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Public Service Motivation
and the Assumption of
Person–Organization Fit
Testing the Mediating Effect of
Value Congruence
Bradley E. Wright
University of North Carolina at Charlotte
Sanjay K. Pandey
University of Kansas, Lawrence

This study contributes to our understanding of public service motivation by
clarifying the mechanisms through which public service motivation influ-
ences employee attitudes previously linked to organizational performance. In
particular, the authors find that the relationship between employee public
service motivation and job satisfaction is mediated by the extent to which the
employee perceives that his or her values are congruent with those of the public
sector organization he or she works for. This study suggests that caution
should be exercised when making claims regarding the effects of public
service motivation and that greater emphasis should be placed on ways public
sector organizations can foster employee–organization value congruence.

Keywords: public service motivation; person–organization fit; job satisfaction

In the past decade, interest in the concept of public service motivation has
continued to grow, as has its list of purported benefits. Recent studies have

examined the relationship between public service motivation and job satis-
faction, employee intentions to leave (Naff & Crum, 1999), organizational
commitment (Crewson, 1997; Moynihan & Pandey, 2007b; Pandey, Wright,
& Moynihan, 2008), interpersonal citizenship behaviors (Pandey et al.,
2008), employee performance (Alonso & Lewis, 2001; Frank & Lewis, 2004;
Naff & Crum, 1999), and organizational performance (Brewer & Selden,
2000; Kim, 2005). This interest in public service motivation is not all that sur-
prising. The theory of public service motivation, that individuals may be pre-
disposed to “respond to motives grounded primarily or uniquely in public
institutions and organizations” (Perry & Wise, 1990, p. 368), can play an
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important role in public administration and help distinguish the field from
other similar fields such as business administration. Public service motivation
suggests that public employment can be seen as fulfilling a calling or voca-
tion and not merely performing a job. Of more practical importance, public
service motivation can also guide management practice by identifying unique
opportunities and rewards available in public sector work that can compen-
sate for the limited availability of monetary rewards.

Although public service motivation represents a potentially beneficial and
unique feature of public organizations, there are many unanswered questions
regarding how the public sector can capitalize on public service motivation.
Previous studies, for example, have either looked at the effects of public
service motivation without explicating the process that produces such effects
(Brewer & Selden, 2000; Kim, 2005)1 or produced inconsistent findings
when investigating the effect of public service motivation on attitudes and
behavior important to the organization (Alonso & Lewis, 2001; Frank &
Lewis, 2004; Naff & Crum, 1999; Rainey, 1982). In this study, we attempt to
explicate the mechanisms by which public service motivation influences job
satisfaction which, in turn, has been shown to influence turnover and organi-
zational performance (Griffeth, Hom, & Gaertner, 2000; Ostroff, 1992).
Although previous studies have assumed that public service motivation will
have a direct influence on employees job satisfaction (Naff & Crum, 1999;
Rainey, 1982), our findings suggest that this relationship is mediated by the
extent to which the employee perceives their values are congruent with those
of the public sector organization in which they work.

