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ABSTRACT
This paper empirically examines the impact of organisational 
psychological support on employees’ outcomes as an exam-
ple of the ‘Common Good HRM’ model on the well-being 
– performance continuum of police officers, using a 
Conservation of Resources (COR) theoretical framework.

The study uses Structural Equation Modelling to analyse 
data from 220 Italian police and 228 English police officers 
to compare the impact of Perceived Organisational Support 
(POS) on organisational stress, employees’ resilience, and 
engagement. The findings show that low Perceived 
Organisational Support (POS) leads to high stress, which 
then comprises employees’ resilience and likely demotivates 
them from being engaged on the job, explaining approxi-
mately half of their engagement. Stress and resilience also 
mediate the relationship between POS and engagement. 
COR theory explains that when POS is low, employees per-
ceive a resource loss spiral which compromises their well-
being, and consequently, police officers’ engagement is low. 
The contribution of this paper is that it shows how organ-
isational support is an integral part of managing emotional 
labour and therefore demonstrates how the ‘Common Good 
HRM’ model has the potential to protect emotional labour 
more effectively.

Introduction

For the past two decades the ‘ability, motivation and opportunity’ (AMO) 
model has been used in HRM to explain the link between Human 
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Resource Management (HRM) and performance. The assumption under-
pinning AMO is that high employee performance is a function of HR 
interventions aimed at improving their existing capabilities via, for exam-
ple, targeted selection, training, and empowerment and performance 
management processes so as to create ideal working opportunities for 
them to succeed (Bos-Nehles et  al., 2013). From this framework, HR 
scholars have attempted to demonstrate that management can enhance 
employees’ work behaviours via soft HRM (such as training) and the 
implementation of high-performance work systems (HPWS).

However, the financial crisis and subsequent austerity derived man-
agement models have driven a significant shift towards more hardline 
HRM models as uncertainty becomes almost routine. As part of the 
change, Wilkinson and Wood (2017, p. 2511) argue that ‘the relative 
power of employees has not increased since at least the 1970s, and in 
a large proportion, this has significantly diminished’. Hence, there are 
now growing concerns that HRM has failed to act as the employee’s 
champion during the change (Ulrich, 2016), and as a consequence, the 
‘potential trade-offs’ between employee wellbeing and employee perfor-
mance outcomes have been neglected by HRM scholars (Peccei & Van 
De Voorde, 2019).

The gap is further exacerbated when considering particular types of 
labour where the nature of employees’ work tasks coupled with the 
existing work conditions means that the potential trade-offs between 
employee wellbeing and employee performance outcomes are amplified. 
In particular, employees working within Street Level Bureaucracies (SLBs) 
delivering emergency services (such as police officers), are constantly 
juggling to cope with the increasing demands for their services, organ-
isational deadlines, red tape, and the high levels of emotional labour 
required in delivering services (Brunetto et  al., 2014; Farr-Wharton 
et  al., 2021).

Emotional labour refers to the process of internalising real emotions 
whilst presenting an emotion to the public that is significantly different 
(surface acting) (Hochschild, 1983). This is important because of how 
it affects the employee. In particular, the undertaking of emotional 
labour causes emotional dissonance, which occurs because of the incon-
gruence between personal feelings and the expected ‘official’ emotions 
(Grandey, 2000). Employees can respond by either engaging in surface 
acting, deep acting or a genuine expression of feelings (Grandey, 2000). 
When employees engage in surface acting, they suppress their real feel-
ings and instead display behaviour in line with organisational expecta-
tions. On the other hand, when employees engage in deep acting, 
employees adjust their real feelings in line with organisational expecta-
tions. Grandey and Gabriel (2015) further clarified emotional labour by 
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explaining that it involves internal processes of emotional awareness and 
emotional regulation, and an external process which involves the expres-
sion of an emotion. In contrast to deep acting, which generates very 
little emotional dissonance, surface acting causes varying degrees of 
emotional dissonance which can negatively impact the physical and 
psychological well-being of employees over time, in turn, increasing the 
likelihood of negative job-related attitudes.

Police officers regularly use emotional labour in servicing the public. 
However, their high levels of stress and reduced wellbeing (Purba & 
Demou, 2019) suggest that they predominantly use surface acting which 
leads to emotional dissonance (Grandey & Gabriel, 2015). These issues 
have implication for HRM research and practice. Cooke et  al. (2021, 
p18) argue for ‘… more employee well-being oriented HRM research in 
times of uncertainty and crises’ and Peccei and Van De Voorde (2019) 
argue that there is a ‘blackbox’ in understanding which HR models can 
promote both employee wellbeing and performance outcomes sustainably. 
The way forward, according to Kramar (2014, p. 1085), is ‘… a new 
approach to managing people … through its recognition of the com-
plexities of workplace dynamics and the explicit recognition of the need 
to avoid negative impacts of HRM practices’.

