 3.80 .79 

VAR74 PSM1 Making a difference in society means more to me than personal 
achievements 

3.49 .87 

VAR70 PSM17 I feel people should give back to society more than they get from it 3.10 .86 

VAR48 PSM26 I am prepared to make enormous sacrifices for the good of society 2.95 .83 

VAR64 PSM19 I am one of those rare people who would risk personal loss to help 
someone 

2.43 .90 

VAR31  In the end. everybody is self-interested and so am I (I) 2.82 1.09 

VAR23  If you are not self-interested. you are being unfair with yourself (I) 2.77 1.08 

VAR65  Enough money can make me do a lot of things (I) 3.98 1.04 

     

  Equality and democracy   

VAR40  People who think they are treated unfairly. should take care of it 
themselves 

3.42 .97 

VAR24  It is self-evident that you benefit your friends (I) 3.80 1.10 

VAR49  I do not think people should always be treated equally (there are 
various good reasons not to do so : time. money. …) (I) 

3.23 1.15 

VAR58  Tolerance towards other cultures is crucial 3.92 .95 

VAR50  To me. public servants should not be lead by their political stances 4.02 1.00 

VAR20  One should always respect the opinion of others. even if it is not in their 
best interest 

3.66 .98 

VAR41  Everybody is entitled to a good service. even if it costs a lot of money 3.62 .98 

     

  Bureaucratic values   

VAR59  Even in the case of major disasters. public service should be 
maintained 

4.18 .76 

VAR32  When something goes wrong at work. the superior is accountable 3.00 1.03 

VAR66  It is important that public servants account for all the costs they make 4.21 .83 

VAR21  If there are clear rules. one should not deviate from these 3.23 1.09 

VAR51  In case of an emergency. a public servant can ignore the law 2.68 1.15 

VAR67  It doesn’t matter if you tried your best. if the result is not good you did a 
bad job 

2.46 1.07 

     

  Service delivery   

VAR52  Having good administrative processes if far more important than being 
customer-friendly (I) 

3.76 .89 

VAR33  If the service is bad. even a good product is worthless 2.31 .94 

VAR42  Unsatisfied customers often made mistakes themselves (I) 3.20 .90 

VAR26  If the customer is satisfied. the job is done 3.85 .96 

(I) I Scores are inverted   

 

5.2.2. Confirmatory factor analysis 

 For the development of a measurement model, we performed a CFA with LISREL 

8.73
 11

. This corresponds with the first of the two-step approach, where a measurement model 

is developed (Anderson and Gerbing 1988). Although structural equation modeling (SEM) in 

general and CFA in particular are well established methodologies (Schumacker and Lomax 

                                                 
11

 Alternatively, one could resort to a two step approach where the first step is an exploratory factor analysis 

(EFA) and the second is a CFA, validating the initial model. However, although in general an EFA approach is 

used in the early stages of scale development (Kelloway 1995) and CFA requires a clear hypothesis on the data 

structure, choosing between both is ‘like arguing about the best flavour of ice (Schriesheim in Hurley et al 1997 : 

669)’. 
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2004; MacCallum and Austin 2000), some key points about the methodological decisions 

merit comment.  

 

 First, because of the ordinal nature of the data, a polychoric correlation matrix and a 

asymptotic coviariance weight matrix were calculated. This enabled us to apply a diagonally 

weighted least squares estimation (DWLS or robust WLS), which is particularly appropriate 

for the estimation of ordinal data because it is distribution free (Jöreskog and Sörbom 2004). 

However, this was only possible because the dataset was sufficiently large (Schumacker and 

Lomax 2004) as these calculations require a substantial set of responses. With a total of 3,506 

respondents, this requirement did not pose any problems. Also, linked to the issue of ordinal 

attitudinal measurement scales, is alternative parameterization. As all items are measured on 

the same measurement scale (as is often the case with this kind of research towards attitudinal 

measurement), it makes sense to test the model not only against correlation matrices, which 

have zero means and unit standard deviations, but also to test it against a covariance matrix 

which takes the differences in means and standard deviations into account (Coursey and 

Pandey 2007; for a detailed procedure, see Jöreskog 2005). 

 Second, because of the complexity of the model and the sample size, χ² will not be 

used to evaluate the measurement model. The χ²-statistic is known to be inflated for samples 

with N>200 (Kelloway 1998) and therefore is too statistically powerful (very small effect 

sizes become significant). Instead, model fit will be estimated based on a set of four fit 

indices, root mean square error of approximation (RMSEA), the goodness of fit index (GFI), 

the comparative fit index (CFI) and the normed fit index (NFI). Each of the fit indices has its 

particularities as they are sensitive to sample size or model complexity (Fan, Thompson and 

Wang 1999; Kenny and McCoach 2003; Marsh, Hau and Wen 2004). Therefore, we should 

take them simultaneously into account when evaluating model fit. 
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Third, in developing a multidimensional measurement instrument using CFA, validity 

is an even more important topic than it is in other quantitative applications. Both convergent 

validity and discriminant validity are crucial in this process. Convergent validity is 

demonstrated when the items sufficiently correlate. A test for it is provided by Anderson and 

Gering (1988), who stipulate that factor-loadings should be statistically significant (measured 

by the t-values). Discriminant validity is demonstrated when the various factors sufficiently 

discriminate from one another. One possible approach is to perfom a χ ²-difference test. The 

large sample size, however, makes any χ ² test too powerful, as stated above. Therefore, 

another approach is necessary. Anderson and Gerbing (1988) propose an interfactor-

correlation confidence interval test, in which the confidence interval of every interfactor-

correlation should not contain the maximal value (1.00).  

 Finally, as initial model rejection is anticipated, the confirmatory model will be often 

respecified in order to find a good fitting measurement model. (Homburg 1991, Schumacker 

and Lomax 2004). However, this approach to structural equation modeling runs the risk of 

capitalizing on chance (MacCallum et al 1992). A repeatedly respecified and re-estimated 

model can display an excellent fit to the data it was based upon, but whenever it is tested in 

another sample, it will almost certainly display a lack of fit and the model will be rejected. 

Therefore, cross-validation is a necessary procedure. A prerequisite for cross-validation, 

however, is the use of two different samples or splitting one sufficiently large sample into two 

subsamples, of which one is the calibration sample and another is the validation sample 

(Anderson-Butcher and Conroy 2002; Homburg 1991).  

 There are several ways to cross-validate measurement models, with different degrees 

of strictness. Commonly, one distinguishes between ‘tight’, ‘partial’ and ‘loose’ cross-

validation (MacCallum et al 1994). ‘Tight’ cross-validation involves re-estimating the 

calibrated model in the validation sample with all parameters fixed to the values that were 
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obtained in the calibrated model. This procedure is comparable to the one Cudeck and 

Browne (1983) have developed and on which they based their cross-validation index (CVI).  

One is not likely to find ‘tight’ cross-validation satisfying, as there are a number of 

reasons for which it may fail to validate the estimated model (MacCallum et al 1994). 

Measurement-invariance theory has developed a number of ways to estimate factorial 

invariance without having to comply with the requirements of ‘tight’ cross-validation. 

‘Partial’ cross-validation refers to various levels of cross-validation, in which only some 

parameters are fixed to the values of calibration model. A ‘fixed loadings approach’ 

(MacCallum et al 1994) or ‘pattern’ or ‘metric’ invariance (Meredith and Teresi 2006; 

Steenkamp and Baumgartner 1998), depending whether the terms comes from cross-

validation theory or measurement invariance theory, refers to a situation where only the factor 

loadings are required to be identical across the samples. This is considered to be the least 

strict of the ‘partial’cross-validation methods (Steenkamp and Baumgartner 1998; Cheun and 

Rensvold 1999). Next to this, there are more strict types of partial cross-validation which 

require other parameters such as variances, error variances or co-varainces to be fixed to the 

calibration values (MacCallum et al 1994; Steen and Baumgartner 1998; Meredith and Terezi 

2006), depending on the type of analysis (e.g. the comparison of means).  

‘Loose’ cross-validation (MacCallum et al 1994) or ‘configural invariance’ 

(Steenkamp and Baumgartner 1998) refers to a situation where all the parameters are re-

estimated, but where a similar model, with similar salient and non-salient factor-loadings, is 

found. This type of cross-validation is the least stringent type.  

 

 

 

 



Toward a public administration theory of public service motivation 

178 

5.3. Results 

The confirmatory factor analysis was performed with LISREL 8.73. Because of the 

split-half design, two random samples of 1752 (sample A) and 1752 (sample B) respondents
12

 

were extracted. Missing values were imputed using the EM algorithm, in order to preserve 

data. Sample A was used as a calibration sample and sample B for cross-validation. 

Polychoric correlation matrices and asymptotic coviariance-weighted matrices were 

calculated. This enabled us to apply a diagonally weighted least squares estimation suited for 

ordinal data (completely standardized results).  

 

5.3.1. Calibration sample 

First, a seven dimension model (PSM VII) with all 47 items measuring public service 

motivation was estimated (table 5.2). The RMSEA-index below .06 could be interpreted as 

demonstrating good fit (Hu and Bentler 1999), but as this is sensitive to model complexity 

(Kenny and McCoach 2003), some caution is warranted with this interpretation. The other fit 

indices all are below the accepted threshold of .95 for the GFI (Hu and Bentler 1999; 

Schumacker and Lomax 2004) and .90 for the CFI and NFI (Kelloway 1998; Hu and Bentler 

1999). Therefore, congruent with our expectation of model rejection, the proposed model of 

seven dimensions was not supported (table 5.3).  

 

TABLE 5.3 Fit statistics calibration models 

 χ² (SB) df GFI RMSEA Prob. RMSEA < .05 CFI NFI 

PSM VII (full seven factor model) 6980.21 1059 .910 .056 .000 .864 .843 

PSM V (adapted 5 factor model) 749.15 125 .983 .053 .062 .963 .957 

PSM IV (adapted 4 factor model) 829.10 129 .980 .056 .005 .959 .952 

 

Following the lack of support for the original model, we respecified the model several 

times based on analysis of the polychoric correlation matrix, deleting the items which 

                                                 
12

 Two respondents were lost in the process of the random splitting of the sample. Therefore only 3504 

respondents were retained. 
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rendered non-significant or trivial factor loadings (below .40) and deleting items which loaded 

on multiple factors (derived from the modification indices
13

). As a result of this specification 

search, a model of five dimensions (PSM V) was found. In this model, ‘Service delivery’ was 

removed from the analysis and the two additional dimensions to the Perry model were 

collapsed into a single factor (with equality empirically and theoretically being strongly 

associated with bureaucratic values). The items in this factor referred to equality, permanence 

and accountability. These resemble to a large extent to the ‘principles of public service’. Next 

to this, the democratic egalitarian character is also represented in this factor. Therefore it was 

named ‘Democratic governance’, as it consists of a set of values which can be considered 

typical for public services in democratic regimes. Also, another model (PSM IV) was 

developed with the same items as PSM V. However, in PSM IV ‘Self-sacrifice’ and ‘Public 

interest’ were collapsed into one single dimension, in order to test H2. Furthermore, the 

dimensions ‘Attraction to politics and policy making’ is renamed to ‘Attraction to politics’, as 

no items referring to policy making were retained.  

The results of the analysis show that both models fit reasonably well (table 5.3). 

Ignoring the Sartorra-Bentler χ² (too powerful), especially PSM V demonstrates good fit (as 

the possibility of a RMSEA of less than .05 cannot be rejected at the .05 level). However, also 

PSM IV demonstrates good fit.  

Both models demonstrate high levels of both convergent and discriminant validity. In 

each model, the t-value of every factor loading exceeds the 2.58 threshold, which indicates a 

significance at α = .01. Also, there is an indication of discriminant validity in both models, as 

no single interfactor-correlation has a confidence interval that contains its maximum value of 

1.00 (although it is a close shave with correlation between ‘public interest’ and ‘self-

sacrifice’, with a confidence interval of [.87-.99]). 

                                                 
13

  In each output, LISREL suggest modifications, based on the scores of the modification indices. If these 

modification indices suggested to add paths (and thus loading an item on two factors), these items were deleted. 



 

 

TABLE 5.4A Confirmatory factor analysis of calibration sample (models PSM V and PSM IV)        

 λ-X (SE) t R² 
Composite 
reliability 

Name 
Perry 
(1996)  PSM V PSM IV PSM V PSM IV PSM V PSM IV PSM V PSM IV 

  Attraction to politics       .69 .69 

VAR44 PSM11 ‘Politics’ is a dirty word (I) .62 (.04) .62 (.04) 14.83* 14.79* .39 .39   

VAR27 PSM31 I do not care much about politicans (I) .81 (.05) .81 (.05) 16.92* 16.99* .65 .65   

           

  Public interest
a
       .65 .78 

VAR45 PSM23 I voluntary and unselfishly contribute to my community .61 (.02) .58 (.02) 24.74* 24.35* .37 .34   

VAR28  Serving the public interest is an important drive in my daily life (at work or outside work) .67 (.02) .63 (.02) 29.59* 27.36* .45 .39   

VAR72  To me, serving the public interest is more important than helping individual persons .44 (.03) .41 (.03) 15.40* 14.84* .2 .17   

VAR22  To me, before anything, good civilians should think of society .54 (.03) .51 (.03) 18.79* 18.53* .29 .26   

           

  Compassion       .72 .72 

VAR73 PSM8 To me, patriotism includes seeing to the welfare of the others .79 (.02) .79 (.02) 40.44* 39.34* .63 .63   

VAR69  Fighting poverty is an important duty of government .60 (.03) .60 (.03) 23.53* 22.86* .36 .36   

VAR47 PSM10 I seldom think about the welfare of other people whom I do not know personally (I) .52 (.03) .51 (.03) 17.15* 16.98* .27 .26   

VAR57  Without solidarity, our society is doomed to fall apart .52 (.03) .52 (.03) 19.28* 19.03* .27 .27   

VAR30  To me, helping people who are in trouble is very important .54 (.03) .54 (.03) 19.71* 18.79* .29 .29   

           

  Self-sacrifice
a
       .68 - 

VAR39 PSM9 Much of what I do is for a cause bigger than myself .52 (.03) .53 (.03) 19.48* 19.46* .27 .28   

VAR74 PSM1 Making a difference in society means more to me than personal achievements .70 (.02) .71 (.02) 36.36* 36.94* .49 .51   

VAR70 PSM17 I feel people should give back to society more than they get from it .48 (.03) .49 (.03) 17.64* 17.59* .23 .24   

VAR48 PSM26 I am prepared to make enormous sacrifices for the good of society .63 (.02) .64 (.02) 26.28* 26.33* .39 .41   

           

  Democratic governance       .50 .50 

VAR41  Everybody is entitled to a good service, even if it costs a lot of money .45 (.04) .45 (.03) 12.55* 13.01* .20 .21   

VAR59  Even in the case of major disasters, public service should be maintained .60 (.03) .60 (.03) 18.49* 19.78* .36 .36   

VAR66  It is important that public servants account for all the costs they make .45 (.04) .45 (.03) 12.96* 13.17* .21 .21   

           
a
 For PSM IV, the categories 'Public Interest' and 'Compassion' are collapsed into one category         

(I) Scores are reversed         

*t-values are statistically significant at p<.01         
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TABLE 5.4B Interfactor-correlations calibration sample 

PSM V Atrraction to 
politics 

Public 
interest 

Compassion Self-sacrifice Democratic 
governance 

Attraction to politics 1.00     

Public interest .36 (.04) 1.00    

Compassion .33 (.04) .64 (.03) 1.00   

Self-sacrifice .29 (.04) .93 (.03) .85 (.02) 1.00  

Democratic governance .42 (.05) .65 (.05) .75 (.04) .58 (.04) 1.00 

      

      

      

PSM IV Attraction to 
politics 

Public 
interest 

Compassion Democratic 
governance 

 

Attraction to politics 1.00     

Public interest .33 (.04) 1.00    

Compassion .33 (.04) .77 (.02) 1.00   

Democratic governance .42 (.05) .63 (.04) .75 (.04) 1.00  

 

To assess model fit, one has to resort to the descriptive goodness-of-fit indices. Based 

on these indices, it is difficult to reject PSM V. However, it is not until we have performed a 

cross-validation for both models that we will be able to reject one or both models (if 

necessary) or conclude that one model is preferential to another.  

The analysis with an alternatively parameterized matrix did not reveal any substantial 

differences to those presented here (PSM IV and PSM V), as well for the factorial 

configuration of the model as for the fit indices. Therefore, and in order to save space, these 

will not be discussed further. 

 

5.3.2. Validation sample 

Following the sequence of invariance tests as described by Cheung and Rensvold 

(1999), we first apply ‘loose’ cross-validation to sample B, in order to assess whether our 

calibrated model fits as an adequate baseline-model (‘configural invariance’). Except for the 

factorial configuration, no restrictions are made and all the parameters are re-estimated. This 

analysis is performed for both PSM V and PSM IV, resulting in models PSM Vb and PSM 

IVb. Based upon the goodness-of-fit indicators (table 5.5), both PSM V and PSM IV are 



Toward a public administration theory of public service motivation 

182 

adequate base-line models. Each of the goodness-of-fit indicators displays values which are 

well within the acceptable boundaries. 

 

TABLE 5.5 Fit statistics validation models 

 χ² (SB) df GFI RMSEA Prob. RMSEA < .05 CFI NFI 

PSM Vb (loose validation) 812.35 125 .981 .056 .003 .960 .953 

PSM Vc (partial validation) 850.93 138 .978 .054 .021 .959 .951 

PSM IVb (loose validation) 885.11 129 .978 .059 .000 .956 .949 

PSM IVc (partial validation) 931.80 143 .975 .056 .002 .954 .946 

 

The next step our cross-validation sequence is to fix the factor loadings, to investigate 

‘partial’ cross-validation (PSM Vc and PSM IVc). For PSM Vc, the loadings are fixed to the 

values that were obtained in PSM V, whereas for PSM IVc, the loadings are fixed to the 

values obtained in PSM IV. The goodness-of-fit indices again demostrate good fit, with 

values that are comparable to the ‘loose’ validation models.  

Due to the present number of respondents, to compare across models, one should use 

the difference in CFI, which is the only of our fit indices that is insensitive to sample size, and 

not χ². Cheung and Rensvold (2002) have established decreases of .01 or more as a cut-off 

value for measurement invariance. On the basis of this indicator, one can conclude that there 

is no measurement variance between the models in the two samples and therefore both models 

are cross-validated.  

 

5.4. Discussion 

First, while PSM VII fits poorly, PSM V and PSM IV exhibit good fit, reliability and 

validity. These two latter models are thus corroborated as public service motivation 

measurement models. The fit of both models’ statistics stay well within limits and convergent 

validity is demonstrated across all the items. Also, discriminant validity is shown for the 

individual factors. However, unlike the ‘Attraction to politics’, ‘Compassion’, ‘Public 

interest’ and ‘Self-sacrifice’ (or public interest and self-sacrifice’ instead of the latter two in 
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PSM IV), ‘Democratic governance’ does not demonstrate high reliability. Nevertheless, one 

must not discard this dimension as void. CFA cannot be used as a way of merely crunching 

statistical data. On the contrary, without a solid theoretical basis, the results of a CFA remain 

meaningless.  

Both models have been cross-validated, which increases their validity substantially. 

Although only ‘loose’ and ‘partial’ cross-validation have been applied, this should suffice to 

validate the final calibration model without capitalizing on chance. The purpose of this study 

was not comparing means between demographic groups but assessing the factorial 

configuration. Therefore, no other parameters needed to be fixed in cross-validating the 

models. 

 

Second, looking back at H1, the final model did not comprise three extra factors as 

was expected based on the literature research and the focus group research - such a model was 

rejected based upon the substandard values of the fit indices. Instead, compared to the original 

Perry measurement model, the final measurement models only have one additional dimension, 

which was labelled ‘Democratic governance’. Although composite reliability of the 

dimension is rather low, it makes sense to retain this dimension. A rather low reliability does 

not mean a factor is unreliable at all. It can still provide meaningful information on the current 

dataset, whereas in future research, this issue can be remedied by adding one or two additional 

items measuring democratic governance. This should improve the dimension’s reliability. 

However, the main reason for retaining this additional dimension lies in its theoretical 

value, as it reflects a dimension which is frequently said to influence motivation for public 

service. It refers to some extent to accountability but also to the ‘lois Rolland’. These are the 

basic administrative laws, ‘permanence of the civil service’, ‘equality’, ‘neutrality’ and 

‘adaptation to circumstances’, on which the French public service is grounded (Pisier 1989). 
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Because of the historical influence French administration has had on the development of other 

European national (especially the Belgian) administrations, these motivating values are also 

likely to be found in other continental European national administrations.  

One could attribute this to institutional differences between a Belgian (or European) 

and a US environment, but this might not the case. While these governance values may be 

more prominent in a European context, they are probably present in most western 

democracies. Perry (1996) already referred to social equity as a dimension of public service 

motivation, but he did not find a meaningful dimension. However, other sources suggest that 

accountability (Rosenbloom 1996; Moe 1995), neutrality (Downs 1967) and equity 

(Frederickson 1990 & 1997) are part of the normative framework of public administration in 

the United States. According to Raadschelders (2003), this similarity is due to the common 

roots Western countries have in the Judeo-Christian and Greco-Roman political traditions. 