Defining Public Service Motivation

If we assume that individuals may be predisposed to “respond to motives
grounded primarily or uniquely in public institutions and organizations”
(Perry & Wise, 1990, p. 368), the next step is to identify those motives. Early
studies conceptualized these motives in terms of intrinsic motivation that dri-
ves altruistic behavior. According to this literature, although private sector
organizations may be able to rely more on monetary rewards such as money
and promotion to motivate employees to complete tasks that otherwise only
benefit the owners, public sector organizations ask their employees to com-
plete tasks that benefit society at large and help individuals in need. The enjoy-
ment or self-satisfaction associated with serving society and helping the needy
thus becomes a motivating force. To test this assumption, studies operational-
ized public service motivation as work-related values or reward preferences
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such as the employees’ desire to help others, benefit society, or engage in
meaningful public service (Alonso & Lewis, 2001; Crewson, 1997; Frank &
Lewis, 2004; Houston, 2000; Lewis & Frank, 2002; Rainey, 1982; Wittmer,
1991). Much of this initial work focused on establishing the existence of
public service motivation, showing that public sector employees value intrin-
sic rewards more (Buchanan, 1975; Cacioppe & Mock, 1984; Crewson, 1997;
Kilpatrick, Cummings, & Jennings, 1964; Rainey, 1982; Wittmer, 1991) and
extrinsic or financial rewards less (Cacioppe & Mock, 1984; Jurkiewicz,
Massey, & Brown, 1998; Khojasteh, 1993; Kilpatrick et al., 1964; Lawler,
1971; Newstrom, Reif, & Monczka, 1976; Rainey, 1982; Rawls, Ullrich, &
Nelson, 1975; Wittmer, 1991) than their private sector counterparts. Although
findings have not always been consistent, there is considerable empirical sup-
port for the assumptions that public employees place a higher value on help-
ing others or on public service and a lower value on financial rewards (Boyne,
2002; Houston, 2000; Wright, 2001) than private sector employees.

A second, more comprehensive conceptualization of the motives
grounded in public sector organizations was offered by Perry and Wise
(1990) who suggested that public service motivation could be derived from
three types of motives: affective, normative, and rational. Building on this
conceptualization, Perry (1996) used these three motives to identify and
operationalize four distinct dimensions of public service motivation: attrac-
tion to policy making, public interest, compassion, and self-sacrifice. From
the rational motive, it was suggested that individuals could be attracted to
policy making as way of maximizing their own needs of power and self-
importance or to advocate a special interest that would provide personal
benefits. A second motive for public service could be an individual’s inter-
est in particular public programs or services due to a “genuine conviction
about [their] social importance” (Perry & Wise, 1990, p. 369). Such affec-
tive attachment is captured by the compassion and self-sacrifice dimensions
that represent service as an emotional response to humankind. The third
motive that could be uniquely grounded in public service is an individual’s
sense of obligation to the society in which he or she lives.2 Although poten-
tially similar to the aforementioned affective dimension, this norm-based
motive reflects the desire to serve the public interest as a result of feeling a
duty to one’s government and community. These three motives and four
dimensions provide a more comprehensive and theory-based approach to
the study of public service motivation than the previous intrinsic motivation
approach that only recognized that altruistic motives for public service exist
but did not distinguish between normative and affective motives or even
consider the possibility of self-interested or rational motives.3
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Mixed Findings on the Consequences of
Public Service Motivation

Given the potential benefits of public service motivation to the organi-
zation, it is surprising that few studies have conducted formal tests of its
effects (Wright, 2001).4 Two recent studies, however, have found that
public service motivation increased organizational performance in the
public sector (Brewer & Selden, 2000; Kim, 2005), even after controlling
for other organizational characteristics and employee attitudes. Even so,
neither study investigates the process by which public service motivation
produces such an effect. As public service motivation is an individual char-
acteristic, it should be expected to influence organizational performance
through employee-level attitudes and behaviors. For example, Scott and
Pandey (2005) report that employees with high level of public service moti-
vation report lower levels of red tape, a perception that could be indicative
of proactive coping behaviors.

In his classic and enduring treatise, Barnard (1938) suggests that there are
two broad types of employee behavior that influence organizational perfor-
mance: membership and performance behavior. Although employee perfor-
mance can have a direct effect on organizational performance, maintaining
membership in the organization has an indirect effect because it minimizes
the costs associated with employee absenteeism and turnover. In theory,
there is good reason to believe that public service motivation can influence
organizational performance through either of these individual-level atti-
tudes and behaviors. Employees with greater public service motivation are
expected to be more satisfied with their jobs and perform them better
because they value the opportunities to serve the public that government
employment provides (Naff & Crum, 1999; Perry & Wise, 1990). As a
result, employees with high public service motivation are more likely to see
their work not only as rewarding but also compensating for the limited
availability of economic rewards often associated with public employment.
In other words, public employees are expected to work harder, perform
better, and be more satisfied with their jobs because they are working to
provide services that they see as important and therefore rewarding
(Balfour & Wechsler, 1990; Naff & Crum, 1999; Perry & Wise, 1990).

