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The purpose of this study is to probe the main determinants of job satisfaction (JS)
and turnover intention (TI) in the public sector, as identified in the relevant literature:
goal congruence, intrinsic and extrinsic work motivation, and interpersonal trust.
Drawing on Simon’s two-factor theory, as well as employing a systematic conceptual
and empirical model, this research analyzes two dimensions of TI among public
employees (conflictual TI and developmental TI) to identify important antecedents
and mediating conditions (pull factors and push factors) of TI. Large data sets from
the Merit Principles Survey (MPS) are used to develop an ‘antecedent-mediator-out-
come’ model that empirically analyzes and tests the direct and indirect effects of a set
of attitudinal and behavioral influences on JS and two types of TI within US federal
agencies. The research finds that certain predictors and mediators play major roles in
meaningfully diminishing the levels of conflictual TI and developmental TI while
significantly boosting JS. Based on a discussion of the main findings, research and
practical implications for public management theory and practice are provided.

Keywords: turnover intentions; job satisfaction; interpersonal trust; intrinsic and
extrinsic motivation; goal congruence; public human resource management; US
federal agencies

Introduction

Regardless of the types of organizations, human resources are important organizational
assets determining core organizational capability, effectiveness and performance,
together with other sorts of resources such as material or intellectual resources. The
logistics and paradigms of managing people in organizations have evolved over the
years in three different stages: (1) more traditional models of public personnel manage-
ment, (2) result-based human resource management (HRM) and (3) strategically posi-
tioned human capital management (OPM et al., 2005). Public management reforms all
over the world have been driven by different philosophical components, including man-
agerial, political and technical motivations. In regard to HRM function in the public
arena, especially under the rubric of new public management, result-oriented and mar-
ket-based reforms have been radically initiated in order to respond to cost pressures,
increased attention to customer satisfaction, and emphasis on recruitment, retention and
productivity, all of which serve to heighten awareness and scrutiny of the significant
role HRM plays in advancing the mission and performance of public agencies and in
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responding to ‘increased competition for talent’ and ‘changing worker values and
expectations in federal agencies’ (OPM et al., 2005, pp. 5-7).

Performance and accountability enhancement are enabled when internal competition
based on human resources, as well as external competition based on physical resources,
is secured. In order to secure internal competition, certain environmental conditions
should be created where organizational members can demonstrate their full capability
through satisfaction in job performance. The satisfaction of members in job perfor-
mance is embodied in job attitudes like ‘organizational commitment’ and ‘job satisfac-
tion.” When the attitudes of organizational members towards their jobs are not
satisfactory, members are tempted to bear grievance against the organization and their
jobs and incubate an intention to leave their current workplace. This means that posi-
tive job attitudes like job satisfaction, organizational commitment and involvement are
significant factors influencing turnover intentions. Turnover acts as a hindrance to orga-
nizational performance in the following ways. The first is the generation of costs for
new human resource recruitment and training. The second is the problem of productiv-
ity decline due to the loss of skilled labor. The final ways are structural damage to
communication and the problem of declining trust among members. As such, turnover
may be considered to be a very important determinant of human resources management
on both an organizational level and an individual level for organization members. Light
(2002) pointed out that a strong civil service has five characteristics: members are (1)
motivated by the chance to accomplish something worthwhile on behalf of their coun-
try, (2) recruited from the top of the labor market, (3) given tools and the organiza-
tional capacity to succeed, (4) rewarded for a job well done and (5) respected by the
people and leaders they serve (cited in Soni, 2000). However, there are many circum-
stances in which public agencies do not embody such strong civil service traits and
rather emphasize the imminent threat for more serious human resource crises.

Against this backdrop and drawing upon scholarly works from several disciplines,
such as Simon’s two-factor theory, as well as employing a systematic conceptual and
empirical model, this study analyzed and verified the direct and indirect effects of a set
of attitudinal and behavioral influences on job satisfaction (JS) and on two types of turn-
over intentions (TI), conflictual TI and developmental TI, within US federal agencies.
Specifically, as predictors and mediators, this study examined the effects of goal congru-
ence, work motivation (intrinsic and extrinsic motivation) and interpersonal trust (trust of
supervisors and managers) on JS and TI. Therefore, the following set of research ques-
tions and hypotheses were proposed. First, what are the main predictors that affect JS
and TI on an individual or organizational level? Can we confirm the dimensionality of
TI, both conflictual and developmental? Second, how do intrinsic and extrinsic motiva-
tions differently affect trust, JS and the two types of TI? Can we observe disparate
impacts of each type of motivation in the public sector? How might employees’ percep-
tions of goal congruence affect their motivations? Third, what is the managerial role of
interpersonal trust in increasing or decreasing JS and TI? Is it statistically significant? In
our attempt to answer these research queries, we provide the theoretical and managerial
implications of research on JS and TI for public management scholars and practitioners.

This research utilized data collected as part of the Merit Principles Survey 2005,
conducted by the US Merit Systems Protection Board (MSPB) to identify the main
determinants of JS and TI in the public sector. In order to test these hypotheses, the
present study employed exploratory factor analysis (EFA), confirmatory factor analysis
(CFA) and a structural equation model (SEM) to operationalize and confirm latent
constructs, as well as to examine the relationships among variables. This paper
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concludes with an explanation of the findings and a discussion of research implications
for the enhancement of JS and reduction of TI of federal employees. We also reveal
the limitations of the study and offer suggestions for future research.

Theoretical framework
The concepts of job attitudes

Previous research indicates that various types of organizational, managerial and individ-
ual-level antecedent factors are associated with different types of job attitudes

Specifically, job attitudes, such as JS and TI, are critical elements defined as emo-
tions and reactions felt by organizational members while performing their jobs (Petty &
Cacioppo, 1986). In other words, job attitudes can be understood as aspects of the job
itself and the work environment on a cognitive, evaluative and behavioral level among
organizational members. Job attitudes are presented as important elements determining
the behavior of organizational members with regard to job performance, turnover and
absenteeism. For example, Locke (1976, p. 1394) defined the concept of JS as a ‘pleas-
ant and positive state of mind obtained by assisting job value or achieving it actually’
and Weiss (2002, p. 6) defined it as ‘an evaluative judgment based on positive or nega-
tive assessment for job situation or job.” In other words, JS is a positive state of mind
obtained through personal job experiences or assessments.

TI is recognized as a main factor in reducing job performance and entails a negative
result for the development of an organization, but also has important significance
because it can be utilized as a forecasting tool for minimizing negative factors. TI is
defined in various ways, depending on each scholar’s perspective. Mobley (1982), for
example, defined TI as an individual receiving monetary compensation from an organi-
zation for giving up a role as an organizational member, while Allen and Meyer (1990)
defined it as an organizational member’s intention to leave the current workplace and
give up membership in the organization either voluntarily or against his or her will.

As shown in the definition of Allen and Meyer (1990), turnover can be character-
ized as voluntary or involuntary. Voluntary turnover is related to conflicts with seniors
or colleagues and dissatisfaction with the company in terms of self-growth and devel-
opment, wages and working conditions. Voluntary turnover decisions are driven by per-
sonal reasons, including marriage, pregnancy and parenthood. On the other hand,
involuntary turnover includes layoff, dismissal by disciplinary action, retirement due to
age limits and death.

Voluntary turnover that is generated by individual intention could be controlled and
managed if some factors affecting the intention could be identified and rectified. Thus,
the main research themes of this study center on the voluntary TI of public employees
and relevant preconditions. While the majority of previous empirical research on TI has
probed one dimension of TI, this study divided the constructs of TI into two sub-
dimensions and analyzed both dimensions: (1) turnover intentions caused by human
resource development (HRD) opportunities or by desire to make more of a difference
(developmental TI) and (2) turnover intentions caused by organizational and interper-
sonal conflicts within an organization (conflictual TI).

