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Abstract

This paper highlights the effects of ‘Public Service Motivation’ (PSM) in public sector
organizations. This research explores the relationship between employees’ motivation
(intrinsic expectation & extrinsic expectation), goal clarity and employees’ participation with
‘Public Service Motivation’ (PSM). A questionnaire was used in this research to conduct a
survey. About 70% response rate was generated out of 300 employees located in different
public sector organizations of Hefei city of Anhui province in P.R.China, including health,
education and High-Tech firms. The Scope of this study is delimited to the public sector
organizations of Hefei City China. The result shows that there is a strong positively
significant relationship of employees’ motivation, participation, and goal clarity with ‘Public
Service Motivation” (PSM), which can be further strengthened by innovative organizational
culture.

Keywords: ‘Public Service Motivation’ (PSM), Employees Motivation, Extrinsic Motivation,
Intrinsic Motivation, Organizational Culture, Employees Empowerment, Goal Clarity, Public
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1. Introduction

Every organization sets some rules and draws some boundaries to deliver result oriented
performance. To achieve proposed targets organizations are setting some measurable and
quantifiable performance indicators. The effective utilization of these measurable and
quantifiable performance indicators may result in organizational success and achievement of
organizational goals. To successfully identify different success factors for any organization is
not an easy task. It takes more than efforts to identify and successfully implement these
factors and indicators of organizational performance. The changing nature of the
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organizations and the level of competition they are facing making it difficult for organizations
even to survive, this is true especially for public sector organizations, and it’s really hard for
public sector organizations to stay relevant and effective. Globalization is the driving force
behind most of the challenges organizations are facing right now. Other challenges for public
sector organizations are the changing nature of demands, awareness, demographic challenges,
and economic trends. Approaches like public service motivation are adopted in Hefei public
sector organizations to face these challenges, to achieve organizational goals, and to ensure
effective and smooth operations. However, HRM & PSM is still in its early stages in Hefei
governmental sector organizations.

This research will be a substantial contributing to the literature and body knowledge of
employee motivation, which includes intrinsic and extrinsic motivation and organizational
culture, which includes employees goal clarity and employee empowerment with respect to
public service motivation. This research is mainly focused on the relationship between public
service motivation, employee motivation, and organizational culture. Last but not the least;
this study is conducted in different public sector organizations having different and unique
characteristics.

2. Literature Review
2.1 Public Service Motivation (PSM)

In this study the only independent variable is public service motivation. According to Perry &
Wise (1990), Vandenabeele & Ban (2009) Verbeeten (2008) Public Service Motivation is a
good measurement for predicting employee attitude and behavior in public sector
organization as compare to some other behavioral measurements. The theory of Public
service motivation was first introduced by Bushanan in 1975, and Rainey (1982) was the
researcher on public service motivation to use the term public service motivation in his paper.
The nature and idea of public Service motivation is evolving and going through constant
development (Perry & Wise, 1990). According to Perry & Wise, (1990) definition of PSM
“it’s an individual jurisdiction to have a reaction to intentions grounded principally or
exceptionally in public institutions and organization”. The early suggestions to explore the
field of PSM came from Perry & Wise (1990), they were the first academician proposing
extensive research in the field of PSM in public sector institutions. Rainey & Steinbauer
(1999) defined PSM as “a common philanthropic enthusiasm to work in the best interest of a
public, community, a state, a nation or mankind”. Perry & Hondeghem (2008) defined PSM
as “the faith, ethics and attitude that is above selfishness or structural interest, that’s concerns
a large political body and that encourage through public relations, inspiration for directed
action”. The most recent definition of Public Service Motivation (PSM) by Wright, Hassan,
& Christensen (2017) in their research linked PSM to the upbringing of a person’s
formative years and personal characteristics that lies deep down in someone personality.
According to Pandey, Wright, & Moynihan (2008) Public Service Motivation (PSM) is a
good facilitator of desirable organizational behavior. Rainey & Steinbauer (1999) in their
research on Public Service Motivation recommended to include PSM along with other
characteristics for the effectiveness of public service intuitions. According to Brewer &
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Selden (2000) Public Service Motivation (PSM) is a “prevalent phenomena in public sector
organizations” which cannot be ignored.