This paper empirically examines the impact of organisational psycho-
logical support within the ‘Common Good HRM’ model (Aust et  al., 
2019, p5) on developing ‘an organizational culture of common good 
values and introducing HR practices based on such values as dignity, 
solidarity, and reciprocity’ for those managing employees who undertake 
high levels of emotional labour, especially during emergencies. Common 
Good HRM is underpinned by four principles: (1) HR practices should 
address specific SDG(s), such as employee wellbeing (United Nations 
(UN), 2020); (2) the workplace context should be characterised by “equal 
and fair” treatment’; (3) democratic relationships that promote employee 
engagement and (4) uphold the psychological contract being held in 
common good HRM models. Most importantly, employees should be 
guaranteed adequate ‘… security, safety, and meaningful work’ (Aust 
et  al., 2019, p. 9). The concept of organisational psychological support 
is already captured in the Common Good Model somewhat, although 
not explicitly examined empirically. For example, principle 2 stipulates 
that relationships should be equal and fair and Perceived Organisational 
Support (POS) measures whether employees perceive their relationships 
with their employing organisation are fair. Additionally, the fourth prin-
ciple establishes the importance of the psychological contract in pro-
moting the wellbeing-continuum by ensuring the wellbeing of employees.

Employee resilience and wellbeing are significantly related (Hu et  al., 
2015; Tonkin et  al., 2018) and within Conservation of Resources (COR) 
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theory, Chen et  al. (2015) posits that workplace stress is the antithesis 
of resilient employees with high wellbeing. Resilience is a personal 
attribute that some people have, and some do not. Those who have 
resilience possess a personal psychological capability to rebound in the 
face of challenging adversities and can, therefore, navigate and manage 
crises effectively (Cooke et  al., 2019; Luthans et  al., 2006). Resilient 
employees are also likely to have the ‘behavioural capability to leverage 
work resources in order to ensure continual adaptation, well-being, and 
growth at work, supported by the organization’ (Kuntz et  al., 2017, p. 
224). According to Cooke et  al. (2019), resilient employees may also be 
linked to engaged employees, with resilient employees being the most 
engaged. Engaged police officers are those that demonstrate dedication 
and vigour in doing their job, and therefore they have high work per-
formance outcomes (Brunetto et al., 2020). The question remains whether 
employee resilience can be enhanced or negated by organisational actions. 
Scholars argue that it is the responsibility of HRM to ensure that organ-
isational policies and programs, and management actions support positive 
outcomes of their employees (Guest, 2017).

Despite policy statements in many organisations that identify the 
importance of supporting employees, police and emergency services 
employees remain over-identified in stress-related illnesses statistics and 
it remains a significant cause of high absenteeism and turnover (Dunn 
et  al., 2015; Public Health England, 2015; Purba & Demou, 2019). 
Employees perceive the role of HRM through the behaviours of organ-
isational management, especially their line managers (Brunetto et  al., 
2020). However, Cordner (2016) argues that managers use their power 
to increase bureaucracy and red tape as a way of soliciting compliant 
behaviour from police officers and Cronin et  al. (2017) argue that the 
command hierarchical structure lends itself to ‘sanction’ the use of poor 
management practices. Hence, police officers have to use emotional 
labour daily to negotiate emotionally challenging interactions with their 
multiple stakeholders (such as perpetrators, victims, line managers, col-
leagues and the court system) that involve them hiding their true feel-
ings, and instead communicating in an officially sanctioned manner 
(Farr-Wharton et  al., 2021; Wankhade, 2021), which leads to emotional 
dissonance and increases their exposure to stress-related illnesses 
(Grandey & Gabriel, 2015). Unlike other types of emergency workers, 
police officers are potentially exposed to violence daily and are subse-
quently at greater risk of personal injury, which is further compounded 
by their responsibilities associated with protecting the public and car-
rying firearms (Purba & Demou, 2019). However, similar to most types 
of emergency workers, police officers are increasingly subject to 
austerity-driven funding and management models, which exposes them 
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to high work harassment and intensity, and subsequently reduced well-
being (Brunetto et  al., 2014; Hesketh, et  al., 2017). According to Bakker 
(2015), continual under-resourcing negatively impacts motivation and 
engagement no matter how committed employees are to their profession. 
Consequently, Purba and Demou (2019, p. 1) argue that:

Policing is one of the most stressful occupations as maintained by academic 
researchers, police practitioners, health-care professionals and psychologists and 
it ranks in the top three occupations in the Occupational Disease Intelligence 
Network (ODIN) system for Surveillance of Occupational Stress and Mental Illness 
(SOSMI)… [and some scholars argue that this makes them] … more resilient 
to stress than civilians.