Unfortunately, the few studies that have investigated the relationship
between public service motivation and these employee-level behaviors have
reported mixed findings. For example, although Alonso and Lewis (2001)
confirm Naff and Crum’s (1999) findings that employees with high public
service values were more likely to receive better performance evaluations
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when using the same data set, Lewis and colleagues (Alonso & Lewis,
2001; Frank & Lewis, 2004) were unable to find consistent relationships
between performance and the importance employees place on opportunities
to provide service to others or benefit society in two other data sets. These
latter findings were, however, more consistent with an earlier study that
found no relationship between a public service orientation and work ethic
(Rainey, 1982). Although fewer studies have investigated the impact of
public service motivation on employee job satisfaction or turnover intent,
the findings that do exist are also not entirely consistent. In their study of
federal employees, Naff and Crum (1999) found that public service moti-
vation significantly increased employee job satisfaction and decreased
turnover intent. Unfortunately, this result was only partially consistent with
an earlier study that found that job satisfaction increased with the impor-
tance of meaningful public service but decreased with the importance
employees placed on being helpful to others (Rainey, 1982).

The Mediating Role of Value Congruence

One potential reason for these mixed findings is that these studies test for
direct effects of public service motivation under the assumption that public orga-
nizations provide sufficient opportunities to satisfy the public service motivation
of its employees. Unfortunately, just because public employment can provide
opportunities for an individual to satisfy their public service motives does not
mean that the employing organizations will actually provide opportunities that
individuals feel satisfy their public service motive. For example, although some
studies show that government employment provides more avenues for worth-
while accomplishment (Posner & Schmidt, 1982) and opportunities to help oth-
ers or be useful to society (Frank & Lewis, 2004), others have found that public
sector employees experience lower personal significance reinforcement
(Buchanan, 1974), less ability to exert influence on their organizations (Cacioppe
& Mock, 1984), and even view the private sector as having a better capacity to
provide exciting, challenging, and fulfilling work (Gabris & Simo, 1995).

In fact, several scholars have even questioned the very assumption that
the employee and the organization agree on what constitutes public service.
Just as public service motives can take a variety of different forms, so too
can the definition of public service or interest; and there is no guarantee that
the organization and their employees will define them in the same way
(Rainey, 1982). Employees may even agree with the organization’s general
goal or stated purpose but disagree with its specific policies or actions. The
potential for this difference was implicitly recognized by Brewer and
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Selden (1998) who posited that whistle-blowers would exhibit high levels
of public service motivation. Rightly or wrongly, such employees are will-
ing to perform in ways that contradict their organization’s expectations to
better serve the public.

Previous empirical findings have also suggested that the beneficial effects
of public service motivation may be mitigated by factors that influence the
degree to which employees feel that a particular organizational environment
allowed them to fulfill their public service motives. In a series of studies con-
ducted more than 30 years ago, Buchanan (1974, 1975) found that public
employees would be less committed to their work to the extent that they do not
feel that they are making important contributions to an organizational mission
with which they identify. Thus, he concluded that the service ethic among
public managers “may be more of an aspiration than a reality” (1975, p. 442)
because their jobs do not always allow them to “make personal contributions
to the lofty aims which attracted them to the service” (p. 440). More recently,
Vinzant (1998) reached a similar conclusion in a study of social workers. In
her study, Vinzant found that although social workers reported strong public
service motives, many were dissatisfied with their job because they felt “that
they were not serving the public and public service values that they felt were
important” (1998, p. 359). Indeed, Moynihan and Pandey (2007a), based on a
national sample of public organizations, show that job tenure has a negative
effect on public service motivation.