Theoretical background

This study explored TI, drawing upon March and Simon’s (1958) two-factor theory. The
two-factor theory explains the determinants of TI using two factors, an individual’s



S. Kim and S.M. Park

66

sorouagde snn digsiopes] (Z102) Isnn
WTH [eIopaY SN JANIUT0D PuB JATIOFY K10STATOANS pUB Pareys ‘UONBAIOW JISULNXd puR oIsULju]  Aourey 2 yed  [euostadrduy
(¥861)
poomspodg
uonoeysnes qol % 1pleysng
VAONVY  10J03S 9JBALl]  ‘UOLDAOUL YIOM [DUIDIUT Kyxordwod ysey ‘vonedonred ‘Aymoygrp eo3 Areo [eon ‘ayeuyog
(9z1s uoneziuesio
103098 ‘armyno Teoryoresdry ‘ode) par) s10)oej [euonmnsul ‘(AINu)
wgoiduou ‘sA qol ‘uoypanow d1suLyxa UoyvAIOUL J1SULIIUT) SI01OR] (6002)
WYH  10309s orqngd JUSUWIDA[OAUL qOf reuoGeuew ‘(Aomuyle ‘98e 1opuod) siojoey oryderSowaq Yried 2 PIOA
(souonadxae Aouo3e ‘oFe
uoIssaIgor (sorousSe (9A®9] 03 JUSIUL ‘sye)s A10s1A10dns ‘AjLIOUTW O[RUIQ) ‘SOIINOSAI [BNPIAIPUI)
onsi3o| [e1apay) ‘uonoeysnes 20Kodud) SO[qBLIBA [0NUO0D ‘DUnId2dX2 pADMaL IISULIIXD ‘SSAUPJOIIP (1107) uwoneanow
pue STO  SI0)99s d1jqng sopmipe sokojdurg [e0S ‘ssourypiomisnyy [eLIoSeurll ‘UOUDPAROW JISULIUT A1194 29 oY) NIOA
(opeId ‘uoneonpa 19puad ‘UoneIOQER[[0d [BUIIUL
‘uonjoeysyes qof ‘uonoeysyes uoisiazadns ‘uonoejsnes Sururen
‘uonoeysies uonowold ‘uonoeysiyes Aed) so[qeLieA [0NUOD
uoISsaI3ar (sorouo3e ‘(Aroygroads uorsstw ‘Kyroyroads [eo3-qol ‘eouenodur [eo3-qol
nsI30] [eIopay) quounIuwod [eog-qof) suondadiad [eod ‘(uoneoyroads jo51e) (1102)
[eUTwounNj  J10)09S JI[qN  UONBALIOW SDTAISS OI[qNJ ‘uoneoyroads own ‘vonen[ead weidoid) GnSiquiv oy  Ksurey 2 Jung
(soroua3e
[BI19p3}) uonoeysnes qol ‘Qoudrea  (1107) Aopued
WS I0p0s orqng WSIONUASqy  UoIsSIW “poedwl oM ‘UoneAnOW 901A19S d1qnd Wrmpo [pon 2 WSUM
(Koeorgo-J1os) apmme qol “oeqpasy
(o118 ‘(L1ynads 803 qol ‘Aynoyjip [eod qol) sonsivoeIRyd Aep pue
JI0X MIN) qol ‘(A31oy13ds [€03 [eUOnEZIULSIO0 ‘SIUTRISUOD UINIZU0d
(ASD) INAS  10399s o1jqng UOIJBAJOW JIOM [enpasod 9o1guod 1803 [euoneziuedio) 1xQuod oA\  ($007) WSHA ®0H
sasf[eue so[dueg (s)arqertea Jjuapuadaq s1ajoweaed pue ssjqeries Judpuddapuy Y2183saYy SI[qeLIBA
/spoyjeu
[eansners
‘IL PUB Sf UO UoIeasal Jo AJewuns y ] 9[qe],

#10¢ [1dY 60 80:G0 1 [wiX euoss] Ag pspeojumoq



67

International Review of Public Administration

"0UBLIBA JO SISA[BUY VAONYV ‘[9POJAl JBaUIT [edIYOIRIdTH (N'TH ‘[OPOJN UOISS2ISY [eoryoIedl [JAYH ‘renbg 1seaT AreurpiQ :S0 [OPOJA uonenby [emonng :AHS 910N

uorssaIgar
onsI0]

INIS

INFS

INHS

NS

sisAjeue
uoISSaIFoY

NFS

INdS

(sorouage
Je1opay)
10309S o1qnJ
(o118
©131000)
103998 21[qng
(oreg euerpuy)
103998 o1qng
(19A9] [BO0]
pue Je)s)
10309s o1qnd

(sorouo3e

[e10pa))
101038 o1[qng

(o118
BPBAAN)
103998 o1qngd
sures}
Sunnsuoo
XeL
JUSWIUIIAOT
Tediorunw
EPLIO[ pNoS

24v2] 0 uoUAIUJ

uonuaUul J240UINJ

d2a0uin]

uononfsyvs qor

S10m Jo Ayenb paareorod
‘doueunioprod paaredrad
‘uononfsyos qor

uononfsyvs qor

doueuIojrad
[euoneziue3i0
JUSUY IO
[euoneziuesio
‘AAnonpoid

(uoneonpa o8k ‘901 IOPUS :SI[qRLIBA
oydesSowap-oroos/diysioquiow uorun ‘Arefes guowkodwo
Jo s1eak ‘uonisod qof ‘Sururen ‘uonoeysnes qol :sajqerrea
PAIR[2I-I0M) SO[BLIBA [OUOD [OAJ[-[ENPIAIPUI ‘(UOIsIAIdNS
Sunzoddns-ooueuioyiod ‘woisAs premar paseq-eouetiopiod
JuowoFeuew 9duewIONd) Sa[qRLIBA [9AS[-UOT)RZIUBSIO
uonoejsnes qol ‘UoneAnoOWw JI0M WIISAS

Suuoyiuow 9ouewIopad ‘wdIsAs Sul[[o1U0O ATRUOIIOSIP
WISAS ANUAIUT ATRIOUOW ‘WA)SAS AUIIUI dFPI[MOUY]
(e1nuoy ‘ooel ‘Jopuod ‘uoneonps ‘o5e) s9[qeLIeA

1y O-d ‘Uonopfsyvs qol ‘uoneAnow IAIIS dIqnd

3

[onuod

oouoniSuod onjeA ‘uoneAnow d01AI0s orqnd ‘uonoejsnes Ked
(9ouenunuos ‘oAnEULIOU

‘QAnooye) Jusunruwods ‘suondosiad Aymbs empasord
‘swoysAs [esrerdde souewioyiad 0Ano2[qo ‘uoneanow
PajuaLIo-001A10s o1qnd ‘quauromodwe ‘Ajure[d (8o “TOL
Suruuerd uorssooons ur uonedionred

‘swes3oxd Suuoyuow ur uonedionted ‘quowdojossp

100189 JO 1oddns s 1osiazadns ‘saniiqe/Q3pajmouy

/SIS Jo uonezimn ‘ssouney [esreidde souewIolog

110JJ9 Wed) pue ‘FULIOUOW Wed) ISny) Wwed],

s Jeuonjeziuedio ‘quauuomodwe ‘uonedionted Soeqpesq

#10¢ [1dY 60 80:G0 1 [wiX euoss] Ag pspeojumoq

(1102

ZJUAWI[ 29 99T
(0102) SHed
(8007) 1y3ug
(8007) Aopued
% WSUM

(L002)
Kourey » led

(2007) wryy

(0107) Sutyg
2 3uor a9

(0007) ueyAN

uonuAuUI
Jaaouang,

uondeysnes
qor



Downloaded by [Seona Kim] at 05:08 09 April 2014

68 S. Kim and S.M. Park

internal (push) factors and external (pull) factors. It describes how the following two
essential factors work in individuals’ decisions on whether they leave or stay in their pres-
ent job: (1) the perceived desirability of movement from one’s present organization and
(2) the perceived ease of movement from one’s present organization. Similarly, March
and Simon’s (1958) theory posits that TI is motivated by ‘whether an individual wants to
leave the organization’ and ‘whether there exists the possibility that an individual can
leave by external factors.” In particular, it points out that the influential factors in the
perceived desirability of movement and ease of movement differ in each case.

