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Abstract 

This study seeks to evaluate two issues still undetermined by the public service motivation (
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1. Introduction 

A. Public Service Motivation: Determinants and Effects 

The publication of Perry and Wise’s (1990) seminal work ‘The Motivational Bases of Public 

Service’ prompted great academic interest in the concept of public service motivation 

(hereafter, ‘PSM’) which has remained strong to this day, resulting in PSM becoming ‘one of 

the core concepts of public administration and public management research’ (Vandenabeele 

2014, p.153). PSM describes ‘the belief, values and attitudes that go beyond self-interest and 

organizational interest, that concern the interest of a larger political entity and that motivate 

individuals to act accordingly whenever appropriate’  (Vandenabeele 2007, p.549). Studies 

into PSM concern the altruistic, pro-social motives agents may possess (Rainey 1993), which 

are grounded in values and beliefs that favour self-sacrifice in advance of the greater good 

(Kim and Vandenabeele 2010), and which duly influence the agent’s behaviour (Wise 2000) 

in their professional (Cheng 2015) or civic (Houston 2006) capacity. Research into PSM has 

now been conducted in a vast array of geographical and organisational contexts (Perry and 

Vandenabeele 2015), with the majority of studies concerned with evaluating (and, ultimately, 

confirming) the two main tenets of PSM-theory: that, (i) public sector employees have greater 

levels of PSM than private sector employees (Steijn 2008; Taylor 2008; Vandenabeele 

2008a), and that (ii) PSM is positively associated with desirable performance outcomes 

(Bellé 2013; Brewer and Selden 1998; Leisink and Steijn 2009). 

The predominant explanation for tenet (i) (the prevalence of PSM in the public sector) is that 

high-PSM individuals have a better ‘fit’ – defined by Kristof-Brown et al. (2005, p.281) as 

‘the compatibility between an individual and work environment that occurs when 

characteristics are well matched’ – with public sector organisations. This is due to the public 

sector’s focus on equitably serving the public interest (Boyne 2002), in contrast with the 
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to NPM-style reforms paint a mixed picture. Whereas Bellé and Ongaro (2014) found that 

two decades of aggressive NPM-style reforms in the Italian public sector had not equalised 

PSM levels across the private and public sectors, Hebson et al. (2003) found that the use of 

public-private partnerships (PPPs) in the UK health and local authority sectors had led to a 

clear weakening of some key elements of the public sector ethos. In sum, the prospect that 

PSM may be vulnerable to reduction on account of adaptation to an incompatible working 

environment has not yet been conclusively determined. Accordingly, evaluating this prospect 

is a major focus of the present study. 

The second focus of this study concerns a gap in the predominant explanation offered for 

tenet (ii): PSM’s positive association with desirable performance outcomes. A variety of 

empirical studies have confirmed that PSM is positively related with employee performance 

(i.e. Frank and Lewis 2004; Andersen et al. 2014), organisational performance (Kim 2005; 

Brewer 2013), and organisational commitment (Crewson 1997; Pandey et al. 2008). These 

positive associations are predominantly explained as the consequence of PSM’s positive 

relationship with job satisfaction (Homberg et al. 2015). According to this logic, high-PSM 

individuals enjoy a greater level of intrinsic reward than low-PSM individuals when given the 

opportunity to serve others, resulting in higher job satisfaction (Naff and Crum 1999; Pandey 

and Stazyk 2008). PSM is thought to increase job satisfaction because it ‘provides a lens 

through which workers view their work and interpret their work experience’ (Taylor and 

Westover 2011, p.734); a lens which colours public sector work as an opportunity to pursue 

the common good and which brings high-PSM individuals heightened satisfactionveb9ectorowtover 2011, -ol
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However, this presumption of a direct relationship between PSM and job satisfaction is 

inconsistent with recent research on the ‘dark side’ of PSM (van Loon et al. 2015; Hartl 