Therefore, although individual countries have created their own political culture, a common 

understanding of the foundations of this political culture remains. This builds a case for a 

certain degree of universality of the public service motivation in Western countries, although 

differences in focus are more likely to be present than to be absent.  

 

Third, based on the analysis of the data, H2 could not be rejected. The crude tests of 

discriminant validity by calculating confidence intervals and the comparison of the CFI 

provided not enough evidence to reject this hypothesis. A model where the original 

dimensions ‘public interest’ and ‘self-sacrifice’ are collapsed does not perform significantly 

worse than a model where the original dimensions have been retained and instead of 

validating one measurement model, two measurement models have been validated. The high 

correlations between some of the dimensions is no sufficient basis for rejecting the factor 

structure.  
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This relative wealth enhances the possibilities to research public service motivation. 

Depending on the research questions, the opportunities and the funding of the research, PSM 

V or PSM IV (or an abridged version of PSM IV) could be applied. From the angle of 

parsimony, one would be inclined to favour PSM IV over PSM V. A more parsimonious 

measurement using PSM IV (or an abridged version, leaving out one of the two constituting 

sub-dimensions of the collapsed dimension), would enable the researcher to have a shorter 

scale of public service motivation and contributing to a parsimonious explanation. However, 

it could prove advantageous to have a more complex measurement model of public service 

motivation (PSM V). This model could deepen our understanding of public service 

motivation, for example enabling to assess the origins or causes in a more thorough and 

detailed manner. For example, Perry (1997) found that ‘Self-sacrifice’ could be explained by 

church involvement and political identification, while ‘Public interest’ could not be explained 

by these antecedents.  

 

5.5. Conclusion 

The results of this study provide support for the original dimensions of the public 

service motivation construct. Although the empirical nature of the factors differs, the 

theoretical content of the original dimensions remains. This gives some support to the 

universal character of public service motivation. However, at the same time, it also offers 

evidence of an extension of the original model, as an additional dimension, ‘democratic 

governance’ was found.  

Some limitations rest upon these results. First, the sample that provided the data for 

this analysis consisted solely of public servants, situated in various departments and agencies 

and on various levels. Especially with the possible bias towards higher grade employees, 

caution is warranted with regard to the generalizability of the study. In cases where the 
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respondents are not civil servants, it is advisable to perform a cross-validation instead of 

merely applying the same measurement scales. The same can be said of situations in which 

the respondents are public servants but where the focus of administrative values may deviate 

from the proposed structure.  

 

Further research therefore should address these limitations explicitly. It should be 

aimed at cross-validating the results in other environments. Studies cross-validating public 

service motivation measurement in non-governmental or quasi-governmental contexts, as well 

as research on public service motivation measurement in other countries should be welcomed, 

as they could strengthen the case for conceptual universality of public service motivation. 

Next to this, further research should try to strengthen the ‘democratic governance’ dimension. 

At present, there is only weak evidence of such a factor, although a substantial body of 

literature suggests that such a factor exists. Therefore, the development of additional items 

measuring ‘Democratic governance’ is an important quest. Finally, further research should dig 

into the matter of the collapse of the dimensions ‘Public interest’ and ‘Self-sacrifice’. It 

should investigate the nature and impact of both dimensions, for example by means of Multi 

Trait Multi Method studies or in a nomological network study.  

However, it is crucial to strive for some convergence in public service motivation 

research when addressing these questions. Cross-national research should assess measurement 

items on their cultural and national neutrality in order to guarantee uncontaminated 

measurement. Only then can one approach public service motivation research in a truly 

comparative way and make a strong case for public service motivation universality, in 

Western countries and elsewhere.  
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Chapter 6  

 

Explaining differences in individual public service motivation 

levels institutionally 

 

Although, antecedents of public service motivation have been studied by a number of 

researchers (Camilleri 2007; Perry 1997; DeHart-Davis et al 2006), little empirical research 

has been devoted to exploring the institutional or organizational origins of public service 

motivation. According to Pandey and Stanzyk (in press), ‘research has yet to elaborate upon 

… pathways for antecedents… of public service motivation’. Nevertheless, the available 

research focusing on these issues (see for example Moynihan and Pandey 2007; Perry 1997) 

points to an empirical relationship between institutional origins of public service motivation. 

This chapter would like to further this research by investigating the potential institutional 

origins of the concept in two ways.  

First, this chapter would like to provide an answer to this question by studying the 

relationship between public service motivation and leadership according to Burns (1978 : 1), 

‘leadership is the most studied and least understood topic in the social sciences’. Although 

there has been substantially less attention for leadership in the public sector (Terry 2003), it 

nevertheless is an important issue, both with academics and practitioners (Van Wart 2003). In 

particular, the focus will be on the relationship between the values of direct supervisors and 

the public service motivation levels of their subordinates.  

Second, in a similar vein, the relationship between the values of one’s peers (co-

workers) and the individual public service motivation levels are investigated. Research 

towards socialization through co-workers has been ongoing since a long time, looking at the 

transformation from ‘outsider to full member (Filstad 2004 : 396)’. A large part of this 



Toward a public administration theory of public service motivation 

198 

socialization research has been looked upon from a structured and formal perspective - being 

an explicit organizational strategy (Fisher 1986) – or a self-regulated perspective – being an 

interactionist socialization towards concrete roles (Griffin et al 2000). However, socialization 

does not stop at a given moment. It makes sense to look at this socialization process from a 

more pervasive and permanent perspective. Therefore, the process of acquisition of values 

through institutional interaction with co-workers will be the second main focus of this 

chapter.  

Both perspectives are illustrations of the (often informal) process of institutional 

socialization processes, as specified in hypothesis H I in chapter 2 in order to provide an 

answer to research question R II, and which are deemed crucial in an organizational 

perspective on public service motivation (Perry and Vandenabeele, in press). After all, both 

cases are examples of structured interactions, with the supervisor or with the direct 

colleagues, which lead to a transfer of values from the organizational reality, operationalized 

by symbolic or relational systems (Scott 2001), to the level of the individual.  

First, some theoretical issues concerning both independent variables and public service 

motivation are reviewed. Second, the data and methodology are further discussed. Third, the 

results of the analyses are presented. Finally, the chapter ends with a discussion about the 

results before formulating some general conclusions. 

 

6.1. Theoretical overview 

 This theoretical framework provides an overview of the literature concerning the 

important concepts for this paper. First, various types of leadership are discussed and assessed 

on their motivational merits. Also, their relationship with public service motivation is 

discussed. Second, co-worker socialization is theoretically reviewed and placed within the 
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theory presented in chapter 2. In the end, a set of hypotheses based upon this review will be 

developed.  

 

6.1.1. Transformational leadership in the public sector and its links to public service 

motivation 

In current management research, leadership has many guises. Until the late 1970s, 

leadership was primarily focused on transactional leadership (Rainey 1997). This type of 

research was ‘transactional’ in the sense that ‘leaders approach followers with an eye to 

exchanging (Burns 1978 : 4)’. Afterwards, the focus shifted towards transformational 

leadership (Conger and Hunt 1999). This type of leadership research aimed at a different kind 

of leader. Transformational leadership results in ‘shifts in the beliefs, the needs, and the 

values of followers (Kuhnert and Lewis 1987 : 648)’. This type of research originated from 

three sub-schools, transformational leadership, with a focus on organizational change, 

charismatic leadership, focused on the influential processes, and entrepreneurial leadership, 

borrowing from the two former and integrating it (Van Wart 2003).  

Both transactional and transformational types of leadership are commonly said to operate 

on different levels. Where transactional leaders are mainly presented as small group, ‘direct 

supervisor’-style leaders, transformational leaders are often conceived as higher up the 

hierarchy, ‘top executive’ style leaders (Van Wart 2003).  

 In this chapter, the analysis will be limited to transformational leadership, as the aim is 

to investigate the impact of leadership on a value-laden concept as public service motivation. 

In an organizational context, this is one of the aims of transformational or charismatic 

leadership. By influencing the self-concept of organizational members through leader 

behavior, the goal is to obtain social identification and to internalize certain values within the 

organizational members (Shamir, House and Arthur 1993). Transformational leadership also 
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strengthens moral behavior of institutional members (Dvir et al 2002), which demonstrates its 

particular aptitude for public service motivation related research.  

However, public administration theory on leadership did not follow these 

developments towards transformational leadership. Instead, it sets out its own course with the 

main focus of the debate on the ‘constraints and unique environment of administrative leaders 

(Van Wart 2003 : 224)’. Moreover, some voiced their doubts on whether transformational 

leadership was at all suited for the public sector. Certain conditions influence both the 

emergence and the effectiveness of transformational leadership (Shamir and Howell 1999), 

and these conditions not always fit a public environment, dramatically decreasing the 

emergence of charismatic leadership in a bureaucracy. The impact of charismatic or 

transformational leadership in a public sector environment therefore remains to be discussed 

(Javidan and Waldman 2003). Some also state that, as the organizational features or a public 

sector organization substitute for leadership (Kerr and Jermier 1978), leadership is less 

influential (or needed) in public sector environment (see for an overview Hooijberg and Choi 

2001). Nevertheless, others still urge their colleagues to refer to transformational leadership as 

a means to establish a value-based management in the public sector (Denhardt and Campbell 

2006; Paarlberg and Perry 2007). 

 A last issue to which particular attention needs to be devoted is that of 

transformational leadership, in the sense of transforming an employee’s identity, is not limited 

to the highest levels of the organization. Numerous examples have demonstrated that also 

direct supervisors, located much lower in the organizational hierarchy, have a substantial 

impact on someone’s work-related identity. Supervisors are used as an intra-organizational 

referent, from which essential value-laden information can be obtained (Settoon and Adkins 

1997; Filstad 2004). In terms of the institutional framework in chapter 2, direct supervisors 
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make as much sense as socializing agents as executive leaders do in representing a set of 

institutionalized values.  

 

6.1.2. Co-worker socialization in the public sector 

 Next to socialization through leadership, co-workers are another valuable source from 

which information of institutionalized practices and their underlying values can be extracted 

(Settoon and Adkins 1997; Filstad 2004). When entering an organization, newcomers 

establish relationships with more experienced members, which can act as informal mentors 

(Chao et al 1992). A public administration example of transmitting values from one co-

worker to the other as an instance of institutionalized values could be ‘… when a co-worker 

indicates that the agency accounting procedures dictate an extraordinarily strict accounting of 

expenses, then the employee knows that the agency expects fiscal integrity (Romzek 1990 : 

379)’.  

However, this process is not limited to newcomers versus more established members. 

Attitudinal views are not only learned by newcomers, but also transmitted throughout an 

entire social context (Bommer et al 2003). For example – an apt example as organizational 

citizenship behavior is linked to the idea of public service motivation (Steen, in presss) – is 

that ‘observing frequent citizenship behavior episodes within a workgroup is likely to lead to 

attitudes that such […] behavior is normal and appropriate (Bommer et al 2003 : 24). These 

attitudes, as part of an identity, find their origins, amongst others, in information about 

appropriateness of attitudes (Salancik and Pfeffer 1978). This is illustrated by Bruce (1994), 

who finds that ethical behavior (based upon values) is encouraged through co-workers which 

are supportive of ethical behavior. Thus, with the research question of this chapter in mind, 

co-workers also make sense as a socializing agent of public service motivation.  
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6.1.3. Fitting transformational leadership and co-worker socialization into a theory of public 

service motivation 

Transformational leadership and co-worker socialization can help illustrate the 

institutional theory of public service motivation, described in chapter 2. Any public institution 

has two essential components regarding the explanation of socialization of institutional values 

regarding public service. First, to a certain extent it embraces public service values which 

form the bases of public service motivation. These values are ‘carried’ by symbolic or 

relational systems (carriers of institutions). In this context, Scott (2001) refers to the influence 

of social beliefs and the norms imposed by others (in this case the supervisor or the peers) to 

explain agency within institutions. Second, the institution somehow responds to the basic 

psychological needs located within each individual (Ryan and Deci 2004). These basic needs 

are the need for autonomy, the need for relatedness and the need for competence. They are 

assumed to be present within each individual and they are considered to be the base for 

individuals’ growth oriented movement and the process of internalization. To the degree that 

these institutions’ responsiveness is better, the public service values will be better internalized 

within the individual’s public service identity and the identity will be regulated more 

autonomously. This autonomous identity regulation will, according to the theory in chapter 2, 

result in a higher degree of public service motivation, as it increases the effect of the 

socialization of institutional public service values. In this sense, it would act as a moderator 

variable (Baron and Kenny 1986).  

When integrating the literature reviews they mesh rather well with the theory in chapter 2. 

This results in a set of hypotheses concerning the impact of leadership and co-worker 

promotion of public service values on the degree of individual public service motivation 

(figure 1).  
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Figure 6.1 : Graphical representation of the hypotheses  

 

First, transformational leadership and co-workers can be considered as a way to promote 

and socialize institutional values. Therefore H1 states :  

 

 H1A : Promotion of institutional public service values by supervisors is positively 

correlated with the individual level of public service motivation. 

 

H1B : Promotion of institutional public service values by co-workers is positively 

correlated with the individual level of public service motivation. 

 

This hypothesis is further refined in H2, which adds another institutional element as a 

moderator, which increases the effect of the socialization processes in H1. H2 is thus 

formulated as follows :  
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 H2A : The correlation between the leadership promotion of public service values and 

public service motivation is positively moderated by the identity regulation of the public 

service identity.  

 

H2B : The correlation between the co-worker promotion of public service values and 

public service motivation is positively moderated by the identity regulation of the public 

service identity.  

 

6.2. Methods 

The data upon which the analysis in this paper is based, are of a quantitative nature. 

Therefore, a short description of the data gathering and the sample, as well as a discussion of 

the measurement instruments and the statistical techniques are provided.  

 

6.2.1. Sample and data 

The data upon which this paper is based is collected in a survey among Flemish state 

civil servants of the central ministries and some associated agencies. It was the same internet-

based e-mail survey which is used for the analysis in chapter 5.  

 

6.2.2. Dependent and independent variables in the analysis 

As aforementioned, public service motivation consists of a number of dimensions. 

However, in order to limit the analyses, this chapter only considers an aggregate instrument of 

public service motivation, not the individual dimensions. This instrument involves averaging 

the score on the set of public service motivation items, scored from 1 to 5 (1. ‘I totally 

disagree’ to 5. ‘I totally agree’). Although this measure provides less information on the 

individual dimensions of public service motivation, an aggregate approach has been 
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frequently applied in public service motivation research (Brewer and Selden 2000; Naff and 

Crum 1999; Kim 2005; Lewis and Frank 2002). In total, 18 items, relating to five dimensions 

of public service motivation, are averaged. These items are the same items that are used in the 

measurement scale developed in chapter 5 (table 5.4A).  

In order to measure leadership promotion of public service values (limited to the direct 

supervisor), respondents were asked to what extent they discussed a set of public service 

values with their direct supervisors. These values correspond to the five dimensions 

distinguished in the public service motivation construct in the previous chapter : ‘Supervisor 

Politics’ , ‘Supervisor Public Interest’, ‘Supervisor Compassion’, ‘Supervisor Self-sacrifice’ 

and ‘Supervisor Democratic Governance’ (table 5.1A). As is the case with the public service 

motivation instrument, these items are measured on a five-point scale (from 1. ‘I totally 

disagree’ to 5. ‘I totally agree’). However, they are not the same items that were used in the 

public service motivation instrument. Many respondents would find it impossible to comment 

on such detailed items as used in the public service motivation instrument on behalf of their 

supervisor. After all, measuring supervisor public service motivation was not the intention of 

this instrument. The aim was to give an overview of the values promoted by the supervisor, as 

a reflection (of the perception) of the institutionalized public service values within this 

organization. In the case of ‘Supervisor Public Interest’, ‘Supervisor Compassion’ and 

‘Supervisor Self-sacrifice’, a single item is used to measure the value. In two other cases, two 

or more items are used. In the case of ‘Supervisor Democratic Governance’, the internal 

consistency of this scale is sufficient, as the Cronbach’s α is .71. In the case of ‘Supervisor 

Politics’, the α of .47 is below the suggested lower boundary of .60. However, in order to have 

an as broad as possible sketch of the institutional value, even if it lacks some internal 

consistency, the scale will remain in the analysis.  
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TABLE 6.1A : Leadership promotion of public service values 

Supervisor Politics 

VAR 137 My direct supervisor reminds me in our discussions about the political sensitivity of our job 

VAR 145 My direct supervisor reminds me in our discussions about the influence we exert on public policy 

Supervisor Public Interest 

VAR 140 My direct supervisor reminds me in our discussions about our contribution to the public interest 

Supervisor Compassion 

VAR 147 My direct supervisor reminds me in our discussions about the importance of compassion to fellow citizens who 
have a hard time 

Supervisor Self-sacrifice 

VAR 149 My direct supervisor reminds me in our discussions about the necessity to forgo my own interests 

Supervisor Democratic Governance 

VAR 139 My direct supervisor reminds me in our discussions about the importance of equal treatment  

VAR 142 My direct supervisor expects me to account for my actions 

VAR 148 My direct supervisor reminds me in our discussions about the importance of honesty and trustworthiness 

 

A similar set of items was used to measure the extent to which co-workers communicate 

their orientation to the respondent. This type of promotion of public service values is, just as 

is the case with supervisor value promotion, a reflection (of the perception) of the 

institutionalized public service values. Similar to the leadership values, these also refer to the 

five dimensions of the public service motivation : ‘Co-worker Politics’, ‘Co-worker Public 

Interest’, ‘Co-worker Compassion’, ‘Co-worker Self-sacrifice’ and ‘Co-worker Democratic 

Governance’. Again, ‘Co-worker Politics’ and ‘Co-worker Democratic Governance’ were 

measured by means of a multi-item scale. Just as with the supervisor values, ‘Co-worker 

Democratic Governance’ demonstrated a sufficient α of .71, whereas the ‘Co-worker Politics’ 

scale α was only a mere .21. Despite this result, both scales were retained in the analysis.    

 

TABLE 6.1B : Co-worker promotion of public service values 

Co-worker Politics 

VAR 123 Among colleagues, politics are a frequently discussed topic 

VAR 126 My co-workers remind me in our discussions about the influence we exert on public policy 

Co-worker Public Interest 

VAR 132 My co-workers are convinced of our contribution to the public interest 

Co-worker Compassion 

VAR 129 My co-workers are convinced of the importance of compassion to fellow citizens who have a hard time 

Co-worker Self-sacrifice 

VAR 136 My co-workers are convinced that we have to forgo my own interests in our job 

Co-worker Democratic Governance 

VAR 127 My co-workers are convinced of the importance of equal treatment  

VAR 134 My co-workers agree on our accountability for our actions 

VAR 125 My co-workers agree that honesty and trustworthiness are important 
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Another important variable is identity regulation. This is the type of self-regulation 

associated with the civil servant’s identity. The measurement scale was based upon the 

Academic Self-Regulation Questionnaire (Grolnick and Ryan 1989). However, it had to be 

adapted because of a substantially different context. Eleven items measuring the type of 

identity regulation (three items measuring external regulation, introjected regulation and 

identified regulation each, two items measuring intrinsic regulation) were assessed in the 

work situation. Respondents had to score these items on a five-point scale. 

The measurement scale has been developed according to the general methodology 

described in chapter 5, applying a DWLS estimation to account for the ordinal nature of the 

variables. Similar to the public service motivation development, the model was evaluated on 

the basis of the Goodness-of-Fit measures. As with the development of the public service 

motivation measurement model, the data-set was split in a calibration and a validation set to 

be able to cross-validate the results.  

 

TABLE 6.2A : Factor model Relative Autonomy Index (identity regulation)    

  λ  Composite 
reliability 

At work, I always try to do my best because :     

     

External regulation   .79 

VAR77 otherwise, I will get into trouble  .91 *  

VAR82 otherwise, I will get a bad evaluation  .70 *  

Introjected regulation   .66 

VAR75 otherwise, I will feel guilty .65 *  

VAR79 otherwise, I will feel bad about it .75 *  

Identified regulation   .60 

VAR76 I consider it my duty .65 *  

VAR85 I want to be a good civil servant .65 *  

Intrinsic regulation   .86 

VAR78 I enjoy it .91 *  

VAR83 I think my job is fun .82 *  

 

The initial calibration model (‘Null Model RAI’) was rejected based upon the fit indexes. 

Although GFI was marginally above the cut-off, CFI and NFI were below the threshold. Also, 
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the RMSEA demonstrated poor fit. Three poorly performing items were removed from the 

analysis because they loaded on multiple factors. This model (‘RAI Model’) performed 

significantly better. The goodness of fit indexes were above the cut-off values and although 

the RMSEA still displays poor fit, the 90% RMSEA confidence interval shows that 

acceptable fit can not be rejected (as the lower boundary is below .08). The model is based 

upon the same four factors as the initial model, with substantial factor loadings. ‘RAI Model’ 

displayed high level of both convergent and discriminant validity (with items being highly 

significant and the inter-factor correlations confidence interval not containing 1.00). Also, the 

factor reliability is acceptable. These observations demonstrate that this model is acceptable, 

although it is no excellent fit. 

