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CHAPTER I

INTRODUCTION

" N o th in g , in  my o p in io n , is  more d e s e rv in g  o f our 
a t t e n t io n  than th e  i n t e l l e c t u a l  and m oral a s s o c ia t io n s  
o f A m e ric a . The p o l i t i c a l  and i n d u s t r ia l  a s s o c ia t io n s  
o f  t h a t  c o u n try  s t r i k e  us f o r c ib ly ;  bu t th e  o th e rs  
e lu d e  our o b s e rv a t io n s , o r ,  i f  we d is c o v e r  them, we 
u n d ers tan d  them im p e r f e c t ly ,  because we have h a rd ly  
e v e r seen a n y th in g  o f  t h a t  k in d . . . . I n  d e m o c ra tic  
c o u n t r ie s ,  th e  s c ie n c e  o f  a s s o c ia t io n  is  th e  m other o f  
s c ie n c e ;  th e  p ro g re s s  o f a l l  th e  r e s t  depends upon th e  
p ro g re s s  i t  has m ade."

de T o c q u e v il le  (1 9 6 4 : 185)

J u s t i f i c a t i o n

The words o f  de T o c q u e v i l le ,  a lth o u g h  n e a r ly  150 y ears  

o ld ,  p ro v id e  in s ig h t  in t o  th e  need fo r  u n d e rs ta n d in g  v o lu n ­

t a r y  a s s o c ia t io n s . A s c i e n t i f i c a l l y  based com prehension o f  

v o lu n ta ry  a s s o c ia t io n s  is  im p o rta n t f o r  th re e  reaso n s . 

F i r s t ,  v o lu n ta ry  groups p la y  a m ajor r o le  in  th e  Am erican  

s o c ia l  and economic system s. Second, th e re  is  c u r r e n t ly  

l i t t l e  u s e fu l e m p ir ic a l ly  based o r g a n iz a t io n a l  knowledge  

about those a s s o c ia t io n s . F i n a l l y ,  in fo rm a tio n  about 

le a d e r s h ip ,  c o l le c te d  from  v o lu n ta ry  gro u p s , co u ld  le a d  to  

more a c c u ra te  th e o r ie s  about le a d e rs h ip  in  a l l  o rg a n iz a ­

t io n s .
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Im p o rta n c e  o f  V o lu n ta ry  
O rg a n iz a t io n s

T h is  n a t io n ’ s v o lu n ta ry  o rg a n iz a t io n s  en joy th e  su p p o rt  

o f ro u g h ly  37 m i l l io n  Am ericans who v o lu n te e r  to  work in  

some c a p a c ity  to  f u r t h e r  th e  g o a ls  and o b je c t iv e s  o f those  

o r g a n iz a t io n s  (S e lb y , 1978 : 9 2 ) .  E ig h ty - fo u r  p e rc e n t o f the  

a d u lt  p o p u la t io n  donates  e i t h e r  money, t im e , o r goods to  

v o lu n ta ry  a s s o c ia t io n s  (G a l lu p ,  1 9 7 9 ) .  V o lu n ta ry  groups  

account fo r  more than 80 b i l l i o n  d o l la r s  o f  our an n u al eco­

nomy ( F i l e r  Com m ission, 1 9 7 9 ) .  One study concluded th a t

th e r e  a re  "m ore than 20 m i l l io n  Am ericans as members o f  

m ajo r f r a t e r n a l  o rd e rs , a lm o st 20 m i l l io n  w orkers in  t ra d e  

u n io n s ; o ver 1500 n a t io n a l  t ra d e  a s s o c ia t io n s , and more than  

4000 d i f f e r e n t  chambers o f  commerce across the U n ite d  S ta te s  

(W ile n s k y , 1961: 2 1 5 ) .  In  f a c t ,  th e re  may be as many as 

seven m i l l io n  v o lu n ta ry  groups in  th e  U n ite d  S ta te s

(N ie ls o n ,  1 9 8 0 ) .  V o lu n ta r y , n o n - p r o f i t  o rg a n iz a t io n s  a re  

becoming in c r e a s in g ly  im p o rta n t in  contem porary Am erican  

l i f e ,  " in d e e d , v o lu n te e r in g  as we now understand  i t  is  such  

an in t e g r a l  p a r t  o f  Am erican l i f e  t h a t  we can s a fe ly

co n c lu d e  th a t  eve ry o n e , a t  some tim e  o r an o th er in  h is  o r

her l i f e  is  a v o lu n t e e r ."  (V o lu n te e r in g ,  19 7 9 -1 9 8 0 : 4 ) .

In  a d d it io n  to  th e re  b e in g  a p le th o ra  o f  v o lu n ta ry  

o r g a n iz a t io n s ,  many v o lu n ta ry  a s s o c ia t io n s  a re  becoming  

q u ite  la r g e .  For exam ple , th e  gross annual re c e ip ts  o f  th e  

U n ite d  Way ag e n c ie s  would p la c e  them w ith in  th e  top 200 o f
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th e  F o rtu n e  500 com panies; and one v o lu n ta ry  group ( th e  YMCA) 

would be ranked as th e  e ig h th  la r g e s t  h o te l ch a in  in  the  

n a tio n  (B a k a l,  1 9 7 9 ).

V o lu n ta ry  a s s o c ia t io n s  make up a m ajor p o r t io n  o f  

Am erican s o c ie ty  and c o n tr ib u te  a s ig n i f i c a n t  amount to  the  

economy. No o th e r s e c to r  which c o n tr ib u te s  as much and 

in c lu d e s  so many o rg a n iz a t io n s  has been examined to  a le s s e r  

d e g re e .

V o lu n ta ry  O rg a n iz a t io n  
Knowledge

The 1970* s m arked^a re n a is s a n c e  o f in t e r e s t  in  v o lu n ­

ta r is m  in  A m erica . In  1973, Congress passed the  V o lu n ta ry  

S e rv ic e s  A c t, ACTION was c re a te d , and n a t io n a l v o lu n te e r  

s e rv ic e  program s were launched fo r  th e  e ld e r ly ,  r e t i r e d  

b u s in ess  e x e c u t iv e s , and s tu d e n ts . In  1974, th e  S o c ia l  

S e c u r ity  A ct was amended to  encourage s ta te  governm ents to  

use v o lu n ta ry  a s s o c ia t io n s  and v o lu n te e rs  to  d e l iv e r  s o c ia l  

s e r v ic e s .  By 1977, many s ta te  governm ents had e s ta b lis h e d  

o f f ic e s  fo r  v o lu n ta ry  a c t io n .  In  March 1 978 , th e  C a r te r  

a d m in is t r a t io n  announced an Urban P o l ic y ,  c a l l in g  fo r  the  

a c t iv e  in v o lv e m e n t o f  v o lu n ta ry  a s s o c ia t io n s  in  the  r e v i t a ­

l i z a t i o n  o f Am erican c i t i e s  and Ronald Reagan has emphasized  

th e  r o le  o f  v o lu n ta ry  a s s o c ia t io n s  in  r e p la c in g  government 

program s which were c u t back under th e  a d m in is t r a t io n ’ s 

budget c u t t in g  program . D uring  t h is  p e r io d , l i t e r a t u r e  and 

t r a in in g  programs about v o lu n ta r is m  f lo u r is h e d .  However,
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l i t t l e  e m p ir ic a l re s e a rc h  has been done con cern in g  manage­

ment o f v o lu n ta ry  a s s o c ia t io n s . As Smith and Freedman 

(1 9 7 2 : 2 3 3 ) p o in t  o u t:

. . . t h e r e  has been c o n s id e ra b le  in v e s t ig a t io n  o f  
v o lu n ta ry  a s s o c ia t io n s , b u t th e  o v e r a l l  r e s u lts  
a re  u n s a t is fy in g .  Much o f  th e  re s e a rc h  has been 
c ru d e . G e n e r a liz a t io n s  have been made on the  
b a s is  o f  ve ry  l im i t e d  sam ples and in a d e q u a te  
m easuring in s tru m e n ts . R esearch ers  have o fte n  
f a i l e d  to  c o n tr o l  v a r ia b le s ,  and th e re  has been 
alm o st no a tte m p t to  d e ve lo p  t h e o r e t ic a l  p ro p o s i­
t io n s  w hich can be o p e r a t io n a l iz e d  and te s te d .

P r a c t i t io n e r s  o f  management in  v o lu n ta ry  a s s o c ia t io n s  

tend  to  g e n e r a l iz e ;  i . e . ,  what is  e f f e c t iv e  in  p r o f i t  

o r ie n te d  o rg a n iz a t io n s  w i l l  be e f f e c t iv e  in  v o lu n ta ry  non­

p r o f i t  o r g a n iz a t io n s . Some in d iv id u a ls  a re  b e g in n in g  to  

q u e s tio n  th e  g e n e r a l i t y  o f p r o f i t - o r ie n t e d  m a n a g e ria l p ra c ­

t ic e s  fo r  n o n - p r o f i t  o r g a n iz a t io n s . S c h e ie r  (1 9 7 8 : 5)

p o in ts  out t h a t  th e  in e f fe c t iv e n e s s  o f  many v o lu n ta ry  asso­

c ia t io n s  may be the  le g a c y  o f  a tre n d  in  modern v o lu n ta ry  

o r g a n iz a t io n  le a d e rs h ip  tow ard the a d a p ta t io n  o f concepts  

and methods from th e  p a id  work w o rld  w ith o u t c o n s id e rin g

th e  " s p e c ia l  g e n iu s "  o f  th e  v o lu n ta ry  w o rld . Recent concep­

t u a l  and e m p ir ic a l s tu d ie s  (Gatewood and L a h i f f ,  1977; 

Newman and W a lle n d e r , 1978; Mason, 1979) have shown 

th a t  th e re  may in d eed  be s ig n i f i c a n t  management r e la te d

d if fe r e n c e s  between p r o f i t  and v o lu n ta ry  o r g a n iz a t io n s . As 

one b eg in s  to  exam ine th e  d i f f e r e n c e s ,  i t  becomes c le a r

t h a t  e m p ir ic a l re s e a rc h  focused on th e  s p e c i f ic  aspects  o f  

management o f v o lu n ta ry  a s s o c ia t io n s  is  n e c e s s a ry .
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E m p ir ic a l re s e a rc h  co n c e rn in g  management o f  v o lu n ta ry  

o r g a n iz a t io n s  is  b e g in n in g  to  em erge. R e c e n t ly ,  s tu d ie s  

have exam ined o r g a n iz a t io n a l  e f fe c t iv e n e s s  (Webb, 1 9 7 4 ] ,  

p la n n in g  (M c In to s h , 1968; B ix le r ,  1970; Ruoss, 1 9 7 2 ] , s t r a ­

te g ic  p la n n in g  and o r g a n iz a t io n a l  c h a r a c t e r is t ic s  

( C r i t te n d e n ,  1 9 8 2 ) , and o r g a n iz a t io n a l  s t r u c tu r e  and norms 

(P e a rc e , 1 9 7 8 ) .

Many a re a s  r e la t e d  to  th e  management o f v o lu n ta ry  asso­

c ia t io n s  have not y e t been exam ined . One a re a  which is  

im p o rta n t to  th e  e f f e c t i v e  and e f f i c i e n t  u t i l i z a t i o n  o f th e  

manpower in  any o r g a n iz a t io n  is  le a d e r s h ip . L e a d e rs h ip  

knowledge in  g e n e ra l,  and knowledge o f le a d e rs h ip  o f  v o lu n ­

t e e r s  can be expanded by exam in ing  th e  process in  v o lu n ta ry  

g roups.

L e a d e rs h ip  in  V o lu n ta ry  
O rg a n iz a t io n s

The a re a  o f  le a d e rs h ip  in  v o lu n ta ry  o rg a n iz a t io n s  has 

been th e  s u b je c t o f  l im i t e d  e m p ir ic a l re s e a rc h  to  d a te .  