      8 | P a g e 
 

B. Context of Study: Transforming Rehabilitation 

The present study is set in the context of the current English and Welsh probation service, 

following the recent implementation of a set of reforms outlined in the 2010-15 Coalition 

Government’s ‘Transforming Rehabilitation: A Strategy for Reform’ (hereafter, ‘TR’). Under 

the TR reform agenda which was enacted in 2014, the 35 public sector Probation Trusts that 

were previously responsible for providing all probation services in England and Wales were 

replaced by 21 newly established private-sector led ‘Community Rehabilitation Companies’ 

(‘CRCs’) and a new public sector National Probation Service (‘NPS’). Ownership of the 

CRCs, which are now responsible for all medium-and low-
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would ‘reduce red tape and managerialism and focus agencies on reducing reoffending’ 

(Phillips 2014, p.32) by introducing ‘new payment incentives for market providers […] 

giving providers flexibility to do what works […], but only paying them in full for real 

reduction in reoffending’ (MoJ 2013, p.6). The Coalition government’s approach to tackling 

high reoffending rates was to introduce more market model solutions to the public sphere 

(Taylor-Gooby 2012), broadly in line with the central tenets of the NPM canon (Barzelay 

2001): decentralisation of risk and reward, introduction of independent providers and 

competition, PbR contracts, and deregulation of service provision so that providers are 

offered the freedom to innovate in ways that, allegedly, ‘slow-moving state bureaucracies 

cannot’ (Whitehead 2015, p.290). 

Aside from the politicians driving the reforms and the commercial interests that stood to gain 

from entering the market, ‘very few key players in the criminal justice system […] supported 

this privatisation’ (Burke and Collett 2016, p.121; Clare 2015). Opposition to TR was so 

strong amongst probation staff that Chris Grayling (the then-Secretary of State for Justice) 

resorted to issuing a ‘social media gag’, prohibiting probation officers from criticising TR or 

the Justice Secretary on social media (Travis 2013). Opponents of the reforms often 

criticised: (i) the complete lack of evidence ‘that anything [that is proposed] will work’ 
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training and service, and which would ultimately be harmful to probationers’  chances of 

desistance (Kay 2016). 

The question of the extent to which TR has been a success or failure remains an open matter 

as, ultimately, success will depend on the extent to which reoffending rates are reduced (HoC 

2016), and the first set of official reoffending statistics are not expected until late 2017 (NAO 

2016). However, what is clear is that the transition to the new institutional arrangements has 

not been smooth. A complete commentary on the issues that have arisen since June 2014 is 

beyond the scope of this study but, in brief, the reforms thus far have been seriously 

hampered by: poorly devised and incomplete contracts with the CRCs, resulting in them 

being insufficiently incentivised to provide some areas of service to an adequate standard 

(HM Inspectorate of Probation & HM Inspectorate of Prisons 2017); unexpectedly low 

volumes of medium-and low-risk cases (6-36% lower than expected) which has made 

business under the current contractual arrangements (already too stringent themselves as a 

result of the competitive bidding process) unsustainable for the CRCs (Justice Committee 

2017a; Sturgess 2011); a lack of trust amongst sentencers in the CRCs to deliver community 

sentences, resulting in a diminishing use of community sentences (HM Inspectorate of 

Probation 2017); and a plethora of major I.T. issues across the NPS and CRCs (Justice 

Committee 2017a; Justice Committee 2017b). 

On the 1st of June 2014, 54% of the 17,000-strong Probation Trust workforce were 

involuntarily transferred to the CRCs through a statutory Staff Transfer Scheme, with the 

remaining 46% transferred to the NPS (NAO 2014a). Staff were divided between the NPS 

and the CRCs on the basis of a snapshot assessment of their caseloads on a single day in 

November 2013 (Burke 2014); a process which ‘caused much consternation, dissatisfaction 

and bewilderment among probation staff’, and was seen as ‘an extremely simplistic 

methodology, [that] did not properly acknowledge their probation experience, qualifications 
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and skill sets’ (Kirton and Guillaume 2015, p.21). As a consequence of TR, over 9000 

workers suddenly found themselves involuntarily ‘sifted’ off to the private sector, ‘on a 

personal journey in a situation not of [their] choosing’ (Robinson et al. 2016, p.173). 

