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CHAPTER I
INTROOUCTION

"Nothing, in my opinion, is more deserving of our
attention than the intellectual and moral associations
of America. The political and industrial associations
of that country strike us forcibly; but the others
elude our observations, or, if we discover them, we
understand them imperfectly, because we have hardly
ever seen anything of that kind. ...In denmocratic
countries, the science of association is the mother of
science; the progress of all the rest depends upon the
progress it has made."

de Tocqueville (1964: 185)

Justification

The words of de Tocqueville, although nearly 150 years
old, provide insight into the need for understanding volun-
tary associations. A scientifically based comprehension of
voluntary associations is important for three reasons.
First, voluntary groups play a major role in the American
social and economic systems. Second, there is currently
little useful empirically based organizational knowledge
about those associations. Finally, information about
leadership, collected from voluntary groups, could lead to
more accurate theories about leadership in all organiza-

tions.
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Importance of Voluntary
Organizations

This nation’s voluntary organizations enjoy the support
of roughly 37 million Americans who volunteer to work in
some capacity to further the goals and objectives of those
organizations (Selby, 1978: 92). Eighty-four percent of the
adult population donates either money, time, or goods to
voluntary associations (Gallup, 1979). Voluntary groups
account for more than 80 billion dollars of our annual eco-
nomy (Filer Commission, 1979). One study concluded that
there are "more than 20 million Americans as members of
major fraternal orders, almost 20 million workers in trade
unions; over 1500 national trade associations, and more than
4000 different chambers of commerce across the United States
(wilensky, 196l: 215). In fact, there may be as many as
seven million voluntary groups in the United States
(Nielson, 1980). Voluntary, non-profit organizations are
becoming increasingly important in contemporary American
life. "Indeed, volunteering as we now understand it is such
an integral part of American 1life that we can safely
conclude that everyone, at some time or another in his or
her life is a volunteer.”™ (Volunteering, 1979-1980: 4).

In addition to there being a plethora of voluntary
organizations, many voluntary associations are becoming
quite large. For example, the gross annual receipts of the

United Way agencies would place them within the top 200 of
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3
the Fortune 500 companies; and one voluntary group (the YMCA)
would be ranked as the eighth largest hotel chain in the
nation (Bakal, 1979).

Voluntary associations make up a major portion of
American society and contribute a significant amount to the
economy . No other sector which contributes as much and
includes so many organizations has been examined to a lesser
degree.

Voluntary Organization
Knowledge

The 1970’s marked,a renaissance of interest in volun-
tarism in America. In 1973, Congress passed the Voluntary
Services Act, ACTION was created, and national volunteer
service programs were launched for the elderly, retired
business executives, and students. In 1974, the Social
Security Act was amended to encourage state governments to
use voluntary associations and volunteers to deliver social
services. By 1977, many state governments had established
offices for voluntary action. In March 1978, the Carter
administration announced an Urban Policy, calling for the
active involvement of voluntary associations in the revita-
lization of American cities and Ronald Reagan has emphasized
the role of voluntary associations in replacing government
programs which were cut back under the administration’s
budget cutting program. During this period, literature and

training programs about voluntarism flourished. However,
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4
little empirical research has been done concerning manage-
ment of voluntary associations. As Smith and Freedman
(1972: 233) point out:

...there has been considerable investiga*ion of

voluntary associations, but the overall results

are unsatisfying. Much of the research has been

crude. Generalizations have been made on the

basis of very limited samples and inadequate

measuring instruments. Researchers have often

failed to control variables, and there has been

almost no attempt to develop theoretical proposi-

tions which can be operationalized and tested.

Practitioners of management in voluntary associations
tend to generalize; i.e., what is effective in profit
oriented organizations will be effective in voluntary non-
profit organizations. Some individuals are beginning to
question the generality of profit-oriented managerial prac-
tices for non-profit organizations. Scheier (1978: 5)
points out that the ineffectiveness of many voluntary asso-
ciations may be the legacy of a trend in modern voluntary
organization leadership toward the adaptation of concepts
and methods from the paid work world without considering
the "special genius" of the voluntary world. Recent concep-
tual and empirical studies (Gatewood and Lahiff, 1977;
Newman and Wallender, 1978; Mason, 1979) have shown
that there may indeed be significant management related
differences between profit and voluntary organizations. As
one begins to examine the differences, it becomes clear
that empirical research focused on the specific aspects of

management of voluntary associations is necessary.
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Empirical research concerning management of voluntary
organizations is beginning to emerge. Recently, studies
have examined organizational effectiveness (Webb, 1974),
planning (McIntosh, 1968; Bixler, 1970; Ruoss, 1972), stra-
tegic planning and organizational characteristics
(Crittenden, 1982), and organizational structure and norms
(Pearce, 1978).

Many areas related to the management of voluntary asso-
ciations have not yet been examined. One area which is
important to the effective and efficient utilization of the
manpower in any organization is leadership. Leadership
knowledge in general, and knowledge of leadership of volun-
teers can be expanded by examining the process in voluntary
groups. )

Leadership in Voluntary
Organizations

The area of leadership in voluntary organizations has
been the subject of limited empirical research to date.
Those studies that do address leadership tend to do so by
treating leadership as a universal concept (O'Connell, 1976)
or by focusing on leadership styles that were successful in
a single organization. Much of this literature indicates
that the appropriate leadership style (in terms of volunteer
satisfaction) for voluntary organizations is relations
oriented (Scheier, 1978; Stenzel and Feeney, 1968).

Relations-oriented leader behaviors emphasize concern for
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6
volunteer morale, being friendly and approachable, and
providing an interesting work environment.

The idea that relations-oriented leadership is the most
effective appears to be based on the belief that a relations
oriented approach will lead to higher levels of volunteer
satisfaction and performance. Volunteer administrators are
hesitant to exercise a great deal of control over volunteers
or heavily emphasize the task out of fear of losing volun-
teers. Without the perceived power of money as a reward,
the manager of a group of volunteers assumes that the volun-
teers will not stay in the organization except for social
reasons (LaCour, 1977). This reasoning is based on the
assumption that individuals volunteer out of a need for
group association, interpersonal relationships, and the
sharing of common experiences (see Bartlett, 1959, Minnis,
1951; Moore, 1961).

Recent research (Bonjean, Moore, and Macken, 1977),
however, indicates that there are several reasons for mem-
bership and continued participation in voluntary organiza-
tions. These reasons can be grouped into two broad
categories that relate to satisfaction with volunteer work.
These factors are content and context (Gidron, 1983).
Content factors are those components related to the actual
work; context factors are elements related to the work
situation. Volunteer work is perceived as an exchange bet-

ween the volunteer and his/her work situation (Kemper, 1980;

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



7
Sharp, 1978), whereby time and effort are exchanged for
satisfactions and psychic rewards to the individual
(Qureshi, Davies, and Challis, 1979). These satisfactions
and psychic rewards come from areas such as recognition,
relations with others, full use of skills and abilities,
supervision, worthwhile work, and personal growth through
helping others (see Hadley and Webb, 1971; Deegan and Nutt,
1975; Hillman, 1966; Schwartz, 1966; Gandy, 1976).

A leader is in a position to impact both content and
context factors relating to satisfaction. Through his/her
behaviors the leader can influence the recognition,
accomplishment, supervision styles, interpersonal rela-
tions, social interaction, and task structure, thereby
influencing reward for task accomplishment. Leader behavior
%ocusing on relations oriented behavior may not result in
universally high levels of satisfaction as assumed by many
voluntary action scholars. Several contingency based
theories (House, 1971; Fiedler, 1967; Vroom and Yetton,
1973) developed from research in the for-profit sector indi-
cate that specific leader behaviors are related to satisfac-
tion and performance in different situations. No single
leadership style is appropriate for all situations. If
results from the profit sector are generalizable to the
voluntary sector, specific situations would require leader
behaviors other than relations-oriented in order to have

high levels of volunteer satisfaction. Relations-oriented
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8
behavior may only satisfy a portion of the needs related to
voluntary participation.

Research centered on leadership in voluntary organiza-
tions should be undertaken to determine if the contingency
theories of leadership developed based on employees, rather
than volunteers, are applicable to voluntary associations.
Such research would be significant for two reasons. First,
it would provide empirically based evidence on the effects
of various leader behaviors on both content and context fac-
tors relating to volunteer satisfaction in voluntary organi-
zations. This is important because while people join an
organization due to a belief in its purposes, they remain as
workers since the experience satisfies work-related needs
that are not met otherwise (Jenner, 1981: 29). Thus, no
matter how committed volunteers are initially, factors in
the work or related to the work they do must result in
satisfaction of their needs or they will leave the organiza-
tion.

Second, research centered on leading volunteers would
provide an empirical test, in a wunique organizational
setting, of a current theory of leadership based on research
in the for-profit sector. Volunteer work is different from
paid work. Volunteer work is by definition an act of free
will; individuals engage in and discontinue it at will. 1In
paid work, by contrast, the pay element represents for most

people the necessity to work (Gidron, 1983). Logically, it
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appears that a different relationship with the workplace
exists in voluntary organizations. People must be satisfied
through non-tangible benefits if they are to continue to
contribute. The paid employee may tolerate a bad work
situation if there is sufficient remuneration or if there
are no "better” jobs elsewhere. On the other hand, volun-
teers may find a bad work situation running directly counter
to the only motivations which brought them to the organiza-
tion in the first place (Gamm and Kassab, 1983).

By removing the spectre of "forced compliance,”™ the
underlying constructs of leadership can be better
understood. The generality of an existing leadership theory
can be clarified by explicitly analyzing the theory in a
voluntary sefting. The knowledge gained can help in the
interpretation of leadership findings in profit oriented
organizations.

Summary of the Significance of Research
in the Voluntary Sector

The voluntary sector is a desert for empirically based
management research. The growing importance and size of the
third (voluntary non-profit) sector demands research atten-
tion. Concern with organizational attributes has become
evident in the literature on voluntary organizations
(Ilsley and Neimi, 1981), however, a "paucity of data on
voluntary organizations™ still exists (Kramer, 1981l: 99).

Voluntary associations are searching for prescriptive mana-
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gement practices specifically developed for voluntary
organizations. This research would be an initial step in
providing information on leader behaviors and the satisfac-

tion of volunteers.

Working Definitions
Several terms that were used throughout the course of
the study need to be defined. These terms include: 1)
voluntary organization, 2) volunteer, 3) leadership, 4)

leader.

Voluntary Organizations

Fox (1952) defines voluntary associations as private,
nonprofit organizations not engaged directly in any activi-
ties that are functional prerequisites for the on-going
social system; i.e., not directly producing goods or ser-
vices. Several other broad definitions of voluntary organi-
zations exist (see Smith and Freedman, 1972). For the
purposes of this investigation a specific operational defi-
nition was adopted for use. Crittenden (1982: 5) states:

A voluntary organization may be defined as an

organized group of people with membership open to

those sharing common goals or interests in which

people become members by their own decision. The

organization is a nonprofit, non-government , private

group in which volunteers may serve as directors,
administrators/staff, or as regular members.
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Volunteers
A volunteer is an individual who is a member of a
voluntary organization who does not receive compensation for
services to the organization. The following working defini-
tion of a volunteer was selected for use in this study
(Crittenden, 1982):
A volunteer is defined as any person who performs or
gives his/her services of their own free will without
expectation of financial gain. A volunteer can

receive reimbursement for out-of-pocket expenses
and mileage.

Leadership

In his review of the leadership literature, Stogdill
(1974) found eleven separate and distinct definitions of
leadership. It was not feasible to examine all eleven defi-
nitions in this study, however, all eleven definitions were
built on the foundation of one individual, through some
method, influencing the behavior of other individuals. One
of the definitions Stogdill examined seems to most clearly
state that proposition and was, therefore, used as the
working definition of leadership in this investigation. The
definition was based upon one provided by Feidler (1967).

Leadership is particular acts in which a leader

engages in the course of directing and coor-

dinating the work of his/her group members. This

may involve such acts as structuring the work

relations, praising or criticizing group members,
and showing consideration for their welfare.
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Leader .

Leaders are those individuals who are responsible for
and direct the activities of individuals and groups in orga-
nizations. The working definition of a leader in voluntary
organizations is based on the definition developed by Pearce
(1980: 86).

Leaders are those individuals holding formal elected

or appointed offices in voluntary organizations.

These individuals also have direct supervisory

responsibilities in the voluntary organization.
The definition does not include informal leaders due to the
difficulty in determining who those individuals were and in

which situations they were leaders of volunteers.

Summary

This study was an attempt to add to the current body of
knowledge related to voluntary organizations and leadership.
Specifically, the investigation was an endeavor to build an
understanding of leader behavior and volunteer satisfaction
in voluntary organizations. This was accomplished by
reviewing the literature on leadership research and volun-
tary organization structure (Chapter II). Specific hypothe-
ses based on the literature review were then developed and
enumerated in Chapter III. Univariate and multivariate ana-
lysis techniques were used to analyze the results of the two
phases of data collection. Chapter IV reported the tests of

the hypotheses related to orientation and size, and the
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relationship with structural characteristics. Chapter V was
devoted to the analysis of the leader behavior hypotheses.
Specific factors relating to volunteer satisfaction were
determined and reported through the use of analysis of
variance and discriminant analysis. Interpretation of the
results of the data analysis procedures for Chapters IV and
V were discussed in Chapter VI. The final chapter (Chapter
VII) summarized the research project. Specific conclusions
were enumerated, limitations of the study were examined, and
directions for future research were provided.

A broad range of data was collected in order to better
understand voluntary associations and specific issues
related to effective utilization of volunteer manpower. An
effort was made to provide information which could be used
to refine and expand understanding of previously defined
leadership and structural relationships in both the

for-profit and voluntary sectors.
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CHAPTER II
EXAMINATION OF RELEVANT LITERATURE

Chapter II reviews literature that is relevant to the
study. The chapter is broken into two major sections: 1) A
review of the development of various theories of leadership
and; 2) a review of available literature dealing with the
organizational structure and leadership styles wused in
voluntary organizations. This review of the literature will
serve as the basis for the development of the leadership
hypotheses and hypotheses related to function, size, and

organization structure enumerated in Chapter III.

Leadership Theories

There are three basic categories of leadership theories:
trait, behavioral, and situational. Trait theories attempt
to define a set of traits or individual characteristics that
distinguish successful from unsuccessful leaders.
Behavioral theories focus on what the leader does, not who
the leader is. Situational theories examine the complex
relationship between the 1leader, subordinates and the
situation. A situational theory serves as the basis for
this research. Each of the major ca‘egories of leadership

is reviewed in this chapter.
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Trait Theories

The development of the personnel testing component of
scientific management supported to a significant extent the
study of trait theories of leadership (Stogdill, 1974: 4).
Most early researchers used the newly developed testing
techniques in an effort to identify and categorize the
traits which were common in “great men" of the day.
Researchers began an exhaustive search to identify
biographical, personality, emotional, physical, intellec-
tual, and other personal characteristics of successful
leaders (Szilagyi and Wallace, 1980: 279). In a review of
the research since 1948, Stogdill (1974) indicated that such
studies had dealt with the following leader trait
categories: (1) physical characteristics; (2) social
background; (3) intelligence; (4) personality; (5) task
related characteristics; and (6) social characteristics.

Even with studies supplying information in so many cate-
gories of personal traits, results have not indicated a
clear profile of the personal characteristics of effective
leaders. Although some traits appear to differentiate
effective and ineffective leaders there still exist many
contradictory research findings (Gibson, Ivancevich,
Donnelly, 1979; Hollander and Julian, 1969).

There are several reasons why the trait approach to the
study of leadership has not proven effective. Each year new
traits are added to the list of those thought significant

resulting in confusion as to which traits are important.
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Only one study attempted to rank the importance of various
traits (Ghiselli, 1971). In addition, the trait approach to
leadership does not examine what the leader does to
influence other individuals (Gibson, Ivancevich, Donnelly,
1981). Most contemporary researchers would agree that there
is much more involved in leadership than just the traits of
the leader.

The growing list of traits indicates that specific
characteristics are important only in certain situations.
For example, personality characteristics may help identify
an effective leader in one study while intellect will iden-
tify an effective leader in another. As Stogdill (1948)
concluded, "The total weight of evidence presented in this
group of studies suggests that if there are general traits
which characterize leaders, the patterns of such traits are
likely to vary with the leadership requirements of different

situations.”

Behavioral Theories

During the 1950’s, the dissatisfaction with the trait
approach to leadership led behavioral scientists to focus
their attention on actual leader behaviors. The pioneering
work which focused on what leaders do occurred in research
done by Lewin, Lippit, and White (1939). Their studies com-
pared the effects of democratic, autocratic, laissez-faire
leadership. Findings of the study reflected favorably upon

the democratic style, in terms of satisfaction. These stud-
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ies foreshadowed many of the findings of the behavioral
leadership researchers.

Two major groups of researchers were responsible for
pursuing the behavioral perspective on leadership in the
late 1940"s and 1950’s (Evans, 1979). One group at the
University of Michigan identified dimensions of leader be-
haviors that differentiated leaders of high performing from
low performing groups (Katz, Macccby, and Morse, 1950:
33-34). The University of Michigan researchers categorized
leader behaviors as either employee-centered or and job-cen-
tered. Likert (1961: 14) concluded that the best super-
visors were employee centered:

Supervisors with the best record of performance focus
their primary attention on the human aspects of their
subordinates problems and on endeavoring to build
effective work groups with high performance goals.
This conclusion was based on leadership effectiveness being
measured in terms of both productivity measures and employee
satisfaction. Evidence does not support employee centered
leadership behavior as the best approach, if production only
is considered. Several studies (Morse and Reimer 1956;
Likert, 1976; Vroom, 1976) have indicated that job centered
leadership results in high productivity with lower levels of
employee satisfaction and higher rates of turnover and
grievances.
The Michigan studies did not demonstrate that one type

af leadership style was always superior nor were they able
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to specify in advance which style would be most effective
(Gray and Starke, 1980). The Michigan studies do not
consider situational variations or changes in the leader’s
behavior during changes in the situation faced (Hill, 1973)
and, therefore, cannot predict the best leadership behav-
iors.

Researchers at The Ohio State University tried to
generate an exhaustive pool of items describing how a leader
behaved (Hemphill and Coons, 1957). From the original pool
of over 1700 items the group identified two dimensions of
leader behaviors of particular importance..., consideration
and initiating structure. As defined in Fleishman and
Peters (1962), consideration reflects the extent to which a
leader is likely to have job relationships characterized by
mutual trust, respect for subordinates ideas, and con-
sideration of their feelings. Initiating structure reflects
the extent to which a leader is likely to define and struc-
ture his or her own role as well as the role of subordinates
toward goal attainment.

The Ohio State studies were based on the assumption
that the most effective leadership style was high on botn
initiating structure and consideration (Fleishman, 1973).
In numerous studies in such organizations as a petroleum
manufacturer, aircraft manufacturer, military group and
business and business machine manufacturer no single
leadership style emerged as always being most effective

(House, Filley, Kerr, 1971; Korman, 1976). Once again, high
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subordinate performance could not be specifically tied to
one form of leader behavior for all situations.

The behavioral theories developed and tested by the
Michigan and Ohio State researchers lead to the development
of situational theories of leadership. The research find-
ings suggested that a universally accepted “best” style was
inappropriate for the complexities of modern organizations
(Szilagyi and Wallace, 1980). Therefore, researchers began
to examine the various situational variables that were

believed to have an impact on the leadership process.

Situational Theories

As the study of leadership developed and the inadequacy
of simplistic approaches to the subject became apparent, a
number of researchers attempted to develop theoretical
models which avoided both the seductive simplicity of the
"one best way" approach and the non-answer... "it all
depends™ (Evans, 1980). As early as 1958 Tannenbaum and
Schmidt (1958: 98) concluded, "effective leadership depends
on the leader, his followers, and the situation, and the
interrelationships between them." O0One of the first system-
atic research efforts that attempted to identify a con-
sistent set of contingency variables and their effect on

leadership was that of Fiedler (1967).
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Fiedler’s Contingency Model of Leadership. Fiedler's
Contingency Model of Leadership includes four factors: (1)
leadership-style assessment; (2) task structure; (3) leader-
member relations; and (4) the leader’s position power.
Leadership-style assessment identifies the leadership style
with which the leader is most comfortable; the other three
factors describe the situational favorableness for the
leader. Fiedler (1967) argues that the three situational
variables combine in unequal strength to create situational
favorableness; accordingly, leader-member relations is twice
as important as task structure which is twice as important
as position power. The combination of variables creates
eight octants of decreasing situational favorableness, with
a highly favorable situation being characterized by good
leader-member relations, a structured task, and high leader
position power. A highly unfavorable situation, on the
other hand, is characterized by poor leader-member rela-
tions, low task structure, and low position power for the
leader.

Summarizing the work in sixty-three organizations com-
posed of 454 groups, Fiedler (1972) suggested specific
leadership styles which were appropriate for a given
situational environment. Task-oriented styles were found to
be effective in highly favorable and unfavorable situations,
while employee oriented styles are better in moderately
favorable situations. The findings suggest that both task

and employee oriented leadership styles can be effective in
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certain situations. Fiedler (1967) suggests that the orga-
nization can change the effectiveness of the group’s perfor-
mance by changing the favorableness of the situation or by
changing the leader’s preferred style (although he does not
believe the latter is possible). Recent work indicates that
when leaders can recognize thc situations in which they are
most successful, they can begin to modify their own situa-
tions (Fielder, 1976).

The results of a number of studies on Fiedler’s con-
tingency model have been reported. These studies (Graen,
Orris, and Alvares, 1971; McMahon, 1972; Larscn and Rowland,
19743 Vecchio, 1977), conducted in a variety of research
settings in order to determine the validity of the model,
have identified an increasing number of serious shortcomings
in the theory. Ashour (1973) has argued that the model is
not a theoretical statement but a set of data-based genera-
lizations. Ashour concludes that the model does not have
explanatory power; it may be able to predict productivity
but it cannot explain why it occurs.

A second serious shortcoming involves the the
leadership-style assessment instrument, the least preferred
co-worker (LPC) scale. There is some dispute as to what the
LPC score measures. Moreover, it appears that, at best, the
LPC score has minimal stability (Schriesheim and Kerr, 1977;
Stinson and Tracy, 1974). There is also some dispute con-
cerning the appropriateness of the situational favorableness

dimensions employed in the model. Campbell (1968) argues
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that each dimension of situational favorableness can be a
function of the leader’s behavior. For example, leader-
member relations can easily be influenced by the leader
behavior and the behavior can be influenced by existing
leader-member relations.

Despite major criticisms, Fiedler’s contingency model
has proven to be a major addition to the study of leadership
in organizations (Gibson, Ivancevich, and Donnelly, 1979;
Szilagyi and Wallace, 1980). Fiedler is largely responsible
for causing us to look seriously at situational variables
(Evans, 1980). Also as Fiedler (1974) suggests, the model
is and will remain a rich source of new ideas, propositions,

and hypotheses about leadership style and effectiveness.

Vroom and Yetton Normative Model. Another diagnostic

model of leadership behavior has been developed and elab-
orated by Vroom and his associates (Vroom and Yetton, 1973;
Jago and Vroom, 1975; Vroom and Yetton, 1978). The Vroom
and Yetton model emphasizes two criteria for effectiveness:
(1) quality of the decision and (2) decision acceptance.
Decision guality refers to the objective aspects of a deci-
sion that influence subordinates’ performance aside from any
direct impact on motivation. Decision acceptance is the
degree of subordinate commitment to the decision. There are
many situations in which a given course of action, even if
technically correct, can fail, because it is resisted by

those who have to execute it (Maier, 1963).

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



27
The Vroom/Yetton model designates five decision making
styles that are appropriate for decisions invelving none or
all of the leaders’ subordinates. These styles are similar
to those identified by Tannenbaum and Schmidt (1958) and
Heller (1971). Vroom and Yetton suggest that the leader
apply one of the five styles (either individual or group
oriented) after performing a diagnosis of the situation and
problem. By using careful diagnosis, the leader is able to
minimize the chances of reducing decision quality and ac-
ceptance. The diagnosis of the situation is based on seven
diagnostic questions.. The answers to these questions pro-
vide the leader with information on quality requirements
information availability, problem structure, acceptance
requirements, subordinate response to autocratic decisions,
subordinate motivations, and subordinate characteristics.
The research conducted on the model can be divided
into two types: (1) verification, and (2) descriptive
(Ivancevich, Donnelly, and Gibson, 1979). Verification
research has tended to show substantial support for the
model (Vroom and Jago, 1978; Margerison and Glube, 1978).
According to the studies, managers who exhibit conformity
with the Vroom/Yetton model prescriptions have more produc-
tive operations and more satisfied subordinates than do
managers exhibiting less conformity with the model. De-
scriptive research indicates that most managers permit a
greater overall level of participative decision making than

seems to be required (Vroom and Jago, 1978). Vroom (1978)
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also indicates that the acceptance criterion is most often
violated. Leaders seem to obtain acceptance when not needed
and vice versa.

A strength of the Vroom and Yetton approach is in the
treatment of issues that influence leadership effectiveness;
quality requirements, information availability, and accept-
ance by subordinates (Gray and Starke, 1980). However,
there may be methodological weaknesses that reduce the uti-
lity of the model (Field, 1978). For example, House,
Filley, and Kerr (1976) pointed out that the decision tree
format for the model may be too cumbersome for practicing
managers to utilize.

Little empirical evidence has been generated that either
supports or refutes the prescriptions of the theory. Both
positive and negative evidence is tentative at this point.
The model needs to be tested further before conclusions can

be reached.

Situational Leadership. Hersey and Blanchard (1982)
developed a situational model of leadership based on the

foundations of the Ohio State leadership studies. Hersey
and Blanchard suggest that no single style of leader behav-
ior is appropriate for all situations. The appropriate
style of leader behavior depends on follower maturity, as
measured by job maturity and psychological maturity (Hersey
and Blanchard, 1982). Job maturity includes past job

experience, job knowledge, and understanding of the job
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requirements. Psychological maturity, on the other hand,
involves the willingness or motivation to work.

The situational model suggests that as maturity
increases the leader should shift the emphasis from task-
oriented behaviors to relationship-oriented behaviors. No
other situational variables are included in the model.

The situational theory makes some contributions to
the study of leadership. The theory suggests the need for
behavioral flexibilty as situations change and recognizes
the importance of the( follower in determining the
appropriate leader behavior.

There are several shortcomings of Hersey and 8lanchard’s
situational model. A major controversy exists concerning
how follower maturityiis determined and just what is
measured by follower maturity (Graeff, 1983). 1In addi‘tion,
the theory uses only one factor, follower maturity, to
determine the situation. The theory may ignore other impor-
tant situational factors. Finally, the theory has been sub-
jected to only limited empirical validation (see Hambelton

and Gumpert, 1982).

Path-Goal Theory. The Path-Goal theory of leadership
has its genesis in the path-goal hypotheses advanced by
Georgopolous, Mahoney, and Jones (1957). Georgopolous et. al.
asserted that worker productivity was a function of worker
needs, expectations, and situations. He stated the path

goal hypothesis as follows:
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Productivity level is seen as representing pur-
posive behavior which is determined through the
interaction of both facilitating and inhibiting
forces, forces in the individual and in the
environment. More specifically it is seen as a
function of the path-goal perception, level of
need, and level of freedom.
The path-goal hypothesis as presented by Georgopolus made no
statements concerning leader behavior and made no effert to
prescribe leadership styles for a given situation.

Evans (1970), using the path-goal hypothesis as a basis,
suggested that leaders were in a position to influence pro-
ductivity of followers in several ways. Leaders could
influence path goal perceptions by providing alternative
paths which would be shorter in terms of effort needed by
subordinates to reach goals. Leaders could also act to
reduce inhibiting forces or barriers within a given path, or
increase facilitating forces. Further, the leader could
alter the individuals’ expectations, or psychological proba-
bilities, that reaching a certain organizational goal would
result in the satisfaction of personal needs.

Another major influence on the development of the path-
goal theory of leadership was research supporting the expec-
tancy theory of motivation (House, 1971: 322). The central
concept of expectancy theory is that the motivational force
of an individual to engage in a specific behavior is a func-
tion of (1) his/her expectations that the behavior will
result in a specific outcome and (2) the sum of the values,

that is, personal utilities or satisfactions that he/she
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derives from the outcome. Thus, according to expectancy
motivation theory, an individual chooses the behavior he/she
engages in on the basis of (1) the personal utilities he/she
perceives to be associated with the outcomes of the behavior
under consideration; and (2) his/her subjective estimate of
the probability that his behavior will indeed result in the
outcomes. The original expectancy theory as proposed by
Vroom (1964) is shown by the following mathematical
relationships:

n
F= E (Eij « V)

where F= force to perform an act
Ejj= the expectancy that act i will
be followed by outcome j
Vj= the valence of outcome j
n= the number of outcomes

Cummings and Galbraith (1967) extended Vroom’s formula-
tion by pointing out that some of the valences associated
with a specific behavior are intrinsic to the behavior
itself and some are the extrinsic consequences of the behav-
ior. To the extent that a behavior is intrinsically valent
it is also intrinsically motivational because the behavior
is highly instrumental to the outcome of satisfaction. An
individual will engage in intrinsically satisfying behavior
because his/her expectancy that satisfaction (outcome) will
follow is near unity since the reward is self-administered.

There would be no chance that a leader or a third party
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would ineffectively administer the reward (as might occur in
extrinsic reward situations). Motivational force in intrin-

sically valent situations would then be expressed as:

n
F= E (vi)
j=1
since Eij in the previous formula will be = 1

Thus, in a situation which is intrinsic in nature, moti-
vational force would be expressed as the valence of specific
behaviors or outcomes. Intrinsic sources of valence have
been identified and include the degree of satisfaction or
pleasure the individual derives from the accomplishment of
the work goal regardless of extrinsic rewards (Reinhart and
Wahba, 1975).

The basic tenets of expectancy theory together with the
path-goal hypothesis laid the foundation for postulates of
the path-goal theory of leadership as proposed by House
(1971). Evans (1968), prior to House's work, proposed an
expectancy-based concept having specific relevance for
leadership. This concept, referred to as path instrumen-
tality, is the cognition of the degree to which following a
particular path (behavior) will lead to a particular
outcome; the concept is akin, but not identical to, the con-
cept of expectancy introduced by Vroom (House, 1971). Path-
goal instrumentality is the extent to which the path (as
defined by the leader) is seen as helping or hindering the

individual in attaining goals. Expectancy is defined as the
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perceived belief that effort will lead to performance or
other second level outcomes.

House developed Evans’ concept of path instrumentality
further and proposed the Path-Goal Theory of Leadership with
its predictions of leadership behavior contingent on
situational variables. House’s (1971) Path-Goal Theory of

Leadership can be expressed by this formula:

M=IVh + PY IV, 4

" N
-

(P2i * EVi) J
i
i=l,e00eeieyn
where:
M= motivation to work
IVp= intrinsic valence associated with goal
directed behavior
IVa= intrinsic valence associated with work
goal accomplishment
EVi= extrinsic valence associated with work
goal accomplishment
P1= path instrumentality of behavior for work
goal attainment
P2;= path instrumentalities of work goal for
extrinsic valences

According to House (1971: 323) the leader can have an impact

on most of the independent (situational) variables.

...The leader determines what extrinsic rewards
should be associated with work goal accomplishment
EVi. ....he has influence over the extent to which
work goal accomplishment will be recognized and
whether it will be rewarded with pay raises,
promotion, assignment of more interesting tasks, etc.
...he influences the magnitude of the sum of personal
outcomes available. Second, the leader through his
interaction with subordinates can increase the
subordinate’s path instrumentality concerning rewards
forthcoming as result of work-goal accomplishment,
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P2. Third, through his own behavior he can provide
support for the subordinate s efforts and thereby
influence the probability that this effort will
result in work-goal achievement, that is P;. Fourth,
the leader influences the intrinsic valences
associated with goal accomplishment, IVa, by the way
he delegates and assigns tasks to subordinates.
Finally, the leader can increase intrinsic valence
associated with goal-directed behavior, IVy, by
reducing frustrating barriers, being supportive in
times of stress, ....and being considerate of
subordinate s needs.

I. Leader behavior. Behavior of the leader can
influence motivation in two ways. First, leader behavior is
acceptable and satisfying to subordinates to the extent that
subordinates see such behavior either as an immediate source
of satisfaction or as instrumental to future satisfactions.
Second, leader behavior will be motivational to the extent
that leader behavior makes satisfaction of subordinates
needs contingent on effective performance and leader behav-
ior complements the environment of subordinates by providing
the coaching, guidance, support, and rewards necessary for
effective performance. Simply stated, the motivational
functions of a leader include increasing the number and
kinds of personal payoffs to subordinates for work goal
attainment and facilitating paths to the payoffs by clarifi-
cation, reduction of constraints in the path, and by
increasing the opportunity for personal satisfaction while
on a given path (House, 1971).

There are four broad categories of leader behaviors
which influence follower performance, acceptance of the

leader, and satisfaction. These behaviors are (House and

Mitchell, 1974),
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(1) supportive - giving support and consideration to
the needs of the subordinates, displaying concern
for their well being and welfare, and creating
a friendly and pleasant environment.

(2) instrumental - the planning, organizing,
controlling, and coordinating of subarginate
activities by the leader. The leader s emphasis
is on letting subordinates know what is expected
of them.

(3) participative - sharing of information and an
emphasis on consultation with subordinates and the
use of their ideas and suggestions.

(4} achievement-oriented - setting challenging goals,
expecting subordinates to perform at the highest
level, and continually seeking improvement in
performance.

Most current research focuses only on supportive and
instrumental behaviors due to the lack of validated measures
of achievement and participative leader behaviors (Fulk and
Wendler, 1982). In addition, supportive and instrumental
behaviors have been viewed traditionally as wuniversal
constructs. Campbell (1977) suggests that studies should
utilize instruments which measure sub-categories of each
type of leader behavior. For example, Schriescheim (1979)
developed an instrument which included three distinct behav-
iors within the instrumental behavior construct (role
clarification, specification of procedures, and work
assignment).

II. Situational variables. According to House (1971),
appropriate leader behavior, behavior which is motivational

and satisfying to the subordinate, will be affected by two

situational variables. Those variables are (a) personal
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characteristics of the subordinates and (b) the environmen-
tal factors.

(a). Personal characteristics. Little research has

been done in the area of personal characteristics as related
to the Path-Goal Theory of Leadership. Runyon (1973) and
Mitchell, Smyser, and Weed (1974) have shown that the subor-
dinates scores on locus of control moderates the rela-
tionship between participative 1leadership style and
subordinates satisfaction. Locus of control can vary from
high internal to high external control. Internals (people
who believe they control their environment and who believe
what happens to them occurs because of their behavior) were
found to be more satisfied with a participative leader, and
externals (people who believe what happens to them is not
under their control) were more satisfied with a directive
leader.

Another personal characteristic, authoritarianism, also
has been studied as it relates to the Path-Goal theory.
Authoritarianism is an attitude that is characterized by
beliefs that there should be status and power differences
among people in organizations and that the use of power is
proper and important to effective organizational functioning
(Adorno, et al., 1950). Research on this construct
(Dessler, 1973) suggests that people who score high on meas-
ures of authoritarianism are more inclined to conform to
rules and tend to emerge as leaders in situations requiring

an autocratic and demanding style. These same individuals
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tend to be more satisfied with instrumental leader behavior
since they view this behavior as just and appropriate.

Yet another important characteristic is the
subordinate’s perception of his or her own ability. The
greater the perceived ability to accomplish a task, the less
the subordinate will accept directive or instrumental behav-
vior because such behavior will be viewed as unnecessary
supervision (Szilagyi and Wallace, 1980: 297).

A subordinate’s dominant needs or need level also may
affect the impact of leader behavior on satisfaction. For
example, individuals with high safety and security needs may
accept an instrumental leader style, but employees with high
affiliation and esteem needs may react more positively to a
supportive leader (Griffin, 1980; House and Mitchell, 1974;
Szilagyi and Wallace, 1980).

Subordinate characteristics seem to be critical in some
leadership situations and of less importance in others.
Certain studies (Tannenbaum and Allport, 1956; Vroom, 1959;
Mitchell, 1973) indicate that subordinate characteristics
moderate the effect of leadership style when the tasks of
the subordinates are highly routine and/or non-ego
involving. The moderating effect is not consistently sup-
ported in all research, however. House (1974) reasoned that
the task may have overriding effects on the relationship
between leader participation and subordinate responses, and
that individual predispositions and personality charac-

teristics of the subordinates may have an effect only for
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some tasks. For example, Dessler (1973) found that for
subordinates at lower organizational ievels doing routine,
repetitive, unambiguous tasks, directive leadership was pre-
ferred by closed minded, dogmatic, authoritarian subor-
dinates and nondirective 1leadership was preferred by
nonauthoritarian open minded subordinates. However, direc-
tive leadership was preferred by subordinates at higher
levels doing nonroutine, ambiguous tasks regardless of per-
sonality characteristics.

Personality variables and other subordinate charac-
teristics are important, since they seem to Lperate as
moderators only in certain situations. Therefore, they can
never be totally ignored, nor used as the sole basis for
reaching a conclusion.

(b). Organizational factors. Many organizational
factors influence the level of satisfaction with leader
behavior. If the organization is one which has a clearly
defined system of procedures and work rules as well as a
clearly defined reward system over which the supervisor can-
not exercise control, instrumental behavior may not provide
high levels of satisfaction even when other variables would
indicate such a relationship. A study (Stinson and Johnson,
1975) examining satisfaction levels in Civil Service and
military personnel supported this hypothesis. 1In both or-
ganizations the extrinsic reward system and work procedures
were clearly defined and were administered by the formal

organization. The leader had to concentrate on con-
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sideration-oriented behavior in an effort to increase
intrinsic reward availability and satisfaction from inter-
personal relations for the subordinate. Instrumental behav-
ior was redundant in that it attempted to clarify a path to
the reward which was already evident to the subordinate.

Miles and Petty (1977) provided additional support for
the findings of Stinson and Johnson. They found that social
service professionals in large organizations whose jobs were
formalized, routinized, standardized and specialized derived
no satisfaction from leader initiating structure behavior.
Subordinates viewed such behavior as redundant. However
similar professionals from small, less formalized organiza-
tions indicated a significant, positive preference for
leader structuring behavior. The formal authority system
and the size of the organization appear to be moderating
variables in the path-goal relationship.

Most path-goal research has centered on the
subordinate’s task as a moderator between satisfaction and
leader behavior. Path-Goal Theory suggests that in
situations where the task is unstructured, an effective
supervisor will initiate structure in the work environment
to help the subordinates avoid pitfalls to successful task
accomplishment and to clarify the extent to which perform-
ance will be rewarded. Subordinates, through leader direc-
tion of their work and clarification of what is expected of
them, will be satisfied by the intrinsic demands of the

unstructured task and be highly motivated by extrinsic
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rewards associated with their employment. This relationship
has received support from research done by Dessler (1973),
Greene (1973), House and Dessler (1974); and Szilagyi and
Sims (1974).

In situations where tasks are highly structured, subor-
dinates are likely to view directive behavior as an unnec-
essary imposition of direction and control. Directive
behavior would be viewed as redundant in very structured
tasks. Highly structured tasks require the leader to be
considerate and supportive in order for subordinates to
reduce the frustration resulting from performing simple
tasks having little intrinsic satisfaction. Results of
research done by Dessler (1973); House and Dessler (1974)
and Stinson and Johnson (1975) support this proposition.