This paper examines whether POS acts as a ‘Common Good HRM’ 
factor (Aust et  al., 2019 ) to create fair relationships (principle 2) likely 
to ensure an effective psychological contract that enhances employee 
resilience and engagement (principle 4). It is evident that the provision 
of psychological support for employees is a necessary extra dimension 
of future HRM models to achieve a more sustainable trade-off between 
wellbeing and performance (Peccei & Van De Voorde, 2019). POS 
(derived from organisational policies and programs and the management 
practices at every level of the hierarchy) has the potential to reduce 
stress, and increase resilience and engagement of police officers in 
England and Italy depending on whether it provides adequate psycho-
logical resources to police officers to enhance their wellbeing and resil-
ience (Hobfoll, 2001). COR theory explains what motivates employees 
to engage in specific work behaviour and therefore provides a useful 
lens for explaining how POS either increases or stresses stress, which 
then affects employees’ resilience, and in turn, either motivates or demo-
tivates police officers from being engaged on the job. The research 
questions which then emerge are:

RQ1: What is the impact of POS on police officers’ stress, resilience and engagement?

RQ2: What are the similarities and differences of the impact of POS on Italian 
and English police officers’ stress, resilience and engagement?

Background and hypotheses development

Conservation of resources theory (COR)
Conservation of Resources Theory (COR) has become one of the major 
approaches to understanding the impact of motivation on burnout and 
traumatic stress in the workplace. It theorises that employees make 
choices about work engagement based on their access to physical, 
psychological, social, organisational and personal resources (Hobfoll, 
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2011). The core principle is that ‘individuals (and groups) strive to 
obtain, retain, foster, and protect those things they centrally value’ 
(Hobfoll et  al., 2018, p. 106). When employees cannot protect them-
selves, they become stressed because central or key resources are (a) 
threatened with loss, (b) lost, or (c) when there is a failure to gain 
central or key resources following significant effort. According to Chen 
et  al. (2015, p. 96) ‘COR theory posits, where resource loss is salient, 
negative consequences will outweigh positive outcomes. Indeed, thriving 
and resilience are fostered by circumstances where people are able to 
apply, grow, and sustain their personal, social, and material resources’. 
Four types of resources are identified by Hobfoll (2001), namely: 
objects, conditions, personal attribute and energy which impact 
individuals.

The relevant COR principle explaining behaviour in this paper is that 
a perceived loss of resources causes a disproportionately greater impact 
than a resource gain. The relevant corollary that explains employee 
behaviour follows that an initial perceived loss of resources is likely to 
be followed by further perceived losses leading to a loss spiral. Over 
time, the impact of a continual resource drain is likely to cause a 
defensive, aggressive or even irrational response once resources are 
exhausted. Organisational levers such as culture and access to organi-
sational support (or lack of support) provided by managers and policies 
either provide ‘support’ resources – called ‘resource caravan passageways’ 
or erodes such a foundation for resource maintenance or gain (Hobfoll 
et  al., 2018).

The argument presented in this paper is that organisations decide on 
the quality of the resource caravan passageways in the form of POS 
(from policies and management practices), which then establishes a 
dynamic of negating or increasing the stress perceived in navigating 
policing, in turn affecting their resilience. Over time, these processes 
trigger or dampen the motivational component of the AMO framework, 
either encouraging or discouraging police officers to fully engage in job 
tasks in England and Italy.

If POS is low, police officers may perceive increased stress, which 
may then negatively impact their resilience and compromise their per-
formance (captured by examining their engagement). This is important 
since police work has been identified as physically demanding and 
emotionally challenging, and recent evidence suggests a correlation 
between perceived support and employee wellbeing (Farr-Wharton et  al., 
2021). However, to the best knowledge of the authors, the impact of 
POS on their resilience has never been examined previously. The next 
section discusses how POS applies to the policing context and its asso-
ciation with employee resilience and engagement.
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Perceived organisational support (POS)

POS refers to employees’ perception of organisational support. A high 
POS signifies that employees perceive supportive policies and manage-
ment practices (Brunetto et  al., 2020; Farr-Wharton et  al., 2018). Low 
POS promotes poor workplace relationships, which then leads to low 
engagement (Kurtessis et  al., 2017), although the relationship has not 
been tested for roles requiring emotional labour. POS tends to be higher 
in those public organisations that have implemented New Public 
Management (NPM) reform that empowers employees in workplace 
decision-making roles (managers) (Rodwell et  al., 2011).

Previous research has found an association between POS and higher 
discretionary power for police officers (Brunetto et  al., 2014). In a 
comparative study of police officers in Australia, USA and Malta, 
Brunetto et  al. (2020) found that low quality POS was associated with 
low engagement. However, the link between POS, stress and engagement 
was not examined. It may be that the underpinning factors linking POS 
to engagement are that low POS may trigger increased stress, which 
then reduces employee resilience and compromises their engagement.