Desirability of movement is mainly influenced by job attitudes such as JS and com-
mitment to the organization. In addition, March and Simon (1958) suggested the possi-
bility of intraorganizational transfer as an important determinant of turnover
desirability. Jackofsky and Peters (1983) also pointed out that as internal and external
rewards are essential factors in determining job satisfaction, there is the possibility that
the two types of rewards could be indirect influential factors on the desirability of
movement as well. Accordingly, desirability of movement is a concept that has been
dealt with extensively, and previous research has found that JS is a core factor in
desirability of movement. Thus, desirability of movement is decided by the feelings an
individual has while performing his or her job in an organization. Therefore, this study
designates TI incurred by an individual’s internal factors as a ‘push factor,” and
addresses conflictual TI as a push factor. In short, conflictual TI is defined as turnover
intention occurring due to a negative state of feeling towards carrying out an individual
task, such as the conflict generated by the relationship between superiors and
colleagues and the conflict generated by unfair treatment in an organization.

On the other hand, ease of movement is mainly influenced by extraorganizational
factors such as job market conditions and labor market mobility. March and Simon
(1958), addressing influential factors in ease of movement, examined individual charac-
teristics like job ability as well as extraorganizational factors. They argued that individ-
uals with better job abilities are most likely to be attractive in the job market and that
this situation may function as an essential factor in ease of movement. In addition, job
performance puts its focus mainly on person-job fit, and fit is the most important factor
in JS. Therefore, March and Simon (1958) argued that job ability level could be an
indirect influential factor in desirability of movement.

It can be said that ease of movement is determined by external factors, such as the
environment and job market mobility, as well as an individual’s job ability value in the
job market. Therefore, the present study designates the turnover intention incurred by
individuals® external factors as a ‘pull factor’ and addresses developmental turnover
intention by this pull factor. Developmental TI is defined as the turnover intention
occurring due to cases where an individual is given an opportunity to make better use
of his or her job abilities and where there are opportunities available for better working
conditions. Drawing upon scholarly works from several disciplines, such as Simon’s
two-factor theory, as well as employing a systematic conceptual and empirical model,
the present study analyzes and verifies the direct and indirect effects of a set of attitudi-
nal and behavioral influences on JS and two types of turnover intentions, conflictual TI
and developmental TI, within US federal agencies.

A research model

Based upon a review of previous research models and findings, a heuristic research
model was constructed as shown in Figure 1, illustrating the relationships among
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Figure 1. Research model: antecedents and mediators of JS and TI of federal employees.

predictors, mediators and consequences in US federal agencies. Antecedents comprise
goal clarity/congruence, intrinsic motivation and extrinsic motivation. Interpersonal trust
(including trust in supervisors and trust in managers) and job satisfaction are designated
as mediators in this study. In regard to outcome variables, turnover intention of federal
employees is categorized into two different constructs: (1) TI caused by pull factors
(e.g., desire to make more of a difference or increased opportunities for advancement)
and (2) TI due to push factors (e.g., organizational or interpersonal conflicts within
agencies).

Interpersonal trust, JS and TI

Trust can be classified in many ways, depending on the analysis unit and the perspec-
tive. For example, it can be viewed as organizational trust (members’ attitudes about
their organization) or interpersonal trust within relationships among the members of an
organization (Kiffin-Petersen & Cordery, 2003). Recently, it has often been classified as
vertical trust, which is formed in the hierarchical relationship between supervisor and
supervisee, lateral trust among colleagues, and institutional trust between members and
their organization. Recent studies have also divided trust into organizational trust,
supervisor trust, peer trust and interpersonal trust by considering the multi-level aspects
of targets and emphasizing diversity in the members and duties of an organization, in
addition to individual, group and organizational analysis units (Butler & Cantrell, 1984;
Mishra, 1996; Park & Rainey, 2012). The current study probes into interpersonal trust,
with a focus on trust in the behavior and attitudes of supervisors and managers.

Interpersonal trust is a cognitive or perceptual concept by which organizations can
facilitate informal and formal processes to motivate their employees and to attain high
performance on a voluntary basis. Hence, well-established, trustworthy relationships
among organizational constituents may accommodate and promote a higher sense of
mutual responsibility, accountability and cultural diversity, and a higher level of organi-
zational civic perceptions and behaviors within organizations (J.W. Graham, 1991).
Because specific organizational outcomes can be formed after trust has been built
among the members of an organization, people have become interested in how to build
trust and how trust can be a mechanism to overcome administrative and procedural
shortcomings. Thus, trust can be understood as a critical social capital factor in bureau-
cracy where centralized, relationship-oriented, formalized and rule-based cultures might
prevail more than in the private sector (Park et al., 2013; Rainey, 2009).
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Employees within public agencies perform their work under close mutual relation-
ships among supervisors and managers. Trust in leaders is considered to play a signifi-
cant role in increasing work efficiency and organizational performance by narrowing
the psychological and communicative gap between managers and staff within organiza-
tions. This situation results in the development of more flexible, rational and develop-
ment-driven cultures. Also, organizational members with affective and relational trust
in leaders are more likely to be satisfied with their jobs, work environments and other
institutional arrangements. In particular, previous research indicates that praise and rec-
ognition of general staff by managers, as well as team- and task-skills training,
strengthen the degree of trust among staff and managers and have a positive impact on
individual organizational commitment and job satisfaction by raising the level of per-
ceived support (Ashleigh & Prichard, 2011). Additionally, several studies have revealed
that in many cases, job satisfaction mediates or moderates the relationship between trust
and turnover intention by enhancing the negative impact of trust on turnover intention
(e.g., see Cho & Perry, 2012; Tzafrir & Enosh, 2011). We may expect that the more
employees possess a higher level of trust in leaders, the lower their level of turnover
intentions, conflictual TI and developmental TI.

H1: Interpersonal trust is directly and positively related to JS. That is, public employ-
ees with a high level of interpersonal trust will have a high level of JS.
H2: Interpersonal trust is directly and negatively related to conflictual and develop-

mental TI. That is, public employees with a high level of interpersonal trust will
have a low level of conflictual TI and developmental TIL

Motivation, trust, and outcomes

Motivation means that either an individual or a group is desirous of doing work of their
own accord. People not only have different levels of motivation, but also have varied
types (or orientations) of motivation because it is a multidimensional concept (Ryan &
Deci, 2000a, 2000b; Vandenabeele, 2007).2 The distinction between intrinsic and
extrinsic motivation has been introduced in academic disciplines to probe for discrete
antecedents or consequences of the two kinds of motivation in social psychological
processes. Intrinsic motivation is a motive that is vested by individual voluntary inten-
tion, not by external factors, and it is defined by a sense of interest, achievement and
satisfaction, and a positive state of mind (Guay, Valleran, & Blanchard, 2000). On the
other hand, extrinsic motivation is a motive generated involuntarily by external factors,
and it is generated by a response to external requests or as a means of obtaining mone-
tary or non-monetary compensation, not by voluntary desire.

Research studies on the meaning and role of public sector motivation or public
service motivation (e.g., see Perry, Hondeghem, & Wise, 2010; Perry & Wise, 1990;
Vandenabeele, 2007) and its influence on organizations have been conducted in various
ways, but few have investigated a direct relationship between work motivation in the
public sector (government employees’ psychological state) and trust. However, it has
been shown that, as antecedent factors, specific types of work motivation (e.g., intrinsi-
cally or extrinsically oriented motivation) are positively related to job satisfaction and
organizational commitment (Vandenabeele, 2007) and affect performance and turnover
intention (Park & Rainey, 2008). In addition, (Park & Rainey 2012) found that intrinsic
work motivation has positive effects on cognitive and affective trust.

A variety of antecedent factors affecting trust have been studied, including the
trusting person’s characteristics, the trust period, the counterpart’s characteristics like
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capability and role, the organizational structure and the personnel system (Dirks &
Ferrin, 2002). Among these, a number of studies have shown that work motivation is a
key factor to improve organizational performance, job satisfaction, organizational
commitment, turnover intention, and both organizational and interpersonal trust
(organizational variables) (Hackman & Oldham, 1975; Moynihan & Pandey, 2007).