Those s tu d ie s  th a t  do address le a d e rs h ip  tend to  do so by 

t r e a t in g  le a d e rs h ip  as a u n iv e r s a l co ncept (O ’ C o n n e ll, 1976 )  

or by fo c u s in g  on le a d e rs h ip  s ty le s  t h a t  were s u c c e s s fu l in  

a s in g le  o r g a n iz a t io n .  Much o f t h is  l i t e r a t u r e  in d ic a te s  

th a t  th e  a p p ro p r ia te  le a d e rs h ip  s t y le  ( in  term s o f  v o lu n te e r  

s a t is f a c t io n )  f o r  v o lu n ta ry  o rg a n iz a t io n s  is  r e la t io n s  

o r ie n te d  (S c h e ie r ,  1978; S te n z e l and Feeney, 1 9 6 8 ) .  

R e la t io n s -o r ie n te d  le a d e r  b e h a v io rs  em phasize concern fo r
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v o lu n te e r  m o ra le , be in g  f r i e n d ly  and a p p ro a c h a b le , and 

p ro v id in g  an in t e r e s t in g  work e n v iro n m e n t.

The id e a  th a t  r e la t io n s - o r ie n t e d  le a d e rs h ip  is  th e  most 

e f f e c t i v e  appears  to  be based on th e  b e l i e f  th a t  a r e la t io n s  

o r ie n te d  approach w i l l  le a d  to  h ig h e r le v e ls  o f  v o lu n te e r  

s a t is f a c t io n  and p e rfo rm a n c e . V o lu n te e r  a d m in is t ra to rs  a re  

h e s i t a n t  to  e x e rc is e  a g re a t  d e a l o f c o n tr o l over v o lu n te e rs  

or h e a v i ly  em phasize th e  ta s k  ou t o f fe a r  o f lo s in g  vo lu n ­

t e e r s .  W ith o u t th e  p e rc e iv e d  power o f money as a rew ard , 

th e  manager o f  a group o f v o lu n te e rs  assumes th a t  th e  v o lu n ­

te e r s  w i l l  n o t s ta y  in  th e  o rg a n iz a t io n  excep t fo r  s o c ia l  

reaso n s (L a C o u r, 1 9 7 7 ) .  T h is  reaso n in g  is  based on the

assum ption  th a t  in d iv id u a ls  v o lu n te e r  ou t o f a need fo r  

group a s s o c ia t io n ,  in te r p e r s o n a l  r e la t io n s h ip s ,  and the

s h a r in g  o f  common e x p e rie n c e s  (s e e  B a r t l e t t ,  1959, M in n is ,  

1951; M oore, 1 9 6 1 ) .

R ecent re s e a rc h  (B o n je a n , Moore, and Macken, 1 9 7 7 ),  

how ever, in d ic a te s  t h a t  th e re  a re  s e v e ra l reasons fo r  mem­

b e rs h ip  and co n tin u e d  p a r t ic ip a t io n  in  v o lu n ta ry  o rg a n iz a ­

t io n s .  These reasons can be grouped in to  two broad

c a te g o r ie s  t h a t  r e la t e  to  s a t is f a c t io n  w ith  v o lu n te e r  work. 

These fa c to r s  a re  c o n te n t and c o n te x t (G id ro n , 1 9 8 3 ) .

C o n ten t fa c to r s  a re  those components r e la te d  to  th e  a c tu a l  

w ork; c o n te x t fa c to r s  a re  e lem en ts  r e la te d  to  th e  work 

s i t u a t io n .  V o lu n te e r  work is  p e rc e iv e d  as an exchange b e t­

ween th e  v o lu n te e r  and h is /h e r  work s i t u a t io n  (Kem per, 1980;
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Sharp , 1 9 7 8 ) ,  whereby tim e  and e f f o r t  a re  exchanged fo r  

s a t is f a c t io n s  and p s y c h ic  rew ards to  the  in d iv id u a l  

(Q u re s h i, D a v ie s , and C h a l l i s ,  1 9 7 9 ) . These s a t is fa c t io n s  

and p s y c h ic  rew ards come from areas  such as re c o g n it io n ,  

r e la t io n s  w ith  o th e rs , f u l l  use o f s k i l l s  and a b i l i t i e s ,  

s u p e r v is io n , w o rth w h ile  w ork , and p e rs o n a l grow th th rough  

h e lp in g  o th e rs  (s e e  H ad ley  and Webb, 1971; Deegan and N u t t ,  

1975; H i l lm a n , 1966; S c h w a rtz , 1966; Gandy, 1 9 7 6 ) .

A le a d e r  is  in  a p o s it io n  to  im pact both  co n te n t and 

c o n te x t fa c to r s  r e la t in g  to  s a t is f a c t io n .  Through h is /h e r  

b e h a v io rs  th e  le a d e r  can in f lu e n c e  the re c o g n it io n ,  

acco m p lish m en t, s u p e rv is io n  s t y le s ,  in te r p e r s o n a l r e l a ­

t io n s ,  s o c ia l  in t e r a c t io n ,  and tas k  s t r u c tu r e ,  th e re b y  

in f lu e n c in g  rew ard  fo r  ta s k  accom plishm ent. Leader b e h a v io r  

fo c u s in g  on r e la t io n s  o r ie n te d  b e h a v io r  may no t r e s u lt  in  

u n iv e r s a l ly  h igh  le v e ls  o f  s a t is f a c t io n  as assumed by many 

v o lu n ta ry  a c t io n  s c h o la rs .  S e v e ra l c o n tin g en cy  based 

th e o r ie s  (H ouse, 1971; F ie d le r ,  1967; Vroom and Y e tto n ,  

1973) d eveloped  from  re s e a rc h  in  the  f o r - p r o f i t  s e c to r  in d i ­

c a te  t h a t  s p e c i f ic  le a d e r  b e h a v io rs  a re  r e la te d  to  s a t is f a c ­

t io n  and p erfo rm an ce in  d i f f e r e n t  s i t u a t io n s .  No s in g le  

le a d e rs h ip  s t y le  is  a p p ro p r ia te  fo r  a l l  s i t u a t io n s .  I f  

r e s u l t s  from  th e  p r o f i t  s e c to r  a re  g e n e r a liz a b le  to the  

v o lu n ta ry  s e c to r ,  s p e c i f ic  s i tu a t io n s  would re q u ire  le a d e r  

b e h a v io rs  o th e r  than  r e la t io n s - o r ie n t e d  in  o rd e r to  have  

h ig h  le v e ls  o f v o lu n te e r  s a t is f a c t io n .  R e la t io n s -o r ie n te d

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



www.manaraa.com

b e h a v io r  may o n ly  s a t is f y  a p o r t io n  o f  th e  needs r e la te d  to  

v o lu n ta ry  p a r t ic ip a t io n .

R esearch c e n te re d  on le a d e rs h ip  in  v o lu n ta ry  o rg a n iz a ­

t io n s  should  be u n d e rta k e n  to  d e te rm in e  i f  th e  c o n tin g en cy  

th e o r ie s  o f  le a d e rs h ip  d eveloped  based on em ployees, r a th e r  

than  v o lu n te e r s , a re  a p p lic a b le  to  v o lu n ta ry  a s s o c ia t io n s .  

Such re s e a rc h  would be s ig n i f i c a n t  fo r  two re a s o n s . F i r s t ,  

i t  would p ro v id e  e m p ir ic a l ly  based ev id en ce  on th e  e f f e c t s  

o f v a r io u s  le a d e r  b e h a v io rs  on both  c o n te n t and c o n te x t fa c ­

to r s  r e la t in g  to  v o lu n te e r  s a t is f a c t io n  in  v o lu n ta ry  o rg a n i­

z a t io n s .  T h is  is  im p o rta n t because w h ile  peo p le  jo in  an

o rg a n iz a t io n  due to  a b e l i e f  in  i t s  pu rp o ses, th ey  rem ain  as 

w o rkers  s in c e  th e  e x p e rie n c e  s a t is f i e s  w o r k - r e la te d  needs 

t h a t  a re  n o t met o th e rw is e  (J e n n e r , 1981: 2 9 ) .  Thus, no

m a tte r  how com m itted v o lu n te e rs  a re  i n i t i a l l y ,  fa c to r s  in  

th e  work o r r e la te d  to  the  work they do must r e s u l t  in

s a t is f a c t io n  o f  t h e i r  needs o r they w i l l  le a v e  th e  o rg a n iz a ­

t io n .

Second, re s e a rc h  c e n te re d  on le a d in g  v o lu n te e rs  would 

p ro v id e  an e m p ir ic a l t e s t ,  in  a unique o r g a n iz a t io n a l

s e t t in g ,  o f a c u r r e n t  th e o ry  o f  le a d e rs h ip  based on re s e a rc h  

in  th e  f o r - p r o f i t  s e c to r .  V o lu n te e r  work is  d i f f e r e n t  from  

p a id  w ork . V o lu n te e r  work is  by d e f in i t io n  an a c t o f f r e e  

w i l l ;  in d iv id u a ls  engage in  and d is c o n t in u e  i t  a t  w i l l .  In  

p a id  w ork , by c o n t r a s t ,  th e  pay e lem ent re p re s e n ts  fo r  most 

peo p le  th e  n e c e s s ity  to  work (G id ro n , 1 9 8 3 ) . L o g ic a l ly ,  i t
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appears t h a t  a d i f f e r e n t  r e l a t i o n s h i p  w it h  the w ork place  

e x i s t s  in v o l u n t a r y  o r g a n i z a t i o n s .  Peo pl e must be s a t i s f i e d  

th rou gh  n o n - t a n g i b l e  b e n e f i t s  i f  they are  to c o n t in u e  to  

c o n t r i b u t e .  The p ai d  employee may t o l e r a t e  a bad work 

s i t u a t i o n  i f  t h e r e  i s  s u f f i c i e n t  re m u n e ra t io n  or  i f  t h e r e  

ar e  no " b e t t e r "  jo b s  e ls e w h e r e .  On th e o t h e r  hand,  v o lu n ­

t e e r s  may f i n d  a bad work s i t u a t i o n  r unn in g d i r e c t l y  c o u n te r  

to  the o n ly  m o t i v a t i o n s  which br ought them to  th e o r g a n i z a ­

t i o n  i n  the  f i r s t  p la c e  (Gamm and Kassab,  19 833 .

By removing the  s p e c t r e  o f  " f o r c e d  c o m p l i a n c e , "  the  

u n d e r l y i n g  c o n s t r u c t s  o f  l e a d e r s h i p  can be b e t t e r

un d er st o o d .  The g e n e r a l i t y  o f  an e x i s t i n g  l e a d e r s h i p  th e o ry

can be c l a r i f i e d  by e x p l i c i t l y  a n a l y z i n g  th e  th e o ry  in  a 

v o l u n t a r y  s e t t i n g .  The knowledge gai ned  can help in  the 

i n t e r p r e t a t i o n  o f  l e a d e r s h i p  f i n d i n g s  in  p r o f i t  o r i e n t e d  

o r g a n i z a t i o n s .

Summary o f  th e S i g n i f i c a n c e  o f  Research  
in  th e  V o l u n t a r y  S ec to r

The v o l u n t a r y  s e c t o r  i s  a d e s e r t  f o r  e m p i r i c a l l y  based 

management r e s e a r c h .  The growing impor ta nce  and s i z e  o f  the  

t h i r d  ( v o l u n t a r y  n o n - p r o f i t )  s e c t o r  demands re s e a r c h  a t t e n ­

t i o n .  Concern w i th  o r g a n i z a t i o n a l  a t t r i b u t e s  has become 

e v i d e n t  in  th e  l i t e r a t u r e  on v o l u n t a r y  o r g a n i z a t i o n s

( I l s l e y  and N e im i,  1 9 8 1 ) ,  however,  a " p a u c i t y  o f  da ta  on

v o l u n t a r y  o r g a n i z a t i o n s "  s t i l l  e x i s t s  (Kram er,  1981:  9 9 ) .  

V o l u n t a r y  a s s o c i a t i o n s  are s ea rch in g  f o r  p r e s c r i p t i v e  mana­
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gement p r a c t i c e s  s p e c i f i c a l l y  dev elo ped f o r  v o l u n t a r y  

o r g a n i z a t i o n s .  This  r e s e a r c h  would be an i n i t i a l  step in  

p r o v i d i n g  i n f o r m a t i o n  on l e a d e r  b e h a v io rs  and the s a t i s f a c ­

t i o n  o f  v o l u n t e e r s .