Stress

According to COR theory, stress is an individual’s reaction to a loss of 
perceived resources (Hobfoll et  al., 2018). Emergency workers such as 
the police and paramedics are constantly exposed to emotional and 
critical incidents, heightening their levels of stress and anxiety (Granter 
et  al., 2019; Heath et  al., 2021). MIND (2019), the mental health charity, 
concludes that more than 85 per cent of emergency services staff have 
experienced stress and poor mental health issues at work. The nature 
of emergency work is that they do not get advanced warning to prepare 
and deal with the operational and emotional demands of their jobs, 
which then increases their propensity to affect their ability to cope with 
the emergencies because they become ‘overwhelmed’ (Tehrani & Hesketh, 
2019, p. 2).

Additionally, emergency workers tend to work in public organisations 
driven by austerity-driven funding and management models (Farr-Wharton 
et  al., 2021) and hence are exposed to long working hours, especially 
in the case of UK police officers. In particular, Turnbull and Wass (2015) 
found that UK police regularly worked in excess of the maximum of 
48 hours per week regulation. Hence, for police officers, stress can come 
from the working environment (operational and occupational stressors) 
or exposure to emotional or critical incidents (Wankhade et  al., 2020). 
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This means that police officers need POS to help them cope with a 
range of experiences including a terrorist incident or apprehending a 
dangerous criminal, as well as negotiating red tape and subsequent 
organisational stressors (Farr-Wharton et  al., 2016). Police services across 
the globe are expected to operate efficiently during periods of great 
uncertainty, and the many challenges associated with policing during 
the COVID-19 pandemic heightened their levels of stress and anxiety 
(Drew & Martin, 2020; Laufs & Waseem, 2020).

Using a COR theoretical framework, the argument presented is that 
POS is an example of a resource caravan passageway (Hobfoll et  al., 
2018), and depending on how supportive the policies and management 
practices are in assisting police officers to cope with operational and 
organisational stressors, the outcomes will be different. If POS is low, 
police officers may perceive a continual drain on their resources to cope 
– leading to a spiral loss (third corollary). If the perceived loss in 
resources is considered chronic, then the fourth corollary may occur 
with negative consequences such as high levels of burnout, divorce, 
drug-abuse and suicide as well as a rise in a range of health problems 
such as post-traumatic stress disorder (PTSD) symptoms, mental and 
somatic problems, injuries or fatal accidents (Boxall & Macky, 2014; 
Dunn et  al., 2015; Wankhade & Patnaik, 2019). Hence, it is expected 
that low POS is associated with high stress amongst police officers.

H1: Low POS is associated with high stress levels of police officers

Resilience

The term ‘organisational resilience’ originated from the crisis manage-
ment literature. Previous research has mainly focused on the macro level 
in relation to how well organizations can adopt new models of delivery 
and reconfigure their structure, especially in the public sector where 
the backdrop is massive reductions in public funding (Duit, 2016; 
Wankhade et  al., 2019). Duit (2016) argues that since organizations are 
made up of employees, the gap in the literature is understanding the 
factors that affect employees’ resilience, since organisational resilience 
is a function of the cumulative impact on the resilience of individual 
employees. According to Britt et  al. (2013, p. 6) individual resilience 
refers to ‘the demonstration of positive adaptation in the face of signif-
icant adversity’. Since Kuntz et  al. (2017) argue that a supportive organ-
isational environment provides a nurturing culture and leadership, which 
enables the development of employee resilience, we expect that high 
POS will be associated with high resilience. In terms of the first prin-
ciple of COR theory, when employees perceive that a loss of resources 
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is likely, the impact of a resource gain is greater and those who perceive 
the most resources cope the best (Hobfoll, 2011). For this reason, it is 
expected that high POS is associated with high resilience.

H2: High POS is associated with high employee resilience.

Additionally, there is emerging research that positive emotions and 
high wellbeing are antecedents of resilience (Kuntz et  al., 2017; Ong 
et  al., 2006, 2010) and Britt et  al. (2016) conceptualises adverse events 
(either operational or organisational in origin) as stressors in showing 
the link between stress and resilience generally. However, the relationship 
between stress and resilience has not been examined for police officers. 
In terms of COR theory, a spiral loss is likely when employees perceive 
high stress continuing, which is likely to erode their resilience. The 
expectation is that high stress will be associated with low resilience.

H3 High stress is associated with low resilience.