Drawing upon previous studies on work motivations, trust and other organizational
outcomes, first, we posit that intrinsically or internally motivated employees are more
willing to positively recognize the social values of streamlined communications, high
standards of integrity, equitable treatment and psychological attachment and, hence, are
more likely to have a higher level of trust among organizational constituents than
extrinsically motivated employees, who are less attracted by relational or communica-
tive factors within organizations. Second, drawing upon theories of work motivation
and organizational trust, we also posit that interpersonal trust mediates the relationship
between motivation and JS and TI outcomes. That is, highly motivated employees will
be more satisfied and are less inclined to leave their organization if they develop and
maintain interpersonal and relational trust configurations. We examine these effects
separately, as follows:

H3: Intrinsic work motivation is indirectly and positively related to JS through its
direct influence on interpersonal trust. That is, public employees with a high level
of intrinsic motivation will have a high level of interpersonal trust and JS.

H4: Intrinsic work motivation is indirectly and negatively related to conflictual and
developmental TI through its direct influence on interpersonal trust. That is, pub-
lic employees with a high level of intrinsic motivation will have a high level of
interpersonal trust and have a low level of conflictual and developmental TI.

HS: Extrinsic work motivation is indirectly and positively related to JS through its
direct influence on interpersonal trust. That is, public employees with a high level
of extrinsic motivation will have a high level of interpersonal trust and JS.

He: Extrinsic work motivation is indirectly and negatively related to conflictual and
developmental TI through its direct influence on interpersonal trust. That is, pub-
lic employees with a high level of extrinsic motivation will have a high level of
interpersonal trust and have a low level of conflictual and developmental TIL

H7: Intrinsically motivated employees are likely to have a higher level of
interpersonal trust and JS, and a lower level of TI, than extrinsically motivated
employees.

Goal congruence, motivation, trust and outcomes

Research based on Vroom’s (1964) expectancy (Valence, Instrumentality, Expectancy,
VIE) theory suggests that motivation comes into existence when three elements are
combined, such as ‘valence, instrumentality, and expectation.” In other words, expec-
tancy theory explains job satisfaction and organizational performance depending on
how clearly the effort, outcomes, reward, and goal are linked with each other. In a sim-
ilar context, path-goal theory (PGT) also begins with the argument that the path
between the goal-effort-outcome should be clear. In other words, it maintains that great
leadership can be achieved by a leader who can clearly outline and promote a path
towards a goal to the organizational members. Thus, PGT suggests that a great leader
is one who can clearly suggest a task goal and define a clear path to achieve the task
goal, including necessary procedures, in order to increase positive job attitudes. When
this situation is realized, organizational members can carry out their tasks on the basis
of a higher level of motivation, which leads to an improvement in organizational effec-
tiveness. In other words, it is imperative to define an easily-understood and clear goal



Downloaded by [Seona Kim] at 05:08 09 April 2014

74 S. Kim and S.M. Park

Table 3. Survey respondents.

Contents Dimension Frequency Rate Contents Dimension Frequency Rate
Gender Male 20,283  55.7% Type of Headquarters 6477  18.0%
Female 16,126  44.3% workplace  Field 29,520 82.0%
Age 20~29 1246 3.4%  Department Agriculture 2004 5.4%
30~29 4433 12.6% Air Force 3430 9.3%
40~49 11,833 30.5% Army 4919  13.4%
50~59 14,811  41.3% Commerce 1085  2.9%
60~69 3270 9.1% Defense 1568  4.2%
70 or 158  0.4% Education 350  1.0%
older
Final High 9601  26.3% Energy 397 1.1%
education school
College 5619  15.4% EPA 124 0.4%
Bachelor’s 11,950  32.8% FDIC 136 0.4%
Master’s 6554  18.0% GSA 307 0.8%
PhD 2022 5.5% HHS 2021 5.5%
None 722 2.0% HS 2258  6.2%
Years of 1~9 9092 24.9% HUD 215 0.6%
public 10~19 10,353  28.3% Interior 1212 3.3%
service 20~29 11,513 31.5% Justice 1952 5.4%
30~39 5276  14.4% Labor 436 1.2%
40~49 334 1.0% NASA 294 0.8%
50 or 22 0.1% Navy 3868  10.4%
more
Race Indian 1537 4.2% OPM 1450  3.9%
Asian 1553 4.2% SSA 419  1.1%
Black 4596  12.4% SD 1110 3.0%
Hawaiian 383 1.0% Transportation 2163 5.9%
White 27,152 73.5% Treasury 643 1.8%
Hispanic 2567  7.0% VA 4443  12.0%
Total 36,926 100%

Note: EPA: Environmental Protection Agency; FDIC: Federal Deposit Insurance Corporation; GSA: General
Services Administration; HHS: Health and Human Services; HS: Homeland Security; HUD: Housing and
Urban Development; NASA: National Aeronautics and Space Administration; OPM: Office of Personnel
Management; SSA: Social Security Administration; SD: State Department; VA: Veterans Affairs.

to organizational members and to provide them with the means to achieve it. Accord-
ingly, the present study, on the basis of VIE theory and PGT, attempts to deal with
‘goal congruence,” or how well organizational members understand a task goal, as an
important variable in motivating employees.

As being displayed, it was confirmed that the organizational goals and missions in
federal agencies play an important managerial role in boosting work motivation as
Locke’s goal setting theory suggests. For example, technically speaking, from Manage-
ment By Objectives (MBO) points of view, when public employees are willing to
accept goals and to make agreement with setting the goals with managers and supervi-
sors, it is possible to draw employees’ devotion to the standards, norms and values that
must be followed within the organization. In other words, when the organization’s goals
are better accepted by its members, the level of cohesiveness and commitment to the
organization would be much higher. The goals clarify directions of employees’ deci-
sion-making processes and encourage employees to put their every effort to achieve
and maintain their own goals. Further, the findings imply that the goal acceptance and
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Table 4. Descriptive statistics.
Variable Item Mean Std.D.
Goal congruence 1. I understand my agency’s mission 1.544 0.6827
2. My agency’s mission is important to me 1.466 0.6401
3. I understand how I contribute to my agency’s mission 1.611 0.7361
Intrinsic 1. Recognition from my coworkers 2.149 0.900
motivation 2. My duty as a public employee 1.641 0.7115
3. Desire to help my work unit meet its goals 1.620 0.6907
4. Personal pride or satisfaction in my work 1.265 0.4966
5. Non-cash recognition (letter of appreciation, plaque) 2.709 1.0984
Extrinsic 1. A cash award of $100 2.944 1.1046
motivation 2. A cash award of $1000 2.058 1.0121
3. Desire for a good performance rating 1.825 0.8470
4. Increased chances for promotion 2.031 1.0239
5. A time off reward of 8 hours 2.512 1.1062
Trust in 1. Fairly assess my performance and contributions 2.155 1.0763
supervisor 2. Listen fairly to my concerns 2.165 1.1018
3. Apply discipline fairly and only when justified 2310 1.1223
4. Clearly communicate conduct expectations 2.274 1.1010
5. Act with integrity 2.105 1.1041
6. Refrain from favoritism 2473 1.2540
7. Keep me informed 2425 1.1970
Trust in manager 1. Clearly communicate organizational performance 2.581 1.1125
expectations
2. Fairly assess my performance and contributions 2.681 1.1437
3. Listen fairly to my concerns 2.646 1.1532
4. Apply discipline fairly and only when justified 2.650 1.1202
5. Act with integrity 2474 1.1229
6. Refrain from favoritism 2.858 1.2250
7. Keep me informed 2.676 1.1786
Job satisfaction 1. In general, I am satisfied with my job 2.252 1.0114
2. I am satisfied with my organization’s performance 2.997 1.2393
appraisal system
3. I am satisfied with the recognition and awards I receive 3.002 1.1767
for my work
4. Overall, I am satisfied with my pay 2.555 1.0753
5. Overall, I am satisfied with my supervisor 2.339 1.1644
6. Overall, I am satisfied with managers above my 2.789 1.1887
immediate supervisor
CTI 1. Problems with supervisor 3.049 1.2264
2. Problems with coworkers 3.321 1.1089
3. Unfair treatment or harassment 2.900 1.3036
DTI 1. Desire to make more of a difference 2.294 1.0595
2. Opportunity to make better use of my skills and abilities 2.111  1.0695
3. Increased opportunities for advancement 2.049 1.1162
4. Opportunity to earn more money 2.043 1.0893
5. Improved opportunities for training 2.521 1.1014
6. Opportunity for recognition of performance 2.448 1.1100
7. Opportunity for greater organizational stability 2.586 1.1414

Note: CTI: conflictual turnover intentions; DTI: developmental turnover intentions.
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Table 5. Verification of reliability.