The probation service provision landscape post-TR offers a unique opportunity to investigate 

whether PSM is vulnerable to diminishment on account of sensitivity to an uncomplimentary 

working environment and the extent to which value-congruence mediates the 
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2. Data Collection and Research Design 

A. Data Collection 

Evaluating
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I.  Characteristics of the Respondent Sample 

Table 1 (below) shows the demographic make-up of the respondent sample. The respondent 

sample’s demographic charact04 Tw Ts.004 Tc 0.004 Tw -32.16 -2.3 Td
[(s)-5 (am)-6 (p)-4 (l)-6 3d
(| )Tj
0.498  scn
0.36 Tw0.56 54.6 Tw0.56 54.6 Tw0.56 54.-23.89 -2.cc champ
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B. Measures used in Survey 

I. 
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observed for the first two dimensions is indicative that the items used to measure them were 

not successful in picking out a unique latent construct (i.e. the dimension). Numerous other 

studies have had similar issues with the attraction to public policy (Coursey and Pandey 

2007; Ritz 2011) and commitment to public values (Leisink and Steijn 2009; Taylor 2007) 

dimensions of PSM. 

Table 2: Cronbach’s Alpha Scores for PSM Dimensions (using standardized items) 
 Average inter-item correlation �.-score 

�.
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II.  Value Congruence and Job Satisfaction 

Value congruence and job satisfaction are used as both dependent and independent variables 

in the models developed for this study. Job satisfaction was measured as a single item score 

(‘all things considered, how satisfied are you with your current job on a scale of 1 to 10?’) 

that was derived from the measure used in Dolbier et al. (2005). A single-item measurement 

of job satisfaction was felt to be adequate given Wanous et al.’s (1997) finding that single-

item measures of job satisfaction produce identical findings to multi-item aggregates in 

virtually all situations. Value congruence was measured as the average score of two items 

derived from the measure used in Wright and Pandey (2008) (see Appendix 2). 

 

III.  Demographic Variables 

As indicated by Table 1, data was collected on various demographic variables that have been 

investigated as potential antecedents of PSM (Camilleri 2007; DeHart-Davis et al. 2006): age, 

gender, region of employment, employer, role and duration of service. Data was also 

collected on whether respondents were employed at the time of the CRC-NPS split (1st of 

June 2014), and which organisation (if any) respondents expressed a formal preference for 

prior to the split. 59.7% of the respondent sbD 5
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are: Manager/Senior Probation Officer (‘Manager/SPO’), Probation Officer (‘PO’), Probation 

Service Officer (‘PSO’), Case Administrator (‘CA’), ‘Other’  (often Residential Assistants or 

Site Hosts, for example), and Administrator (‘Admin’ ). The categories are identical to those 

used by Kirton and Guillaume (2015), with the addition of CA which is a job title that has 

recently been introduced. The roles of the respondent sample in the present study are similar 

in proportion to those of the respondent sample in Kirton and Guillaume (2015). To climb the 

organisational hierarchy from PSO- to PO-grade, officers are required to obtain an additional 

qualification (equivalent to NVQ level-5) and pass a tough training regime (National Careers 

Service 2017). Prior to TR, POs typically held responsibility for high-risk cases and court-

related functions, whilst PSOs held responsibility for medium-and low-risk cases. CAs 

perform administrative support for POs and PSOs, and are more directly involved in criminal 

justice casework than standard administrators. 