 

TABLE 6.2B : Fit statistics for Relative Autonomy Index model    
 X² (SB) df GFI RMSEA RMSEA-CI Prob. RMSEA < .05 CFI NFI 

Null Model RAI 805.31 38 .954 .1074 [.1010-.1139] .0000 .923 .920 

RAI Model 181.55 14 .988 .0827 [.0722-.0936] .0000 .966 .964 

RAI Model (loose) 162.27 14 .991 .0777 [.0672-.0887] .0000 .970 .967 

RAI Model (partial 173.14 18 .990 .0724 [.0628-.0824] .0001 .968 .965 

 

Eventually, however, the Relative Autonomy Index, which is based upon these scores, is 

the construct that will be analyzed (Grolnick and Ryan 1989). This is a summarizing index of 

self-regulation which illustrates a respondent’s feeling of autonomous regulation. In this case, 

it is used to assess the extent to which the individual public service identity is regulated 

autonomously. It is calculated by multiplying the external regulation score with -2, the 

introjection scores with -1, the identification scores with 1 and the intrinsic scores with 2 (the 

most extreme types of controlled respectively autonomous regulation have the strongest 

impact).  

The final construct which is measured in this chapter is basic needs satisfaction. The basis 

for the measurement instrument is the ‘Basic Psychological Needs at Work Scale’ (Baard, 

Deci and Ryan 2004). This is a 21 item scale, measuring the three basic psychological needs 
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(‘competence’, ‘autonomy’ and ‘relatedness’). Again, the dataset was randomly split, 

resulting in one calibration dataset and one validation dataset, preventing capitalization on 

chance. The analysis resulted in a 14-item instrument, measuring three dimensions. This 

reduction demonstrated the need for cross-validation of measurement instruments in other 

environments.  

 

TABLE 6.3A : Factor model Basic Needs Satisfaction at work    

  λ  Composite 
reliability 

Autonomy   .74 

VAR97 I feel like I can make a lot of inputs to deciding how my job gets 
done. 

.49 *  

VAR106 I am free to express my ideas and opinions on the job. .64 *  

VAR113 My feelings are taken into consideration at work. .64 *  

VAR118 I feel like I can pretty much be myself at work. .80 *  

Relatedness   .84 

VAR98 I really like the people I work with. .84 *  

VAR103 I get along with people at work. .81 *  

VAR104 I pretty much keep to myself when I am at work (I). .43 *  

VAR107 I consider the people I work with to be my friends. .68 *  

VAR115 People at work care about me. .77 *  

VAR122 People at work are pretty friendly towards me. .55 *  

VAR 194 The people with whom I work, seem to like me .49 *  

Competence   .69 

VAR101 People at work tell me I am good at what I do. .52 *  

VAR109 I have been able to learn interesting new skills on my job. .69 *  

VAR112 Most days I feel a sense of accomplishment from working. .74 *  

(I) Inverted coded    

* p <.05     

 

TABLE 6.3B : Fit statistics for Basic Needs Satisfaction model    
 X² (SB) df GFI RMSEA RMSEA-CI Prob. RMSEA < .05 CFI NFI 

Null Model BNS 1706.79 186 .971 .0683 [.0654-.0713] .0000 .940 .934 

BNS model 514.88 74 .990 .0583 [.0536-.0631] .0019 .979 .976 

BNS Model (loose) 511.72 74 .990 .0581 [.0534-.0629] .0025 .978 .978 

BNS Model (partial 547.49 85 .988 .0557 [.0513-.0602] .0168 .980 .977 

 

Next to these variables, a number of control variables were also included in the 

analysis (‘gender’,’year of birth’ and ‘grade’). While‘gender’ is a dichotomous dummy 

variable, with males being the reference group (scoring ‘0’,‘grade’ has four categories (‘grade 

A’ requiring master degree, ‘grade B’ requiring bachelor degree, ‘grade C’ requiring high 

school education and ‘grade D’ requiring no education). Grade D is excluded from the 
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analysis and therefore the reference category (Hardy 1993). ‘Year of birth’ is a metric 

variable.  

 

6.2.3. Statistical techniques 

Regression analysis is the most appropriate method for examining the relation between a 

set of independent variables and a single dependent variable. Multiple Ordinary Least Squares 

(OLS) regression is probably the most widely used variant of regression analysis. A number 

of points are of particular interest when interpreting OLS regression results. First, in the case 

of nominal independent variables, dummy variables are used. This entails the existence of a 

reference group, to which the other categories stand out (Hardy 1993). Second, it is important 

to consider the problem of multicollinearity. If two independent variables highly correlate, 

regression results become spurious (Fox 1991) and results are not clearly attributable 

anymore. Product-terms in particular, as used in MMR (see further), are prone to this 

phenomenon. 

In order to test the hypotheses stated earlier in this chapter, the analysis should be able to 

incorporate interactive effects. More specifically, when testing H2, the analysis should be 

capable of assessing the effect of promotion of public service values on public service 

motivation for different levels of the moderator variables, in this case the Relative Autonomy 

index. An obvious methodology would be interactive or moderated regression (Moderated 

Multiple Regression; MMR) using product-terms of the independent and the moderator 

variables (Jaccard et al 1990; Baron and Kenny 1986).  

However, in comparison to experimental settings, MMR is often underachieving in 

detecting moderator variables in survey data, although compelling theoretical reason for such 

a relationship exists. Although the general model statistics (Model F, R²) are in these cases 

reliable, the estimates of the regression parameters (β’s and standard errors) are especially 
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prone to reliability, due to the joint distribution of the data (for an overview, see McClelland 

and Judd 1993 or O’Connor 2006). As cross-products are highly correlated with both 

independent variables, the risk of multicollinearity is substantial. Even mean-centering, a 

strategy proposed for reducing multicollinearity (Jaccard et al 1990), does not alleviate these 

problems. As a consequence, MMR is not always capable of specifying the direction of the 

interaction (positive or negative). Furthermore, statistical power of MMR is also sometimes 

very low because of the joint variable distribution (O’Conner 2006).  

 Therefore, other ways of detecting interactions should be added to supplement MMR. 

One of these possible approaches is the comparison of subgroups (Subgroup Correlation 

Comparison; SCC). Although the statistical power of SCC is lower than MMR (Stone-

Romero and Anderson 1994), it suffers less from multicollinearity as no product terms are 

involved. In particular, SCC enables to investigate the direction of the alleged interaction 

effect, by comparing sizes of correlation coefficients. In order to compare subgroups, the null-

hypothesis of equal correlations between two subgroups (a higher and a lower scoring group 

on the moderator) needs to be tested by means of the Q-statistic. This statistic is based upon 

the Fisher’s Z-scores of the correlations of the different subgroups and it is approximately 

distributed as a chi-square with k-1 degrees of freedom (Jaccard et al 1990).  

 

6.3. Analysis of leadership and co-worker promotion 

Before analyzing the regression equation, the correlation table of the variables (table 

6.4) is investigated. One can observe that the main dependent variable, public service 

motivation, is positively correlated to both the promotion of public service values of the 

supervisor and the co-workers. This warrants a further investigation of this relation by means 

of regression analysis. Due to the large sample size, correlations of over |.04| are statistically 

significant. These, however, will result in very small effect sizes. 



 

 

TABLE 6.4 : Correlation matrix of variables included in the analysis (observations with missing values excluded)             

  Mean Std 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 

1 Public service motivation 3.67 .43 1.00                    

2 Supervisor Politics 2.39 1.32 .18 1.00                   

3 Supervisor Public Interest 3.38 1.18 .20 .15 1.00                  

4 Supervisor Compassion 2.40 1.20 .16 .11 .45 1.00                 

5 Supervisor Self-sacrifice 2.73 1.20 .13 .18 .43 .45 1.00                

6 Supervisor Democratic Governance 3.57 .84 .21 .22 .68 .47 .51 1.00               

7 Co-worker Politics 2.58 1.15 .23 .35 .07 .09 .10 .09 1.00              

8 Co-worker Public Interest 3.82 .95 .27 .08 .44 .25 .20 .38 .09 1.00             

9 Coworker Compassion 3.27 1.00 .26 .07 .29 .45 .23 .30 .12 .43 1.00            

10 Co-worker Self-sacricfice 3.29 1.04 .21 .14 .24 .22 .34 .30 .11 .38 .32 1.00           

11 Co-worker Democratic governance 3.87 .74 .27 .09 .39 .23 .26 .48 .10 .65 .50 .53 1.00          

12 Relative Autonomy Index 8.17 6.65 .23 .05 .11 .03 .03 .12 .04 .22 .10 .12 .18 1.00         

13 Autonomy 5.04 1.10 .15 .04 .25 .18 .13 .33 .07 .33 .24 .22 .38 .37 1.00        

14 Competence 5.34 1.05 .27 .10 .28 .18 .16 .35 .11 .37 .22 .25 .39 .40 .63 1.00       

15 Relatedness 4.89 .74 .15 .00 .22 .15 .13 .25 .06 .33 .29 .26 .46 .23 .56 .45 1.00      

16 Gender 1.48 .50 -.15 -.06 -.02 .03 -.05 -.02 -.16 -.06 .06 -.05 .00 -.02 .00 -.04 .02 1.00     

17 Year of birth 1964 10.81 -.14 .14 -.08 -.03 -.03 -.06 .04 -.08 -.02 -.04 -.08 -.02 .05 .00 .03 .23 1.00    

18 Grade A .41 .49 .15 .40 -.07 -.08 .01 .04 .20 .03 .00 .13 .08 .09 .06 .08 -.01 -.06 .11 1.00   

19 Grade B .21 .40 -.05 -.09 .01 .09 -.01 .00 -.04 .00 .08 -.02 -.03 -.01 .03 .02 .01 .04 .15 -.42 1.00  

20 Grade C .29 .45 -.05 -.23 .01 -.02 -.02 -.05 -.11 -.04 -.07 -.10 -.07 -.04 -.08 -.07 -.04 -.01 -.15 -.52 -.32 1.00 

Correlations of |.04| and over are significant at level p<.05                     
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6.3.1. Main effect of leadership promotion 

 Any MMR model consists of two major steps. At the beginning of any such model, the 

main effect is tested. By entering the independent and the control variables into the regression 

equation, the relationship between independent and dependent variables is controlled for other 

possible effects incorporated in these variables. The results in table 6.5 demonstrate the 

presence of a statistically significant relationship between public service motivation and all 

supervisors promoted public service values but ‘Supervisor Self-sacrifice’. Moreover, gender, 

age and grade also have a statistical significant impact on the individual level of public 

service motivation. Whereas gender and year of birth show a negative coefficient (female 

respondents and younger respondents score lower on public service motivation), grade has a 

positive relationship (compared to Grade D, the other, hierarchically higher grades, score 

higher). The model accounts, with an R² of.12, for a substantial part of the individual public 

service motivation variance.  
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TABLE 6.5 : Testing the effect of leadership public service values promotion on PSM 

 β  SE  

 (B)    

Gender -.09 *** .01  

 -.10    

Year of birth -.01 *** .00  

 -.13    

Grade A .21 *** .03  

 .24    

Grade B .12 *** .03  

 .11    

Grade C .10 *** .03  

 .11    

Supervisor Politics .03 *** .01  

 .09    

Supervisor Public Interest .04 *** .01  

 .11    

Supervisor Compassion .03 *** .01  

 .09    

Supervisor Self-sacrifice .00  .01  

 -.01    

Supervisor Democratic Governance .03 *** .01  

 .06    

     

F-model 45.34 ***   

N 3425    

R² .117    

Adj. R² .115    

* p<.05; ** p<.01; *** p<.001     

 

6.3.2. Moderator effect of relative autonomy on the leadership effect 

 The next step in developing a MMR model is entering the moderator effects into the 

regression. This step is subdivided in two other steps. First, the main effect of the moderator 

variables needs to be entered, by adding the alleged moderator variable(s). Second, the 

product-terms of the main independent variables with the moderator variables need to be 

entered into the regression. If the difference in explanatory power (difference in R²) between 

both regression models is statistically significant, as measured by the F-ratio statistic 

(hierarchical analysis), presence of a moderator effect is detected.  
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Table 6.6 presents the results of this analysis for the hypothesized moderation of the 

autonomy of the identity regulation, as stated in chapter 2. First, the variable ‘Relative 

Autonomy Index’ (RAI) is added to the equation. This results in a statistically significant 

model, with RAI demonstrating a positive relationship with public service motivation, while 

maintaining all the significant effects found in table 6.5. Second, the product terms are added 

to the model. This also results in a significant regression model. As, due to characteristics of 

MMR, the β’s are prone to misspecification, only the R² and the adjusted R² of the model are 

inspected. However, the additional explanatory power of the second step is only marginal. 

This is shown by the F-ratio, which is not found to be statistically significant. Therefore, no 

moderator effect is detected.  
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TABLE 6.6 : Hierarchically testing the effect of leadership public service values promotion on PSM 

 β  SE  β  SE 

 (B)    (B)   

Gender -.08 *** .01  -.08 *** .01 

 -.09    -.09   

Year of birth -.01 *** .00  -.01 *** .00 

 -.13    -.13   

Grade A .18 *** .03  .18 *** .03 

 .21    .21   

Grade B .10 *** .03  .10 *** .03 

 .09    .09   

Grade C .09 *** .03  .09 *** .03 

 .10    .10   

Supervisor Politics .03 *** .01  .04 *** .01 

 .09    .11   

Supervisor Public Interest .03 *** .01  .07 *** .01 

 .09    .18   

Supervisor Compassion .04 *** .01  .02 * .01 

 .10    .07   

Supervisor Self-sacrifice .00  .01  .00  .01 

 -.01    -.01   

Supervisor Democratic Governance .02 * .01  .00  .02 

 .05    .00   

Relative Autonomy Index (RAI) .01 *** .00  .01 *** .00 

 .19    .21   

        

Supervisor Politics X RAI     .00  .00 

     -.03   

Supervisor Public Interest X RAI     .00 ** .00 

     -.26   

Supervisor Compassion X RAI     .00  .00 

     .06   

Supervisor Self-sacrifice X RAI     .00  .00 

     .00   

Supervisor Democratic Governance X RAI    .00  .00 

     .20   

        

F-model 57.03 ***   40.20 ***  

F-ratio -    1.83   

N 3379    3379   

R² .157    .161   

Adj. R² .154    .157   

* p<.05; ** p<.01; *** p<.001        

 

 

6.3.3. Main effect of co-worker promotion 

 For the promotion of co-worker public service values a similar approach as used for 

the effect of supervisor values promotion is applied. In a first step, the main effect of the co-
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worker values on public service motivation is assessed. Table 6.7 shows not only a significant 

model explaining a substantial amount of variance (R² .18), but all variables, main variables, 

as well as control variables, resulting significant effects. Each of the various public service 

values promoted by the co-worker demonstrates a positive impact, as well as the respondents 

grade (compared to grade D, higher grades result a more positive effect). The respondent’s 

year of birth and gender have a negative sign, meaning that older respective male respondents 

score higher on public service motivation.  

  

TABLE 6.7 : Testing the effect of co-worker public service values promotion on PSM 

 β  SE  

 (B)    

Gender -.07 *** .01  

 -.08    

Year of birth .00 *** .00  

 -.12    

Grade A .18 *** .02  

 .20    

Grade B .09 *** .03  

 .09    

Grade C .10 *** .02  

 .10    

Co-worker Politics .06 *** .01  

 .15    

Co-worker Public Interest .06 *** .01  

 .12    

Co-worker Compassion .06 *** .01  

 .14    

Co-worker Self-sacrifice .02 * .01  

 .05    

Co-worker Democratic Governance .03 * .01  

 .06    

     

F-model 72.95    

N 3425    

R² .176    

Adj. R² .174    

* p<.05; ** p<.01; *** p<.001     

 

6.3.4. Moderator effect of relative autonomy on the co-worker effect 

In a next step, the alleged moderator effect of identity regulation on co-worker 

socialization is tested. As was done with the supervisor effect, first the moderator variable is 
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added to the regression as a main effect. This results in a significant effect of RAI on public 

service motivation (being the same relationship as the one found in the first step of table 6.6). 

Next, the product-terms of the independent and the moderator variables are entered into the 

regression. After inspection of the R² and the related F-ratio statistic, no moderator effect 

could be detected. The adjusted R² of the second step is even smaller than the one in the first 

step (the second model in table 6.8 provides a weaker explanation than the first relationship ), 

resulting in a negative F-ratio.  
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TABLE 6.8 : Hierarchically testing the effect of co-worker public service values promotion on PSM  
 β  SE  β  SE 

 (B)    (B)   

Gender -.07 *** .01  -.07 *** .01 

 -.08    -.08   

Year of birth .00 *** .00  .00 *** .00 

 -.12    -.12   

Grade A .17 *** .02  .16 *** .02 

 .19    .19   

Grade B .09 *** .03  .08 ** .03 

 .08    .08   

Grade C .09 *** .02  .09 *** .02 

 .09    .09   

Co-worker Politics .06 *** .01  .06 *** .01 

 .16    .15   

Co-worker Public Interest .04 *** .01  .03 * .01 

 .09    .07   

Co-worker Compassion .06 *** .01  .06 *** .01 

 .14    .15   

Co-worker Self-sacrifice .02 * .01  .01  .01 

 .04    .02   

Co-worker Democratic Governance .03 * .01  .05 * .02 

 .05    .08   

Relative Autonomy Index (RAI) .01 *** .00  .01  .00 

 .16    .15   

        
Co-worker Politics X RAI     .00  .00 

     .01   

Co-worker Public Interest X RAI     .00  .00 

     .09   

Co-worker Compassion X RAI     .00  .00 

     -.01   

Co-worker Self-sacrifice X RAI     .00  .00 

     .07   

Co-worker Democratic Governance X RAI    .00  .00 

     -.13   

        

F-model 79.54 ***   54.79 ***  

F-ratio -    -.51   

N 3379    3379   

R² .206    .207   

Adj. R² .204    .203   

* p<.05; ** p<.01; *** p<.001        

 

6.3.5. Reframing the initial hypothesis 

Without running ahead of the discussion later in this chapter, these finding discard our 

hypothesis of interaction between the identity regulation and the actual socialization of values 

promoted by the direct supervisors and co-workers. This lack of effect could however, be due 
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to a very simple mechanism. The conclusion of tables 6.6 and 6.8 would be that civil servants 

identification with their job has no effect on the socialization of public service motivation. 

However, those who strongly identify with their job, are those who have already acquired 

higher levels of public service motivation (as the significant relationship between public 

service motivation and RAI in table 6.6 and table 6.8 demonstrates; high public service 

motivation scores can be considered as an autonomous regulated public service identity). 

Therefore, it is only evident that RAI has no positive moderating effect on the socialization of 

public service motivation by supervisors or co-workers.  

 To find out what moderates this socialization process, one should look for factors 

which are no part of the identity, but for factors which are to a certain extent antecedent to this 

identity. The theory incorporated in the framework in chapter 2, as well as preliminary 

analysis, indicate that the basic psychological needs satisfaction could demonstrate such a 

moderation effect. Being the perception of an institutional characteristic, it finds itself at an 

institutional level and not at the identity level. Therefore, the initial hypotheses H2A and H2B 

as depicted in figure 6.1 are discarded and rephrased to the following hypotheses H2C and 

H2D:  

 

H2C : The correlation between the leadership promotion of public service values and 

public service motivation is positively moderated by the basic psychological needs 

satisfaction within the institution. 

 

H2D : The correlation between the co-worker promotion of public service values and 

public service motivation is positively moderated by the basic psychological needs 

satisfaction within the institution. 
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Figurer 6.2 Graphical representation of the rephrased hypotheses  

 

 

6.4. Testing the reframed hypotheses 

In order to investigate the rephrased hypotheses concerning the moderator of effect 

basic psychological needs satisfaction on both supervisor and co-worker promotion of public 

service values, two new analyses should be performed. First, effect on the supervisor 

promotion of institutional values will be carried out. In a second analysis, the effect of co-

worker value promotion will be investigated by the same approach.  

 

6.4.1. Moderator effect of basic psychological needs satisfaction on the leadership effect 

 As the results of the analysis in table 6.5 still stand, no new analysis of the main effect 

is required. Therefore, we can proceed directly to analyzing the moderator effect of basic 

needs satisfaction. In a first step, the main effect of ‘Autonomy’, ‘Competence’ and 

‘Relatedness’ are added to the regression model. This results in a statistically significant 
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model with and R² of .16. Satisfaction of all three basic psychological needs display a 

significant, albeit positive for ‘Competence’ and ‘Relatedness’ and negative for ‘Autonomy’. 

Also, the effect of ‘Supervisor Democratic Governance’ found in table 6.5 has disappeared. 

All the other previously found effects remain significant. In the following steps the interaction 

variables, first the one based upon ‘Autonomy’, next the ones based upon ‘Competence’ and 

‘Relatedness’, are added to the model. As stated before, only the R² and the F-ratio are 

considered when evaluating these models. By adding the variables regarding ‘Autonomy’ 

results in a statistically significant increase in statistical power of the model, with an F-ratio of 

6.26. Adding the product-terms regarding ‘Competence’ and ‘Relatedness’, does not result in 

a significantly improved model. Hence, for ‘Autonomy’, a moderator effect is detected, 

whereas for ‘Competence’ and ‘Relatedness’, no interaction can be found.  