Working D e f i n i t i o n s  

S e v e r a l  terms t h a t  were used th ro u g h o u t  the course o f  

th e  study need to be d e f i n e d .  These terms i n c l u d e :  1)

v o l u n t a r y  o r g a n i z a t i o n ,  2)  v o l u n t e e r ,  3)  l e a d e r s h i p ,  4)  

l e a d e r .

V o l u n t a r y  O r g a n i z a t i o n s

Fox (1 9 5 2 )  d e f i n e s  v o l u n t a r y  a s s o c i a t i o n s  as p r i v a t e ,  

n o n p r o f i t  o r g a n i z a t i o n s  not  engaged d i r e c t l y  in  any a c t i v i ­

t i e s  t h a t  a re  f u n c t i o n a l  p r e r e q u i s i t e s  f o r  the on -goi ng  

s o c i a l  system; i . e . ,  no t  d i r e c t l y  produ c in g  goods or s e r ­

v i c e s .  S e v e r a l  o th e r  broad d e f i n i t i o n s  o f  v o l u n t a r y  o r g a n i ­

z a t i o n s  e x i s t  ( see  Smith and Freedman,  1 9 7 2 ) .  For the  

purposes o f  t h i s  i n v e s t i g a t i o n  a s p e c i f i c  o p e r a t i o n a l  d e f i ­

n i t i o n  was adopted f o r  use.  C r i t t e n d e n  (1 9 8 2 :  5) s t a t e s :

A v o l u n t a r y  o r g a n i z a t i o n  may be d e f i n e d  as an 
o r g a n iz e d  group o f  peopl e w i t h  membership open to 
th os e s h a r in g  common go a ls  or  i n t e r e s t s  in  which 
p e opl e become members by t h e i r  own d e c i s i o n .  The 
o r g a n i z a t i o n  i s  a n o n p r o f i t ,  non-govern men t , p r i v a t e  
group in  which v o l u n t e e r s  may se rv e  as d i r e c t o r s ,  
a d m i n i s t r a t o r s / s t a f f ,  o r  as r e g u l a r  members.
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V o lu n t e e r s

A v o l u n t e e r  i s  an i n d i v i d u a l  who i s  a member o f  a 

v o l u n t a r y  o r g a n i z a t i o n  who does not  r e c e i v e  compensat ion f o r  

s e r v i c e s  to  the o r g a n i z a t i o n .  The f o l l o w i n g  work ing  d e f i n i ­

t i o n  o f  a v o l u n t e e r  was s e l e c t e d  f o r  use in  t h i s  study  

[ C r i t t e n d e n ,  1 9 8 2 ) :

A v o l u n t e e r  i s  d e f i n e d  as any person who per fo rm s or  
g iv e s  h i s / h e r  s e r v i c e s  o f  t h e i r  own f r e e  w i l l  w i t h o u t  
e x p e c t a t i o n  o f  f i n a n c i a l  g a i n .  A v o l u n t e e r  can 
r e c e i v e  re im burse me nt  f o r  o u t - o f - p o c k e t  expenses  
and m i l e a g e .

Le a d e rs h ip

In  h is  re v ie w  o f  th e  l e a d e r s h i p  l i t e r a t u r e ,  S t o g d i l l  

(1 9 7 4 )  found e le v e n  s e p a r a t e  and d i s t i n c t  d e f i n i t i o n s  o f  

l e a d e r s h i p .  I t  was not  f e a s i b l e  to  examine a l l  e lev en  d e f i ­

n i t i o n s  in  t h i s  s tu d y ,  howev er,  a l l  e le v e n  d e f i n i t i o n s  were 

b u i l t  on th e  f o u n d a t io n  o f  one i n d i v i d u a l ,  th ro ugh  some 

method,  i n f l u e n c i n g  th e b e h a v io r  o f  o t h e r  i n d i v i d u a l s .  One 

o f  th e d e f i n i t i o n s  S t o g d i l l  examined seems to most c l e a r l y  

s t a t e  t h a t  p r o p o s i t i o n  and was,  t h e r e f o r e ,  used as the  

wor kin g d e f i n i t i o n  o f  l e a d e r s h i p  i n  t h i s  i n v e s t i g a t i o n .  The 

d e f i n i t i o n  was based upon one p r o v id e d  by F e i d l e r  ( 1 9 6 7 ) .

L e a d e r s h ip  i s  p a r t i c u l a r  a c ts  i n  which a le a d e r  
engages in  th e  cou rse  o f  d i r e c t i n g  and c o o r­
d i n a t i n g  th e  work o f  h i s / h e r  group members. Th is  
may i n v o l v e  such a c t s  as s t r u c t u r i n g  the work 
r e l a t i o n s ,  p r a i s i n g  or  c r i t i c i z i n g  group members,  
and showing c o n s i d e r a t i o n  f o r  t h e i r  w e l f a r e .
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Lea de r

Lea der s ar e those i n d i v i d u a l s  who a re  r e s p o n s i b l e  f o r  

and d i r e c t  th e a c t i v i t i e s  o f  i n d i v i d u a l s  and groups in o rg a ­

n i z a t i o n s .  The working d e f i n i t i o n  o f  a l e a d e r  in  v o l u n t a r y  

o r g a n i z a t i o n s  i s  based on the d e f i n i t i o n  developed by Pea rc e  

C1980:  8 6 ) .

Lea der s ar e  those i n d i v i d u a l s  h o ld in g  fo rm al  e l e c t e d  
or a p p o in te d  o f f i c e s  in  v o l u n t a r y  o r g a n i z a t i o n s .
These i n d i v i d u a l s  a ls o  have d i r e c t  s u p e r v is o r y  
r e s p o n s i b i l i t i e s  in  the  v o l u n t a r y  o r g a n i z a t i o n .

The d e f i n i t i o n  does not  in c l u d e  i n f o r m a l  le a d e r s  due to  the  

d i f f i c u l t y  in  d e t e r m in in g  who those i n d i v i d u a l s  were and in  

which s i t u a t i o n s  they were le a d e r s  o f  v o l u n t e e r s .

Summary

T h is  study was an at te m p t  to add to the c u r r e n t  body of  

knowledge r e l a t e d  to  v o l u n t a r y  o r g a n i z a t i o n s  and l e a d e r s h i p .  

S p e c i f i c a l l y ,  th e i n v e s t i g a t i o n  was an endeavor to  b u i l d  an 

und e rs ta n d in g  o f  l e a d e r  b e h a v io r  and v o l u n t e e r  s a t i s f a c t i o n  

i n  v o l u n t a r y  o r g a n i z a t i o n s .  Th is  was acc omplished by 

re v ie w in g  the l i t e r a t u r e  on le a d e r s h i p  re se a rc h  and vo lu n ­

t a r y  o r g a n i z a t i o n  s t r u c t u r e  (C h a p te r  n ) .  S p e c i f i c  hyp oth e­

ses based on the l i t e r a t u r e  re v ie w  were then developed and 

enumerated i n  C ha pt er  I I I .  U n i v a r i a t e  and m u l t i v a r i a t e  ana­

l y s i s  te c h n iq u e s  were used to  a n a ly z e  the r e s u l t s  o f  the two 

phases of  d a ta  c o l l e c t i o n .  Chap ter  IV  re p o r t e d  the t e s t s  o f  

th e  hypotheses r e l a t e d  to  o r i e n t a t i o n  and s i z e ,  and the
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r e l a t i o n s h i p  w i th  s t r u c t u r a l  c h a r a c t e r i s t i c s .  C ha pt er  V was 

devoted to the  a n a l y s i s  o f  the le a d e r  b e h a v io r  hypot hes es .  

S p e c i f i c  f a c t o r s  r e l a t i n g  to  v o l u n t e e r  s a t i s f a c t i o n  were 

det er m in ed  and r e p o r t e d  th rough the  use o f  a n a l y s i s  o f  

v a r ia n c e  and d i s c r i m i n a n t  a n a l y s i s .  I n t e r p r e t a t i o n  o f  th e  

r e s u l t s  o f  th e  d a ta  a n a l y s i s  p roc edu res  f o r  C hap ters IV  and 

V were d is cus sed  in  Ch ap te r  V I .  The f i n a l  c h a p te r  ( C h a p te r  

V I I )  summarized th e  r e s e a r c h  p r o j e c t .  S p e c i f i c  co n c lu s io n s  

were enum era ted ,  l i m i t a t i o n s  o f  th e study were examined,  and 

d i r e c t i o n s  f o r  f u t u r e  re s e a r c h  were p r o v id e d .

A broad range o f  d at a was c o l l e c t e d  i n  o rd e r  to  b e t t e r  

unders tan d v o l u n t a r y  a s s o c i a t i o n s  and s p e c i f i c  is s u e s  

r e l a t e d  to e f f e c t i v e  u t i l i z a t i o n  o f  v o l u n t e e r  manpower. An 

e f f o r t  was made to  p r o v id e  in f o r m a t i o n  which could  be used 

to r e f i n e  and expand un d e rs ta n d in g  o f  p r e v i o u s l y  d e f in e d  

l e a d e r s h i p  and s t r u c t u r a l  r e l a t i o n s h i p s  i n  both the  

f o r - p r o f i t  and v o l u n t a r y  s e c t o r s .
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CHAPTER I I

EXAMINATION OF RELEVANT LITERATURE

C ha pt er  I I  r e vi ew s  l i t e r a t u r e  t h a t  i s  r e l e v a n t  to the  

s t u d y .  The c h a p te r  i s  broken i n t o  two major  s e c t i o n s :  I )  A

r e v ie w  o f  th e development o f  v a r io u s  t h e o r i e s  o f  l e a d e r s h i p  

and; 2 ) a r e vi ew  o f  a v a i l a b l e  l i t e r a t u r e  d e a l i n g  w i th  the  

o r g a n i z a t i o n a l  s t r u c t u r e  and l e a d e r s h i p  s t y l e s  used in  

v o l u n t a r y  o r g a n i z a t i o n s .  Th is  re v ie w  o f  th e l i t e r a t u r e  w i l l  

s er ve  as th e  b a s is  f o r  th e development o f  the  l e a d e r s h i p  

hypo theses  and hypotheses r e l a t e d  to  f u n c t i o n ,  s i z e ,  and 

o r g a n i z a t i o n  s t r u c t u r e  enumerated in  Ch ap te r  I I I .

L e a d e rs h ip  Th e o r ie s  

There ar e  t h r e e  b a s ic  c a t e g o r i e s  o f  l e a d e r s h i p  t h e o r i e s :  

t r a i t ,  b e h a v i o r a l ,  and s i t u a t i o n a l .  T r a i t  t h e o r i e s  a t t e m p t  

to d e f i n e  a s e t  o f  t r a i t s  or  i n d i v i d u a l  c h a r a c t e r i s t i c s  t h a t  

d i s t i n g u i s h  s u c c e s s fu l  f rom un su c c e s s fu l  l e a d e r s .  

B e h a v i o r a l  t h e o r i e s  focus on what  the  l e a d e r  does,  no t  who 

th e  l e a d e r  i s .  S i t u a t i o n a l  t h e o r i e s  examine the complex  

r e l a t i o n s h i p  between the l e a d e r ,  s u b o r d in a t e s  and the  

s i t u a t i o n .  A s i t u a t i o n a l  th e o r y  ser ve s as th e b a s is  f o r  

t h i s  r e s e a r c h .  Each o f  the major  c a t e g o r i e s  o f  l e a d e r s h i p  

i s  re vie we d  in  t h i s  c h a p t e r .

18
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T r a i t  T h e o r ie s

The develo pment  o f  the pers o n n e l  t e s t i n g  component o f  

s c i e n t i f i c  management su ppor ted to a s i g n i f i c a n t  e x t e n t  the 

study o f  t r a i t  t h e o r i e s  o f  l e a d e r s h i p  ( S t o g d i l l ,  1974:  4 ) .  