 

IV.  Addi tional Measures 

The survey also included 
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workers shortly after the implementation of TR, in which it was found that those who were 

allocated to the NPS were considerably more likely to agree with their placement (87%) than 

those who were allocated to the CRCs (52%), provides some preliminary support in favour of 

both aforementioned expectations. In line with Wright and Pandey’s (2008) thesis of the 

mediating role of value congruence on the relationship between PSM and job satisfaction, it 

is also expected that PSM will have a statistically significant relationship with job 

satisfaction, but that the extent of this relationship’s statistical significance will decrease once 

value congruence is controlled for. Accordingly, the following hypotheses are advanced: 

Hypothesis 2: CRC employees’ levels of value congruence will be lower than NPS 

employees’ . 

Hypothesis 3: CRC employees’ levels of job satisfaction will be lower than NPS 

employees’ . 

Hypothesis 4: PSM will have a statistically significant relationship with job 

satisfaction, but the extent of this relationship’s statistical significance will decrease 

once value congruence is controlled for. 

Hypotheses 1-3 concern inter-organisational differences of employees’ characteristics 

resulting from TR. Additionally, it is important to bear in mind prior research which found 

that differences of role (Waring and Bishop 2011; Robinson et al. 2016) and tenure 

(Moynihan and Pandey 2007) may result in disparate reactions to reforms within an 

organisation (i.e. sources of intra-organisational difference). For example, members of senior 

management have often been found to be less ideologically opposed to NPM-style reforms 

than those further down the organisational hierarchy (Dias and Maynard-Moody 2007; 

Deering et al. 2014). Furthermore, differences of organisational tenure may correlate with 

different training processes undergone at the point of recruitment, causing generational 
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3. Results 

Multiple linear regression (MLR) analysis, carried out on Stata 15.0, was used to evaluate the 

hypotheses against the collected data. The first set of models, shown in Table 3, analysed the 

relationship between PSM (dependent variable) and the various independent variables shown 

in Table 3’s leftmost column. The ��-coefficients shown in Tables 3, 5, and 6 should be 

interpreted as the expected change in the dependent variable correlated with a one-unit 

increase of the independent variable, holding all other variables constant. 

Table 3: MLR models of PSM 
 Model 1  Model 2  Model 3  

 ��-coefficient p-value ��-coefficient p-value ��-coefficient p-value 

Age 0.023 0.260 0.020 0.396 0.021 0.367 

Gender 0.010 0.813 0.038 0.439 0.039 0.425 

Region -0.010 0.198 -0.014 0.111 -0.013 0.133 

Employer -0.024 0.544 -0.025 0.595 -0.031 0.514 

Role 0.033* 0.020 0.037* 0.023   

- Manager/SPO     0.418** 0.001 

- PO     0.393*** 0.000 

- PSO     0.391*** 0.000 

- CA     0.361** 0.008 

- Other     0.322* 0.017 

- Admin     [Baseline]  

Duration of Service -0.012 0.326 -0.012 0.400 -0.011 0.426 

Employed June 2014 0.010 0.919 0.004 0.975 -0.016 0.886 

Value Congruence   -0.002 0.952 -0.004 0.891 

Job Satisfaction   -0.004 0.708 -0.008 0.495 

Constant 3.81***  0.000 3.82***  0.000 3.67***  0.000 

No. of Observations 517  398  398  

R2 0.0188  0.0307  0.0549  

* = p < .05; ** = p < .01; *** = p < .001. 
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‘Employer’ is a binary categorical variable that could assume the value of either ‘CRC’ or 

‘NPS’. For the purposes of the regression analyses it was recoded as a dummy variable, with 

NPS assigned the value 1 and CRC assigned 0. Employer was not found to have a statistically 

significant relationship with PSM in any of Table 3’s three models. This result suggests that 

Hypothesis 1 should be rejected. In Model 1, role, duration of service, age, gender, region, 

and whether the respondent was employed by the probation service on June 1st 2014 were 

used as independent variables; role was the only independent variable found to have a 

statistically significant relationship with PSM (p < .05). In Model 2, job satisfaction and 

value congruence were added to the analysis; neither were found to be significantly related to 