2.2 Employee Motivation

Robbins (2009) defined Motivation as a tool helping individual’s efforts, mobilizing it,
directing, and supporting it towards specific goals. to know the right elements of employees
motivational factors will enable us to make goal oriented evaluation about what the
employees expect from their occupations and jobs and either they are feeling getting it or not
(Blumberg & Pringle, 1982; Scully, 1993). If an organization offer job security the employee
will likely remain loyal and committed to the organizational goals. job security include pay,
pension’s benefits, no reduction in seniority and some other benefits and remunerations
(Yousef, 1998). In past, researchers studied job security, pay to measure and assess the
magnitude of extrinsic motivation on PSM.

2.2.1 Employee Motivation and PSM

The relationship between employee motivation and PSM have been studied in numerous
studies around the world but mostly in developed countries(Bright, 2008; Naff & Crum, 1999;
Panagiotis, Alexandros, & George, 2014) and the outcome of these studies confirming a
direct relationship between employees motivation and PSM. These studies generalized claims
about enhancing employee performance through motivation to get effective public service
motivation (Bell& Bocconi, & Bocconi, 2010). The following hypothesis concludes the
above literature review.

Hypothesis la: ‘Intrinsic motivation factors’ have strong positive association with the
‘Public Service Motivation’ (PSM)

Hypothesis 1b: ‘Extrinsic motivation factors’ have strong positive association with the
‘Public Service Motivation’ (PSM)

2.3 Organizational Culture

Organizational aspects such as organizational mission and organizational goals have been
studied with respect to organizational culture and innovation(Drucker, 1985). According to
Zeffane (1996) the basic leverage points which effect the organization morals and
performance are five, organizational culture is one of those five basic leverage points. In
addition to other aspects of organizational culture empowerment and goal clarity has been
outlined as core elements for organizational productivity and organizational performance
(Hart, 1998). There are many aspects of organizational culture but this study will only focus
on two aspects which are goal clarity & empowerment.

2.3.1 Employee Empowerment

In literature of employee empowerment most often the cited definition of employee
empowerment is the one proposed by Conger & Kanungo (1988). According to Conger &
Kanungo (1988) employee empowerment* is a process that nurtures the spirit of self-efficacy
between organizational employees through identification of circumstances that nurture
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powerlessness, and by both formal organizational practices and informal techniques remove
them by proving efficacy information”. Conger & Kanungo (1988) also proposed a definition
of employee empowerment as it’s the progression of delegation of legislative authority,
delegation of power, and delegation mission and sector power. According to Ugboro &
Obeng (2001) employee empowerment is the process of empowering the organizational
workforce to react to any organizational problem in the best possible way by granting them
some authority to do so. According to Hart (1998) employees empowerment facilitates an
increase in the creativity of an employee to deliver the service in the best possible and way.

2.3.2 Goal Clarity

We can define goal clarity in terms of as it’s the clear and directive way in dealing with state
of business affairs to achieve a proposed goal or plan and that (when attained) conclude
conduct was planned to attain it. Similarly, we can say that the end results will justify the
means (Rainey, 1982). According to some authors like Rainey & Steinbauer, (1999)
suggested that goal setting theory to set specific goals within organization will leads to higher
performance. According to Hart (1998) organizational members will increaser their efforts
and commitment to the organizational goals, because they accept and value organizational
goals.

2.3.3 Goal clarity, Empowerment and Public Service Management (PSM)

The relationship among variables like goal clarity, employee empowerment and PSM is a
chicken-and-egg dilemma. This particular study presumes that clarified individual and
organizational goals along with organizational means & resources, freedom & autonomy and
sense of efficacy will lead to achieve organizational goals and performances.

Buchanan, Claydon, & Doyle (1999) presented the similar findings and stated that
organizational member’s attachment to organizational goals, values and objectives are not
only good in nature & themselves but a useful way for rewarding individuals who struggle to
achieve those values, goals and objectives. The best way of depicting a phenomenon of
accomplishing one’s moral responsibilities as a member of organization is by using
disciplined decisions through means of empowerment within organizations. The
aforementioned literature review of organizational goals and empowerment leads us to the
valuation of influence of employee empowerment and goal clarity on PSM.