Most e a r l y  r e s e a r c h e r s  used the newly develo ped  t e s t i n g  

t e c h n iq u e s  in  an e f f o r t  to i d e n t i f y  and c a t e g o r i z e  the 

t r a i t s  which were common in  " g r e a t  men" o f  the day .  

R e s ea rch ers began an e x h a u s t i v e  search to i d e n t i f y  

b i o g r a p h i c a l ,  p e r s o n a l i t y ,  e m o t i o n a l ,  p h y s i c a l ,  i n t e l l e c ­

t u a l ,  and o t h e r  p e r s o n a l  c h a r a c t e r i s t i c s  o f  s u c c e s s fu l  

l e a d e r s  ( S z i l a g y i  and W a l l a c e ,  1980:  2 7 9 ) .  In  a re vi ew  o f  

the r e s e a r c h  s in c e  19 4 8 ,  S t o g d i l l  ( 1 9 7 4 )  i n d i c a t e d  t h a t  such 

s t u d i e s  had d e a l t  w i t h  th e  f o l l o w i n g  l e a d e r  t r a i t  

c a t e g o r i e s :  ( 1 ) p h y s i c a l  c h a r a c t e r i s t i c s ;  ( 2 ) s o c i a l

backg round; ( 3 )  i n t e l l i g e n c e ;  ( 4 )  p e r s o n a l i t y ;  ( 5 )  ta sk  

r e l a t e d  c h a r a c t e r i s t i c s ;  and ( 6 ) s o c i a l  c h a r a c t e r i s t i c s .

Even w i t h  s t u d i e s  su p p ly in g  i n f o r m a t i o n  in  so many c a t e ­

g o r i e s  o f  p e r s o n a l  t r a i t s ,  r e s u l t s  have not  i n d i c a t e d  a 

c l e a r  p r o f i l e  o f  th e p e r s o n a l  c h a r a c t e r i s t i c s  o f  e f f e c t i v e  

l e a d e r s .  A l tho ugh  some t r a i t s  appear to  d i f f e r e n t i a t e  

e f f e c t i v e  and i n e f f e c t i v e  le a d e r s  t h e r e  s t i l l  e x i s t  many 

c o n t r a d i c t o r y  re s e a r c h  f i n d i n g s  (Gi bso n ,  I v a n c e v i c h ,  

D o n n e l l y ,  1979;  H o l l a n d e r  and J u l i a n ,  1 9 6 9 ) .

T her e a re  s e v e r a l  reason s why the t r a i t  approach to the  

study o f  l e a d e r s h i p  has not  proven e f f e c t i v e .  Each ye ar new 

t r a i t s  ar e  added to th e l i s t  o f  those thoug ht  s i g n i f i c a n t ,  

r e s u l t i n g  in  c o n fu s io n  as to  which t r a i t s  are im p o r t a n t .
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Only one stu dy at tem p ted  to  rank th e imp ortan ce  o f  v a r io u s  

t r a i t s  C G h i s e l l i ,  1 9 7 1 ) .  I n  a d d i t i o n ,  the t r a i t  approach to 

l e a d e r s h i p  does not  examine what  the l e a d e r  does to  

i n f l u e n c e  o t h e r  i n d i v i d u a l s  (G ib so n ,  I v a n c e v i c h ,  D o n n e l ly ,  

1 9 8 1 ) .  Most  contemporary r e s e a r c h e r s  would agree t h a t  t h e r e  

i s  much more i n v o l v e d  in  l e a d e r s h i p  than j u s t  the t r a i t s  o f  

th e  l e a d e r .

The growing l i s t  o f  t r a i t s  i n d i c a t e s  t h a t  s p e c i f i c  

c h a r a c t e r i s t i c s  a r e  i m p o r t a n t  on ly  in  c e r t a i n  s i t u a t i o n s .  

For exam ple,  p e r s o n a l i t y  c h a r a c t e r i s t i c s  may he lp  i d e n t i f y  

an e f f e c t i v e  l e a d e r  in  one study w h i l e  i n t e l l e c t  w i l l  id e n ­

t i f y  an e f f e c t i v e  l e a d e r  in  a n o t h e r .  As S t o g d i l l  (1 9 4 8 )  

c onc lu d e d ,  "The t o t a l  w ei g h t  o f  ev id en ce p re sen ted  in  t h i s  

group o f  s t u d i e s  suggests t h a t  i f  t h e r e  ar e  g e n e ra l  t r a i t s  

which c h a r a c t e r i z e  l e a d e r s ,  th e p a t t e r n s  o f  such t r a i t s  are  

l i k e l y  t o  va ry  w i t h  th e l e a d e r s h i p  re qu ir e m e n ts  o f  d i f f e r e n t  

s i t u a t i o n s . "

B e h a v i o r a l  T h e o r ie s

Durin g  th e 1 9 5 0 * s,  th e  d i s s a t i s f a c t i o n  w it h  the t r a i t  

ap proach to  l e a d e r s h i p  le d  b e h a v i o r a l  s c i e n t i s t s  to focus 

t h e i r  a t t e n t i o n  on a c t u a l  l e a d e r  b e h a v i o r s .  The p io n e e r i n g  

work which focused on what  l e a d e r s  do occu rred  in re se ar ch  

done by L ew in ,  L i p p i t ,  and W hite ( 1 9 3 9 ) .  T h e i r  s tu d i e s  com­

pare d th e  e f f e c t s  o f  d e m o c r a t i c ,  a u t o c r a t i c ,  l a i s s e z - f a i r e  

l e a d e r s h i p .  F i n d in g s  o f  th e  study r e f l e c t e d  fa v o r a b l y  upon 

th e  d e m o c ra t ic  s t y l e ,  in  terms o f  s a t i s f a c t i o n .  These s tu d ­

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



www.manaraa.com

2 1

i e s  foreshadowed many of  th e f i n d i n g s  o f  the b e h a v i o r a l  

l e a d e r s h i p  r e s e a r c h e r s .

Two major  groups o f  re s e a r c h e r s  were r e s p o n s i b l e  f o r  

p urs ui ng  th e  b e h a v i o r a l  p e r s p e c t i v e  on l e a d e r s h i p  in  the  

l a t e  1 9 4 0 * s and 1 9 5 0 * s (E van s,  1 9 7 9 ) .  One group a t  the  

U n i v e r s i t y  o f  Mich ig an  i d e n t i f i e d  dimensio ns  of  l e a d e r  be­

h a v i o r s  t h a t  d i f f e r e n t i a t e d  le a d e r s  o f  high p e r fo rm in g  from 

low p e rf o rm in g  groups ( K a t z ,  Macccby,  and Morse,  1950:  

3 3 - 3 4 ) .  The U n i v e r s i t y  o f  Mich igan  re s e a r c h e r s  c a t e g o r i z e d  

l e a d e r  b e h a v io rs  as e i t h e r  e m p lo yee -c en te red  or  and j o b - c e n ­

t e r e d .  L i k e r t  (1 9 6 1 :  14)  concluded t h a t  the be st  super­

v i s o r s  were employee c e n t e r e d :

S u p e r v is o r s  w it h  the be st  re cord  of  per formance focus 
t h e i r  p r i m a ry  a t t e n t i o n  on the human aspe cts  o f  t h e i r  
s u b o r d in a t e s  problems and on en dea vo rin g  to b u i l d  
e f f e c t i v e  work groups w it h  hi gh  perfo rman ce g o a ls .

T his co nc lu s io n  was based on l e a d e r s h i p  e f f e c t i v e n e s s  being  

measured in  terms o f  both p r o d u c t i v i t y  measures and employee 

s a t i s f a c t i o n .  Evidenc e does not  su ppor t  employee cen te re d  

l e a d e r s h i p  b e h a v io r  as th e bes t  app roach ,  i f  p r o d u c t io n  only  

i s  c o n s id e r e d .  S e v e r a l  s t u d ie s  (Morse and Reimer 1956;  

L i k e r t ,  1976;  Vroom, 1976)  have i n d i c a t e d  t h a t  jo b ce nte re d  

l e a d e r s h i p  r e s u l t s  in  high p r o d u c t i v i t y  w it h  lo w er  l e v e l s  of  

employee s a t i s f a c t i o n  and h i g h e r  r a t e s  of  tu r n o v e r  and 

g r i e v a n c e s .

The Mich igan  s t u d i e s  di d not  dem onst rat e t h a t  one type  

o f  l e a d e r s h i p  s t y l e  was always s u p e r i o r  nor were they ab le
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t o  s p e c i f y  i n  advance which s t y l e  would be most e f f e c t i v e  

(Gray and S t a r k e ,  1 9 8 0 ) .  The Michi gan  s t u d i e s  do not  

co n s id e r  s i t u a t i o n a l  v a r i a t i o n s  or  changes in the l e a d e r ’ s 

b e h a v io r  d u ri n g  changes in  the s i t u a t i o n  faced ( H i l l ,  1973)  

and,  t h e r e f o r e ,  cannot p r e d i c t  th e be s t  l e a d e r s h i p  behav­

i o r s .

Res ea rc hers  a t  The Ohio S t a t e  U n i v e r s i t y  t r i e d  to 

g e n e r a te  an e x h a u s t i v e  poo l  o f  i t em s d e s c r i b i n g  how a l e a d e r  

behaved (H e m p h i l l  and Coons,  1 9 5 7 ) .  From the o r i g i n a l  pool  

o f  over 1700 i t em s th e group i d e n t i f i e d  two dim ensions of  

l e a d e r  b e h a v io rs  o f  p a r t i c u l a r  i m p o r t a n c e . . . ,  c o n s i d e r a t i o n  

and i n i t i a t i n g  s t r u c t u r e .  As d e f i n e d  in  Fleishm an and 

P e t e r s  ( 1 9 6 2 ) ,  c o n s i d e r a t i o n  r e f l e c t s  th e  e x t e n t  to which a 

l e a d e r  i s  l i k e l y  to  have jo b  r e l a t i o n s h i p s  c h a r a c t e r i z e d  by 

mu tual  t r u s t ,  r e s p e c t  f o r  s u b o r d in a t e s  i d e a s ,  and con­

s i d e r a t i o n  o f  t h e i r  f e e l i n g s .  I n i t i a t i n g  s t r u c t u r e  r e f l e c t s  

th e  e x t e n t  to  which a l e a d e r  i s  l i k e l y  to  d e f i n e  and s t r u c ­

t u r e  h is  o r  her  own r o l e  as w e l l  as the r o l e  of  su bo rd in a te s  

toward goal  a t t a i n m e n t .

The Ohio S t a t e  s t u d i e s  were based on the assumption 

t h a t  the most e f f e c t i v e  l e a d e r s h i p  s t y l e  was high  on both  

i n i t i a t i n g  s t r u c t u r e  and c o n s i d e r a t i o n  (F le is h m a n ,  1 9 7 3 ) .  

In  numerous s t u d i e s  in  such o r g a n i z a t i o n s  as a pe trol eu m  

m a n u f a c t u r e r ,  a i r c r a f t  m a n u fa c tu r e r ,  m i l i t a r y  group and 

busin ess  and busin ess  machine m an u fa c tu re r  no s i n g l e  

l e a d e r s h i p  s t y l e  emerged as always being most e f f e c t i v e  

(House, F i l l e y ,  K e r r ,  1971;  Korman, 1 9 7 6 ) .  Once a g a in ,  high
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s u b o r d in a t e  pe rfo rm ance cou ld  not  be s p e c i f i c a l l y  t i e d  to 

one form o f  l e a d e r  b e h a v io r  f o r  a l l  s i t u a t i o n s .