On the other hand, just as personal factors such as positive emotions 
and high wellbeing were found to mediate the impact of stressors (Ong 
et  al., 2006, p. 2010), it is expected that stress will mediate the rela-
tionship between POS and resilience, with high stress negatively impact-
ing the relationship, and low stress positively impacting the relationship. 
High POS is likely to enhance employee resilience by offering supportive 
management, a positive learning culture and a supportive work envi-
ronment (Kuntz et  al., 2016; Näswall, et  al., 2015). In contrast, when 
organisations fail to provide support to reduce employee stress, then it 
seems likely that it will negatively impact employees’ resilience. Hence, 
it is expected that employees’ stress levels are likely to mediate the 
relationship between POS and employee resilience because it affects 
whether they perceive a resource gain or loss spiral (Hobfoll et  al., 2018).

H4: Stress mediates the relationship between POS and resilience.

Engagement

All organisations want their employees to energetically engage in work 
tasks. They want employees to perceive the work as meaningful and, as 
a consequence, to perform efficiently and effectively. According to 
Brunetto et  al. (2020, p.755), who compared the impact of POS on the 
engagement of police officers in Australia, the USA and Malta, ‘… the 
engagement of police officers is arguably compromised by poor man-
agement’. It is, therefore, expected that low POS will be associated with 
low engagement for police officers in the UK and Italy.
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H5: Low POS is associated with low engagement.

However, the reasons underpinning why poor POS compromises 
employee engagement has received far less attention. Using COR theory, 
it seems likely that if POS is high, then the supportive environment 
operates as a resource caravan passageway. Specifically, that is a work-
place environment that is conducive to further resource gains. Past 
research suggests that if employees perceive high levels of organisational 
resources, it is likely to enhance their perception of personal resources 
and enhance their engagement (Bakker, 2015). Hence, we propose that 
resilience mediates the relationship between POS and engagement.

H6: Resilience mediates the relationship between POS and engagement.

According to Parul and Pooja (2020), employees with high resilience 
also have high engagement. They argue that this is because employees with 
high resilience promote positive attitudes towards work, enhancing work 
engagement. Hence, we intend to replicate this research for police officers.

H7: High resilience is associated with high engagement.

There is existing research that shows the relationship between stress 
and resilience (Dunn et  al., 2015; Harms et  al., 2018). Their research 
shows that when organisations embed strategies to increase employee 
resilience, the consequences of stress (burnout and attrition) can be 
reduced. Using COR theory to underpin their study, Parul and Pooja 
(2020) found that those employees who use their positive emotions as 
a resource likely trigger a ‘resource gain spiral’. Consequently, employees 
use personal resources to increase their resilience in coping with work-
place challenges and motivating their engagement in the workplace. 
However, employees’ reservoir of personal resources is finite, and it is 
an organisation’s responsibility to embed processes that likely ‘… support 
their employees in becoming resilient…’ (Parul & Pooja, 2020, p. 17) 
because it benefits organisations to have employees able to cope with 
stressful work conditions, especially in terms of their higher work 
engagement. We test these premises for police officers.

H8: Low stress is associated with high employee engagement.

H9: Stress mediates the relationship between resilience and engagement.

The similarities and differences in the policing context in the UK and 
Italy

Policing is typical of most emergency services in that it is largely a 
public sector endeavour. This means that the differential implementation 
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of reforms across different countries underpins the organisational context 
in which policing occurs. In particular, core-NPM countries (such as 
Australia, the USA and UK) were expected to experience much greater 
levels of management reform than NPM laggards (such as Italy and 
Malta) (Pollitt & Bouckaert, 2011). However, Brunetto et  al. (2020) 
found low levels of satisfaction with POS across both the USA and 
Australia (examples of core-NPM countries) as well as Malta (example 
of NPM laggard), suggesting the strong negative impact of austerity-driven 
management practices across countries. We, therefore, expect low POS 
for both Italian and UK police officers.

H10: Italian and UK police officers have low POS.

On the other hand, Farr-Wharton et  al. (2021) found there were 
differences in the police officers’ outcomes of NPM laggard countries 
such as Italian police compared with the outcomes of UK police officers. 
Specifically, Italian police officers perceived higher wellbeing and affective 
commitment, inferring that they likely had access to more organisational 
support resources, in turn providing them with better resource caravan 
passageways. We, therefore, expect that Italian police officers will have 
lower stress, higher resilience and engagement.

H11: Italian police officers have higher resilience and engagement and lower stress.

Together, these hypotheses form the model which guides data collec-
tion and analysis.

Methods

This study involves a latent model invariance testing using structural 
equation modelling to test the hypotheses and compare the impact of 
POS on organisational stress, resilience and engagement, across UK and 
Italian police forces. The study uses cross-sectional data from a 
self-completed anonymous questionnaire distributed to police officers 
in England and northern Italy. Ethical clearance was obtained from 
relevant university ethics committees.