Factor Item Conbach’s o
Goal congruence 3 0.857
Motivation Intrinsic motivation 5 0.660
Extrinsic motivation 5 0.762
Interpersonal trust Trust in supervisor 7 0.959
Trust in manager 7 0.960
Job satisfaction 6 0.821
Turnover intention (TI) Conflictual TI 7 0.886
Developmental TI 3 0.852
Table 6. Validity test (results of CFA).
Index GFI RMR RMSEA  NFI CFI TLI AGFI
Suggested cut-off values >090 <0.08 <0.08 >090 >090 >090 >0.85
Goal congruence 0.978 0.031 0.125 0.977 0.977 0.965 0.935
Intrinsic motivation 0.999 0.005 0.041 0.996 0.996 0.979 0.990
Extrinsic motivation 0.994 0.021 0.060 0.989 0.989 0.972 0.979
Interpersonal trust 0.940 0.024 0.079 0.972 0.972 0.964 0.912
Job satisfaction 0.989 0.027 0.065 0.981 0.981 0.964 0.970
CTI 0.960 0.126 0.171 0.958 0.958 0.936 0.880
DTI 0.989 0.021 0.059 0.989 0.989 0.980 0.973

Note: CTIL: conflictual turnover intentions; DTI: developmental turnover intentions. (1) First-order CFA: goal
congruence, intrinsic motivation, extrinsic motivation, job satisfaction, CTI, DTIL (2) Second-order CFA: trust.

congruence might lead to strong work motivation in a way that directs, intensifies and
maintains motivation in the public sector.

Recently, person-environment (P-E) fit researchers have suggested that organiza-
tional outcomes are influenced by interactions between people and environments (Bretz
& Judge, 1994; Kristof, 1996; Kristof-Brown, Zimmerman & Johnson, 2005;
Munchinsky & Monahon, 1987; Vancouver & Schmitt, 1991). Specifically, P-E fit
research highlights the importance of compatibility in person-organization (P-O)
congruence by probing two dimensions of P-O congruence: supplementary and
complementary.® One of the main hypotheses that can be drawn from P-O fit research
is that a higher level of goal congruence is more significantly and positively associated
with work attitudes and behaviors such as job satisfaction, trust, turnover intentions
and performance than a lower level of goal congruence (Boxx, Odom & Dunn, 1991;
Cable & DeRue, 2002; Lovelace & Rosen, 1996; Sims & Kroeck, 1994). These find-
ings were also mirrored in some public administration studies that found significantly
positive relationships between P-O fit and the work attitudes and behaviors of public
employees (Bright, 2007, 2008, 2013).

From a supplementary fit perspective, for example, good person-organization goal
fit is associated with shared organizational values and culture (Bright, 2013;
B.E.Wright, 2004; B.E. Wright & Pandey, 2011). Such fit enhances positive beliefs and
interpersonal trust, helping employees to overcome conflicts and problems when they
occur, achieving a higher level of JS and a lower level of TI. The alignment of per-
sonal goals with those of an organization, such as organizational strategies and visions,
is achieved through close interaction among the members. In this study, we posit that
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sharing organizational goals and values intrinsically motivates people and builds trust.*
That is, job attitudes of organizational members may differ depending on the strategic
orientation and volition pursued by the organization, the core capability of the organiza-
tion and organizational goals, objectives and missions. The importance of sharing goals
and missions cannot be exaggerated because it plays a role in promoting the concerns
and the capability of organizational members in one area. In order to create a consensus
among organizational members about organizational direction and its importance, clear
goal presentation is needed. Through presenting and visualizing clear goals, organiza-
tional members could be motivated either intrinsically or extrinsically by devoting
themselves to the organization in significant ways and as a result, developing trustwor-
thy relations, nurturing job satisfaction and deterring intentions to quit in the long run.

In recent years, various studies have found that individual and organizational trust
plays an essential role in improving organizational performance. Trust improves organi-
zational efficiency by reducing the transaction costs in the organization and helps mem-
bers of an organization participate actively in the organization as organizational citizens
who possess a great deal of responsibility, accountability and ownership. Moreover,
organizational trust plays a key role in the formation of positive emotions between the
members of an organization, which ultimately improves job satisfaction, reduces
turnover intentions and ultimately increases organizational performance. Against this
backdrop, the current study established the following two hypotheses:

HS: Goal congruence is indirectly and positively related to JS through its direct influ-
ence on intrinsic and extrinsic work motivations and their positive impacts on
interpersonal trust. That is, public employees with a high level of goal congru-
ence will have a high level of work motivations, interpersonal trust and JS.

HO: Goal congruence is indirectly and negatively related to conflictual and develop-
mental TI through its direct influence on intrinsic and extrinsic work motivations
and their positive impacts on interpersonal trust. That is, public employees with a
high level of goal congruence will have a high level of work motivation and
interpersonal trust and have a low level of conflictual and developmental TIL.

JS and TI

In this study, as previously mentioned, voluntary TI was divided into developmental
turnover intention (DTI) and conflictual turnover intention (CTI). CTI refers to turnover
cases caused by conflicts with supervisors or colleagues or triggered by unfair treatment
in an organization. On the other hand, DTI is usually generated when employees have
a desire to develop and utilize personal abilities, skills or knowledge (KSA) in order to
get promoted, pursue higher salaries or feel greater personal satisfaction.

A number of research studies have shown that the antecedent factors that are most
closely related to voluntary TI of organizational members are positive job attitudes like
JS, organizational citizenship behavior and organizational commitment (e.g., see Farrell
& Stamm, 1988; Kim, 2012; B.R. Pitts, Marvel & Fernandez, 2011; Stazyk, Pandey &
Wright, 2011; Wright & Pandey, 2010). That is, the higher the level of positive job atti-
tudes such as JS, the more voluntary TI could be mitigated or reduced. From a mana-
gerial perspective, this implies that maintaining a high level of JS in public employees
may bring positive outcomes, such as a low level of TI caused by either push or pull
factors, and may maintain a high percentage of employee retention rates in the long
term.
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Table 7. Results of model fit index.

Index GFI RMR  RMSEA NFI CF1 TLI AGFI

Suggested cut-off values >0.90 <0.08 <008 >090 >090 >090 >0.85
Model 0.909 0.070 0.049 0.932 0.933 0.927 0.897

Table 8. Results of SEM.

Independent variable and dependent variable Direction Estimate SE. CR.
Goal congruence ~ — Intrinsic motivation + 0.271*** 0.005 51.893
Goal congruence ~ —  Extrinsic motivation + 0.076***  0.009 8.639
Goal congruence ~ — Intrinsic motivation > Extrinsic + 0.271%%* >0.076%**
motivation
Interpersonal trust <«— Intrinsic motivation + 0.655*** 0.015  42.956
Interpersonal trust <«—  Extrinsic motivation + 0.023*** (0.005 4.615
Interpersonal trust <— Intrinsic motivation > Extrinsic + 0.655%** >(.023***
motivation
Interpersonal trust — Job satisfaction + 0.911*** 0.008 109.697
Interpersonal trust —  Conflictual turnover intention - —0.470%*%* 0.043 —-11.039
Interpersonal trust — Developmental turnover intention - 0.015 0.022 0.674
Interpersonal trust —  Conflictual turnover intention > - —0.470%** >0.015
Developmental turnover intention
Job satisfaction —  Conflictual turnover intention - 0.088 0.044 2.022
Job satisfaction —  Developmental turnover intention - —0.239%**  0.022 -10.646
Job satisfaction — Developmental turnover intention - —0.239%%* >0.088

> Conflictual turnover intention

“p <0.05, "p < 0.01, ""p < 0.001.