The b e h a v i o r a l  t h e o r i e s  develo ped  and t e s t e d  by the  

M ic hi gan  and Ohio S t a t e  re s e a r c h e r s  le a d  to  th e develo pment  

o f  s i t u a t i o n a l  t h e o r i e s  o f  l e a d e r s h i p .  The re s e a r c h  f i n d ­

in g s suggested t h a t  a u n i v e r s a l l y  ac cep ted  " b e s t ” s t y l e  was 

i n a p p r o p r i a t e  f o r  th e  c o m p l e x i t i e s  o f  modern o r g a n i z a t i o n s  

( S z i l a g y i  and W a l l a c e ,  1 9 8 0 ) .  T h e r e f o r e ,  r e s e a r c h e r s  began 

to examine the  v a r i o u s  s i t u a t i o n a l  v a r i a b l e s  t h a t  were 

b e l i e v e d  to have an impact  on th e l e a d e r s h i p  p ro c e s s .

S i t u a t i o n a l  T h e o ri e s

As th e study o f  l e a d e r s h i p  deve lop ed and the  in ad equac y  

o f  s i m p l i s t i c  approaches to  the s u b j e c t  became a p p a r e n t ,  a 

number of  re s e a r c h e r s  at te m p ted  to dev el op t h e o r e t i c a l  

models which avoi ded  both the s e d u c t i v e  s i m p l i c i t y  o f  the  

"one bes t  way" approach and the n o n - a n s w e r . . .  “ i t  a l l  

depends" (E va ns,  1 9 8 0 ) .  As e a r l y  as 1958 Tannenbaum and 

Schmidt  (1 9 5 8 :  98)  c o ncl ude d ,  “ e f f e c t i v e  l e a d e r s h i p  depends 

on the l e a d e r ,  h i s  f o l l o w e r s ,  and the s i t u a t i o n ,  and the  

i n t e r r e l a t i o n s h i p s  between th e m ."  One o f  th e  f i r s t  system­

a t i c  re s e a r c h  e f f o r t s  t h a t  at te m p te d  to i d e n t i f y  a con­

s i s t e n t  se t  o f  co nt in g e n c y  v a r i a b l e s  and t h e i r  e f f e c t  on 

l e a d e r s h i p  was t h a t  o f  F i e d l e r  ( 1 9 6 7 ) .

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



www.manaraa.com

24

F i e d l e r ’ s C ont ingen cy Model o f  L e a d e r s h i p . F i e d l e r ’ s 

Conti ngen cy  Model  o f  Lea d e rs h ip  i n c l u d e s  fo u r  f a c t o r s :  Cl )  

l e a d e r s h i p - s t y l e  assessment;  ( 2 )  t as k s t r u c t u r e ;  ( 3 )  l e a d e r -  

member r e l a t i o n s ;  and ( 4 )  th e  l e a d e r ’ s p o s i t i o n  power.  

L e a d e r s h i p - s t y l e  assessment i d e n t i f i e s  th e l e a d e r s h i p  s t y l e  

w i t h  which th e l e a d e r  i s  most c o m f o r t a b l e ;  th e  o th e r  t h r e e  

f a c t o r s  d e s c r i b e  th e s i t u a t i o n a l  f a v o r a b le n e s s  f o r  the  

l e a d e r .  F i e d l e r  ( 1 9 6 7 )  argue s t h a t  th e t h r e e  s i t u a t i o n a l  

v a r i a b l e s  combine in  unequal  s t r e n g t h  to  c r e a t e  s i t u a t i o n a l  

f a v o r a b l e n e s s ;  a c c o r d i n g l y ,  lead er- me mber  r e l a t i o n s  is  tw ic e  

as im p o r t a n t  as t a s k  s t r u c t u r e  which i s  t w ic e  as im p o r t a n t  

as p o s i t i o n  power.  The combin at i on  o f  v a r i a b l e s  c r e a t e s  

e i g h t  o c t a n t s  o f  d e c r e a s in g  s i t u a t i o n a l  f a v o r a b l e n e s s ,  w it h  

a h i g h l y  f a v o r a b l e  s i t u a t i o n  be ing  c h a r a c t e r i z e d  by good 

lea der -m em ber  r e l a t i o n s ,  a s t r u c t u r e d  t a s k ,  and high l e a d e r  

p o s i t i o n  power.  A h i g h l y  u n f a v o r a b le  s i t u a t i o n ,  on the  

o t h e r  hand,  i s  c h a r a c t e r i z e d  by poor le ader- mem ber  r e l a ­

t i o n s ,  low t ask  s t r u c t u r e ,  and low p o s i t i o n  power f o r  the  

l e a d e r .

Summariz ing th e work in  s i x t y - t h r e e  o r g a n i z a t i o n s  com­

posed o f  454 group s,  F i e d l e r  ( 1 9 7 2 )  sug gested s p e c i f i c  

l e a d e r s h i p  s t y l e s  which were a p p r o p r i a t e  f o r  a g ive n  

s i t u a t i o n a l  e n v i ro n m e n t .  T a s k - o r i e n t e d  s t y l e s  were found to  

be e f f e c t i v e  i n  h i g h l y  f a v o r a b l e  and u n f a v o r a b l e  s i t u a t i o n s ,  

w h i l e  employee o r i e n t e d  s t y l e s  ar e b e t t e r  in  m od er at el y  

f a v o r a b l e  s i t u a t i o n s .  The f i n d i n g s  suggest  t h a t  both task  

and employee o r i e n t e d  l e a d e r s h i p  s t y l e s  can be e f f e c t i v e  in
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c e r t a i n  s i t u a t i o n s .  F i e d l e r  (1 9 6 7 )  suggests t h a t  the o rg a ­

n i z a t i o n  can change the e f f e c t i v e n e s s  o f  the group ’ s p e r f o r ­

mance by cha nging th e  f a v o r a b le n e s s  o f  the s i t u a t i o n  or  by 

chan ging  th e l e a d e r ’ s p r e f e r r e d  s t y l e  (a l t h o u g h  he does not  

b e l i e v e  th e  l a t t e r  i s  p o s s i b l e ) .  Recent  work i n d i c a t e s  t h a t  

when le a d e r s  can r e c o g n iz e  the- s i t u a t i o n s  in  which they are  

most s u c c e s s f u l ,  they can begin to modify t h e i r  own s i t u a ­

t i o n s  ( F i e l d e r ,  1 9 7 6 ) .

The r e s u l t s  o f  a number o f  s tu d i e s  on F i e d l e r ’ s con­

t i n g e n c y  model have been r e p o r t e d .  These s t u d ie s  (G ra en ,  

O r r i s ,  and A l v a r e s ,  1971;  McMahon, 1972;  Larson and Rowland,  

1974;  V e c c h io ,  1 9 7 7 ) ,  conducted in  a v a r i e t y  o f  re se ar ch  

s e t t i n g s  in  o r d e r  to det e rm in e  the v a l i d i t y  o f  the  model ,  

have i d e n t i f i e d  an in c r e a s i n g  number o f  s e r i o u s  shortcomings  

i n  th e t h e o r y .  Ashour ( 1 9 7 3 )  has argued t h a t  the model i s  

not a t h e o r e t i c a l  s ta te m e n t  but  a se t  o f  d a ta -b as ed  g en er a­

l i z a t i o n s .  Ashour concludes t h a t  the model does not  have 

e x p l a n a t o r y  power;  i t  may be a b le  to  p r e d i c t  p r o d u c t i v i t y  

but i t  cann ot e x p l a i n  why i t  occ urs .

A second s e r io u s  sho rtcoming i n v o l v e s  the the 

l e a d e r s h i p - s t y l e  assessment in s t r u m e n t ,  the l e a s t  p r e f e r r e d  

c o -w o r k e r  (LPC) s c a l e .  There i s  some d is p u te  as to what  the  

LPC sco re measures.  Mo reover,  i t  appears t h a t ,  a t  b e s t ,  the  

LPC sco re has mini ma l  s t a b i l i t y  (S c h ri e s h e im  and K e r r ,  1977;  

S t in so n  and T ra c y ,  1 9 7 4 ) .  There i s  a ls o  some d is p u t e  con­

c e r n in g  th e  a p p r o p r i a t e n e s s  o f  th e s i t u a t i o n a l  f a v o ra b le n e s s  

dimens ions employed in  the model . Campbel l ( 1 9 6 8 )  argues
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t h a t  each dim ension o f  s i t u a t i o n a l  f a v o r a b le n e s s  can be a 

f u n c t i o n  o f  th e l e a d e r ’ s b e h a v i o r .  For example,  l e a d e r -  

member r e l a t i o n s  can e a s i l y  be i n f l u e n c e d  by th e le a d e r  

b e h a v io r  and the b e h a v io r  can be i n f l u e n c e d  by e x i s t i n g  

le ad er- me mb er r e l a t i o n s .

D e s p i t e  major  c r i t i c i s m s ,  F i e d l e r ’ s co nt in g e n c y  model 

has proven to be a major  a d d i t i o n  to  the study o f  l e a d e r s h i p  

i n  o r g a n i z a t i o n s  (G ib so n ,  I v a n c e v i c h ,  and D o n n e l l y ,  1979;  

S z i l a g y i  and W a l la c e ,  1 9 8 0 ) .  F i e d l e r  i s  l a r g e l y  r e s p o n s i b l e  

f o r  ca usi ng us to lo ok s e r i o u s l y  a t  s i t u a t i o n a l  v a r i a b l e s  

(E van s,  1 9 8 0 ) .  Also as F i e d l e r  ( 1 9 7 4 )  s u gge st s,  the model 

i s  and w i l l  remain a r i c h  source o f  new i d e a s ,  p r o p o s i t i o n s ,  

and hyp otheses about l e a d e r s h i p  s t y l e  and e f f e c t i v e n e s s .

Vroom and Y e t to n  N orm at iv e Mo de l . Another d i a g n o s t i c  

model o f  l e a d e r s h i p  b e h a v io r  has been develop ed and e l a b ­

o r a t e d  by Vroom and h is  a s s o c i a t e s  (Vroom and Y e t t o n ,  1973;  

Jago and Vroom, 1975;  Vroom and Y e t t o n ,  1 9 7 8 ) .  The Vroom 

and Ye t to n  model emphasizes two c r i t e r i a  f o r  e f f e c t i v e n e s s :

( 1 ) q u a l i t y  o f  the d e c i s i o n  and ( 2 ) d e c i s i o n  a c ce p tan ce .  

D e c is io n  q u a l i t y  r e f e r s  to  th e o b j e c t i v e  a sp ec ts o f  a d e c i ­

sio n t h a t  i n f l u e n c e  s u b o r d i n a t e s ’ perf orm anc e a s id e  from any 

d i r e c t  impa ct  on m o t i v a t i o n .  D e c is io n  ac ce ptanc e i s  the 

degr ee o f  s u b o r d in a te  commitment to the d e c i s i o n .  There are  

many s i t u a t i o n s  in  which a g iv en  course o f  a c t i o n ,  even i f  

t e c h n i c a l l y  c o r r e c t ,  can f a i l ,  because i t  i s  r e s i s t e d  by 

th os e who have to e xe cu te  i t  ( M a i e r ,  1 9 6 3 ) .
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The Vr oom/Ye tton model  d e s ig n a te s  f i v e  d e c i s i o n  making 

s t y l e s  t h a t  are  a p p r o p r i a t e  f o r  d e c i s i o n s  i n v o l v i n g  none or  

a l l  o f  th e  l e a d e r s  s u b o r d i n a t e s .  These s t y l e s  ar e s i m i l a r  

to those i d e n t i f i e d  by Tannenbaum and Schmidt  (1 9 5 8 )  and 

H e l l e r  ( 1 9 7 1 ) .  Vroom and Y e t to n  suggest  t h a t  th e l e a d e r  

ap p ly  one o f  the f i v e  s t y l e s  ( e i t h e r  i n d i v i d u a l  o r  group 

o r i e n t e d )  a f t e r  p e rf o rm in g  a d ia g n o s is  o f  th e s i t u a t i o n  and 

pro b le m. By usin g c a r e f u l  d i a g n o s i s ,  the l e a d e r  i s  ab le  to  

mi n im iz e  th e chances o f  re duci ng d e c i s i o n  q u a l i t y  and ac­

c e p ta n c e .  The d ia g n o s is  o f  the s i t u a t i o n  i s  based on seven  

d i a g n o s t i c  q u e s t i o n s .  The answers to the se q u e s t io n s  p r o ­

v id e  the  l e a d e r  w i th  in f o r m a t i o n  on q u a l i t y  r e q u ir e m e n t s ,  

i n f o r m a t i o n  a v a i l a b i l i t y ,  problem s t r u c t u r e ,  ac cep tance  

r e q u i r e m e n t s ,  s u b o r d in a t e  response to a u t o c r a t i c  d e c i s i o n s ,  

s u b o r d in a t e  m o t i v a t i o n s ,  and s u b o r d in a t e  c h a r a c t e r i s t i c s .