Sample

The UK sample comprised police officers from a large police force in 
England. Over 600 surveys were distributed, and in return, a total of 
228 completed survey were received (a response rate of 38%). Analysis 
of statistical outliers indicated that all items displayed appropriate nor-
mality evidenced by skewness and kurtosis scores of between −2 and 
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+2. 61.4 per cent of the sample were male, with the remaining 38.6 per 
cent identifying as female. Almost 50 per cent of the respondents were 
aged less than 33 years, 38 per cent were between the ages of 34–47 years, 
and approximately 10 per cent were over 48 years old. The ranks con-
sisted of 92 per cent frontline constables and 8 per cent sergeants and 
inspectors.

Similarly, Italian police officers attending training in one region of 
Italy over a 12-month period during 2018 and 2019 were targeted. 
The type of police targeted were Italian National Police (Polizia di 
Stato) because, similar to the UK sample, their main task is national 
security, including the maintenance of public order to prevent crime. 
Over 700 surveys were distributed, and in response, 220 usable surveys 
were returned (a response rate of 31%). The majority of the respon-
dents were male (n = 165, 75%) and the majority (n = 122, 56%) were 
aged over 48 years. The majority of police officers (61%) were 
constables.

Instruments

A six-point Likert scale was used for all survey items, with ‘1′ repre-
senting ‘strongly disagree’ to ‘6′ representing ‘strongly agree’. Six-point 
Likert scales have been shown to have preferential normality in com-
parison to five-point scales (Leung, 2011) and higher trends of discrim-
ination and reliability (Chomeya, 2010). The POS instrument comprised 
the 8-item validated scale developed by Eisenberger et  al. (1997). A 
typical question included ‘My organisation cares about my opinion’. The 
engagement instrument comprised the 9-items validated scale developed 
by Schaufeli et  al. (2002). A typical item is ‘When I get up in the 
morning, I feel like going to work’. The resilience instrument comprised 
3-items from the shortened Psychological Capital scale developed by 
Lorenz et  al. (2016). Table 1 shows the acceptable factor loadings for 
the items.

The organizational stress instrument comprised 6-items capturing 
organisational stress from the Police Stress Scale developed by McCreary 
and Thompson (2006). Table 2 shows the acceptable factor loadings for 
each item for the UK and Italian sample.

Analysis

Instrument reliability, discriminant and convergent validity were tested 
through an exploratory and confirmatory factor analysis (CFA) process. 
The initial CFA model for both the UK and Italian sample displayed 
adequate model fit properties. First, we adhered to Hu and Bentler’s 
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(1999) model fit prescriptions, including chi-square (χ2) between 1 and 
3, Root Mean Squared Error of Approximation (RMSEA) close to .06, 
and Corrected Fit Index (CFI) and Tucker-Lewis Index (TLI) greater 
than .90. For the UK sample, the model fit the data well χ2(df) = χ2, 
p < .001, RMSEA = 0.06, CFI = 0.94 and TLI = 0.93. For the Italian 
sample, χ2(df) = χ2, p < .001, RMSEA = 0.06, CFI = 0.93 and TLI = 
0.92. The composite reliability (CR), average variance extracted (AVE 
– a measure of convergent validity), maximum-squared variance (MSV 
– an indicator of discriminant validity) for both the UK and Italian 
sample is displayed in Table 3. For these to be valid, the CR needs to 
be above .7, the AVE needs to be above .5, and the MSV needs to be 
less than the AVE – in this case, all constructs proved robust. A Harmon’s 
Single Factor Test was utilised (Podsakoff et  al., 2012) to test the extent 
of common method bias. The results indicate that in the UK data, 32 
per cent of the variance was explained by one factor. For the Italian 
data, 31 per cent of the variance was explained by one factor, indicating 
a low likelihood of common method variance in both cases. However, 
the generalisability of the study is limited by common method variance 
(CMV) because of the use of cross-sectional self-report survey data.

Table 1. F actor loadings for the Resilience scale for the UK and Italian sample.
Factor load

Resilience items UK Italy

I usually take stressful things at work in my stride. .78 .72
I can get through difficult times at work because I’ve experienced it before. .62 .77
I feel I can handle many things at a time at this job. .81 .76

Table 2. F actor loadings for the Stress scale for the UK and Italian 
sample.

Factor Load

Organizational Stress UK Italy

Lack of internal equipment .74 .76
Staff shortages .81 .75
Unequal sharing of workload responsibilities .69 .73
Excessive administration .72 .73
Paperwork .65 .57
Lack of resources .71 .69

Table 3. U K – Italy: the composite reliability, average 
and maximum-squared variance.
Construct Country CR AVE MSV