Task variety is another factor which has been found to
moderate the relationship between satisfaction and leader
behavior (Schriesheim and DeNisi, 1979; Johns, 1978).
Instrumental leadership helps subordinates whose tasks
involve a large number of operations to successfully
complete those tasks. Task completion results in the subor-
dinates deriving greater job satisfaction which in turn,
contributes to greater satisfaction with supervision
(Schriesheim and DeNisi, 1979). Conversely, subordinates
working on less varied tasks view instrumental leader behav-
iors as redundant, resulting in subordinates having less
satisfaction with supervision.

Feedback is another moderator of the relationship bet-
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ween instrumental leader behavior and subordinate satisfac-
tion with supervision (Schriesheim and DeNisi, 1979; Johns,
1978). Instrumental behavior provides subordinates with
information needed to successfully complete their tasks on
jobs that provide 1little or no task-related feedback.
Successful completion allows subordinates to gain greater
levels of satisfaction with supervision.

Support has been found for the moderating effect of the
task dimension, dealing with others (Schriesheim and DeNisi,
1979). When a subordinates’ job does not involve dealing
with others, interaction with the leader serves as a means
of satisfying any interaction needs. Under this condition,
leader behaviors that are not punitive would enhance subor-
dinate satisfaction with supervision.

Katz (1980) hypothesized that leader consideration is
simply not relevent or as meaningful a dimension as ini-
tiating structure for individuals who have jobs with con-
siderable intrinsic satisfaction. If there are no, or few,
extrinsic rewards available, then leader behavior should
focus on clarifying paths so that subordinates may self-
administer intrinsic rewards associated with task
accomplishment and develop a sense of closure on goals.

Not all research has supported the Path-Goal Theory of
Leadership. In particular, the hypothesis concerning
instrumental behavior has received limited support.
Original research by House supported the hypothesis, but

subsequent studies have found varying degrees of support
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from none to strong (see Stinson and Johnson, 1975;
Schriesheim and von Glinow, 1977). One suggestion that has
been used to explain the varied findings concerning instru-
mental leader behavior centers around the instruments used
to measure leader behavior. Results indicate that the
instruments vary a great deal in how they measure instrumen-
tal or directive behavior (Schriesheim and von Glinow,
1977). Three instruments used in all path-goal leadership
studies are the Supervisory Behavior Description
Questionnaire (SBDQ), the Leader Behavior Description
Questionnaire (LBDQ), and the Leader Behavior Description
Questionnaire--Form XII (LBDQ-XII).

The LBDQ and, especially, the SBDQ contain punitive,
autocratic, anq production-oriented items which are extra-
neous to the measurement of the thfory's leaderhip
constructs (Schriesheim and Stodgill, 1975). The LBDQ-XII
contains none of these items, and therefore, until recently
constituted the most accurate operationalization of the
theory's leadership constructs. The SBDQ scales and their
derivatives should not be used in testing the Path-Goal
Theory of leadership. Even the LBDQ-XII is at best a rough
approximation of instrumental and supportive leader behavior
(Schriesheim and Stogdill, 1975).

Schriesheim (1979) recently decveloped and validated
another as yet unamed set of leader behavior scales. These
scales measure the constructs of the Path-Goal theory much

better than measures used in previous research (House,
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1980). Future research on the Path-Goal Theory of
Leadership should use scales which accurately measure the
leader behaviors of interest.

Downey, Sheridan, and Slocum (1975) believe the varia-
bility of research findings conerning the Path Goal Theory
is due to deficiencies in the theory, itself. Several stud-
ies have focused only on task variables while ignoring indi-
vidual characteristics and other environmental variables.
Researchers who ignore the personal characteristics of
subordinates make the implicit assumption that task
variables outweigh individual characteristics in all
situations. This is neither stated nor implied by the
theory. Tests of the theory tend to focus on only one or
two intervening variables and their relationship to subor-
dinate satisfaction. Researchers then arrive at conclusions
about the theory on the basis of support or lack of support
for only a minor part of the theory. For example, previous
studies which attempted to replicate findings concerning the
moderating impact of task variables did not control for
individual and other organizational variables. The varia-
bility of these findings may be due to major differences in
individual characteristics and the organizations used in the
various samples. Results of such studies cannot prove or
disprove the theory in total.

The research findings indicate that the Path-Goal Theory
is a viable approach to the study of leadership (Szilagyi

and Sims, 1974) even though it has weaknesses. The
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complexity of the theory and the use of instruments which do
not accurately measure its constructs seem to be the major
causes for the variability of the findings. Table 1 provi-
des a summary of the research related to the Path-Goal
theory and support or lack of support provided by the
investigation. All but one study used universal measures of
leader behavior which did not accurately measure leader
behaviors (i.e., investigators used either the SBDQ, LBDQ,
or LBDQ-Form XII). The variability of the results may be
linked to the variety of instruments used to measure leader
behavior. 1In fact, Schriescheim and von Glinow (1977) have
demonstrated that by using different instruments opposite
results can be obtained from the same samples. Only the
study by Jermier and Burkes (see Table 1) used
Schriescheim’s new leader behavior instrument. The
weaknesses of the theory, therefore, cannot be fully
understood until more research employing appropriate
measures of leader behavior is conducted.

The results of existing studies tend to support the
Path-Goal theory when the relationship between leader behav-
ior and satisfaction is examined, however the findings are
mixed when the performance-leader behavior relationship is
examined. The theory seems to be valid for understanding
the satisfaction levels of individuals but suspect for
understanding the performance level. Path-Goal theory may
be a valuable leadership theory when the leader behavior/

satisfaction relationship is important. Such may be the
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case when dealing with voluntary associations. Several
authors (Gidron, 1983; Pearce, 1981) indicate that satisfac-
tion is a critical factor when dealing with volunteers.
Therefore, the Path-Goal theory may provide a useful frame-
work for the study of leadership in voluntary associations.

Research Concerning Voluntary
Organizations

The final section of the literature review deals with
research related to voluntary organizations and leader beha-
viors within those organizations. The structure of the
organizations was of particular interest, since structure is
a major factor in determining the environmental charac-
teristics faced by the leader and volunteer. In addition,
literature related to leadership was examined to determine
which leader behaviors were deemed to be most appropriate
for dealing with volunteers and to determine if leaders of
volunteers are encouraged to examine situational factors

before choosing a particular leadership style.

Organizational Structure

There has been little research done on the structure of
voluntary organizations. One study (Gordon and Babchuck
1959) of particular importance, however, did identify
distinct types of voluntary organizations. According to
Gordon and Babchuck, voluntary organizations can be iden-
tified along an expressive/instrumental continuum.

Expressive organizations provide the framework for immediate
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and continued gratification to the individual. The activi-
ties of the group primarily are confined to the organization
and are directed at providing personal satisfaction and
fellowship. An instrumental organization, on the other
hand, orients itself to activities which take place outside
the organization. Instrumental organizations seek to main-
tain a condition or bring about change which transcends the
immediate membership. Instrumental organizations do not
exist primarily to furnish activities for members as an end
in itself; rather they serve as social influence organiza-
tions designed to create some normative condition or change

goal which exists outside of the organization.
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TABLE 1
SUMMARY OF SIGNIFICANT PATH-GOAL
RESEARCH
Date Supported
and Instrumental Consideration
Author Hypothesis Hypothesis
1971
House Yes Yes
House, Filley and Kerr Yes Yes
1973
Runyon Yes N.T.*
Dessler Yes N.T.
1974
House and Dessler Yes Yes
Greene Yes Yes
Mitchell, Symer, and Weed Yes N.T.
Szilagyi and Sims Yes No
1975
Sims and Szilagyi Yes N.T.
Stinson and Johnson No No
Sheridan, et al. No No
1976
Downey, et al. No Yes
Schriescheim Murphy Yes Yes
Schriescheim Schriescheim No No
1977
Miles and Petty No Yes
Valenzi Dessler No No
1978
Johns Yes Yes
1979
Greene No No
Jermier and Burkes Partial Yes
Schriescheim  DeNisi Yes Yes
1980
Griffin Partial Partial
1982
Fulk and Wendler Partial Partial

*Not Tested
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Several works are based on observations and individual
experiences drawn from voluntary organizations which exhib-
ited instrumental tendencies. Walker (1975) suggests that
decision-making power in voluntary organizations is confined
to a few individuals and that voluntary organizations tend
to be highly bureaucratized with a resulting specialization
and extreme division of labor. Stenzel and Feeney (1968)
and Smith and Reddy (1971) observe that voluntary organiza-
tions tend to be subject to oligarchical control, with a
core of members being involved more actively in leadership
and participation than most other members. Major decisions
and broad policies are determined by this leadership group,
and their implementation is the responsibility of officers
and directors of the organization. More structure begins to
appear as the organizations become more centralized and
bureaucratized. According to Smith and Reddy (1971), in a
large voluntary organization;

If you are trying to do something, lines of

leadership have to be clear.....large voluntary

organizations need to be formally structured

just as do business and government if they are
to be effective.

Some voluntary organizations may subject the volunteer to
two or even three hierarchical chains ... a volunteer hier-
archy, a staff hierarchy, and at times a hierarchy within
the organization (hospital, nursing home, school) in which
they perform their services (Walker, 1975).

Large voluntary organizations tend to be highly organ-
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ized, bureaucratic, and have low levels of involvement from
rank and file members (Warner and Hilander, 1964; Sills,
1957). This would be of specific interest in testing the
Path-Goal Theory of leadership, since organizational factors
such as formalization and task structure serve to moderate
the relation between leader behavior and subordinate satis-
faction. Most statements concerning the structure of volun-
tary research are theoretical in nature. Empirical research
is needed to better understand the structure of both instru-
mental and expressive voluntary organizations.

Leadership Research in
Voluntary Organizations

There is very little research to be found on the subject
of leadership in voluntary organizations. An extensive
review of the literature revealed no major tests of any
leadership theory in the voluntary sector. Several studies
supplied information related to leaders or leadership in
voluntary organizations.

In one study (Gatewood and Lahiff, 1977), leaders from
voluntary and nonprofit organizations rated relationships
with co-workers as more important to effective management
than did leaders from profit sector organizations. In fact,
leaders in voluntary organizations rated such relationships
at a significantly higher level than did leaders of nonpro-
fits. Gatewood and Lahiff suggest this is due to the volun-
tary leader being so dependent on volunteer manpower.

According to them, this indicates that the leaders believe
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that they must be more relations-oriented since they believe
there are few tools available to influence worker behavior
other than personal relations they established with volun-
teers. In a theoretical work, Lacour (1977) suggests that
the managers in many volunteer programs are hesitant to
exercise a great deal of control in their programs for fear
of losing volunteers. Without the perceived power of money
as a reward, the leader assumes volunteers will not stay in
the organization except for social reasons. McGregor (1970)
emphasized the need for workers feeling a sense of autonomy,
since it is likely to result in greater productivity and
increased job satisfaction. Leaders in voluntary organiza-
tions take this advice from the profit sector toc mean that
leaders should not exercise control over subordinate’s acti-
vities, that the organization should be flat, and that co-
wor;(er contact should be emphasized in order to increase
volunteer autonomy (LaCour, 1977). LaCour’s contentions are
in direct conflict with the statements of Walker (1975) and
Smith and Reddy (1971) concerning the predominance of a
bureaucratic structure in voluntary associations. This
disagreement points out the inconsistency of information
available on voluntary organization structure.

Rawls, Ullrich, and Nelson, (1973) indicated that leaders
representing the nonprofit sector were more dominant,
flexible, and more concerned with status and personal rela-
tions. Leaders from profit organizations placed a greater

value on factors such as economic wealth, security, and obe-
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dience. If, as indicated by Rawls, Ullrich, and Nelson,
leaders from voluntary organizations are more relations
oriented, it may be difficult to get them to use task
oriented behaviors even if the situation may dictate such
behaviors. One effective volunteer program, in fact, used
the concept of co-leaders chosen on the basis of behavioral
characteristics suggested by Fiedler (Lacour, 1977). One
leader was chosen on the basis of his/her LPC score because
of his/her people-oriented approach, the other for his/her
task-oriented approach. The co-leader approach was used to
achieve an optimum level of group functioning.

Overall, the implications from the theoretical and limited
empirical research which exists, indicate that organizations
and leaders who concentrate on relations, autonomy, par-
ticipation, group activities, and shared control, have the
most satisfied volunteers. Organizations and leadership
styles which emphasize control, routinization, and instru-
mental leader behaviors are not as satisfying to volunteers
since the organization and leaders have few extrinsic
rewards to offer volunteers.

One study (Gidron, 1983) designed to examine factors
that impact volunteers’ levels of satisfaction in kibutzes
provided limited, although statistically insignificant, sup-
port for a relationship between leader behavior and
volunteer satisfaction. Instrumental leader behavior was
positively related to volunteer satisfaction, while rela-

tions-oriented behavior was negatively correlated to satis-
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faction.

The review of the organization structure and leadership
literature related to voluntary associations revealed a good
deal of conjecture on the part of many authors. Most simply
stated their feelings or observations; few supplied any
empirical evidence for their conclusions. There was little,
if any, application of leadership theories from the profit
sector. Only one study (Gidron, 1983) even remotely
addressed the concept that leadership style influences

volunteer satisfaction.

Summary

Leadership theories developed and tested in the for-
profit sector were reviewed in this chapter. Specific
attention was paid to the Path-Goal Theory of Leadership
since the theory will be tested in a new setting; the volun-
tary nonprofit sector.

Literature concerning organizational structure and
leadership styles used in voluntary nonprofit organizations
was examined. This was done in an effort to understand the
basis on which leaders of voluntary associations choose
their leadership styles and the environmental charac-
teristics facing them. The review also provided information
which indicated that the Path-Goal Theory of Leadership may
be an excellent framework for studying leadership behaviors
and volunteer satisfaction in voluntary organizations, due

to the high degree of support found for the leaser
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behavior/satisifaction with work relationship in for-profit
investigations. In addition, the literature discussed in
this chapter provided the foundation for the development of

the hypotheses presented in Chapter III.
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CHAPTER III
METHODOLOGY

This research had multiple objectives related to deter-
mining the structural characteristics and the leadership
processes in voluntary organizations. Therefore, data
collection was divided into two major phases. The first
phase was devoted to gaining an empirically based descrip-
tion of organizational characteristics and effective leader
behaviors (as perceived by top administrators) in voluntary
organizations.

Information necessary to test the Path-Goal Theory of
Leadership in voluntary organizations was gathered during
the second phase of the survey. An additional objective of
Phase II was to provide information that would lead toward
the development of a contingency approach to leadership in

voluntary organizations.

Data Collection Method
Most of the research undertaken in leadership style is
based on gathering information from individuals and organi-
zations through survey techniques. Survey research is the
gathering of information from respondents for the purpose of
understanding and/or predicting some aspect of a
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population’s behavior (Tull and Hawkins, 1980). A survey
method represented a logical data collection approach for
this study, since the objectives of the research were
related to understanding leader behavior, organizational
characteristics, and their relationship to volunteer’s
satisfaction.

Three primary methods of survey research are personal
interviews, telephone interviews, and mail questionnaires
(Lehman, 1980). A number of criteria are relevant for
judging which type of survey technique to use in any par-
ticular situation. According to Tull and Hawkins (1980:
117), these criteria are (1) complexity, (2) required amount
of data, (3) desired accuracy, (4) sample control, (5)
speed, (6) acceptable level of nonresponse, and (7) cost.
The prohibitive cost of travel and the time required for
personal interviews for a survey of the magnitude required
rendered the technigue unacceptable. The limitation on
scope and scale complexity made telephone interviews
inappropriate for this study. Instrument pretests, per-
sonalized cover letters, and follow-up letters were used to
overcome the limitations associated with mail question-
naires. A standardized mail questionnaire was used during
the first phase of data collection. Data collection during
the second phase was accomplished through the use of self
reported questionnaires completed on location by volunteers
in organizations surveyed. The respondents returned the

completed questionnaires to the researcher, who was on site,
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or by mail. The two return techniques were required since
several organizations studied held closed meetings or held

formal meetings only once per year.

Hypotheses to be Tested
Several hypotheses were developed based on the review of
existing literature concerning structural characteristics of
voluntary organizations. These hypotheses dealt with the
relationship of organizational orientation to structural

properties and size to structure.

Orientation
Several individuals (Crittenden, 1982: 164; Walker,
1975; Jacoby and Babchuck, 1963) suggest that organizations
which are high in instrumental orientation are likely to
exhibit the structural characteristics of for-profit organi-
zations. Specific hypotheses developed to test this conten-
tion were:
1) Hg: There is no relationship between structure
and voluntary organization instrumental
orientation. Instrumental orientation is
not related to formalization, structure,
and standardization.

a). Instrumental orientation is unrelated
to hierarchical control.

b). Instrumental orientation is not related
to job codification.

c). Instrumental orientation is unrelated
to level of formalization.

d). Instrumental orientation is not related to

levels of volunteer influence and
participation.
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e). Instrumental orientation is unrelated to
the use of temporary problem solving
groups or organizational structures.

Ha: There is a positive relationship between the
structure of voluntary organizations and
instrumental orientation.

a). Instrumental crganizations have higher levels
of hierarchical control.

b). Instrumental organizations have high levels
of job codification.

c). Instrumental organizations have higher levels
of formalization.

d). Instrumental organizations have lower levels
of volunteer participation and influence.

e). Instrumental organizations use more permanent
organizational structures.

Size

Smith and Reddy (1971), Stenzel and Feeney (1968), and
Walker (1975) suggest that size is a critical factor which
determines the structural characteristics of a voluntary
organization. Based on their observations, the following
hypotheses were developed:

2) Hg: There is no relationship between organization

size and degree of formalization, structure,
standardization, influence, and interaction.

a). Voluntary organization size is not
related to hierarchical control.

b). Size of voluntary organizations is
unrelated to levels of job codification.

c). Voluntary organizations size is unrelated
to level of formalization.
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d). Voluntary organization size is not
related to the level of volunteer
participation and influence.
e). Voluntary organizations size is not related
to levels of volunteer interaction.

Ha: There 1s a positive relationship between
size and voluntary organization structure.
Larger organizations will be more formalized,
structured, and have lower levels of volunteer
interaction, influence, and participation.

a). Larger organizations will have more
hierarchical control.

b). Larger organizations will have high levels of
Jjob codification.

c). Larger organizations will have more
formalization.

d). Larger organizations will have lower levels
of volunteer participation and influence.

e). Larger organizations will have lower levels
of volunteer interaction.

Leadership

The leadership hypotheses tested were based on a review
of the research related to the Path-Goal Theory and the
literature available on leadership in voluntary organiza-
tions. Katz (1980) suggests that individuals involved in
intrinsically motivating tasks will be more satisfied with
instrumental leader behavior than supportive leader beha-
vior. If one examines the definition of an instrumental
voluntary organization, it is possible to hypothesize that
many volunteers in the organization may be in an intrin-

sically satisfying situation. By definition, instrumental
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organizations exist not to furnish activities for members,
primarily, but to serve as social influence organizations
designed to create some normative condition or change goal.
As such, volunteers theoretically will become involved in
order to bring about change or accomplish some change goal.
Any steps which are being made toward these goals should
result in satisfaction to the volunteer. Considerate leader
behaviors would not lead directly to accomplishment of the
goals. Therefore, considerate leader behaviors would have
little impact on the satisfaction of an intrinsically moti-
vated volunteer in an instrumental organization. Hypothesis
3 was developed to test that contention.

3) Hp: There is no relationship between instrumental

leader behavior and volunteer satisfaction
with work when the volunteer is intrinsically
motivated tao perform volunteer tasks.

Ha: There is a positive relationship between
instrumental leader behavior and volunteer
satisfaction with work when the volunteer is
intrinsically motivated to perform volunteer
tasks.

Leaders of extrinsically motivated volunteers or
leaders in an expressive voluntary organization hypotheti-
cally would face a completely different situation.
Extrinsic motivation should be related to higher levels of
satisfaction with supportive behaviors moderated by the
impact of personal and environmental factors (House, 1971).
Expressive organizations exist for the primary purpose of

personal satisfaction and fellowship. One would hypothesize
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that in expressive voluntary organizations, considerate
leader behaviors generally would lead to higher levels of
volunteer satisfaction. Satisfaction would occur due to the
members’ higher social and affiliation needs being satisfied
immediately through the social interaction and concern of
considerate leader behavior styles. Instrumental behavior
would be viewed as an unnecessary imposition of control,
since there may be no external goals that the members of
expressive organizations are striving toward and very few
internal goals of interest. General propositions of the
Path Goal Theory and the literature review on expresgive
organizations served as the basis for Hypothesis 4.

4) Hg: Considerate or supportive leader behaviors are
not related to levels of volunteer satisfaction
in extrinsically motivated volunteers.
Environmental and personal characteristics are
unrelated to satisfaction with considerate
leader behavior.

Ha

Extrinsically motivated volunteers will

report higher levels of satisfaction with work
when their leader emphasizes supportive
behaviors. Environmental and personal
characteristics moderate the relationship
according to the Path-Goal theory.

Several authors (Pearce 1978, Walker 1975, Rawls,
Ullrich, and Nelson 1974) suggest that leaders of volunteers
emphasize the use of supportive or considerate leader behav-
iors to the exclusion of all other behaviors. Leaders feel
that volunteers will not accept direction and must be moti-
vated through the use of social interaction. The final

hypothesis related to leadership in voluntary associations
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was developed from the general observations of voluntary

action scholars.

5) Hp: There is no particular style of leadership
emphasized by leaders of volunteers.
Ha: Supportive leader behaviors are engaged in
more frequently than instrumental leader
behaviors by leaders of volunteers.

Additional Research Questions

Information concerning the orientation of the voluntary
organization (instrumental or expressive), size of the or-
ganization in terms of membership and annual budget, the
structure of the organization as expressed by work rules and
procedures, the degree of centralization/decentralization of
decision-making, and the degree of professional involvement
in terms of staff and education levels was gathered during
Phase I. Additional information was obtained on the top
administrator’s perception of the most commonly practiced
leader behaviors in his or her respective voluntary organi-
zation and the characteristics of the administrator.

Information gathered during Phase II concerned the
volunteer’s satisfaction level, leader behaviors of the
volunteer’s superior, task or role structure facing the
volunteer, task related organizational characteristics, and
the personal characteristics of the volunteer.

Independent variables included in this study were based
on the variables included in the Path-Goal Theory model

(refer to Chapter II, pages 34-45). Leader behavior was
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categorized as instrumental (broken into role clarification,
specification of procedures, and work assignment) or suppor-
tive for the purposes of this study. Task or role of the
volunteer was examined on the basis of variety, autonomy,
task identity, dealing with others, friendship oppor-
tunities, feedback, conflict, and ambiguity. The personal
characteristics of the volunteers examined included growth
need level, authoritarianism, locus of control, perceived
ability relative to the task, and various demographic

characteristics.

Research Instruments

The instruments used were based primarily on those pre-
viously developed and used in for-profit organizations. The
instruments were modified where necessary to make the ter-
minology appropriate for research in voluntary associations.
This section outlines the instruments. A disscussion of the
items utilized to calculate respective construct values for
each instrument is provided in the results section (Chapters

IV and V).

Phase I Instrument

The questionnaire used in Phase I is found in Appendix
A. The instrument was designed to gather information on the
orientation, structural characteristics, effective leader
behaviors, and general characteristics of the organization.

Instrumental /Expressive orientation. Section 1.1 of the

questionnaire was intended to provide the data needed in
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order to classify the organization along an expressive/
instrumental continuum. The six questions in Section 1.1
are based on the questions from an instrument developed by
Jacoby and Babchuck (1963). The instrument measures the
degree to which a voluntary organization is expressive or
instrumental in orientation. Jacoby and Babchuck (1963)
indicated that the instrument provides a valid measure of
the instrumental/expressive factor, when a volunteer or
staff member predicts why others join the volunteer organi-
zation as well as when used as a self-report.

Instrumental/expressive orientation was measured on the
basis of control, ends or means to ends, and short or long
term activities of the organization. Table 2 contains the

items used to measure each dimension.

Structural characteristics. Section 1.2 of the

questionnaire was designed to gather data on the structure
of the organization. Twenty two questions were asked in
order to obtain information about the leader’s perception of
the organizational emphasis on group decision making, par-
ticipation by volunteers, social interaction, hierarchical
control, and formalization. Items making up the hypothe-

sized organizational constructs are shown in Table 3.
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TABLE 2

ORGANIZATIONAL FUNCTION

Hypothesized
Construct
(variable)

Item

Instrumental
(Long Term
Gratification)

(Change of
Individuals)

(Means to
an End)

Expressive
(Immediate
Gratification)

(Non-Change
Oriented)

(End in
Itself)

Volunteer’s chief satisfaction from
participating in the activities of
this organization comes not as much
when they do these things as later
when they see worthwhile and
desirable results accomplished.

Some of the activities of this group
are directed toward modifying,
controlling, or changing in some way,
the actions of persons outside of the
organization.

The reason why volunteers participate
in the activities of this group is
that the group seeks tao bring about
goals which they consider to be

. desirable." Volunteers participate

in this organization because it
attempts to accomplish purposes for
which they stand.

Taking part in the activities of the
organization is fun itself.
Volunteers get a big kick out of
doing these things.

The group is organized primarily to
promote activities for members and
others interested in these activi-
ties. The group in not concerned
with changing or controlling
activities of others.

The activities of the group in which
volunteers take part are valuable in
and for themselves. Volunteers do
these things just for the sake of
doing them. They do not expect to
achieve any other purpose.
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TABLE 3

ORGANIZATIONAL STRUCTURE

HYPOTHESIZED FACTORS AND ASSOCIATED VARIABLES

Hypothesized
Construct Item
*

(variable)

Item

Formalization 12

25

Hierarchy 10

13

14

21

Adhocracy 11

22

28

For many decisions the rules and
regulations are developed as we go
along. (reverse scored)

The same rules and regulations are
always followed in making most
types of decisions.

There are rules and regulations for
handling any kind of problem which
may arise in making most decisions.

If someone feels she/he has the
right approach to carrying out
their job he/she can usually go
ahead without checking with their
superior. (reverse scored)

It is always necessary to go
through channels.

Volunteers in this organization
always get orders from their
superiors on important matters.

Volunteers have to check with their
superiors before doing almost
anything on important matters.

People from different areas are
often put together in a special
group in order to solve important
problems.

For special problems we usually set
up a temporary task force until we
meet our objectives.

We have special groups for handling
problems between different depart-
ments on important matters.

In handling important matters
between departments we usually use
a liason group to work things out.
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TABLE 3 (Continued)

Hypothesized
Construct Item
(variable) *

Item

Participation
and Influence 7

20

23

24

27

Social 15
Interaction

in Decision
Making.

16

26

Volunteers are encouraged to make
suggestions when decisions are made.

Volunteers in this organization are
not likely to express their feelings
openly on important matters.
(reverse scored)

Volunteers in this organization are
encouraged to speak their minds on
important matters, even if it means
disagreeing with their superiors.

Superiors in this organization usually
make the decisions themselves. (reverse
scored)

In this organization most.people do not
share any influences with their
superiors in making decisions. (reverse
scored)

In this organization most volunteers
do not have any voice in decision
making. (reverse scored)

Superiors often seek advice from
their subordinates before making
decisions.

Subordinates do not play an active role
in decision making. (reverse scored)

Talking with other people about the
problems someone might have in
making decisions is an important
part of the process of decision
making.

Getting along with other people is
an important part of the decision
making process.

Different individuals play important
parts in making decisions.
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Section 1.3 contained five questions designed to measure

job codification in the organization. Job codification is a
measure of the use of rules to define what the occupants of
a position are to do. Therefore, the questions were used to
measure work standardization. Items were based on questions

used by Hage and Aiken (1967) to measure job codification.

Leader behaviors parr red by administrators. Section

2.0 of the questionnair- > developed to measure the leader
behaviors that the tc administrator perceived to be the
most frequently used in the organization. Eight questions
measured considerate or supportive leader behaviors; six
additional items measured instrumental leader behaviors.
These questions were based on the Leader Behavior
Description Questionnaire-Form XII (Stogdill, 1965) and an
instrument developed by Chung and Megginson (1981) as a
self-style report. This modified version of the LBDQ-XII
was utilized rather than Schreisheim’s instrument (Phase II
instrument) due to the shorter length and the fact that
leadership results from this phase were not going to be used
for testing of the Path-Goal Theory. Administrators were
asked to indicate how often the leaders in their organiza-
tion should engage in specified leader behaviors to be
effective. This section provided a rough measure of the
degree to which leaders in voluntary organizations were
encouraged to engage in supportive and/or instrumental

leader behaviors. This portion of the instrument was not
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intended to measure the behaviors of specific leaders in the
organization. Rather, it was intended to provide an esti-
mate of the leader behaviors emphasized by those individuals

directing leaders in voluntary associations.

General characteristics. Section 3.1 of the question-
naire contained nine questions intended to gather general
data on the voluntary organization (e.g. classification,
size, affiliation, number of paid professional staff mem-
bers, etc). This data provided information that was com-
pared with previous results from a similar sample frame
(Crittenden, 1982) and aided in categorizing the organiza-
tion in terms of size, structure, and membership involve-
ment.

Section 3.2 of the questionnaire was designed to gather
demographic data on the top administrator. These data
gathered was used to further develop and categorize the
information obtained from earlier sections as well as for

comparison with previous research results.

Phase I Pre-Test

The instrument was mailed for pretesting to sixteen ran-
domly selected voluntary organizations. A personalized
cover letter explaining the purpose of the questionnaire
the guestionnaire, and a postage paid envelope were included
for each organization. The cover letter was printed on the
letterhead of the Governor’s Office on Volunteerism and was

personalized for each administrator on the list. The per-
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sonalization was undertaken in a effort to increase the
total response rate. The initial mailing resulted in the
return of two questionnaires as undeliverable and four
useable responses. A follow-up mailing to all non-
respondents was undertaken approximately three weeks later.
The follow up resulted in two additional useable responses
and two more unuseable responses (a total of 6 of 16
useable).

The useable response rate of approximately 43 percent,
as well as the general comments and interest levels of the
administrators, indicated that the questionnaire was in the
appropriate format and of reasonable length. No major
changes in the instrument and procedure were deemed
necessary due to the favorable results of the pretest.

The six responding organizations were contacted and
asked randomly selected questions in an effort to test the
reliability of the measures used. The results indicated
that responses tended to remain stable over time. The
overall pretest resulted in minor changes in the wording of
the questionnaire and no changes in the administration pro-

cedure.

Phase II Instrument

The research instrument for Phase II data collection can
be found in Appendix 8. This instrument was designed to
gather data on the personal characteristics, task or role
structure, group relations, role conflict and ambiguity, and

leader behaviors in selected voluntary organizations.
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Leader behavior. Section 1.1 contained fifty-one
questions based on an instrument developed by Schriesheim
(1979) to measure instrumental and supportive leader behav-
iors. This validated set of leader behavior scales measures
the constructs of the Path-Goal Theory of Leadership much
better than measures used in previous tests (House, 1980).
The instrument measured supportive behavior as a universal
construct while measuring instrumental behavior in three
areas: rtole clarification; specification of procedures; and

assignment of work.

Volunteer satisfaction. Section 1.2 contained questions
designed to measure a volunteer’s level of satisfaction in
several areas: Satisfaction with work, satisfaction with
supervision, and satisfaction with co-workers were measured
by use of the respective scales from the Job Descriptive
Index developed and validated by Smith, Kendall, and Hulin
(1975). Nine additional questions were developed by the
researcher to further measure intrinsic satisfaction. These
items were based on several existing instruments, however,
significant wording changes were necessary to render the

items appropriate for volunteer tasks.

Environmental characteristics. Section 2.1 contained

questions that provided information concerning the task
dimension volunteers face in their work or role. The task
dimensions were measured by the wuse of the Job

Characteristics Inventory developed by Sims, Szilagyi, and
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Keller (1975). The instrument measured six dimensions of
job characteristics: variety, autonomy, task identity,
dealing with athers, friendship opportunities, and
feedback.

The questions in Section 2.2 measured role conflict and
ambiguity using an instrument developed by Rizzo, House, and
Lirztman (1973). The questions supplied information con-
cerning the amount of perceived conflict and ambiguity the
subordinate feels in his/her task or role.

Section 2.3 contained questions concerning the work
group of the subordinate. These questions provided infor-
mation concerning cohesiveness and interpersonal relations

within the group (Feidler, 1967).

Personal characteristics. The final section of the

instrument collected information on the personal charac-
teristics of the volunteers. The guestions in Section 3.1
measured the individual volunteer’s level of authori-
tarianism. The questions utilized were taken from the
California F-Scale develaoped by Adorno, Freskel=
Brunswick, Levinson, and Sanford (1950). Section 3.2
measures the individual’s Locus of Control. The questions
used were based on the Locus of Control instrument developed
by Rotter (1966). Information relating to the individual’s
motivation level was obtained from the questions found in
Section 3.3. The questions were based on the Job Diagnostic

Survey (Hackman and Oldham, 1977) and the Motivation
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Feedback Opinionnaire (Jones and Pfeiffer, 1973). The
guestions in Section 3.4 measured the subordinate’s percep-
tion of his/her task-related abilities in comparison to the
superior’s task-related abilities. Demographic data were
obtained from the items in the final section of the instru-

ment.
Phase II Pre-Test

The pretest of the gquestionnaire used in Phase two was
of particular importance due to the length of the instru-
ment. The first method of attempting to reduce fatigue bias
was to randomize the order of the major sections of the
instrument. The demographic section was included at the end
of all formats. Three different formats were developed for
the instrument and the format was assigned randomly to the
respondent.

The pretest of the instrument was conducted at a regular
meeting of a single voluntary organization. Nine members of
the group participated in the administration. The
researcher gave the participants an oral sketch of the pur-
pose of the research as well as verbal instructions. The
questionnaires were then distributed. The leader of the
group left the room during administration and returned upon
completion to conduct regularly scheduled business. The
researcher remained in the room during the administration
period in order to answer any questions. No subjects asked

for any clarification of the instructions during the

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



81
pretest; completion time ranged from 18 to 32 minutes.
General comments concerning the questionnaire and admin-
istration procedure were encouraged after the completion of
all questionnaires. All questionnaires from the pretest
were useable. Favorable results of the pretest suggested
minor revisions in the questionnaire and procedure used in
administration of the instrument.

Sampling Process and Sample
Selection Procedure

The population for Phase I consisted of all top admin-
istrators of active vclunta}y organizations in the state of
Arkansas during the calender year 1982. The sampling frame
for the survey was a list of voluntary organizations in
Arkansas as collected by the Governor’s Office on
Volunteerism (GOV). The list contained the addresses of
over 1,300 voluntary organizations in the State. The
sampling unit was the voluntary organization as represented
by its address on the GOV mailing list. The list, arranged
on the basis of congressional district, contained the
mailing address of the top administrator and the
organization’s name. The list did not contain telephone
numbers or indication of organizational type, effectively
precluding the use of telephone contact prior to the mailing
of the questionnaire or the use of a stratified sampling
procedure.

The sample selection method used in Phase I was system-

atic sampling. Systematic sampling involves selecting a
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random starting point between one and k (the number repre-
senting the sample proportion) and then sampling every k-th
unit in the frame (Lehman, 1979). The technigue is
appropriate for drawing samples from long lists of names or
addresses (Kinnear and Taylor, 1978).

A previous study dealing with voluntary organizations in
Arkansas which used a similar sampling procedure was based
on a sample size of 600 and resulted in a final response
rate of slightly over 50 percent (Crittenden, 1982). With
results from the previous research in mind, a sample of 450
addresses was selected from the sampling frame. This
sample size was chosen based upon three factors: (1) the
response scale, (2) the confidence interval, and (3) the
accuracy level desired. A formula [sample size =
(range/2)2/(accuracy level/confidence level)Z] that con-
sidered the above factors (see Elliot, 1980: 11), indicated
a sample sufficient to generate 107 useable responses was
needed. The confidence interval chosen for use in the for-
mula was .0l and the accuracy level was plus or minus one-
half point on the five point item response scales used in
the instruments.

The results of the questionnaire pre-test together with
Crittenden’s (1982) experiences indicated that from fifteen
to twenty-five percent of the organizations on the mailing
list had outdated addresses. Reaching eighty percent of the
450 organizations would result in 360 potential respondents.

A thirty percent response rate would result in 108 useable
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responses, meeting the required responses for the level of
confidence chosen for the instrument scale. In addition,
the number of responses would be large enough for the use of
factor analysis of groups of variables of 25 or less (Hair,
et al, 1979) as was required for that section of the
questionnaire dealing with organizational structure.
Therefore, a sample of 450 addresses was deemed to be suf-
ficient.

The population for Phase II consisted of leaders and
volunteers in organizations that responded to the survey in
Phase I. The sampling frame was a self-generated listing of
all addresses of voluntary organizations whose administra-
tors responded. The sampling unit in Phase II was each
responding organization from Phase I.

The sample selection procedure for Phase II was a stra-
tified multi-stage sample. Initially, organizations were
categorized along the instrumental/expressive continuum.
The organizations then were categorized by size. Ten organ-
izations were chosen for in-depth study of the Path-Goal
Theory of leadership. These organizations were selected on
the basis of central location or proximity to other organi-
zations in the sample, organizational orientation (either
instrumental or instrumental/expressive), sufficient size to
generate a significant number of responcents, and the
availability of a large portion of the volunteer membership
for questionnaire administration. The organizations that

were subjected to in-depth study were not selected randomly.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



84
Non-random sampling and in-depth study is the pruéedure used
in most Path-Goal leadership studies (see Schriescheinm,
1978; House and Baetz, 1979, Schriescheim and Von Glinow,

1977).

Data Analysis Procedure
Analysis of the results of this study are reported in
Chapters IV and V. Chapter IV reports the results of the
Phase I data collection process. Chapter V contains an ana-
lysis of the results of Phase II and the tests of the

hypotheses related to the Path-Goal Theory of leadership.

General Analysis Procedures
The initial step in the analysis of both chapters

generated descriptive results. Frequency counts and uni-
variate statistics obtained for each of the variables in the
questionnaires provided a descriptive overview of organiza-
tional characteristics, individual characteristics,
volunteer satisfaction levels, and leader behaviors found in
voluntary associations.

Factor analysis was performed on the selected segments
of the instruments wused in Phase 1 (Organizational
Orientation; Organizational Structure) and Phase II
(Intrinsic Satisfaction; Locus of Control; Growth Need
level; etc.). The basic purpose of using factor analysis
was to condense information from a large number of variables
into a more manageable set of dimensions. Factor analysis

accomplishes this while minimizing the loss of information
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(Kim and Mueller, 1978). Several choices were made when
deciding which factor analysis procedures were appropriate
for this research. First, a decision was made to use prin-
ciple component analysis. Principle component analysis
should be used when an objective is to summarize most of the
original information in a minimum number of factors that
will then be used for prediction purposes (Jackson, 1983:
111). Such was the case in the present study.

The second issue revolved around determination of which
rotation technique would be used in the analysis. The two
methods of rotation available were oblique and orthogonal.
An orthogonal rotation procedure should always be selected
when an objective is to utilize the factor results in some
kind -of subsequent statistical analysis (Hair et al, 1981:
229) as in this instance. Therefore, the orthogonal rota-
tion procedure was chosen for use in this investigation.