The re s e a rc h  conducted on the  model can be d i v i d e d  

i n t o  two t y p e s :  ( 1 ) v e r i f i c a t i o n ,  and ( 2 ) d e s c r i p t i v e

( I v a n c e v i c h ,  D o n n e l l y ,  and Gibs on,  1 9 7 9 ) .  V e r i f i c a t i o n  

re s e a rc h  has tended to  show s u b s t a n t i a l  su ppor t  f o r  th e  

model (Vroom and Jago,  1978;  M ar ge ri so n and Gl ube,  1 9 7 8 ) .  

A cc ord ing to  the s t u d i e s ,  managers who e x h i b i t  c o n fo r m it y  

w i t h  the Vro om/ Ye tton  model p r e s c r i p t i o n s  have more produc­

t i v e  o p e r a t i o n s  and more s a t i s f i e d  s u b o r d in a te s  than do 

managers e x h i b i t i n g  le s s  c o n f o r m i t y  w it h  the  model .  De­

s c r i p t i v e  r e s e a rc h  i n d i c a t e s  t h a t  most managers p e r m it  a 

g r e a t e r  o v e r a l l  l e v e l  o f  p a r t i c i p a t i v e  d e c i s i o n  making than 

seems to be r e q u i r e d  (Vroom and Jago,  1 9 7 8 ) .  Vroom ( 19 78 )
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a l s o  i n d i c a t e s  t h a t  th e ac cept anc e c r i t e r i o n  i s  most o f t e n  

v i o l a t e d .  Lea de rs  seem to  o b t a i n  ac ce ptance when not  needed 

and v i c e  v e r s a .

A s t r e n g t h  o f  the Vroom and Yet to n  approach i s  in  the  

t r e a t m e n t  o f  is s u e s  t h a t  i n f l u e n c e  l e a d e r s h i p  e f f e c t i v e n e s s ;  

q u a l i t y  re q u i r e m e n t s ,  i n f o r m a t i o n  a v a i l a b i l i t y ,  and a c c e p t ­

ance by s u b o r d in a t e s  (Gray and S t a r k e ,  1 9 8 0 ) .  However,  

t h e r e  may be m e th o d o lo g ic a l  weaknesses t h a t  reduce th e u t i ­

l i t y  o f  th e model ( F i e l d ,  1 9 7 8 ) .  For example,  House,  

F i l l e y ,  and K e r r  (1 9 7 6 )  p o in te d  out t h a t  the  d e c i s i o n  t r e e  

fo rm a t  f o r  th e  model may be too cumbersome f o r  p r a c t i c i n g  

managers to  u t i l i z e .

L i t t l e  e m p i r i c a l  e v id en ce  has been g en er at ed  t h a t  e i t h e r  

sup p o r ts or  r e f u t e s  th e p r e s c r i p t i o n s  o f  the t h e o r y .  Both 

p o s i t i v e  and n e g a t i v e  e v id en ce  i s  t e n t a t i v e  a t  t h i s  p o i n t .  

The model needs to be t e s t e d  f u r t h e r  b e f o r e  c o n c lu s io n s  can 

be r ea ched .

S i t u a t i o n a l  L e a d e r s h i p . Hersey and Bl an ch ard  ( 1 9 8 2 )  

dev elo ped  a s i t u a t i o n a l  model  o f  l e a d e r s h i p  based on the  

f o u n d a t io n s  o f  th e Ohio S t a t e  le a d e r s h i p  s t u d i e s .  Hersey  

and B la nchar d  suggest  t h a t  no s i n g l e  s t y l e  o f  l e a d e r  behav­

i o r  i s  a p p r o p r i a t e  f o r  a l l  s i t u a t i o n s .  The a p p r o p r i a t e  

s t y l e  o f  l e a d e r  b e h a v io r  depends on f o l l o w e r  m a t u r i t y ,  as 

measured by jo b  m a t u r i t y  and p s y c h o l o g i c a l  m a t u r i t y  (Hersey  

and B la n c h a r d ,  1 9 8 2 ) .  Job m a t u r i t y  in c lu d e s  p as t  job  

e x p e r i e n c e ,  jo b  kno wledge,  and un de rs ta n d in g  of  th e job
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r e q u i r e m e n t s .  P s y c h o l o g i c a l  m a t u r i t y ,  on the o th e r  hand, 

i n v o l v e s  th e w i l l i n g n e s s  or  m o t i v a t i o n  to work.

The s i t u a t i o n a l  model suggests t h a t  as m a t u r i t y  

in c r e a s e s  th e l e a d e r  should s h i f t  the emphasis from t a s k -  

o r i e n t e d  b e h a v io r s  to r e l a t i o n s h i p - o r i e n t e d  b e h a v i o r s .  No 

o t h e r  s i t u a t i o n a l  v a r i a b l e s  a re  in c lu d e d  in  the model.

The s i t u a t i o n a l  th e o r y  makes some c o n t r i b u t i o n s  to  

th e  study of  l e a d e r s h i p .  The th e o r y  suggests the need f o r  

b e h a v i o r a l  f l e x i b i l t y  as s i t u a t i o n s  change and r ec o g n iz es  

th e  im p o r ta n ce  o f  th e f o l l o w e r  in  d e te r m in in g  the  

a p p r o p r i a t e  l e a d e r  b e h a v i o r .

There  a re  s e v e r a l  shor tco mings  o f  Hersey and B la n c h a r d ’ s 

s i t u a t i o n a l  model .  A major  c o n t r o v e r s y  e x i s t s  co ncer nin g  

how f o l l o w e r  m a t u r i t y  is  de te rm in ed  and j u s t  what i s  

measured by f o l l o w e r  m a t u r i t y  ( G r a e f f ,  1 9 8 3 ) .  In  a d d i t i o n ,  

th e  th e o r y  uses onl y one f a c t o r ,  f o l l o w e r  m a t u r i t y ,  to  

d e te r m in e  th e s i t u a t i o n .  The th e o r y  may ig n o r e  o t h e r  im por­

t a n t  s i t u a t i o n a l  f a c t o r s .  F i n a l l y ,  the the or y has been sub­

j e c t e d  to  on ly  l i m i t e d  e m p i r i c a l  v a l i d a t i o n  (s ee  Hambelton  

and Gumpert , 1 9 8 2 ) .

P a th -G o a l  T h e o r y . The P a th -G o a l  th e o ry  o f  l e a d e r s h i p  

has i t s  g en esi s in  th e p a t h - g o a l  hypotheses advanced by 

Ge or gopol ous,  Mahoney,  and Jones ( 1 9 5 7 ) .  Georgopolous e t .  a l .  

a s s e r t e d  t h a t  wo rk er  p r o d u c t i v i t y  was a f u n c t i o n  o f  worker  

needs ,  e x p e c t a t i o n s ,  and s i t u a t i o n s .  He s t a t e d  the path  

go al  h y p o th e s is  as f o l l o w s :
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P r o d u c t i v i t y  l e v e l  i s  seen as r e p r e s e n t i n g  p u r ­
p o s iv e  b e h a v io r  which i s  det er min ed  through the  
i n t e r a c t i o n  o f  both f a c i l i t a t i n g  and i n h i b i t i n g  
f o r c e s ,  fo r c e s  in  the i n d i v i d u a l  and i n  the  
e n v i ro n m e n t .  More s p e c i f i c a l l y  i t  is  seen as a 
fu n c t i o n  of  the p a t h - g o a l  p e r c e p t i o n ,  l e v e l  of  
need,  and l e v e l  o f  f reedom.

The p a t h - g o a l  hyp o th e s is  as p re se nte d by Georgopolus made no 

s ta te m e n ts  co nce rn in g  l e a d e r  b e h a v io r  and made no e f f o r t  to  

p r e s c r i b e  l e a d e r s h i p  s t y l e s  f o r  a g iv e n  s i t u a t i o n .

Evans ( 1 9 7 0 ) ,  using the p a t h - g o a l  h y p o th e s is  as a b a s i s ,  

suggested t h a t  le a d e r s  were in  a p o s i t i o n  to  i n f l u e n c e  p ro ­

d u c t i v i t y  o f  f o l l o w e r s  in  s e v e r a l  ways.  Leade rs could  

i n f l u e n c e  path  g o al  p e r c e p t io n s  by p r o v i d i n g  a l t e r n a t i v e  

path s which would be s h o r t e r  i n  terms o f  e f f o r t  needed by 

s u b o r d in a te s  to  reach g o a l s .  Lead ers  cou ld  a ls o  a c t  to  

reduce i n h i b i t i n g  f o r c e s  or b a r r i e r s  w i t h i n  a g ive n p a th ,  or  

i n c r e a s e  f a c i l i t a t i n g  f o r c e s .  F u r t h e r ,  th e l e a d e r  could  

a l t e r  th e i n d i v i d u a l s ’ e x p e c t a t i o n s ,  or p s y c h o lo g ic a l  p ro b a ­

b i l i t i e s ,  t h a t  re a c h in g  a c e r t a i n  o r g a n i z a t i o n a l  goal  would  

r e s u l t  i n  the s a t i s f a c t i o n  o f  per s o n a l  needs.

Another major  i n f l u e n c e  on th e  development o f  the p a t h -  

goal  th e o r y  of  le a d e r s h i p  was re s e a rc h  s u p p o r t in g  the  expec ­

tan cy  th e o ry  o f  m o t i v a t i o n  (House, 1971:  3 2 2 ) .  The c e n t r a l  

concept  o f  ex pec tancy th e o r y  i s  t h a t  the  m o t i v a t i o n a l  fo r c e  

o f  an i n d i v i d u a l  to engage in  a s p e c i f i c  b e h a v io r  i s  a fu n c­

t i o n  o f  ( 1 ) h i s / h e r  e x p e c t a t i o n s  t h a t  the  b e h a v io r  w i l l  

r e s u l t  in  a s p e c i f i c  outcome and ( 2 ) th e  sum o f  the v a l u e s ,  

t h a t  i s ,  p e rs o n a l  u t i l i t i e s  or s a t i s f a c t i o n s  t h a t  he/ sh e
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d e r i v e s  from th e outcome. Thus,  ac co rd in g  to  ex pectancy  

m o t i v a t i o n  t h e o r y ,  an i n d i v i d u a l  chooses the b e h a v io r  he/ sh e  

engages i n  on the b a s is  o f  ( 1 ) th e p e rs o n a l  u t i l i t i e s  he /sh e  

p e r c e i v e s  to  be a s s o c ia te d  w it h  the outcomes o f  th e b e h a v io r  

under c o n s i d e r a t i o n ;  and ( 2 ) h i s / h e r  s u b j e c t i v e  e s t i m a t e  of

the p r o b a b i l i t y  t h a t  h is  b e h a v io r  w i l l  indeed r e s u l t  i n  the

outcomes.  The o r i g i n a l  ex pect anc y th e o r y  as proposed by 

Vroom ( 1 9 6 4 )  i s  shown by th e f o l l o w i n g  m a th em at ic al  

r e l a t i o n s h i p s :

n

F = <E u  •

where F= f o r c e  to per fo rm  an ac t
E i j =  th e ex pe cta ncy t h a t  a c t  i  w i l l

be fo l l o w e d  by outcome j  
Vj =  the v al en ce  of  outcome j  
n= the number o f  outcomes

Cummings and G a l b r a i t h  ( 1 9 6 7 )  ext ended Vroom’ s f o r m u la ­

t i o n  by p o i n t i n g  out  t h a t  some o f  the v a le n ce s a s s o c ia te d  

w i th  a s p e c i f i c  b e h a v io r  are i n t r i n s i c  to the b e h a v io r  

i t s e l f  and some ar e  the e x t r i n s i c  consequences o f  the behav­

i o r .  To th e  e x t e n t  t h a t  a b e h a v io r  i s  i n t r i n s i c a l l y  v a l e n t  

i t  i s  a ls o  i n t r i n s i c a l l y  m o t i v a t i o n a l  because the b e h a v io r  

i s  h i g h l y  i n s t r u m e n t a l  to the outcome of  s a t i s f a c t i o n .  An 

i n d i v i d u a l  w i l l  engage i n  i n t r i n s i c a l l y  s a t i s f y i n g  b e h a v io r  

because h i s / h e r  exp ect anc y t h a t  s a t i s f a c t i o n  (ou tcome)  w i l l  

f o l l o w  i s  nea r u n i t y  s in c e  th e reward i s  s e l f - a d m i n i s t e r e d .  