The above discussion enabled us to draw the second hypothesis for this research.

Hypothesis 2: ‘Goal clarity’ and ‘Empowerment’ have strong positive association with the
‘Public Service Motivation’ (PSM).

2.4 Employment Level and Public Service Motivation (PSM)

It’s a well-known fact that in most developing countries the productivity of private sector is
much better than that of public sector institutions and organizations. In most emerging
economies and developing nations to increase the productivity of public sector organizations
the competent supervisors and workers who are capable to increase the productivity of public
sector organizations are not that many in numbers, who have the insight and ability of
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sophisticated technical, financial and managerial complexity of public sector organizations
(Grindle, 1997). According to Ghobadian, Gallear, Viney, & Oregan (2007) employees of
public sector organizations have lower level of public service motivation compare to private
sector. Many other scholars also presented the same findings for example Balfour &
Wechsler (1990) presented and interesting insight that public sector may be enjoying a high
degree of internationalizations, however, will not have a high level of PSM. This study is
focuses on the identification of the nature of motivational factors required for goal clarity,
and the significance of empowerment postulating that these factors significantly affect PSM.

\ MacrOthi“k Business and Economic Research

Many researcher corresponded to the concern of decline in moral and motivation among
employees of public sector organizations (Charbonneau & Van Ryzin, 2017),many researcher
and scholars began paying attention to aspects like satisfaction with Job, commitment with
organization, and motivational problems in public sector institutions and organizations. All of
these researchers came up with mix conclusions and findings, however some researcher
(Balfour & Wechsler, 1990) found the entire opposite or inadequate results. According to
Naff & Crum (1999) the motivational base for public sector is entirely different and unique.
In a study by (Kingsley & Reed, 1991) conducted a research on the effects of employment
level in public sector organizations. Power-based theory suggests that there is significant and
positive association between organizational commitment, PSM, and power-related variables
(Wilson, 1999)(Panagiotis et al., 2014).

The above discussion and review of literature enabled us to draw the third hypothesis of this
study.

Hypothesis 3: ‘Employment level’ have a strong positive association with ‘Public Service
Motivation’ (PSM).
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Figure 1. Theoretical framework for current study depicting relationship and association
between variables

3. Research Methodology

To test the association and relationship between variables of this study which are employee
motivation, organizational culture, and PSM this study adopted and followed the rational
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approach. The instrument used in this study was derived and validated from literature, but,
still the reliability of this instrument was tested which turned out to be 0.81 which is
considered a good reliability in statistics (Gliem & Gliem, 2003). About 210 people
responded to the survey instrument form 17 different organizations and industries. The
employees selected for this survey were top, middle and lower level or front line employees
having a direct interaction with customers. About 70% response rate was generated from out
of 300 employees located in different public sector organizations of Hefei city, including
health, education, police, Hi tech and energy.

A non-probability sampling was adopted for data collection. The instrument used in this study
for data collection was a questionnaire. The questionnaire used in this research to generate
responses is “structured close ended questionnaire” where 1’ was assigned for strongly
agreeing and ‘5’ was assigned for strongly disagreeing. Organizations were visited personally
for collecting the data. Total numbers of questionnaires distributed were 300. Only 210
questionnaires were returned as accurately filled questionnaires (70% response rate).
Employment level (top and middle level is the only moderating variable used in this study. In
order to identify the relationship between variables and the magnitude of independent
variables on dependent variable regression and correlation analysis were used.

4. Findings, Discussion

This research has been conducted to analyze the impact factor of organizational culture and
employees’ motivation on PSM in different public sector organizations of Hefei city across
different administrative level.

The following demographic trends in Table 1 are detected in descriptive analysis in the
sample for this study.