The third decision concerned the determination of the
number of factors to be retained. Although several methods
may be used to retain factors (e.g. latent root criterion, a
priori criterion, percentage of variance criterion, or the
scree test), the scree test was chosen for this study. The
scree test determines the number of factors to retain by
examining the graph of eigenvalues. The point of inflection
to an approximstely straight line is considered the maximum
number of factors to extract (Kim and Mueller, 1978: 44).
Various authors (see Tucker, Cooper and Linn, 1969) suggest

that the scree test is superior to other methods when only
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major factors are of interest as in this instance.

Another concern in the use of factor analysis was the
determination of which factor loadings should be considered
significant. This study used a conservative figure of ¥ .5
or greater in determining if a factor loaded. The figure
was chosen, since the factor would explain 25 percent or
more of the variance in the variable, thereby reducing the
probability of a random loading. Complex variables,
variables with loadings within .15 of each other, (Pennell,
1968; Horn and Knapp, 1974) were de-emphasized in the
interpretation of the factors.

The final consideration was the development of a factor-
based scale for subsequent analysis. A factor-based scale
was built by summing all variables with substantial loadings
and ignoring the remaining variables with minor loadings
(Kim and Mueller, 1978: 70). These factor-based scales were
appropriate as input for various statistical analysis tech-
niques used in later research. Scales were developed by
summing the variables that had a factor loading of .5 or
greater on the factor. No weighting was used since most
loadings were between .5 and .85. Cronbach’s alpha was
calculated for each scale as a check on the internal
reliability of the factor-based scales developed by the pro-
cedure and used in the study. Coefficient alpha is the most
commonly accepted formula for assessing the reliability of a

measurement scale with multi-point items (Peter, 1979: 9).
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Analysis Procedure Specific
t

Several analysis techniques were utilized during the
second phase of data analysis. Hypothesis five was tested
through the use of a paired comparison t-test (Barr, et al;
1982) for dependent samples. The method is appropriate for
distinguishing between characteristics drawn from two depen-
dent samples (Chao, 1980). The approach provided infor-
mation indicating which leader behavior, instrumental or
supportive, was emphasized by leaders of volunteers.

The initial analysis of the data collected to test
hypotheses four and five was accomplished through the use of
an unbalanced analysis of variance model (General Linear
Models, (GLM), Barr, et al.; 1982) due to the unequal cell
sizes. The procedure is basically a multiple regression
model wusing categorical independent measures (Kerlinger,
1973). The unbalanced analysis of variance (ANOVA) model
allowed the multiple leader behaviors and intrinsic motiva-
tion strength to be analyzed simultaneously. This provided
information on the main effects and interaction effects of
each type of behavior and motivation strength necessary to
test hypothesis 3.

The unbalanced model utilized a 3X3X3X3X3 sub-partition.
Scores form each leader behavior and intrinsic motivation
strength were split at the median. Scores above the median
were categorized as high; scores below were low; and scores

equal to the median were placed in the medium category.
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Kerlinger (1973) indicates that partitioning a continuous
variable may create difficulties; however, he suggests that
such an approach is acceptable if the research involves
exploration in a new field or problem and when the measure-
ment of a variable is at best rough as is the case here.
Discriminant analysis was chosen for interpretation of
the relationships between situational variables, leader
behaviors, and volunteer satisfaction with work. The method
was appropriate since a decision was made to categorize the
dependent variable, satisfaction with work (satisfied,
moderately satisfied, or very satisfied), and the indepen-
dent variables were metric. The decision to categorize a
"continuous"™ variable (satisfaction) was made due to several
factors. First, none of the measures utilized in this study
had been validated in voluntary organizations. Therefore,
it is questionable to assume that the instruments are
totally accurate. Categorization eliminates some of the
accuracy problems. Second, the nature of this research is
exploratory. As Kerlinger (1973) points out, categorizing a
continuous variable in exploratory research is acceptable,
particularly if the instruments utilized are not validated.
Finally, and most importantly, a major purpose of this
research was to determine which factors were significantly
related to volunteer satisfaction with work and develop from
that information a profile of volunteers who were very
satisfied with volunteer work. That profile could, in turn,

be wutilized by voluntary associations to restructure
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volunteer tasks and develop leaders who exhibit satisfying
behaviors. Discriminant analysis allows the development of
such a profile.

The technique involved deriving the linear combination
of independent variables that discriminated best between a
priori defined groups. The a priori groups for this study
were volunteers who had high satisfaction scores versus
those who had low satisfaction scores based on a polar
extremes split. Volunteers who scored in the first quartile
were considered satisfied, those in the upper quartile were
categorized as very satisified. Volunteers in between were
considered moderately satisfied. This polar extremes
approach was used because differences nct‘as prominant as in
an at the mean categorization will be revealed (Green and
Tull; 1975).

The independent variables chosen for analysis consisted
of personal characteristics (locus of control, authori-
tarianism, growth need level, and perceived ability), task
characteristics (role ambiguity, role conflict, and the six
JCI dimensions), and leader behaviors (support, role clari-
fication, specification of procedures, and work assignment).
These variables were chosen since they represented the major
variables in the Path-Goal theory of leadership.

The derivation of a discriminant function was based on
the assumptions of multivariate normality of the distribu-
tions and unknown, but equal, dispersion and covariance

structures for the groups. One must also assume equal costs

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



S0
of misclassification, equal a priori group probabilities,
and known dispersion and covariation structures when classi-
fication accuracies are developed (Hair, et al, 1980). The
data used in this study does not meet all of these require-
ments. However, there is evidence that discriminant analy-
sis is not sensitive to violations of these assumptions
(Harris, 1975).

Discriminant analysis is useful when one or more of the
following objectives are important (Green and Tull, 1975):
(1) Determining if statistically significant
differences exist between the average
score profiles of the two a priori defined
groups
(2) Establishing procedures for classifying
statistical units into groups on the basis
of their scores on several variables
(3) Determining which of the independent variables
account most for the differences in the average
score profiles of the two or more groups
The first and third objectives were particularly rele-
vant to this study since major objectives were to determine
the impact of leader behaviors in combination with organiza-
tional and personal characteristics on volunteer satisfac-
tion levels and the importance of each variable on volunteer
satisfaction. Discriminant analysis was chosen as the pri-
mary data analysis technique for three reasons: (1) the
dependent variable was categorized, (2) the test is robust,
and (3) the output provides the information necessary to

develop a profile of the volunteers constituting satisfied,
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moderately satisfied, and very satisfied groups. In addi-
tion, it praovides information which can be utilized to
interpret relationships posited in the Path-Goal Theory.

The first step in the process of developing the final
discriminant model was to use stepwise discriminant analysis
(Barr, et al; 1982) to evaluate the relative importance of
each of the seventeen independent variables in determining
volunteer satisfaction with work. The stepwise approach
began by choosing the single best discriminating variable.
The 1initial variable was then paired with all other
variables one at a time and a second variable was entered.
The second variable was the one which was best able, in con-
Jjunction with the first, to improve the discriminating power
of the function. The process was followed until no other
significant variables could be found or all independent
variables were entered (see Barr, et al; 1982). The step-
wise method was useful since there were a large number of
independent variables to be included in the function deriva-
tion process (Hair, et al; 1979). Variables not useful in
discriminating between the groups were eliminated and a
reduced set of independent variables was identified.

The partial F-ratio significance level was employed to
Jjudge the significance of the discrimination provided by
adding additional independent variables to the model. The
specified significance level for entry was p=.10 That level
was chosen to provide the model that supplied the best

discrimination that could be reliably estimated given the
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sample size (Constanza and Afifi, 1979).

The independent variables which met the significance
level requirements were entered into a discriminant model
using the DISCRIM procedure from SAS (Barr, et al; 1982).
The predictive accuracy of the function was tested by
deriving the function based on the total sample, and then
using the function to classify the individuals in the
sample. The process utilized results in an upward bias in
the predictive accuracy of the function (Frank, Massey, and
Morrison; 1965). However, when the sample size is around
one-hundred, the above method is appropriate (Hair, ef al;
1979).

Standardized discriminant coefficients developed from
the validated function provided irnformation on the degree to
which each independent variable contributed to the discrimi-
nating power of the function. The absclute value indicated
the amount contributed to the model and the sign indicated
the direction of the contribution. This provided the infor-
mation necessary to understand the relationships between
leader behavior, situational variables, and satisfaction
with volunteer work. In addition, a profile of satisfied
versus very satisfied volunteers could be developed by exa-
mining the mean scores of the independent variables for each

group.
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Summary

Chapter III has provided an overview of the data collec-
tion procedures used in Phase I and Phase II of the
research. Questionnaires used to collect the data were
described in detail. Justifications for the types of analy-
sis used were enumerated and various decisions specific to
the analytical tools were discussed. A rationale for each
decision related to the use of factor analysis and discrimi-

nant analysis was provided.
Hypotheses of interest in the study were enumerated.
The hypotheses were based upon a review of existing litera-
ture on organizational structure, leadership in voluntary
organizations, and the Path-Goal Theory of leadership pre-
sented in Chapter II. Hypotheses which were examined
included the relationship between orientation and structural
characteristics, size and structure, the dependence on rela-
tions oriented leader behavior, and the impact of intrinsic
motivation, personal characteristics, and environment on

volunteer satisfaction.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



LITERATURE CITED

Barr, Anthony J., and others. A Users Guide to SAS:
Statistics, Raleigh, North Carolina: SAS Institute

1983
Crittenden, william F. “An Investigation of Strategic
Planning in Voluntary Organizations." Ph. D

dissertation, University of Arkansas, 1982

Chung, Kae H., and Leon Megginson. Qrganizational Behavior:

Developing Managerial Skills. New York: Harper Row,
1981.

Constanza, M.C. and A.A. Afifi. "Comparison of Stopping
Rules in Forward Stepwise Discriminant Analysis,"”
Journal of the American Statistical Association, (1974),
777-785.

Cronbach, Lee J. "Coefficient Alpha and the Internal
Structure of Tests,® Ps chometrika, 16 (September,
1951), 297-334.

Elliot, Brownlee. "Sizing the Sample," Phi Delta Kappa:

CEDR Quarterly, 13 (Summer, 1980), 10-12.

Everitt, B8rian. Cluster Analysis. London: Heineman
Educational Books, 1974.

Green, Paul, and Donald S. Tull. Research for Marketing
Decisions. Englewood Cliffs: Prentice-Hall, 1975.

Jacoby, Arthur, and Nicholas Babchuck. "Instrumental and
Expressive Voluntary Associations,” Sociology and Social
Research, 47 (July, 1963), 461-467.

Hackman, J.R., and G.R. Oldham. "The Job Diagnostic Survey:
An Instrument for the Diagnosis of Jobs and the
Evaluation of Job Redesign Projects,” Technical Report
No. 4, New Haven: Yale University, Department of
Administrative Sciences, 1974.

Hage, J., and M. Aiken. “Relatxunshlp of Centralization to
other Structural Fropertles, Administrative Science
Quarterly, 12 (1967), 73-92.

94

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



95

Hair, Joseph, and others. Multivariate Data Analysis.
Tulsa: Petroleum Publishing Company, 1979.

Harris, R.J. A _Primer of Multivariate Statistics. New
York: Academic Press, 1975.

House, R.J. ™A Path-Goal Theory of Leader Effectiveness,"
Administrative Science Quarterly, (September, 1971),
321-329.

"“Retrospective Comment." eds. Louis E. Boone
and Donald O. Bowen. The Great Writings in Management
and Organizational Behavior, Tulsa: Petroleum
Publishing Company, 1980.

Jackson, Barbara B8und. Multivariate Data Analysis: An
Introduction. Homewood: Richard D. Irwin, 1983.

Jones and Pfeffier, Handbook of Group Facilitatur's, 1973.

Katz, R. "The Influence of Group Conflict on Leadership
Effectiveness,” Organizational Behavior and _Human
Performance, 20 (1977), 265-286.

Kerlinger, Fred S. Foundations of Behavioral Research, New
York: Holt, Reinhart and Winston, 1964.

Kim, Jae-on, and Charles W. Mueller. Factor Analysis:
Statistical Methods and Practical Issues. Beverley
Hills: Sage, 1978.

. Factor Analysis: What
It Is and How To Do It. Beverly Hills: Sage, 1978.

Kinnear, Thomas C., and James R. Taylor. Marketing Research:
An Applied Approach. New York: McGraw-Hill, 1979.

Lehman, Donald R. Market Research and Analysis. Homewood:
Richard D. Irwin, 1979.

Nunnally, J. Psychometric Methods, New York: McGraw-Hill,
19

Pearce, J. L. "Something for Nothing: An Empirical
Investigation of the Otganxzatlunal Structure and Norms
of Voluntary Associations. Ph. D dissertation, Yale

University, 1978.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



96

Pennell, J. Integrated Cnmmunalltles, Convergence, and the
Number of  Common Factors," Educational and

Psychological Measurement, 28 [1958), 793-802.

Peter, J. Paul. Relxabxlity' A Review of Psychometric Basis

and Recent Marketing Practices,” Journal of Marketing
Research, 16 (February, 1979), 6-17.

Rawls, James R., Robert A. Ullrich, and Oscar Trivis
Nelson. "A Comparsion of Managers Entering or
Re-Entering the Profit and Non-Profit Sectors," Academy
of Management Journal, 18 (July, 1973), 616-623.

Rizzo, John R., Robert J. House, and Sidney Litrzman. "Role
Conflict and Ambiguity in Complex Organizations,"
Administrative Science Quarterly, 15 (1970), 150-173.

Rotter, J.B. “Generalized Expectations for Internal vs.
External Control of Reinforcement,” Psychological
Monographs, 80, no. 609, 1966.

Schriesheim, C.A. “The Development and Validation of
Measures of Leader Behavior to Test the Path Goal Theory
of Leadershm. Ph.D. dissertation, The Ohio State

University, 1979.

and Angelo DeNisi. "Task Dimensions as
Moderator of the Effects of Instrumental Leader
Behavior: A Path-Goal Approach.” Academy of Management
Proceedings, 1978.

and Mary Ann von Glinow. *The Path-Goal

Theory of Leadersmp A Theoretical and Empirical
Analysis," Academy of Management Journal, 20 (1577),
398-405.

Sims, H.P., A.D. Szilagyi, and R.T. Keller. “The
Measurement of Job Characteristics," Academy of
Management Journal, 19 (1976), 195-212.

Smith, David Horton and Richard D. Reddy. "Improving

Participation in Voluntary Action." Occasional Paper
No. 1. Washington: Center for a Voluntary Society,
1971.

Smith, P.C., L.M. Kendall, and C.L. Hulin. The Measurement
of Satisfaction in Work and Retirement. ~Chicago: Rand
McNally, 1969.

Stenzel, Anne K. and Helen M. Feeney. Volunteer Training
and Development: A Manual for Community Groups. New

York: The Seabury Press, 1968.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



97

Stogdill, R.M. Manual for the Leader Behavior Description
Questionnaire--Form XII. Columbus: Bureau of Business
Research, The Ohio State University, 1965.

Tull, Donald S., and Del Hawkins. Marketing Research:
Measurement and _Method. New York: Macmillan
Publishing, 1980.

Walker, J. Malcolm. “Organizational Change, Citizen
Participation, and Voluntary Action,”" ~Journal of

Voluntary Action Research, 4 (Winter-Spring, 1975),
4-21.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



CHAPTER IV

ANALYSIS OF ORGANIZATIONAL CHARACTERISTICS
AND THEIR RELATIONSHIP TO
ORGANIZATIONAL FUNCTION

Chapter IV contains a descriptive analysis of the
characteristics of the associations whose representatives
responded to the Phase I questionnaire. A major portion of
this chapter is devoted to examining the relationships which
existed between structural characteristics in the organiza-
tions and the instrumental or expressive orientation present
in each.

The first section of the chapter presenfs descriptive
statistics related to general characteristics of the respon-
dents and the organizations they represented. These fin-
dings are compared with results from a study involving
similar organizations (Crittenden, 1982). The compariscn of
demographic data was helpful in determining if this study
was drawn from a population with similar characteristics.

The second part of the chapter addresses the development
of factors and factor-based scales designed to measure
structural characteristics and instrumental/expressive
orientation in the organizations. Six factors representing
organizational structure were developed; three factors were
used to determine the instrumental/expressive orientation.

98
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Finally, factor-based scores were calculated for each
organization on each structural factor. The Pearson product
moment correlation was calculated for each structural com-
ponent relative to both orientation and size. The basic
hypotheses tested were:
1) Hg: There is no relationship between structure
and voluntary organization instrumental
orientation. Instrumental orientation is
not related to formalization, structure,

and standardization.

a). Instrumental orientation is unrelated
to hierarchical control.

b). Instrumental orientation is not related
to job codification.

c). Instrumental orientation is unrelated
to level of formalization.

d). Instrumental orientation is not related to
levels of volunteer influence and
participation.

e). Instrumental orientation is unrelated to

the use of temporary problem solving
groups or organizational structures.

Ha: There is a positive relationship between the
structure of voluntary organizations and
instrumental orientation.

a) Instrumental organizations have higher levels
of hierarchical control.

b) Instrumental organizations have high levels
of job codification.

c) Instrumental organizations are more formalized.

d) Instrumental organizations have lower levels
of volunteer participation and influence.

e) Instrumental organizations use more permanent
organizational structures.
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2) Hg: There is no relationship between organization
o p b e g
size and degree of formalization, structure,
standardization, influence, and interaction.

a). Voluntary organization size is not
related to hierarchical control.

b). Size of voluntary organizations is
unrelated to levels of job codification.

c). Voluntary organizations size is unrelated
to level of formalization.

d). Voluntary organization size is not
related to the level of volunteer
participation and influence.

e). Voluntary organizations size is not related
to levels of volunteer interaction.

Ha: There is a positive relationship between
size and voluntary organization structure.
Larger organizations will be more formalized,
structured, and have lower levels of volunteer
interaction, influence, and participation.

a) Larger organizations will have more hierarchi-
cal control.

b) Larger organizations will have high levels of
job codification.

c) Larger organizations will have more for-
malization.

d) Larger organizations will have lower levels
of volunteer participation and influence.

e

Larger organizations will have lower levels
of volunteer interaction.

The Pearson product moment correlation coefficients were
utilized to determine statistically significant rela-

tionships for each pair of constructs.
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Data Collection and Respondent
Characteristics

The instrument (see appendix A) used in Phase I was
mailed to each of the 450 organizations selected for the
sample. Sixty-four instruments failed to reach the
appropriate individual representing the organization,
thereby reducing the sample size to 384 organizations. This
was attributed to mailing list weaknesses (see Chapter III).
The initial mailing resulted in ninety-six useable replies.
A second mailing to all non-respondents followed approxi-
mately three weeks later. Sixty-three useable responses
were generated by the second mailing. One hundred fifty=
nine useable responses resulted from the two mailings,
yielding a useable response rate (based on 384
organizations) of slightly over 41 percent. Although
slightly lower than the response rate from a study of the
same population (Crittenden, 1982), the rate was considered
acceptable for the purposes of this analysis.

Nineteen unusable responses also were received.
Unusable responses consisted of incomplete or inconsistent
questionnaires from individuals who either did not believe
the questionnaire was appropriate for their organization or

who indicated that the group no longer existed.
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Characteristics of the Responding
Administrators

A majority of the responding administrators were female
(58%) and over sixty-eight percent received no salary for
their work in the organization. Just over nine percent of
the respondents were less than thirty years of age and
approximately twelve percent were sixty-five years of age or
older. Fifty-three percent of the administrators were
college educated. In summary, the persons who responded
were between thirty and sixty-five years of age, more well-
educated, volunteered their services to the organization,
and were more likely to be female than male.

Titles of the respondents indicated that the question-
naire was filled out in most instances by a leader in the
organization. Over forty-two percent of the respondents
were either the president or the director. Other indivi-
duals who returned the instrument included past director or
president, vice-president, treasurer, membership chairper-
son, etc. The responses from other officers and past presi-
dents also were valuable, particularly if the current
administrator did not have the time or information necessary
to adequately respond. Therefore, all responses from a
representative of the organization were included in the ana-
lysis. Table 4 presents the demographic information of the

individuals who responded.
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TABLE 4

CHARACTERISTICS OF RESPONDENTS

Salary Freguency* Percent
No salary 103 68.21

Less than 1,000 1 .66

1,000 - 7,000 6 3.97

8,000 - 14,999 12 7.95

15,00 - 21,999 9 5.96

22,000 or greater 20 13.25

Gender

Male 62 42.76

Female 83 57.24

Age

Less than 30 13 9.03
30 - 39 35 24.30
40 - 49 28 19.44
50 - 59 31 21.53
60 - 69 26 18.06
70 or over 11 7.64

frequencies do not total to the number of persons in the
sample due to missing values.
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Title Freguency®
President 22
Director 38
Chairman 8
Past President 22
Vice President 8
Other Officer 18
Advisor, Sponsor, Leader 5
Member 5
Other 10
Education
Did not graduate from high school 4
High School graduate 18
Attended some caollege 35
Technical school, junior college
graduate 13
College graduate 32
Attended graduate school 18
Masters degree 25
Doctoral degree 7

Percent

25.63
42.33

2.63
11.84
23.03

8.55
21.05
11.84
16.45

4.61

*
to missing values.

frequencies do not total to the number in the sample due
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An overall evaluation of the demographic profile of the

administrators indicated that the characteristics of the

respondents in this sample were similar to the charac-

teristics of the individuals in the Crittenden (1982) study
of the same population.

General Characteristics of
the Organizations

The primary purpose of each organization as well as the
percentage of the sample that reported the same purpose is
shown in Table 5. Most organizations were involved in
health, social welfare, gnd community development. Oonly
eleven respondents reported that the primary purpose of the
organization was social interaction.

General characteristics of the organizations in terms of
size of the budget, numbers of volunteers, and paid staff
are depicted in Table 6. Over fifty-six percent of the
organizations had budgets of less than $10,000 and fewer
than fifty volunteers. Over two-thirds of the organizations
had four or fewer paid staff members. Table 7 presents the
number of committees and board meetings in the voluntary
associations. Eighty four organizations had nine or more
board meetings and most (111) have more than three standing
committees. One-third have nine or more standing committees

in their organizations.
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TABLE 5

ORGANIZATIONAL PURPOSE AND AFFILIATION

Function Freguency Percent
Health 23 14.65
Community Arts 7 4.46
Social Welfare 17 10.83
Vocational Guidance 5 3.18
Community Development 21 13.38
Social Interaction 11 7.01
Youth Development 6 3.97
Multiple Functionsd@ 26 16.56
Education 11l 7.01
other® 30 19.11
Affiliation®

Not affiliated 41 26.62
County/District 51 45.13
State 53 46.90
Regional 20 17.70
National 60 53.10

¥ Includes organizations such as the United Way which have
several primary functions.

b Includes organizations such as the American Legion,
Masons, Garden Clubs, Business and Professional Women, and
Delta Kappa Gamma.

C Totals do not add to 100 percent since some organizations
have multiple affiliations.
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TABLE 6

GENERAL CHARACTERISTICS OF THE ORGANIZATION

Budget Frequency® Percent
Less than $10,000 80 56.34
10,000 - 549,999 29 20.42
50,000 - $99,999 11 7.04
100,000 - $149,000 6 4.23
150,000 - El??,DOO 5 3.52
200,000 - $249,000 4 2.82
250,000 or more 8 5.63
volunteer Staff
Less than 15 31 19.75
15 - 49 61 38.22
50 - 99 29 18.47
100 - 199 21 13.38
200 - 299 3 1.91
300 or greater 13 . 8.28
Paid Staff
None 76 48.72
1 -4 31 19.36
5-9 6 3.87
10 - 14 5 3.23
15 - 19 3 1.94
20 or more 10 6.45

* frequencies do not equal the number of organizations

responding due to missing responses.
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TABLE 7

COMMITTEE UTILIZATION AND BOARD MEETINGS

Standing Committees Freguencx* Percent
0-3 32 22.48
4L -8 86 46.88
9 or more 45 33.33

Board Meetings

0-3 32 20.87
4-8 33 21.13
9 - 12 84 59.00
*

frequencies do not equal the number of organizations
responding due to missing responses.

Factor Analysis of Organizational
Characteristics

Factor analysis was used to reduce the twenty two items
in Section 1.2 of the Phase I questionnaire into a set of
underlying factors related to the structural characteristics
perceived by the respondents.

The principal components factor analysis procedure of
the Statistical Analysis System (Barr, et al; 1983) was used
to derive the factors. Data were subjected to an orthogonal
rotation procedure (varimax). The results of the rotation

were used for the development of factor-based scales.
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The factor analysis procedure extracted six significant
factors based on the scree plot criteria. Five structural
factors had been hypothesized (see Table 2, Chapter III).
One of the hypothesized factors (Volunteer Participation and
Influence) separated into two distinct factors during factor
analysis. Table 5 compares the hypothesized factors with
those resulting from the factor analysis. The similarity of
variables predicted to load on the factors and the overall
number of factors prov'ided support for the construct valid-
ity of the instrument. Kerlinger (1973) indicates that fac-
tor analysis used in this manner may be one of the strongest
tools to use in construct validation. Random construct
building through the use of factor analysis is reduced by
using the method followed in this study.

The factors were extracted in order of the amount of
overall variance explained. The first factor extracted
explained the greatest amount of variance, the second a
smaller amount, and so forth. The six factors identified
explained approximately fifty seven percent of the overall
variation of the data. Each factor represented an
organizational construct which was utilized for further
analysis. Values for each construct were derived by summing
the reponses to items included in the reported factors.

Cronbach’s alpha was calculated for the items making up
each factor. This was done to assess the reliability of the

six constructs. Alpha measures for the constructs ranged
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from .55 to .67. Nunnally (1967: 226) suggests that in the
early stages of research, modest reliability in the range of
.5 to .6 will suffice. Based on Nunnally’s guidelines, the

reliability measures of these constructs were acceptable.

TABLE 8

STRUCTURAL FACTORS HYPOTHESIZED
AND EXTRACTED

Hypothesized Factor Extracted Factor
Name Name

Volunteer Influence
Volunteer Influence
and Participation

Volunteer Input

Social Interaction in . ... Interaction in

Decision Making Decision Making

ADNOCTACY «+rrerrseemsmemmnriiraieeiie i Adhocracy

HI@TATCRY worerreeriiimeiinienienreseeesissnnnes Hierarchical Control

Formalization e, Informality of the
Oligarchy

Table 9 presents the six organizational constructs
extracted by the factor analysis procedure. Included in the
table is the name of the factor, the orthogonal loading of
each factor on each significant variable, and Cronbach’s
alpha for each construct. The factors are presented in
order of importance from most significant to least signifi-

cant.
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Volunteer input. The first factor extracted accounted
for 19.5 percent of the overall variation; Cronbach’s alpha
was at the .67 level. The four variables which made up this
factor (items 7,9,23,27) relate to the degree that volun-
teers in the organization were encouraged to make
suggestions and speak their minds when decisions are made.
There was a positive relationship between the degree to
which "suggestions were encouraged" and “volunteers saying
what was on their mind"™ and a negative relationship between
both of these variables and the volunteer "not having a
voice" or “playing a role™ in the decision making praecess.
This factor did not indicate whether volunteer input
influenced the decisions. Volunteer input indicated if the
superiors sought input from the volunteers prior to making

decisions.

Adhocracy. The second factor extracted explained 12.25
percent of the overall variation of the data. Adhocracy
indicated the degree to which an organization used a fluid
approach to organization, set up groups when a problem
existed and developed few rules until they were necessary.
Four variables had significant loadings. The variables
(28,25,22,17) indicated the degree to which the organization
used temporary structures to handle internal problems and
developed methods of solving problems on an ad hoc basis.

Cronbach’s alpha was .59.
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TABLE 9

ORGANIZATIONAL STRUCTURE FACTOR ANALYSIS RESULTS

Name of Item orthogonal  Cronbach’s
Factor Number Statement Loading Alpha
Volunteer
Input 7 Volunteers are encouraged
to make suggestions when
decisions are made. .72834 .69
9 Volunteers in this

organization are encouraged

to speak their minds on

important matters, even if

it means disagreeing with

their superiors. .72689

23% In this organization most
volunteers do not have any
voice in decision making. -.64981

27%* Volunteers do not play an
active role in decision-
making -.61541

* indicates reverse scored items

ztt
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TABLE 9 (continued)

Name of
Factor

Adhocracy

Item
Number

28

25

22

Orthogonal
Statement Loading

in handling important

problems between departments

we usually use a liason group

to work things out. .66625

There are rules and regulations

for handling any kind of

problem which might arise in

making most decisions. .61116

We have special groups

for handling problems

between different

departments on important

matters. .60121

For special problems we usually
set up a temporary task force
to meet our objectives. .53941

Cronbach’s
Alpha

.59
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TABLE 9 (continued)

Name of
Factor

Interaction
in Decision
Making

Item

Number

26

11

24

Orthogonal
Statement Loading
Different individuals play
important roles in making
decisions. 73452
People from different areas
are often put together in a
specific group in order to
solve important problems. .70682

Superiors often seek advice
from their subordinates before
making decisions. .65350

Cronbach’s
_Alpha

.59

71T
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TABLE 9 (continued)

Name of Item Orthogonal
Factor Number Statement Loading
Hierarchical

Control 14 Volunteers in this

organization always get orders
from their superiors on
important matters. 73926

21 Volunteers have to check
with their superiors before
doing almost anything on
important matters. .71208

10x If someone feels they have
the right approach to carrying
out their job, they can
usually go ahead without
checking with their
superior. -.63700

Cronbach’s
_Alpha

.57

« Item reverse scored for factor-based scale.
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TABLE 9 (continued)

Name of Item

Orthogonal
Factor Number Statement Loading
Informality 12 For many decisions the
aof rules and regulations are
0ligarchy developed as we go along. .70040
8 Volunteers in this organization

are not likely to express

their feelings openly on

important matters. 65404

18 The same rules and regulations

are always followed in making

most decisions. -.62635
Volunteer
Influence 19

Superiors in this organization
usually make the decisions
themselves. 272141

Cronbach’s
Alpha

* Item reverse scored for calculation of factor-based score.
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Interaction in decision making. Three variables loaded

significantly on the third factor. This factor was respon-
sible for approximately 8 percent of the total variation in
the data on organizational characteristics. The internal
consistency of the second factor was .59 as measured by
Cronbach’s alpha.

This factor indicated that a distinct characteristic of
voluntary groups is the degree to which they attempt to uti-
lize interaction, both vertical and hcrizodtal, in making
decisions. This characteristic indicated an emphasis on
social interaction as a mode of operation. The variables
that loaded (all positive) on this factor related to "people
from different areas being put together to solve problems",
"different individuals playing a role in decision making",

and "superior’s seeking advice from volunteers™.

Hierarchical control. Three items (14,21,10) loaded on
the fourth factor extracted. Cronbach’s alpha was .57 and
the factor accounted for approximately 6 percent of the
overall variation. The first two variables were positively
loaded (14,21), the third (10) loaded negatively.

This factor indicated the degree to which the organiza-
tion used the volunteer's leader to control the behavior
pattern of the volunteer. All three variables related to
volunteers getting orders from, or checking with their
superiors prior to doing anything on an important matter.
Hierarchical control indicated that structure was used to

ensure that the actions of the volunteer were consistent.
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Informality of the oligarchy. Three variables loaded on
the fifth factor extracted. The factor explained 5.5 per-
cent of the overall variation. Cronbach’s alpha was .55.
Informality of the oligarchy indicated the degree to
which rules and regulations were stated and followed or
developed based on the decision at hand. Item eight
(volunteers in this organization are not likely to express
their feelings openly...) indicated the degree to which the
rule makers controlled the volunteer’s expression of
feelings on important matters. The inclusion of item eight
in the factor indicated that a strong core group in the
organization made up the rules as they operated and as a

result the volunteers tended to suppress their opinions.

Volunteer influence. The final factor extracted
directly related to the degree to which volunteer’s
influenced the decisions made by the superiors. The
variable that loaded dealt with " superiors making
decisions™. Cronbach’s alpha could not be calculated for
this construct. The factor accounted for 5 percent of the
overall variation.

Volunteer influence was considered to be a surrogate
measure for centralization. Centralization can be viewed as
the degree to which subordinates influence decisions and
take an active or inactive role in decision making (Hage and
Aiken, 1967).

This facter, in conjunction with factor one (volunteer
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input) provided and overall view of the degree to which
volunteer input was used and influenced decisions made in
the organization. In addition, it provided a measure of
centralization in the organization.

Summary of Factor Analysis Procedure
on the Structure Instrument

Factor analysis resulted in the extraction of six fac-
tors representing the structural characteristics of the
voluntary associations sampled. These factors were: 1)
volunteer input, 2) interaction in decision making, 3)
volunteer influence, 4) adhocracy, 5) hierarchical control,
and 6) informality of oligarchy. The factors were developed
from the section of the instrument designed to measure five
organizational constructs. 0One of the hypothesized factors
(volunteer influence and participation) split into two fac-
tors (volunteer influence and volunteer input). The other
factors extracted represented accurately the remaining four
hypothesized factors (Table 8, page 110). The construct
validity of the structural characteristics instrument was
acceptable on that basis.

Factor-based scales were developed for each factor.
These scales were then used to test Hypotheses 1 and 2.
Factor-based scores for all constructs except volunteer
influence were reverse scored after totalling to aid in the

interpretation of the correlation coefficients.
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Organizational Function.

The same factor analysis procedure used for the struc-
tural characteristics section was utilized to determine
validity of the instrument designed to measure instrumental
orientation in the voluntary organizations. The uni-
dimensional measure of orientation consisted of three
distinct measures of instrumental/expressive tendencies.
These were: (1) immediate/long-term gratification; (2)
change or control of individuals; and (3) ends or means to
an end (Jacoby and Babchuck, 1963).

Factor analysis extracted three factors based on the
scree plot criteria. The factors extracted closely
resembled the three dimensions used to determine instrumen-
tal or expressive orientation. Item 1 was a factorially
complex and, therefore, not included in any factor.

The first factor extracted (Change orientation) con-
sisted of items three (internal, non-change oriented
activities) and four (external, change oriented activities).
Item four had a loading of .85099; three had a loading of
-.83279. The factor explained 30 percent of the overall
variation in the data.

The items dealt with whether the activities of the or-
ganization were directed toward changing or controlling the
actions of individuals outside the group or are directed
internally for members of the organization. This factor

matches the section of the Jacoby and Babchuck instrument
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designed to measure change orientation.

The second factor extracted (Long-term Orientation) con-
sisted of items two and six. Item six (means to an end)
loaded with a score of .78564; two (long term gratification)
loaded with a score of .75234. Associations high in instru-
mental orientation should report strong agreement with the
statements included in the second factor.

The final factor (Immediate Satisfaction) extracted con-
sisted of item five. Statement five (behavior as an end
result) loaded with a score of .89285. Expressive-oriented
associations would be expected to exhibit this tendency more
than instrumental organizations.

The three factors explained nearly seventy percent of
the variation in the responses to the six items. Although
the three factors extracted did not match Jacoby and
Babchuck’ s hypothesized factors, the factor analysis indi-
cated that the instrument did measure the instrumental or

expressive orientation of the organizations.

Instrumental orientation. A scale based on the factor
analysis was developed to determine the instrumental orien-
tation of the organization. The three instrumental items
(2,4,6) were reverse scored so that strong agreement with an
instrumental purpose resulted in a high score. The
expressive items (3,5) used the raw score reported. Thus, a
strongly agree response resulted in a low score. All five

items were then totaled. Scores of five (high expressive)
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to twenty-five (high inst;umental) were possible. The
instrumental orientation scores were then correlated with
the organizational constructs. Cronbach’s alpha was .54.
Table 10 shows the orientation items extracted and the
overall reliability of the instrumental orientation scale.
In addition, the score on this factor-based scale was used
to determine which organizations would be included in the

Phase II sample.
Evaluation of Descriptive Hypotheses

The factor based score for each factor was used in an
analysis of the relationships between instrumental and
expressive orientations and the derived organizational
constructs. The correlation procedure of the Statistical
Analysis System was used to calculate Pearson Product Moment
Correlations on each pair of factor based scales. The level
of significance for a failure to reject the hypothesis was
the .05 level.

Instrumental Orientation and
“Structure Relationships

Table 11 shows the correlation coefficients for the
relationships between instrumental orientation and struc-
tural constructs. The level of significance for each orga-
nizational construct developed as well as job codification,

size, and age of the administrator, is also provided.
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TABLE 10
ORGANIZATIONAL ORIENTATION FACTORS

Name of Item Oorthogonal Cronbach’s
Factor Number Statement Loading Alpha
Change 4 Some of the activities of this group

Orientation are directed toward modifying,

controlling, or changing in some way,
the actions of persons outside of
the organization. .85099 .543

3 The group is organized primarily to
promote activities for members and
others interested. The group is not
concerned with changing or controlling
activities of others. -.83279
.75
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Volunteer input. The correlation coefficient of .09092
indicated a positive correlation between instrumental orien-
tation and volunteer input. The significance level of .2606
was weak and outside the limits used in this study. There
was no significant correlation between orientation and
volunteer input in the organizations sampled. Hypothesis
1(d) (Instrumental orientation will lead to lower levels of
volunteer influence and participation) was not supported by
the findings when input was used as a measure of par-

ticipation.

Adhocracy. A correlation coefficient of .00974 indi-
cated that instrumental orientation was unrelated to the
degree to which the organization used temporary committees
and groups to solve internal and external threats. The
level of significance was .9132 which was outside acceptable
limits. The correlation was as stated in the null
Hypothesis 1(e). This indicated that no relationship
existed between instrumental orientation and use of tem-

porary structures.

Interaction in decision-making. A correlation of .1316
(significant at the .1004 level) existed between interaction

in decision-making and instrumental orientation. Hypothesis
1(d) was supported; however the level of significance of the
correlation indicates that the hypothesis may warrant

further investigation.
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TABLE 11

CORRELATION COEFFICIENTS FOR ORGANIZATIONAL
CONSTRUCTS AND INSTRUMENTAL ORIENTATION

Organizational Instrumental
Construct Orientation

Correlation Significance
Coefficient Level

Volunteer Input .09092 .2606

Interaction in

Decision Making .13160 .1004

Volunteer

Influence -.14667 .0659

Adhocracy .00974 .9046

Hierarchical

Control -.06180 L4405

Informality of

Gligarchy .02326 L7717

Job

Codification -.05809 4742

Budget .15200 .0680

Volunteers -.04012 .6179

Paid Staff .10512 .1930

Age of

Administrator -.23922 .0039
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Hierarchical control. The correlation of -.06180 indi-
cated that instrumental orientation of the organization was
unrelated to the degree of hierarchical control. The level
of significance is .4405, well outside the limits set for
statistical significance. Hypothesis 1(a) was not

rejected.

Informality of oligarchy. The correlation coefficient
of .02326 indicated that as instrumental orientation was
unrelated to the informality in operations of the leadership
group. The correlation coefficient was only significant at
the .7717 level, again, clearly outside the limits set for
this study. Hypothesis 1(c) stated that instrumental orien-
tation was not related to the degree of formalization. The

hypothesis was not rejected on the basis of the results

Volunteer influence. The correlation coefficient of
-.14667 indicated a negative relationship between the move-
ment of the administrator’s report of instrumental orien-
tation and the degree of volunteer influence. The
correlation coefficient was significant at the .0659 level.
This was outside the acceptable limits for this study.