Together, these studies do not necessarily rule out the potential benefits
of public service motivation. They do, however, suggest that public service
motivation’s relationship with desired organizational outcomes may be more
complicated than first thought. Public employees may work harder, perform
better, and be more satisfied with their jobs, but only to the extent that they
see a relationship between their public service motivation goals or values
and those espoused by the work of their employing organization. If so, then
person–organization value congruence should serve as an intervening or
mediating variable that transmits the effect of public service motivation on
job satisfaction.5 The studies mentioned above suggest that employee public
service motivation cannot guarantee employee–organizational value congru-
ence in the public sector, but it should, at the very least, increase the likeli-
hood of that congruence. In other words, the effect of public service
motivation can be explained in two stages. First, individuals more predis-
posed to respond to the motives found in doing public service should be
more likely to agree with the service mission and objectives of public orga-
nizations charged with performing such services. Second, the more an indi-
vidual agrees with the organization’s mission and objectives, the more likely
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he or she is to find the tasks assigned by the organization satisfying. In other
words, public service motivation’s influence on employee attitudes and
behaviors beneficial to the organization may be indirect, mediated through
its effect on employee–organization value congruence.

The findings of several recent studies investigating public service moti-
vation’s relationship with work motivation are consistent with this mediation
hypothesis. For instance, Frank and Lewis (2004) found that although public
employees are more likely to both desire and experience interesting work
and the opportunities to help others or benefit society, work effort was only
related to receiving (not desiring) such work. Similarly, when testing differ-
ent theoretical relationships between public service motivation and work
motivation, Wright (2003) found that public service motivation only had an
indirect effect through its influence on the importance with which employ-
ees view their tasks or job. No study, however, has tested a mediation model
to explain the relationship between employee public service motivation and
job satisfaction. To provide an additional test of the mediating effect of value
congruence, this study focuses on public service motivation’s relationship
with job satisfaction. Thus, we hypothesize the following:

Hypothesis: Public service motivation will have an indirect, positive effect on job
satisfaction through its influence on employee–organization value congruence.

As noted above, when defining the motives grounded in public sector
organizations, scholars have not just focused on the nonmonetary rewards
associated with public sector employment but also monetary rewards more
commonly associated with private sector employment. They contend that if
some individuals are predisposed to motives available in the public sector,
then they may also be less interested in the motives commonly found in the
private sector (Cacioppe & Mock, 1984; Crewson, 1997; Houston, 2000;
Jurkiewicz et al., 1998; Khojasteh, 1993; Kilpatrick et al., 1964; Newstrom
et al., 1976; Rainey, 1982; Rawls et al., 1975). Although considerable
empirical evidence supports such claims, recent research has shown that
public employees with high public service motivation may still value mon-
etary rewards (Alonso & Lewis, 2001; Wright, 2007). In light of these find-
ings and the common contrast between monetary and nonmonetary rewards
found in public service motivation research, our study investigates the rela-
tionship between public service motivation and job satisfaction while con-
trolling for the effect of pay satisfaction. If public service motivation and
individual–organization value congruence make important contributions to
our understanding of employee job satisfaction, then they need to explain
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public sector employee job satisfaction beyond what is predicted by
employee perceptions regarding monetary rewards.

Method, Measurement, and Findings

Sample Selection and Survey Administration

To test the questions raised by this study, data were collected from a 2005
survey of managerial and professional employees in seven public sector orga-
nizations. These organizations were from two adjacent states in northeastern
United States. Four of these organizations were local government organiza-
tions and three were state government organizations. The local government
organizations came from the areas of city management, education, and public
health, while the state-level organizations came from the health and human
service arena. Given an overarching goal of obtaining a diverse sample com-
posed of respondents from different organizational settings, a target of 30
respondents per organizations was set. It was not possible to use a uniform sam-
pling scheme for all the organizations. Three of the organizations were smaller,
and thus, a census was conducted in these organizations. Simple random
samples were obtained from three organizations and a convenience sample
from one.6 The median number of respondents from the seven organizations
was 29. We administered 331 questionnaires and received 206 completed
responses, for a response rate of 62.2%. General characteristics of the survey
respondents are provided in Tables 1 and 2.