Table 1. Respondents demographic analysis

Category Classification Frequency | Percentage
Gender Male 157 74.8%
Female 53 25.2%
Respondents | High level 73 34.8%
Employment | Middle Level 108 51.4%
level Low Level 29 13.8%
High School 5 2.4%
Bachelors 109 51.9%
Educational Masters 67 31.9%
Level Above 29 13.8%
Less than 1 year | 16 7.6%
1-5 years 13 6.2%
Experience 5-10 years 85 40.5%
Level 10-15 years 84 40.0%
15 and above 12 5.7%

The proportion of male participants for this study was 157 (74.8%) out of the total proportion
of 210 participants, while the proportion of female participants was 53(25.2%) out of the total
proportion of 210 participants. Among the participants of this study 73 (34.8%) were
high level employees, 108(51.4%) were middle level employees, and 29(13.8%) were lower
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level employees. Among 210 participants 5(2.4%) have high school education, 109(51.9%)
have bachelor degrees, 67(31.95%) have master’s degrees, and 29(13.8%) have educational
level above master’s. The descriptive analysis shows that 16(7.6%) participants of this study
have less than 1-year experience, 13(6.2%) posses 1-5 years of experience, 85(40.5%) have
5-10 years of experience, 84(40.0%) have experience of 10-15 years, while those who have
the experience of more than 15 years are counted 12(5.7%) of the total sample size.

Table 2. Cronbach’s Alpha

Variables No Cronbach's
of Alpha
Items

Intrinsic 7 0.752

Expectancy

Extrinsic 7 0.781

Expectancy

Empowerment | 5 0.832

Goal Clarity 4 0.761

Overall 23 0.816

Reliability

Table 2 depicts the results for Cronbach’s Alpha of the scale employed in this research.
Cronbach’s Alpha of each individual variable in current research ranges between
(0.752-0.832) which is a very good and acceptable range. The overall reliability was found to
be 0.816. Specifically, Cronbach Alpha value used to represent the internal reliability view,
the view where the items within each of the construct reviewed to validate.

4.1 Employment Level-wise Analysis and Comparison

Table 3 shows the regression results of total response generated from survey conducted in
different public sector organizations around Hefei City. It depicts the outcome for overall
employees on one hand, and on the other hand it depicts the outcome for top and middle level
employees. These regression results are very important and noteworthy. In the the outcome of
overall model, 94.5 % variability is detected in dependent variable (Public Service
Motivation-PSM). ‘Empowerment’ (0.291), ‘Goal Clarity’ (0.236) ‘Extrinsic Expectancy’
(0.301) have a high influence on PSM, whereas ‘Intrinsic Motivation’ (0.112) have
comparatively low impact on Public Service Motivation (PSM). Intrinsic Expectancy which
includes constructs like employability for mobility, work importance, and sense of work
achievements has a low impact on PSM, because majority of the employees in Public sector
organizations are focused on traditional government sector careers. The employees in public
sector organizations don’t believe on employability for mobility, lateral mobility, and
psychological success. They give preference to pay, job, security and promotion. That’s why
extrinsic expectancy (job. Pay, Security and Promotion) have a high impact on Public Service
Motivation (PSM).
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Table 3. Regression results comparing overall, Top, and Middle level employees

Model overall | Model top Model middle
level level

PSM
Intrinsic **0.112 **0.143 **0.083
expectancy
Extrinsic *0.301 *0.332 *0.267
expectancy
Empowerment *0.291 *0.301 *0.269
Goal Clarity *0.236 *0.276 *0.281
R? 0.946 0.957 0.929
Adjusted R? 0.945 0.950 0.924
F 888.618 134.949 217.740
**p<0.10,*P<0.05 | N= 210 N=29 N=73

95% variability is explained in dependent variable PSM in the model of top level employees.
‘Empowerment’ (0.301), ‘Extrinsic Expectancy (0.332), and ‘Goal Clarity’ (0.276) have a
low impact on Public Service Motivation whereas ‘Intrinsic Expectancy’ (0.143) has
comparatively low impact on Public Service Motivation (PSM). The regression results for
Top Level employees are consistent with the results for overall employees. Top level
employees’ shows the magnitude of public service motivation where the variability in PSM of
Top level employees is also based upon extrinsic motivational factors such as pay, job safety,
advancement and goal simplicity rather based upon employability for flexibility, Job
importance, and sense of work achievements. There are many explanations for this but the
most obvious one is when employees in organizations reached to a high position they expect
minimum chances of promotion (Slow Growth), the strive for more empowerment, want
stability in Job, and are more focused on goal clarity. If organizations provide all of these
things this will leads towards high Public Service Motivation (PSM) among Top Level
Employees. The comparatively low impact factor of ‘Intrinsic Expectancy’ of (0.143) doesn’t
mean that top level employees doesn’t pay attention to intrinsic motivational factors such as
sense of work achievements, work importance, and other intrinsic motivational factors but the
intrinsic expectancy among top level employees is not directly & strongly linked with Public
Service Motivation (PSM).