H10: JS is directly and negatively related to CTI. That is, public employees with a high
level of JS will have a low level of CTI.

H11: JS is directly and negatively related to DTI. That is, public employees with a
high level of JS will have a low level of DTL

Research design
Operationalization and measurement of main variables

Antecedent variables used for this study were composed of three questions on goal
congruence, five questions on intrinsic motivation, five questions on extrinsic motiva-
tion, seven questions on trust in supervisors, seven questions on trust in managers and
six questions on JS. TI, a dependent variable, was composed of seven questions based
on development opportunity and three questions based on conflict. A total of 43 ques-
tions were used for this study. Each question was measured as a whole using a 5-Point
Likert Scale (1 point: very positive; 5 points: very negative) with the exception of
demographic questions. Questions used for the measurement of variables in this study
are shown in Table 2.
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Figure 2.  Results of SEM. *p < 0.05, **p < 0.01, ***p < 0.001.

Data collection and research methods

Data used for this study were collected as secondary data. In particular, for the
empirical analysis, survey data in the MSPB (2005) from the USA were utilized.
Missing values of raw data were substituted with the mean value of each item and
all of the data for a total of 36,926 responses were utilized for the empirical
analysis. Moreover, as the preceding stage to hypothesis verification, reliability
analysis and validation analysis of the measurement tools for survey questions were
carried out. In order to verify reliability, intrinsic consistency analysis was applied,
and confirmatory factor analysis was applied for validation verification. Finally, in
order to analyze causal relationships among variables, structural equation modeling
analysis was performed.

Empirical analysis

The main characteristics of the samples utilized in this study are presented in Table 3.

Descriptive statistics

Descriptive statistics for the variables are shown in Table 4. For goal congruence, it
was revealed that the agreement level of members was high, and all three questions
showed a mean value near 1.5. For motivation, descriptive statistics for intrinsic
motivation were found to be more positive than extrinsic motivation and, in the
case of trust in leaders, trust in supervisor was found to be higher than trust in
manager. JS was found to be average (3 points). Finally, for TI, when comparing
TI based on development opportunity with TI based on conflict, it was found that
when more development opportunity was provided, turnover was considered more
seriously than in the case of conflict.
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Reliability and validity tests
Reliability tests

Reliability is defined as the possibility of being able to obtain identical measured values
when measurement is repeated for identical concepts. Therefore, a reliable mea-
sured item means that in the case of repeated measurement of an identical subject, an
identical or similar result should be found. Therefore, in this study, in order to verify
the reliability of each variable that comprised the research model, internal consistency
analysis was performed. In general, as shown in Table 5, the reliability of a measuring
tool is considered to be high when the coefficient is over 0.6. In the results of the inter-
nal consistency analysis, Conbach’s a value of all the constructs was over 0.6, which
validates the reliability of the measuring tool.

Validity tests

Validity confirms whether a measuring tool is properly measuring the intended concept.
In this study, in order to analyze the validity of a measured item, a construct validity
test was performed. Construct validity is defined as the consistency between a theoreti-
cal construct used for research and the tools that measure that construct. In the present
study, confirmatory factor analysis (CFA) was used for verifying convergent and dis-
criminant validity of constructs (See Table 6). In CFA, the measurement model of each
construct is verified using a correlation matrix. In addition, in the confirmatory factor
analysis, GFI, RMR, RMSEA, NFI, CFI, TLI and AGFI were used as assessment stan-
dards for deducing the optimal condition of individual measurement item constructs.

As a result of the CFA for constructs, the research model was confirmed to satisfy
the suggested cut-off values of each fit index, and therefore construct validity was also
confirmed.

Verification of hypotheses

Fit of study model and results of hypothesis verification. In this study, in order to verify
the study model and hypotheses, structural equation model analysis was performed.
Maximum likelihood was applied for analyzing the structural equation model, and the
results are shown in Table 7. For structural model fit, the GFI value was 0.909, RMR
value was 0.070, RMSEA value 0.049, NFI value 0.932, CFI value 0.933, TLI value
0.927 and AGFI value 0.897. When summarizing the results of the fit analysis of the
study model, as all the indexes satisfied suggested cut-off values, the model fit was
confirmed.

Results of a structural equation model (SEM). The results of SEM analysis are
shown in Table 8. Path coefficients indicated that goal congruence affects intrinsic
motivation and extrinsic motivation by 0.271 (CR = 51.893) and 0.076 (8.639), respec-
tively (statistically significant at the level of p < 0.001). In addition, the effect of goal
congruence on intrinsic motivation was more significant than extrinsic motivation. Path
coefficients showed that both intrinsic motivation and extrinsic motivation affect inter-
personal trust significantly and positively by 0.655 (CR = 42.956) and 0.023 (4.615),
respectively (statistically significant at the level of p < 0.001). The results also con-
firmed that intrinsic motivation is more significantly associated with interpersonal trust
than extrinsic motivation. The path coefficients of the relationships among interpersonal
trust, JS and CTI were determined to be 0.911 (CR = 109.697) and —0.470 (—11.039),
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respectively. While these values were statistically significant at the level of p < 0.001,
the path coefficient indicating the strength of association between interpersonal trust
and DTI was 0.015 (0.674), which was not statistically significant at the level of
p < 0.05. In addition, while the effect of interpersonal trust on CTI was statistically sig-
nificant, the effect of interpersonal trust on DTI was not statistically significant. The
path coefficient of job satisfaction on DTI was found to be —0.239 (CR = —10.646).
While this was statistically significant at the level of p < 0.001, the path coefficient
representing the effect of job satisfaction on CTI was found to be 0.088 (CR value =
2.022), which was not statistically significant at the level of p < 0.001. In a similar
vein, the effect of JS on DTI was statistically significant, but the effect of interpersonal
trust on CTI was not statistically significant.

The parameter estimate from SEM analysis is as shown in Figure 2. All path coeffi-
cients of the structure model indicated standardized path coefficients, showing the rela-
tive relationships of the influence of latent variables. Goal congruence significantly and
positively affected not only intrinsic motivation (0.419), but also extrinsic motivation
(0.050). However, this finding also supported the argument that goal congruence has a
greater positive impact on intrinsic motivation than on extrinsic motivation. While both
intrinsic and extrinsic motivation had a significant impact on interpersonal trust, the
results also revealed that intrinsic motivation (0.343) was more positively related to
interpersonal trust than extrinsic motivation (0.029). Therefore, interpersonal trust was
significantly and positively associated with JS (0.940). In addition, whereas interper-
sonal trust was significantly and negatively associated with CTI only (—0.322), job sat-
isfaction was significantly and negatively associated with DTI (-0.285).

Results of path analyses. Path analyses were performed in order to observe direct,
indirect and total effects among latent variables presented in the structure model, and
results are shown in Table 9. Zooming in on the indirect effects of CTI on intrinsic
motivation (-0.092), goal congruence (—0.039) and extrinsic motivation (—0.008), we

Table 9. Results of path analyses: indirect effects, direct effects and total effects.

Goal Intrinsic Extrinsic  Interpersonal Job
Variables congruence motivation motivation trust satisfaction
Intrinsic Indirect effect - - - - -
motivation Direct effect 0.419 - - - -
Total effect 0.419 - - - -
Extrinsic Indirect effect - - - - -
motivation Direct effect 0.050 - - - -
Total effect 0.050 - - - -
Interpersonal  Indirect effect 0.145 - - - -
trust Direct effect - 0.343 0.029 - -
Total effect 0.145 0.343 0.029 - -
Job Indirect effect 0.136 0.323 0.027 - -
satisfaction Direct effect - - - 0.940 -
Total effect 0.136 0.323 0.027 0.940 -
CTI Indirect effect -0.039 -0.092 -0.008 0.055 -
Direct effect - - - -0.322 0.059
Total effect -0.039 -0.092 -0.008 -0.267 0.059
DTI Indirect effect -0.036 —-0.086 -0.007 —0.268 -
Direct effect - - - 0.018 —0.285
Total effect —-0.036 -0.086 -0.007 -0.250 -0.285
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Table 10. Verification of mediating effects (result of Sobel’s test).