Measures

Each of the study variables was measured using the responses from mul-
tiple survey items taken from previously validated and commonly used
measures. For example, to measure public service motivation, we used five
items from Perry’s (1996) 40-item scale of public service motivation com-
monly used as a short measure of public service motivation in previous
studies (Alonso & Lewis, 2001; Brewer & Selden, 2000; Kim, 2005).7

These items capture the three dimensions—commitment to public interest,
compassion, and self-sacrifice—identified by Perry that represent the affec-
tive or normative motives most closely associated with the altruistic appeal of
public sector values. The fourth dimension, attraction to policy making, was
omitted because it represents a rational or self-interested motive that is less
value or mission specific. Consistent with previous studies (Alonso & Lewis,
2001), we found that this fourth dimension was not strongly correlated with
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the other five public service motivation items (median item correlation with
the other five public service motivation items was 0.08). In addition, when
treated as a separate variable and included in the analysis, attraction to pol-
icy making was not found to have statistically significant relationships with
either value congruence or job satisfaction.

Employee job satisfaction was measured using a three-item measure of
overall job satisfaction (Seashore, Lawler, Mirvis, & Camman, 1982), and
employee–organization value congruence was measured using three items
from O’Reilly and Chatman’s (1986) internalization or value congruence mea-
sure and a fourth item from the Organizational Commitment Questionnaire
related to an employee’s belief in and acceptance of organizational values
(Porter, Steers, Mowday, & Boulian, 1974). To control for the effect of
monetary rewards, employee pay satisfaction was measured using three
items from the Job Satisfaction Survey (Spector, 1997). Responses for all
questionnaire items were recorded using either a 5-point (job satisfaction,
pay satisfaction, and public service motivation) or 7-point (value congru-
ence) Likert-type scale (ranging from strongly disagree to strongly agree).

Table 1
Sample Characteristics (n == 206)

Variables Percentage

Gender
Female 58.9
Male 41.1

Education
Some college 22
Bachelors 33
Some graduate school 16.5
Graduate degree 28.5

Organizational role
Senior manager 10.8
Administrative or policy staff 9.4
Middle management 19.7
Frontline management 7.9
Professional staff 51.7

Salary grade
$50,000 or less 28.9
$50,001 to $75,000 51.3
$75,001 to $100,000 16.2
$100,001 to $150,000 2
$150,001 or more 1.5
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The appendix presents the questionnaire items and coding scales associated
with all study measures.

A series of confirmatory factor analyses offered support for the discrim-
inant validity of the measures used. First, it was tested whether the data
could be explained by a single general factor. This single method factor
model provided a poor fit suggesting that study scales tap into divergent
content domains. A second analysis testing the hypothesized measurement
model, however, provided a good fit to the data (χ2(84) = 98.22, Goodness
of Fit Index = 0.93, Comparative Fit Index = 0.99, Standardized Root Mean
Residual = 0.05, Root Mean Square Error of Approximation = 0.03, CFit =
0.91). In this latter model, all of the scale items were found to have statis-
tically significant factor loadings (p < .05) for their respective latent con-
structs (lambda values ranged from 0.45 to 0.92).

Table 2 provides the univariate and bivariate statistics of the study mea-
sures and demographic controls. Reliability estimates (Cronbach’s coeffi-
cient alpha) ranged from 0.71 to 0.89 (Table 2) and support the use of these
measures, with all four study measures above the 0.70 level suggested by
Nunnally and Bernstein (1994). Tests of univariate normality suggested that
only one of the study measures (job satisfaction) had violated the assump-
tion of normality (p > .5), although it was still within range found to be
acceptable for maximum likelihood estimation in structural equation mod-
eling (Curran, West, & Finch, 1996).