PSM, although role remained significant at the 5% level. In Model 3, role was treated as a 

factor variable so that each of its categories were treated as separate covariates. Model 3 

shows that, compared to the administrative role, all other probation service roles are 

correlated with an expected increase of PSM (holding all other variables constant) and this 

finding is strongly statistically significant. Interestingly, the extent to which PSM is expected 

to increase is perfectly correlated with the ordering of the probation service professional 

hierarchy: the more senior the respondent, the greater the expected increase of PSM. This 

finding strongly supports Hypothesis 5’s claim that job role will have a statistically 

significant relationship with PSM. The lack of a significant relationship between duration of 

service and PSM, on the other hand, suggests a rejection of Hypothesis 6’s claimed 

relationship between duration of service and PSM. However, it should be noted that low R2 

values were observed across all three models (the highest observed R2 (Model 3’s) was only 

0.0549), indicating that roughly 95% of the observed variation of PSM was left unexplained 

by the independent variables employed. 

Models 1-3 show the non-significance of the relationship between employer and PSM, 

controlling for the models’ other independent variables. This result is unsurprising when 
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and Pandey’s (2008) finding that PSM had a statistically significant (p < .05) relationship 

with value congruence in their dataset. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

In Model 5, ‘E-P Match’ – a categorical variable recording whether respondents’ current 

employer is matched with the allocation preference they communicated to their Trust 

manager(s) prior to the organisational split (if consulted) – was added. Interestingly, the 

addition of this variable reduced the statistical significance of the relationship between 

 Model 4  Model 5  

 ��-coefficient p-value ��-coefficient p-value 

Age -0.074 0.100 -0.079 0.091 

Gender
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employer and value congruence. This implies that the relationship between employer and 

value congruence is mediated by whether respondents were allocated to their preferred 

organisation. It also indicates that employees’ views regarding the NPS’ and CRCs’ values 

have not changed much in the past three years. The non-significance of the relationships 

between value congruence and role or duration of service is partial evidence against 

Hypotheses 5 and 6 (i.e. the part of those hypotheses that concerns value congruence). 

Models 6 and 7 (shown in table 6) are MLR regression models with job satisfaction as the 

dependent variable. Both models show that employer does not have a statistically significant 

relationship with job satisfaction. This is the case even in Model 6, which does not control for 

value congruence. Therefore, although (as advanced by Hypothesis 3) CRC employees do 

have, on average, significantly lower levels of job satisfaction (shown in Table 4), this is not 

simply because of their allocated employer. Interestingly, Model 6 shows that manager and 

SPO-grade respondents are expected to have a significantly higher level of job satisfaction (p 

< .05) than respondents from other roles, holding all other variables constant (re(]TJ
19/16 ( l)-6 Tc 0 T.-1 ( t)
( )Tj
E T.-1 ( )Tj
-0.003 T 30.65imp)2 (l)-10  (ce.pp (l)-20 (l)-12 (y)v)-10  o5 0 Tthesis 3)
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Table 6: Regression models of Job Satisfaction 
 Model 6  Model 7  

 ��-coefficient p-value ��-coefficient p-value 

Age -0.183 0.126 -0.094 0.391 

Gender -0.141 0.564 -0.200 0.369 

Region -0.024 0.578 -0.040 0.318 

Employer 0.496 0.154 0.364 0.251 

PSM -0.261 0.305 -0.231 0.320 

Role     

- Manager/SPO 1.293* 0.035 1.067 0.056 

- PO 0.133 0.809 0.197 0.694 

- PSO 0.107 0.849 0.081 0.874 

- CA 0.461 0.502 0.343 0.584 

- Other 0.233 0.733 0.419 0.503 

- Admin [Baseline]  [Baseline]  