POS UK .90 .55 .13
Italy .89 .51 .38

Organisational Stress UK .86 .52 .15
Italy .86 .51 .04

Resilience UK .78 .55 .13
Italy .79 .56 .27

Engagement UK .88 .52 .27
Italy .89 .55 .38



The International Journal of Human Resource Management 845

Results

As the data was robust in terms of reliability, validity, normality and 
common method variance tests, latent mean equivalent testing was 
undertaken. Latent mean equivalent testing may be conceptualized 
around three analytical steps (Byrne, 2016). The first step compares 
the equivalence of factor loadings across the two groups. Two measures 
are typically compared to ascertain whether the factor loadings are 
substantially different across the two groups – the Δ χ2/df, and the 
ΔCFI. For the constrained model, the Δ χ2/df was 28.324/21, which 
is not significant; further, the ΔCFI was .006, lower than the recom-
mended cut off of .01 prescribed by Byrne (2016). Byrne (2016) argues 
that the Δ χ2/df is much more sensitive to variation than the ΔCFI, 
and as a result, recommends ΔCFI as a more appropriate tool for 
comparisons factoring in low sample sizes. The conclusion from this 
test is that the factor loads are not significantly different across the 
two groups. The final step of analysis examined the differences in the 
path models between the two groups. Figure 1 below highlights the 
standardised regression weights of the hypothesized paths for both 
samples.

The Δ X2/df of the constrained and unconstrained model was 
5015.053/30, which is significant (p=.000), meaning that a significant 
difference between UK and Italian path models is observed.

The second step in latent mean equivalent testing examines the 
mean differences of the latent constructs across the two groups. Table 
4 highlights the mean difference between the UK and Italian samples. 
Table 5 highlights the direct and indirect effects between the UK and 
Italian samples.

The analysis indicates that the latent means are significantly different. 
The UK sample noted substantially lower POS, resilience and engagement 
scores, and higher organisational stress, confirming H11 and rejecting 
H10. The final step examines the differences in the path models between 
the two groups. Figure 1 highlights the standardised regression weights 
of the hypothesised paths for both samples, in addition to the R2 values, 
and the outcomes of each hypothesis. Table 5 indicates the results from 
the bootstrapped mediation testing method, highlighting the direct and 
indirect effects. Table 5 confirms all hypotheses, although the direct 
effects were masked via the mediation processes for H4 and H5. In 
particular, the relationship between POS and resilience was fully medi-
ated by stress for the UK sample and partially mediated for the Italian 
sample. Additionally, the relationship between stress and engagement is 
fully mediated by resilience for the Italian sample and partially mediated 
for the UK sample.
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Discussion

This paper empirically examined the impact of POS as an example of a 
‘psychological support mechanism’ within the ‘Common Good HRM’ model 
(Aust et  al., 2019) to ensure a sustainable balance in the trade-off between 
employee wellbeing and performance when managing emotional labour. 

Figure 1.  Path model.

Table 4. M ean comparison: UK to Italy.
Construct Estimate Standard Error P

POS −.54 .11 .000
Organisational Stress .225 .08 .005
Resilience −.28 .08 .000
Engagement −.23 .09 .01

Table 5.  Direct and indirect effects.

Path Country Direct Indirect
Evidence of 
mediation

POS -> Org. Stress UK −.26*** –
Italy −.15** –

POS -> Resilience UK −.01 N.S .06* Full Mediation
Italy .28*** −.04* Partial Mediation

POS -> Engagement UK .37*** .07* Partial Mediation
Italy .39*** −.16* Partial Mediation

Org. Stress -> Resilience UK −.15^ –
Italy .16* –

Org. Stress -> Engagement UK −.19* −.05* Partial Mediation
Italy −.08 (N.S) .06* Full Mediation

Resilience -> Engagement UK .37*** –
Italy .43*** –

Gender -> Engagement UK −.14 (N.S) –
Italy .09 (N.S) –

Indirect confidence interval (p value) is determined through two-tailed bias corrected (95% confidence) 
percentile method bootstrapped to 4000 samples. The hyphen represents no indirect path.

***p = 0.001.
**p < 0.01.
*p < 0.05.
^p<.1.
N.S. = not significant, UK n = 228, Italy n = 220.
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The wellbeing – performance continuum has been largely neglected by 
HRM scholars (Cooke et  al., 2021; Peccei & Van De Voorde, 2019), with 
detrimental effects for such employees in terms of stress-related illnesses 
(Drew & Martin, 2020; Dunn et  al., 2015; Public Health England, 2015).

The study used two research questions and eleven hypotheses to 
demonstrate the importance of organisational support on the stress, 
resilience and engagement of police officers, as a means of understanding 
the dynamics involved in the wellbeing- performance continuum. The 
findings indicate that low POS (which is evident in the form of unsup-
portive organisational policies and management practices at every level 
of the hierarchy), provides the context likely to promote stress, in turn 
reducing employee resilience to be able to bounce back from adversity. 
Under such conditions, the result is reduced engagement. The variance 
of POS, organisational stress and resilience explained approximately half 
of the engagement of police officers in Italy (50%) and the UK (41%). 
The second research question compared the similarities and differences 
of the impact of POS on Italian and English police officers’ stress, 
resilience and engagement. Whilst the means were low for both cohorts, 
the results show that Italian police officers had higher POS, resilience 
and engagement and lower stress compared with UK police officers. 
One explanation is that Italy is an example of an NPM-laggard, and 
although most countries have implemented austerity-driven funding 
reforms, it is core NPM countries such as the UK that have implemented 
the most management reforms likely to have negatively impacted POS 
and changed police officers’ access to a resource caravan passageway.