  

TABLE 6.9 : Hierarchically testing the effect of leadership public service values promotion on PSM 

 β  SE  β  SE  β  SE  β  SE 

 (B)    (B)    (B)    (B)   

Gender -.08 *** .01  -.08 *** .01  -.08 *** .01  -.08 *** .01 

 -.09    -.09    -.09    -.09   

Year of birth -.01 *** .00  -.01 *** .00  -.01 *** .00  -.01 *** .00 

 -.13    -.13    -.13    -.13   

Grade A .20 *** .03  .20 *** .03  .19 *** .03  .20 *** .03 

 .22    .22    .22    .22   

Grade B .10 *** .03  .10 *** .03  .10 *** .03  .10 *** .03 

 .10    .09    .09    .09   

Grade C .10 *** .03  .10 *** .03  .10 *** .03  .10 *** .03 

 .10    .10    .10    .10   

Supervisor Politics .03 *** .01  .03  .02  .05  .03  .07  .04 

 .09    .11    .14    .21   

Supervisor Public Interest .03 *** .01  .12 *** .04  .16 *** .04  .16 ** .05 

 .09    .32    .43    .43   

Supervisor Compassion .03 *** .01  -.07 * .03  -.13 ** .04  -.14 ** .05 

 .08    -.19    -.34    -.39   

Supervisor Self-sacrifice .00  .01  .01  .03  .00  .04  -.01  .05 

 -.01    .03    .00    -.03   

Supervisor Democratic Governance .00  .01  -.18 *** .05  -.20 ** .06  -.21 ** .08 

 .00    -.35    -.38    -.41   

Autonomy -.02 ** .01  -.13 *** .02  -.11 *** .03  -.11 ** .03 

 -.06    -.33    -.29    -.27   

Competence .09 *** .01  .09 *** .01  .07 * .03  .07 * .03 

 .21    .22    .16    .18   

Relatedness .04 *** .01  .04 *** .01  .04 *** .01  .01  .04 

 .07    .07    .06    .01   
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Supervisor Politics X Autonomy     .00  .00  .00  .01  .00  .01 

     -.01    .03    .08   

Supervisor Public Interest X Autonomy     -.02 * .01  -.01  .01  -.01  .01 

     -.30    -.10    -.10   

Supervisor Compassion X Autonomy     .02 ** .01  .01  .01  .00  .01 

     .32    .08    .04   

Supervisor Self-sacrifice X Autonomy     .00  .01  -.01  .01  -.01  .01 

     -.05    -.10    -.12   

Supervisor Democratic Governance X Autonomy    .04 *** .01  .03 * .01  .03 * .01 

     .55    .48    .46   

                
Supervisor Politics X Competence         .00  .01  .00  .01 

         -.09    -.07   

Supervisor Public Interest X Competence         -.02  .01  -.02  .01 

         -.32    -.32   

Supervisor Compassion X Competence         .02 ** .01  .02 ** .01 

         .40    .38   

Supervisor Self-sacrifice X Competence         .01  .01  .00  .01 

         .09    .08   

Supervisor Democratic Governance X Competence       .01  .01  .01  .01 

         .11    .09   

                
Supervisor Politics X Relatedness             -.01  .01 

             -.13   

Supervisor Public Interest X Relatedness             .00  .01 

             -.01   

Supervisor Compassion X Relatedness             .01  .01 

             .11   

Supervisor Self-sacrifice X Relatedness             .00  .01 

             .05   

Supervisor Democratic Governance X Relatedness           .01  .02 

             .08   

                

F-model 49.43 ***   38.04 ***   3.35 ***   24.99 ***  

F-ratio -    6.26 **   1.38    -.57   

N 3423    3423    3423    3423   

R² .159    .168    .170    .171   

Adj. R² .155    .163    .165    .164   

* p<.05; ** p<.01; *** p<.001                

 

 

6.4.2. Subgroup correlation comparison for the leadership effect 

Due to the unreliability of product-terms in the models in table 6.9, caused by 

multicollinearity of the variables, we need to supplement this analysis with techniques less 

prone to multicollinearity. After all, one can only assess the significance of the additional 

effects, not the direction. As stated above, one such method is ‘Subgroup Correlation 
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Comparison’ (SCC), which compares the correlation coefficient r between two variables in a 

lower and a higher scoring group of the hypothesized moderator variable. The dataset was 

split for the score on the moderator variables, resulting in six datasets, three lower scoring 

groups and three higher scoring groups. In this case, five comparisons of lower versus higher 

scoring groups are made for ‘Autonomy’, ‘Competence’ and ‘Relatedness’ : one for each 

independent variable (supervisor value). 

The results of this analysis are presented in table 6.10. For ‘Autonomy’, the lower 

scoring group contained 1640 (non-missing) respondents, while the higher scoring group 

counted 1787 subjects. When looking at the coefficient r, four out of five variables 

demonstrate a higher correlation with public service motivation than is found in the lower 

scoring group (the correlation for ‘Supervisor Politics’ is lower in the higher scoring group). 

However, only two of these, ‘Supervisor Compassion’ and ‘Supervisor Democratic 

Governance’ are statistically significant. For ‘Competence’, split into two groups of 

respectively 1321 and 2106 respondents, similar results are found. All five variables show a 

higher correlation in the higher scoring group, but only ‘Supervisor Compassion’ and 

‘Supervisor Democratic Governance’ are statistically stronger correlated in the higher scoring 

group of ‘Competence’. Finally, for ‘Relatedness’, splitting the dataset renders two groups of 

respectively 1732 and 1695 respondents. Four of the five variables display a pattern in which 

lower correlations are found in the lower scoring group, compared to the higher scoring group 

(‘Supervisor Politics’ correlation with public service motivation is slightly higher in the lower 

scoring group). However, only for ‘Supervisor Compassion’ the difference for is assessed to 

be statistically significant.  
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TABLE 6.10 : Subgroup correlation comparison of higher and lower scoring on Basic Needs     

Autonomy          

 Lower scoring group Higher scoring group    

 r  Z1 r  Z2 Z' Q  

Supervisor Politics .17 *** .17 .16 *** .17 .17 .01  

Supervisor Public Interest .16 *** .16 .19 *** .19 .18 .44  

Supervisor Compassion .09 *** .09 .18 *** .18 .14 8.07 ** 

Supervisor Self-sacrifice .09 *** .09 .14 *** .14 .12 2.07  

Supervisor Democratic Governance .14 *** .14 .22 *** .22 .18 5.98 * 

N  1640   1787     

          

Competence          

 Lower scoring group Higher scoring group    

 r  Z1 r  Z2 Z' Q  

Supervisor Politics .15 *** .15 .15 *** .16 .15 .01  

Supervisor Public Interest .14 *** .14 .16 *** .16 .16 .27  

Supervisor Compassion .08 ** .08 .16 *** .16 .13 5.72 * 

Supervisor Self-sacrifice .07 ** .07 .12 *** .12 .10 2.09  

Supervisor Democratic Governance .10 *** .10 .19 *** .19 .15 6.06 * 

N  1321   2106     

          

Relatedness          

 Lower scoring group Higher scoring group    

 r  Z1 r  Z2 Z' Q  

Supervisor Politics .18 *** .18 .17 *** .17 .18 .06  

Supervisor Public Interest .17 *** .17 .19 *** .19 .18 .38  

Supervisor Compassion .10 *** .10 .18 *** .18 .14 5.33 * 

Supervisor Self-sacrifice .11 *** .11 .12 *** .13 .12 .15  

Supervisor Democratic Governance .17 *** .17 .21 *** .21 .19 1.45  

N  1732   1695     

* p < .05; ** p <.01; *** p <.001           

 

 

6.4.3. Moderator effect of basic psychological needs satisfaction on the co-worker effect 

Next to its effect on the relationship between supervisor public service value 

promotion and public service motivation, the effect of basic psychological needs satisfaction 

on the relationship between co-worker public service value promotion and public service 

motivation will be investigated. As the results of table 6.7, demonstrating the main effect of 

co-worker value promotion of public service motivation, remain in place, table 6.11 shows the 

following steps in performing an MMR analysis. In the first step, the three moderator 

variables are added to the regression. This results in a statistically significant model, with 

‘Autonomy’ and ‘Competence’ having a significant positive effect on public service 

motivation. ‘Relatedness’ does not display a significant effect and the effect of ‘Co-worker 

Democratic Governance’, which was significant in the model in table 6.7, is no longer 
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significant. All the other effects retain their significance in this model. In the following steps, 

the sets of product-terms are entered into the analysis. First, the interactions based upon 

‘Autonomy’ are added to the model. This results in a statistically significant model that has an 

explanatory power which is statistically higher than the model without the product terms (F-

ratio is 5.82). Therefore, an interaction effect is detected. However, when adding the 

interaction terms based upon ‘Competence’ and ‘Relatedness’, just as with supervisor value 

promotion, no moderating effect is found.  

 

TABLE 6.11 : Hierarchically testing the effect of co-worker public service values promotion on PSM     

 b  SE  b  SE  b  SE  b  SE 

 (B)    (B)    (B)    (B)   

Gender -.07 *** .01  -.07 *** .01  -.07 *** .01  -.07 *** .01 

 -.08    -.08    -.08    -.08   

Year of birth .00 *** .00  .00 *** .00  .00 *** .00  .00 *** .00 

 -.12    -.12    -.12    -.12   

Grade A .17 *** .02  .18 *** .02  .17 *** .02  .17 *** .02 

 .19    .20    .20    .20   

Grade B .08 ** .03  .08 ** .03  .08 ** .03  .08 ** .03 

 .08    .08    .08    .08   

Grade C .09 *** .02  .09 *** .02  .09 *** .02  .09 *** .02 

 .09    .09    .09    .09   

Co-worker Politics .06 *** .01  .08 ** .03  .09 ** .03  .06  .04 

 .15    .20    .25    .17   

Co-worker Public Interest .04 *** .01  .00  .04  .01  .04  -.02  .06 

 .09    .00    .02    -.03   

Co-worker Compassion .06 *** .01  .01  .04  .01  .04  -.07  .06 

 .14    .02    .03    -.17   

Co-worker Self-sacrifice .02 * .01  -.08 * .03  -.10 * .04  -.17 ** .05 

 .04    -.20    -.24    -.41   

Co-worker Democratic Governance .02  .01  .02  .05  .01  .06  .13  .08 

 .03    .03    .01    .22   

Autonomy -.03 *** .01  -.15 *** .03  -.15 *** .04  -.13 ** .04 

 -.07    -.38    -.39    -.32   

Competence .08 *** .01  .08 *** .01  .09 * .04  .10 * .04 

 .20    .20    .22    .25   

Relatedness .00  .01  .00  .01  .00  .01  -.08  .05 

 .01    .01    .01    -.13   

                
Co-worker Politics X Autonomy     .00  .005  .00  .01  .00  .01 

     -.07    .01    -.05   

Co-worker Public Interest X Autonomy     .01  .01  .01  .01  .01  .01 

     .14    .20    .15   

Co-worker Compassion X Autonomy     .01  .01  .01  .01  .01  .01 

     .17    .21    .09   

Co-worker Self-sacrifice X Autonomy     .02 ** .01  .01  .01  .01  .01 

     .31    .23    .14   
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Co-worker Democratic Governance X Autonomy    .00  .01  .00  .01  .01  .02 

     .01    -.04    .10   

                
Co-worker Politics X Competence         -.01  .01  -.01  .01 

         -.12    -.14   

Co-worker Public Interest X Competence      -.01  .01  -.01  .01 

         -.09    -.14   

Co-worker Compassion X Competence      .00  .01  -.01  .01 

         -.06    -.10   

Co-worker Self-sacrifice X Competence      .01  .01  .01  .01 

         .13    .09   

Co-worker Democratic Governance X Competence     .00  .02  .01  .02 

         .07    .15   

                
Co-worker Politics X Relatedness             .01  .01 

             .16   

Co-worker Public Interest X Relatedness          .011  .014 

             .16   

Co-worker Compassion X Relatedness             .03 * .01 

             .40   

Co-worker Self-sacrifice X Relatedness          .02  .01 

             .33   

Co-worker Democratic Governance X Relatedness         -.04 * .02 

             -.50   

                

F-model 65.56 ***   49.63 ***   38.91 ***   32.58 ***  

F-ratio -    5.82 ***   -.51    1.97   

N 3423    3423    3423    3424   

R² .200    .208    .208    .212   

Adj. R² .197    .204    .203    .205   

* p<.05; ** p<.01; *** p<.001                

 

 

6.4.4. Subgroup correlation comparison for the co-worker effect 

 To supplement the MMR-analysis, again an SCC is carried out. Again, the dataset was 

mean-split for the three possible moderator variables, resulting in three sets of one lower and 

one higher scoring group. When comparing for ‘Autonomy’, the correlations of the five 

variables measuring co-worker public service values promotion with individual public service 

motivation results of the lower scoring group (N=1642) are consistently lower than those of 

the higher scoring group (N=1785). However, only for ‘Co-worker Democratic Governance’, 

this finding is statistically significant. For the lower scoring group on ‘Competence’, counting 

1321 respondents, the correlations with public service motivation are lower for all co-worker 
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variables in the analysis, when compared to the higher group (2106 respondents). In these 

groups, the effect is significant for ‘Co-worker Public Interest’ and ‘Co-worker Democratic 

Governance’. Finally, for ‘Relatedness’, the dataset is split in two groups of respective 1732 

and 1695 respondents. The comparison between these two groups renders higher correlations 

in the higher scoring group. Nevertheless, only the correlation between ‘Co-worker 

Compassion’ and public service motivation is higher in the higher scoring group.  

 

TABLE 6.12 : Subgroup correlation comparison of higher and lower scoring on Basic Needs    

Autonomy          

 Lower scoring group Higher scoring group    

 r  Z1 r  Z2 Z' Q  

Co-worker Politics .21 *** .21 .24 *** .24 .22 .81  

Co-worker Public Interest .21 *** .22 .27 *** .28 .25 3.01  

Co-worker Compassion .21 *** .22 .25 *** .25 .24 1.13  

Co-worker Self-sacrifice .17 *** .18 .21 *** .21 .19 .92  

Co-worker Democratic Governance .20 *** .20 .27 *** .27 .24 4.59 * 

N  1642   1785     

          

Competence          

 Lower scoring group Higher scoring group    

 r  Z1 r  Z2 Z' Q  

Co-worker Politics .20 *** .21 .22 *** .22 .22 .19  

Co-worker Public Interest .18 *** .18 .24 *** .25 .22 4.08 * 

Co-worker Compassion .20 *** .21 .24 *** .24 .23 1.11  

Co-worker Self-sacrifice .15 *** .15 .19 *** .19 .17 1.52  

Co-worker Democratic Governance .16 *** .16 .24 *** .25 .21 6.23 * 

N  1321   2106     

          

Relatedness          

 Lower scoring group Higher scoring group    

 r  Z1 r  Z2 Z' Q  

Co-worker Politics .20 *** .20 .25 *** .25 .23 2.18  

Co-worker Public Interest .22 *** .22 .27 *** .28 .25 2.81  

Co-worker Compassion .20 *** .20 .26 *** .27 .23 4.00 * 

Co-worker Self-sacrifice .16 *** .16 .22 *** .22 .19 2.95  

Co-worker Democratic Governance .22 *** .22 .25 *** .26 .24 .89  

N  1732   1695     

* p < .05; ** p <.01; *** p <.001           
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6.5. Discussion 

The results of these analyses reveal interesting information concerning the origins of 

public service motivation. According to these results, not only direct, but also moderated or 

interactive processes are involved.  

First, concerning the direct effect stated in hypotheses of leadership socialization 

(H1A) and co-worker socialization (H1B), evidence of both effects is provided.  

Promotion of public service values by the direct supervisor is for all values but 

‘Supervisor Self-sacrifice’ related to public service motivation. This observation fits the 

framework developed in chapter 2 which states that the institutional values, being a part of the 

supervisor’s organizational and therefore institutional role, are transmitted to the employee’s 

identity. The findings thus corroborate to a large extent H1A as, according to the data, 

leadership at a supervisory level is indeed able to influence employees’ public service 

motivation levels, which are a part of the identity, substantially. This is in keeping with the 

findings of Bruce (1994), who found that (attitudes towards) exemplary behavior by 

supervisor is positively correlated to ethical employee behavior. The lack of effect for 

promotion of self-sacrifice could be due to the specific content of these values, which may be 

ambiguous in a professional context. After all, self-sacrifice is the odd one out in a 

professional relationship with a supervisor in a professional organization in general. A 

supervisor is not only an institutional role-model, it is also the person which exerts control 

and has, to a certain extent, power over his/her employees. It could be due to the measurement 

of ‘Supervisor Self-sacrifice’, which explicitly refers to sacrificing one’s own interests, 

without stating why they should sacrifice these. If these acts of sacrifice would have been 

linked to society or the public interest, the result might have been otherwise.  

Similar, even more compelling, results are obtained for co-worker socialization. Not 

only is the promotion of all five public service values significant in explaining individual 
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public service motivation, but also is the explained variance (effect size R²) larger than it is 

for leadership promotion of values. The fact that ‘Co-worker Self-sacrifice’ is significant, 

may be regarded as evidence that self-sacrifice is indeed the odd one out in the supervisor-

employee relationship. It could be that this is regarded as being more appropriate in a peer-

relationship with co-workers (and therefore more easily accepted as part one’s own identity). 

However, this is obviously speculative and further research should investigate this matter 

more into detail.  

As stated in 6.3.5, the hypotheses concerning an interaction effect of institutional 

socialisation and identity regulation are rejected based upon the available data. No moderator 

effect was detected in the analysis in tables 6.6 and 6.8. A possible explanation for this 

finding probably lies in the fact that both identity regulation and public service motivation are 

components of the individual’s ‘public service identity’ and thus situated at the same level. 

Therefore, it is impossible for ‘RAI’ to moderate the socialization of public service values, as 

these are already acquired.  

This rejection caused both hypotheses to be rephrased. Instead of identity regulation, 

the perception of basic psychological needs satisfaction at the institutional level was claimed 

to have a moderating effect of promotion of public service values. Where the MMR only 

found ‘Autonomy’ have a moderating effect for both leadership and co-worker value 

promotion, the SCC found a significant effect for ‘Autonomy’, ‘Competence’ and 

‘Relatedness’ (at least for some promoted values). This is a remarkable finding, as SCC is 

said to have a lower statistical power than MMR and therefore should have a lower likelihood 

of detecting population effects. However, this finding is due to the hierarchical nature of the 

MMR analyses. Instead of testing the moderating effect of ‘Competence’, MMR tests the 

unique effect of ‘Competence’, controlling for the part of the effect of ‘Competence’ which is 

correlated with ‘Autonomy’. Similarly, the effect of ‘Relatedness’ is in fact the effect of 
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‘Relatedness’ which is controlled for both ‘Autonomy’ and ‘Competence’. As ‘Autonomy’, 

‘Competence’ and ‘Relatedness are strongly correlated; it is evident that no unique effects are 

found after the first moderator variable has been entered. As SCC is not susceptible to 

multicollinearity, moderator effects for ‘Competence’ and ‘Relatedness’ are found.  

The results demonstrate that leadership socialization of ‘Supervisor Compassion’ and 

‘Supervisor Democratic Governance’ is stronger for those who perceive a higher autonomy in 

their workplace, as well as those who have a stronger feeling of competence in their job. For 

those experiencing higher relatedness at work, only ‘Supervisor Compassion’ is stronger 

related to public service motivation. Satisfaction of basic psychological needs appears to have 

impact on socializing effect of leaders on compassion and democratic governance. There 

seems to be no effect on socializing the importance of politics and the public interest. This 

may be due to the nature of the respective public service motivation dimensions; the 

significant dimensions could be more than the other dimensions of public service motivation 

linked to the job and the immediate work environment, on which level basic psychological 

needs satisfaction is situated. Feeling satisfied (related, autonomous and competent) at work 

may therefore enhance the transmission of values derived from the supervisor’s example at 

those specific domains. Compassion with fellow citizens or realizing concrete democratic 

principles as a civil servant indeed fit more into this picture than a sound interest in politics or 

the general public interest do. Possibly, these effects are moderated by other factors such as 

organizational effectiveness in influencing policy or remedying general social problems. 

However, this is only speculative and further research should look deeper into this matter.   

For co-worker socialization, ‘Autonomy’ only moderates the effect of ‘Co-worker 

Democratic Governance’. So does ‘Competence’, but those higher scoring on ‘Competence’ 

also demonstrate a stronger correlation between ‘Co-worker Public Interest’ and the 

individual level of public service motivation. ‘Relatedness’ is a moderator for the effect of 
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‘Co-worker Compassion’. Compared to leadership socialization, especially the moderator 

effect of ‘Competence’ on the socialization of ‘Co-worker Public Interest’ is interesting. If 

employees feel competent in their work environment, this has a positive moderating effect on 

the degree of socialization of the importance of public interest. Apparently, employees who 

are under those circumstances are more susceptible to what their colleagues have to tell about 

this than what their supervisors tell them. Maybe the feeling of competence makes them more 

interested in what their fellow workers can teach them on this issue, as this feeling makes 

public interest to seem not so far away after all.  

Finally, the analysis of the control variables demonstrates that grade, age and gender 

have a significant effect in generating public service motivation.  

The effect of grade could be explained by the fact that higher level employees have 

less fragmented jobs, which result in higher levels of work motivation (Hackman and Oldham 

1980). This could well be the case for public service motivation. However, this does not mean 

that public service motivation is only for higher level employees. Public servants can acquire 

public service motivation outside their work environment, as demonstrated by Perry (1997). 

Moreover, having high levels of public service motivation is one thing; another question is 

what the precise effect is of those levels. Vandenabeele (2007) already showed that public 

service motivation has a higher impact on job satisfaction and organizational commitment for 

low level employees than it has for higher level employees.  