Path
X1 X2 X3 Statistic  p-value
Goal congruence — Intrinsic motivation =~ —  Trust 17.829 0.00
Goal congruence —  Extrinsic motivation —  Trust 5.959 0.00
Intrinsic motivation ~ —  Trust —  Job satisfaction 34.397 0.00
Extrinsic motivation —  Trust —  Job satisfaction 15.842 0.00
Intrinsic motivation ~ —  Trust —  Conflictual TI —27.752 0.00
Intrinsic motivation =~ —  Trust —  Developmental TI -26.111 0.00
Extrinsic motivation —  Trust —  Conflictual TI -7.967 0.00
Extrinsic motivation —  Trust —  Developmental TI —15.696 0.00
Trust —  Job satisfaction —  Conflictual TI -17.911 0.00
Trust —  Job satisfaction —  Developmental TI 5.876 0.00
Table 11. Hypothesis testing.
No. Hypotheses Directions Results
H1  Trust — Job + Adopt
satisfaction
H2  Trust I CTI - Adopt
H2  Trust — DTI - Reject
H3  Intrinsic —  Trust — Job + Adopt
motivation satisfaction
H4  Intrinsic —  Trust — CTI - Adopt
motivation
H4  Intrinsic —  Trust — DTI - Reject
motivation
H5  Extrinsic —  Trust — Job + Adopt
motivation satisfaction
H6  Extrinsic —  Trust — CTI - Adopt
motivation
H6  Extrinsic —  Trust —  DTI - Reject
motivation
H7 Intrinsic motivation > Extrinsic motivation —  Trust + Adopt
H7  Intrinsic motivation > Extrinsic motivation — Job + Adopt
satisfaction
H7  Intrinsic motivation > Extrinsic motivation — CTI - Adopt
H7 Intrinsic motivation > Extrinsic motivation —  DTI - Reject
H8  Goal congruence =~ — Intrinsic motivation and — Job + Adopt
trust satisfaction
H8  Goal congruence =~ — Extrinsic motivation and — Job + Adopt
trust satisfaction
H9  Goal congruence = — Intrinsic motivation and — CTI - Adopt
trust
H9  Goal congruence ~ —  Extrinsic motivation and — CTI - Adopt
trust
H9  Goal congruence =~ — Intrinsic motivation and — DTI - Reject
trust
H9  Goal congruence ~ —  Extrinsic motivation and — DTI - Reject
trust
H10 Job satisfaction — CTI - Reject
H11 Job satisfaction — DTI - Adopt
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found that they had a significant and negative effect on CTI through mediation of trust
in leaders.

On the other hand, when observing the indirect effects of DTI, interpersonal trust
(—0.268), intrinsic motivation (—0.086), goal congruence (—0.036) and extrinsic motiva-
tion (—0.086), it was determined that these variables significantly and negatively
affected DTI through mediation of interpersonal trust and job satisfaction. These results
imply that goal congruence, intrinsic motivation, extrinsic motivation and interpersonal
trust can significantly minimize CTI and DTI through the mediator of JS.

To assess whether work motivations, interpersonal trust and JS mediated the effects
of a set of antecedent factors on outcome variables, we used Sobel’s Z statistic test
method. Each indirect path coefficient was calculated to determine whether the indirect
effects (mediating effects) were statistically significant. As shown in Table 10, all the
coefficients for the indirect paths of the SEM were significant (all the Sobel’s Z statis-
tics were statistically significant). In particular, intrinsic motivation most significantly
affected JS (test statistic = 34.397) and CTI (test statistic = —27.752) in an indirect
way. In a similar vein, goal congruence was also indirectly but meaningfully related to
interpersonal trust (via intrinsic motivation) whereas CTI was also indirectly but nega-
tively influenced by interpersonal trust through employee JS (test statistic = —17.911).
We believe that an analysis of indirect effects clarifies and enriches the relationships
among the antecedent and consequent variables of this study. Drawing upon the results
of the path analyses and Sobel’s test, we tested whether a set of research hypotheses
were supported or not. Eleven hypotheses were advanced and the results are shown in
Tables 10 and 11.

Discussion

The present study was motivated by four main goals: (1) to conceptualize and opera-
tionalize the dimensionality and the construct of turnover intentions (DTI and CTI)
identified in the key literature, (2) to empirically test the relationship between individ-
ual- and organizational-level characteristics, such as employees’ intrinsic and extrinsic
motivation, goal congruence and interpersonal trust, using a sample from US federal
agencies and SEM, (3) to specifically investigate the direct and indirect effects of the
study variables on DTI and CTI, and (4) to assess JS as a key mediator of the influence
of interpersonal trust on federal employees’ DTI and CTI. As the findings of this study
imply, public employees are highly motivated when they understand their agency’s mis-
sion very well and when they perceive a high level of mission compatibility between
employees and an organization, which accordingly equips them with a high level of
psychological, emotional attachment or normative commitment to their organization,
helps them prepare for the potential of multiple career changes, and ultimately increases
interpersonal trust and job satisfaction and decreases turnover intentions such as DTI
and CTL In this study, in order to analyze factors influencing TI in the public sector,
influencing factors of trust and job attitudes and the structural influence between TI
were analyzed based on MSPB survey data from 2005. As a result of hypothesis verifi-
cation by structural equation modeling, 11 out of 15 hypotheses established in the study
model were adopted. Major results and implications of the hypothesis verification
performed in this study are presented below.

There were several important findings of the research. First, this study confirmed
that intrinsic and extrinsic work motivations are positively and meaningfully associated
with goal congruence in the public sector. The results support the hypotheses (H7 and
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H8) and existing research and theory on the positive relationship between P-O fit, P-J
fit and work motivation (Bright, 2013; Park & Rainey, 2012; Perry & Wise, 1990). Fur-
thermore, the results imply that as public employees’ level of goal congruence
increases, they are more likely to be intrinsically or extrinsically motivated in a way
that produces more positive organizational outcomes, such as trusted interpersonal rela-
tionships, increased JS and lower TI. Interestingly, goal congruence is more positively
related to intrinsic motivation than extrinsic motivation, which suggests that goal com-
patibility between public employees and an organization could play a crucial role as a
pre-incentive to be ‘a highly and intrinsically motivated person’ in the public sector.

A second implication of this study centers on the disparate impacts of intrinsic and
extrinsic work motivations on interpersonal trust among federal employees. That is,
more intrinsically motivated public employees are likely to maintain and develop more
positive relationships among their colleagues and superiors. This finding is consistent
with previous empirical studies that suggest that intrinsic motivation, as an antecedent
or a moderator, plays a more critical role than extrinsic motivation in obtaining positive
outcomes (Cho & Perry, 2012; Park & Rainey, 2012). Thus, from a managerial per-
spective, establishing ‘intrinsic-oriented incentives’ and securing and broadening ‘intrin-
sic reward expectancy’ in federal agencies is critical to increase the trust in an
organization (Park & Rainey, 2012).

Third, the analyses demonstrate that interpersonal trust enhances JS and decreases
CTI significantly, which partly confirms hypotheses 1 and 2. While the results generally
endorsed the generic theory of JS in the public sector, we also found that conflictual
turnover intention (CTI) is significantly tied with interpersonal trust, which implies that
managerial or relational trustworthiness could nurture and foster more satisfied public
employees and, more importantly, at the same time, trusted working environments
could minimize interpersonal conflicts and employee attritions and therefore reach
higher retention rates in the long run. That is, trust can be viewed as crucial ‘explana-
tory factor or glue that binds the employment relationship together’ (Crawshaw, 2011,
p- 159). In this regard, we can infer that, as social exchange theorists argue, trust-build-
ing processes can be viewed as socialization or social identification, which plays
numerous crucial roles in elevating the level of human and social capital within an
organization in a way that attenuates the possibility of turnover and that bolsters
positive job attitudes.