As the organization increased in instrumental orien-
tation the leader reported that the volunteers had lower
levels of influence on the decisions that were made in the
organization. The direction of the correlation was as

hypothesized, although the correlation was not statistically
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significant. Instrumental orientation is correlated with
influence; However, from a statistical standpoint,
Hypothesis 1(d) was not significant and therefore was not
rejected. Once again, the magnitude of the correlation
indicated the relationship should be subjected to additional

investigation.

Job codification. A correlation of -.05809 (p=.4762)
existed between job codification and instrumental orien-
tation. The relationship is as predicted by Hypothesis
1(b), which stated that instrumental orientation is unre-

lated to job codification (standardization).

Budget. The correlation of .1520 between the
organization's budget and instrumental orientation was
significant at the .0680 level. This correlation indicated
a positive relationship between the size of the budget and
the degree of instrumental function. However, the correla-

tion was not statistically significant.

Volunteers. There was a negative correlation (-.05042,
p=.6179) between the size of the volunteer staff and the

degree of instrumental orientation.

Paid staff. The correlation coefficient of .10512 was
outside the ccceptable limits (p=.1930). This indicated no
relationship between the size of the paid staff and the

degree of instrumental orientation. The strength of the
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correlation indicates that further study may be needed

before reaching any conclusions on the relationship.

Age of the administrator. A statistically significant

correlation of -.23922 (p=.0039) existed between the instru-
mental orientation and the administrator’s age. Older admi-
nistrators reported less instrumental orientation in their
organization.

Summary of Organizational Orientation
Relationships

Only the age of the administrator was significantly

related to instrumental orientation. This relationship is
similar to the findings of Crittenden (1982). All other
relationships were statistically insignificant. However,
three correlations were significant at levels which would
indicate a need for further investigation. These were
volunteer influence, interaction in decision-making, and
budget as related to instrumental orientation. The degree
of hierarchical control, informality, and job codification
were unrelated to instrumental orientation.

None of the hypotheses stating a relationship between
instrumental orientation and structural characteristics were
supported using the guidelines chosen. The findings indi-
cated that the instrumental construct was not a good measure
to use in predicting the organizational structure present in

a voluntary group.
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Organizational Size
This study used three measures of organizational size.
Those measures included: (1) budget, (2) number of velun-
teers, and (3) paid staff. Several authors hypothesize that
organizational size is related to structure in voluntary
associations. The correlation coefficients and significance
levels for the size and organizational structure constructs

are provided in Table 12.

Volunteer input. Correlation between two of three
measures of size and volunteer input were statistically
significant. Budget and paid staff correlations and signi-
ficance levels were -.20682 (p=.0126) and -.21868 (p=.0066),
respectively. This indicated that as the organizational
budget and size of paid staff increased the level of
volunteer input decreased. Warner and Hilander (1964) found
that large voluntary associations had less volunteer input.
The results provided statistically significant support for
their findings. Hypothesis 2(d) (Size is unrelated to

levels of participation) must be rejected.

Adhocracy. None of the measures had any significant
correlation with the degree to which the organizations used
temporary work groups to solve problems. The budget measure
indicated a correlation between size and adhocracy. Larger
organizations, in terms of budget, were less likely to use

temporary groups (-.10713, p=.2083).
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TABLE 12

CORRELATION COEFFICIENTS FOR ORGANIZATIONAL
CONSTRUCTS AND ORGANIZATION SIZE

Organizational
Construct Budget Volunteers Paid staff
ra pb T P r p
Volunteer Input -.20682 .0126 -.11319 .1608 -.21868 .0066
Adhocracy -.10713 .2028 .02755 .7345 -.03558 . 6634
Interaction in
Decision-making .00987 .9062 .08669 .2803 -.00373 .9633
Hierarchical Control .02426 L7713 .01380 .8634 -.03545 .6710
Informality of
Oligarchy .02918 .7266 -.07008 .3816 -.00183 .9819
Volunteer Influence -.05601 .5019 .09830 .2192 -.12309 .1258
Job Codification .15443 .0655 15344  .0574 .05718 4847

a8 r=correlation coefficient
b p=significance level
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Interaction in decision making. The only size measure

that approached significance was the number of volunteers.
The correlation between these items was .08669 (significant
at the .2803 level). Hypothesis 2(e) (size is unrelated to
volunteer involvement in decision-making) was supported by

the size/interaction relationship.

Hierarchical control. None of the measures correlated
significantly with the degree of hierarchical control.
Correlations were weak and in a direction opposite than that
hypothesized. Smith and Reddy (1971), Stenzel and Feeney
(1968), and Walker’s (1975) observations that large
voluntary organizations typically have a large degree of

hierarchical control was not supported.

Informality of oligarchy. The correlation of -.07008

between the number of volunteers and informality was
significant at the .3816 level, all other correlations did
not approach even that level. Hypothesis 2(c) (size is

unrelated to level of formality) was supported.

Volunteer influence. None of the measures of size were
significantly correlated with the influence construct. The
size measure which had the most significant correlation was
the paid staff size. As the number of paid staff increased
the influence level of lower volunteers decreased (-.12309,
p=.1258). Hypothesis 2(f) was supported. However, the

direction of the correlation and level of significance
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suggests further study into the relationship would be

appropriate.

Job codification. Two of the three measures of size had
correlations with job codification which approached the
level of significance chosen for this study. As budget and
number of volunteers increased the degree to which
standardized work rules exist increased. The correlations
and significance levels were r=.15443, p=.0655 and r=.15344,
p=.0574, respectively. Hypothesis 2(b) (size is not related
to level of job codification) was supported. However, the
magnitude of these correlations indicated that further

research into this hypothesis would be appropriate.

Summary of Size Relationships

One of the alternative hypotheses related to size and
organizational constructs was supported statistically.
Another received support at levels approaching those chosen
for this study.

Alternative hypothesis 2(d) (larger voluntary
organizations will have lower levels of volunteer
participation) met the level of significance chosen for this
study. The significance (p <.05) indicated that Warner and
Hilander’s (1964) findings of a size-participation
interaction were supported by this research (when size was
defined as size of budget and/or number of volunteers).

Alternative hypothesis 2(b) (larger organizations have

higher levels of job codification) was supported in a
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limited sense (p <.10). The results indicated that larger
numbers of volunteers was related to more job codification
for volunteers.

No other alternative hypotheses were supported either
statistically or qualitatively. There were no significant
correlations between volunteer influence, adhocracy,

hierarchical control, or informality of oligarchy.

Summary

Chapter IV presented an analysis of the data from Phase
I of the data collection, reported descriptive statistics
and tested orientation and size hypotheses. The results
from the tests of the descriptive hypotheses indicated that
neither the instrumental, nor the size variable, is a robust
predictor of the manner in which voluntary associations are
structured.

Chapter V will examine the results from the second phase
of the data collection. The chapter will explore the
ability of the Path Goal Theory to predict the volunteer’s
level of satisfaction based on the leadership style
environmental characteristics, and personal characteristics
of the volunteer. Phase I data collected on the structural
characteristics of subject organizations will be used to aid

in interpretation of the Phase II results.
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CHAPTER V

ANALYSIS OF THE RELATIONSHIP BETWEEN LEADER BEHAVIOR
AND VOLUNTEER SATISFACTION

The primary purpose of this investigation was to deter-
mine leader behaviors which were related to volunteer satis-
faction given situational considerations. Chapter Vv
describes the results of the analysis used to determine
leader behaviors and those personal and task variables that
were related to satisfaction in volunteers.

The first section of this chapter presents a descrip-
tion of the organizations chosen for study. The second sec-
tion of the <chapter provides summary statistics and
univariate analysis of personal characteristics of the
volunteers. In addition, respondents’ perceptions of the
tasks they performed in the organization are reported. The
final section reports results of multivariate analysis
designed to determine significant relationships between
leader behaviors and volunteer satisfaction.

An analysis of variance design was used to test the
following hypotheses from Chapter III:

3) Hg: There is no relationship between instrumental

leader behavior and volunteer satisfaction with

work when the volunteer is intrinsically moti-
vated to perform volunteer tasks.

136
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Ha: There is a positive relationship between instru-
mental leader behavior and volunteer satisfac-
tion with work when the volunteer is
intrinsically motivated to perform volunteer
tasks.

4) Hg: Considerate or supportive leader behaviors are
not related to levels of volunteer satisfaction
in extrinsically motivated volunteers.
Environmental and personal characteristics are
unrelated to satisfaction with considerate
leader behavior.

Ha: Extrinsically motivated volunteers will report
higher levels of satisfaction with work when
their leader emphasizes supportive leader beha-
viors. Environmental and personal charac-
teristics moderate the relationship according
to the Path-Goal theory.

The analysis of variance design indicated if there were any
interaction effects between leader behavior, motivation
level, and satisfaction with work.

Personal and environmental characteristics were
included in discriminant analysis to determine factors
which, in conjunction with leader behavior, were significant
in determining individual satisfaction levels. Discriminant
analysis results indicated which personal and environmental
factors moderated the relationship between leader behaviors
and satisfaction.

Data Collection and Respondent
Characteristics
The instrument used in Phase II (see Appendix B) was

distributed to ten organizations in three Arkansas cities.

The questionnaires were administered using one of two
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methods, depending on restrictions imposed by the par-
ticipating organizations. The first method entailed the
researcher attending a regular meeting of the volunteers
explaining, passing out, and collecting the completed
guestionnaires. The second method utilized a packet of
information containing the questionnaire, a cover letter
explaining the instrument, and instructions for the
returning the questionnaire in the stamped, addressed
packet. The packet was distributed to volunteers in the
organization by the individual in charge of volunteer ser-
vices for the organization. The director of volunteer ser-
vices in each organization agreed to provide volunteers in
selected programs with a questionnaire packet. The second
method of distribution was used for organizations which had
no regular meetings, held closed meetings, or had no sche-
duled meeting during the data collection period.

A total of 305 questionnaires were distributed to the
organizations. Table 13 provides a summary of the number of
questionnaires provided to each organization, number of
responses, response rate, and percentage of the total
sample. The administration procedure resulted in a total of
127 useable responses (42 percent response rate). The
response rates for two of the larger organizations were
significantly lower than for other organizations.
Interviews were conducted with selected leaders and vclun;

teers from organizations with response rates of less than 33
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percent in order to determine causes for the lower return
rates. Five non-respondents from each organization were
asked why they had not participated in the study. Seven of
ten indicated that they did not want to spend the time to
fill out the questiornaire. Others said they saw no benefit
in responding, or that they were volunteers to work, not
fill out questionnaires. Leaders of the organizations with
lower response rates indicated that volunteers in their
organization did not usually respond favorably to question-
naires. Most of their volunteers would not fill out
questionnaires the organization generated and utilized
internally.

Non-respondents did not significantly differ with
respondents in the same organization on the basis of age,
sex, education, and income. Behavioral factors such as
authoritarianism and locus of control were not compared due
to the difficulty in obtaining responses during the inter-
views. Based on demographic factors alone, non-response
bias did not appear to be a contaminating factor in the

study.
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TABLE 13

RESULTS OF QUESTIONNAIRE DISTRIBUTION

Organization Questionnaires Percent Useable Response

Number Distributed Returned Returned Useable Rate
1 24 16 67 16 67

2 33 18 55 17 52

3 15 12 80 8 53

4 30 13 43 11 37

5 49 25 51 23 47

6 6 3 50 2 33

7 28 7 25 5 18

8 48 35 73 22 46

9 47 19 40 13 28
_10 25 15 _60 10 40
Totals 305 163 53 127 42
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The Organizations

Studied

The 10 organizations chosen for this phase of the study
varied widely in function, number of volunteers, staff,
budget levels, and degree of voluntarism. Three organiza-
tions were dependent primarily on volunteers for delivery of
services. The remainder were organizations that depended on
volunteers to increase the availability or number of ser-
vices provided by paid staff members. Table 14 provides a
summary of the characteristics of the organizations in terms
of size measures, stated function, orientation, and affi-
liations. Each organization had participated in the first
round of data collection. Particular attention was given to
selecting a variety of organizations that were predominantly
instrumental in orientation. Organizations which exhibited
strong expressive tendencies were purposely not selected.
Results from Phase One indicated that most expressive groups
had no formal leaders, tasks, or structure. Nebulous charac-
teristics rendered expressive organizations inappropriate
for this study.

A brief description of each organization is provided so
that one may assess the characteristics of the group. The
primary task, a membership profile, and the response rates

for each association is also supplied.
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ORGANIZATIONAL PROFILE*

TABLE 14

Qrganization Organization
Number Function Score Budget Volunteers Staff Affiliation
1 Child Welfare 22 50,000-99,000 24 3 State
2 Multiple 16 10,000-49,000 33 0 National
3 Educational
Services 22 50,000-99,000 15 4 State
4 Mental Health 22 over 250,000 30 over 20 National
5 Health Services 22 over 250,000 200-299 aver 20 None
6 Political
Action 23 10,000-49,000 6 1 None
7 Arts Culture 17 over 250,000 100-199 over 20 State
8 Social Welfare 17 over 250,000 over 300 over 20 State
9 Multiple 14 over 250,000 over 300 over 20 National
10 Social Welfare 21 50, 000-99,000 25 5 Local
* information collected during Phase I.
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Organization l: This organization had 24 individuals
on the active roster at the time of the study. The paid
staff consisted of three individuals. The association was
directed toward child welfare and services. The group exhi-
bited high instrumental orientation and was considered to be
quite active by community leaders. The director indicated
that there had been a small amount of turnover among the
volunteers. Sixteen useable responses were supplied by the
volunteers.

Organization 2: This group consisted of 33 female
volunteers. There was no paid staff. The functions of the
organization were related to child welfare, support for
welfare services, and general coordination of programs in
the geographic area. Members were predominantly middle age
and from a higher socio-economic level than respondents from
the other organizations studied. The budget was under
$50,000 per year. The group exhibited instrumental/
expressive orientation. That is, the group was involved in
activities which were oriented toward change as well as
immediate gratification. Entry into the organization was on
the basis of invitation and individuals must have lived in
the community for a period of five years or more. The mem-
bers provided 17 useable responses.

Organization 3: Organization three was involved in
educational services. The 15 volunteers had a vested

interest in the services provided by the organization. The

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



l44
organization exhibited high levels of instrumental orien-
tation. There were four paid staff members and the annual
budget was approximately $90,000. The group was a separate
division of a larger association. Eight useable responses
were collected from this organization.

Organization 4: Organization four was involved in men-
tal health services. The paid staff consisted of over 100
persons and there were 30 active volunteers. The group
exhibited instrumental orientation. Funding for the agency
was over $250,000 per year. The organization was stable but
the director of volunteer services reported the organization
was having difficulty in getting and retaining volunteers
There had been a good deal of volunteer turnover during the
months previocus to the study. As a result, only 11 useable
responses were returned.

Organization 5: This group of volunteers’ primary
function was the providing of health services in a major
organization. There were over 200 volunteers in the organi-
zation, however, only 49 were active during the study
period. The volunteer group exhibited instrumental orien-
tation. Budget level and paid staff was over $1,000,000 and
over 300, respectively. Twenty-three useable responses were
supplied by volunteers from this organization.

Organization 6: Organization six was the smallest
association participating in the investigation. The active

volunteer list included only six regular volunteers. There
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were several other volunteers who were only involved in fund
raising and other high visibility activities. One person
served as a paid staff member. The annual budget was less
than $50,000 per year and the group had no affiliation with
other associations. The organization was involved in socio-
political activities and had been hit by a severe decline in
membership during the previous year. Two useable responses
were supplied by the volunteers.

Organization 7: Organization seven was involved in
community arts, culture, and history. There were 28 active
volunteers and over 30 paid staff members operating with a
budget of over $250,000 per year. The group exhibited both
instrumental and expressive tendencies. Useable responses
were returned by five of the volunteers.

Organization 8: This large association was involved in
social and welfare services. There were over 600 volunteers
in the various groups associated with the organization.
Only members of two programs (48 volunteers) working out of
the central office were sampled. The annual budget for
volunteer services was in excess of 1,000,000 and there
were over 300 paid staff members. The organization exhi-
bited instrumental/expressive tendencies. Twenty-two
useable questionnaires were provided by volunteers from the
group.

organization 9: Organization nine was the largest

organization to participate in this study. There were over

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



l46
2,000 volunteers in the organization. Only the 47 volun-
teers who worked regularly in the central office were
sampled. Paid staff was over 300 and the budget was several
million dollars per year. The organization exhibited
instrumental/expressive tendencies. Thirteen responses from
the volunteers were useable.

Organization 10: This organization had 25 active
volunteers involved in a social welfare program. The group
exhibited high instrumental orientation and was affiliated
with other county and state organizations. The paid staff
consisted of five members and the annual budget was in
excess of 5150,000. Ten volunteers returned useable respon-
ses.

Summary of Organizations
Studied

The 10 organizations chosen were widely distributed on
the basis of size, membership level, function, and volunteer
involvement. Phase I results were used to classify the
organizations. Seven of the associations exhibited instru-
mental orientation. The remaining organizations (two,
seven, and nine) best fit the instrumental/expressive model.
No expressive organizations were selected for three reasons:
(1) the difficulty in finding expressive associations which
had formally appointed leaders, (2) the lack of a leader
subordinate relationship, and (3) specific tasks or goals

for the volunteers. The organizations participating were
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located in three geographic areas in Arkansas; five in one
central Arkansas location, three in northwest Arkansas, and
two in west-central Arkansas. The organizations were not
randomly selected. Efforts were made to represent a wide
range of locations, functions, and sizes of associations
Both instrumental and instrumental/expressive organizations
were included
Characteristics of the

Volunteers

General demographic information, satisfaction levels
personality characteristics, and volunteer task perceptions
are reported in this section. Satisfaction was examined on
the basis of satisfaction with the work itself and intrinsic
satisfaction. Personality characteristics reported are
locus of control, authoritarianism, and growth need level.
Task perceptions included role ambiguity, role conflict
variety, autonomy, feedback, dealing with others, friendship

opportunities, and task identity.

Demographics. The volunteers responding to the
questionnaire ranged from 15 to 78 years of age. Nearly 50
percent of the respondents were under age 40. However, 22
percent were over 65 years old. Eighty-five percent of the
volunteers were female. Respandents had a variety of educa-
tion levels. Fifteen percent had not completed high school,
32 percent had attended college or vo-tech school, and 22

percent were college graduates.
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Nearly 18 percent of the participants had been doing
volunteer work for over 10 years. Two-thirds had been
volunteers for three years or less. Nearly half (49.58 percent)
indicated that they had been doing volunteer work for the
current organization one year or less. Only ten percent
had worked for the organization for five years or more.
Sixty percent of the respondents stated that all the
volunteer work they did was for the current organization and
three-fourths of the volunteers reported working ten hours
or less. Only 10 percent volunteered for over 20 hours per
week. .

Table 15 provides a further breakdown of the
demographic profile of the volunteers. The participants in
the study were predominantly female, from a variety of edu-
cational backgrounds, had been doing volunteer werk for
several years, but volunteered to work for only one organi-

zation at a time.

Satisfaction. Volunteer’s satisfaction was measured
using sub-scales of the Job Descriptive Index (JDI) deve-
loped by Smith, Hulin and Kendall. The validity and
reliability of the scales have been widely reported. Over
half of all satisfaction-based research published in seven
leading management journals used the JDI as the measure of
satisfaction (Yeager, 1978). Satisfaction with the work
itself, supervision, and co-workers scales were used to

measure respondent satisfaction levels.
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TABLE 15

DEMOGRAPHIC PROFILE OF RESPONDENTS

Age Frequency® Percent
Less than 21 3 2.44
21-29 22 17.89
30-39 34 27.64
40-49 19 15.45
50-59 11 8.94
60-69 17 13.82
70 or over 17 13.82

Education Frequency* Percent
High School or Less 43 33.86
Some College or Vo-Tech 39 31.71
College Graduate 28 22.76
Beyond College Graduate 17 13.82

Income Frequency™® Percent
Less than $15,000 32 26.02

15,000 to $24,999 29 23.58
25,000 to $34,999 18 14.63
35,000 to 544,999 17 15.82
45,000 to $54,999 12 9.76
55,000 and over 15 12.20

Gender Frequency® Percent
Male 18 14.17
Female 109 85.83

Volunteer Work Frequency* Percent
Less than 1 year 33 27.05
1 year to less than 2 12 9.84
2 years to less than 3 16 13.11
3 years to less than 4 18 14.75
4 years to less than 5 9 7.38
5 years to less than 10 13 10.66
Over 10 years 21 17.21
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TABLE 15 (Continued)

Experience With Current

Organization Frequency* Percent

Less than 1 year 50 41,32
1 year to less than 2 17 14.05
2 years to less than 3 16 13.22
3 years to less than 4 15 12.40
4 years to less than 5 11 9.09
5 years to less than 1 9 7.44
10 years or more 3 2.48
Hours Volunteering Frequency* .Percent

1 to 3 hours 25 20.83
4 to 6 hours 40 33.33
7 to 9 hours 14 11.67
10 to 19 hours 24 20.00
20 or more hours 17 14.17
Percent For This

Organization Freguency* Percent

Less than 25 percent 09 7.56
25 to 49 percent 12 10.08
50 to 74 percent 12 10.08
75 to 99 percent 14 11.76
100 percent 72 60.50

frequencies may not add to the number of respondents due
to missing responses.
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An additional scale consisting of eight items was deve-
loped by the author to measure intrinsic satisfaction.
Factor analysis confirmed that one wunderlying factor
(intrinsic satisfaction) represented the eight items. The
factor explained nearly 70 percent of the variation in the
responses to the items. Cronbach’s alpha was .92.
Volunteers, as Gidron (1983) noted, consistently report
high levels of satisfaction. This sample was no exception.
Table 16 presents univariate information for each of the
satisfaction measures. The results indicated a clear
skewness to the upper range of the scores. There were few
dissatisfied respondents if traditional measures of satis-
faction were used. Therefore, the levels of satisfaction
used for further analysis were: satisfied, moderately
satisfied, and very satisfied. Volunteers were considered
satisfied if their scores were below the first quartile;
moderately satisfied if their score was in the middle 50
percent; and very satisfied if above the third quartile.
The median values for satisfaction with work, supervision,
co-workers, and intrinsic satisfaction were 43, 49, 51, and

40.
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TABLE 16

SATISFACTION LEVEL OF VOLUNTEERS

Standard

Range Mean Median ~ Mode Deviation

Work itself 22-54 41.35 43 45 7.085
Supervision 24-54 47.85 49 51 5.994
Co-Workers 18-54 48.38 51 54 7.049
Intrinsic 17-45 38.90 40 45 6.326

Personal characteristics. The personal characteristics
examined in this research were locus of control, authori-
tarianism, and growth need level. Table 17
summarizes the univariate analysis of each of the personal

characteristics.
TABLE 17

PERSONALITY CHARACTERISTICS

Standard
Range Mean Median Mode Deviation
Locus of
Control 13-24 16.74 16 15 2.80
Authori-
tarianism 16-52 33.98 34 35 7.12
Motivation
Level 11-25 20.58 20 20 2.86

Locus of Control: A modification of Rotter’s (1966)

Locus of Control instrument was wused to determine the
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internal/external orientation of the subjects. The scale is
well documented with respect to both validity and reliabi-
lity (Robinson and Shaver, 1976). Scores of 18 or less
indicated internal orientation while scores of 19 or greater
classified the individual as an external. The mean for this
sample was 16.74. The median and mode was 16 and 15,
respectively. The subjects were predominantly internals.
Only 23 percent had a score of over 19, indicating an exter-
nal orientation.

Authoritarianism: The California F scale (Adorno, et.
al, 1950) was used to determine the respondents degree of
authoritarianism. The scale has been tested and used exten-
sively in pyschological research. Confirmatory factor ana-
lysis indicated that one underlying construct was being
measured by the 11 items. Cronbach’s alpha was .87.

The respondents were distributed normally on the
authoritarianism scale. There seemed to be no discernable
tendency of volunteers to be more or less authoritarian.
The mean and median scores were 33.98 and 34, respectively.
The larger an individual’s score the higher their level of
authoritarianism.

Motivation: Fourteen items designed to measure the
relative strength of an individual’s needs were subjected to
factor analysis. Five items related to "stimulation and

challenge,”™ "becoming the best person I can be," ™use my

real skills and capacities,” "taking pride in what I do,*
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and "accomplishing great things" loaded on the first factor
extracted. The first factor was used as a measure of the
individual’s motivation level. The higher the factor-score
the higher the individual’s intrinsic motivation. The mean
score on the motivation level factor-based scale was 20.58
and the median was 20. Most volunteers reported high

intrinsic motivation levels.

Percegtion’ of the task. Seven specific task related
areas were measured in order to determine the volunteers’
perception of the roles they played in the organization.
Items measured were role ambiguity, role conflict, variety,
feedback, autonomy, friendship opportunities, and dealing
with others. Each of these areas (with the exception of
friendship) have been examined in previous research on the
Path-Goal theory of leadership.

Role conflict and ambiguity: Fourteen items developed
by Rizzo, House, and Lirtzman (1976) were used to measure
the degree of role conflict and role ambiguity. The items
were subjected to factor analysis to confirm the underlying
constructs of the instrument. Two factors were extracted
based on the scree plot criteria. The factors paralleled
the role conflict and role ambiguity scales developed by
Rizzo, House, and Lirtzman. Cronbach alphas were .67 and
.73, respectively.

Most volunteers reported low levels of role conflict

and role ambiguity. The correlation between the two factors
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was .46 (p=.0001).

Job characteristics: The Job Characteristics Inventory
as developed by Sims, Szilagyi, and Wallace was used to
measure the degree of variety, autonomy, friendship oppor-
tunities, dealing with others, and feedback in the volun-
teer’s task. Research (Pierce and Dunham, 1978) indicates
that the JCI is an excellent measure of job characteristics
in a variety of organizations. Factor analysis was con-
ducted on the 28 items to confirm the hypothesized
constructs measured by the instrument. The six factors
resulting from the analysis paralleled closely the six
dimensions in the JCI.

The degree of each dimension present in the volunteer’s
work was derived by summing the item responses for each
dimension. Volunteers reported moderate levels of variety,
autonomy, and feedback. High levels of task identity,
dealing with others, and friendship opportunities were
reported by the participants. The type of work most volun-
teers did provided a good deal of social contact while pro-
viding less variety, autonomy, and feedback on the results
of their efforts. Table 18 provides a summary of the uni-

variate analysis of each task dimension.

Analysis of Leader Behavior/Volunteer
Satisfaction Relationship

The Path-Goal theory of leadership suggests that when

subordinates are intrinsically motivated, instrumental leader
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behaviors will result in high levels of subordinate satis-
faction. An unbalanced analysis of variance model (General
Linear Models, GLM, procedure, SAS; Barr, et al, 1982) was
used in order to test the concept that leader behavior is
related to satisfaction and that motivation level influences
that relationship. The GLM results indicated significant
main and interaction effects. The results of the analysis
are provided in Table 19. Significant main effects, as

indicated by Scheffe’s test, are shown in Table 20.
TABLE 18

TASK PERCEPTION

Standard

Range Mean Median Mode Deviation
Identity 6-20 16.08 16 18 3.10
Feedback 5-25 18.53 19 16 4.69
Autonomy 7-25 18.75 19 19 3.71
Others 7-20 16.67 17 20 3.04
Friendship 6-20 14.94 15 20 3.88
variety 9-25 16.66 17 17 3.08

Instrumental Leader Behaviors

Instrumental behaviors consisted of three distinct
activities; (1) role clarification, (2) work assignment, (3)
specification of procedures. The main effects between each
behavior and satisfaction with work was examined in the GLM
procedure. Results indicated that only one of the three

instrumental behaviors was related to satisfaction (see
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Table 19).

Leader role clarification was significantly related
(F=8.72, p=.0004) to volunteer satisfaction with work.
Scheffe’s test indicated that the differences between the
low and high satisfaction groups were significant (p<.05).
The significant main effect indicated that higher levels of
role clarification resulted in higher levels of satisfaction
with work.

Leader work assignment and specification of procedures
were unrelated to volunteer satisfaction. Scheffe’s test
were not performed since the main effects were not signifi-
cant. The lack of any main effect indicated that satisfac-
tion was wunaffected by varying levels of leader work

assignment and specification of procedures.

Supportive Leader Behaviors
The main effect between supportive behavior and

volunteer work satisfaction was significant (F=7.54,
p=.0011). Scheffe’s test indicated a significant difference
(p<.05) between means only for the high versus low suppor-
tive behavior groups. The differences between the
low/medium and medium/high groups were not statistically
significant. Increasing levels of supportive behavior
resulted in higher levels of volunteer satisfaction when
other factors were not included in the analysis.

The results indicated when no situational factors were

considered that two of the four possible leader behaviors
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had a significant main effect on volunteer satisfaction with
work., Role clarification and support resulted in signifi-
cantly higher levels of work satisfaction while work assign-
ment and specification of procedures had no significant

effect on satisfaction.
TABLE 19

FIVE WAY UNBALANCED ANALYSIS OF VARIANCE RESULTS

DF F _value . Pr>F
Main Effects
Motivation level 2 11.82 .0001
Support 2 7.54 .0011
Role Clarification 2 8.72 .0004
Work Assignment 2 1.13 .3298
Specification of Procedures 2 0.95 .3905
Interaction Effects
RC*Motivation 4 0.66 .6248
S*Motivation 4 0.42 7954
WA*Motivation 3 0.76 4706
SP*Motivation 2 0.97 L4136
S*RC*Motivation 6 1.18 .3275
WA*S*Motivation 6 0.76 .6047
S*SP*Motivation 6 0.85 .5358
WA*SP*RC*Motivation 13 2.02 .0318
WA*LS*S*¥RC*Motivation 2 1.14 .2955
TOTAL MODEL 125 2.04 .0025
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TABLE 20

SCHEFFES TEST FOR DIFFERENCES
ON SIGNIFICANT MAIN EFFECTS

Comparison Difference
Between Means

Growth Need Level

High vs. Low 9.650%
Leader Role Clarification

High vs Low 10.442*
Leader Support

High vs Low 8.611%
* p<.05

Motivation Level
Effect

Hypothesis 3 and 4 predicted a significant interaction
effect between motivation levels, leader behaviors and
satisfaction with work. Specifically, Hypothesis 3, pre-
dicted that intrinsically motivated volunteers would be more
satisfied with instrumental leader behaviors. Hypothesis 44
indicated that supportive behaviors would be more important
to extrinsically motivated volunteers.

Results of the analysis procedure indicated that no
significant individual behavior-motivation interaction
effects were present. Table 19 (page 158) shows that
intrinsic motivation level had a significant main effect on
satisfaction (F=11.82, p=.0001) however, none of the

interactions approached the significance level required.
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A close examination of the interaction effects provides
information which indicates potential relationships between
leader behaviors and satisfaction with work for both intrin-
sically and extrinsically motivated volunteers. Table 21
indicates that intrinsically motivated volunteers were more
satisfied with high levels of role clarification behavior
(X1=80.36 vs X,=86.67). Extrinsically motivated volunteers
also were more satisfied with high levels of role clarifica-
tion (X)=68.76 vs X,=82.00).

Leader supportive behavior was related to satisfaction
in a similar manner. High levels of leader support resulted
in higher mean satisfaction with work in both intrinsically
(X1=79.05 vs X;=86.48) and extrinsically mativated (X;=71.92
Vs Xp=77.92).

The summary results indicated that extrinsically moti-
vated volunteers were more likely to respond favorably to
role clarification and intrinsically motivated volunteers
would respond favorably to high levels of support as well as
role clarification.

The overall interaction effect between instrumental
leader behaviors and growth need 1level was significant
(p=.0318). The results indicated that high levels of role
clarification, specification of procedures, and work assign-
ment had a large impact on satisfaction of volunteers who
were extrinsically motivated. In fact, extrinsically moti-

vated volunteers had a higher mean satisfaction level which
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approached that of intrinsically motivated individuals when
the leader engaged in high levels instrumental behaviors
(Xg=82.17 vs X;=85.40). Table 22 provides a summary of the
mean satisfaction levels of intrinsics and extrinsics under

high and low levels of instrumental leader behavior.
TABLE 21

LEADER ROLE CLARIFICATION, MOTIVATION LEVELS,
AND MEAN SATISFACTION WITH WORK RESULTS

Mean Satisfaction Levels

Motivation Type

Leader Behavior Intrinsic Extrinsic

Role Clarification

80.36 68.76
Medium 80.502 74.40
High 86.67 82.00
Support
Low 79.05 71.92
Medium 85.00 75.002
High 86.48 77.92

@ 4 or less volunteers fit this situation.

Summary of Behavior-Satisfaction
Main and Interaction Effects

The findings indicated that leader behaviors were
related to volunteer satisfaction. However, the rela-
tionship was opposite from that suggested by current
Path-Goal research. In particular, role clarification

resulted in higher levels of satisfaction in extrinsically
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motivated volunteers while supportive behavior had an effect
on intrinsics. The findings were opposite from those
hypothesized. One significant interaction effect existed
indicating that instrumental leader behaviors, when con-
sidered together, were more likely to increase satisfaction
levels of extrinsically motivated volunteers than intrin-
sically motivated individuals.

The data analysis procedure did not include situational
variables which have been shown to influence the leader
behavior satisfaction relationship. Therefore, further ana-
lysis which included relevant situational variables was
undertaken to gain additional insight into the factors that
were most significant in determining volunteer satisfaction

with work.
TABLE 22

IMPACT OF LEADER BEHAVIORS AND INTRINSIC MOTIVATION
LEVELS ON SATISFACTION WITH WORK

Instrumental
Motivation Leader Behavior Level
Low High
Intrinsic 83.40 85.4
Extrinsic 70.08 82.17
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Leader Behavior Situational
Variable Model

Inclusion of situational variables in the analysis
required the use of a multivariate technique. Stepwise
discriminant analysis was used to determine which of 17
situational variables were most significant in discrimi-
nating between volunteer satisfaction levels. The variables
chosen for initial analysis are listed in Table 23.

Stepwise discriminant analysis was used to obtain the
variables from the list which were related significantly to
levels of volunteer satisfaction with work. Those variables
which did not meet the level of significance required
(pz.10) were not includgd in further analysis. Five of the
variables met the criteria selected. Those variables were
(in order of significance) Locus of control (F=9.2, p=.002),
autonomy (F=9.20, p=.0002), role clarification (F=5.416,
p=.0058), friendship opportunities (F=11.374, p=.0001), and

work assignment (F=3.004, p=.0541).
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TABLE 23

SITUATIONAL VARIABLES INCLUDED IN THE MODEL

Personal Characteristics Task Characteristics
Locus of Control Role Ambiguity
Authoritarianism Role Conflict
Motivation Level Variety
Perceived Ability Autonaomy

Friendship
Opportunities

Dealing with Others

Feedback

Identity

Work Group Relations
Leader Behaviors
Instrumental
Work Assignment
Role Clarification
Specification of Procedures

Supportive

Those five variables provided the best discriminant model
available from all combinations of the seventeen variables,
however, an additional step was required before the model
could be considered significant. A classification matrix
was developed by using the function to classify the respon-
dents. Table 24 indicates the percentage correctly
classified into each satisfaction category. The predictive
accuracy of the function was significantly greater than
chance (p<.05). The results indicated the function was a
valid discriminator between the levels of volunteer satis-

faction.
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TABLE 24

CLASSIFICATION SUMMARY FOR
DISCRIMINANT FUNCTIONS3

Predicted Level

Moderately very
Actual Satisfied Satisfied Satisfied
Level (Percent) (Percent) (Percent)
Satisfied 19 8 ' 3
(63) (27) (10)
Moderately 7 38 8
satisfied (13) (72) (15)
Very 3 14 15
Satisfied 9) (44) (47)

a 62.61 percent of the volunteers were correctly classified.
The proportional chance criterion suggests the model would
correctly classify only 35.79 percent.

Significant Leadership and
Situational Variables

The validated discriminant function included two leader
behaviors, two task, and one personal variable. The standar-
dized weights for each of the variables are shown in Table
25. The sign of the coefficient indicated whether the
variable effects the function positively or negatively and
the size of the coefficient indicates the amount contributed

to the function.
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TABLE 25

STANDARDIZED DISCRIMINANT COEFFICIENTS FOR
SATISFACTION WITH WORK

Very

Variable Satisfied Satisfied

(Ranking) (Ranking)
Locus of Control 8.8277 (1) 7.2363 (1)
Friendship Opportunities 1.8582 (5) 2.6787 (5)
Role Clarification 3.4353 (4) 3.3689 (3)
Work Assignment 3.8858 (3) 3.2589 (4)
Autonomy 4.3696 (2) 4.7237 (2)

Leader behaviors. The two leader behaviors significant
in discriminating between satisfaction levels were role
clarification and work assignment. Role clarification and
work assignment were moderately important variables in
discriminating between satisfaction levels of the
volunteer.

The higher the level of leader role clarification the
greater the volunteer’s reported satisfaction. The mean
role clarification scores for satisfied, moderately
satisfied, and very satisfied were 32.60, 35.94, and 40.09
respectively. The differences between means for all groups
were significant at the p<.05 level.

Work assignment behaved in an opposite manner. The
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moderately satisfied and very satisfied groups perceived
less leader work assignment. The means were 40.90, 40.25,
and 39.66 for the satisfied, moderately, and very satisfied
volunteers. The difference between the low/high groups was

significant at p<.05.

Task dimensions. Two task dimensions, autonomy and
friendship opportunities, entered the discriminant model.
Autonomy was the must important task contributor to predic-
tion of the satisfaction level; friendship opportunities was
the least important of all variables.

Very satisfied volunteers felt their tasks had greater
autonomy than less satisfied volunteers. Very satisfied and
moderately satisfied volunteers scored 19.93 and 19.01,
respectively, while satisfied volunteers scored only 16.23.
The differences between the low/high and low/medium group
were significant at the p<.05 level.

Higher levels of friendship opportunities were also
related to higher levels of satisfaction with work. Vvery
satisfied individuals reported a mean friendship oppor-
tunities score of 16.87 while the lowest satisfaction group
reported a mean score of only 12.40. The difference was
significant at p<.001 level. The difference between the
moderately satisfied and satisfied group was significant at

p<.05.

Personal characteristics. Locus of control was the

only personal characteristic which was significant in pro-
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viding discriminant power for the three levels of satisfac-
tion studied. The standardized coefficient score in the
discriminant function indicated the variable was the largest
contributor of all variables to the discriminating power of
the function. The moderately satisfied group had a locus of
control mean score of 15.79 indicating extreme internal
orientation. The low satisfaction group mean score was
18.40 indicating a moderate external orientation. The high
satisfaction locus of control mean score was 16.93. The
greater the internal or external orientation the less likely
a volunteer was to be highly satisfied. Volunteers who were
in the mid range of internal/external score tended to be
very satisfied.

Summary of Situational
Variables

Five variables were the most powerful in discriminating
between volunteer satisfaction levels. Very satisfied
volunteers perceived more role clarification, less work
assignment, more autonomy, more friendship opportunities,
and were in the mid range of locus of control. Less
satisfied volunteers perceived an opposite situation and

were more external oriented.

Ssummary
Chapter V provided results of univariate and multi-
variate analysis of the data collected during Phase II.

Each organization studied was described and an overall
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description of the perceptions of volunteer's work environ-
ments was provided.