Likewise, the result for model Middle Level as, 93 % variability in the dependent variable
(Public Service Motivation-PSM) has been explained. ‘Empowerment’ (0.269), ‘Extrinsic
Expectancy’ (0.267), and ‘Goal Clarity’ (0.281) have a significant relationship with Public
Service Motivation (PSM). While as usual the results are consistent with ‘Intrinsic
Expectancy’ in Overall and Top Level is (0.083) in Middle level employees, and a low impact
creator in PSM. Just like the regression outcome for Overall and Top Level employees
suggests that the employees in public sector organizations prefer Extrinsic motivational
factors rather than intrinsic motivational, the results for middle level employees suggests the
same. For middle level employees in public sector organizations Extrinsic Motivational
factors are more important than intrinsic motivational factors. The reason for this might be
the deep down embedded culture and environment of governmental organizations. Most
Middle Level employees in the start of mid of their careers are more focused on ‘Goal Clarity’
(0.281) rather than empowerment, pay, and promotion. If middle level employees are clear
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about their goals, they will have a clear sense of their careers/job formation and management,
and will be highly committed to deliver effective public service motivation.

Table 4 .Correlation among variables

**P<0.01 Intrinsic Extrinsic Empowerment Goal PSM
expectancy expectancy Clarity
Intrinsic expectancy 1

Extrinsic expectancy  **0.432 1

Empowerment **0.458 **0.521 1

Goal Clarity **0.329 **0.415 **0.558 1

PSM **0.709 **0.754 **p.831 **0.776 1

In Table 4 we can see that all independent variables (IV) ‘Intrinsic Expectancy’, ‘Extrinsic
Expectancy’, ‘Empowerment’, and ‘Goal Clarity’ have significant and positive relationship
with dependent variable (DV) Public Service Motivation (PSM). All the significant
correlation in the above table has been flagged. This correlation is validating the hypothesis
of this study.

5. Conclusion and Limitations

The outcomes of this empirical study shows that in public/governmental institutions public
service motivation of employees is more dependent upon Extrinsic Motivational factors
rather than intrinsic motivational factors. In order to get the most optimum results and
performances from their employees’ public sector organizations should identify and highlight
their intrinsic and extrinsic motivational factors, to achieve employees’ satisfaction level for
delivering effective public service motivation. As an old saying goes, you have to give
something in order to get something, so organizations simply cannot achieve and deliver
effective public service motivation without giving rewards and fulfilling the employees need
and wants, and entrusting powers and authority. The findings of this research supporting this
fact as the intensity of goal clarity (0.236) and the intensity of empowerment (0.291) clearly
and significantly affect public service motivation. Empowerment and goal clarity also have a
strong effect on public service motivation. In the case of Top and Middle level employees.
Surprisingly intrinsic motivational factors have no significant effect on public service
motivation in case of overall, middle, and top level employees. The rational of findings in this
study depend upon the willingness of the policy makers of public sector organizations and
will help them to decide what to give (intrinsic motivation, extrinsic motivation, goal clarity,
empowerment) in order to take something (enhancing efficiency through delivering effective
‘Public Service Motivations’.

The future studies can involve the following changes and developments: (1) The involvement
of top tier employees to understand their perspective. (2) The qualitative approach is
massively observed in the existing pool of literature; the adoption of qualitative approach can
include the enriched findings for the current study. (3) Inter-provincial level study can
conclude much valuable findings in the future studies. (4) The interdisciplinary view can help
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to find the more holistic view to the ‘Public Service Motivations’ in the case of the current
study.
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