When looking at the descriptive statistics, respondents tended to report
relatively high levels of job satisfaction and public service motivation but
more moderate levels of pay satisfaction and value congruence. The bivari-
ate relationships were consistent with our expectations. Although all three
independent variables had statistically significant positive associations with
the dependent variable, value congruence had the strongest relationship with
job satisfaction, whereas public service motivation’s strongest relationship
was with value congruence. Nonetheless, the measures appeared to have dis-
criminant validity, as the largest bivariate correlation (between job satisfac-
tion and value congruence) was only 0.63, which suggests that no measure
shared greater than two fifths of its variance with any other measure.8

Analysis

To test the mediation hypothesis, a series of covariance structure analyses
of the data were conducted using LISREL Version 8.71. This type of analy-
sis consists of two parts that not only subsumes but also improves on more
common techniques such as confirmatory factor analysis, path analysis, and
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regression (Hayduk, 1987; Jöreskog & Sörbom, 1992). In the first stage, the
model performs a confirmatory factor analysis to construct the latent vari-
ables from their respective questionnaire items and assess the validity and
reliability of the study measures (summary of results provided above). In
the second stage, structural equation model subsumes conventional regres-
sion and path analysis models to test the hypothesized relationships among
the latent variables. This approach is recommended in analyzing mediation
effects because the measurement model mitigates measurement error that
can produce biased estimates and the structural model does not estimate the
required equations (see discussion below) independently (Baron & Kenny,
1986). To minimize concerns regarding multivariate nonnormality and its
effect on standard errors, the hypothesis was tested using the Robust
Maximum Likelihood estimator approach (Joreskog, Sorbom, du Toit, & du
Toit, 2000; Satorra & Bentler, 1994).

Consistent with the mediation hypothesis, the model provided a good fit to
the data (χ2(85) = 98.6, p > .05, Goodness of Fit Index = 0.93, Comparative
Fit Index = 0.99, Standardized Root Mean Residual = 0.05, Root Mean Square
Error of Approximation = 0.03, CFit = 0.92) and found the expected relation-
ships between public service motivation and value congruence as well as
between value congruence and job satisfaction to be statistically significant
(p < .05) and in the expected direction. Figure 1 presents the parameter esti-
mates for the structural model as partial standardized regression weights. The
t statistics for path coefficients for all three of the hypothesized relationships
were statistically significant (p < .05), providing additional evidence to sup-
port the accuracy of the theoretical model. Employee public service motiva-
tion and pay satisfaction together explained nearly one quarter (23%) of the
variance in value congruence, whereas value congruence and pay satisfaction
explain over half (61%) of the variation in employee job satisfaction.9 In gen-
eral, these results are consistent with the mediation hypothesis, confirming
that public service motivation’s influence on value congruence and value con-
gruence’s influence on job satisfaction are both statistically significant, even
after controlling for the effect of employee pay satisfaction.10 LISREL’s
estimate of public service motivation’s indirect effect of job satisfaction was
statistically significant (β = .24, p < .05).11

Conclusion

This study contributes to our understanding of public service motivation
by clarifying the mechanisms through which public service motivation
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influences job satisfaction among professional and managerial employees.
In particular, we find that the relationship between employee public service
motivation and job satisfaction is not direct but mediated by the extent to
which the employee perceives that his or her values are congruent with
those of the public sector organization. Admittedly, although this focus on
professional and managerial employees is consistent with much of the pre-
vious research on public service motivation, it does limit the generalizabil-
ity of these results, as such employees may be more predisposed to exhibit
public service motivation and identify with the organization (Mathieu &
Zajac, 1990). Nonetheless, these findings are important for at least two rea-
sons. First, the presence of an intervening variable can help explain the
inconsistent findings of previous studies that tested only for a direct effect
of public service motivation on employee job satisfaction (Naff & Crum,
1999; Rainey, 1982). In doing so, it may also suggest a way to resolve
inconsistent findings regarding the relationship between public service
motivation and employee performance and motivation (Alonso & Lewis,
2001; Frank & Lewis, 2004; Naff & Crum, 1999). Second, this link
between public service motivation and job satisfaction supports the rela-
tionship found between public service motivation and organizational per-
formance (Brewer & Selden, 2000; Kim, 2005), by illustrating one process