The effect of age could be due to various reasons, according to Camillieri 

(unpublished). First, according to Perry (1997), moral development increases with age an 

experience. As public service motivation, and upholding the values of an institution, are 

related to moral development (Kohlberg 1973), this observation makes sense. Second, it could 

be related to the idea of Erikson’s idea of generativity (1964). This means that people in the 

later stages of their development are more inclined to ‘give back’ to society. Third, it could 
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also be related to generational differences. Older generations have a higher stock of social 

capital (Putnam 2000), which might explain the decline in public service motivation for the 

younger respondents. Finally, it could also be due to organizational socialization. As older 

respondents have been socialized longer, the effect of this socialization demonstrates itself in 

higher public service motivation levels. However, in order to give some foundation to these 

claims, longitudinal research should clarify this issue.  

The gender effect on the degree of public service motivation is not entirely conform 

what has been reported in the literature where DeHart-Davis et al (2006) report higher public 

service motivation levels for women (controlling however for more control variables than this 

study). This lower level could be due to the more ‘masculine’ culture that is pervasive in 

public organizations and politics (Duerst-Lathi and Johnson 1990). Again, however, further 

research is needed to sort this out.  

 

6.6. Conclusion 

At the end of this chapter, one can evaluate the merits of the presented research. The 

most important finding is, without any doubt, that institutional elements seem to have a 

substantial and significant influence on the individual public service motivation level. In the 

case of this research, the results in this chapter demonstrate that the institutional values of a 

public organization (the Flemish government), crystallized in the behavior of supervisors and 

co-workers, have a socializing effect on the individual, and therefore generate public service 

motivation. This socialization is different in nature between the supervisor and the co-worker, 

with co-workers having a stronger and more encompassing effect on the individual’s identity 

(of which public service motivation is an element). In the case of leadership socialization, 

these results provide evidence of ‘transformational leadership’ at the supervisor level, 
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showing that this concept, as middle managers are able to transform the employee’s identity, 

has been unjustly reserved for executive leaders only.  

However, other institutional elements moderate this relationship. The extent to which 

basic psychological needs are satisfied within this institutional context, determine how strong 

the socialization effect is. When the environment of the employee is experienced as granting a 

certain degree of autonomy to the individual and enabling people to achieve real results, and 

when this environment is sufficiently social in nature, the socializing effect of public service 

values from within the institution is enhanced (except for the interest in politics). Apparently, 

not only the ‘what’ (which values), but also the ‘how’ (perception of the environment in 

which is socialized) is important in developing an institutional, in this case a public service, 

identity.  

Despite these interesting conclusions, some limitations rest upon the results of the 

research in this chapter. First, the conclusions are based upon a cross-sectional database. This 

is a possible threat to the internal validity of the conclusions. Although this was remedied by 

embedding the conclusion in a sound theoretical framework and by controlling for other 

variables which point to other possible explanations, the danger of a lower internal validity is 

still looming at the back. Therefore, additional research should be carried out to strengthen 

these findings, in different environments and with both cross-sectional and longitudinal ways 

of collecting data. Moreover, also the measurement of the institutional public service values is 

limited. Only single items, or at best two-item scales were used, providing only a narrow 

perspective on these values. If sufficient resources are available, future research should 

incorporate more elaborated scales and may extend the search for institutional values to other 

levels than the ones used in this research.  
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Nevertheless, the findings presented in this chapter provide interesting and 

methodological correct insights which can help to further develop a public administration 

theory of public service motivation.  
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Chapter 7  

 

Explaining the effect of public service motivation on individual 

job performance 

 

 

Public service motivation has rapidly become one of the thriving new constructs in public 

personnel management and public HRM research. In recent years, public service motivation 

research has grown substantially (Perry and Hondeghem, in press [A]) and in this body of 

literature, public service motivation has been often linked to various HRM-outcomes 

(Vandenabeele in press [A]; Chapter 1 this volume). 

One of the areas of interest in which it has been argued that public service motivation 

may play an important role is performance (Perry and Wise, 1990; Rainey and Steinbauer 

1999). Academics and practitioners alike show a sound interest in how public service 

motivation can contribute to the development of better performing public organizations and 

better performing public servants (Brewer, in press). Yet, the effect of public service 

motivation on individual employee performance is highly disputed. Although a number of 

studies has concluded that public service motivation to some extent has a direct or indirect 

influence on the level of individual performance (Bright 2007; Lewis and Frank, 2001; Naff 

and Crum 1999), these studies could not remove the existing doubts whether an actual 

performance effect of public service motivation exists (Brewer, in press).  

This chapter aims to contribute to this discussion by investigating the relationship 

between public service motivation and individual performance (PSM-performance 

relationship) closer. Trying to answer research question R III and based upon the framework 

in chapter 2 (see hypotheses H IIA and H IIB), this framework will be extended by 
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endeavouring to uncover its underlying mechanisms. More specifically, the mediating role of 

job satisfaction and organization commitment will be tested. Both concepts have been linked 

with public service motivation by various researchers (Naff and Crum 1999; Crewson 1997; 

Pandey and Stanzyk in press). Therefore, it makes sense to try to incorporate these ideas in a 

general theory of public service motivation, while at the same time refining this theory. 

Moreover, both concepts have strong links with research on individual motivation and 

performance. First, the relationship between job satisfaction and performance has been long 

debated and although evidence is inconclusive, researchers seem not ready to discard the 

hypothesis of a correlation between job satisfaction and performance (Organ 1988; Judge et al 

2001). Second, another frequently suggested antecedent of individual performance is 

organizational commitment (Steers 1977). This is preceded by individual and organizational 

characteristics. Therefore, the possible mediating effect of both concepts on the PSM-

performance relation merits a more thorough investigation. Moreover, the influence of the fit 

of the individual public service motivation and the values of the organization in which an 

individual is employed are investigated. This idea of person-organization fit (PO-fit), as a 

particular case of person-environment fit, has been an important issue in organizational 

behavior studies (Kristof-Brown et al 2005; Kristof 1996). Recently, it has spilled over into 

the study of organizational behavior in the public sector (Monihan and Pandey, in press), and 

in particular to the field of public service motivation research (Chapter 2, this volume; 

Vandenabeele 2007 & in press [A]; Steijn, in press) to explain behavioral outcomes.  

First, the chapter discusses the general concepts of public service motivation, job 

satisfaction, organizational commitment, PO-fit and their relationship with individual 

performance. Based on this theoretical framework, a set of hypotheses is developed. Second, 

the methods and the data are considered, devoting particular attention to the measurement 

instruments used and the statistical analyses of intermediate and PO-fit effects. Third, the 
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results are shown and discussed in the light of the presented framework. Finally, some 

conclusions based upon the analyses are provided in order to further both the academic debate 

on the PSM-performance relationship as well as the practical implementation of the results. 

 

7.1. Theoretical overview 

In this paragraph, the concepts relevant to the third research question are discussed. 

Public service motivation, organizational commitment, job satisfaction, individual 

performance as well as their respective relationships are discussed. Next to this, the person-fit 

theory is further elaborated in order to link it to the foundations of the public service 

motivation theory in chapter 2. Based upon this review of the literature, a set of hypotheses is 

developed, which is later tested with the data collected within the scope of this study.  

 

7.1.1. Public service motivation and performance 

Public service motivation has been empirically linked to various outcome variables, 

both inside (see Vandenabeele in press [A] for an overview) and outside (Brewer 2003; 

Houston 2006; Steen, in press) the domain of public employment. However, where, for 

example, the effect of public service motivation on attraction towards public employment is 

relatively undisputed, both in the academic world (Vandenabeele in press [A], in press; Steijn 

and Leisink, in press; Lewis and Frank 2002) and in practice (see for example the recruitment 

campaigns for the national civil service in the Netherlands), opinions are more divergent 

concerning the effects of public service motivation on employee performance. Although Perry 

and Wise (1990) have explicitly stated that ‘in public organizations, public service motivation 

is positively related to individual performance (370)’, evidence supporting this hypothesis has 

remained mixed (Brewer, in press). Naff and Crum (1999) have found that American civil 

servants who score high on public service motivation also demonstrate higher performance. 
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Equally, Bright (2007) found, for a limited sample of public employees, that public service 

motivation was linked with performance, through congruence between organizational and 

individual values (P-O fit). Despite these positive results, the mixed findings of Alonso and 

Lewis (2001), who found positive, negative as well as non-existent relationships between 

public service motivation and performance, cast doubt upon this contention. However, Brewer 

(in press) attributes these mixed findings to problematic measures of both public service 

motivation and performance.  

 

7.1.2. Organizational commitment and performance 

Organizational commitment has been studied by many authors (Reichers 1985; 

Benkhoff 1997; Riketta 2002). Originally, it has been defined as ‘the strength of an 

individual’s identification with and involvement in a particular organization […] 

characterized by (a) a strong belief in and acceptance of an organization’s goals and values; 

(b) a willingness to exert considerable effort on behalf of the organization; (c) a definite desire 

to maintain organizational membership’ (Porter et al 1974 : 604). These three dimensions 

refer to what Allen and Meyer (1990) have described as normative, affective and continuance 

commitment. Studies have also shown that organizational commitment is better 

conceptualized as different, more or less independent components, rather than as a single 

construct (Angle and Perry 1981; Benkhoff 1997). These components also, to a certain extent, 

correspond to the dimensions Balfour and Weschler (1996) find for the public sector. 

Nevertheless, the discussion about dimensional redundancy in organizational commitment 

research (Morrow 1983) is not yet finished (Benkhoff 1997).   

 Although intuitively and theoretically commitment can easily be related to 

performance (Steers 1977), this relationship is empirically less supported (Mathieu & Zajac 

1990; Riketta 2002). Nevertheless, this incongruence with the theoretical hypothesis did not 
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cause the relationship to be discarded. Instead, it was refined and moderator variables were 

introduced. Substantive theoretical variables and their operationalizations, such as autonomy 

at work (Riketta 2002) or the economic dependency on work were introduced as moderators 

in research on the commitment-performance relationship (Brett et al 1995; Meyer et al 1989; 

Riketta 2002). These efforts indicate that the jury is still out regarding the effect of 

commitment on performance. In the public sector, however, the findings seem to point to the 

direction of a significant positive relationship (Park and Rainey 2007; Balfour and Weschler 

1996).  

 Public service motivation has also been linked to organizational commitment (Perry 

and Wise 1990). However, the temporal sequence of both concepts is disputed. Although 

most authors find public service motivation to be an antecedent of organizational commitment 

(Crewson 1997; Naff and Crum 1999; Castaing 2006; Taylor 2007 & in press; Park and 

Rainey 2007), it can be argued that in some cases organizational commitment acts as the 

antecedent (Camilleri 2006; Pandey and Stazyk in press). Commonly, however, commitment 

is acknowledged as one of the consequences of individual public service motivation in a 

public organization.  

 

7.1.3. Job satisfaction and performance 

Job satisfaction has an even longer history than organizational commitment. For many 

years, the research has been dominated by the works of Herzberg (Gruneberg 1976), but many 

others have also written on this issue during the last half a century (Locke 1976). A number of 

operational definitions of job satisfaction have been used in this body of research, depending 

on the theoretical background of the study (Wanous and Lawler 1972). A general definition is 

provided by Locke (cited in Gruneberg 1979 : 3), with job satisfaction being ‘a pleasurable or 

positive emotional state resulting from the appraisal of one’s job or job experiences’. Apart 
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from the design of the job and the personal characteristics, a number of other elements, such 

as pay, promotion, job security, supervision, work-group characteristics, participation and 

organizational structure and climate, are held responsible for determining the level of job 

satisfaction (Rainey 1997). 

Just as is the case with organizational commitment, the relationship between job 

satisfaction and individual performance has been fiercely argued over (Fisher 1980). 

Although it makes sense to say that satisfied employees will perform better, this claim is 

relatively unsupported (Brayfield and Crocket 1955; Vroom 1964; Iffaldano and Muchinsky 

1985). According to Steers (1981, p. 309) ‘…the fact that workers are satisfied does not mean 

that they will produce more, only that they are satisfied… ‘. Likewise, he also discarded the 

inverted causal relation, with good performance causing job satisfaction, stating that ‘… there 

is no compelling argument that performance must necessarily cause satisfaction (p. 309)’. 

However, based upon a meta-analytic review Petty et al (1984) concluded that job satisfaction 

and performance are positively correlated. These conclusions were repeated by Judge et al 

(2001), who added that there is a reciprocal relationship between job satisfaction and 

performance, mediated and moderated by a plethora of variables.  

In public service motivation research, job satisfaction is considered to be a 

consequence of public service motivation in a public service environment (Perry and Wise 

1990; Pandey and Stanzyk, in press). This claim is supported by a number of empirical studies 

which find such an empirical relationship (Naff and Crum 1999; Kim 2005; Park and Rainey 

2007; Taylor 2007 & in press; Steijn, in press) 
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7.1.4. Person organization-fit theory and its relation to public service motivation and 

performance 

As stated in chapter 2, the fit between an individual and the organization one works for 

could increase motivation and therefore enhance performance. This person-organization fit 

can be considered to be a special case of the broader theory of person-environment fit 

(Verquer et al 2003; Kristof 1996; Kristof-Brown et al 2005), which finds its roots in Lewin’s 

(1938) statement that behavior is a function of the person and its environment. PO-fit theory 

heavily leans on the attraction-selection-attrition scheme as developed by Schneider (1987; 

1995), who argued that people like to operate in an environment which fits with their own 

preferences : ‘people are not randomly assigned to real organizations, they select themselves 

into and out of real organizations (1987 : 400)’. A substantial amount of studies has addressed 

the topic of PO-fit and confirmed its effect on individual behavior, including organizational 

attractiveness, selection, organizational commitment, job satisfaction, job performance, 

organizational citizenship behavior etc… (Verquer et al 2003; Hoffman and Woehr 2006; 

Kristof 1996; Kristof-Brown et al 2005), although its conclusions are not always consistent. 

Next to this type of PE-fit, other types of fit are commonly described in the literature. 

The most important other type of fit is person-job fit (PJ-fit), describing the relationship 

between the person’s characteristics and those of the job performed. This can occur when the 

employees’ knowledge and skills match the demands made by the job (demands-abilities fit) 

or when the employees’ needs and preferences are fulfilled by the job characteristics (needs-

supplies). Apart from person-job fit, also person-group fit, person-supervisor fit and person-

vocation fit are distinguished in the management literature (Kristof-Brown et al 2005).  

In the case of PO-fit, fit is defined as a situation ‘when a person supplements, 

embellishes or possesses characteristics which are similar to other individuals in an 

environment (Munchinsky and Monahan, cited in Kristof 1996: 3)’. This conceptualization of 
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fit is known as supplementary fit. On an operational level, this amounts to value congruence 

between the individual and the organization (for an example, see Judge and Cable 1997). Next 

to supplementary fit, complementary fit is another conceptualization of fit, defined as 

‘…individuals fill[ing] a gap in the current environment or vice versa…’(Kristof-Brown et al 

2005 : 288), although it is more applicable to person-job fit.  

When looking at public service motivation, PO-fit could give some insights in the 

interaction between the institutional public service values and the individual public service 

motivation. As stated in chapter 2, the impact of public service motivation on organizational 

behavior is expected to increase when PO-fit is high. When there is a low fit, its impact 

should be reduced. With regard to organizational attractiveness, this was already claimed by 

Perry and Wise (1990; although their perspective is not PO-fit), who stated that ‘the greater an 

individual's public service motivation, the more likely the individual will seek membership in 

a public organization (370)’, something which was empirically supported by Vandenabeele 

(in press). However, just as the general hypothesis of the effect of fit between individual 

public service motivation and the organization on behavior could be extended to 

organizational attractiveness, it could be just as easily extended to the relationship between 

public service motivation and performance. Bright (2007) already found some evidence of the 

validity of such a claim.  

 

7.1.5. Hypotheses 

Concerning the PSM-performance relationship, this review of the literature 

corresponds to the model posited in chapter 2, in particular to H IIA and H IIB, stating that 

(public service) motivation corresponds to the presence of a public service identity. High 

levels of public service motivation are found when a person identifies with such an identity 

and thus is autonomously regulated (Ryan and Deci, 2005). Therefore, a positive PSM-
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performance relationship could be considered as an instantiation of the hypothesis that ‘to the 

degree that a public service identity is more autonomous, it will result in a more consistent 

and intense public service behavior (Vandenabeele 2007 : 553; Chapter 2, this volume : 33)’.  

However, the introduction to concepts of job satisfaction and organizational 

commitment enables us to refine this theory further. Both concepts can act as mediating 

variables, explaining how this relationship unfolds itself. After all, mediated relationships 

assume a correlation between the independent and the dependent variables, and between the 

mediator variables and both the dependent and the independent variables (Baron and Kenny 

1986). The direct effect of the independent variable on the dependent variable should 

disappear (full mediation) or significantly decrease (partial mediation) after introducing the 

mediating variable(s). The review demonstrated that such relationships are highly likely. 

Therefore, the following hypotheses can be stated :  

 

H1 : Job satisfaction acts as a mediator variable in the relation between public service 

motivation and individual performance 

 

H2 : Organizational commitment acts as a mediator variable in the relation between 

public service motivation and individual performance 
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Figure 7.1. Graphical representation of the mediation in the PSM-performance relationship 

 

With regard to the effect of PO-fit of the PSM-performance relationship, a third 

hypothesis is formulated. This hypothesis, contrary to hypotheses 1 and 2, takes the 

congruence between the institutional (organizational) public service values pattern and the 

individual public service motivation into account. Based upon the review of the literature, and 

as stated in the theoretical framework in chapter 2 (H IIB), where is claimed that the effect of 

public service motivation on behavior will increase ‘given that the institution in which the 

individual operate embraces the public service values (Vandenabeele 2007 : 553; Chapter 2, 

this volume : 33), hypothesis 3 will be formulated as follows :  

 

H3 : The higher the fit between the corresponding organizational public service values 

and the individual public service motivation is, the stronger the stronger the performance will 

be.  
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Figure 7.2 Graphical representation of PO-fit in the PSM-performance relationship 

 

7.2. Methods and data 

The hypotheses stated in the previous paragraph will be assessed on their merits in the 

remainder of this paper. However, first, some methodological issues are discussed. The 

survey and the dataset, the measurement instruments as well as the statistical techniques are 

scrutinized.  

 

7.2.1. Survey and data description 

The data upon which this chapter is based is collected in a survey among Flemish state 

civil servants of the central ministries and some associated agencies. It concerned the same 

internet-based e-mail survey which has been used for the analysis in chapters 5 and 6.  

 

7.2.2 Dependent and independent variables  

 The core independent variables in this study is public service motivation. In this 

chapter, it is measured with the instrument developed in chapter 5 (table 5.4A), which was a 

five dimensional instrument, consisting of 18 items. By calculating the mean on the respective 

items, the dimensions of ‘politics and policies’, ‘public interest’, compassion’, ‘self-sacrifice’ 
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and ‘democratic governance’ are measured. The exact development and the factor analytic 

specifics of this instrument have been described elsewhere (Chapter 5, this volume; 

Vandenabeele in press[B]).  

Organizational commitment (table 7.1) is measured through the ‘skeleton’ version of 

the Organizational Commitment Questionnaire (OCQ), which consists of 6 items. This is a 

three-factor model of organizational commitment, measuring normative, affective and 

continuance commitment. The ‘skeleton’ version provides a better fit to the data and matches 

more closely the intended dimensions of the OCQ than the original scale, which suffers from 

‘noise’ (Benkhoff 1997). In this chapter, organizational commitment will be considered to be 

a concept consisting of three correlated factors. Therefore, no overall commitment score will 

be calculated. Instead, three average scores (ranging from 1 to 5) of respectively normative 

(two items), continuance (three items) and affective (one item) commitment will be calculated 

to assess individual organizational commitment.  

 

TABLE 7.1 : Items of the self-reported 'Organizational Commitment' measurement instrument  

Affective commitment (extra effort)    

VAR166 I am willing to put in a great deal of effort beyond that what is normally expected in order to help this 
organization to be successful 

     

Normative commitment (identification)    

VAR170 I am proud to tell others that I am part of this organization    

VAR173 I find that my values and the organization's values are very similar    

     

Continuous commitment (desire to stay)    

VAR172 It would take very little change in my present circumstances to cause me to leave this organization (I) 

VAR176 Deciding to work for this organization was a definite mistake on my part (I)    

VAR180 There is not too much to be gained by sticking with this organization indefinitely (I) 

(I) Coding reversed    

 

Job satisfaction, contrary to organizational commitment, has only one dimension (table 

7.2). In line with the Minnesota Satisfaction Questionnaire (Weiss et al 1967, cited in Rainey 

1997), it measures general satisfaction with the current job. This particular measure of job 
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satisfaction is derived from Depré et al (1995), who have applied this six-item measurement 

scale to a sample of civil servants in the Belgian ministry of Finance.  