The first multivariate technique utilized (GLM) indi-
cated role clarification and support were related to
volunteer satisfaction when no situational variables were
considered. Results indicated that neither intrinsic nor
extrinsic motivation levels affected the satisfaction with
work and leader behavior main effects relationship when
intrinsic motivation was included in the procedure.
Hypothesis 3Hy and 4Hy as stated must be rejected. A rela-
tionship was found between one type of instrumental leader
behavior and volunteer satisfaction when the volunteer was
intrinsically motivated. In addition, leader support was
related to volunteer satisfaction in extrinsically motivated
volunteers. The results, however, indicated that the alter-
native hypothesis did not fully explain the relationships
present; i.e., role clarification was also positively
related to satisfaction in extrinsically motivated volun-
teers and support was positively related to satisfaction of
intrinsically motivated volunteers.

The overall impact of instrumental leader behaviors on
satisfaction with work of intrinsically versus extrinsically
motivated volunteers was found to be significant.
Satisfaction levels of extrinsically motivated individuals
were significantly higher if the leader engaged in high

levels of all three instrumental leader behaviors. High
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levels of instrumental leader behaviors also were related to
higher levels of satisfaction in intrinsically motivated
individuals but not to the degree present in the extrin-
sically motivated volunteer.

The use of discriminant analysis allowed the inclusion
of multiple task, personal, and leader behavior variables in
a model to test the Path-Goal Theory. Figure 1 illustrates
the variables included and their hypothesized relationship
to volunteer satisfaction. Satisfaction levels were effec-
tively predicted by the degree of leader role clarification
and work assignment, autonomy and friendship opportunities
present in the task, and the volunteer’s locus of control.
Each of the variables had a positive impact on satisfaction
with work. Leader support was not related significantly to
satisfaction in this model. Individual factors and task
variables neutralized the relationship between support and
satisfaction found in the initial analysis procedure.

The implications for leaders of volunteers and
interpretation of the results of the Phase II analysis pro-
cedures are discussed in the second part of Chapter VI. In
addition, expansions, revisions, and research suggestions

will be provided based on the results of this analysis.
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MODEL OF FACTORS INFLUENCING VOLUNTEER SATISFACTION

LEADER BEHAVIORS
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*Role Clarification
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FIGURE 1

VOLUNTEER
SATISFACTION WITH
WORK
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Locus of Control
Authoritarianism
Perceived Ability

INDIVIDUAL CHARACTERISTICS

TASK CHARACTERISTICS

Role Ambiguity
Role Conflict

*Friendship Opportunities

Feedback
Dealing with Others
Identity

*Autonomy

Variety
Workgroup

*Factors found to be significant discriminators.
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CHAPTER VI

INTERPRETATION AND DISCUSSION

The objectives of this research were related to the
development of an empirically based understanding of
leadership in voluntary organizations and the impact of
individual, task, and structural characteristics upon leader
behaviors in those associations. This chapter focuses on
interpretation and discussion of the findings reported in
Chapter IV and V. Consequently, the chapter consists of two
primary sections. The first section is dedicated to a
review of results from the structural characteristics analy-
sis. The second section examines results from the analysis
of leader behaviors and situational factors related to
satisfaction with work.

Analysis of data collected during Phase I indicated
that many of the relationships "traditional™ voluntary
action scholars hypothesized between size, function, and
structure did not exist (see Chapter II for a discussion).
As a result, specific attention is paid to several recent
theories and empirical studies which provide a basis for the
lack of relationship between size, orientation, and struc-
ture. The newer, empirically based, theories seem to pro-
vide better explanations of the structural phenomena than

173

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



174
do the older anecdotal or normative approaches used to deve-
lop the hypotheses tested.

The discussion and interpretation of the leadership
hypotheses analyzed in Chapter IV focuses on the ability of
the Path-~Goal Theory to explain relationships which existed.
Results indicated the alternative hypotheses did not fully
explain the leader behavior/volunteer satisfaction rela-
tionships, although both hypotheses tested were statisti-
cally significant. The major emphasis in this section is on
the discussion of test results for the overall Path-Goal
Model (see Figure 1 page 170). The findings are used to
develop a model of factors which impact significantly the
level of satisfaction with work for volunteers in the ten
organizations studied. In addition, several extensions,
modifications, and directions for further research un.the

Path-Goal Theory are suggested.

Structural Characteristics Discussion

The hypotheses tested in the first phase of this
research were based on the predictions and general obser-
vations of traditional voluntary action scholars (see Smith
and Reddy, 1971; Stenzel and Feeney, 1968; Smith and
Freedman, 1972; Smith, 1973). Those individuals used their
years of contact and experience with voluntary associations
to generalize about structure, size, and processes in most
voluntary associations. Phase I specifically examined the

relationship between size, orientation, and six organiza-
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tional constructs (volunteer input, interaction in decision-
making, formality, adhocracy, job  codification, and
hierarchical control). The hypotheses were developed to
provide information on the validity of the views of tradi-
tional voluntary action scholars.

Results of the data analysis (Chapter IV) indicated no
relationships existed between organizational orientation and
the structural constructs utilized in this study. Thus,
traditional models of voluntary associations may be
inappropriate. Several new, potentially appropriate models
of voluntary associations have been proposed (see Hyman,
1983; Walker, 1982; and Pearce, 1978). Although these
models were not utilized to develop the hypotheses tested,
results obtained were explained to & significant degree by
using the constructs of the newer theories. Results were
examined and interpreted on the basis of both traditional
and non-traditional theories. Utilization of newer, non-
traditional theories in addition to traditional theories
allowed a better understanding of the processes and struc-
tures found in voluntary organizations. In addition,
reasons for the existence of those characteristics which run
counter to traditional assumptions may be hypothesized.

This section of Chapter VI is segmented into two parts.
The first part examines crientation/structure relationships
while the second section focuses on the size-structure

hypotheses. Each hypothesis is individually examined and
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future research directions are suggested based on current
theories of voluntary organizations.

Orientation/Structure
Relationships

The major orientation and structure characteristics
hypothesis tested was:

1) Ho: There is no relationship between structure
and degree of instrumental orientation in
voluntary associations. Instrumental
orientation is unrelated to formalization,
structure, and standardization.

Ha: There is relationship between the structure
of voluntary organizations and the degree of
instrumental orientation.

Specific sub-hypotheses stating a lack of relationship bet-
ween orientation and each organization structure charac-
teristic were examined. Those specific hypotheses are
enumerated in the discussion section for each in the
following section.

The analysis indicated that no significant relationship
existed between the organization structure characteristics
and the degree of instrumental orientation. Traditional
voluntary action scholars have suggested that instrumental
orientation is coupled with hierarchical control, work
rules, formality, formal structure, and low levels of par-
ticipation and influence. Results of the analysis of
each of those proposed relationships is examined in the

following section.
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Hierarchical control. Several authors (Walker, 1975;
Smith and Reddy, 1971; Stenzel and Feeney, 1968) proposed
that voluntary associations must have control over volun-
teers in order to accomplish the long-term goals of the
group. Those authors suggest further that control is
accomplished through the use of a hierarchy in most
associations.
The sub-hypothesis developed to test the existence of a
relationship between orientation and hierarchical control
was:

1.a) Ho: Instrumental orientation is unrelated to
hierarchical control.

Ha: Instrumental organizations have higher
levels of hierarchical control.
The results of this study did not indicate that organiza-
tions which emphasized long-term goals are predisposed to
the use of hierarchical control. Instrumental organizations
had no more or less hierarchy than did expressive organiza-
tions. One author (Lipisky, 1980) suggests that many
instrumental associations are characterized, at the lower
levels, by volunteers who have a high degree of discretion,
develop their own routines, and determine their own output.
As a result, control is weak and the volunteers are immune
to hierarchical control (Elmore, 1978 and Lipisky, 1980).
Such organizations, termed Bureaucratic Process organiza-
tions, are wusually involved in delivery of social and

welfare services, have governmental affiliations, and uti-
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lize volunteers for delivery of services. These
Bureaucratic Process Model (BPM) voluntary groups, although
instrumental in nature, operate without high levels of
hierarchical control. Several of the instrumental organiza-
tions which participated in the first phase of this study
seem to exhibit characteristics of a BPM organization.

The statistically insignificant correlation between
hierarchical control and instrumental orientation indicates
the BPM may provide more information about hierarchical
control in an organization than does the orientation of the
association. Future research should be directed, at iden-
tifying organizations which fit the BPM and determining if

those groups de-emphasize hierarchy as a control mechanism.

Job codification. The sub-hypothesis developed and
tested for the job codification and instrumental orientation
relationship was as follows:

1.b) Ho: Instrumental orientation is not related to
hierarchical control.

Ha: Instrumental organizations have high levels

of job codification.
The lack of a significant relationship between instrumental
orientation and existence of work rules (job codification)
is also explained by the BPM. Elmore (1978) and Lipisky
(1980) noted that immediate demands of the tasks performed
by volunteers dictated that discretion and routines be left

to the volunteer. Therefore, it would be difficult for the
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organization to standardize and codify the task of volunteers
through use of work rules.

Pearce (1978) four:d that voluntary associations have
loosely defined norms and work patterns. Pearce states
"Most volunteers tended to share responsibilities. No indi-
vidual was assigned any specific task. Rather, depending on
who was available, all persons were responsible for goal
accomplishment and service to clients.® The results of this
research combined with Pearce’s conclusions suggest that
volunteer tasks in instrumental organizations are not stan-
dardized and volunteers are not subjected to a great many
work rules. Factors other than orientation were responsible
for determining the degree of task standardization in
volunteer work. Research should be directed toward inden-
tifying those factors. Potential factors which may be
related include function, level of state, regional, or
national affiliation, age of the organization, and strength

of natioral offices.

Informality of oligarchy. Smith and Reddy (1971)
suggest instrumental voluntary associations develop highly
formalized structures to insure continued existence. The
following sub-hypothesis was developed to test that conten-
tion:

l.c) Ho: Instrumental orientation is unrelated to

level of formalization.

Ha: Instrumental organizations have high levels
of formalization.
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Degree of formalization was unrelated to instrumental
orientation. The results provided a degree of support for
Walker’s Coalition model (1983) by indicating that a good
deal of informality existed in the organizations studied.
The coalition model proposed that voluntary organizations
are semi-permanent bargaining coalitions. Decisions and
operations are made and implemented through politics rather
than formal control, shifts in routines, or concensus
building. Leadership, according to the model, is vested in
the group with the most power at the moment. Decisions are
made based on that grcup's preferences. Members of other
groups are discouraged from speaking out.

Stenzel and Feeney (1968) and Smith and Reddy (1971)
concluded that voluntary organizations are usually subjected
to oligarchical control by a core group of members who
determine policies and practices. The results indicated
that most groups were subject to oligarchical control,
however, orientation was not related to the degree of for-
malization of the control group.

Organizations in this sample may fit the coalition
model. This would have resulted in the insignificant corre-
lation between formalization and instrumental orientation.
Pearce (1978) found evidence to support the coalition model
in a variety of voluntary associations. Future investiga-
tions should focus on identifying organizations fitting the
coaiition model and determining if there is any influence on

formalization.
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Adhocracy. Instrumental organizations and the long=

term goals associated with the organization would be
expected to lead to a structure which is relatively per-
manent (Smith and Reddy, 1971). The sub-hypothesis deve-
loped to test that relationship was:

l.e) Ho: Instrumental orientation is unrelated to
the use of temporary problem-solving groups
or organizational structures.

Ha: Instrumental organizations use more
permanent organizational structures.

Instrumental orientation had no impact on the degree to

which organizations used temporary groups or committees to
solve internal or external problems. In other words, some
organizations in the sample used temporary structures while
others did not, regardless of the degree of instrumental
orientation. Hyman (1983) suggests that voluntary asso-
ciations are usually structured along one of two lines: (1)
traditional bureaucractic structure or (2) dialectical
structure. Traditional organizations have highly stratified
formal structures, specific roles, hierarchy, and focus on
means rather than ends. Dialectical organizations (White

1969) are very unstructured, fluid, informal associations
focusing on ends rather than means.

Smith and Reddy (1971) suggest that voluntary organiza-

tions are structured along traditional lines while Hyman
(1983) suggests that many represent the dialectical form.

The possible mixture of the types in this sample may have
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lead to the weak correlation present in this study.
Instrumental orientation did not determine dialectical or
traditional form. Studies should segregate organizations on
the basis of traditional and dialectical lines before exa-
mining any relationship with adhocracy. Dialectical
associations (fluid, informal, and unstructured) should have
high levels of adhocracy. Traditional associations
(emphasis on structure, rules, procedures) would be low on

the measure.

Influence and participation. Walker (1975) suggests
that instrumental orientation leads to lower levels of
volunteer influence and participation in decision-making was
utilized to develop the following sub-hypothesis:

1.d) Ho: Instrumental orientation is not related to
levels of volunteer input and
participation.

Ha: Instrumental organizations have low
levels of volunteer input and
participation.

The hypothesis stating the lack of a relationship bet-
ween orientation and volunteer influence and participation
was examined in terms of two separate constructs due to the
factor analysis results. Influence was measured by the
construct entitled volunteer influence. Participation was
measured by the interaction in decision-making and volunteer
input factors.

Volunteer influence was not related to orientation at
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the significance level chosen for this study (p<.05).
However, the level of significance (p=.0659) indicates that
the relationship deserves further testing before being sum-
marily rejected. The correlation which existed may provide
support for the contentions of Walker (1975) which indicated
that instrumental organizations have lower levels of
volunteer influence.

Volunteer participation as measured by interaction in
decision making and input was not related to instrumental
orientation. The interaction construct was significant at a
level of p=.1004; however, upon close examination of the
items, there may be some confusion as to what the instrument
actually measures. Wording of the items included in the
factor inquire as to the degree of interaction by indivi-
duals (not necessarily volunteers) in decision making.
Respondents may have included paid staff as well as volun-
teers in the responses. 0One would expect leaders of non-
profit and voluntary groups to report higher levels of
interaction, since leaders in those organizations emphasize
interaction to a greater extent than do managers of profit-
oriented organizations (Gatewood and Lahiff, 1977; Rawls,
Ullrich, and Nelson, 1973). Future studies should more
carefully state the items in the participation construct in
order that volunteers’ interaction in decision making be
properly measured.

The results of the analysis did not support the conten-
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tion of Wood (1981) that leaders of voluntary associations,
by their nature, neither allow nor encourage high levels of
input. Factors other than orientation determine input
levels. Leaders of many voluntary groups see the organiza-
tion as a model of democracy and therefore emphasize
democractic processes based on participant input (Langton,
1981: 8). The leader’s perception of the organization’s
democratic purposes would determine the degree of volunteer
input. Additional research should be directed toward exami-
nation of the relationship between the leader’s perception
of the purpose of the group (democratic vs. non-democratic
processes) and amount of volunteer input.

Size/Structure
Relationships
The results of the size/structure relationships were
more supportive of the contentions of traditional voluntary
action scholars than were the results of the orientation
analyses. The general size and structure hypothesis tested
was:

2) Hg: There is no relationship between organiza-
tion size and degree of formalization,
structure,standardization, influence, and
interaction.

Ha: There is a positive relationship between
size and voluntary organization structure.
Larger organizations will be more for
malized, structured, and have lower levels

of volunteer interaction, influence, and
participation.

Specific sub-hypotheses were developed to test each
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relationship mentioned. These will be enumerated in each
section discussing the results of the sub-hypotheses tests.
One null sub-hypothesis was rejected, one was significant at
levels indicating need for further investigation, and the

remainder were not significant.

Volunteer input. The sub-hypothesis of interest was as
follows:

2.d) Hg: Voluntary organization size is not related
to the level of volunteer participation and
influence.

Ha: Larger voluntary organizations will have
lower levels of volunteer participation and
influence.

Volunteer input decreased as size of the budget and paid
staff increased. This indicated that larger organizations
do have lower levels of volunteer input. This research sup-
ported the findings of Warner and Hilander (1964) and Sills
(1957) that larger voluntary associations had less volunteer
input. As the budget and number of paid staff increase the
organization begins to focus on administration of programs
and may feel that volunteers provide only ®cheap®, low
quality labor. Volunteer input and opinions are
discouraged. Leaders may find it difficult to include the
input of volunteers in addition to the input of paid pro-

fessional staff.
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Volunteer interaction. Interaction in voluntary asso-

ciations is hypothesized to decrease as size increases.

Walker suggests that larger organizations keep volunteers

insulated from the operations of the organization. The

following sub-hypothesis was developed to test the
relationship:

2.e) Hg: Voluntary organization size is not related
to levels of volunteer interaction.

Ha: Larger voluntary associations will have
lower levels of volunteer interaction.

Volunteer interaction was wunrelated to all three
measures of size. Pearce (1978) found that most decisions
in voluntary associations were committee decisions and deci-
sion makers were likely to contact other individuals at any
time or place to develop sclution;. The democratic value
system and participatory nature of most voluntary organiza-
tions leads to high levels of interaction (Rothschild-wWitt,
1979). Small, as well as large voluntary associations
depend on social interaction in all aspects of their opera-
tions. Larger organizations have high levels of interac-
tion, however, that interaction may be limited to a core

group of individuals (Stenzel and Feeney, 1968).

Job codification. The following sub-hypothesis was uti-
lized to test the relationship between size and job codifi-
cation:

2.b) Hg: Voluntary organization size is unrelated to
levels of job codification.
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Ha: Larger organizations will have high levels
of job codification.

Two of the three size measures, budget and number of
volunteers were significant at levels of p<.10, indicating a
need for additional research into the relationship before
drawing conclusions. The larger the budget of the organiza-
tion the more likely the volunteers were to have rules and
regulations to follow in performing their tasks. Larger
numbers of volunteers were also related to higher levels of
Jjob codification. The results indicated that Smith and
Reddy (1971) and Sills (1957) were correct when they
observed that most large organizations tended to be highly
structured with high levels of standardization. The corre-
lation coefficient, although not statistically significant,
was strong enough to indicate that further research into the
Jjob codification, budget and number of volunteers rela-

tionship is warranted.

Volunteer influence. Organizations which are larger
would be expected to have lower levels of volunteer
influence and participation. The following sub-hypothesis
was developed for testing:

2.d) Hp: Voluntary organization size is not related
to the level of volunteer participation and
influence.

Ha: Larger voluntary organizations will have

lower levels of volunteer participation and
influence.
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Size of the paid staff was negatively correlated
(r=.-12, p=.1258) with volunteer influence. The findings
suggest that Langton’s (1981) contention that increases in
paid staff members result in decreased volunteer influence
warrants further investigation. Langton states
"Professional staff feel that volunteers do not have the
training necessary to make the correct decisions in many
situations." Thus, decision-making becomes more centralized
when paid staff increases. Additional research which speci-
fically measures the paid staff size and volunteer influence

in the organization should provide more conclusive results.

Hierarchical control. Several voluntary action scholars
suggest that large organizations emphasize hierarchy to
control Ehe volunteers. The following sub-hypothesis was
developed for testing:

2.a) Hg: Hierarchical control is unrelated to
organization size.

Ha: Larger voluntary organizations will have
higher levels of hierarchical control.

The lack of a significant correlation between hierarchi-
cal control and size measures indicated further support for
the Bureaucratic Process model. Smith and Reddy (1971),
Stenzel and Feeney (1968), and Walker’s (1975) observations
that large voluntary associations typically have a high
degree of hierarchical control were not supported by the

results. However, the results indicated the Bureaucratic
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Process model is deserving of further investigation to

determine its relationship with hierarchical control.

Formalization. Larger organizations have a tendency to
be more formalized (Smith and Reddy, 1971). The following
hypothesis was developed to test that contention:

2.c) Hg: Voluntary organization size is unrelated to
the degree of formalization.

Ha: Larger voluntary associations will be more
formalized.

Formality of the oligarchy was not related to organiza-
tional size. The degree of formalization in voluntary asso-
ciations was related to some factor other than size. The
conclusions of Smith and Reddy (1971) that large asso-
ciations are more formalized was not supported. Other fac-
tors such as national affilitation, function, etc., may
be more predictive of the degree of formalization in a par-
ticular association.

Summary of Phase

One Results

Results of the analysis of structure, size and orientation
relationships indicated the unique nature of voluntary asso-
ciations. The structural characteristics, norms, and rela-
tionships found in voluntary associations were nebulous. No
current model adequately predicted the structural properties
of voluntary organizations. Research is needed in order to

understand the factors which influence the structure of
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voluntary groups. Findings from this study indicated that
neither orientation nor size are robust predictors of struc-
ture. Various results indicated support for portions of
several models. The Bureaucratic Process (Lipisky, 1981),
the Coalition (Walker, 1983), and the Dialectical models
(White, 1969) seemed to be more predictive of the structural
properties present in the organizations studied. Research
is needed to classify organizations according to those
models and to determine if those models accurately predict
structure.

Findings from this study supported the contentions of
Pearce (1978) and Walker (1982) that structure, as defined
in the profit sector, does not exist in voluntary asso-
ciations. 1In fact, voluntary associations may well fit the
Garbage Can model (March and Olsen, 1978). That model sta-
tes that choices (structures) are largely determined by
situations in which decision makers find themselves. Those
choice situations are caused by processes preceeding choice.
Those processes include the previous organizational struc-
ture, degree of interaction with the environment, decision-
making practices, etc. Structure in voluntary associations
seems to be determined by a random stream of events over
time. Consequently, no matter which model is used, the
study of voluntary associations will continue to be dif-
ficult.

The results of this phase of the study provided

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



191
valuable insight into the structural properties of voluntary
associations. The information was unavailable from other
sources and proved helpful in interpretation of the rela-
tionship between leader behaviors, situational variables,
and satisfaction with work. Those results are discussed in
the next section of this chapter.

Leadership in Voluntary Associations
Discussion and Interpretation

Chapter V reported results of the analysis of data
obtained during the second round of data collection. The
information dealt with leader behaviors, situational
variables, and satisfaction of volunteers. Two data analy-
sis procedures were used to understand the relationships
present.

Major objectives of this study related to understanding
leadership in voluntary associations, its relationship with
volunteer satisfaction 1levels, and testing in a unique
setting the explanatory powers of the Path-Goal theory. No
previous studies had specifically examined the existence of
a relationship between leader behaviors and outcomes in
voluntary associations. The first analysis procedure was
explantory in nature. Basically, the objective was to deter-
mine if individual leadership behaviors were related to
volunteer satisfaction with work.

Two hypotheses developed from propositions related to

the Path-Goal theory were analyzed. These were:
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3) Ho: There is no relationship between instrumen-
tal leader behavior and volunteer satisfac-
tion with work when the volunteer is
intrinsically motivated to perform
volunteer tasks.

Hg: There is a positive relationship between
instrumental leader behavior and volunteer
satisfaction with work when the is intrin-
sically motivated to perform volunteer
tasks.

4) Hg: Considerate or supportive leader behaviors
are not related to level of volunteer
satisfaction in extrinsically motivated
volunteers. Environmental and personal
characteristics are unrelated to satisfac-
tion with supportive behaviors.

Ha: There is a positive relationship between
supportive leader behavior and volunteer
satisfaction with work in extrinsically
motivated volunteers. Environmental and
personal characteristics will moderate the
relationship according to the Path-Goal
theory.

The initial procedure provided the information needed
to examine the impact of motivation type, intrinsic or
extrinsic, on satisfaction with various leader behaviors.
The results supported the alternative hypotheses but indi-
cated the relationships were not fully explained by the
stated hypotheses.

Discriminant analysis methods were used to determine
which task and personal variables influenced the rela-
tionship between leader behaviors and satisfaction with work
uncovered during the initial analysis. Results indicated
the Path-Goal theory provided a viable approach to

understanding leadership in  voluntary organizations.
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Path-Goal logic was utilized in the last section of this
chapter to develop an understanding of the relationships
between leader behaviors, task structure, personal charac-
teristics, and satisfaction uncovered by discriminant analy-
sis. The remainder of this chapter focuses on
interpretation of results from the initial analysis and the
discriminant analysis procedure.
Intrinsic
Motivation

Volunteers who are intrinsically motivated have a
belief in the overall goals of the organization or a commit-
ment to help those individuals who are served by the asso-
ciation. Intrinsically. motivated volunteers cite factors
such as full utilization of their abiliﬁies, helping a
worthwhile cause, accomplishing an important goal, and
taking pride in what they do as reasons that others
volunteer. These factors are similar to those used to tap
intrinsic motivation in for-profit sector research (Dermer
1975).

The hypothesis of interest in this situation was:

3) Ha: There is a positive relationship between
instrumental leader behavior and volunteer
satisfaction with work when the volunteer
is intrinsically motivated to perform
volunteer tasks.

The implication of this hypothesis is instrumental leader
behaviors are more satisfying than supportive behaviors to

intrinsically motivated volunteers regardless of task or
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personal characteristics. The overriding importance of the
intrinsic motivation leads to valence which approaches
unity. Volunteer expectancy (EII) also would approach the
maximum, since intrinsic rewards are self-administered and
effort would be tied directly to the outcome. Therefore,
only those leader behaviors which are instrumental in the
attainment of future satisfactions, intrinsic in this
instance, would be a source of satisfaction to the
individual.

Supportive or considerate leader behaviors hypo-
thetically would not serve any particular purpose beyond
satisfaction of immediate social needs not fulfilled through
interaction on the job. Dependency upon leader behavior for
such satisfaction is significantly reduced to the extent
that satisfaction is provided the individual by the task
itself (Szilagyi and Wallace, 1983). Extrinsic factors, by
definition, would be of less concern to intrinsically moti-
vated volunteers.

The initial test of hypothesis three indicated that one
of three instrumental leader behaviors was related to satis-
faction levels of volunteers, whether intrinsically or
extrinsically motivated (see Table 26). Role clarification,
the extent which a leader informs subordinates about their
duties and responsibilities and lets individuals know what
is expected of them, was related to higher levels of satis-

faction with work. Role clarification would be responsible
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for increasing instrumentality by providing the volunteer
with an idea of how their role or task relates to the
overall objective of the organization as well as indicating
the importance of the role in obtaining the ultimate goal of
the group. The relationship between satisfaction with work
and role clarification would be predicted for intrinsically
motivated volunteers but not for extrinsically motivated
individuals. The implications of a relationship between
role clarification and satisfaction in extrinsics are

discussed in the next section.

TABLE 26

LEADER BEHAVIORS AND THEIR RELATIONSHIP
TO VOLUNTEER SATISFACTION WITH WORK

Behavior Significance level
Role clarification .0004
Specification of procedures .3905
Work assignment .3298
Support .0011

Specification of procedures and work assignment were
unrelated to satisfaction scores. Neither behavior served
any instrumental or immediate satisfaction function for
either intrinsically or extrinsically motivated volunteers,
however task or personal characteristics not included in the

initial analysis may have concealed potential relationships

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



which existed.

Supportive leader behaviors did relate to subordinate
satisfaction. Higher levels of supportive behaviors were
related to higher levels of satisfaction with work in both
intrinsically and extrinsically motivated volunteers. The
relationship was expected for extrinsically motivated volun-
teers due to supportive behaviors serving as an immediate
source of satisfaction as well as increasing the intrinsic
value of the task (Yukl, 198l1). The unexpected relationship
indicated that supportive behavior was related to satisfac-
tion in intrinsically motivated volunteers. The explanation
for this relationship may revolve around the reasons that
individuals volunteer. Research indicates that two work
related factors serve as satisfiers regardless of motivation
to volunteer. Those factors, content and context, relate to
the actual work performed and the work environment, respec-
tively (Gidron, 1983). Supportive leader behaviors increase
satisfaction with context factors by making the work place
more pleasing, reducing boredom, and increasing interaction.
The results indicate intrinsically motivated volunteers look
to supportive leader behaviors to increase sources of imme-
diate satisfaction if the task does not provide the
appropriate contextual satisfactions.

The results indicate, even in intrinsically motivating
situations, that supportive or participative behaviors may

serve the purpose of increasing satisfaction with work if
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other factors do not supply the appropriate satisfactions.
The findings suggest that a mid-range emphasis in such
leader behavior may be appropriate. Howell and Dorfman
(1981) obtained similar results in a study of a community
hospital. Supportive behaviors become important if the goal
of the organization (and individual) is long term and
progress toward the goal is relatively slow. Intrinsically
motivated volunteers would then look to leader behaviors
which supplement the satisfactions they receive from task

progress.

Extrinsic

Individuals may associate with volunteer organizations
for reasons other than commitment to a cause, goal, or
derivation of a sense of accomplishment. Extrinsically
motivated volunteers participate for reasons such as oppor-
tunities to meet new people, social interaction, recogni-
tion, status, and gaining an advantage in their paid
employment (Scheirer, 1981). Gaining those rewards, rather
than intrinsic factors, become of paramount importance for
those individuals.

Hypothesis four basically was the complement of
Hypothesis three. In addition, hypothesis four added that
task and personal variables would moderate the relationship
between extrinsically motivated volunteers and satisfaction
with supportive behaviors. The alternative hypothesis of

interest was:
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b4. Ha: There is a positive relationship between
considerate leader behavior and volunteer
satisfaction in extrinsically motivated
volunteers. Environmental and personal
characteristics moderate the relationship
according to the Path-Goal theory.
It was hypothesized that extrinsically motivated volunteers
would derive satisfaction from leader behaviors which pro-
vided immediate sources of satisfaction. Instrumental beha-
viors would not be as important since they provided future
satisfaction through attainment of organization goals, goals
to which the volunteer may not be committed. Extrinsically
motivated volunteers would emphasize social interaction,
recognition and exposure which might lead to benefits in
paid employment, and de-emphasize intrinsic rewards which
might be provided through attainment of organizational
goals. The focus of the individual on external factors in
the organization would allow task and personal charac-
teristics to influence the level of satisfaction with any
particular style of leader behavior. One would expect this
situation to be similar to a paid work environment.

The results indicated that only a part of the hypothe-
sis was correct. Consideration was related to satisfaction
in extrinsically motivated volunteers, however, one instru-
mental behavior, role clarification, also was related to
satisfaction with work. The relationship between role
clarification and satisfaction in extrinsically motivated

volunteers was unexpected, since such leader behavior is not
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viewed as a source of immediate satisfaction. Rather, it
would seem that role clarification would be significant only
if the volunteer wished to achieve some outcome over which
the leader had control.

Close examination of the motivations of extrinsically
motivated individuals may provide an explanation for the
existence of the relationships. Extrinsic rewards, other
than social interaction, influence the behavior of some
volunteers. Certain individuals volunteer in order to
receive recognition and rewards as an indirect result of
volunteer activity. Examples might be the individual who
volunteers in order to vie for a "volunteer of the month"
award which appears in a local newspaper or the individual
in charge of a fund drive who gets the opportunity to meet
many "important™ persons in the community. Leader behaviors
which serve to clarify the path and remove frustrating
barriers to those goals would be satisfying to individuals
in those instances. Thus, particular instrumental leader
behaviors may serve as satisfiers to certain types of
extrinsically motivated individuals in the organizations
studied.

Situations exist where people are "volunteered”™ for
organizations by implicit or explicit threats from their
employer. Instrumental leader behaviors such as role clari-
fication will influence satisfaction even in those instan-

ces. Leadership behavior that involves strengthening reward
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contingencies will have the greatest effect on individual
outcomes when the leader has substantial power over rewards
(non-monetary, extrinsic in this situation) and the indivi-
duals are not already highly motivated (Yukl, 1981).
Importance of Leader Behaviors

to Satisfaction with Work

No empirical test of the relationship between leader
behaviors and volunteer satisfaction with work had been con-
ducted prior to this research. Practitioners and theorists
assumed that leader behavior was related to volunteer satis-
faction (Scheirer, 1981). Considerate behaviors, in par-
ticular, were emphasized as more appropriate than
instrumental or task oriented leader behaviors. This heavy
emphasis on supportive behavior seems to stem from a depen-
dence on the works of McGregor and others in the human rela-
tions movement (LaCour, 1977). The validity of such
profit-oriented prescriptions were never tested in voluntary
associations.

A final hypothesis was developed to determine whether
supportive or instrumental leader behaviors were emphasized
by leaders of volunteers. The hypothesis was:

5). Hg: There is no particular style of leadership
emphasized by leaders of volunteers.

Ha: Supportive leader behaviors are engaged in
more frequently than instrumental behaviors
by leaders of volunteers.

Results from this research indicated that leaders in the
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sampled organizations did emphasize supportive leader beha-
viors as opposed to instrumental behaviors. The dependence
on a particular style of leadership may be inappropriate in
many situations (Fiedler, 1967; Vroom and Yetton, 1978;
House and Mitchell, 1974).

Hypotheses three and four were developed to test the
situational concept that different leader behaviors were
related to satisfaction with work in different situations.
The situational function tested initially was that of
volunteer motivation type; intrinsic or extrinsic. It was
predicted that consideration or supportive behavior was most
appropriate for extrinsically motivated volunteers while
instrumental behaviors would be most significant to intrin-
sics. Results indicated the relationships were not that
simple, however, leadership behaviors definitely were
related to satisfaction with work for volunteers.

The initial analysis indicated a strong third degree
interaction effect between satisfaction and all three
instrumental leader behaviors for different types of motiva-
tion. Instrumental leader behaviors in combination had a
larger effect on satisfaction levels of extrinsically moti-
vated volunteers. Motivation type becomes a moderator or
suppressor of the effect of leader behavior on satisfaction.
Intrinsically motivated volunteers had high levels of satis-
faction even in situations where the leader exhibited only

low levels of each behavior. Higher levels of instrumental
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behavior were related to increased satisfaction, but not to
the degree present in extrinsically motivated volunteers
The commitment of the volunteer to organizational goals and
the resulting intrinsic motivation results in higher levels
of satisfaction regardless of situational variations.

Extrinsically motivated individuals reported higher
levels of satisfaction than intrinsics when the leader was
very active and emphasized role clarification, specification
of procedures, and work assignment. The instrumental beha-
viors were satisfying because they lead to future satisfac-
tions; i.e. less time spent in the organization, ;ecognition
for work, reduction of role conflict and ambiguity, and low
levels of personal commitment and involvement. Figure 2
shows the interaction effect between motivation, instrumen-
tal leader behaviors, and satisfaction with work.

The results of this research contribute to the
understanding of the impact of leader behaviors on satisfac-
tion of volunteers. This initial empirical study indicated
leader behavior is important; in fact, instrumental leader
behavior may be critical when dealing with individuals who
volunteer for reasons other than commitment to organiza-
tional purposes. In addition, instrumental leader beha-
viors are significantly related to satisfaction and

therefore, should not be avoided by leaders of volunteers.
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FIGURE 2
INSTRU"ENTAL LEADER BEHAVIOR

AND MOTIVATION INTERACTION
EFFECT ON SATISFACTION
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2 The satisfaction with work scale consists of the summation
of the nine items indicating intrinsic satisfaction with
work and the items from the JDI satisfaction with work
scale.

Voluntary associations should develop training programs in
which leaders are trained in the utilization of specific
instrumental behaviors when dealing with volunteers
Intrinsically and extrinsically motivated volunteers’ satis-
faction levels are positively affected by both instrumental
and supportive leader behaviors. The findings run counter
to traditional prescriptions on leading volunteers which

suggest that supportive behaviors are of paramount impor-
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tance to volunteer satisfaction with work. Voluntary asso-
ciations which emphasize supportive leader behaviors would
appear to be missing an opportunity to have higher levels of
satisfaction by encouraging leaders to exhibit instrumental
behaviors as well.

Leader Behaviors and Situational
Variables Related to Volunteer
Satisfaction

One of the major contributions of Path Goal Theory to
the study of leadership is the inclusion of a variety of
situational variables. An objective of this research was to
test the Path Goal theory in voluntary organization settings
to determine if the results were similar to tests in the
for-profit sector. The initial data analysis procedure
included only one situational variable and therefore did not
meet the stated objective. In addition, the results of the
procedure indicated that rela.ionships between satisfaction
and leader behaviors in voluntary associations were more
complex than first thought. A multivariate technique which
could handle the number of variables included in the Path
Goal model and one which could simplify the complex interac-
tions was used for further analysis. The following sections
discusses the results and implications of the discriminant
analysis procedure utilized.

Figure 3 shows the significant discriminators between
satisfied, moderately satisfied, and very satisfied volun-

teers. The model includes two instrumental leader behav-
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MODERATELY SATISFIED

AND VERY SATISFIED VOLUNTEERS ON THE BASIS
OF FIVE CHARACTERISTICS
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Group Constant RC WA Autonomy FO LC

Very Satis | -63.25 +.61| +.51 | +1.1218 +.72 | +2.51
Mod Satis. | -55.68 +.50 | +.57 | +1.223 +.62 | +2.31
Satisfied -56.94 +.46 | +.59 | +1.017 +.47 | +2.68

RC - role clarification
FO - friendship
oppartunities

WA - work assignment

LC - Ltocus of control
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iors, two task behaviors, and one personal characteristic.
Significant in its absence is supportive leader behavior.
This will be discussed at a later point. The variables
included in the model are examined separately and the impli-
cations of the overall model are discussed in the following
section.

Role clarification. Role clarification as measured in
this research is defined as "clarifying management expec-
tations of volunteers in their work.” The behavior relates
to providing goals and stating performance and quality
levels expected. The standardized discriminant coefficient
weight indicated this behavior was one of the more important
variables determining the level of satisfaction with work.
The inclusion of this variable in the final model indicated
that, regardléss of personal or task consideratiocns, role
clarification was related to satisfaction with work.

Yukl (1981) proposes that role clarification is most
essential in the following situations:

When subordinates lack experience and don’t know what
to do or how to do it.

When the work is complex and unstructured, and
subordinates rely on the leader for guidance about
objectives, procedures, and priorities.

When the organization has elaborate rules and
regulations, and subordinates are not familiar with
them.

When the unit receives many short tasks or projects to

perform, and the leader must frequently give new
assignments to subordinates.
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When changes in the nature of the work or the

organization of activities require a redefinition of

subordinate work roles.

Results from the study of voluntary organization
characteristics indicated the environment of voluntary asso-
ciations closely match those criteria appropriate for role
clarification. Volunteer work is unstructured, relatively
short term, and varies a great deal within the organization.
In addition, volunteers usually work for the association
only one to three years at most and may never fully
understand or become familiar with the objectives, and
priorities of the group. Structural and task charac-
teristics create the need for role clarification in volun-

tary associations.

Work assigament. Work assignment is the degree to
which leaders “assign volunteers to specific tasks.™
Results indicated that work assignment contributed positi-
vely to satisfaction but only when lower levels of the work
assignment were engaged in by the leader. This indicated
that a threshold of work assignment was necessary. Anything
below or above that level would result in lower levels of
satisfaction. Volunteers prefer a leader who does assign
them to particular tasks but does not emphasize task assign-
ment beyond some threshold level. This most likely results
from the short time periods which most volunteers spend in

the organization. They do not wish to waste time waiting
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for an assignment but do not want the leaders to be too spe-
cific about the assignment (See the specification of proce-

dures discussion).

Specification of procedures. Specification of proce-

dures is defined as "

"enforcing rules, developing procedures,
or work methods” (Howell and Dorfman, 1981). Those beha-
viors did not provide any discriminant power in determining
satisfaction levels. The non-existence of Jjob codification
in instrumental voluntary associations uncovered and
discussed during the Phase I analysis would lead one to
expect that specification of procedures would be difficult
for the leader. The nature of the work done by volunteers,
i.e. small, low skill level, high social interaction tasks,
renders specification of procedures unnecessary. Leaders
may engage in specification of procedures but such behaviors
are ignored by the volunteers who develop their own proce-
dures and work rules. Specification of procedures, there-
fore, 1is insignificant in the overall model and not

included.