Figure 1
Full Mediation Model Results
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by which it produces such effects. Although this study finds that public
service motivation is related to job satisfaction, others have established that
job satisfaction has an important, albeit indirect, influence on organiza-
tional productivity by reducing costs associated with absenteeism and
turnover (Brooke & Price, 1989; Farrell & Stamm, 1988; Moynihan &
Pandey, 2008; Spector, 1997; Tett & Meyer, 1993).

At the same time, this study suggests that we should exercise some caution
when making claims regarding the effects of public service motivation. In par-
ticular, there may be a tendency to view public service motivation as automat-
ically increasing the public employee’s satisfaction with (and commitment to)
their work in public organizations. Although this may seem like a straightfor-
ward assertion, it does assume that the employee and the organization agree
on what constitutes public service. At a more fundamental level, this brings to
the fore the ability of public sector organizations to foster public service moti-
vation. Perry (2000) called for developing and testing the effects of organiza-
tional institutions on public service motivation. Although research has shown
that public service motivation can help drive individual behavior, linking the
prevalence of these values directly to increased civic activities and volunteer
work (Brewer, 2003; Houston, 2006), public service motivation’s relationship
with desired organizational outcomes is neither direct nor certain.

Although managers may be able to use the organization’s mission to
increase employee job satisfaction, the attractiveness of public employment
should not be taken for granted. Instead, it must be nurtured through com-
munication and performance feedback that highlights how the organiza-
tion’s values and goals coincide with those of the employee and how the
employee’s work contributes to both the organization and society
(Buchanan, 1975; Vinzant, 1998; Weiss, 1996). When doing so, managers
should also help their employees recognize that the role and value conflicts
they experience at work often reflect the tenuous balance between the com-
peting responsibilities of public service (Pandey & Wright, 2006).
Employee job satisfaction may improve if public sector organizations do
more to provide the rationale behind their policies and procedures so that
employees can understand not only their necessity but also how they can
coexist with performance expectations (Vinzant, 1998).

These recommendations are consistent with recent work linking public
service motivation to employee motivation and performance (Paarlberg &
Perry, 2007; Wright, 2007). In a recent study of Defense Department
civil employees, Paarlberg and Perry found that although most employees
held values consistent with public service motivation, managers of
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high-performing work units were more likely to interpret broad organiza-
tional values into meaningful goals related to their employees’ work. Thus,
although previous studies suggest that public organizations do not always
operationalize (or at the very least communicate) ways that individual and
organizational activities are consistent with their employees’ public service
values (Brewer & Selden, 1998; Buchanan, 1975; Vinzant, 1998), more
recent findings suggest ways in which they can (Paarlberg & Perry, 2007;
Wright, 2007). In other words, public organizations are not just passive
beneficiaries of employee public service motivation levels inculcated and
developed through earlier life experiences (sociohistorical factors in Perry’s
usage). Instead, such benefits may depend on providing the appropriate
supporting conditions within the organization (Moynihan & Pandey, 2007a;
Perry, 2000).

Appendix

Study Measures

Job satisfaction
In general, I like working here.
In general, I don’t like my job. (R)
All in all, I am satisfied with my job.

Pay satisfaction
I feel that I am being paid a fair amount for the work I do.
I feel satisfied with my chances for salary increases.
Raises are too few and far between. (R)

Individual and organizational value congruence
I find that my values and the organization’s values are very similar.
If the values of this organization were different, I would not be as attached to

this organization.
The reason I prefer this organization to others is because of what it stands for,

its values.
What this organization stands for is important to me.