Duration of Service 0.052 0.467 0.023 0.722 

Employed June 2014 -1.484 0.127 -1.839* 0.039 

E-P Match     

- Yes: NPS 0.895 0.056 0.521 0.224 

- Yes: CRC 1.038* 0.044 0.627 0.184 

- Not Consulted 0.197 0.584 0.027 0.934 

- No Match [Baseline]  [Baseline]  

Value Congruence   0.983*** 0.000 

Constant 7.350** 
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falls marginally outside the 5% level of significance. Interestingly, Model 7 shows that, once 

value congruence is held constant, whether respondents were employed on the 1st of June 

2014 has a significant 
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4. Discussion and Limitations 

A. Discussion of Results 

This study’s most important result is that TR has not resulted in disparate levels of PSM 

between NPS and CRC employees, contra-
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than the government originally made out (Phillips 2014). Just as had been observed in the 

2012 failed PbR pilot in Leeds prison (HoC 2016), bidders for the CRCs were wary of taking 

on additional financial risk when already facing squeezed profit margins resulting from the 

competitive bidding process (Hedderman 2013). Ultimately, only £259m of the £3.79bn 

lifetime value of the 21 CRC contracts is expected to be paid out on account of PbR (based 

on a predicted 3.7% reduction of reoffending), meaning that PbR only accounts for about 7% 

of the CRCs’ total contract value (NAO 2016). Comparison with the PbR arrangements 

employed in the Work Programme, for example, in which roughly 80% of payment to 

providers was contingent on outcomes (NAO 2014b), gives an indication of the relative 

leanness of TR’s PbR elements. The PbR arrangements with the CRCs are also weakened by 

the fact that they only operate at the aggregate level (i.e. organisational performance), rather 

than at the individual level. 

The problem with the sceptic’s argument is that it neglects the evidence that CRC employees 

did 
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been willing to modify their actions to accommodate them (to the detriment of service 

quality). Contrary to the argument 
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The second major outcome of this study is the 
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they agreed to provide their labour at a low price in exchange for opportunities to provide 

meaningful assistance to vulnerable people, was broken with the redesignation of the officer-

probationer relationship as a market relationship (Burgess and Ratto 2003; Titmuss 1970), 

resulting in very low levels of value congruence and job satisfaction. That E-P match was 

found to have a significant relationship with value congruence in Model 5, even though the 

‘preference’ referred to was one expressed to Trust managers over three years ago, indicates 

that (i) the factors that informed respondents’ earlier organisational preferences (ideology, for 

example) remain relevant in the determination of value congruence three years later (and 

have likely not changed), and (ii) managers risk harming their staffs’ levels of job satisfaction 

if they request preferences from them that they are not able to fulfil. 

Reviewing prior surveys and interviews of probation workers provides insight into additional 

factors that may have contributed to CRC employees’ lower job satisfaction. Robinson et al. 

(2016, p.168) report that many of the CRC employees they surveyed ‘alluded to the idea of 

the NPS as ‘the elite’ organisation, casting the CRC in the role of ‘second class’ probation’, 

and suffered a significant status anxiety on account of their allocation. Some CRC employees 

reported that they had resorted to describing themselves as being simply ‘from probation’ in 

meetings with external organisations, ‘either to enable the other’s understanding or to avoid 

feelings of stigma associated with being (1) not NPS and (2) a (quasi-private) ‘company’’ 

(Robinson et al. 2016, p.168). The prominent sense that the CRCs constitute a second-rate 

probation service has been attributed to, firstly, the fact that CRC staff are not subject to any 

training or qualification requirements following deregulation under TR (Clare 2015; Justice 

Committee 2017b), and secondly, because the CRCs are only responsible for medium-and 

low-risk cases. In his interviews with 20 male probationers, Kay (2016, p.165) found that the 

risk-based split at the core of TR had led to questioning amongst probationers as to ‘the 
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allocation, CRC staff appear to have 
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supported by Burke et al.’s (2017) finding that probation managers often seemed ‘somewhat 

energized’ (2017, p.196) at the prospect of developing new practices and being freed from 

bureaucracy. Waring and Bishop’s (2011) study of an involuntary transfer of NHS employees 

to a privately-managed hospital found a similar result to the present study: doctors were 

found to have welcomed the changes, viewing them as a source of autonomy and freedom 

from bureaucracy, whereas those further down the professional hierarchy tended to be 

disempowered and disillusioned with the realities of commercial healthcare. 