Support. Supportive behavior is the amount of warmth,
trust, and concern shown by the leader for subordinates.
Behaviors which create that atmosphere would include making
the job pleasant, being thoughtful and considerate, doing
personal favors, developing a friendly working relationship,

and being polite. Such behaviors lead to reduction of bore-
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dom in routine tasks, making a bad job tolerable, increasing
self-confidence, and reducing anxiety. Those outcomes
result in more intrinsically satisfying jobs and increased
effort to performance expectancy (Yukl, 198l: 150).

Supportive behaviors were not significant discrim-
inators between the levels of satisfaction with work when
task and personal characteristics were included. Results
from the initial analysis indicated a significant main
effect of supportive behavior on satisfaction with work,
however, the analysis did not include any situational or
personal characteristics. The main effect between support
and satisfaction seems to have been influenced by task
structure and personal characteristics included in the
discriminant analysis. The absence of supportive behaviors
in the final model indicates that one of the situational
variables served as a substitute for considerate behavior.

Yukl (1981) suggests that supportive or considerate
leader behavior is essential and will contribute to leader
effectiveness only in the following instances:

When the work is boring and tedious.

When subordinates lack self-confidence, feel insecure,

and depend on the leader for support and
encouragement.

When subordinates have strong affiliation needs and
are concerned about acceptance by the leader.

When the leader works in close proximity to

subordinates and/cr must interact frequently with
them due to the nature of the task.
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When subordinates have substantial counterpower over

the leader and are able to determine whether he(she)

retains the leadership position.

The results from the first phase of this research indi-
cated that those situations mentioned are unusual in volun-
tary associations. Most volunteers perform tasks for only a
few hours per week, therefore, boredom does not become a
major concern. The existence of oligarchical control in
voluntary associations reduces the power of rank and file
volunteers over leaders, and the large amount of interaction
between volunteers reduces the need for interaction with the
leader. Finally, volunteers are usually assigned tasks well
within their skill levels eliminating self-confidence and
insecurity problems. The structure of voluntary asso-
ciations and the task characteristics render supportive
behavior ineffective in discriminating between levels of
volunteer satisfaction. An understanding of the structure
of voluntary associations provides the information needed to
determine the reasons for supportive behaviors being

excluded from the model.

Autonomy. The task characteristic of autonomy is
defined as freedom to do the work, as well as discretion in
scheduling, decision-making, and means of accomplishing the
job (Sims, Szilagyi, and Keller; 1976). The final discri-
minant model indicated that autonomy was the most signifi-

cant discriminator of satisfaction with work. Volunteers

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



211
were more satisfied when they perceived their position to
have higher levels of autonomy. The results indicate that
autonomy serves as a neutralizer for specification of proce-
dures.

The overall importance of autonomy to volunteers
explains the absence of specification of procedures in the
final model. Leaders who specified procedures for task
accomplishment would, by definition, reduce or eliminate
autonomy. Role clarification, on the other hand, provides
the volunteer with information concerning performance levels
and how their task fits in the overall process. Autonomy is
not affected by the degree of role clarification.

It is interesting to note the lack of heirarchical
control and job codification found in voluntary associations
during the first phase of this research. The discussion of
the results indicated that voluntary associations may follow
a Bureaucratic Process model of organization. Volunteers
would always have high levels of autonomy in those types of
organizations. Perhaps, voluntary assaciations have adapted
themselves to the needs of the volunteers, at least in the
area of autonomy. This would explain the wide divergence of
opinion between traditional voluntary association structure

scholars and current theorists.
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Friendship opportunities. This characteristic is the

degree to which a job allows individuals to talk to one
another on the job and to establish informal relationships
with others at work (Sims, Szilagyi, and Keller; 1976).
House and Mitchell (1974) suggest that supportive or con-
siderate leader behaviors are appropriate when tasks are
dissatisfying, frustrating, or stressful. House (1971)
implies that factors such as interaction with co-workers and
friendship opportunities may render supportive leader beha-
viors unnecessary even when the tasks are dissatisfying,
frustrating, and stressful. Results from this study indi-
cated that volunteers viewed their tasks as satisfying and
non-str_essful. In addition, the importance of friendship
opportunities as a discriminator indicated that it neutra-

lized the need for supportive behaviors.

Ltocus of control. The variable locus of control is the
extent to which individuals believe they control their lives
through their own actions (internal) or are controlled by
events over which they have no influence (externals).
Research (Dessler, 1974) indicates internals are more
satisfied with participative leader behaviors and externals
are most satisfied with instrumental behaviors.

Individuals in this sample reported lower levels of
satisfaction with work if they scored on the upper or lower
end of the internal/external scale. Volunteers who scored

in the mid-range on the locus of control measure were
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generally more satisfied with volunteer work.

Tenets of the Path-Goal theory would suggest that
internals would not be satisfied with leader behaviors which
do not allow them to be involved in controlling their
actions. Thus, instrumental behaviors adopted unilaterally
by the leader would not be as satisfying as the same actions
when the individual was allowed to participate in the deci-
sion. Only participative behavior allows such involvement.
Since participative behaviors were not included in this
study, one would expect a lower level of satisfaction for
internals who were subjected to instrumental behaviors.

Externals are more satisfied with instrumental leader
behaviors according to Mitchell (1973). On the surface, it
appears the results do not support his findings. Externals
had lower levels of satisfaction in a model that included
two of three instrumental leader behaviors. Durand and Nord
(1976) found that externals rate leaders higher on instru-
mental and lower on consideration than do internals.
Externals are more sensitive to external events and tend to
perceive actions of leaders as influence attempts.
Mitchell’s findings may have resulted from externals’ bias
of reporting behaviors as instrumental when they really were
not. In addition, the results from this study may only
indicate that externals are generally more dissatisfied with
volunteer work.

The personal characteristic locus of control seems to
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be a strong moderator of the satisfaction with work and
leader behavior relationship. Future research should be
directed toward answering two important questions: (1) does
the tendency of externals to report higher levels of instru-
mental behaviors render the satisfaction with instrumental
behavior relationship found by Mitchell inaccurate and; (2)
are externals generally less satisfied with volunteer work
that are internals?

Implications of
the Model

The final model which best discriminated between levels
of volunteer satisfaction included five significant
variables. Two were instrumental leader behaviors, two were
task characteristics, and one was a personal characteristic
of the volunteer. The model suggested several implications
for both leadership in voluntary setting and the Path-Goal
theory in general. The following sections discuss some of

those implications.

Leadership in voluntary associations. The results of

this study provide voluntary associations with evidence that
leader behaviors are related to volunteers’ satisfaction
with work. No previous research had been conducted to
determine if such a relationship existed. Not only was the
relationship between satisfaction and leader behaviors
established, but specific leader behaviors which discrimi-

nated between levels of volunteer satisfaction were iden-
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tified. In addition, the use of a situational model of
leadership allowed the inclusion of task characteristics and
volunteer personality constructs. Using a situational model
allows one to develop an understanding of additional factors
which may influence volunteers’ satisfaction with work.

No other empirically based test of a situational model
of leadership in voluntary associations has been conducted.
The results indicated that satisfaction with work in volun-
tary organizations results from a complex interaction of
leader behaviors, task, and personal characteristics.
Pearce (1978) concludes that leadership is as important to
voluntary associations as it is to employing organizations.
Findings from the present study suggest that it (leadership)
also is as complex, if not more complex, than leadership in
the for-profit sector. Therefore, voluntary associations
must be aware of leadership styles which are appropriate for
dealing with volunteers and the special circumstances such
as the task, organizational structure, and individual
characteristics.

Leaders of volunteers should note two important fin-
dings from this research, first, evidence indicated that
supportive leader behaviors did not effectively discriminate
between levels of satisfaction with work. That is, the
level of supportive behavior is not associated with the
level of volunteer satisfaction. Volunteers are not

influenced to any major degree by supportive behaviors.
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This does not imply that leaders should ignore supportive
behaviors or that such behaviors are unnecessary. Instead,
it suggests that such behavior does not have a major impact
on the individual volunteer’s satisfaction level. The
current emphasis on supportive behaviors utilized by leaders
in voluntary associations (LaCour, 1977) is inappropriate if
the organizations wish to increase the satisfaction with
work for volunteers. Volunteers’ satisfaction levels are
effected to a greater degree by two instrumental behaviors.
Fulk and Wendler (1982) suggest the major task for leaders
may be not only to avoid the inappropriate display of
constructuve behaviors but also to avoid the exhibition of
less constructive behaviors as well. Although not supported
by this research, Fulk and Wendler’s findings suggest that
unnecessary emphasis on supportive behaviors may have
substantial and immediate dysfunctional effects for volun-
teers. Additional research into that hypothesis would be
warranted.

LaCour, (1974) suggests leaders of volunteers do not
use instrumental or directive behaviors due to fear of
alienating volunteers. Such behaviors are often viewed by
leaders as being dissatisfying to volunteers and running
counter to the democratic purposes of voluntary asso-
ciations. This study indicates the assumption that instru-
mental leader behaviors are dissatisfying is not well

founded. Role clarification, in fact, is one of the most
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important factors that influences levels of volunteer satis-
faction. 1In addition, a degree of work assignment appears
to be necessary for higher levels of satisfaction. The only
instrumental behavior that was not a significant discrimina-
tor of satisfaction levels was specification of procedures.
Volunteers were unaffected by the degree to which the leader
engaged in specification of procedures.

A significant implication of the results 1is that
instrumental leader behaviors serve an important function in
voluntary associations. Instrumental behaviors are more
important than supportive behaviors in predicting the satis-
faction level of volunteers. The positive impact of instru-
mental behaviors and the neutral influence of supportive
behaviors should not be ignored by leaders of volunteers.

The results indicated that certain task characteristics
also were important discriminators of satisfaction with
volunteer work. Those volunteers who perceived the task
they performed as having greater levels of autonomy and
friendship opportunities tended to be members of the high
satisfaction group. The results indicated that volunteer
tasks should be structured to provide high levels of auto-
nomy and friendship opportunities. Those factors were the
only task characteristics found to significantly influence
satisfaction with work. All others, including role ambi-
guity, role conflict, dealing with others, variety, iden-

tity, feedback, and work group relations were found not to
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be important for classifying the satisfaction 1level of
volunteers. The findings from this investigation suggest
that voluntary associations should not be overly concerned
with providing variety, identity, and other such task
characteristics in order to increase satisfaction with
volunteer work. The very nature of volunteer work (short
hours, individual control, frequent duty changes, etc.)
minimizes the influence of those factors on satisfaction
with work.

The personality characteristic, locus of control, was
the only personal characteristic included in the
discriminant model. The results indicated that individuals
who were either high internal or high external orientation
were less likely to be satisfied with volunteer work. It
seems that due to personality factors those individuals will
be less likely to be influenced by *appropriate®™ leader
behaviors and task structure. Leaders of volunteers should
be prepared to face lower levels of satisfaction when they
deal with individuals who are high in either internal or
external orientation. Initial screening of volunteers could
provide the necessar;, information to determine the
volunteer’s locus of control. This information could in
turn be used to anticipate those volunteers who will tend to
be dissatisfied regardless of the leader’s behavior or the
task assignments.

This study provided the first empirically based infor-
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mation that leaders of volunteers may use to understand
those leader behaviors and environmental factors that are
important in determining the satisfaction level of volun-
teers. Results indicated that leadership practices
currently emphasized in the voluntary leadership literature
may well be inappropriate for many volunteers. Additional
research is needed before final conclusions may be reliably

drawn.

Results of this research generally were supportive of
Path-Goal propositions. The framework of the model proved
to be valid for use in studying leadership in voluntary
associations. Some of the results indicated that parts of
the model may need to be altered when being applied to
leadership in voluntary organizations; however, none of the
revisions suggest the Path-Goal Theory is not a viable fra-
mework for future study. In addition, the outcomes from
this research indicated that newer measures of leader beha-
vior (such as the scale utilized) and other methodologies
might provide more information about relationships between
all variables and the satisfaction with work outcome than
did discriminant analysis. Revisions to the theory
measures, and future methodologies which were suggested by
this research are discussed at the end of this section.

First, results indicate that instrumental behaviors
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should be broken into the component behaviors (role clarifi-
cation, specification of procedures, and work assignment) if
a full understanding of the model is ever to be achieved.
This study indicated only two of three instrumental beha-
viors were related to satisfaction in the voluntary
situation. Previous studies (Stinson and Johnson, 1975;
Schriesheim and Von Glinow, 1977) report inconsistencies in
the relationship between satisfaction and instrumental beha-
vior. These inconsistencies may result from using a global
measure of instrumental behavior. The instrument developed
by Schriesheim (1979) and utilized in this research may
reduce those inconsistencies. Campbell (1977) suggests that
use of measures of leader behavior which are less global
than "instrumental®™ or "supportive® will allow detection of
stronger and more meaningful leader behavior relationships
with outcomes.

Two major hypotheses (Hypothesis 3 and 4) tested in
this study were based on volunteer’s motivation (intrinsic
or extrinsic) having an impact on the appropriate leader
behaviors. Intrinsically motivated persons or individuals
would prefer instrumental behaviors (Kerr and Jermier,
1978). Extrinsically motivated individuals would prefer a
style (Hypothesized to be supportive by several voluntary
action scholars) that matched the environment in which thay
were operating. In other words, an extrinsically motivated

individual’s satisfaction level would be influenced by task
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and personal characteristics.

Results of the final model indicated two instrumental
behaviors were more important than supportive behavior for
classifying the satisfaction level of both intrinsically and
extrinsically motivated volunteers. This indicates that
Kerr and Jermier’s (1978) hypothesis is supported, i.e.
intrinsically motivating tasks serve as a substitute for
supportive behavior. However, the results indicated that
volunteer work done either for intrinsic or extrinsic
reasons served as a substitute for supportive leader beha-
viors. Current Path-Goal propositions would not explain or
predict that outcome.

An extension or modification of the theory seems
necessary at this point. Graen and Ginzberg (1977) unco-
vered a factor called role orientation which had an
overriding impact on satisfaction with various leader beha-
viors in the profit sector. Those results indicated indivi-
duals who perceived their current rcle as important to
future career advancement were more satisfied with instru-
mental behavior regardless of task structure or environmen-
tal characteristics. This information suggests reasons
(whether intrinsic or extrinsic) people have for doing a
particular task are more important than the task structure.
A similar situation may exist in the voluntary setting.
Studies indicate, for example, that many women recognize a

need for a career outside the home and choose to find it
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through volunteerism (Loeser, 1974). In addition, others
use volunteer work as a means of career exploration, or to
maintain skills and contacts during a break in an employed
career (Gidron, 1978; Loeser, 1974; Mueller, 1975). Jenner
(1981) suggests that volunteer work may be used to fill
three different roles: (1) a consciously chosen primary
work role: (2) a supplement to other, primary, work or; (3)
a vehicle for entry, return, or maintenance of employement.

Individuals who choose voluntarism as a career in
itself would be likely to have commitment to a long-term
goal, along with involvement in a current activity that is
considered important. The intrinsic motivation present in
that situation would result in satisfaction with specific
types of instrumental behaviors.

A person using volunteer work to develop a paid career
may temporarily channel much of their work energy toward
voluntarism, and participate at a level similar to that of
the career volunteer. Those individuals would be satisfied
with leader behaviors which clarify pachs to work goal ac-
complishment, remove frustrating barriers, and are instru-
mental to future satisfactions (i.e. instrumental
behaviors).

People who use volunteer work as a supplement to the
more important aspects of life will be less involved and
make fewer demands on the volunteer work experience.

Satisfaction with particular leader behaviors and task
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structures would be a result of the importance of the
supplementary role of volunteer work for that person.

Future study of leadership in voluntary organizations
should include some measure of role orientation. A strong
case can be made that such a variable may outweigh environ-
mental considerations or personal factors. The variable
role orientation, may have affected the results of this
study, particularly with regards to the intrinsic/extrinsic
motivation results.

A final implication of this research relates to the
outcome (satisfaction with work) examined in the study.
Results supported the existence of a relationship between
leader behaviors and satisfaction with work. Other outcomes
predicted by the Path-Goal theory, acceptance of the leader
and motivation to perform, were not tested. Results from
the profit sector indicate that the theory provides con-
sistent support for the satisfaction relationship, but not
performance. The same results might be obtained in future
studies of the voluntary sector. Research should address
the performance issue to determine if leader behaviors which
impact satisfaction with work alsoc influence motivation to
perform and acceptance of the leader. Fulk and Wendler
(1982) suggest canonical correlation methodology is ideally
suited for the study of leadership since the approach expo-
ses something resembling primary and independent secondary

effect of leadership on subordinate variables.
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The current study provided the groundwork for further
research into leadership in voluntary organizations. The
results indicated additional factors such as role orien-
tation should be examined. In addition, experience gained
from this study indicated that other methodologies which can
handle multiple dependent and independent variables are

suitable for study of the Path-Goal theory.

Summary

This chapter presented a discussion and interpretation
of the results of data analyses presented in Chapters IV and
V. The research findings indicated that traditional
theories of voluntary associations are ineffective in predi-
ction of the inter-relationships between size, orientation,
and structural characteristics. Only one size-structural
hypothesis correlation was significant (lower levels of
volunteer input are associated with larger budgets and more
paid staff members). A second size-structure hypothesis
(larger organizations have higher levels of job
codification) approached statistical significance and should
be studied further.

None of the orientation structure hypotheses were found
to be significant. Therefore, it was concluded that neither
instrumental nor expressive orientation was related to the
structure present in a voluntary association. Several
explanations for the lack of relationships were examined and

particular theories were suggested which provided explana-
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tions for the results. Theories examined were the
Bureaucratic Process model (Lipisky 1980), the Dialectical
model (White, 1969; Hyman, 1983), the Coalition model
(Walker, 1982), and the Garbage Can model (March and Olsen,
1978). Each of these theories provide a framework for
studying structure in voluntary associations. In addition,
each theory seems to provide plausible explanations and pre-
dictions of the results indicating no relationship between
orientation and structure.

The second segment of this study indicated that
leadership was related to volunteer satisfaction with work.
In addition, the Path-Goal theory proved to be a valuable
tool for understanding the relationships between task struc-
ture, personal characteristics, leader behaviors, and satis-
faction. The hypotheses tested were statistically
significant, however, they did not explain fully the rela-
tionships present. The Path-Goal theory and results from
the for-profit sector were used to develop an understanding
of and possible theoretical explanations for the rela-
tionships present in voluntary associations. Extensions,
modifications, and future areas for research using the
Path-Goal theory of leadership in voluntary associations
were suggested. Support for the Path-Goal Theory indicates
that it is a viable approach to the study of leadership in
voluntary associations and that additional study would be

appropriate. This chapter has presented a discussion of the
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findings from the Phase I and Phase II analyses. Chapter
VII will: (1) review the research process; (2) summarize
the relationships found between structure, size, and orien-
tation and the relationship between leader behaviors, task
structure, personal characteristics, and satisfaction with
work; (3) discuss the limitations of this study; (4) recom-
mend areas for future research into structure and leadership

in voluntary associations.
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CHAPTER VII

SUMMARY, CONCLUSIONS, AND SUGGESTIONS
FOR FUTURE RESEARCH

The purpose of this study was to investigate the struc-
tural characteristics and leadership processes which exist
in voluntary organizations. The major objectives of the
study were to: (1) provide an empirically-based descriptive
body of knowledge concerning the structure of voluntary
associations, (2) identify relationships among size, orien-
tation, and structural characteristics, (3) develop an
understanding of factors which significantly affect the
volunteers’ satisfaction with work, and (4) examine the
Path-Goal Theory of leadership in a unique and heretofore
untested setting.

The literature review indicated that little empirically
based information existed on the structure and leadership
processes present in voluntary organizations. Theories
which existed were normative and based on anecdotal evi-
dence. The importance of the voluntary sector to the eco-
nomy and the emerging recogrnition that management and

leadership is important in those organizations
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(Desruisseaux, 1984; Pearce, 1978) indicated research was
needed to provide a foundation for further study of
leadership and management in voluntary associations. The
absence of previous research concerning leadership and
organizational structure in the voluntary sector required
the current investigation to be exploratory in nature. The
study was divided into two distinct phases. Phase I dealt
solely with structural relationships in voluntary organiza-
tions. The information gathered in Phase I, however, also
was used to select organizations which underwent closer exa-
mination during Phase II of the research. Phase II examined
the relationships between situational variables, leader
behaviors, and satisfaction. The relationships tested were
developed and examined wusing the Path-Goal Theory of

leadership as a framework for analysis.

Phase 1

A sample of 450 organizations was selected for par-
ticipation in the study. The sample was drawn from a direc-
tory of voluntary associations provided by the Governor’s
Office on Volunteerism (GOV), of the State of Arkansas.
The sample size was chosen on the basis of results obtained
in a study of a similar population (Crittenden, 1982) and a
formula which considered the instrument scales utilized and
the accuracy level desired (Elliot, 1980).

A mail survey resulted in 159 useable instruments repre-

senting a response rate of slightly over forty-one percent.
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The survey supplied information concerning the
organization’s orientation, size, structural character-
istics, budget, and administrator demographics. The
questionnaire was based on instruments utilized in previous
research on voluntary associations (Crittenden, 1982; Jacoby
and Babchuck, 1963) as well as selected instruments used in
studies of leadership and satisfaction in the profit sector.
Descriptive and inferential statistical methods were
used to analyze the data collected during Phase I.
Frequency counts provided an overview of the organizational
characteristics. The simple descriptive statistics provided
insight into the voluntary associations and the charac-
teristics of their administrators. The summary statistics
were compared to the profiles reported by Crittenden (1982)
and indicated that this study represented a similar popula-
tion. Factor analysis was utilized to reduce the twenty-
two items measuring structure into a set of underlying
structural characteristics. The actual results of the pro-
cedure paralleled the hypothesized constructs intended to be
measured by the items. Mean summate scores from the factor
analysis routine as well as measures of size and orientation
were subjected to Pearson Product Moment Correlation analy-
sis. The six structural characteristics correlated with

size and orientation are listed and defined below:

Volunteer influence - the degree to which volunteers
influence the decisions made by leaders of the organiza-
tion.
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Volunteer input - the degree to which input into the
decision-making process is encouraged.

Interaction in decision-making - the degree to which a
large number of individuals are involved in the
decision-making process.
Heirarchical control- the extent to which the organiza-
tion attempts to control volunteer behavior through the
use of a hierarchical structure.
Adhocracy - the degree to which the organization uses
committees and temporary problems solving groups to
handle internal and external threats.
Informality of the oligarchy - the degree to which the
group of individuals controlling the organization used
formal or informal methods to administer the organiza-
tion.
A seventh item, job codification, was subjected to the same
correlation procedure. Job codification is the degree to
which the organization uses work rules to define what the
occupant of a position is to do (Hage and Aiken, 1967).
Size was measured in terms of number of volunteers,
number of paid staff, and annual budget for the organiza-
tion. Orientation was measured by the degree to which the
voluntary association emphasized long term goals and viewed
activities as means to an end not an end in themselves.
Correlation analysis indicated very few significant
correlations between either orientation or size and struc-
tural properties in voluntary associations. None of the
six orientation hypotheses were supported. This infor-
mation, in particular, suggests that instrumental organiza-
tions may not closely resemble for-profit organizations as
suggested by Crittenden (1982). Table 27 shows the hypothe-

ses tested and whether they were supported or not supported.
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TABLE 27

ORIENTATION, SIZE, AND STRUCTURE RELATIONSHIPS
EXAMINED AND DEGREE OF SUPPORT

Orientation Hypotheses Supported
Instrumental organizations have higher levels
of hierarchical control. No

Instrumental organizations have high levels of

job codification. No
Instrumental organizations have lower levels of .
volunteer participation and influence. No
Instrumental organizations have more permanent
organizational structures. No
Instrumental organizations have lower levels of
interaction. No
Instrumental organizations have higher levels of
formalized procedures. No
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TABLE 27 (continued)

Size Hypotheses:

Larger organizations have more hierarchical
control. No

Larger organizations have higher levels of job
codification. No@

Large organizations utilize formalized control
groups. No

Large organizations have lower levels of volunteer
of volunteer influence and participation. No

Large organizations have lower levels of volunteer
input. vesb

Large organizations have lower levels of adhocracy. No

Orientation was negatively correlated at p=.0659 level
with the volunteer influence construct (not both par-
ticipation and influence.

a Budget and number of volunteers were related at levels
approaching the chosen significance level, .065 and .057,
respectively.

o

Number of volunteers was not significantly related to the
degree of volunteer input.
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One of the six size and structure relationships examined was
found to be significant. Budget and number of paid staff
was related to lower levels of volunteer input. In addi-
tion, the hypothesis stating a relationship between size and
job codification approached the significance level chosen
for this study. Job codification was related to budget and
number of volunteers at the p=.065 and p=.057 significance
levels, respectively.

Results indicated that size was a better predictor of
structure than was orientation but neither were robust pre-
dictors of the structural characteristics of voluntary asso-
ciations. The overall results suggested that much of the
literature (which in not based on scientific research
methodology) on the structure of voluntary-associations is
not viable. Several emerging theories were examined which
provided potential explanations for the unexpected rela-
tionships (or lack thereof) between orientation and struc-
ture. Those theories included the Bureaucratic Process
Model (Lipisky, 1980), the Dialectical Model (White, 1969),
and the Garbage Can Model (March and Olsen, 1978).

Phase II

Ten organizations were selected from those studied
during Phase I. Those ten organizations were subjected to
further investigation of the relationships between leader
behaviors, situational factors, and volunteer satisfaction

with work. The organizations were selected from Phase I
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survey results which reported their size, location, and
orientation. Expressive organizations were excluded from
Phase II due to their generally small size, lack of leader-
follower relationships, and the ever-changing conditions
reported by those associations during Phase I. Phase II
data collection was conducted by means of on-site question-
naire administration supervised either by the investigator
or a representative of the organization.

Three hundred and five questionnaires were distributed
to volunteers in the ten organizations. Nearly fifty per-
cent were returned and forty-two percent of the total
distributed were useable. The survey provided information
in four major areas: (1) satisfaction levels of the
volunteer, (2) perceived leader behaviors, (3) task struc-
ture, and (4) personal characteristics of the volunteer.
Table 28 provides a listing of the variables examined in
each major category. The questionnaire incorporated
segments of instruments designed to measure each of the
above areas in for-profit research. Modifications in
wording of the instruments were made so the items would be

appropriate for the voluntary sector.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



239

TABLE 28

SITUATIONAL VARIABLES INCLUDED IN THE MODEL

Personal Characteristics Jask Characteristics
Locus of Control* Role Ambiguity
Authoritarianism Role Conflict
Motivation Level Variety
Perceived Ability Autonomy*

Friendship
Opportunities®
Dealing with Others

Feedback
Identity

Work Group Relations
Leader Behaviors
Instrumental
Wwork Assignment*
Role Clarification™®
Specification of Procedures

Supportive

* indicates those variables found to be significant
discriminators between levels of satisfactio with work.
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The major focus of the initial data analysis was to
determine the relationship between leader behavior and
satisfaction with work for intrinsically versus extrin-
sically motivated volunteers. An unbalanced analysis of
variance technique (similar to multiple linear regression)
was used to determine main and interaction effects of
various leader behaviors and motivation levels on work
satisfaction. The result of the initial analysis indicated
that leader behaviors were significant in determining the
volunteer’s level of satisfaction with work. That rela-
tionship held irregardless of motivation, intrinsic or
extrinsic, to perform volunteer work.

A second more complex analysis technique was used to
determine which personal and task characteristics, in con-
junction with leader behaviors were significant discrimina-
tors of satisfaction with work. Multiple discriminant
analysis provided further support for the relationship bet-
ween leader behavior and volunteer satisfaction. Two
instrumental leader behaviors, role clarification and work
assignment, were found to be significantly related to higher
levels of work satisfaction. In addition, two task
variables, autonomy and friendship opportunities, and one
personal characteristic, locus of control, were related to
satisfaction with work.

The results suggested the framework provided by the

Path-Goal Theory is appropriate for the study of leadership
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in voluntary associations. Modifications of the theory were
suggested in order to make it applicable for voluntary asso-
ciations. In addition, this research suggested that canoni-
cal correlation and hierarchical regression were
methodologies which may provide more meaningful results than
does discriminant analysis when using the Path-Goal Theory

as a framework for investigation.

Summary of Results
Results from both phases of this research project indi-

cated that current knowledge of leadership and organization
structure in voluntary associations is limited. The results
of this research suggest that many existing theories which
suggest that voluntary associations are characterized by low
levels of volunteer input, high levels of hierarchical
control, job codification, and formalization, may be
inappropriate. This investigation indicated newer theories
such as the Bureaucratic Process Model (Lipisky, 1980), the
Dialectical Model (White, 1969), and the Garbage Can Model
(March and Olsen, 1978) which are based on empirical evi-
dence gathered from the voluntary sector seem to provide a
much better explanation of the structure present than do
traditional or for-profit theories. Results from Phase 1
indicated organizational theories based on for-profit orga-
nizations should not be indiscriminantly applied to volun-
tary associations. Similarities may exist in areas such as

strategic planning (see Crittenden, 1982) but major dif-
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ferences in other areas suggest that instrumental voluntary
associations are not similar to for-profit organizations
Although not specifically tested, Crittenden’s (1982, p.
164) hypothesis that findings in the profit sector are
generalizable to those third-sector organizations exhibiting
instrumental tendencies was not supported in this research.
The results indicate the need for empirically developed
information specifically derived from voluntary asso-
ciations. That information should then be used to develop
appropriate prescriptive solutions to the unique management

problems which they face.

Limitations
This investigation was exploratory in nature. Future
research of a more conclusive nature can build on the infor-
mation acquired from this study. It is important that other
investigators wunderstand the limitations and potential
errors present in this information. The limitations occur
in three areas: (1) sampling errors, (2) measurement errors,

and (3) instrument errors.

Sampling Error

Sampling error is the degree to which the sample is
unrepresentative of the population of interest. 0One source
of sampling error in this investigation was derived from the
representativeness of the sample frame. The sample frame

for this investigation was limited to associations included
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on the Governor’s Office on Volunteerism for the State of
Arkansas. That fact created several obvious limitations to
the viability of the findings. First, as with any list,
inclusion of an organization on the list may have lead to
biased results. That is, the chance exists that organiza-
tions on the GOV list were different in some manner from
organizations not on the list.

Second, the organizations which participated in the
first phase of data collection may have differed from those
organizations which chose to not participate. Data could
not be collected to compare respondents to non-respondents
on the basis of organizational structure.

Organizations chosen for participation in the second
phase of data collection were not chosen on a random basis.
Rather, they were chosen based on size, location, orien-
tation, and willingness to participate in the project. Four
organizations were contacted and chose not to participate in
the second phase. There was no method of comparing those
organizations with the organizations selected, however, all
four were similar to participating associations in terms of
size, location, and orientation. It is possible that a dif-
ferent set of leader behavior and volunteer satisfaction
relationships might have been found in those organizations.

There may also be general geographic differences that
result in this sample of Arkansas voluntary associations

being unrepresentative of voluntary organizations in other
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states or regions. For example, other states and localities
may provide different levels of support and encouragement
for voluntary associations than does the state of Arkansas.
Research indicates the degree of voluntarism in a particular
area is related to the number of individuals in a high
socio-economic class, a class which may be under-represented

in Arkansas.

Instrument Error

The instruments utilized in both phases of the data
collection relied heavily on instruments designed and used
for data collection in the profit-sector. Although care was
taken to reword the questions in a framework appropriate for
volunteer settings, the instruments may measure different
underlying construets in the voluntary environment. On the
other hand, factor analysis of the sections measuring leader
behavior, task structure, and personality characteristics
indicated the instruments measured underlying factors simi-
lar to the ones hypothetically measured, indicating support
for the validity of the measures.

The length of the guestionnaire and position of items in
the instrument used during the second phase of data collec-
tion created the potential problems of fatigue and frame of
reference bias. The researcher used three forms of the
questionnaire to reduce the influence of fatigue and frame
of reference. Theoretically, the use of multiple forms

would result in different segments of the instrument being
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effected by fatigue bias and the bias would be minimized on

any particular segment when all questionnaires were examined.

Measurement Error

A final instrument-related concern is that of possible
measurement error bias. Measurement bias concerns the
degree to which the instruments are systematically recording
distorted or false information. The potential for volun-
teers supplying "socially desireable" responses for leader
behaviors or satisfaction could have resulted in spurious
relationships appearing. Measurement bias may not be signi-
ficant since the data analysis procedures compared the dif-
ferences in scores of volunteers from all organizations.
Consistent bias throughout volunteers and organizations,
therefore, would reduce the measurement bias problem.

The method by which questionnaires were distributed to
the volunteers created a potential bias. Some volunteers
received their questionnaire from the investigator while
others received the instrument from the co-ordinator of
volunteer services for their organization. Written instruc-
tions accompanied the instruments in both situations. The
representative of each voluntary association agreed to
distribute questionnaires to all volunteers in their organi-
zation or department, however, it is possible they picked
particular individuals to fill out the instrument. No
method was devised to determine if that occured. However,
no major differences were noted when the results from orga-

nizations using each method were compared.
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Summary of Research Limitations

There were three potential threats to the validity of
the data that arose from the procedure employed for data
collection. Limitations were related to sampling error,
measurement error, and instrument error. Each of the error
types created the possibility of erroneous conclusions,
however, steps were taken to reduce the impact of those
errors on the findings. Reasonable confidence in the fin-
dings can be argued. Lehman (1980) points out that if one
is concerned with relative rather than absolute values, many
of the sources of error will cancel out. Finally, the
exploratory nature of this research precludes major conclu-
sions from being reached. Future examinations of leadership
in voluntary associations should be designed to reduce the
chance of errors and related limitations encountered in this
study. Further systematic research should provide voluntary
associations the information they need to develop reliable

management techniques for their organizations.

Contributions of the Research

This study was one of the first empirical investigations
into the structural characteristics of voluntary asso-
ciations. It was the initial study to specifically examine
the role of leader behaviors and situational variables in
predicting satisfaction 1levels of volunteers. Specific
contributions were made in terms of (1) understanding the
structure of voluntary associations and (2) developing an

understanding of leadership in voluntary associations.
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Structural Characteristics

The investigation provided information which clarified
factors that are or are not related to the structure present
in voluntary associations. The following relationships (or
lack of relationships) were found in this investigation:

Adhocracy in voluntary associations is unrelated to

budget, number of paid staff, and number of volunteers.

Interaction in decision-making is unrelated to budget,
number of volunteers, and number of paid staff.

Hierarchical control is unrelated to budget and numbers
of paid staff and volunteers.

Informality of the oligarchy is unrelated to budget and
number of volunteers and paid staff.

Volunteer input is negatively related to budget and
number of paid staff.

Volunteer input is unrelated to number of volunteers.

Job codification is related to budget and number of
volunteers in moderate (p<.10) positive manner.

Job codification is unrelated to number of paid staff

Volunteer input is unrelated to instrumental
orientation.

Interaction in decision-making is unrelated to urien-
tation.

Adhocracy is unrelated to orientation.

Informality of the oligarchy is unrelated to instrumen-
tal orientation.

Job codification is unrelated to instrumental
orientation.

Number volunteers is unrelated to instrumental orien-
tation.
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Number of paid staff is unrelated to instrumental orien-
tation.

Volunteer influence is negatively related to a moderate
degree (p<.10) with instrumental orientation.

Budget size is moderately (p<.10) related to instrumen-
tal orientation.

Age of the administrator heading the organization is
negatively correlated with instrumental orientation.

Leader Behaviors and Volunteer
Satisfaction

This study added the following information to the body

of knowledge concerning leadership and volunteer satisfac-

tion with werk: ¢

Supportive leader behaviors are related to satisfaction
with work when no situational variables are considered.

Role clarification is related to satisfaction with work
when no situational variables are considered.

Instrumental leader behaviors have a greater impact on
satisfaction with work for extrinsically motivated indi-
viduals than intrinsically motivated volunteers when no
other situational factors are considered.

Role clarification and work assignment are the only
significant discriminators of the level of satisfaction
with work when task and personal characteristics are
simultaneously considered.

Supportive leader behaviors are ineffective discrimina-
tors of the level of work satisfaction due to the struc-
ture of volunteer tasks.

Task structure, specifically autonomy and friendship
opportunities, are major determinants of satisfaction
with work.

Specification of procedures and supportive leader beha-
viors do not influence the satisfaction level of volun-
teers due to the influence of autonomy and friendship
opportunities.
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Career orientation of a volunteer may moderate the

relationship between instrumental behaviors and work

satisfaction for the volunteer.

Locus of control is related in a non-linear manner to

satisfaction with volunteer work.

These findings suggest that further research into both
structure and leadership in voluntary associations is
necessary and would be fruitful. The study uncovered infor-
mation which provides the foundation for future research
into the structure and leadership processes in voluntary
associations. Empirical evidence indicates that leadership
is important in influencing the satisfaction levels of
volunteers. Certain task structures and personal charac-
teristics influence satisfaction with volunteer work. In
addition, the results indicate that supportive leader beha-
viors are not the universal answer for influencing volunteer
satisfaction with work. Many additional research questions
were uncovered by this investigation. A number of those
questions are presented in the following section of this

chapter.
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Conclusions and Future Research
Directions

The scientific study of voluntary organizations is just
beginning. A need for empirically-based management
knowledge exists throughout the third sector. This study
provided a foundation for further research in two major
areas of interest to voluntary association management;
leadership and structure. Both areas are of concern to
voluntary associations due to the impact each has on the
individual volunteer and performance in the organization
(Gidron, 1983; Jenner, 1981; Hyman, 1983). Empirically-
based information needs to be developed fully in both areas
to provide managers and leaders of volunteers a sound basis
for choosing particular macro and micro structures and
leadership styles.

Results from this investigation suggest several general
areas where future research can provide needed information.
Findings suggested specific topics and models, particularly
when dealing with voluntary organization structural charac-
teristics. These topics and directions were as follows:

1. The Bureaucratic Process model (Lipisky, 1980)

suggests the following testable hypotheses:

a. Hierarchical control will be low in organizations
involved in social or welfare services, which are
controlled by government agencies, and utilize
volunteers as the primary service delivery mechanism.

b. Job codification will be 1low in voluntary
associations which have BPM characteristics.
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2. The Dialectical model (White, 1969) of voluntary

organization structure suggests those organizations

are informal-unstructured entities. Specific
hypotheses which should be tested include:
a. The degree of adhocracy is related to the degree
to which the organization chooses to de-emphasize
traditional structures such as formal communication
channels, job titles, and centralized authority.
b. Dialectical organizations will have low levels of
job codification and low levels of hierarchical
control.

Results from the research suggest the need for further
study into the following hypotheses specifically related to
orientation and size of voluntary associations.

3. Instrumental orientation is negatively correlated

with degree of volunteer influence.

4. Organizations with larger budgets provide more job
codification for volunteer tasks.

5. Higher numbers of paid staff members will be related
to less volunteer influence on decisions in the organi-
zation.

6. Job codification will be present in greater amounts
as the number of volunteers in the organization
increase.

7. Instrumental orientation is related to higher levels
of volunteer interaction in decision-making.

8. Instrumental orientation is related to larger

operating budgets.