Public service motivation
Meaningful public service is very important to me.
I am often reminded by daily events about how dependent we are on one

another.
Making a difference in society means more to me than personal achievements.
I am prepared to make enormous sacrifices for the good of society.
I am not afraid to go to bat for the rights of others, even if it means that I will

be ridiculed.
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Notes

1. One recent exception has found that public service motivation increases organizational
commitment through its influence on employee perceptions of an organization’s mission
valence (Pandey, Wright, & Moynihan, 2008).

2. Frederickson and Hart (1985) advance a somewhat similar notion, combining affective
as well as norm-based obligations about the relationship between citizens (as contrasted with
consumers) and public servants in a democracy: “We contend that the special relationship lies
in a conception of political community which is defined by the existence of a pervasive patri-
otism based on benevolence” (p. 548).

3. Although certainly more sophisticated, this conceptualization of public service moti-
vation is not without its weaknesses. For example, even though Perry (1996) found that a four-
dimension confirmatory factor model fit better than a three-dimension model, the evidence
was not entirely conclusive as the correlation (0.89) between two of the dimensions (self-
sacrifice and public interest) suggested considerable redundancy. Certainly, a three-factor
model would be more parsimonious and consistent with the three types of motives (rational,
norm-based, and affective) underlying Perry’s work. Unfortunately, the strong relationship
between dimensions suggests considerable overlap between two of the three types of motives,
as self-sacrifice represents affective motives and public interest represents normative motives.
The inconclusiveness of these findings is consistent with research that conceptualizes organi-
zational commitment in terms of rational, affective, and normative motives. Although confir-
matory factor analyses of such organizational commitment measures fit the data better with
separate affective and normative factors (Dunham, Grube, & Castenada, 1994; Hackett, Bycio,
& Hausdorf, 1994; Meyer, Allen, & Gellatly, 1990), the high correlations between the two fac-
tors have led many scholars to question the need for both dimensions (Ko, Price, & Mueller,
1997; Morrow, 1983).

4. As a point of contrast, there are many theoretical accounts and empirical examinations
of public service motivation as a dependent variable (e.g., DeHart-Davis, Marlowe, & Pandey,
2006; Moynihan & Pandey, 2007a; Perry, 2000).

5. This is consistent with previous work that suggests that mediators are often internal,
psychological variables that describe how the relationship between two other variables will
occur (Baron & Kenny, 1986).

6. A convenience sample was taken in this organization because a complete list with nec-
essary details was not readily available. The convenience sample was obtained over several
days by contacting and following up with employees in different work units in an attempt to
get a diverse and representative sample.

7. Very few studies have used the complete 40-item (Brewer, Selden, & Facer, 2000) or
24-item (Perry, 1997) measure of public service motivation proposed by Perry (1996).

8. Additional analyses showed no significant differences in the study variables related to
gender (p > .05). Although no significant differences were found between professional and
managerial employees on pay or job satisfaction, managers were found to have slightly but
significantly higher value congruence and public service motivation (p < .05).

9. Coefficients of determination for endogenous variables can be calculated from Figure
1 as 1 minus the error term for the latent variable (E).

10. In addition to the four study variables, we also controlled for the effects of gender,
tenure, education, and salary level. To determine if the demographic variables, as a set, had a
significant impact on the model fit, the model was also run constraining the paths from the
control variables to the endogenous study variables (value congruence and job satisfaction) to
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zero. A nested chi square test comparing the constrained model to the unconstrained model
suggested that the demographic variables contributed little explanatory power to the overall
model; and their inclusion did not alter the direction, significance, or strength of the relation-
ships between the four study variables as reported in Figure 1.

11. To further test the hypothesized mediated relationship, an alternative model was then
run positing a direct relationship between public service motivation and job satisfaction. This
model did not significantly improve the overall model fit (χd

2(1) = .4, p > .05), and the path
coefficient representing a direct relationship between public service motivation and job satis-
faction was not statistically significant (p > .05). Together, these two models strongly suggests
not only that value congruence fully mediates the relationship between public service motiva-
tion and job satisfaction but also that this relationship contributes to our understanding of job
satisfaction beyond what can be explained by employee pay satisfaction.
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