There would be no chance t h a t  a l e a d e r  or a t h i r d  p a r t y
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would i n e f f e c t i v e l y  a d m i n i s t e r  th e  reward ( a s  might occur in  

e x t r i n s i c  reward s i t u a t i o n s ) .  M o t i v a t i o n a l  f o rc e  i n  i n t r i n ­

s i c a l l y  v a l e n t  s i t u a t i o n s  would then  be expres sed  as:  

n

F= I  CVj)
J=1

s in c e  E i j  i n  th e  p r e v i o u s  for m ula  w i l l  be = 1

Thus,  in  a s i t u a t i o n  which i s  i n t r i n s i c  i n  n a t u r e ,  m o t i ­

v a t i o n a l  f o r c e  would be expr ess ed as the val e n c e  o f  s p e c i f i c  

b e h a v io r s  or  outcomes.  I n t r i n s i c  sources o f  v a le n ce  have  

been i d e n t i f i e d  and i n c l u d e  th e degree o f  s a t i s f a c t i o n  or  

p le a s u r e  th e i n d i v i d u a l  d e r i v e s  from th e accomp lishm ent of  

th e  work g o al  r e g a r d l e s s  o f  e x t r i n s i c  rewar ds ( R e i n h a r t  and 

Wahba,  1 9 7 5 ) .

The b a s ic  t e n e t s  o f  ex pe ct an cy  th e o r y  t o g e t h e r  w i t h  the  

p a t h - g o a l  h y p o th e s is  l a i d  th e fo u n d a t io n  f o r  p o s t u l a t e s  o f  

t h e  p a t h - g o a l  t h e o r y  o f  l e a d e r s h i p  as proposed by House 

( 1 9 7 1 ) .  Evans ( 1 9 6 8 ) ,  p r i o r  to House’ s work,  proposed an 

ex pe ct a n c y -b a s e d  conce pt  hav ing s p e c i f i c  r e le v a n c e  f o r  

l e a d e r s h i p .  Thi s co n c e p t ,  r e f e r r e d  to as path  i n s t r u m e n ­

t a l i t y ,  i s  the c o g n i t i o n  o f  the de gre e to  which f o l l o w i n g  a 

p a r t i c u l a r  pat h ( b e h a v i o r )  w i l l  le ad  to  a p a r t i c u l a r  

outcome; th e  conc ept  i s  a k i n ,  bu t  not  i d e n t i c a l  t o ,  th e  con­

c e p t  o f  exp ec ta nc y in t r o d u c e d  by Vroom (House,  1 9 7 1 ) .  P a t h -  

goal  i n s t r u m e n t a l i t y  i s  th e  e x t e n t  to which the pa th  (as  

d e f i n e d  by th e l e a d e r )  i s  seen as h e lp in g  or  h in d e r i n g  th e  

i n d i v i d u a l  i n  a t t a i n i n g  g o a l s .  Exp ect anc y i s  d e f i n e d  as the
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p e r c e i v e d  b e l i e f  t h a t  e f f o r t  w i l l  le ad  to perform anc e or 

o t h e r  second l e v e l  outcomes.

House deve lo ped  Evans’ concept  o f  path  i n s t r u m e n t a l i t y  

f u r t h e r  and proposed the  P a th -G o a l  Theory of  L e a der sh ip  w it h  

i t s  p r e d i c t i o n s  o f  l e a d e r s h i p  b e h a v io r  c o n t i n g e n t  on 

s i t u a t i o n a l  v a r i a b l e s .  House’ s ( 1 9 7 1 )  P a t h - G o a l  Theory o f  

L e a d e rs h ip  can be ex press ed  by t h i s  fo rm u la :

M= m o t i v a t i o n  to work
I V b = i n t r i n s i c  v a le n c e  a s s o c ia t e d  w i t h  goa l  

d i r e c t e d  b e h a v io r  
I V a= i n t r i n s i c  v a le n c e  a s s o c ia t e d  w i t h  work 

goal  acc omplishment  
EVi= e x t r i n s i c  va le n c e  a s s o c ia t e d  w it h  work 

goal  acc omplishment  
P l =  pa th  i n s t r u m e n t a l i t y  o f  b e h a v io r  f o r  work 

goa l  a t t a i n m e n t  
P2 ,=  pat h  i n s t r u m e n t a l i t i e s  o f  work goa l  f o r  

e x t r i n s i c  v al en ce s

A cc ord in g  to  House (1 9 7 1 :  3 2 3 )  th e l e a d e r  can have an impact  

on most o f  th e  ind ep en d en t  ( s i t u a t i o n a l )  v a r i a b l e s .

. . . T h e  l e a d e r  de te rm in e s  what  e x t r i n s i c  rewards  
sho uld  be a s s o c ia t e d  w it h  work goal  accomplishment
E V i ................ he has i n f l u e n c e  over  th e  e x t e n t  to which
work goa l  accom plish men t w i l l  be re c o g n ize d  and 
wh et he r i t  w i l l  be rewarded w it h  pay r a i s e s ,  
pro m o t io n ,  assig nme nt  o f  more i n t e r e s t i n g  ta s k s ,  e t c .  
. . . h e  i n f l u e n c e s  the magnitude o f  th e sum o f  pe rs o n a l  
outcomes a v a i l a b l e .  Second, the l e a d e r  through  h is  
i n t e r a c t i o n  w i t h  s u b o r d in a t e s  can i n c r e a s e  the  
s u b o r d i n a t e ’ s pa th  i n s t r u m e n t a l i t y  c on ce rn in g  rewards  
fo rt h c o m in g  as r e s u l t  of  w o rk -g o a l  acco mplis hment,

M=IVb + P ^ ( P 2 i  •  E V i )  J

i  = l  .................   n> n
where:
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T h i r d ,  through h is  own beh a v io r  he can p r o v id e  
su p p o r t  f o r  th e s u b o r d i n a t e ’ s e f f o r t s  and th er eb y  
i n f l u e n c e  the p r o b a b i l i t y  t h a t  t h i s  e f f o r t  w i l l  
r e s u l t  in  w o rk -g o a l  ach ie ve me nt,  t h a t  is  P i -  F o u r t h ,  
t h e  l e a d e r  in f l u e n c e s  the i n t r i n s i c  va le nce s  
a s s o c i a t e d  w i t h  go a l  accom plishm ent,  I V a , by the way 
he d e l e g a t e s  and ass igns  tas ks  to s u b o r d in a t e s .  
F i n a l l y ,  th e  l e a d e r  can i n c r e a s e  i n t r i n s i c  v al en ce  
a s s o c i a t e d  w i t h  g o a l - d i r e c t e d  b e h a v io r ,  I V 5 , by 
re d u c in g  f r u s t r a t i n g  b a r r i e r s ,  being s u p p o r t i v e  in  
t im e s  o f  s t r e s s ,  . . . . a n d  be ing c o n s i d e r a t e  o f  
s u b o r d i n a t e ’ s needs.

I .  Lea der  b e h a v i o r . Be ha vi or  o f  the l e a d e r  can 

i n f l u e n c e  m o t i v a t i o n  in  two ways. F i r s t ,  l e a d e r  b e h a v io r  is  

a c c e p t a b l e  and s a t i s f y i n g  to s u b o rd in a te s  to the e x t e n t  t h a t  

s u b o r d in a t e s  see such b e h a v io r  e i t h e r  as an imm ediate source  

o f  s a t i s f a c t i o n  or  as i n s t r u m e n t a l  to f u t u r e  s a t i s f a c t i o n s .  

Second,  l e a d e r  b e h a v io r  w i l l  be m o t i v a t i o n a l  to the e x t e n t  

t h a t  l e a d e r  b e h a v io r  makes s a t i s f a c t i o n  o f  s u b o rd in a te s  

needs c o n t i n g e n t  on e f f e c t i v e  perfor man ce and l e a d e r  behav­

i o r  complements th e envi ron me nt  o f  su b o rd in at es  by p r o v id in g  

t h e  c o a c h in g ,  gu id an ce ,  s u p p o rt ,  and rewards nece ssa ry f o r  

e f f e c t i v e  per fo rm a n c e .  Simply s t a t e d ,  the m o t i v a t i o n a l  

f u n c t i o n s  o f  a l e a d e r  i n c lu d e  in c r e a s i n g  the number and 

k in d s  o f  p e r s o n a l  p a y o f f s  to su bo rd in a te s  f o r  work goal  

a t t a i n m e n t  and f a c i l i t a t i n g  paths to the p a y o f fs  by c l a r i f i ­

c a t i o n ,  r e d u c t i o n  o f  c o n s t r a i n t s  in the p a t h ,  and by 

i n c r e a s i n g  the o p p o r t u n i t y  f o r  per sona l  s a t i s f a c t i o n  wh i l e  

on a g iv e n  pa th (House,  1 9 7 1 ) .

There  ar e  f o u r  broad c a t e g o r i e s  o f  le a d e r  be h a v io rs  

which i n f l u e n c e  f o l l o w e r  pe rfo rm an ce,  accep tance o f  the  

l e a d e r ,  and s a t i s f a c t i o n .  These b eh av io rs are  (House and 

M i t c h e l l ,  1 9 7 4 ) .
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Cl)  s u p p o r t i v e  -  g i v i n g  su pport  and c o n s i d e r a t i o n  to 
th e  needs o f  the  s u b o r d i n a t e s ,  d i s p l a y i n g  concern  
f o r  t h e i r  w e l l  being and w e l f a r e ,  and c r e a t i n g  
a f r i e n d l y  and p l e a s a n t  en vi ro n m e n t .

( 2 ) i n s t r u m e n t a l  -  the  p l a n n i n g ,  o r g a n i z i n g ,  
c o n t r o l l i n g ,  and c o o r d i n a t i n g  o f  s u b o rd in a te  
a c t i v i t i e s  by th e  l e a d e r .  The l e a d e r ’ s emphasis 
i s  on l e t t i n g  s u b o r d in a te s  know what  i s  expec ted  
o f  them.

( 3 )  p a r t i c i p a t i v e  -  sh ar in g  o f  i n f o r m a t i o n  and an 
emphasis on c o n s u l t a t i o n  w i t h  s u b o r d in a t e s  and the  
use o f  t h e i r  id ea s and s u g g e s t i o n s .

( 4 )  a c h i e v e m e n t - o r i e n t e d  -  s e t t i n g  c h a l l e n g i n g  g o a ls ,  
e x p e c t in g  s u b o r d in a te s  to pe rf o rm  a t  the h ig h e s t  
l e v e l ,  and c o n t i n u a l l y  se ek in g  improvement in  
p er fo rm an ce .