 

       

TABLE 7.2 : Items of the self-reported 'Job Satisfaction' measurement instrument  

VAR151 In general. I am satisfied with my job    

VAR153 I think there are many other jobs which are more interesting than mine (I) 

VAR155 My current job fulfils the expectations I had before I started it  

VAR161 I would like to get another job because I am not satisfied (I)  

VAR163 My current job is pleasant     

VAR165 I think my current job is interesting and fascinating   

(I) Coding reversed      

 

The dependent variable is a self-reported performance measure (table 7.3). Although 

such measures are regularly used within management sciences (Campbell and Pritchard 1976) 

and public administration (Bright 2007), this decision might merit some explanation. One 

reason was to encompass a broader concept of performance. Ideally, a confirmation of this 

measure with a more formal measure of performance would have been preferable, but 

unfortunately, these statistics were not available at the time of data-collection. Moreover, in 

the case of Flanders, if these measures had been available, they would have been of little use, 

due to their complex nature and to their inability to distinguish excellent performers from 

satisfactory performers. Therefore, a four-item measurement scale of perceived performance 

was used in the survey.  

 

TABLE 7.3 : Items of the self-reported 'Performance' measurement instrument 

VAR157 In my opinion, I contribute to the success of the organization  

VAR160 I think I am performing well within this organization  

VAR164 I think I am a good employee  

VAR195 On average, I work harder than  my colleagues  

 

As with the public service motivation measure, the instruments measuring the 

mediating variables and the dependent variable are all Likert-type scales, consisting of a 

number of items which the respondents had to score from 1 (‘I totally disagree’) to 5 (‘I 
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totally agree’). They also have been cross-validated for this dataset, with a calibration and a 

validation set, estimated with DWLS (Vandenabeele in press[B]; Chapter 5 this volume). The 

fit statistics for these models are provided in the appendix, tables A7.1 through A7.3. 

In order to test hypothesis 3 of this chapter, fit variables should be included in the 

analysis. However, fit variables vary in their concept and appearance. First, PO-fit can 

originate from various sources, such as values, climate or goals, although value congruence 

most often is used to measure fit (Kristof 1996; Verquer et al 2003; Kristof-Brown et al 

2005). Second, three types of fit measures are commonly distinguished (Verquer et al 2003; 

Hoffman and Woehr 2006). A first type is direct fit, which asks respondents to assess whether 

they experience a fit between themselves and the organizations. A second type is indirect fit, 

which is a composite variable based upon two discriminate measurements. On the one hand, 

respondents are asked to score themselves with respect to certain values. On the other hand, 

respondents must also score their organization for these values. By collapsing both variables 

into one variable, PO-fit is assessed. A third type of fit is objective fit (opposed to the 

previous two, which are subjective fit measures), more or less comparable to indirect fit. 

However, instead of having the respondents rate the organization themselves, more objective 

measures (such as peer ratings or organizational data) are used to calculate the composite fit 

measure.  

In this study, PO-fit on public service values is of particular interest. This is assessed 

by an indirect measure, based upon the individual scores on public service motivation and a 

score on the corresponding values. This latter score is the average of the respondent’s rating 

of the values of both the supervisors and the peers within their organization (see chapter 6), as 

this provides a proxy of the institutional values (Scott 2001). This results in five fit scores, 

one for each dimension of public service motivation. The exact nature of the fit scores will be 

discussed later, as these choices are highly linked with crucial methodological decisions.  
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Next to these main independent variables, a set of control variables is included in the 

analysis. This is aimed at increasing the internal validity by including controls for other 

independent variables. To this end, the respondents’ age, gender and civil service grade are 

entered as control variables. Whereas age is measured by looking at the respondents’ birth 

year, both gender and grade are measured through dummy variables, with male respectively 

grade D respondents as references groups.  

 

7.2.3. Mediation effects in regression analysis 

The hypotheses put forward in this paper, come together in a mediation model (see 

figure 7.1). This type of model is used to explain how or why relations between independent 

and dependent variables exist in reality (not to be confused with moderator models looking 

for interaction effects; see Baron and Kenny, 1986). As a methodological approach, it has 

been around for a long time in the behavioral sciences (Woodworth 1928). Although such 

models are extremely useful in explaining and refining correlations between important 

variables, this methodology is rarely found in public administration journals (some notable 

exceptions can be found in the works of Eran Vigoda-Gadot, who demonstrated many 

applications of the mediator model in public administration, see for example Vigoda-Gadot 

2007). Therefore, the following section will elaborate on the use of mediation models.  

For a model to exhibit complete mediation, a number of conditions should be met 

(Baron and Kenny 1986). First, there should be a significant correlation between the 

independent and the dependent variable (path ‘C’). Second, there should be a significant 

correlation between the independent variable and the mediator variable (path ‘A’). Third, 

there should be a significant correlation between the mediator variable and the dependent 

variable (path ‘B’). Finally, when controlled for the mediator variable (when the mediator is 

entered in the regression equation describing path ‘C’), the correlation in path ‘C’ should no 
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longer be statistically significant and thus be eliminated. This implies that the effect between 

the independent and the dependent variable takes place through the mediator variable. 

Commonly, as recommended by Judd and Kenny (1981), this model should be tested by a 

series of regression analyses.  

However, given the multiple causes that exist in social reality, it is unlikely to achieve 

complete mediation. Therefore, the last condition can be relaxed to a significant reduction of 

the direct effect, rather than a complete elimination of the effect. When this is applicable, one 

speaks of partial mediation. In this case, the mediation effect needs to be assessed for its 

significance. If not, it could be that one terms the effect of a potential mediator variable as 

mediating, while in fact this effect is non-significant. In order to test this effect, the mediation 

effect (β of path ‘A’ multiplied with β of path ‘B’) is divided by its standard error (Sobel 

1982), which results in a Z-score. If this score exceeds |1.96|, its probability is less than .05, 

demonstrating statistical significance (the details of this procedure are elaborated in elsewhere 

(Baron and Kenny 1986; Frazier et al 2004; Mackinnon et al 2000)).  

 

7.2.4. Fit analysis by means of polynomial regression 

Just as there are various ways to measure fit, multiple approaches exist to applying 

statistics to assess the effects of PO-fit. However, every single one of the approaches should 

be based upon sound methodological reasoning and brings about specific methodological 

consequences (of which a less prepared researcher is sometimes unaware).  

A first decision that has to be made is the choice of the fit variables. Congruence or fit 

is, in the case of indirect or objective fit, often measured by means of a difference score 

between the organizational value and the individual value. As a simple difference (‘x-y’) may 

involve problems concerning its direction, sometimes the absolute value (‘|x-y|’), the squared 

value (‘(x-y)²’), because these are non-directional, are used or even more complex difference 
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scores as ‘D’, ‘|D|’, ‘D²’or ‘Q
R’

 are applied (Edwards 1994a). Such an approach, although at 

first sight sound and easy to understand, entails a number of problems (Edwards 2001). The 

use of such difference scores, when applied in a hierarchical regression, brings in the effect of 

an unwanted or unknown covariate. For example, in the case of public service motivation 

research, in a first step, the effect of public service motivation would be entered into the 

analysis, and in a second step, the difference score would be entered, which unknowingly 

would enter the effect of the (perception) of the organizational values. The correlation 

between the individual public service motivation and the public service values of the 

organization (see chapter 6) would cause the effect sizes of public service motivation to 

increase, with the difference scores acting as a suppressor variable. Furthermore, the use of 

difference scores always brings about assumptions on the direction or the size of the 

hypothesis that is being tested. As mathematically demonstrated by Edwards and Parry 

(1993), the use of ‘x-y’ difference scores assumes the effects of ‘x’ and ‘y’ to be opposite, 

whereas an ‘(x-y)²’ difference scores assumes the relation between independent variables ‘x’ 

and ‘y’ and a third dependent variable ‘z’ to be curvilinear (without the appropriate lower 

order terms) and ‘x’ and ‘y’ to have equal positive effects. As there is no well-founded reason 

to incorporate these hypotheses in the test, these restrictions should be relaxed.  

Therefore, Edwards (1994b & 2001) proposes polynomial regression as an alternative 

to the use of difference scores, in whatever form. This can easily be done by calculating the 

squares of both the individual and the organizational value scores and their product term. 

These should be entered into a hierarchical regression analysis. The first step should assess 

the effect of both the individual and the organizational first order terms, whereas, in a second 

step, the product-term and the second order terms should be entered as a whole in order to 

investigate the increment in explained variance caused by a fit between both independent 
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variables (Edwards and Cooper 1990). To increase the interpretability of any significant 

findings, the results will be displayed graphically by means of a 3D-function.  

 



 

 

TABLE 7.4 : Correlation matrix of variables included in the mediation analysis (observations with missing values excluded)         

  Mean STD 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 

1 Performance 3.88 .55 1.00               

2 Gender 1.48 .50 -.08 1.00              

3 Year of birth 1964.03 1.83 -.03 .23 1.00             

4 Grade A .40 .49 .05 -.06 .11 1.00            

5 Grade B .20 .40 .01 .04 .15 -.42 1.00           

6 Grade C .29 .45 -.01 -.01 -.15 -.53 -.32 1.00          

7 Politics 3.46 1.00 .11 -.13 -.02 .16 -.04 -.07 1.00         

8 Public interest 3.50 .61 .25 -.21 -.17 .15 -.07 -.05 .20 1.00        

9 Compassion 4.00 .53 .14 .04 -.07 .04 .00 -.02 .18 .39 1.00       

10 Self-sacrifice 3.34 .57 .22 -.11 -.11 .08 -.04 -.01 .16 .58 .54 1.00      

11 Democratic governance 4.00 .58 .20 -.12 -.14 .08 .00 -.05 .19 .32 .38 .30 1.00     

12 Job satisfaction 3.71 .83 .40 -.06 -.10 .03 -.01 -.04 .10 .18 .11 .20 .12 1.00    

13 Normative organizational commitment 3.41 .82 .29 .01 .06 .01 .01 -.03 .14 .19 .16 .19 .13 .53 1.00   

14 Affective organizational commitment 3.80 .84 .35 -.01 .01 .07 -.07 -.02 .12 .25 .20 .27 .15 .29 .34 1.00  

15 Continuous organizational commitment 4.27 .84 .24 .03 .00 -.02 -.01 .00 .07 .09 .09 .10 .08 .66 .49 .24 1,00 

Correlations of |.04| and over are significant at level p<.05                 
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7.3. Results 

 In this section the results of both the mediation and PO-fit analyses are provided. First, 

the mediation model is discussed and afterwards, the PO-fit model is investigated further.  

 

7.3.1. Mediation analysis 

Before addressing the matter of mediation in more detail in a set of regression 

analyses, the correlation matrix in table 7.4 can demonstrate a number of things. First, the 

correlations provide evidence that it may be valid to test the mediation effects of 

organizational commitment and job satisfaction of the PSM-performance relationship. The 

five public service motivation subscales are significantly correlated with performance (the 

dependent measure) and with job satisfaction and the three subscales of organizational 

commitment (the mediating variables). With performance also being significantly correlated 

with the potential mediators, all variables in the model are correlated and we cannot reject the 

hypothesis of mediation by investigating the correlations. Second, regarding the dangers of 

multicollinearity which might cloud the analysis, no extreme correlations are shown (the 

highest correlation being .66 between job satisfaction and continuous organizational 

commitment).  

As recommended by Baron and Kenny (1986), a series of regression analyses has to 

be performed to test for possible mediation effects. 

First, the relationship between the dependent variable, performance, and the independent 

variables, five dimensions of public service motivation has to be established. In table 7.5A 

(model ‘Performance (1)’), the significant effect of public service motivation on self-reported 

performance is shown. Four of the five public service motivation dimensions have a 

significant direct effect on performance, with an explained variance of .091. Compassion, 

however, does not have a significant influence. Therefore, from now on, this dimension of 
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public service motivation is left out of any mediational analysis (tables 7.5B and 7.5C). 

Gender and age are not related to performance, whereas; compared to a grade D employee, 

grade C and B employee report higher performance.  

 



 

 

TABLE 7.5A : Regression statistics for self-reported performance                

 Performance (1)  Performance (2)  Performance (3)  Performance (4)  Performance (5) 

 β  SE  β  SE  β  SE  β  SE  Β  SE 

 (B)    (B)    (B)    (B)    (B)   

Gender -.019  .019  -.018  .018  -.019  .018  -.023  .017  -.021  .017 

 (.020)    (-.016)    (-.017)    (-.021)    (-.019)   

Year of birth .001  .001  .002 * .001  .001  .001  .001  .001  .001  .001 

 (.020)    (.040)    (.028)    (.018)    (.022)   

Grade A .063  .032  .086 ** .030  .095 ** .030  .097 *** .029  .092 *** .029 

 (.060)    (.076)    (.085)    (.087)    (.082)   

Grade B .097 ** .035  .113 *** .033  .118 *** .033  .140 *** .032  .135 *** .032 

 (.070)    (.083)    (.086)    (.103)    (.099)   

Grade C .067 * .033  .104 *** .030  .112 *** .030  .116 *** .030  .114 *** .030 

 (.050)    (.085)    (.092)    (.095)    (.094)   

Politics .023 * .009  .012  .009  .009  .009  .006  .009  .007  .009 

 (.040)    (.021)    (.016)    (.011)    (.013)   

Public interest .132 *** .019  .107 *** .018  .103 *** .018  .085 *** .017  .081 *** .017 

 (.150)    (.118)    (.114)    (.094)    (.090)   

Compassion -.027  .022  -.020  .020  -.023  .020  -.031  .020  -.028  .020 

 (-.030)    (-.019)    (-.022)    (-.029)    (-.027)   

Self-sacrifice .115 *** .021  .066 *** .020  .058 ** .020  .033  .020  .029  .020 

 (.120)    (.068)    (.059)    (.034)    (.030)   

Democratic governance .109 *** .017  .096 *** .016  .095 *** .016  .088 *** .016  .089 *** .016 

 (.120)    (.101)    (.100)    (.093)    (.094)   

Job satisfaction     .239 *** .010  .212 *** .012  .194 *** .012  .224 *** .014 

     (.359)    (.321)    (.294)    (.338)   

Normative organizational commitment         .050 *** .012  .020  .012  .030 * .012 

         (.075)    (.030)    (.044)   

Affective organizational commitment             .136 *** .011  .138 *** .011 

             (.207)    (.211)   

Continuance organizational commitment                 -.049 *** .013 

                 (-.074)   

                    

F-model 34.61 ***   85.01 ***   78.52 ***   87.90 ***   83.73 ***  

F-ratio -    535.88 ***   7.94 **   160.13 ***   23.22 ***  

R² .091    .212    .214    .249    .254   



 

 

Adj. R² .088    .210    .211    .246    .251   
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The next step in assessing the mediation hypotheses is testing the relation between the 

independent variable and the possible mediating variables (path ‘B’). In table 7.6B, the results 

for the regression of public service motivation on respectively job satisfaction, normative 

organizational commitment, affective organizational commitment and continuance 

organizational commitment are provided. The first analysis, a regression on job satisfaction, 

includes the four remaining dimensions of public service motivation and the control variables. 

It shows that job satisfaction is correlated with the four dimensions of public service 

motivation. The remainder of the analyses in table 7.5B reveals that each of the mediator 

variables is correlated to at least one of the four remaining public service motivation 

dimensions. Job satisfaction is correlated to every dimension but ‘compassion’. Normative 

commitment is explained by three of the four dimensions (not by ‘Self-sacrifice’). Affective 

commitment is significantly related to ‘Public interest’, ‘Self-sacrifice’ and ‘Democratic 

governance’. Continuance commitment can only be explained (negatively) in terms of the 

public service motivation dimension ‘Self-sacrifice’. 

The following analyses (see table 7.5A) each include not only the control variables 

and the public service motivation dimensions (the variables in the previous analysis), but also 

one extra mediating variable (job satisfaction, normative commitment, affective commitment 

and continuance commitment). Table 7.5 has shown that the four hypothetical mediational 

variables are significantly related to self-rated performance. This enables us to perform the 

tests for the mediation effects sequentially, meaning that each model in table 7.5A controls for 

the mediation effect of the previous model, thus obtaining a more parsimonious model
14

.  

                                                 
14

 (1) When testing the mediation effects sequentially, one controls for the mediation effects already tested 

for. Performance (2) controls for no mediation effects, performance (3) controls for job satisfaction, performance 

(4) controls for job satisfaction and normative commitment and performance (5) controls for job satisfaction, 

normative commitment and affective commitment. This ensures that the most parsimonious model is tested for. 

After all, there is no use in testing for the mediation of normative commitment, when the mediation of normative 

commitment could be explained through job satisfaction. In order to be able to control for the other mediation 

effects, these controls should also be in place when assessing the effect between the independent and the 

mediator variable. Otherwise, the regression statistics used in table 7.5C (β’s and standard errors of both table 
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TABLE 7.5B : Testing the effect of the independent variables on the mediator variable       
  Job satisfaction  Normative 

Commitment 
Affective 
commitment 

Continuance commitment 

  β  SE  β  SE  β  SE  β  SE  
  (B)    (B)    (B)    (B)    

Gender  .01  .03  .06 * .02  .04  .03  .08 *** .02  
  (.00)    (.03)    (.02)    (.05)    

Year of birth .00 *** .00  .01 *** .00  .00 ** .00  .00 ** .00  
  (-.06)    (.14)    (.05)    (.04)    

Grade A  -.10  .05  -.15 *** .04  -.03  .05  -.07  .04  
  (-.06)    (-.09)    (-.01)    (-.04)    

Grade B  -.07  .05  -.09 * .05  -.16 ** .05  -.07  .04  
  (-.03)    (-.04)    (-.08)    (-.03)    

Grade C  -.15 ** .05  -.07  .04  -.03  .05  .01  .04  
  (-.08)    (-.04)    (-.02)    (.01)    

Politics  .04 ** .01  .06 *** .01  .02  .01  .01  .01  
  (.05)    (.08)    (.03)    (.01)    

Public interest .10 *** .03  .11 *** .02  .13 *** .03  -.02  .02  
  (.08)    (.08)    (.09)    (-.02)    

Self-sacrifice .19 *** .03  .07 ** .03  .21 *** .03  -.06 ** .03  
  (.13)    (.05)    (.14)    (-.04)    

Democratic governance .05  .03  .06 ** .02  .05 ** .02  .03  .02  
  (.03)    (.04)    (.04)    (.02)    

Job satisfaction     .51 *** .01  .13 *** .02  .58 *** .02  
      (.51)    (.13)    (.58)    

Normative organizational commitment      .22 *** .02  .18 *** .02  
          (.22)    (.18)    

Affective organizational commitment          .02  .01  
              (.02)    
                  

F-model  23.74    166.31    74.38    257.96    
R²  .058    .324    .192    .473    
Adj. R²  .056    .323    .189    .471    
* p<.05; ** p<.01; *** p<.001                

 

This third set of regressions tests the effects of the independent variables on the 

dependent variables, but this time controlling for the relevant mediator effects (Performance 

(2) to (5) in table 7.5B). As stated above, this analysis has been build up hierarchically; each 

step contributes one additional mediator variable. First, regarding the mediation analysis, one 

can observe that two of the four initially significant dimensions of public service motivation 

(‘Politics’ and ‘Self-sacrifice’) are completely mediated by controlling for respectively ‘Job 

satisfaction’ and the combined effect of ‘Job satisfaction’, ‘Normative organizational 

                                                                                                                                                         
7.5A and 7.5B) could be based upon inconsistent methodology, with some of the statistics controlling for some 

effects and others not controlling for these effects. 
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commitment’ and ‘Affective commitment’. Another observation is that the standardized 

effects of the two other initially significant effects (‘Public interest’ and ‘Democratic 

governance’) have been substantially reduced, but the direct effect (albeit smaller) remains in 

place. At the same time, controlling for the mediators also resulted in a stronger effect of the 

control variables. Compared to grade D employees, all the other employees report a better 

performance. Second, as a more general observation, the development of the model is truly 

hierarchical. The significant F-ratio’s for each step shows that each step is a better model than 

the model in the previous step and thus ‘Performance (5)’ does a better job explaining 

performance than the other models.  

 

TABLE 7.5C : Testing mediation effects of job satisfaction and organizational commitment     

 Job 
satisfaction 

  Normative 
commitment 

 Affective 
commitment 

 Continuance 
commitment 

 Mediation 
path 

Z  Mediation 
path 

Z  Mediation 
path 

Z  Mediation 
path 

Z 

 (SE)   (SE)   (SE)   (SE)  

Politics .0096 2.76 * NA 
b
   NA 

b
   NA 

b
  

 (.0035)           

Public interest .0239 3.39 * .0055 2.99 * .0171 4.31 * NA 
a
  

 (.0070)   (.0019)   (.0040)     

Compassion NA 
b
   NA 

b
   NA 

b
   NA 

b
  

            

Self-sacrifice .0454 5.61 * .0035 2.10 * .0285 5.96 * NA 
b
  

 (.0081)   (.0017)   (.0048)     

Democratic governance NA 
a
   .0030 2.21 * .0068 1.98 * NA 

a
  

    (.0014)   (.0034)     

* p<.05            
a
 No significant path ‘A’            
b
 No significant path ‘C’            

 

The final step in the analysis is testing the mediator effects for statistical significance, 

which is calculated through multiplying the β of a mediator in the mediated analysis (table 

7.5A) with the β of the main effect (a public service motivation dimension) in table 7.5B. 