Several important implications for the future direction
of leadership research and practice also were suggested by
this investigation. Those suégestions fall into two
categories: (1) measures of leader behavior and (2) testing

multiple outcomes.
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Future research on the Path-Goal theory should use
measures of leader behavior which are not universal in
nature. For example, instrumental behavior consists of at
least three distinctive behaviors: (1) role clarification,
(2) specification of procedures, and (3) work assignment.
Past studies used a universal measure of instrumental beha-
vior not a measure of each type of instrumental behavior
Had the current research used an overall measure of instru-
mental behavior, the conclusions might have been different.
It is possible that supportive behavior should not be
measured as a universal construct. Research should be
directed toward refining the measures of supportive, par-
ticipative, and achievement oriented leader behaviors.
Future studies of leadership in voluntary associations
should examine the impact of achievement and participative
leadership on volunteer satisfaction once appropriate
measures have been developed.

Second, Path-Goal Theory suggests leader behavior is
related to three specific outcomes: satisfaction with work,
acceptance of the leader, and performance (via motivation).
This study examined only one of those outcomes, satisfaction
with work. Additional research should be directed at deter-
mining the relationship between leader behaviors and the
other two outcomes in voluntary associations. Satisfaction
with work was chosen as the only outcome for study in this

investigation due to the lack of instruments and information
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needed to properly measure volunteer performance. Very few
voluntary associations attempt to keep records of or eva-
luate volunteer performance. Acceptance of the leader has
not been studied in any setting, profit or otherwise, there-
fore results of a test of that construct would provide no
basis for comparison between voluntary association
leadership and for-profit leadership.

Specific Path-Goal hypotheses which should be examined

include but cre not limited to the following:

9. Supportive leader behaviors are unrelated to satis-
faction with work, acceptance of the leader, and perfor-
mance when the task provides a high degree of friendship
opportunities and/or dealing with others.

10. Specification of procedures will be related to lower
levels of volunteer autonomy.

11. Both participative and instrumental leader behaviors
will be positively related to satisfaction with work

acceptance of the leader, and performance for indivi-
duals who participate in the activities of voluntary
organizations as a primary career.

12, Instrumental and achievement-oriented behaviors will
be positively related to satisfaction with work, accep-
tance of the leader, and performance for individuals who
participate in voluntary activities as a means to enter
or maintain employment in the for-profit sector.

13. Supportive and participative leader behaviors will
be more meaningful to persons who engage in volunteer
work as a supplement to their “regular™ activities.

14. Volunteers who are high externals on the locus of
control measure will be more satisfied with their work,
accept the leader, and exhibit higher performance levels
if the leader engages in participative behaviors

15. Role clarification will be related positively to
volunteer satisfaction, acceptance of the leader, and
performance when the volunteer is new to the organiza-
tion, the work is complex, and/or the individual
receives many short task or projects to perform.
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16. Supportive leader behavior is related to acceptance
of the leader.

17. Volunteer satisfaction with work and acceptance of

the leader is related to tenure or propensity to resign

from that organization.

Conclusions

The intent of this investigation was to answer several
questions concerning the relationship between leader beha-
viors, situational characteristics, and volunteer satisfac-
tion with work. In"addition, it was necessary to develop an
understanding of the structural relationships in voluntary
associations of different sizes and orientations.
Hypotheses were developed and tested to answer those
questions. Some definite answers were developed, other
results were only tentative and the research questions must
be investigated further. Still other answers resulted in
the posing of new guestions. A limited example of those
issues and questions was provided in the previous section.
Those issues should provide interesting and positive direc-
tions for research in one of the most ignored but most
important organizations in our society, the voluntary asso-

ciation.
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Jwe 21, 1983 .s:i"‘s.

Jane Doe, Director
Volunteers for Volunteers
1234 Honeysuckle Lane
Sorewhere, AR 77777

Dear Ms. Doer

Have you ever wondered hov to get volunteers In your organization to be more
productive end satisfied with their work in the organization?

Does your organization ever lose key volunteers when they are needed most?

These are only two of many problems facing voluntary organizations which
cesearchers are attempting to solve. Research is being conducted, in coopera-
tlon with the Govemor’s Office of Voluntary Cltizen Participation, to deternine
the most effective methods for Leading volunteers to higher levels'of produc-
tivity, satisfaction, and conmittment.

Your help 1s needed to ensure that the study represents the voluntary, nonprofit
organtzations In Arkansas. - Your FLiling out the enclosed questiomaie will be
uable contributlon to the research project. The Information you provide
-Au nup Identify the primary otganizational characteristics and leadership
es found In volwtary organizations in Arkansas.

The Information provided by you will be confidentlal and reported only In su-
mary forn with Infornation gathered from other voluntary, ﬂmpmln organtza-
tlons. You can recelve a sumary copy of the Tesults when the stud)

conpleted, Lf you desire.

Ms. Doe, please help by filling out the questionnaire and returning it fn
the stanped, self-addressed envelope. Your contribution 1s Important and will
be greatly appreciated.

Respectfully,
C. E. K

Ssistant Professor of Buslness
Atkansas Tech tnivers!

Enclosures (2)

208 State CapAolLitle Rock, Arkanses 72201/1501) 3711540
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Jane Doe, Director
Volunteers for Volunteers
123 Honeysuckle Lane
onewhere, AR 77777

Dear Ms. Does

“Needless to say, it is difficult to lesd followers who are only partislly
comitted.” (zaltman, 1981).

You can help make your task as a leader of volunteers easfer. Several weeks ago you
were mailed a questionnaire conceming the structure and leadership styles found In
the organization you lead. The questionnalre is an integral part of research

d he evels of volun-
teers, Ms. Doe, your response to the questionnaire Is vital to the comletion of
this tesearch.

Qecreasing levels of state wad federal mppott, s well s decresses in private
donations, are forcing volwtary assoclations to become mare efficient in order to
Sitvive.  1nformation’Tron your orgenization could be. the key to dlseovering.the
factors which create high levels of productivity, setisfaction, and comittment from
volunteers. This information could, in turn, help countless other voluntary organi-
zatlons I Arkansas survive by reducing the high cost of finding and tralning new
volunteers to replace those xho leave due o disatisfaction with orgmnizational
practices.

5. Doe, please voluntesr o fex minutes of your tine to heln nlnus by filling out
the anclon putting it in elope, and dropping 1t
e nascost rall poxe This win] help mny v votuntory groms, e Afor.
mation you provide 15 confidential and will only be used In sumary form for analy-
sis. You may recelve a free copy of the completed study by checking the blank

the last page of the questionnatre.

If you are o Longer o director or leader of the orgenization, please pass the

questlonnalre and related material on to the new director. If that is too much

trouble, please send the name and address oF the nex dlsector, nuy help

glve will be greatly apprectated and {s vital to the comletion of this research
!

Respectfully,

C.E. Kellogg
Assistant Professor of Business
Arkansas Tech Universit

Enclosures (2) 205 State CaoholLitle Rock, Atanses 72201/1501) IT1-7540
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VOLUNTARY ORGANIZATION QUESTIONNAIRE

Genoral Instructions: This questionnaire is du!inaﬂ to gather information cnncarnln! ransgenant
In voluntary organizations, Even though soyerel Ttems sy seen to offar

in regurd to vaur orgentzaéton, o ratoon ntia

ressacch. Unloss otherwise speclf] - A ‘s cancerned with q ani
Tather Ehan any pofent. organization: ' Flesge'ignors the furbers. in parerchesle By y eoch re:
a6 they sto for Labulating purposss only.  The Mueber In the uppets Fight hand catner Lo
poses of follow-up in thoss inatences of nonrsspo.r

For this survey, pleass make use of the following definitions.

ol to the wiee:

A voluntary organization may be dofined a8 an orgenized group of people with mewership open
to thoss aharTny conmon yol oils ar intatasts and In which peoplo becose Porbors by tholr oun decke
slon.” The orgentzation onprofit, nongavernnent, peivata group in which volunt

otve a0 diroctora, adainiotratore/stelf of ‘as regulat becbe

ey

olunteers are those who provids service fresly end without
Honovies 8 waluntent may.recetie aymont. foF out-of spockste exp

Lesdorship is any activity used an sttempt to influence or direct s volunteer toward s gosl
of the organlzation, o

pectation of financial gain.

SECTION 1.1

The followl
.cmltle

1s

plo choose to participate in the
oment cerefully. Circle ths
ccnont. that You think the. valune

t of nl-te-entu concarning why
P. reed

Nelther
Rgres
Steongly not Strongly
Agrea  Agres Disagres Disagres Disagres
ore organization
Tt Denerits -ucmy e e 0] 2 3 4 H

ondent. to this question feels the morbers of the organtzstion would etrongly agree ith
ement .

Taking part in the sctivities of the organ-
{zatlon is fun iteelf. Volunteers get a big
kick out of dolng these things, 1 2 3 4 L ¢Y)

unkeec s chial satlafuctions from participating
10 th sctivities of thie o orgunization cose

20 mich Wien they do thess U 1o

xhen Ehey see worthuhil cetteossln

reoults accomplish 1 2 3 4 5 (@

roup L orgentzed prieardly to promote
activities for morbers and others inte

1in thess sctivitiel e group is not
“nrned with changing or eostrenling
activities of others 1 2 3 4 s

Some of the sctivitiss of this group are
dlu:lad tovasd eodltylng, sontrolling, or
tion

chang s of persons
Gutaide the organiza 1 2 3 s 5
f doing then. They do not. sspoct £o
any other purpose. 1 2 3 a 5 (%)
re partict
ap Lo that the group
9 sbout go ' they condider
eirable. They p-ru:np.t. in this
organization beceuss it sttempte to sccomplish
putposes for which thoy stand. 1 2 3 4 s (8

PLEASE TURN TO THE BACK OF THIS PAGE.
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SECTION 1.2

read

The following statensnts deal with the gurant eysten foud In your argenization. Pl
each statenent carefully snd indicate wh not your organization is reprasented by the
vant by clreling the nurber that corrssponds to your Level of sgrooment. of dised

Neither
Agees
EXWRLE: Strangly stronaly
Agtee  Agree Disagres Disagree Dissgre
Theto 1o s great dosl of conflict n this
arganization, 1 2 3 a [©)

This person strongly disagrees with the al
the organizetion,

erent efnce it doss not in his/her opinton represent

Yoluntoers are encou
when decisians are nad

d to make suggestions

2 3 4 s (o
n thin orgentzation are mot Likely
eir feelings openly on impartan!
cpenly on drp 2 3 . s (o9)
Yotuntears in this orguntzation are sncouraged
to speak their minde on irportent mattscs,
oven 1 1t moans diasgresing Mth thoir
eupeclora. 1 2 3 ) 5 (09)
1 sonecne faelo ho/she hud the right spprosch
to cartylng aut hie jdb in dealing vl
important ratters, he/she can ueunlly go shead
without checking with thelr euperior 1 2 3 ) s (10
oRh from different areas are often put to-
gether ina special group In order to clve
mportant. ylng ;o 2 3 4 5 un
For mny dectatons tn. tules and regulations
are doveloped long. H 3 ) s (2
It 1a elvays necessary to go through channsls
1n dealing with ant mattors. 2 3 ) sy
Yoluntaere tn this organizstion alvays gat
orders from their euperiors on !
tte: 1 2 3 4 5 (1)
Talking to other pecple shout the problane
goseone aight faions 18 an
irgortant part "o the pl’w.‘ “of doctaton
maklng. 1 2 3 4 s (1s)
Getting along with other paople I an Lrpor-
tant part of the decieion making procens. 1 2 3 4 s )
For special problema wa ususlly set up »
temporary task force until we meet our ob jec~
tives. 2 3 4 5oan
The eamo rules and regulations are alwa
followed in making most types of decisions. 1 H 3 4 s ()
Supatdore in this orgunbation uauslly meke
the declelons themoelve 2 3 ) 59
In this organization mast pecple do not shars
any influsnces with thelr suparlore in esking
dectalon 1 2 3 4 5 (o)
Yoluntears have to check ith thair supetiors
Sefore daing alsost anything on mportant
1 2 3 4 5@
¥o have spacial groups for handling problems
botwean difTorent depastments on Important
1 2 3 4 5 (2)

PLEASE TURN TO THE NEXT PAGE
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Notther

Aqre'
Strongly ongly
Aarse  Agres Disagrse Disagres I)lngnu

In this organizetion most voluntesrs do not
have a volce in making decleione. 1 2 3 ) 5 @)

Superiora often

k advice fron their subor-
dinates befors

king decisiona, 1 2 3 4 5 (28)

There ote rules end regulations for handling
any kind of problem which mey arise in making

rost. decislons. 1 2 3 4 5 (29)
Different Individu’s play leportant rales in

making deciaions. 1 2 3 4 5 ()
Subordinates do not play an active role in

decialon making. 1 2 3 4 5 (@
In handling important problems botwsen

lepartnents wo usually uss & lason group to

work things out. 1 2 3 4 s (28)

SECTION 1.3

How do you think ths aversge volunteer would respond to the following statemsnts sbout the things
they doIn the organization? Circle the numer which vould represont tholr responss,

Definitely
Trus True

I en my own boss in most matters in the organiza-
tion, 1 2 3 4 (29)
I can make my own declalons in the orgenizstion
without checking with anyone eles. 1 2 3 4 0
Hor thingo aca done here 12 laft up to the porecn
dolng the w 1 2 3 4 oD
Yoluntesr In this organtzation sre sllowed to do
alnost as they plea 1 2 3 0 (32)
Host volunteers hers make thelr own rulss on ths

1 2 3 s (33)

SECTION 2

L(ADER BENHAVIOR:

o folloning statemants are descriptions of various beheviors e lssdar might use in order
sccute the conmiitaent of volunkcecs,  pisess oxonine cach statorant of behaviors ATtar sxamining
the atatenent, indicsts how often the leadsrs of volunteers in your organization should engage in

avior by circling the number describing the frequency.

Alwsys  Often Sometimes Seldom  Never

Dofine’s the group's task gosls, 1 2 3 a s 8
Shows  perscnal intereat in volunteers. 1 2 3 2 508
Instructs the voluntesr. 1 2 3 4 5 08
18 friondly and spproachable. 1 2 3 4 50N
FoeTings et cancerna. © TPToRe LT 1 : 3 5 o0
Establishos a clear chein of commend. 1 H 3 4 509
Erghastzse loyaity and intarpataonsl

rolation: 1 2 3 4 s (0
Tries hard to plesse volunteers. 1 2 3 a s ()

PLEASE TURN TO THE BACK OF THIS PAGE
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Alweys  Oftsn Somstimes Seldos  Hsver

s how they wl1l be rewarded. 1 2 3 4 s (a2)

conflict among group membe: 1 2 3 4 s (&)

Conaults the group on any sction 1 2 3 4 s )

Trlen to put graup mssbars ot sese shen

talking with 1 2 3 s 5 ()

Emphaetzes the use of unifors procedures. 1 2 3 4 5 (%)
roup menbers know what s expected of

2 3 4 5 (@

SECTION 3.1

fnawer the folloring questions by placing an "X* in the proper blank, or by providing the sctusl
information where requested.

Or the fallowing sress, what is the prisery function of your orgsnization? Plesse mack only the
.

Host Important scer
' Health Services
cwunuy Acts and cuttare Convervation
Soctal Folitical Action
Vocatlonal Beidence.sn FonabtLatton Soctal Interection (a8)
Commnity Developrent T"Other, Ploase Spocify,

How many valunteers are there in your orgsnization?

loos than 15 100 to 199 (4)
5 to 49 200 to 299 (5)

TS0 ta 99 300 ot over (6) (49)
How rany paid employees are there in your organization?
none 10 to 18 )
1tod 15t l9 5)
5to9 20 or over (6} (s0)

{ your otgonization has pald employses, sstimts the parcentage of thoss who pos

post-
Sradsko diors
less than 25% 255 to 49% 505 to 7a% 75% to 1003 (s1)
ur T o moN
How many standing comaittees dass your organtzation have?. (s2)

How many tine x doce the board of dizectors o the executive officers of your organtzation
have fornal business meetinga? (s3)

nt at the business mestings? yoo ___no  (58)

Do you encourage the voluntosrs to be p

erags, how many hours per wook doos an executive in your organization work for the

nrglnhltloﬂ?
loes than 10 10-19 20-39 40 or over (55)
o or e
Into what range does the annual budget for your organization fall?
hot $10,000 (1) 100,000 to 149,999 (4) 250,000 or over (7)
m uun to 49,999 (2) 150,000 to 199,999 (5)
000 to 99,999  (3) 200,000 to 249,999 (6) (s6)

Does your organization have any affillstion or dependance on any other organization either through
8 charter or funding?

No (s71)

PLEASE TURN TO THE NEXT PAGE.
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you anewered "yes" to the question, plnu indicats vhat level of orgenization you sre affi-
uma with end briefly explain the dependenc

—_— (58)
___ Stats (59)
Regional (60}
tional, (81

Doss your organizstion have meatings in which a large nusber of the volunteers participate?
Yo Mo (62)

SECTION 3.2

50 provide the following personal infarmation,
P

Your responses sre confidentlal and will be
d with other pecple for ansly

What 1s your title in this 63)

Pleass indicate the highest level of formal education you have completed froa the 1ist below.

—— {1 pot geaduats rom high achol (1) graduated from c
T high school graduate. onged guacuate o

‘took some :nlluqa courae ()) o (
echnicel school graduate @) have a doctorsl degres  (9)
junior college graduate ) (68)
What was your age on your last birthdste? ____ (€5)

lary from this organizations falls.

Pleses (ndicate the category inta which your gross snnu
(Do not include reimbursed expenses.)

n 4 (1) $8,000 to $14,999  (4)
Tless then $1,000  (2) 515 000 to 321,999 (5)
41,000 to 87,999  (3) 2,000 or mors  (6) (66)
Plesss indicate your gender. Hale Female (61)

Your cooperation in Filling cut this quastionnaire is greatly sppreciats your comments are
wolconed on tha botton of this page, Encloa oaddrosaed: postao. pals svatope.
Pleass encloss this survey and drop it in the mail immediately.

THANK YOU VERY HICHI

will bs very heppy to eupply you with a copy of ths nlultl of this resserch hhnn conpleted.
Please indicate if you would like a copy by checking yea or yea 1

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



265

APPENDIX B

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



266

.?0
varch 11, 1984 ‘ '

Dear Volunteers for Volunteers Merber:

Please take about twenty minutes of your tine to answer the enclosed
questionnaire. Your input is needed by Volunteers for Voluiteers as
well as many other organizations throughout Arken

Departments of Managenent at the University of Arkansas and d Arkansas
Teen thiversity are, In co-operation with the Atkansss office
Volunkeerlsm, conducting ceseatch to deteraine critical laetuts related
to your satisfaction with the volunteer work you do, Three areas ere
betng examined In the Gurrent profecty leadersnlp styles, organisational
characteristics, and the persanal charscteristics of the volunteers.
AL questions address those ssues. Your respanses are confldential and
will be seen only by the researchers.

Please answer all the questlons as you actually feel, Instructions for
the questionnalre are found on the second page of the booklet, After
completing the questionnaire please put Lt in the postoge-pald envelope
provided and drop it in the mal.

Your help 1s greatly sppreciated and will provide Information which will
allox voluntary assoclations to operate In s more effective and effi-
clent mann

Thank youy

C. E

Raststant Pm'essor of Business
(968-0354)

205 State CaphoULte Rock, Arkanses 72201/(501) 3717540
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VOLUNTARY ORGANIZATION QUESTIONNAIRE
ForM T

UNIVERSTTY OF ARKANSAS
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INSTRUCTIONS

THIS BOOKLET CONTAINS QUESTIONS THAT ARE RELATED TO THE LEADERSHIP,
ORGANIZATIONAL CLIMATE, AND GENERAL ATMOSPHERE FOUND IN THIS VOLUNTARY
ORGANIZATION,

PLEASE NOTE THAT ALL QUESTIONS CONCERNING THE WORK YOU DO REFER TO THE
ROLE YOU PLAY 'IN THIS ORGANIZATION. IF YOU ARE INVOLVED IN MANY ROLES,
THINK OF THE WORK YOU DO MOST FREQUENTLY FOR THIS ORGANIZATION,

THERE ARE ALSO SEVERALSECTIONS WHICH ASK FOR YOURK OPINIONS ON VARIOUS
WIDE-RANGING TOPICS AND CERTAIN PERSONAL INFORMATION. THE REPLIES YOU
PROVIDE ARE CONFIDENTIAL. PLEASE FEEL FREE TO ANSWER AS YOU TRULY FEEL.

THE QUESTIONS SHOULD BE READ AND ANSWERED IMMEDIATELY, GO WITH YOUR INI-
TIAL FEELINGS. PLEASE DO NOT GO BACK TO CHANGE ANY ANSWERS. ANSWER

ALL QUESTIONS UNLESS YOU FEEL A MORAL OBLIGATION TO NOT ANSWER. YOUR
TIME IN FILLING OUT THIS QUESTIONNAIRE IS GREATLY APPRECIATED,

PLEASE ENTER YOUR SUPERVISOR'S NAME HERE:
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SECTION 1
tow often cons sour amedjts sperta n the following bohaviors? _Pleasa think
How often does ypur mmedjate 'ﬂ' the Jollowing beha arw.(mum e St
nost frw\u!lly M;Lry " the persart h he_organization 1o sbom

ALWAYS OFTEN SOMETIMES SELDOM KEVER

ghes wu-bgwmzm of what is expected of
o'W

1 2 3 4 H
gives mo unclear goals to reach on my fob. 1 2 3 “« s
lains the level rformance that (s
Splati, o st of perfornance 12 3 « s
is b ol
rllmllvnwlhzl «considered good Job per- 1 2 1 . s

makes contritory statements about st s
expected of m 1 2 3 . s

tﬂ';."" the quality of work that is expected

12 3 “« s
explains what is expected of me an my fob. 1 3
tells me the parformance goals for my fb. 12 3 « s
o3 \ogue quallty standards to meet o
o quality meet on my N 3 « s
halps make working on my b more pleasmit. 12 3 s
ay3 things to hurt my parsoral feelings. 12 3 ‘s
considers my personal feelings bofors acting. 12 3 ¢ s
malntatns a friendly working relationshlp with

ma. rlendly e 12 3 s
behaves In a mawier which s thoughtful

personat needs: il of my 12 3 s
looks out for my personal velfare. 12 3 s
does personal favors for ma. 12 3 s
does things to make my fb less pleasant. 12 3 s
treats me without considering my feelings. 1 2 3 4 5
showa respect for my personal feslings. 12 3 4« s
wlds doing parsonal favors for me. 12 3 « s
acts without considering my fealings. 1 2 3 s
acts nudely tovards me. 12 3 « s
talls me how I am to go about doing my fob 12 3 § s
tells me the mathods [ am to use b per

my pb o perforning 1 2 3 s
its me to les ol reguiations

b RN SR 12 3 « s
davalopes procedures to guide my vork. 12 3 s
shous me how to do my pb. 12 3 s
teves me alone to decide how to parform

my pb. 12 3 + s
aﬂim o Iollnw standard rules and regulations 1 2 3 . s
fets methods

doilv“myd‘;z.b’fp my o for 1 2 3 4 B
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MY IMMEDIATE SUPERVISOR.

ALWAYS OFTEN SOMETIMES SELDOM  NEVER
ins to me how should
o v

1 2 3 4 5

ghes m structions o how to

my" b, 1 2 3 4 5
I 10
D e 3 derelop my own vays of 1 2 3 4 5

jets fresdom tn
By lete Ire how 1 1 2 3 ‘ 5
'ty rules
35 [Fudaes gl rogulattons to guide 1 2 3 4 H
Lets me decide how to do my job, 1 2 3 4 5
decides how I am to do my job. 1 2 3 4 5
llows deel edure:
For performing ay v O Procedures 1 2 3 ‘ 5
‘encourage: o deel thods
of doing I’ny"mﬁh. lop my own met 1 2 3 4 5
tells tly what tasks
Derform, XCy what fasks [ am to 1 2 3 4 5
puts me on speclfic jobs. 1 2 3 4 5
ghes me general vork assignments. 1 2 3 ‘ s
gives me narrow job assignments. 1 2 3 4 5
tells me what tasks my b imolves. 1 2 3 4 H
gives me broad job assignments. 1 H 3 4 5
carefully defines what jobs 1 am 1o do. 1 2 3 4 s
giwes me rogus work assignments. 1 2 3 4 s
freedom to

SR e fission o vork o 2 3 ‘ 5
gies me specific work assignments. 1 H 3
specifies what tasks | am to perform. 1 2 3 4 5
lets decide what ific duté
o perform. Dotk 1 2 3 ] 5

SECTION 1.2

Think 2sent work [ this \oluntar ization, What I3 it like most the
Uy S L3 splimtary oromizat of

" rk
o AP SR 2 e

___Fasclnating  __ Creatha ___Tiresome __Simple
___Routine ___Respected ___ Healtnful ___Budless
___Satisfying ___Hot ___Crallenging ___Ghes sense of
___Boring ___Pleasme ___On your feat accomplishment
___God Usofut __ Prustrating
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{ve i this 1! doe:
.m or' o ol o reses Geseriiem D AN oy VEll e
ide each W'ﬁ given below, write:
¥, for "ea® if 1t describes your smpervision
A far oi® (P e WG e Tision
: srreh e
Asks my advice Hard to please Impolite
Praises good work Tactful Influential
Up-to-date Doesn 't supervise enough Quick tempered
Tells me whers I stand Armaying Stubbom
Knows job well [ Intelligent
Leawes me on Around when
e ™ own — ——nexded
e —workers i this olunta they like
Tt S DRI Tl ok, ’”u"n'm e votow, wridas” !
Y " If it describe:
W o R u'a;f n’:? m-‘gw W uorkers
Stimulating Boring Stow
Ambitious Supid Responsible
Fast Intelligent Easy to make enemles
Talk to much Smart. Lazy
Unpleasont Mo privacy cte
Narrow intarests Loyal Hard o meet

all the dctivities you are (nwlwed with in

ink about this solut'ary organization.  How
.wx(![lld are jou with the opportinities that the work provi

s sou’in the following

es

Netther
veny satisfled -
Satls/led otssatfofted Dissatisfted
The chace o try out some of my own ldeas. 1 2 3 ‘ s
to do the kind of vork
Potar of 1 2 3 . s
chance to be responsible for plami
Topchonee ™ for ploming my 1 2 3 ‘ s
The chance to do di time
Tpe chonce fferent things form time 1 2 s " s
Tha chace o try somathing different. 1 2 3 ‘ B
The chance to make best use of
abiitles. s 1 2 3 ‘ 5
o thods of doing
Tig chonce 1oty my oun metods of g va . s B s
chanca 1o make use lttes @
st of ® ohilites 1 2 3 4 s
The feeling of accomplishment 1 get from the
g, fectig of aceorp get from 1 2 3 ‘ s
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SECTION 2.1

Please read the folloy ents about the charucteristics of the \olunteer work
i mmuu{" s e ber vapresenting e et e et e

to
it s
How much \ariety Is there tn your job? 1 2 3 4 5
Ho uch left to to do
5 T R left 10 your o 1 2 3 ‘ s
HOW often do see 'ts or
T Sripaier prokiets or pe 1 2 3 ‘ s
To xhat extent do sou (1ot ot b el
Lehiing, 09 o0 1 S es o aro 1 2 3 4 s
wuch is there to it
o e o e lop
friendships with? 1 2 3 4 5
W much b _depends
NS SR B veon your 1 2 3 4 5
How repetitious are your duties? 1 2 3 4 s
Dcpationsty o ol wgorser B
orlormig ol B3 pAEonT 1 2 3 4 5
.
)
'..Pm‘,..m‘. ) 20 Ser iR
while ‘work ? 1 2 3 4 5
To what I.Il it fs deall with other
eopla ' ‘part of your g oer 1 2 3 ‘ 5
"llh the tasks t
B r A 0u perforn 1 2 3 4 s
what extent ﬂb'l to do
T bty o Sthers »r 1 2 3 ‘ 5
ml I‘udm:k fmm my supervisor on how 1 2 3 4 5
Minimum Moderate Maximum
Friendship from my co-workers 1 2 3 4 5
Th- rtunity to talk to othes
peporunlty othars on 1 2 3 4 5
runity to be
m.mm;’, @ a nunbar of 1 2 3 ‘ 5
The [reedom to do tty much what | it
Sedrenk pretty o 1 2 3 4 5
M lﬂ “'}‘Du\lﬁllm l')dg' l‘n’k
o
el 1 2 3 4 5
mwmo[\nrlltymmypb 1 2 3 ‘ s
ity to find oy 13
BBy oo find ot how well 1 am 1 2 3 ‘ 5
rtun pendent. thought
23 Sppppniey for trdepsdent t 1 2 3 4 5
The opportinity to complete work I start 1 2 3 4 5
The, i that | know whether I
ot feniiog bt ] Ay gehetder 1 am 1 2 3 4 5
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Mintmum Modergte ‘Maximum
Amount ‘Amount Amount.
opportmity to develop close friend-
D opornicy ! P r 1 2 3 1 s
Meeting with others in my vork. 1 2 3 ‘ 5
m control | have the pace of
ovar e pacs of my 1 2 3 ‘ s
ity to,0 0, > from the
T e ot A et o 0
Shoia g ™ (e 1 2 3 ‘ s
The extent of k. 1y
WIMIhﬁr) Dundmc )!ll '!Ct ‘. rﬂ"ﬂl 1 2 3 4 s
SECTION 2.2
Read the folloving tatemenes which describe your verk. emironment 13
e follutng atemen o work o Lo hls a;mlz’g?l‘m i g "
TinSor shlch Feflects Jous Ghoint of Cgmecans/soghoomeue w16 SoLeuast 2 it per-
tains 10 your work.
N;lm!!’
Strongly for” Strongly

Agree  Agres  Disagree  Disagree  Disagree
1 fest certain about how much authority

1 2 3 ‘ 5
re cl larned and N

nbp«f-’u ot ey lopned goals 1 2 3 . 5
to do th £ shoud by don

ffoReiy tinae ° 1 2 3 ‘4 s

1 work under incompatible policies and

quldslings. | oomeatile ol 1 2 3 ’ s

1 know trat [ ave divided my time

PND(I"‘[ ! e db i 1 2 3 4 5

1 recetie assigments without the man-

powar o compiets theme 1 2 3 4 5

1 know what my responsibilities are. 1 2 3 4 5

I have to buck a ruls or policy In orde

Loy ot i e €Y . order 1 2 3 4 5
I know exactly what (s expected of me. i 2 3 4 5
I NCI[WPZI”L:QMNHNI requests from two 1 2 3 . s

1 recel assignment without odequate
SDurces and malerials to executs 1 1 2 3 4 5

loration (s clear of what has to be
b= d

1 2 3 1 5
1 vork on umecessary things. 1 2 3 . 5
1 hawe to work under vogue directives or
orders. 1 2 3 4 5
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SECTION 2.3
Take a moment to think about the y:u wark W‘"‘ n this organtzation and how they get along
ST e R e R :.e?.‘f.mf.wg‘
strongly er strongly

agree’  agres  disagres  disagres  disagres

I k t
mm.&q’, et o

1 2 3 ‘4 i
My peers are reliable ad trustworthy. 1 2 3 ‘ H
I B i el ctosenere 1 2 3 ‘ s
My, peers alunys cooperate with me b N . s . s
nm I8 friction botueen my peers ond N 2 s . s

,Z“’"” A0 T e e ' 2 s ‘ s

Tre people 1 work with work watl

1 H 3 4 H
1 have good relations with my peers. 1 2 ) ‘ 5
SECTION 3.1

e, foliowtng section contalns several statements about lWfo b general.  Pleass read each stgtement
curefully and only once,  Circle the rumber representing your agreement/disagreement with the state-
ment..

Helthor
Strngly g ly
Dl Dis ﬂw
Qpsdlence o respect for auturty ara A e ol dbogree 0K
the most (mportant fﬂf an organizd!
o /\ncllm roperly- 1 2 3 “« s

than

[ and ey prwmms e e

l‘numq jeous, tlr'leu dey lad fers in
tha peopla

oo put ther faith. 1 2 3 ] H
Ne i think
Rl e i o eiatbes 1 2 3 ‘ s
N T ed any
fobudy e leamed o reaty , . s . s
A person o m bod manvers, hablts,

breeding con hardl et 6o get
along Wik decent people. o L o

nsult to honor should be
Pinihed:, ©0 our honor always 1 2 3 . 5

There 13 turdly awtning over oy

S0 who dovs 1 a, great Tow,
Gratitite, and respect for i paru\u 1 H 3 4 5
Mast of our soclel problems okl

J{ uld
ﬁ‘zmgnmlur:f okt fEeblomided 1 2 3 ‘ s

le would talk le3s and work mors,
" {orsebiy S S ot o ok ™ 1 1 3 4 s
o007 2, ety e ol s

can dl\‘dzd into t d( tinct
IR e vk i e St 1 2 3 ‘ s
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SECTION 3.2

0 o the followrg palrs of sutements plate clele the ieter beskde the sutenent that
you more strongly bellevs 1o be trus. Bs swe to mark the one sou actually belleva 1o ba
nm,mmumme e think mdeor the cne you would llks to be true. This

62" measire of percnal bllf. Oivlisty thare is 10 ight o worg aver

EXAMPLE: @ z;-mrv pmnl' 1o do things depends on
. Lick has o great deal to do with .mmq e to follow ardes,

Thls indivictial elleves that Statement "a* i3 representative the real situation.

. Promotlons are eamed through hard work and persistence.
. Getting promoted {s really a matter of belng a lttle luckier than the mext guy.

Succeeding b your chosen occupatlon {3 mainly a matter of Soclal contacts--knowing
the right people.

Succeeding n your chosen profession [s a matter of personal conpatence--how much you
Inow.

L4

3. 0. Achlevg a successful marriage depers an the devaton od commitnent of Hoth part-
ners to each other

The mast Inpartat elament i @ hepy marrlge s bebng tucky enough to marry the

right person,

L4

4 g It sty to ik Dt you oo realty charge cnotiar persen‘s busl otttces.
b. When I am right, I can coménee o

- In our soclety, your s eaming pover depeds on your ablty.
Moking o lot of money 15 largely & natter of getting in right v

6. a. I haw little influence ower the way other people behave
w how to deal with peopls, you o lead them ad get them to do xhat you

s

. People llke I can change the course of world affalrs if we make ourselves heard.
. It is only wishful thinking to bellevs that you con really bfluence what happens,

. A great deal of what happens to me Is probably a matter of chance.
b, 1 am the master of my life.

va

9. a. Getting along with other people is a skill that must be practiced.
b. it is almost impossibie to figure out how to please 3ome people.

10, a. One of the major reasons why we have wars is because people don't take enough tnterest
in politics.
. There will aluays be wars, no matter how hard people try to prevent them.

e

11. a. As far a3 world affairs are concemned, most of us are the wictims of forces we can
nelther uderstand, nor control.
b. In the kg nn, the people are responsible for bud govemment on a national as well
as a local lewel.
12. a. By taking an actlve part b political and soclal affalrs the people con control world
ewnts,
b. This worid s rn by a few people b1 power and thers Is rot much the llttls guy can
do.

13, a. When I make plans, I am aimost certatn that I con make them
b, Maony times I might as well decide what to do by Ilu:pbv a com.
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SECTION 3.3

stataments about why a person does solunteer vork. _Indicate whather
Beod, the [ollowtng Slatoenis Shout O POTE a0s JRLINESr MOk o SSLY uhather sou
reement. o disaqieemant;

Nféﬁ-r
res
Strongly or Strongly
Yolintoers sork becousa (¢ stinulates e A Digres  Dlioree  Disogrie
and challenges them. 1 2 3 4 5
Voluntees rk bnmun the
VoG Soitlns are esceugnts = 1 2 3 ‘ 5
VO'MIMH would work harder tf more of
ncwrrad while do
W’k were reimbursed. 1 2 3 4 5
Jolintears vork because . aluays know
exactly what 15 expected of e 1 2 3 ‘ s
Volunteers work because of the [f‘!‘ﬂl’
working atmosphere in the ition, 1 2 3 4 5
Voltnteers work because they oan get
Febogmition ‘for’ atstanding ork, O 1 2 3 ‘ 5
Yolunteers work because ‘can_make
lh![l’ am cisions and there (3 a
of ‘Sipersision. 1 2 3 ‘ s
lunte work because
B et mamey w Toaoets. 1 2 3 ] 5
Wll’uzl'-l work because ll will M’D
them I thelr requiar employment, 1 2 3 4 5
rullnmn work because it makgs tham
eel like W)’ \dﬂ NNM "0' Jl
bly ba 1 2 3 ‘ 5
Vulmm con use
BRATRea? S0 e s 1 2 3 ‘. s
Vulmmra work because of ')I soctal
raction the work: 1 2 3 1 5
VDIII!IE.H work becguse they can take
prids nwy B 1 2 3 ‘ 5
Volunteer because they can
SRS oo g 1 2 3 ] s
SECTION 3.4
Toks, o moment o corpare sourslf with th leader of Mark the descriptive phrase
which best W y:«r Wﬂlﬂs. E;'nl’ and owerul ﬂm(l(y la ”kll Of supervisor (n this
organization. X" in ‘which "FNIEI'-' the correct

omparad to you, how much tratnlng has the leadar hod for doing the vork he/she does (n the

W’WWW

tratning
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Qompared o you, how much experfence has the leader had i dotng the work they do (n the

mgmummy
e’ Jermer! ! e rr—
owlh“nﬁum o you, how much overail ability does the leader have for doing the work they do bn the
fumeyr/ Lrvrattiny— m/ {remoratrmry— mw—/
Imlﬁ!.l your with the Ib.I!I.Iq stotements .

My abllitles are ~ery high for the fob I do b this organiration.

Neithe:
Strongly ogres Agres  Agres'or Disogres  Disagres  Strongly Disagree
1 2 3 ‘ s

fithout the direction of Someona n this organization, I vould be tnable to lish e
RS S5 B Frosaton” ! @ to accomplisn rery

1 2 3 4 H
If 1 were nat satisfied with the leodership # this organtzation § would leaw the organization.
1 2 3 4
1 am dissatisfled with the leadership b thls organtzation.
1 2 3 ‘ 5
SECTION 4

Thts sectton eontains some gemeral questions, The answers vide Wil 10 be
With other” indiwduats Wy S Simiir Saractarincs” e wistors you Gha o totaly conyerdist
el sl ot 2 reportad except mary, form:

Wt gender are yout
What s your oge?
Please tdicats the highest level of education you hawe reached, Indicate mly one category.
did not te from high school ted
— S oreddie " ——4{‘:’33,« o ek
—utl mded somte college t nrn.mn e
encied 30-tech School ——Sbrked on botta
et Gesiorate
Please tndlcats the mmry Mhich represents sour gross family thcoma.

tess than 15,0 35,000 to 44,999
— 8t 34 %0 45,000 1o 54,999
——"55,000 o over

Femate

25,000 o 34,959

How long have you worked as a wlunteer?

00 you pian to quit doing olinteer work for th's srganlzation?
e
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Are you, in general, dissatisfled with the quality of the leadership in this organization?

Yes No

How long have you been a olunteer for this organtzation? Years Months

How many hours per week do you do olnteer work?