Conclusion

While an economic crisis has prevailed in the US, it should be noted that there is still
a critical shortage of skilled workers in some occupations and geographic areas. More-
over, in the face of increased competition for the same talent, the government is also
challenged to become an employer of choice and remain competitive in attracting a
skilled and talented workforce to serve the American people. This is particularly true
because the government anticipates a wave of retirements during the next five to 10
years. Often those who leave government service have the most experience and exper-
tise, resulting in a dramatic loss of capacity. In addition, employees are not content
with simply earning a good salary, but are also looking for personal satisfaction and
meaning in their work. Employees expect timely recognition for the contributions they
make on the job. Therefore, research on JS and TI in the public sector is important.
The present study contributed to existing public management research, as it
performed an analysis focused on the causes of turnover intentions by presenting two
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perspectives based upon two-factor theory, DTI and CTI, contrary to existing studies
that have measured TI as a single question or divided them into latent and firm TI
depending on the level. Specifically, from a practical perspective, it was confirmed that
interpersonal trust and JS exert a discriminatory influence over DTI and CTI. Interest-
ingly, we found that JS is likely to have a more significant impact on preventing DTI
than CTI. This means that members whose satisfaction with or loyalty to an organiza-
tion is high do not seriously consider alternate job opportunities even if they are avail-
able. Interpersonal trust was found to have the effect of deterring CTI. This implies
that members with a high level of trust in colleagues or leaders do not seriously react
to conflict within an organization. As a managerial caveat, the results of this study sug-
gest that, to mitigate employees’ TI in the public sector, a set of diverse strategies is
required depending on the personal causes of TI.

Moreover, through path analyses, it was also confirmed that as influencing factors
on JS, goal congruence, intrinsic motivation and extrinsic motivation could reduce TI
at least indirectly through a set of mediating factors. This finding illustrates that in
order to reduce TI, a comprehensive managerial diagnosis of the components of internal
working conditions that surround employees are a prerequisite. In particular, it was
determined that the relative influence of trust in coworkers and leaders was the most
important factor affecting JS. Therefore, strategic efforts and incremental steps are
required to promote a culture of trust throughout an entire organization.

Despite the significance of this study, it has the following limitations. First, this
study used secondary data for empirical analysis, its organizational effectiveness vari-
ables are limited to JS and TI only. Especially, as organizational commitment has been
emphasized for the improvement of organizational effectiveness in recent studies (e.g.,
Park & Rainey, 2007), more studies should be necessary to address the pure relation-
ships between the three types of organizational commitment and certain behavioral out-
comes (e.g., performance and organizational citizenship behavior) in a public arena.
Moreover, we expect that future research might examine the relationship between moti-
vation, JS and TI in the nonprofit sector, and whether there are differences and similari-
ties between sectors in the causal directions of the relations observed in this study. This
research is not without limitations. Relying on the MSPB secondary data might have
negatively affected the validity and reliability of measurements, modeling and findings.
For example, a few researchers are not fully convinced that the variables of intrinsic
and extrinsic motivation fully capture the original concept. The indicators for organiza-
tional trust could be improved. A second limitation of this research comes from investi-
gating the relationships among perceived variables using self-reported data. That is, this
study shares the potential problems of common method bias and positive response bias,
which sometimes significantly increase the relationships among variables.’

Lastly, another limitation of this study is that it used a single research methodology.
Therefore, future studies need to adopt qualitative research methods using in-depth
interviews, comparative case studies, analytic hierarchy process (AHP) or simulations,
to supplement the possible methodological shortcomings of this study. We anticipate
that, through this processes, we can secure the reliability and validity as well as control
or eliminate social desirability bias by using a set of multiple research methods.

As the cross-sectional design does not offer the clear cause-and-effect relationship
examined in the present study, a few future research directions can be proposed. First,
we need to gather more specific public sector-based cases to shed light on what hap-
pens among federal employees. Though we can make a number of observations here
based on quantitative data, it would be greatly useful to take a closer look at the causal
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mechanism to know more about the roles of crucial variables such as work motivations,
interpersonal trust and JS. Second, to resolve the mono-method issues caused by a self-
reported single data source, the MSPB 2005, future researchers might want to collect
more of a series of multiple datasets (i.e., longitudinal designs), such as the MSPB
2007 and MSPB 2010, to reduce the potential bias. Generating and utilizing panel data
for public employees’ attitudes and behaviors under certain working environments
would be another alternative. Finally, we should consider adding more exogenous and
endogenous conditions that could explain more accurately the relationships among goal
congruence, motivation, trust and specific outcomes. Leadership, person-organization
fit, empowerment, organizational cultures and structures, or employee training and edu-
cation systems, could be explored as critical variables in future research on JS and TI
in the bureaucratic arena.
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Notes

1. For example, in the United States, the 1989 report of the National Commission on the Public
Service (also known as the Volcker Commission’s Report) described the state of public ser-
vice as a ‘quiet crisis,” citing the slow weakening of public service in the 1970s and 1980s
(Soni, 2000). This phenomenon continued through the 1990s to the present and has been
made more severe by various human resource challenges to the federal government, such as
the coming retirement wave over the next decade (Cho & Lewis, 2012; Lewis & Cho, 2011;
Tobias, 2001) that will eventually result in mounting vacancies throughout government agen-
cies and a high turnover rate, as evidenced by the fact that one quarter of the federal employ-
ees hired from 2006 and 2008 left within two years (Partnership for Public Service and Booz
Allen Hamilton, 2010 cited in Cho & Lewis, 2012). As a result, US federal agencies are
confronted with a shortage of younger people in the pipeline for government jobs (Soni,
2000) to fill those vacancies and increased competition for employees from the private and
nonprofit sectors (French & Goodman, 2012).

2. For example, the Self-Determination Theory proposed by Ryan and Deci (2000) suggests that
there is a motivation spectrum of amotivation, extrinsic motivation and intrinsic motivation.
Amotivation is defined as the state where an individual is entirely void of a personal inten-
tion to do something. An extrinsic motivation is generated instrumentally and involuntarily
in order to get an extrinsic reward, such as the acknowledgement of others, either monetary
or nonmonetary. Accordingly, an extrinsic motivation could be understood as satisfaction
with the result of activity. On the other hand, an intrinsic motivation is generated spontane-
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ously in order to generate feelings of interest, a sense of accomplishment, and satisfaction
from performing one’s task. Accordingly, an intrinsic motivation could be understood as sat-
isfaction with the activity process.

3. Supplementary congruence can be formed when the values and goals of individuals and their
organizations are similar to each other. Complementary congruence is achieved when the
characteristics of individuals and environments add something that is missing to make each
other whole (Munchinsky & Monahon, 1987; Vancouver & Schmitt, 1991).

4. According to a study of influential factors on peer trust and performance by Ji et al. (2008),
shared values among the members of an organization can have positive effects on organiza-
tional commitment, collaboration and job satisfaction, as well as on peer trust. Steffy et al.
(1989) proposed that a high degree of fit between an organization and its members has a
positive effect on members’ long-term social relationships and career management. In addi-
tion, from an international perspective, while Park & Rainey (2012) found that matching in
the organizational environment, such as among members, peers, supervisors, duties and orga-
nization, has positive effects on establishing social capital in the organization. In other words,
trust formed when employees interact in an organization is very closely related to environ-
mental factors.

5. While Harman’s single-factor test indicates no serious bias in measuring the relationships,
the results should be cautiously interpreted. However, as Cho and Perry (2012) suggest, we
strongly believe that having perceived variables in a structural equation model could be
acceptable because ‘employee satisfaction and intent to leave reflect employee cognitions so
survey respondents can provide the most accurate data’ and ‘although the bias does exist, it
is not sufficiently large to invalidate an analysis relying on a single data source’ (p. 401).
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