However, when not all paths required for mediation are statistically significant, the analysis 

was not performed (not all conditions stated by Baron and Kenny (1986) are fulfilled). Table 

7.5C shows the results of this analysis. According to these findings, ‘Job satisfaction’ partially 

mediates the effect of ‘Public interest’ and ‘Self-sacrifice’, while fully mediating the effect of 
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‘politics’. ‘Normative organizational commitment’ adds a partial mediation effect to ‘Public 

interest’, ‘Self-sacrifice’ and ‘Democratic governance’. ‘Affective organizational 

commitment’ mediates ‘Public interest’ and ‘Democratic governance’ partially, while fully 

mediating ‘Self-sacrifice’. ‘Continuance organizational commitment’ only correlates uniquely 

to Self-sacrifice’, which has no required direct effect at this point in the analysis. Therefore, 

no mediation effect is calculated.  



 

 

TABLE 7.6 : Correlation matrix of variables included in the fit analysis (observations with missing values excluded)         

  Mean STD 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 

1 Performance 3.88 .55 1.00                

2 Gender 1.48 .50 -.08 1.00               

3 Year of birth 1964.03 10.83 -.03 .23 1.00              

4 Grade A .40 .49 .05 -.07 .11 1.00             

5 Grade B .20 .40 .01 .04 .15 -.42 1.00            

6 Grade C .29 .45 -.02 .00 -.16 -.52 -.32 1.00           

7 Politics 3.46 1.00 .11 -.13 -.02 .16 -.04 -.08 1.00          

8 Public interest 3.50 .61 .25 -.21 -.17 .15 -.07 -.05 .20 1.00         

9 Compassion 4.00 .53 .15 .03 -.07 .04 .00 -.02 .18 .39 1.00        

10 Self-sacrifice 3.34 .57 .23 -.11 -.11 .08 -.04 -.02 .16 .59 .55 1.00       

11 Democratic governance 4.00 .58 .20 -.12 -.14 .08 .00 -.05 .19 .32 .39 .29 1.00      

12 Politics organization 2.86 .76 .21 -.11 .04 .31 -.10 -.18 .21 .28 .17 .27 .19 1.00     

13 Public interest organization 3.60 .91 .26 -.05 -.10 -.03 .01 -.02 .06 .24 .20 .27 .15 .48 1.00    

14 Compassion organization 2.83 .94 .09 .05 -.03 -.05 .09 -.05 .06 .13 .26 .26 .10 .36 .49 1.00   

15 Self-sacrifice organization 3.01 .92 .15 -.06 -.05 .08 -.02 -.06 .07 .21 .11 .21 .10 .41 .45 .44 1.00  

16 Democratic governance organization 3.73 .65 .23 -.01 -.12 -.04 .02 -.01 .02 .17 .19 .19 .18 .37 .64 .47 .51 1.00 

Correlations of |.04| and over are significant at level p<.05                 
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7.3.2. Hierarchical polynomial regression analysis 

The analysis of the correlation matrix in table 7.6 reveals that both the individual and 

the institutional variables are significantly correlated to individual performance. These 

observations necessitate a polynomial regression analysis, instead of using multiple regression 

analysis with differences scores. Using difference scores in the case of such correlations 

would entail uncontrolled covariance which would cloud the analysis, as it would bring in the 

effect of the institutional variables and thus artificially inflating the explained variance, 

without properly accounting for this effect.  

 

TABLE 7.7 : Hierarchical polynomial regression of PO-fit    

 N Adj. R² without fit-variables Adj. R² with fit-variables F-ratio  

Politics 3470 .052 .056 4.64 ** 

Public interest 3471 .109 .114 6.90 *** 

Compassion 3472 .035 .038 3.48 * 

Self-sacrifice 3471 .068 .071 4.22 ** 

Democratic governance 3473 .085 .085 0.63  

* p<.05; ** p<.01; *** p<.001     

 

Next, a polynomial regression analysis is carried out (table 7.7). In a first step, the 

control variables regressed on performance are used as a preliminary model. In the first step, 

one of the public service motivation dimensions (‘x’) and its corresponding institutional value 

(‘y’) are entered into the equation. This is done five times, resulting in a separate regression 

analysis for each of the five dimensions. In a second step, the corresponding fit variables 

(‘x²’;’xy’ and ‘y²’) are added to the analysis. The only statistics of interest are, as it is a 

hierarchical model, the R² (in this case the adjusted R²) of the first and the second step and the 

F-ratio that is based upon these two statistics and the sample size. Because the difference 

between the degrees of fit of the numerator and the denominator is three, the critical F-value 

is 2.60. Any F-ratio value exceeding this indicates a significant increase of the adjusted R². 

‘Politics’, ‘Public interest’, ‘Compassion’ and ‘Self-sacrifice’ therefore demonstrate a PO-fit 

effect, whereas no significant fit-effect was found for ‘Democratic governance’.  
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TABLE 7.8 : Algebraic fit function based on polynomial regression 

 Fit function    

Politics Z = - 0.14X* + 0.08Y + 0.03X2* + 0.02Y2 - 0.01XY 

Public interest Z =  - 0.24X* + 0.07Y + 0.07X2* + 0.02Y2* - 0.02XY 

Compassion Z =  0.12X - 0.26Y* - 0.02X2 + 0.01Y2 + 0.06XY* 

Self-sacrifice Z =  - 0.24X* + 0.07Y + 0.07X2* + 0.06Y2 - 0.01XY 

Democratic governance
a
 Z = 0.14X* + 0.18Y*   

* p<.05 ; 
a
 no significant polynomial effect   

 

In order to estimate the actual direction of the effect, Edwards and Cooper (1990) have 

developed an on differential calculus based key for interpreting the results of a polynomial 

regression analysis. However, interpretability of the results is markedly improved if the 

results are displayed graphically by means of a three-dimensional function plot. These plots 

are provided for each of the dimensions, illustrating the effect of the individual public service 

motivation dimension, its corresponding institutional value and their fit (‘x’, ‘y’, ‘x²’, ‘y²’ and 

‘xy’). The effects of the control variables are not included in the graphics, but they were 

included in the calculation of the function (table 7.8). The graphical representation should 

therefore be interpreted as the additional effect of the public service motivation dimension, its 

corresponding institutional vale and their fit.  

Inspection of figure 7.3A reveals that the PO-fit effect is U-shaped. However, this is 

not a model in which the dependent variable has the highest scores when the values of the 

individual and institutional variables are equal. Instead, the highest score is found when 

‘Institutional politics’ is maximized, while individual ‘Politics’, as an element of public 

service motivation, is responsible for the U-shape of the function.  
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Figure 7.3A Plot of PO-fit effect of ‘Politics’ 

 

The analysis of the function of ‘Public interest’ reveals a similar pattern, without an 

effect that is consistently maximized when the individual and the institutional ‘Public interest’ 

are equal. However, the effect of the public service motivation dimensions seems stronger and 

the function clearly maximizes when both variables are maximized.  
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Figure 7.3B Plot of PO-fit effect of ‘Public interest’ 

 

The surface that is found when the function of ‘Compassion’ is plotted, displays a different 

pattern than both previous surfaces. The more or less ‘saddle-shaped’ function maximizes 

‘Performance’ when both the individual and the institutional value are maximized. However, 

if ‘Compassion’ at the institutional level is maximized, while retaining the individual public 

service motivation at a low level, the effect on ‘Performance’ is inverted. This effect is not 

found when the individual level is maximized and the institutional level is minimized. Instead, 

a curvilinear positive effect which decreases as the individual score increases is found.  
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Figure 7.3C Plot of PO-fit effect of ‘Compassion’ 

 

The analysis of the fit effects of ‘Self-sacrifice’ again shows an asymptotic U-shaped 

surface, which maximizes when both variables are maximized. Both the individual and the 

institutional variables result in a U-shape when the other variable is held constant.  

 

Figure 7.3D Plot of PO-fit effect of ‘Self-sacrifice’ 
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Finally, the plot of the surface of ‘Democratic governance’ is straight. No significant 

additional explained variance was found for the polynomial model (table 7.9) and therefore 

the multiple regression function was used instead. This means that a simple additive model is 

the most efficient way to plot the available data.  

 

Figure 7.3E Plot of PO-fit effect of ‘Democratic governance’ 

 

7.4. Discussion 

One can learn a number of things from these analyses. Concerning the general relation 

between public service motivation and performance, based upon the first step of the mediation 

analysis, one can conclude that, for this dataset, there is in effect such a relationship. Every 

dimension of public service motivation, except for ‘compassion’, is significantly related to 

self-reported performance. This contributes to the already existing studies which have found 

such an effect (Naff and Crum 1999; Bright 2007), making the hypotheses of public service 

motivated employees performing better than others more plausible. A puzzling finding 

however is the lack of effect of ‘Compassion’. Apparently, the idea of compassion has no 
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unique correlation with individual performance when controlling for the other dimensions of 

public service motivation (although it is significantly correlated with performance). This 

could be caused by the fact that the idea of compassion, which has an important individual 

component (Chapter 3 this volume), does not fit in a professional environment. It may have a 

stronger impact in a non-professional environment of public service, such as voluntary 

organizations. However, after discussing the polynomial analysis, we will return to this 

finding. 

Although an interesting result, this relationship was not the main focus of the analysis. 

The hypotheses H1 and H2 of this chapter were that the relation between public service 

motivation and performance is mediated through job satisfaction and organizational 

commitment. The present analysis provides some evidence for both effects. However, the 

mediation is not the same for the various mediators. Job satisfaction mediates the effect of 

‘politics’ (full mediation) and ‘public interest’ and ‘self-sacrifice’ (partial mediation). 

Organizational commitment, divided into normative, affective and continuance commitment, 

also displays a different mediating pattern for each of its sub-dimensions. First, normative 

commitment partially mediates ‘public interest’, ‘self-sacrifice’ and ‘democratic governance’. 

Second, affective commitment also partially mediates these variables and achieves full 

mediation of ‘self-sacrifice’ (combined with the partial mediation effect of job satisfaction 

and normative commitment). Third, continuance commitment demonstrates no mediation 

effect.  

This differential pattern for the mediating variables could be due to two reasons.  

First, there is the hierarchical structure of the analysis. If the analysis would have 

tested another mediator variable first instead of job satisfaction, this variable would (likely) 

also have mediated the dimensions of public service motivation at least partially. But this 

mediation would be illusive (just as the mediation of job satisfaction is in fact). This 
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mediation could equally well be achieved by another mediator. The correlation analysis in 

table 7.5 points out that all mediator variables are correlated to all dimensions of public 

service motivation and that the mediators are also highly correlated. It is in fact the shared 

variance between the mediators which explains the mediation process (although no variance 

inflation factor of over 4 was reported; therefore, multicollinearity should not be an issue 

(Hair et al 1995)).   

Second, it could very well be that the various dimensions of public service motivation 

to some extent appeal to different mediating variables. Conceptually, one could argue that 

‘democratic governance’ is a public service motivation dimension which is more related to the 

organizational level, rather than it is linked to the concrete job level. One could also argue that 

‘politics’ is more related to the job level, rather than to the organization, but this is 

speculative, as the analysis was hierarchically. After all, the ‘politics’ dimension of public 

service motivation has been empirically liked to organizational attractiveness (Vandenabeele 

in press[A]). One can however safely conclude that continuance commitment has no positive 

mediation effect on the PSM-performance relationship, given the lack of significant effect of 

public service motivation and given its negative effect on performance. The exchange 

relationship, upon which continuance commitment is vested, apparently plays no part in the 

dynamics of public service motivated performance.  

Both explanations for the different mediating patterns are nevertheless intuitively, and 

should be investigated more thoroughly. As we cannot voice a conclusive finding, it suffices 

to state that both mediators have a significant partial mediating effect on the PSM-

performance relationship.  

The second main analysis in this chapter concerned the possible influence of PO-fit on 

the PSM-performance relationship. This claim was investigated by means of five polynomial 

regressions. Although the F-ratio’s indicated a significant increase in explained variance for 
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four out five dimensions of public service motivation when entering the fit variables, only in 

one case, an actual PO-fit effect was found. It was only in the case of ‘Compassion’ that a 

certain degree of fit between the individual and the institutional level was necessary to find an 

increase in ‘Individual performance’. And even this PO-fit effect was incomplete, as higher 

public service motivation was always, albeit curvilinearly, linked to performance, but a lower 

score on ‘Compassion’ in the institutional environment, resulted in lower performance scores 

when the individual public service motivation was higher. This lower score could illustrate 

the frustration regarding some kind of ‘unfulfilled need’ to be compassionate. As such, it is an 

example of a ‘needs-supplies fit’ schedule, based upon the theories of need fulfilment 

(Kristof-Brown et al 2005; Van Vianen 2000).  

Nevertheless, three of the four significant results did not deliver a PO-fit effect. On the 

one hand, this could be due to the measurement, on a number of levels, of the variables. First, 

it could be that indirect measures demonstrate weaker results than direct measures do (Bright 

2007; Kristof-Brown et al 2005; Verquer et al 2003), although Hoffman and Woehr (2006) 

contest this claim. Second, it could also be that the measures used in this research are only 

approximations of PO-fit. Although the perception of the supervisor’s and the peer values 

conceptually cover a large part of the institutional and therefore organizational values, it could 

be that this measurement is too crude to find consistent results. Maybe, a fit effect could be 

found if other, more profound dimensions of the institution were assessed for their public 

service values. After all, the measurement of the institutional values is not done with exactly 

commensurate items. Further research, with more detailed measurement instruments, which 

are based upon the scale developed in chapter 5 instead of upon a general description of the 

value, should provide additional data to assess this claim. It could also be that the differences 

within the organizations under investigation were not sufficient and that better results would 

be obtained when testing results of employees of more distinct organizations. On the other 
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hand, it could also be that for these dimensions no fit effect exists. ‘Politics’, ‘Public interest’ 

and ‘Self-sacrifice’ therefore would exert no PO-fit effect. However, until further research has 

explored this more into detail, it is probably the safer option not to discard this hypothesis yet, 

given the result for ‘Compassion’ and the results from previous research (Bright 2007; 

Vandenabeele in press).  

Finally, the lack of direct effect of ‘Compassion’ on ‘Performance’ which was found 

in the mediation analysis is discussed again. It appears that no direct effect was found because 

PSM-performance relationship for this particular dimension is moderated by the PO-fit of the 

individual and his organizational environment. The direct effect therefore is averaged out 

when the moderation is not taken into account. This is a different result compared to the 

findings of Bright (2007), who indicated a mediational effect of PO-fit on the effect of public 

service motivation on employee performance (however, these findings could be due to the 

instruction of unknown covariates, as elaborated earlier).  

 

7.5. Conclusions 

Based upon the data and arguments presented in this paper, one can conclude that this 

study provides further evidence of a robust link between individual public service motivation 

and individual performance in public sector organizations. Both mediation hypotheses were to 

some extent corroborated, with job satisfaction and organizational commitment completely or 

partially mediating this effect (depending on the public service motivation dimension).The 

PO-fit hypothesis was only confirmed for ‘Compassion’, while the other dimensions did not 

demonstrate such an effect. Taken together, these findings provide an answer to research 

question R III, by means of testing instantiations of general hypotheses H IIA and H IIB.  

However, there are some limitations to this study. First, the dataset upon which this 

study is based, cross-sectional and limited to Flemish state government, curbs both the 
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internal and external validity to some extent. Longitudinal datasets yield a better internal 

validity, as these enable researchers to make stronger causal claims. Next to this, it is evident 

that findings concerning an institutionally dependent construct as public service motivation 

can only be transposed to a different institutional environment after careful consideration of 

possible intervening or moderating circumstances. Nevertheless, these limitations do not 

undermine the findings of this study, as these are obtained through rigorous methodologically 

and sound reasoning. Also, regarding the test of PO-fit effects, it could be that the individual 

and the institutional dimensions were not measured on a sufficiently commensurate 

instrument. However, given the results of previous research and given the result for 

‘Compassion’, one cannot fully discard the hypothesis of PO-fit having an effect on the 

relationship between public service motivation and performance.  

These findings should urge public managers and decision makers not to overlook the 

effect of public service motivation in a public sector environment. First, as individual public 

service motivation apparently correlates with performance, this might provide some ideas 

about how to manage human resources in an effectiveness and efficiency driven public sector. 

Considering public service motivation in the various elements of HRM, recruitment and 

retention, training, etc…, as proposed by Paarlberg et al (in press) may after all return better 

performance. Second, the mediating role of job satisfaction and organizational commitment 

should enable public managers to find more openings to harness public service motivation 

effectively. As these are to some extent the mediating mechanisms of public service 

motivation on performance, they can be used in managing the effect of public service 

motivation. Low job satisfaction and organizational commitment scores, which are easier to 

measure than public service motivation scores, could indicate, based upon the results of this 

analysis, lower expected performance. Moreover, this mediation effect embeds public service 

motivation better into vested theory and practices, as its uses established concepts. This 
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should enable practitioners to integrate public service motivation into the existing or more 

established HRM-practices. Third, it might also urge public managers and decision makers to 

care more about the institutional public service values within their organization. After all, for 

at least one dimension, a PO-fit effect was found and previous research indicates that this 

effect could extended be to other dimensions.  

The results should not only entice managers in the field to take on this challenge. The 

findings should also encourage researchers to further investigate this issue. As Brewer (in 

press) correctly pointed out, the evidence for the PSM-performance relationship needs further 

investigation. The use of longitudinal data, combined with other, diversified, measures of 

performance, should yield more robust evidence of the findings of this and other performance 

related studies. Next to this, cross-validation of the results is also necessary, in order to 

develop an encompassing theory of public service motivation and performance. Finally, a 

further analysis of the PO-fit effect should be done, using better instruments to rule out some 

of the possible explanations mentioned in the discussion.  
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7.7. Appendix 7.1 

TABLE A7.1 : Calibration and validation fit indexes for 'Performance' measurement instrument   

 X² (SB) df GFI RMSEA RMSEA-CI Prob. RMSEA < .05 CFI NFI 

Calibration 1.40 2 1.000 0.000 [0.0000-0.0426] 0.9799 1.000 1.000 

Loose validation 1.01 2 1.000 0.000 [0.0000-0.0387] 0.9880 1.000 1.000 

Partial validation 3.90 5 0.999 0.000 [0.0000-0.0292] 0.9996 1.000 0.999 

         

         

TABLE A7.2 : Calibration and validation fit indexes for 'Job Satisfaction' measurement instrument   

 X² (SB) df GFI RMSEA RMSEA-CI Prob. RMSEA < .05 CFI NFI 

Calibration 117.76 9 0.998 0.0831 [0.0701-0.0968] 0.0000 0.990 0.981 

Loose validation 72.09 9 0.999 0.0632 [0.0502-0.0772] 0.0481 0.994 0.994 

Partial validation 115.69 14 0.997 0.0643 [0.0538-0.0755] 0.0133 0.991 0.990 

         

         

TABLE A7.3 : Calibration and validation fit indexes for 'Organizational Commitment' measurement instrument  

 X² (SB) df GFI RMSEA RMSEA-CI Prob. RMSEA < .05 CFI NFI 

Calibration 3.59 6 0.998 0.0000 [0.0000-0.0225] 1.0000 1.000 0.999 

Loose validation 14.34 6 0.998 0.0282 [0.0091-0.0472] 0.9720 0.999 0.997 

Partial validation 56.69 9 0.998 0.0550 [0.0418-0.0691] 0.2525 0.991 0.990 
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Chapter 8 

 

Conclusion : toward a public administration theory of public 

service motivation 

 

This dissertation has combined different research strategies and data sources into an 

integrated research project to unravel the nature and the mechanics of public service 

motivation. After framing the research and elaborating the research questions in chapter 1, 

chapter 2 presented an interdisciplinary theoretical framework of public service motivation, 

merging both the institutional and the psychological perspective, which should provide a 

comprehensive answer to these research questions. The three following chapters were devoted 

to a further investigation of the nature of public service motivation and its constituting 

dimensions. Where chapter 3 involved an international comparison of public service values 

which might be a basis for public service motivation, chapters 4 and 5 concerned the nature of 

public service motivation in a Flemish administrative environment with a focus on qualitative 

(chapter 4) and quantitative (chapter 5) methodology, respectively. Subsequently, chapters 6 

and 7 treated the testing of the hypotheses on the causes and consequences of public service 

motivation stated in chapter 2, based upon a survey with Flemish state civil servants.  

This final chapter should provide some concluding comments on this dissertation. 

First, it will try to provide answers to the research questions stated in chapter 1 by reiterating 

and integrating the conclusions of the individual chapters in this dissertation. Second, it also 

will put the limitations of this research into its warranted perspective and contemplate new 

tracks of further research. Finally, a last section will be devoted to some of the practical 

implications that are attached to the results of this research on various levels.  
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8.1. Main conclusions of the research : answering the research questions 

The presented research provides a number of conclusions on the concept and the 

theory of public service motivation.  

The first research question R I enquired about the nature of the public service 

motivation concept in a European and Flemish environment. Chapters 3, 4 and 5 were 

concerned with this topic and provided insights from varying perspectives and data sources. 

First, from a comparative literature review perspective, it demonstrated that public service 

motivation could be found in France, the Netherlands, the United Kingdom and Germany, 

making it a universal concept. Next to the dimensions found by Perry (1996), other values, 

which might be the basis for public service motivation, were found consistently throughout 

the cases, together with some unique or quasi-unique values for the various cases. However, 

the comparative study also demonstrated that the institutional environment made a difference 

with regard to the actual nature of the various public service motivation dimensions, as the 

focus of the dimensions, while addressing the same topic, differed in most of the countries. 