What percentage of this time (s spent {n work for this organlzation?

THANK YOU FOR YOUR TIME AND CO-OPERATION IN FILLING OUT THIS QUESTIONNAIRE.
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VOLUNTARY ORGANIZATION QUESTIONNAIRE
FormM II

UNIVERSITY OF ARKANSAS

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.



280

INSTRUCTIONS

THIS BOOKLET CONTAINS QUESTIONS THAT ARE RELATED TQ THE LEADERSHIP,
ORGANIZATIONAL CLIMATE, AND GENERAL ATMOSPHERE FOUND IN THIS VOLUNTARY
ORGANIZATION,

PLEASE NOTE THAT ALL QUESTIONS CONCERNING THE WORK YOU DO REFER TO THE
ROLE YOU PLAY IN THIS ORGANIZATION. IF YOU ARE INVOLVED IN MANY ROLES,
THINK OF THE WORK YOU DO MOST FREQUENTLY FOR THIS ORGANIZATION.

THERE ARE ALSO SEVERAL SECTIONS WHICH ASK FOR YOUR OPINIONS ON VARIOUS
WIDE-RANGING TOPICS AND CERTAIN PERSONAL INFORMATION. [HE REPLIES YOU
PROVIDE ARE CONFIDENTIAL. PLEASE FEEL FREE TO ANSWER AS YOU TRULY FEEL.

THE QUESTIONS SHOULD BE READ AND ANSWERED IMMEDIATELY, GO WITH YOUR INI-
TIAL FEELINGS. PLEASE DO NOT GO BACK TO CHANGE ANY ANSWERS. ANSWER
ALL QUESTIONS UNLESS YOU FEEL A MORAL OBLIGATION TO NOT ANSWER. YOUR
TIME IN FILLING OUT THIS QUESTIONNAIRE IS GREATLY APPRECIATED.

PLEASE ENTER YOUR SUPERVISOR'S NAME HERE:
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Read the following statements about does wolunte .. Indi
Serce (oF aroagrec uith the”Statements By SReTier (oS e ser, A0k cqlicicate phethe you
shieement of dlsn‘rgeme nt.

PRI

Strongly g Strongly
for rong
bi i
Yolntecrs work, because it stimulates Agiee  Agree  Disagree Disagree  Disagree
and chalenges them 1 2 3 4 s
Volunteers work because sical
Vorking conditlons sre-ereeliEnt: 1 2 3 4 s
yolnteers would vork perder i€ more of
heulted while doing wimteer
Work vere Felmbrsed. 1 2 3 4 s
Jolinteers work because they. alvays know
exactly what 18 expected o 1 P 3 ' s
becquse of the riendly
VORI mneephere T theofgantsacion. 1 p 3 4 5
Yolteers work because they can get
eognition "or* outstanding worpy € 1 2 3 4 s
Volunteers work because they can make
iy there B
e feSiions tod 1 2 3 4 s
Volunteers work because they get an
opportunity 'to meet Tany néw ‘peogie. 1 2 ’ 4 s
Yolunt  because it will hel
e helr feguiar employment: 1 p 3 ’ s
Junt k because it makes them
T A s (ha”bast
Tson they"tan possibly be- 1 2 3 4 5
Volun i beon
HhelrFeal SATH S opacittes™ 1 2 3 4 5
Yoliteers york because of the social
ction the. WorK provides. 1 2 3 ' 5
Volunteers work because they can take
pride in what they dos. ) 1 2 3 4 s
Volunteers work because they can
sccomplish great things, ) 1 2 3 . s
Toke 8 oment to (i sbout the pecole 3oy werk with Iy s orpnizaton e bow thy gt @
A aa others . Clrols the: Tanter  hich pest Tepresents, vout Teelngs shout your pei ""‘
A0, 20d.aters,, Sirels She, pumbet hich, Dest, represents ouf, feelings sbout,
reither
i
strongl r strongl
e’ ogree  dimgree  dissgree  diogiek

le | work with have trouble
gelllng Rlong Together with each

1 2 3 4 5
My peers are reliable and trustworthy, 1 2 3 ] 5
Thete seems o be, frendly atmosphere \ ) ) B s
Wy, s, aitays cooperate with me in A ) R . s
Thete is friction between my peers and ' . B . s
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neither
strongly o rongl
W&’ sgree  dlmgree  dsgree  Seegid
My rs give me a deal of hel
B 8 e e Y Shnee® 1 2 3 4 5
i le 1 work with work well
! e, feoe! 1 2 3 4 5
1 have good relations with my peers. 1 2 3 s 5

Read the (olhmng, statements which describe your, work environment in this organization.

Indicate how r work and tasks in this organization by circling the

fater uiich re[lzcls Soor dmoint" 5t agreeiens/dagteendut Sk i satapent 23 it per-
ins

Neither
‘Agree
stiggly or : Strongly
Agree  Dissgree  Dissgree  Disagree
I feel certain about how much rcthurity
1 have. i 2 3 4 s
There are clear, planned goals and
abjectives for my b O 1 2 3 4 5
1o o tings that should be o
Gifferealy® e ne 1 2 3 4 B
yerk under incongatible policies and
RS meatible ol 1 2 3 4 s
l know that [ have divided my time
properly 1 2 3 4 s
reseive assignents witkut the nan-
boreseiys Sssignments 1 2 3 4 5
1 koow what my responsibilites are. 1 2 3 4 s
1 e to buck a rule ot policy In orde
to'carry out on assignment. 1 2 1 4 s
1 know exactly what is expected of me. 1 2 3 4 5
1 receive inc tibl ts from t
or"more pesple ¢ ouests from two 1 2 3 4 s
receive an assignment without uate
TeSources and malerials o cxecute - 1 2 3 4 s
lanation is clear of what has to be
e 1 2 ’ 4 s
1 vork on umnecessary things. 1 p 3 1 5
1 have to work under vague directives or
orders. 1 2 3 4 s

s, moment to compare yourself with the leader of your Mark the deseriptive phrase
which, nm comperes Yout training,“experience, and overa nmhly tn m.x of your Supervisor n i
lace in the box which 'represents the correct

organization. X
red to you, how much training has the leader had for doing the work he/she does in the
okgurizatins’ ¥ e e
‘ / ! ! 1 / L !
at all Training ot of of T
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2. Compared to you, how much experience has the leader had in doing the work they do In the
organization?

A VA 1L 1 /

o expETTETCE A

at all egerinence  of experience ‘experience

. Compared to you, how much overall ebility does the leader have for doing the work they do In the

ur;-mz.\mn?
PO SO A AU S
Abllity amount of Ability aility

e R

ing, Statement:

ndi
saes sesssas:

ke

essarearsaene

My abilities are very high for the Job I o in this organization.

Neither
Strongly sgree Agree  Agree o Disogree Disagree  Strongly Disagree
1 2 3 4 5 .
{ithout the direction of someone [n this orgonization, | would be unable to accomplish very
little of value to the organize
1 2 3 4 H
I 1 were not satistied with the leadership in this organization 1 would leave the organization.
1 2 3 4 5
1 am dissatisfied with the leadership in this organization.
1 2 3 4 5
Plesse read the following statements sbout the characteristics of the wolunteer work
ml;/ N‘Eﬂllﬂ.ﬂlloﬂ Circle the number representing the amount of the ehamclerlsncs presem
i, Jout otk
ver moderate el
it ‘amount e
How much variety is there in your job? 1 2 3 1 5
How much are you left 1o your own to cb
Jour own work? " oo 1 2 3 4 5
How often do you see projects or jobs
g S Pl e 1 2 3 4 5
To,what extent do you find out bow well
you gre doing on lywpb
Vorking? 1 2 3 4 5
much opourtunity is ther
hatiats Wmm' o wald ke B0 "Sevelop
friendships with 1 2 3 4 B
wch r
&’1’.:3‘ o v?uzﬂwnfgmm 1pon you 1 2 3 4 5
How repetitious are your duties? 1 2 3 4 5
To_what extent are ou sble to act
independently of you: supervisor in
performing your cb function? 1 2 3 4 5
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moderat
it ‘amount. ich
Wfla tent it
0 18] l'ml" m other W] Q;\":’“y
vhile a 1 2 3 4 s
o what extent is dealing with other
ote puo:yur%v 1 2 3 4 s
imi lar 1ask:
Hoy sinlac are, he twsks you pertorm in L ) 5 . s
To, uhat extent e you e o S0 '
o ‘Independently of ‘otharss your 1 2 3 4 5
nz edback ruisor on how
T ek om,my superviso 1 2 3 1 5
Wmll“! Maximum |
Friendship from my co-workers 1 2 3 4 s
The tunity to talk to others on
my BT 1 2 3 4 5
opportunity to o a number of
e rogs a number of 1 2 3 4 5
freedom to do tty much what 1 want
The freedom to o pretty m 1 A ) s . s
ﬁ lo_which the work I af
ol mm s pandied (rom beginming
10"end by 1 2 3 4 5
‘The amount 0' variety on my job 1 2 3 4 5
rtunity o find out how well 1 am
it " 1 2 3 4 s
The opportunity for independent thaught
and action Y ¢ 1 2 3 s s
The opportunity to complete vork 1 start 1 2 3 i s
The feeling that [ know W‘Elher 1 am
petforming my job well or poorly 1 2 3 s s
The opportunity to develop close friend-
shxprsmr )0% lop 1 2 3 4 5
Meeting with others in my work. 1 2 3 4 s
The contzol 1 have aver the pace of
3 pace nd 1 2 3 4 5
rtunity to do 8 job from the
beglm o BdUR 2P Gt o
1 2 3 4 5
extent al feeghack you receie form
TSR Sheremaron! 1 2 3 4 5
of esent work in this ol on,  What s It like most of the
T OIS0 RIS eanak dnepniz sglimtary,organiastion. = 1t fike most o
¥ for yes® if it deseribes your work
N for "nof y’f it does: u‘é?’n: y“ﬁe Your work
Fascinating Creative Tiresome Sinple i
Routine Respected Healthful Endless !
Satistying ot Craltenging Gives sense of
Boring Plessant On your feet accomplishment

l
g

Frustrating
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Think of the spervision sou reccive in (his woluntury organization. o well does
each of the following words or phrases Gescribe this supervision? ~ In the blank
beside each word given below, Write:

¥, for "yes" if it deseribes your supervision
N tor Voagh 1058 goes NG, Goserite your superwsion
? il you cnnno_l"dc

Asks my advice Hacd o please Impolite
Praises good work Tactful Influentisl
Up-to-date Doesn’t supervise enough Quick tempered
Tells me where I stand Amnoying Stubborn
Knows job well Bad Intelligent
Leaves me on own Laz Around when

Ive: e my Yy eded

Think of your co-workers in this voluntary organization. What are they like
most of the time? In the blank beside each Word given below, Write:

Y for nyest if it describes your co-workers

 for naif it ches NOT Getdribe Jour co-norkers
3., Jou, anne, deeide
___ Stimulating ___Boring ___Slow
. ___Ambitious ___Stupid ___Responsible

___Fest ____intelligent ___Easy to meke enemies
___Talk to much ___Smart ey

____Unpleasant ___No privacy ___ Active .
___Narrow interests ___Loyal ___Hard to meet :

about all the activities you are inwlved with in this voluntary organization. How
tisfied are you with the opgortunities that the work provides you'in the following

arens.
siialied
VERY o vERy

Satislied Dissatisfied Dissatisfied
The chance to try out some of my own ideas. 1 2 3 4 B
The chance o do the kind of work
1% Fests 1 2 ) 4 s
The chance to be responsible for planni
work, e planning my 1 2 3 4 5
The chance to do different things form time to
time. e ere hd 1 2 3 4 5
The chance to try something different. 1 2 3 f s
The chance to make best use of !
lbi!hlleg'!ee 0 make e 1 2 3 4 5
‘The chance 1o try my own methods of doing the
Job, chence to try my N 1 2 3 3 5
The chance to make use of my abilities and .
skills. 1 2 3 s 5
The fecling of sccomplishment | get from the
o, (ecling of accomp e 1 P 3 4 5
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How ofter, doo your Inmerate spervior engoge In the following bohaviors?_ Plesse thnk of your

gurrent sipervisor only. 1€ you fave more pervisor 1 this organization please deseribe
e one with who @'x nxrk “ost !rzq A”Supe 5 the persort tn-the n.",,.fz“m o whom
e, Wrectly npo

sesliteesiiel.l °‘£’..’:‘;".“..'E§¥"€".‘.".‘5

Y IMMEDIATE SUPERVISOR.

ives vag explanatic of what is ted of
B0 T i planations Xpected o 12 3 . s

gives me unclear goals to reach on my job. 1 2 3 4 5
lains the level of performance that i

SPetEs OF met of perfor y

lets me know what s considered r-

formance- y £o0d Job pe 1 2 3 1 5

makes contradictory statements sbout what is

expected of me.

12 3 s

explains the quality of work that is expected
PP the auality of wor 1 2 3 i s
explains what is expected of me on my kb. 12 B

tells me the performance goals for my job. 1 i

ives ague quality standards to meet on

fob: ity 0 feet on my 12 3 s
helps make working on my job more pleasant. 12 3 s
says things to hurt my personal feelings. 12 3 i s
considers my personal feelings before acting. 12 3 i s

intains & (riendly working relationship with

e 1y vocking ° 12 3 4 s
behaves in a menner which s thoughtful of m

personal needs. oy Y 12 3 i s
Jooks out for my personal welfare. 12 3 + s
coes personal favors for me. 12 3 1 s
does things to make my job less pleasant. 12 3 4 5
treats me without considering my feelings. 1 2 3 4 s
shows respect for my personal feelings. 12 3 « s
awids coing personal favors for me. 1 2 3 i s
acts without considering my feelings. 1 2 3 s
acts rudely towards me. 12 3 i s
tells me how I am to go about coing my Job 1 2 3 4« s
tellspg\e the methods I am to use in performing 1 2 3 B 5

mits me to ignore rules and regulations

Ghich affect how 1 do my" o0 0" 1 2 3 s 5
developes procedures to guide my work. 1 2 3 s
shows me how to do my job. 1 2 3 4« s
leaves me alone (o decide fow o pecform L, s s

ks me to follow standard rules and regulations
1Sl oy e standel egulation 1 2 3 4 5

lets me develop my own methods for
doing my job.
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MY IMMEDIATE SUPERVISOR. .

ALWAYS ~ OFTEN SOMETIMES SELDOM  NEVER

explains 1o me how m) should
beprbne‘ v o

1 2 3 4 5
gives me instructions on how to

oy job. 1 2 3 4 5
Javes me 1o cevelop my own vays of . . N . s

lete in
se\ﬁ:rme Sonpiste freedom in how I ) R ) . s

sets d lations to guide
Bl il g rotons o

1 2 3 . 5
Lets me decide how to do my job. 1 2 3 1 s
decides how | am to do my job. 1 2 3 1 s

develop my own procedures

O T i o By ™ P 1 2 3 4 5
ncourages me to develop my thods
SHgpinges e o develop my owm me 1 2 3 1 5
tell tly what tasks 1 &
pertorm, et . ° 1 2 3 4 5
puts me on specific jobs. 1 2 3 4 s
gives me general work assignments. 1 2 3 s s
gives me narrow b sssigaments. 1 2 3 4 s
tells me what tasks my job nvolves. 1 2 3 s s
gives me broad job assignments, 1 2 3 4 H
carefully defines what jobs | am to do. 1 2 3 s s
gives me vague work assignments. 1 2 3 i s
ives me complete freedom to work on
R 1
gives me specific work assignments. 1 2 3 4
speciies what tasks 1 am to perform. 1 2 B 4 5
lets de what specific duties
1 bt pec 1 2 3 4 s

Qut of the following pairs of statements please circle the letter beside the statement that
fou moce strongly befieve 'to be tru nark the one you sotuelly believe to be

r than the ink sou  Shoud Shose or ihe would like to be true. This
|s & measore of parsoral oot Oovunly there ¥ right S0 R TRAS

EXAVPLE: @ Gettng people to b things depencs o abili
P Golting pe reat deal o G With getting peozlg to follow orders.

ieves. that
vesaesel

Promotions are earned through hard work and persistence.
GeTing promoted 15 Teally & mattet of being & LUe luskier than the next guy.

2. a. Succeeding in your chosen occupation is mainly & matter of social cor*acts--knowing
5,010

the right “people.
- Sscesding in yoir chosen profession s a matter of personal competence=-how much you

a
bl
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3. 8- Achiesing a successtul marriage dspends on the devotion and commitment of both part-

ners to each other.
0. The most_imparan’ elenent i a happy marriage fs being lucky encugh to marry the
right person.
€0 g I s gilly to think that you can really change enother person's basic attitudes.
b. When can convince others.
5. 8. Inour socl:l . your future earniy nds on Your ability .
B g T oney 5 argen S Rateer S pettiny 8% ant Meaks.
S g | have little influence ower the vay other pecole betave,
t‘nl ou know how 10 deal with people, You can lead them and get them ta o what you
7. g People like | cn he course of world affairs if we make ourselves heard.
B2 TER only “wisiit ining o Selfcve that”yon can reatty Tl hasres whar Tagpans
8. 5. A great deal of what happens to me is probably tter of chance.,
B2 1 B the master Of my Te 10 ™ 1 provebly a matter
8- g: Gelting slong, with other people is & skill that must be practiced.
B ot Eimpossi i Fume it et o loasst o
10, s. One of the major reasons why we have wars Is because people don't take enough interest
b. Thefe il almays be wars, 1o mater how hard people try to prevent them.
11, 8. As far as world affairs are concerned, most of us are the victims of forces we can
Peither ‘i rstand e control.
b. In the Deople are responsible for bad government on a national as well

85 a local
12, 8 tgmg an active part in political and social affairs the people can control world
b. ms warld is run by a few people in power and there is not much the little guy can

+ Bhen 1. make plans, 1 am almost certain that 1 can make them work.
Many times | might as well decide wat Lo do by (lipping a coin.

o

The fotlowing section contains several statements sbout life in general. = Please read each statement
carefully and only once. Circle the number representing your sgreement/disagreement with the state-

Heitrer
Strongly AE trongly
Aol agree  Dissgree Disagree Disogeel
Obedience and r:srel for authority are
the most_importanl en organizatior
to function properly. 1 2 3 1 5

! Ihis countey needs most rors than
)Aws and pollllcnI programs, ls a
courageous. 550 4 legders in
‘whom'

e geople car put their ot 1 2 3 4 5
No_normal ﬁrson could ever think of
hurting a close friend or feltive. 1 2 3 4 5
N learne hing really
’i"uupx mr;x’i‘é‘ rering, 1 2 ) 4 s

ém manners , habits,
o nreedmsgun nrawemeu to get

1 2 3 4 s
An insult to our honor should alvays be
punished. 1 2 3 s B
Trere is hardly anything lower than &
Bersen who. dods mot (eR1 2 Sreat ot
iRk and sempeot for 1S pareats. 1 2 3 4 s
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Neither

ree
Strongly Agee Strongly
Agree.  Agree  Disagree Disagree Dissgres

Most of our social problems would be

solved if we could Somehow get rid of

the immorai, crooked, and feebleminded 1 2 3 4 5
peopl

If people would talk less and work more,
L eprople mould, {alk, Jess, engl work more

No wegkness or difficulty can hold us
Bk S e e Erough Wil power - 1 2 3 4 5
People can be divided into two distinet
classes; the weak and the strong.

This section contains some general questions. The answers rovide will ‘allow you to be grouped
Sinlr characte Jers"y otally confidential

with other individuals with
an
o

ics. The answers you give are lotally

st
2

135
What gender are you? Male Female

What is your age?

Please indicate the highest level of education you have reached. Indicate only one category.

did not graduate (rom high school dusted from coll
S racuste” O —Hliended graduate

some mlkﬁ;,
“attended vo-tech school —worked on Doctorate
- completed Doctorate

Please indicate the catego  which represents your gross family income.

less than 15,000 35,000 to 44,999
~—15,000 to 24,999 ———45000 to 54,999
125,000 to 34,399 53,000 and over

How long have you worked as a volunteer?
Do you plan to quit doing volunteer work for this organization?

yes _m™

Are you, in general, dissatisfied with the quality of the leadership in this organization?
Yes No

How long have you been a wolunteer for this orgenization? Years Months

How meny hours per week do you do volunteer work?
Wnat percentage of this time is spent in work for this organization?

THANK YOU FOR YOUR TIME AND CO-OPERATION IN FILLING OUT THIS QUESTIONNAIRE.
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VOLUNTARY ORGANIZATION QUESTIONNAIRE
Form 111

UNIVERSITY OF ARKANSAS
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INSTRUCTIONS

THIS BOOKLET CONTAINS QUESTIONS THAT ARE RELATED TO THE LEADERSHIP,
ORGANIZATIONAL CLIMATE, AND GENERAL ATMOSPHERE FOUND IN THIS VOLUNTARY
ORGANIZATION.

PLEASE NOTE THAT ALL QUESTIONS CONCERNING THE WORK YOU DO REFER TO THE
ROLE YOU PLAY IN THIS ORGANIZATION. IF YOU ARE INVOLVED IN MANY ROLES,
THINK OF THE WORK YOU DO MOST FREQUENTLY FOR THIS ORGANIZATION,

THERE ARE ALSO SEVERAL SECTIONS WHICH ASK FOR YQUR OPINIONS ON VARIOUS
WIDE-RANGING TOPICS AND CERTAIN PERSONAL INFORMATION. THE REPLIES YOU
PROVIDE ARE CONFIDENTIAL. PLEASE FEEL FREE TO ANSWER AS YOU TRULY FEEL.

THE QUESTIONS SHOULD BE READ AND ANSWERED IMMEDIATELY, GO WITH YOUR INI-
TIAL FEELINGS. PLEASE DO NOT GO BACK TO CHANGE ANY ANSWERS. ANSWER

ALL QUESTIONS UNLESS YOU FEEL A MORAL OBLIGATION TO NOT ANSWER., YOUR
TIME IN FILLING OUT THIS QUESTIONNAIRE 1S GREATLY APPRECIATED.

PLEASE ENTER YOUR SUPERYISOR'S NAME HERE:
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Think of your present work In thls voluntary, organization. What Is it like most of the

time? lank beside each word given below, wrl

N for "no

he your work

Y for ﬁ?"“" It descrlees your work

___ Fasclnating ___Creaiive ___Tiresome ___Simple
___Routine ___Respected ___Healthful ___Endiess

___ Satistying Mot __Crallerging ___Glves sense of
___Borlng ___ Pleasant ___On your feet accomplishment
___Good __ Useful ___Frustrating

‘mlnk f l.he on recelve In this wohnte ization.  He 11 doet
e B e Wt el e LA
beslt ach word given below, write:

Y for ?es" i d:scrlbeagw

W for o I I dorg NOT describe your St ion
98, 3w, desld

___ Asks my advice ___Hard to please ___Imolite
___Praises good work __Tactful ___Influential
___Up-to-cate ___Doesn't supervise enough ___Qulck tempered
___Tells me where I stand  ___Amoying ___Stubborn

___ Knows job well ___Bad ___Intelligent

Leai~s me on my own __lmy Around when

— —needed

Think of your co-workers In this volintary organization, What are they lik
most of the time? " In'the blank beside e3ch Word Iven below, Wrlte:)

N for ‘n’!.,:’fi": oot RESTES T S S kers

.'.'
___Stimulating ___Boring ___sbw
___Ambitious __ Stupld ___ Responsible
__ Fast ___Intellfgent ___Easy to meke enemles
___Talk to much ___Smart __ley
___Unplessant ___Ho privacy __Active
___Narrow interests ___loyal ___Hard to meet
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How often does your Immedlate supervisor en ngm; In the luuawh?I behaviors?  Please think of your

current supervisor only. I{ you mare u\ls repizatlon piease doscribe,
"With ‘whom (uu work ‘most (r:q'uenlly A supervisor 15 in’the orgenization to whom
repart d, Mo, makes Your work assimments.
4 eavsee, eesase

MY IMMEDIATE SUPERVISOR..

ALWAYS OFTEN SOMETI SELDOM  NEVER

gives vague explanations of what Is expected of
me on my

Job. 1 1 3 4 5
gives me unclear goals to reach on my fob. 12 3 « s
lains the level of performance that Is
pested oF e of perfor 1 2 3 N s
ts me know what Is consider -
gr‘n‘"ﬂ”@. . considered good Job per 1 1 3 4 5
ki tradlet its abouf
makes contpadictory satements abut vt s L . s . s
explains the quality of work that Is expected
of me. i 2 3 4 5
explains what Is expected of me on my job. 1 2 4
tells me the performance goals for my kb, 1 v
ives 11 tandards to t
flyes vegve qunlty standards to meet on my . ) . . .
helps make working on my kb more pleasant. 12 3 « s
says things to hurt my personal feelings. 1 2 3 4 s
considers my personal feelings before acting. 1 2 3 4 H
Inl In: friendly ki lationship with
ml talns a friendly working rel ip N 2 N 4 s
behaves In e hich s toughtfal of
personal needas e s thoughtfol of my 1 2 3 4 5
boks aut for my personal velfare. 2 ) s
es personal avors for me. P 1 s
does things to make my job less pleasant, 1 2 3 4 5
treats me without considering my feelings. 1 2 3 4 5
shows respect for my personal feelings. 1 2 3 4 5
awids doing personal favors for me. 1 2 3 4 5
acts without considerlng my feellngs. 12 ) s
acts rucely tovards me. 12 3 i+ s
tells me how 1 am to go about dolng my Job 1 2 3 4 5
tells me the methods | am to use In performing
my Job. 12 3 4 s
it t and latic
e AR Sy oo regulations 1 2 3 4 s
developes procedures to gulde my work. 1 2 3 4 5
shows me how to do my job. 1 2 3 L) 5
let to decide ho
Jeaves e alone 0 decide how 10 perform . . s . s
ks to follos dard rules and regulati
fR¥Glhg m ‘o Sancard v egulations 2 3 + s
let de thods fc
cbl;[mmy ”Vg'fv Y om me or 1 2 3 4 5
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MY IMMEDIATE SUPERVISOR.

ALWAYS ~ OFTEN SOMETIMES SELDOM NEVER

£Plains to me how my kb should

1 2 3 4 5
gﬂ! me _Instructions on hory to
my job. 1 2 3 4 5
e '
Jeayes me o develp my own vays A . s . .
iy 't how 1
s e conplete rescom n how L . s . .
1 les and i to guide
“ - l‘vhmm, Job. regulations L 1 2 3 4 5
Lets me decide how to do my Job. 1 2 3 4 5
decldes how 1 am to & my fob. 1 2 3 i 5
& et
O e Torming ey oy oMM procedures 1 2 3 4 s

epegurages s lo develp my ovn methods

of doing my 1 2 3 4 5
tells me meuy what tasks 1 am to

perform. 1 2 3 ‘ 5
puts me on specifie jobs. 1 2 3 . H
gives me general work assignments. 1 2 3 ‘ 5
gives me narcow ob sssignments. 1 2 3 ‘ s
tells me what tasks my job Involves. 1 2 3 ‘ s
glves me broad job assignments. 1 2 3 ‘4 s
carefully defines what jobs 1 am to do. 1 2 3 ‘ H
gives me vague work sssignments. 1 2 3 ‘ 5
fiies me conplete freedom to work e ' . s
glves me specific work assignments. 1 2 3 ‘ s
spec"lu what tasks 1 am to perform. 1 2 3 ‘ s
ets mp decide what speciflc utles ' ) ) A s

Think about all the activitles you sre involved with In this wluntary organization. How
satlsflied ace"you with (e opportunities tat the Work provides you'tn (e olioming

Nelther
— satisfled
o
Satisfied Dissatisfled Disshiistled

The chance to try out some of my own Ideas. 1 2 3 4
The chance 1o do the kind of work
I & best. 1 2 3 4 5
The chance to be sible for plannl
work. respon or plaming my 1 7 3 4 5
The chance to do different things form time to
time, 1 2 3 4 H
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ither
VERY Satlsfled VER!
Satlsfled Dissatisfled l)lﬂ\h“eﬂ
The chance to try something different. 1 2 3 4 s
ke
Tofchance to make best use of my L . . . .
‘The chance to try thods of dol the
Job, e fo oy my onm el e 1 1 3 ‘ s
of abi]
Rﬁﬁlﬂummhmu my abilities and N 2 3 . s
1 the

&‘ feeling of accomplishment | get from 1 N 3 . s

fiesd the, following statenents which describe you t Iy thls organization.
ndlcate ow you Teel sbout your work and o3y s s |Im by circling the
fumber which re ﬂtc s Your amount of agreement/dlssgreendit. Mith the’ siaiencet 8 It per-

Weter
SUPEY  pges  Disaee  Dismgree Do

1 feel certln about bow much autorlty . . s . s

DRSS Tagnts Blapmed goals and 1 1 3 4 s

o things that should be done
ffirady tie . 1 2 3 4 5

snder Incompatible policies and
BlSineS

1 2 s 4 s

lh’n"“ﬂ\l.ﬂw divided my time .

broperly 1 2 s . s

L el sty witeut the man-

recelye assigunents w A . . . .

1 s tat ny responsblles are. 1 2 s 4 s

1 have o buck or pollcy In orde

Loy ot i et o 1 3 ] s

1 lnow exactly what Is expected of me, 1 2 3 4 s

1 recelve_incompatible requests from ¢

or'Tare pecpler D¢ fequests from two -y 2 s ‘ 5
| ffment without sdeate

teSSiees e maTorns 10'tmat oy 1 2 3 ‘ s

anation 1s clear of what be

Ehevation Is clear s to 1 1 s ‘ s

1 work on unecessary things. 1 2 s . s
to k.

1Ll to work under vague directives or A . s ' s
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le | k with have trouble
gellml:nz {ogethor with each

1 2 3 1 s
My peers are relisble and trustworthy. 1 2 3 4 5
e S 19 0%, Eyariendl, stmosphere 1 2 3 4 s
i T taeperete Mith me (n 1 2 s s s
There s friction between my peers and L . s . s

good deal of
u?a"““ D Te e 5 Shae® 1 2 3 N s
T peple 1 vork with work well

1 bave good relations with my peers. 1 2 3 4 5

.
Read the following statements sbout why & person does wlunteer work. Indlcate phether you
agree or disogree with the statements by cireling the number which indicates your level of

esoliCEMmENt OF dln‘reemera

Nelther
Strongly Agee Strongly
D I
Iokinteors vork because 1 simustes Agrse’ Agree Dimgren  Dlsagree  Disagree
and challen 1 2 s . s
Volunt because the physical
working & "Txt‘m prra it 1 p s 4 s
Volunteers tk harder [f more o
the expense :‘“\‘.mr“:’m A ing o hnteer
WOk vere reim 1 2 s . s
Volmteers work becaus Ivays know
exactly what 13 expected o vme’ 1 ! ) ‘ s
Volurt  because o the felen)
YR R mehere T e orpentsaion) 1 2 3 ' s
Volunteers work because they can get
recognition Tor  outstanding S0k, ° 1 2 3 N 5
Vot & because they can make
thelr ow decisi ory i thers T
Minimum of - Superv 1 p 3 ‘ s
! K because the
STy ety el Tt 1 2 3 4 s
ot K because It will hel
T e P Snployments © 1 ? 3 . 5
unt because It makes them
Yfe‘l"lfﬁ‘ugr\;ul?eﬁme the ‘Best
Zan possivly be 1 p 3 \ s
Tohmters . bemss
el Teal skills and capaciiles. 1 2 3 4 s
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Btr St
horeY agres  DiCvee Dissgres  DISob

Yolunteers work because of the al

interaction the work provides.. 1 2 ) ' s
Vﬂlm'ﬁr! work because they can take

pride what they do. 1 2 3 4 5
YVolunteers work becat the

accomplish great things, 0 o 1 2 3 4 s

ake & moment 1o compare yourself with the leader of your work group. Mark the descriptive phrase
whlch best conpares your iralaing. expericnoe; and overall Sbilty o D of $our Superviser I UHS
organization. " Place n "X In e DOk wHIGh represents.the corfect answer:

wlm%p‘&ﬁd to you, how much tralning has the leader had for dolng the work he/she does In the

/ / 1 / / /
o e ke e

tralning
2, Compared 10 you, how much experience has the leader had ln colng the work they @ In the

‘ / 4 /L /1 /
at all cpatinence of Gperience perence

3. Compared to you, how much overall abllity coes the leader have for doing the work they do In the

organization?
‘ur‘wsr’ 1 /A I / /
1 “ESTEiMy— SO URSame—  gremter wpiity—
Ability amount of Ability aility

15 R SRS hepsenent DU ol lsmenty

PO R B

My ebilities are very high for the job I do In this organization.

i
Strongly agree Aree Agred ot Dlsagree Dissgree  Strongly Disagree
1 2 3 4 5

thout the direction of tzation, 1 would
mlh“ol’ vuluerig 3; \:'E:l;.mhemgnh this organ n, 1 would be wnable to accomplish very

1 2 3 4 s

1f 1 were not satisfied with the leadership In this organization I would leave the organizrtion.
1 2 3 4 5

T am dissutistled with the leadership In this orgentzation.
1 2 3 4 5
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ollowing section contalns several, statements sbout Ufe In general,  Ploase read each statement
mre ully ‘an nd only once. Clrcle he mumber representing your Sgreement/dlsagreement. with the

Nellhel'

ongly Strongly
m DI Disagr
Qpedlence and reﬂnfl for autharity are M Agree  Disiree Dsgres e
the most inpartant, for an orgen
to’ funetion proper 1 2 3 ‘ 5

nat this country netds most, morg. than
ws and gclluull programs, ls a few

geous, tirele & Jeaders in

ﬁgrm. e e Il’undl faith, 1 2 3 4 5
Fo MI’IMI rson uﬂﬂd think of

hurting 8 close friend of relatives 1 2 3 4 5

s o A 1 2 3 4 s

s bad manners, habits,
...X° m:edin&um rardy ¢ expect’ 10 get

1 2 3 4 5
AJI lnsun to our honor should always be

1 2 3 4 5
'ﬂE! 1s _hardly thi o than
person who dobs mot 'r'é'l o preat ove,
Pratitude, and lespec s pmms 1 2 3 4 5
Most of our soclal
solved If we mnld menn El l’!‘d 0'
B Tamoral, Sooked, end r!.oxmlmea 1 2 3 1 5
people
1f people would talk less and work more, .
evePybody would be better off, 1 2 3 1 5
No weskness or dl"kﬂllly mn )nld us
Dack T Ve have encug 1 2 s . s
People be divided I listinct
eh?s:’.mn VMHKG lW d! Inct 1 2 3 ‘ s

Out of the following Plr! of Statements ploase clrcle the leter beslde the statement tat
yuu iy b to mark the one you !clmlly elieve to e
rie "ot "‘f B0k you should Shoose or"the o Jou| vould I This
18 measure ‘ol personal bahiet . Omoush there 15 1o :1gm wrong an:

EXAMPLE: CAHI le to do thi .
O R TR R R K L —

be

esesrnssresnarses

1. a. Promotions are earned through hard wark Istence.
B R prometed o ealy s matter BT befng £ TR oSkter than the next gus.
2. 8. Succeding In your chosen occupation 1s malaly a matter of sclal contacts--knawing
e gt pecole
b. §iiceeeding’ In your chosen profession Is a matter of personal competence--how much you

3. 8. Adhleying o successful martlege depends on the evotlon end commitment of both part-
oo T st i lmpé'mm element In & happy marrlage s belng hiky enough to marry the

!
4o e s ity to i that you can ceatly change another person's basie atttudes.
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S B Iy e e B RO SRR 2 b,

s !ll'”mﬂgu%’mmn"”;p" X, PSR B0 and get then to o what you
T b R Wl DG TRl Al I ke el R et
8§ e S ot vt Ieppens © me s probaly o mater of chane.

IM ‘master of
3 with e Is & still that 5
: B o B e S o st S Pt
10, o(“u major reasons why we have wars Is because people con't take enough interest
e T claya bo wars, o matte bow hard people try 1o prevent them.

1. a. A3 far a3 morld affairg are concerned, most of us are the victims of forces wo can
[ether understand, roe control.
b.l‘n'lhvbv,h*r Ppecple are responsible for bed government on & national as well
13, a. By taking an active part in political end soclal affairs the pecple can eontrol world
h.mwrlﬂhmb]l(wmhhwu!uduﬂ\hmlmulﬂmlmm

1. 1 certain tha e them work.
ol RN T RN o R o R e B
l low] state s '3 It
&nruz iy Lologrg Stenents shuut the haracerates of (e rkesy vk you & In
FR R
i’ o =
How much varlety Is thete In your fobt 1 2 s 4 s
o much bt 1o ®
low m If! PI your omn to 1 N s N s
ll &
hrough m%“‘uh. orejects or ke 1 1 s 4 s
t xtent fid, ot P et
:
YW ﬁ doing WI Job as 1 M s . s
tunlt ther
mem yu'-’ T o e kp
1 1 s 4 s
it mmm'fug*r‘n s won your 1 3 s 4
How repetitious are your dutlest 1 1 s ‘
what extent ere you able to
o
b Your o T e 1 1 3 4 s
tunity
1o tal
mns‘x 'h amnu S IR e Ry . . . . .
To_ what desling with othes
ot g ' 1 1 3 . s
"How similas the tasks form In
2 plcal mork cayy o Y perform 1 1 3 ‘ s
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i k2 e
T R0k g wervior on fow 1 1 3 . s

ki Vo Voo
Erlendshlp from my co-vorkers 1 2 s l s
oo cpsortanity o talk to obers on . . . . s
Dereri agy o 0 4 mumber of I 1 s ‘ s

The freedor tty much what .
M"m‘,w‘w et 1 1 3 ‘ B

n'm:ﬂ“ h"'n':‘uu o e

1 1 3 4 s
mwnol-rlnymmyhh 1 i f ‘ s
The tuni out how well
T gty to td well 1 am . . . . .
f
The cppertnlty for Independent thooght . . . . .
The opportunity to conplete work I start 1 2 3 . s
fee]l mo
TRrorming b o ety om 1 1 s ‘ s
The cgportunlty 1o ey Irlend-
e Aoty o deweip ab-. elend A . s ' .
Meeting with others fn my work. 1 1 3 ' s
control 14
The,control 1 have orer the pace of my . . . . s
The tunity to 1
bqumf-'eu'-’n U A% & . . s . .
1 feeba e f
mwm:" e o Yo sperer ™™ 1 1 3 ‘ s

i n““"\nﬁ"mu i F’f'm glnu:rfrl;h it e,
PO % S SRted et v, Jors

What gender are yout Mals | Femals
What is your eget
Please Indicate the highest level of education you have reached, Indicate cnly cne category.

] m:..ul- from high school fradated trom eollege
P ot 3:0 —om mJ“n Nasters nqm
" attended P—

o

Pleass Indlcate the category Which represents your gross family Income.,

less than 15000 iy .m
15000 o 2,899 svunms

15,000 o 34, 0 and over
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How long have you worked as a volunteer?
Do you plan 1o quit coing volunteer work for this organization?

yes —m
Are you, In general, dissatisfled with the quality of the leadership In this organization?

Yes No
How long have you been a wolunteer for this organization? Years Months

How many hours per week do you do volnteer work?
What percentage of this time s ment in work for this organization?

THANK YOU FOR YOUR TIME AND CO-OPERATION IN FILLING OUT THIS QUESTIONNAIRE.
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