Overall, the findings indicate minimal evidence that police officers 
perceived that POS provided the organisational mechanism for delivering 
fairness (principle 2) and ensuring resilience (principle 4) as part of 
the ‘Common Good HRM’ model for police officers, especially those 
in England. Instead, the findings indicate minimal organisational support 
for English police officers in particular, in recovering from delivering 
emotional labour in emergencies. One explanation is that austerity-driven 
management practices evident in public bureaucracies, continue to erode 
the wellbeing – performance continuum negatively impacting how essen-
tial emergency services are delivered to the public. These findings are 
underpinned by COR theory (Hobfoll, 2011) which explains that when 
POS (which is an example of a resource caravan passageway) is low, 
police officers perceive a drain on their resources to cope – leading to 
a resource loss spiral. As a result, the fourth corollary became evident 
with police officers acting defensively to protect themselves by disen-
gaging their energy and dedication to the job (low engagement).

Previous research by Cooke et  al. (2019) found a relationship between 
high-performance work systems, employee resilience and engagement for 
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Chinese workers in the banking industry. In the case of English and 
Italian police officers, the quality of organisational support is a significant 
determinant of their ability to cope with the stressors caused by the 
operational and organisational nature of policing (Purba & Demou, 2019), 
in turn affecting their resilience and engagement (Kuntz et  al., 2017). 
The continual use of austerity-driven management practices is therefore 
likely to further exacerbate the over-representation of emergency workers 
with stress-related illnesses (Drew & Martin, 2020; Dunn et  al., 2020; 
Public Health England, 2015; Purohit, 2020; Tehrani & Hesketh, 2019), 
which is unsustainable long term because it erodes public value.

Implications for HRM models

Supported employees are high performers, whereas this study shows that 
poorly supported employees engage less. HRM models suitable for man-
aging emotional labour should be underpinned by the principles inform-
ing Common Good HRM, particularly in targeting the improvement of 
employee resilience and wellbeing (principle 4), which is the third SDG 
(UN, 2020). Hence, HR models must ensure both physical and psycho-
logical safety (Aust et  al., 2019) of employees, especially those 
over-represented in statistics about stress-related illnesses (Purba & 
Demou, 2019; Tehrani & Hesketh, 2019). Organisational policies already 
exist; it is the implementation of those policies ensuring adequate organ-
isational support processes for employees that remains the gap. Austerity 
driven funding and management models will remain firmly entrenched 
in organisations until HR along with management adopts a paradigm 
shift such that they become responsible for the resilience and wellbeing 
of their employees – not just in terms of organisational policies, but also 
in terms of implementing effective organisational management support 
practices. Otherwise, the burden for caring for over-worked, 
under-supported employees remains the community instead of the 
organisation.

Conclusion

There are not only moral issues relating to managing emotional labour 
delivering emergency services, but also performance, cost and litigation 
implications. The link between POS, stress, resilience and engagement 
has been established and therefore organisations would benefit from 
proactively implementing support interventions to assist employees cop-
ing with stressful from delivering emergency services (Tehrani & Hesketh, 
2019). Therefore, human resource development (HRD) strategies could 
be targeted towards increasing employee resilience as a means of 
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unleashing untapped performance potential. Such strategies show prom-
ising results (Brunetto et  al., 2020).

Implications of policing in practice

Police officers have responsibilities associated with protecting the public 
and maintaining law and order, and they also have the obligation of 
carrying and using firearms responsibly (Purba & Demou, 2019). On 
the other, SLBs have a responsibility to provide their employees with 
the resources they require to undertake their job effectively (Hobfoll, 
2011). Numerous scholars argue that adequate support is one such 
resource which police officers need to ensure their wellbeing. In par-
ticular, Jiang (2021) argues that management support should be standard 
for every SLB. It seems likely that police officers are experiencing the 
cost of surface acting causing emotional dissonance (Grandey & Gabriel, 
2015). Without support, communities must accept realities such as more 
police officers’ suicide in the USA than are killed in the line of duty 
(Heyman et  al., 2018). Unsupported police officers are a public concern 
if they are suffering the effects of stress and burnout because of the 
weaponry they carry. High wellbeing amongst police officers and the 
communities they service and are part of, requires new HRM models 
that standardize support for police officers.
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