Second, from a qualitative perspective, these dimensions were corroborated in a Flemish 

(state government) environment. Based upon a focus group research, each of the dimensions 

found in the comparative research (partially) returned with the employees of two public 

organizations concerned with childcare. This analysis demonstrated that public service 

motivation and its constituting dimensions made sense in a Flemish environment, although at 

the same time, it indicated that not every dimension had the same motivating effect on the 

behavior of the employees. Third, based upon a survey with state civil servants, this model of 

the nature of public service motivation was statistically put to the test. The final results of this 

analysis revealed that public service motivation with this population can be measured by an 

18-item measurement scale. This instrument consists of the four dimensions found by Perry, 

albeit with somewhat different items, and a fifth dimension, ‘Democratic governance’. The 
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latter dimension refers to some values which are related to the idea of a democratic public 

administration, such as equal treatment, permanent access to the services delivered and 

accountability of civil servants for their actions. However, in the discussion, the argument that 

this dimension is not limited to this environment or to Europe is presented, but that evidence 

exists of a more universal dissemination.  

The second research question R II concerned the origins of public service motivation. 

In the theoretical framework which is developed in chapter 2 of this dissertation, it is claimed 

that institutions, in the sense of structured value-based interactions, are responsible for 

generating public service motivation. By means of socialization, leading to internalization of 

an identity, institutional values engender individual public service motivation. Due to 

limitations in time and resources, this dissertation investigated the effect of only one 

institution (Flemish state government) on public service motivation, but as Perry (1997) has 

already demonstrated, multiple institutions are related to the presence of public service 

motivation.  

The analysis in chapter 6 shows that the data indeed support an institutional 

framework of public service motivation. With an employee’s direct supervisor and peers as a 

proxy of the institutional values, promotion of public service values indeed were related to 

general public service motivation concept. This process of socialization is to some extent 

enhanced by the institutional satisfaction of the individual basic psychological needs of 

‘Autonomy’, ‘Relatedness’ and ‘Competence’. As these basic needs are satisfied, the 

socialization effect of public service motivation is stronger.  

The third research question R III concerned the outcome of public service motivation. 

In the framework developed in chapter 2, public service motivation was claimed to enhance 

public service behavior. In this hypothesis, public service behavior has been (appropriately) 

defined very broadly, in order to state a general hypothesis. As time and resources were 
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limited, only one type of public service behavior has been studied in this research. Individual 

performance, as the data concerned employees in the public service, can be considered as one 

of the prime examples of public service behavior. Therefore this was the main dependent 

variable in chapter 7, which investigated these relationships. However, the general hypothesis 

has been refined in two ways. First, mediation effects have been included to see how the 

relationship between public service motivation and individual performance unfolds itself. In 

particular, the mediation effects of organizational commitment and job satisfaction were 

analyzed. Second, the effect of a fit between the individual and its organization was 

investigated. This person-organization fit, which seems particularly suited to research public 

service motivation, is claimed to have a strong motivational effect on behavior and therefore 

on individual performance. The analysis of the survey data in chapter 7 shows that public 

service motivation is indeed generating higher levels of self-reported performance, tipping the 

balance of the discussion on the relationship between public service motivation and 

performance in favor of a positive effect. Also, organizational commitment and job 

satisfaction appear to mediate this relationship. Concerning the effect of person-organization 

fit, the findings are less consistent. Only with regard to ‘Compassion’, an effect of person-

organization fit was found. However, given the complexity of the issue and the mixed results, 

this hypothesis should be further investigated instead of being discarded.  

When integrating these findings into one framework, the following model (figure 8.1) 

emerges. This framework has been slightly adapted, compared to the starting point which has 

been developed in chapter 2. Identity regulation has been removed from the framework, as it 

was hard to distinguish empirically between this latter concept and public service motivation. 

However, this model still supports the basic claims of an institutional theory of public service 

motivation and it integrates various insights of sociology, political science, motivational 
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psychology, public administration and general organizational behavior theory into an 

interdisciplinary approach of public service motivation.  

 

 

 

Figure 8.1 Integrative model of an institutional theory of public service motivation 

 

8.2. Limitations of the present research 

Nevertheless, this study knows a number of limitations. Some of these have been 

already mentioned in the conclusions of the individual chapters. Here, only those that 

transcend the chapters will be mentioned. First, although a mixed set of methods has been 

applied, every methodology has its drawbacks. The qualitative approach in chapters 3 and 4 

has a lower external validity, reducing the ability to generalize the findings to a larger 

population. The quantitative approach in chapters 5, 6 and 7 is based upon cross-sectional 

data. This reduces the internal validity and the ability to make causal claims, unlike 

longitudinal data. However, by combining both approaches, the reduction in validity can be 

overcome. No single research can demonstrate perfect validity, but by combining different 
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methodologies, the results present a stronger case. Second, as stated before, the empirical 

analysis is limited to a single (type of) institution(s), Flemish state government 

(organizations). This severely biases the analysis, as no other type of institution is 

incorporated and no comparisons can be made between, for example, competing or extremely 

different institutions (e.g. private sector organizations). Moreover, it is not even certain that a 

similar measurement model of public service motivation would be valid in any other 

institution, necessitating cross-validation in other populations. Again, this is a limitation to the 

external validity of the results. As this is due to the design and the limited resources available 

to carry out a research, it could not be avoided. Third, chapters 6 and 7 apply a limited 

instrument for measuring institutional values. Single- or two-item scales of the perception of 

values of supervisors and peers only partially cover the institutional values and therefore they 

provide only a crude measurement. Therefore, the results of the analysis, and in particular, the 

lack of support for the stated hypotheses, should be interpreted with great care. Despite these 

limitations, the research presented in this dissertation displays a sound theoretical model of 

public service motivation, supported by sufficiently compelling empirical data.  

 

8.3. Suggestions for further research 

The research presented in this dissertation is as much an endpoint of this research as it 

may be a starting point for further research. Public service motivation is a topic where much 

work remains to be done. This becomes evident when reviewing the research agenda 

formulated by Perry and Hondeghem (2008 & in press). In formulating priorities for public 

management research, Perry and Hondeghem (in press) state that strengthening the public 

service motivation construct by doing conceptual as well as cross-national research, testing 

key assumptions about public service motivation by including other types of behavior and 

investigating and broadening the scope of public service motivation research to non-profit or 
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private sector environments will further knowledge about public service motivation and 

consequently are the priorities in doing future research. Next to this, according to Perry and 

Hondeghem (2008), another main priority should be linking public service motivation to 

fields of research which are related to either motivational issues in particular, but not limited 

to, with regard to other-regarding orientations.  

Some of these directions for future research readily evolve from the results of this 

dissertation. First, as only one type of public service behavior, performance, is investigated, 

the model provides a framework to investigate other types of public service behavior. Ethical 

behavior, attractiveness and retention, attitudes towards learning and innovation, reward 

preferences are among the candidates that merit further investigation. Although a number of 

these outcome variables have already been linked to public service motivation, these analyses 

could be refined based upon the findings of this dissertation. Second, as direct consequence of 

the use of confirmatory factor analysis on an institutional dependent construct as public 

service motivation, the findings of the present research should be strengthened by replication 

and cross-validation studies, on the one hand, increasing internal validity, and by refined and 

extended research designs, on the other hand. This latter category should incorporate 

longitudinal datasets and more refined instruments to measure institutional values, with items 

that are more commensurate to the public service dimensions. This would increase the 

strength of the findings, especially with regard to the effect of PO-fit. Third, public service 

motivation should not remain limited to the field of public administration. Instead, it should 

seek linkages with other fields such as organizational behavior, general and non-for-profit 

management, political science and social capital studies. This should increase the ties between 

these different academic fields and it provide more input for refine public service motivation 

theory. Finally, to make public service motivation more appealing to practitioners, it should 

be embedded into general management theory and practice, not only by developing the 
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appropriate instruments, but also by embedding the theory into other motivational theories 

and by exploring organizational conditions in which public service motivation is crowded out, 

or crowded in (Frey 1997), along other motivations (see Perry and Hondeghem, in press, for a 

more elaborated perspective).  

Next to this, this dissertation should also encourage future researchers to conduct, next 

to quantitative, qualitative research on public service motivation. Presently, little qualitative 

research on public service motivation has been documented. Nevertheless, this should not 

discourage researchers to pursue this route. On the contrary, a qualitative approach to public 

service motivation could be an asset to the body of research. With ‘thick’ data, more ‘shades 

of grey’ could be developed, feeding to public service motivation theory on a low-cost and 

effective way. 

 

8.4. Practical implications 

Just as this dissertation could be the starting point of future research, it could provide 

opportunities for practitioners to implement public service motivation in daily management. 

First, Paarlberg et al (in press) have formulated a framework, based on theoretical grounds, 

which should enable practitioners to put public service motivation to practice. In this 

framework, a number of concrete tactics are developed, divided over five levels, from 

individual human resource processes, over job and work environment characteristics, to the 

organizational mission and societal legitimacy. The findings of this dissertation mesh very 

well with these tactics. Concerning the fostering of public service motivation, the scheme 

provides a number of openings to develop public service motivation. Socialization of public 

service values through interaction with employees’ peers and direct supervisors fits very well 

with tactic 2, while direct supervisors might have an important role in translating the broad 

mission into clear and meaningful work expectations and in creating a value-based leadership 
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(tactics 5 and 11). The creation of a supportive work environment by empowering employees 

and fostering team-spirit (tactics 6 and 7) both fit very well with the moderating effect of 

basic needs satisfaction. This could be strengthened by attending to an employee’s feeling of 

autonomy, by reducing unnecessary or inefficient controls. However, the results of this 

dissertation not only spur an organization to generate public service motivation with its 

employees, it also provides handles to harness public service motivation in increasing 

performance. To the extent that Person-Organisation fit (and Person-Environment fit in 

general) renders a performance effect, this should be considered when designing the 

organizational structure and strategy. Such an approach fits with tactics 8, 9 and 10 from the 

framework.  

Second, the role of the mediation effects of organizational commitment and job 

satisfaction could be harnessed by practitioners to demonstrate the necessity of attention to 

public service motivation in any organizational environment or political environment. These 

variables are more common and accepted than a new concept as public service motivation. 

Therefore, these concepts could pave the road for a true and differentiated human resources 

management in the public service and be a counterweight to any unbalanced new public 

management or market-based approach to public administration.  

 

8.5. Final comments 

This dissertation attempted to contribute to the development of a comprehensive 

interdisciplinary framework of public service motivation theory. Based upon a mixed set of 

data and methods, the nature, as well as the causes and consequences of public service 

motivation within the environment of the Flemish state government were studied. Within the 

limitations of the research, the results enabled us to draw lessons for general public service 

motivation theory and the development of further empirical research, as well as for more 
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practically oriented public service motivation management. However, this dissertation should 

mark as much an endpoint as it should mark a beginning. When this research was initiated, 

the first ‘wave’ of public service motivation research was over. However, parallel to this 

research, a second ‘wave’ emerged as the literature was refined and new initiatives, within 

Europe and across the Atlantic, emerged to integrate the research on public service 

motivation. Being part of this second ‘wave’, these results hopefully feed to subsequent waves 

of research and practice, further developing and acknowledging the interesting and complex 

nature of public service motivation, both as a management instrument and as a societal 

phenomenon. After all, according to Ware (1955 : 8), Confucius found ‘a moral standard 

itself…[to be] the best preparation for the good life and for public service’.  
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Samenvatting 

 

 

Het onderzoek gaat op zoek naar de oorsprong en gevolgen van wat in de 

bestuurskundige literatuur ‘public service motivation’ wordt genoemd. Dit concept verwijst 

naar de motivatie van personen om zich in te zetten voor het algemeen belang en op die 

manier in te gaan tegen hun eigenbelang. Dit type van motivatie functioneert er als 

arbeidsmotivatie naast ander, meer klassieke motivatoren, zoals loon en werkzekerheid, en 

oefent een positieve invloed uit op jobtevredenheid, prestaties, band met de werkgever en het 

ethisch gedrag.  

Terwijl er een overvloed aan bewijzen is dat een dergelijk fenomeen zowel binnen als 

buiten de overheid een realiteit is, is er tot op heden weinig tot geen werk gemaakt van het 

testen van een algemene theorie die zowel de oorzaken and de gevolgen van ‘public service 

motivation’ beschrijft en verklaart. Daarnaast blijkt uit het onderzoek dat de specifieke inhoud 

van het begrip, afhankelijk van de context of regio, wel eens durft te verschillen. Zo heeft men 

in de Verenigde Staten een andere visie op ‘public service motivation’ dan in Europa en zijn 

er ook binnen de Europese landen ook verschillende opvattingen over wat ‘public service 

motivation’ precies inhoudt. In dit onderzoek werd het vraagstuk naar het hoe en het waarom 

van ‘public service motivation’ dan ook opgesplitst in drie deelvragen.  

Een eerste vraag was wat de precieze inhoud van ‘public service motivation’ is in een 

Belgisch/Vlaamse context. Op basis een literatuuronderzoek, een focusgroeponderzoek bij 

Vlaamse ambtenaren en een enquête bij Vlaamse ambtenaren komt men tot de vaststelling dat 

‘public service motivation’ bestaat uit vijf dimensies of waardecomponenten waarop de 

motivatie gefundeerd is. Een eerste dimensie is de betrokkenheid bij politiek en beleid en de 

interesse hiervoor. Een tweede dimensie is de aandacht voor het algemeen belang, waarbij het 
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belang van de maatschappelijke context onderkend wordt. Een derde dimensie is medeleven, 

zowel op individuele personen als op maatschappelijke groepen gericht. Een vierde dimensie 

is zelfopoffering, waarbij men zijn eigenbelang aan de kant schuift om belangen van anderen 

te verdedigen. Een vijfde dimensie draait rond bestuurswaarden die eigen zijn aan een 

democratie, zoals gelijke behandeling en klantgerichtheid. Waar de vier eerste dimensies 

overeenkomen met de dimensies uit eerder onderzoek, is deze laatste dimensie een 

vernieuwing ten opzichte van eerder uitgevoerd onderzoek.  

De tweede vraag die gesteld werd in dit onderzoek is waar de oorsprong van dit 

fenomeen ligt. Uit het onderzoek leiden we af dat ‘public service motivation’ bij ambtenaren 

voor een deel samenhangt met de organisatie waarbinnen men tewerkgesteld is. Ambtenaren 

nemen de waarden, de vijf waarden waarop ‘public service motivation’ geënt is, deels over 

van de organisatie waarbinnen men werkt. De directe leidinggevende en de onmiddellijke 

collega’s spelen hierin een belangrijke rol. Deze internalisering van waarden is bovendien 

voor een stuk afhankelijk van de mate waarin deze organisatie inspeelt op hun persoonlijk 

psychologische noden : nood aan autonomie, nood aan verbondenheid met anderen, nood aan 

een gevoel van competentie en nood aan zekerheid. Hoe meer een organisatie hierop inspeelt, 

des te groter is de kans dat deze waarden leiden tot effectieve motivatie. De waarden worden 

dan onderdeel van de identiteit van het individu en zullen dan als leidraad fungeren tijdens het 

gedrag.  

De derde vraag die met dit onderzoek beantwoord moest worden, was de vraag naar 

gevolgen van ‘public service motivation’. In dit onderzoek werd gedrag geoperationaliseerd 

als prestatie in de job. Uit het onderzoek blijkt dat binnen de Vlaamse overheid niet alle 

dimensies van PSM een positieve relatie hebben met prestatie. Medeleven heeft geen effect in 

een Vlaamse overheidscontext, terwijl een hoge interesse voor politiek, aandacht voor het 

algemeen belang, zelf-opoffering en democratische bestuurswaarden wel een positief effect 
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sorteren op prestatie. Interessant is bovendien dat voor de dimensie medeleven er wel een 

effect is wanneer men kijkt naar de interactie met de omgeving. Indien er een ‘fit’ is tussen de 

omgeving en de identiteit, m.a.w. indien de omgeving toelaat dat dergelijk ‘medelevend’ 

gedrag zich manifesteert, zal deze dimensie wel effect hebben. Aangezien dit effect echter 

beperkt is tot één dimensie, moet deze laatste vaststelling met de nodige omzichtigheid 

benaderd worden.  

Het onderzoek toont niet dus niet alleen aan dat ‘public service motivation’ een 

realiteit is binnen de Vlaamse overheid, maar zette ook de eerste stappen naar een verklaring 

van dit fenomeen in een bredere context. Daarnaast worden, ter conclusie, een aantal 

aanknopingspunten om ‘public service motivation’ in de praktijk aan te wenden aangereikt en 

worden er een aantal pistes voor verder onderzoek vooropgesteld. Deze dissertatie is immers 

evenzeer een eindpunt van een onderzoek als een begin van verder onderzoek.  
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Resumé 

 

 

La recherche étudie l’origine et les conséquences de ce qui est appelé dans la 

littérature des sciences administratives le ‘public service motivation’. Ce concept réfère à la 

motivation de personnes pour s’engager pour le bien commun et ainsi à agir pour autre chose 

que leur intérêt individuel. A côté d’autres facteurs de motivation plus classiques, comme la 

rémunération et la sécurité de travail, ce type de motivation fonctionne comme une motivation 

au travail, et elle exerce une influence positive sur la satisfaction tirée du travail, les 

prestations, la relation avec l’employeur et le comportement éthique.  

Bien qu’il y ait une abondance de preuves qu’un tel phénomène soit une réalité, tant 

dans le secteur public qu’en dehors, peu de recherches ont été faites pour tester une théorie 

générale décrivant et expliquant les causes et les conséquences du ‘public service motivation’ 

(PSM). De plus, la recherche montre que le contenu spécifique du concept diffère selon le 

contexte et la région. Ainsi, il existe une conception différente du ‘public service motivation’ 

aux Etats-Unis et en Europe, et même parmi les pays européens il existe des conceptions 

différentes sur le contenu exact du ‘public service motivation’. Dans cette recherche, la 

question principale sur le comment et le pourquoi du ‘public service motivation’ a été divisée 

en trois questions. 

Une première question était celle du contenu précis du ‘public service motivation’ 

dans un contexte belge/flamand. Sur base d’une recherche de littérature, un ‘focus group’ et 

une enquête auprès de fonctionnaires flamands, on a constaté que le ‘public service 

motivation’ comporte cinq dimensions ou composants de normes sur lesquelles la motivation 

est fondée. Une première dimension est l’attrait de contribuer à la politique. Une deuxième 

dimension est le dévouement à l’intérêt public, dans lequel l’importance du contexte social est 
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reconnue. Une troisième dimension est la compassion envers des personnes individuelles et 

des groupes sociaux. Une quatrième dimension est le sacrifice personnel dans lequel on met 

son propre intérêt de côté pour défendre les intérêts des autres. Une cinquième dimension 

inclut des valeurs de management propres à une démocratie, comme le traitement égal et 

l’orientation vers la continuité du service. Là où les quatre premières dimensions 

correspondent aux dimensions de la recherche précédente de Perry, la dernière dimension 

constitue une nouveauté par rapport aux recherches précédentes.  

 La deuxième question qui a été posée dans cette recherche est celle de la situation de 

l’origine de ce phénomène. La recherche démontre que le ‘public service motivation’ auprès 

des fonctionnaires dépend partiellement de l’organisation où ils travaillent. Les fonctionnaires 

reprennent les valeurs sur lesquelles ‘public service motivation’ est basé partiellement de 

l’organisation où ils travaillent. Le supérieur direct et les collègues les plus proches jouent ici 

un rôle important. Cette internalisation de valeurs est de plus partiellement dépendante de la 

mesure dans laquelle l’organisation répond à leurs besoins psychologiques personnels : le 

besoin d’autonomie, le besoin de relations sociales, le besoin d’un sentiment de compétence et 

le besoin de la sécurité. Plus l’organisation répond à ces besoins, plus grande est la probabilité 

que ces valeurs mèneront à une motivation effective. Les valeurs deviennent alors 

composantes de l’identité de l’individu et serviront comme guide pour le comportement.  

La troisième question à laquelle la recherche devait formuler une réponse, était celle 

des conséquences du ‘public service motivation’ au niveau du comportement du 

fonctionnaire. Dans cette recherche, le concept de comportement a été opérationnalisé dans la 

performance au travail. La recherche montre que, dans l’administration flamande, toutes les 

dimensions de PSM n’entretiennet pas une relation positive avec la performance au travail. La 

compassion n’a pas d’effet dans le contexte flamand, tandis que l’attrait de contribuer à la 

politique, le dévouement à l’intérêt public, le sacrifice personnel et les valeurs de management 
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démocratiques ont un effet positif sur la performance. De plus, il est intéressant de noter que 

la dimension de compassion produit effet quand on observe l’interaction avec 

l’environnement. S’il y a une correspondance entre l’environnement et l’identité, en autres 

termes si l’environnement permet qu’un comportement de compassion pareil se manifeste, 

cette dimension aura un effet. Puisque cet effet reste limité à une dimension, cette dernière 

observation doit être approchée avec la prudence nécessaire.  

Non seulement la recherche montre que ‘public service motivation’ est une réalité 

dans l’administration flamande, mais elle pose aussi les premiers pas vers une explication du 

phénomène dans un contexte plus large. A côté de cela, en guise de conclusion, quelques 

indications sont livrées pour utiliser ‘public service motivation’ dans la pratique et quelques 

nouvelles pistes de recherche sont proposées. Cette thèse est aussi bien la fin d’une recherche, 

que le début d’une autre.  
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