Duration of service, on the other hand, was not found to be a source of intra-organisational 
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(although none as significant as TR) over the last two decades (Mair and Burke 2012; Burke 

and Collett 2016).  

 

B. Limitations  

As with any voluntary survey, one possible limitation of the results is the risk of self-

selection bias. That said, the demographic similarities between the respondent sample and 

that of Kirton and Guillaume (2015) suggest that either (i) both samples are representative of 

the total probation workforce, or (ii) self-selection bias has operated in a near-identical 

fashion in both surveys. It is not possible to conclusively determine which explanation is 

correct, due to the lack of available information on the demographic profile of CRC 

employees. However, comparison with recently published data on the demographic profile of 

NPS employees (MoJ 2016) confirms that the demographic profile of this study’s NPS-based 

cohort is proportionate to the total NPS population in terms of age, gender, and role. 

Care was taken to appear neutral with respect to attitude towards TR in the naming of the 

survey (‘Measuring Transforming Rehabilitation’s Impact on Public Service Motivation’) 

and in the wording of the survey’s cover note and questions. However, a risk remains of 

social desirability bias having artificially inflated PSM scores. The fact that most responses 

came from union members responding to a request from their union to participate in the study 

is another potential source of bias, given the unions’ opposition to TR and earlier findings 

that union members were often amongst the most aggrieved with TR (Burke et al. 2017). 

Potentially, this may have resulted in artificial down-tariffing of value congruence and job 

satisfaction scores, or biased the results of the second set of questions outlined in section 

2.B.IV. 
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survey in the post-TR context was deemed to be a good alternative, due to the near-random 

nature of the allocation process which created th
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5. Conclusion 

This study was prompted by a need to address two gaps in the PSM-theory literature. The 

first gap concerned the 
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As shown in Table 7, the hypothesis advanced to test the possibility of PSM’s vulnerability to 

reduction (Hypothesis 1) was not supported by results. CRC employees’ PSM levels are not 

significantly lower than their NPS counterparts (in fact, the mean PSM of the two groups are 

extraordinarily close), indicating that PSM is not vulnerable to reduction through negative 

adaptation processes. The results show that PSM is a much more resilient, stable (or, at least, 

very slow moving) variable than psychological states like value congruence or job 

satisfaction. 

Having regard to the possibility that PSM’s relationship with job satisfaction is mediated by 

value congruence (tested in the evaluation of Hypothesis 4), the results do not support this 

proposition, although they do not conclusively reject it either. No statistically significant 

relationship between PSM and job satisfaction was found, which was interpreted as 

indicating the breakdown of the PSM-job satisfaction relationship in a post-reform, politically 

charged, working environment in which reforms efforts have not been well received, as is the 

case in the current English and Welsh probation service. In this context, it seems that PSM 

ceases to matter for job satisfaction, with the latter, instead, being closely related to 

employees’ levels of value congruence with their employer. This result does not necessarily 

indicate that value congruence does not mediate the relationship between PSM and job 

satisfaction; it is possible that it still does, but that in these extreme working contexts value 

congruence becomes so significant in the determination of job satisfaction that it usurps the 

significance of PSM’s relationship with job satisfaction. 

The two main theoretical contributions of this study are, accordingly, as follows. Firstly, it is 

concluded that PSM is not vulnerable to diminution on account of adaptation to a working 

environment that is not supportive of public service values. It remains possible that NPM-

style reforms, for example, may still gradually reduce the PSM of a public sector workforce 

through ASA-processes (i.e. pre-existent workers’ PSM may not change, but new recruits 
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