Most c u r r e n t  r e s e a rc h  focuses only on s u p p o r t i v e  and 

i n s t r u m e n t a l  b e h a v io r s  due to the l a c k  o f  v a l i d a t e d  measures  

o f  ach ie ve men t and p a r t i c i p a t i v e  l e a d e r  b e h a v io r s  ( F u l k  and 

Wen dl er ,  1 9 8 2 ) .  In  a d d i t i o n ,  s u p p o r t i v e  and i n s t r u m e n t a l  

b e h a v io r s  have been viewed t r a d i t i o n a l l y  as u n i v e r s a l  

c o n s t r u c t s .  Campbel l  ( 1 9 7 7 )  suggests t h a t  s tu d i e s  should  

u t i l i z e  i n s t r u m e n t s  which measure s u b - c a t e g o r i e s  o f  each 

t ype  o f  l e a d e r  b e h a v i o r .  For example,  S c h ri es ch e im  (1 9 7 9 )  

develop ed an in s t r u m e n t  which in c lu d e d  t h r e e  d i s t i n c t  behav­

i o r s  w i t h i n  th e i n s t r u m e n t a l  b e h a v io r  c o n s t r u c t  ( r o l e  

c l a r i f i c a t i o n ,  s p e c i f i c a t i o n  of  p ro c e d u re s ,  and work 

a s s i g n m e n t ) .

I I .  S i t u a t i o n a l  v a r i a b l e s . Acc or d in g to House ( 1 9 7 1 ) ,  

a p p r o p r i a t e  l e a d e r  b e h a v i o r ,  b e h a v io r  which i s  m o t i v a t i o n a l  

and s a t i s f y i n g  to  th e s u b o r d i n a t e ,  w i l l  be a f f e c t e d  by two 

s i t u a t i o n a l  v a r i a b l e s .  Those v a r i a b l e s  are ( a )  p e rs o n a l
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c h a r a c t e r i s t i c s  o f  the s u b o r d in a te s  and (t>) th e  en vir onme n­

t a l  f a c t o r s .

( a ) .  P e r s o n a l  c h a r a c t e r i s t i c s . L i t t l e  r e s e a r c h  has 

been done in  th e a r e a  o f  p e rs o n a l  c h a r a c t e r i s t i c s  as r e l a t e d  

to  th e P a th -G o a l  Theory o f  L e a d e r s h i p .  Runyon ( 1 9 7 3 )  and 

M i t c h e l l ,  Smyser, and Weed (1 9 7 4 )  have shown t h a t  th e  subo r­

d i n a t e s  sc ore s on lo cu s o f  c o n t r o l  moderates th e  r e l a ­

t i o n s h i p  between p a r t i c i p a t i v e  l e a d e r s h i p  s t y l e  and 

s u b o r d in a t e s  s a t i s f a c t i o n .  Locus o f  c o n t r o l  can va ry  from 

h ig h  i n t e r n a l  to hig h e x t e r n a l  c o n t r o l .  I n t e r n a l s  (peo p le  

who b e l i e v e  they c o n t r o l  t h e i r  envir onme nt and who b e l i e v e  

what happens to  them occurs because of  t h e i r  b e h a v i o r )  were 

found to  be more s a t i s f i e d  w it h  a p a r t i c i p a t i v e  l e a d e r ,  and 

e x t e r n a l s  (p e o p le  who b e l i e v e  what  happens to them i s  not  

under t h e i r  c o n t r o l )  were more s a t i s f i e d  w i t h  a d i r e c t i v e  

l e a d e r .

A not her p e r s o n a l  c h a r a c t e r i s t i c ,  a u t h o r i t a r i a n i s m ,  al so  

has been s tu d ie d  as i t  r e l a t e s  to  the P a t h - G o a l  t h e o r y .  

A u t h o r i t a r i a n i s m  i s  an a t t i t u d e  t h a t  i s  c h a r a c t e r i z e d  by 

b e l i e f s  t h a t  t h e r e  should be s t a t u s  and power d i f f e r e n c e s  

among peo p le  in  o r g a n i z a t i o n s  and t h a t  th e use o f  power is  

pro p er  and i m p o r t a n t  to e f f e c t i v e  o r g a n i z a t i o n a l  f u n c t i o n i n g  

(Adorno ,  e t  a l . ,  1 9 5 0 ) .  Research on t h i s  c o n s t r u c t  

( D e s s l e r ,  1973)  suggest s t h a t  peo ple who sc ore hig h on meas­

ures o f  a u t h o r i t a r i a n i s m  ar e more i n c l i n e d  to conform to 

r u l e s  and tend to emerge as l e a d e r s  in  s i t u a t i o n s  r e q u i r i n g  

an a u t o c r a t i c  and demanding s t y l e .  These same i n d i v i d u a l s
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te nd to be more s a t i s f i e d  w it h  i n s t r u m e n t a l  l e a d e r  b e h a v io r  

s in c e  th e y  view t h i s  b e h a v io r  as j u s t  and a p p r o p r i a t e .

Ye t  a n o t h e r  im p o r t a n t  c h a r a c t e r i s t i c  i s  the  

s u b o r d i n a t e ’ s p e r c e p t i o n  o f  h is  or  her  own a b i l i t y .  The 

g r e a t e r  th e  p e r c e iv e d  a b i l i t y  to acco mplis h a t a s k ,  the l e s s  

t h e  s u b o r d i n a t e  w i l l  a cc ep t  d i r e c t i v e  or  i n s t r u m e n t a l  behav-  

v i o r  because such b e h a v io r  w i l l  be viewed as unn ecessary  

s u p e r v i s i o n  ( S z i l a g y i  and W a l la c e ,  1980:  2 9 7 ) .

A s u b o r d i n a t e ’ s dominant  needs or  need l e v e l  a ls o  may 

a f f e c t  th e  im pac t  o f  l e a d e r  b e h a v io r  on s a t i s f a c t i o n .  For  

example,  i n d i v i d u a l s  w it h  high s a f e t y  and s e c u r i t y  needs may 

ac c e p t  an i n s t r u m e n t a l  l e a d e r  s t y l e ,  but  employees w it h  high  

a f f i l i a t i o n  and esteem needs may r e a c t  more p o s i t i v e l y  to  a 

s u p p o r t i v e  l e a d e r  ( G r i f f i n ,  1980;  House and M i t c h e l l ,  1974;  

S z i l a g y i  and W a l l a c e ,  1 9 8 0 ) .

S u b o r d in a te  c h a r a c t e r i s t i c s  seem to  be c r i t i c a l  in  some 

l e a d e r s h i p  s i t u a t i o n s  and o f  l e s s  im po r ta nc e in  o t h e r s .  

C e r t a i n  s t u d i e s  (Tannenbaum and A l l p o r t ,  1956;  Vroom, 1959;  

M i t c h e l l ,  1973)  i n d i c a t e  t h a t  s u b o r d in a t e  c h a r a c t e r i s t i c s  

mo derate th e e f f e c t  o f  l e a d e r s h i p  s t y l e  when th e ta s k s  of  

the  s u b o r d i n a t e s  are h i g h l y  r o u t i n e  a n d / o r  non-ego 

i n v o l v i n g .  The moder at in g  e f f e c t  i s  not  c o n s i s t e n t l y  sup­

p o r te d  in  a l l  r e s e a r c h ,  however.  House ( 1 9 7 4 )  reasoned t h a t  

th e  t a s k  may have o v e r r i d i n g  e f f e c t s  on th e r e l a t i o n s h i p  

between l e a d e r  p a r t i c i p a t i o n  and s u b o r d in a te  res pons es ,  and 

t h a t  i n d i v i d u a l  p r e d i s p o s i t i o n s  and p e r s o n a l i t y  c h a ra c ­

t e r i s t i c s  o f  th e  s u b o r d in a te s  may have an e f f e c t  on ly  f o r
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some t a s k s .  For example,  D e s s le r  [1 9 7 3 )  found t h a t  f o r  

s u b o r d i n a t e s  a t  lo w er  o r g a n i z a t i o n a l  l e v e l s  doing r o u t i n e ,  

r e p e t i t i v e ,  unambiguous t a s k s ,  d i r e c t i v e  l e a d e r s h i p  was p r e ­

f e r r e d  by c lo se d  minded,  do gm at ic,  a u t h o r i t a r i a n  subo r­

d i n a t e s  and n o n d i r e c t i v e  l e a d e r s h i p  was p r e f e r r e d  by 

n o n a u t h o r i t a r i a n  open minded s u b o r d i n a t e s .  However,  d i r e c ­

t i v e  l e a d e r s h i p  was p r e f e r r e d  by s u b o rd in a te s  a t  h ig h e r  

l e v e l s  doing n o n r o u t i n e ,  ambiguous ta sk s re g a r d l e s s  o f  p e r ­

s o n a l i t y  c h a r a c t e r i s t i c s .

P e r s o n a l i t y  v a r i a b l e s  and o th e r  s u b o r d in a te  c h a ra c ­

t e r i s t i c s  ar e i m p o r t a n t ,  s i n c e  they seem to o p e ra te  as 

m ode ra to rs  o n ly  i n  c e r t a i n  s i t u a t i o n s .  T h e r e f o r e ,  they can 

ne v e r be t o t a l l y  ig n o r e d ,  nor used as th e so le  bas is  f o r  

r e a c h in g  a c o n c l u s i o n .

( b ) .  O r g a n i z a t i o n a l  f a c t o r s . Many o r g a n i z a t i o n a l  

f a c t o r s  i n f l u e n c e  th e l e v e l  o f  s a t i s f a c t i o n  w i th  le a d e r  

b e h a v i o r .  I f  th e o r g a n i z a t i o n  i s  one which has a c l e a r l y  

d e f i n e d  system o f  p ro ce dur es  and work r u l e s  as w e l l  as a 

c l e a r l y  d e f i n e d  reward system ove r which th e s u p e r v i s o r  can­

not  e x e r c i s e  c o n t r o l ,  i n s t r u m e n t a l  b e h a v io r  may not  p ro v id e  

h ig h  l e v e l s  o f  s a t i s f a c t i o n  even when o th e r  v a r i a b l e s  would  

i n d i c a t e  such a r e l a t i o n s h i p .  A study ( S t in s o n  and Johnson, 

1975 )  ex am in ing s a t i s f a c t i o n  l e v e l s  in  C i v i l  S e r v ic e  and 

m i l i t a r y  p e rs o n n e l  su ppor ted t h i s  h y p o th e s is .  In  both o r ­

g a n i z a t i o n s  th e e x t r i n s i c  reward system and work pro ced ure s  

were c l e a r l y  d e f i n e d  and were a d m in is t e r e d  by the  fo rm al  

o r g a n i z a t i o n .  The l e a d e r  had to  c o n c e n t r a t e  on con­
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s i d e r a t i o n - o r i e n t e d  b e h a v io r  in  an e f f o r t  to in c r e a s e  

i n t r i n s i c  reward a v a i l a b i l i t y  and s a t i s f a c t i o n  from i n t e r ­

p e r s o n a l  r e l a t i o n s  f o r  the s u b o r d i n a t e .  I n s t r u m e n t a l  behav­

i o r  was re dun dan t i n  t h a t  i t  a t te m pte d  to c l a r i f y  a path to 

th e  reward which was a l r e a d y  e v i d e n t  to th e  s u b o r d i n a t e .

M i l e s  and P e t t y  ( 1 9 7 7 )  pr o vi d ed  a d d i t i o n a l  su pport  f o r  

th e  f i n d i n g s  o f  S t in so n  and Johnson.  They found t h a t  s o c i a l  

s e r v i c e  p r o f e s s i o n a l s  in  l a r g e  o r g a n i z a t i o n s  whose j'obs were 

f o r m a l i z e d ,  r o u t i n i z e d ,  s ta n d a r d iz e d  and s p e c i a l i z e d  d e r iv e d  

no s a t i s f a c t i o n  from l e a d e r  i n i t i a t i n g  s t r u c t u r e  b e h a v i o r .  

Su bo rd in a te s  viewed such b e h a v io r  as re d u n d a n t .  However,  

s i m i l a r  p r o f e s s i o n a l s  from s m a l l ,  l e s s  fo r m a l i z e d  o r g a n i z a ­

t i o n s  i n d i c a t e d  a s i g n i f i c a n t ,  p o s i t i v e  p r e f e r e n c e  f o r  

l e a d e r  s t r u c t u r i n g  b e h a v i o r .  The fo rm al  a u t h o r i t y  system 

and the s i z e  o f  the  o r g a n i z a t i o n  appear to be mod era t in g  

v a r i a b l e s  in  the p a t h - g o a l  r e l a t i o n s h i p .

Most p a t h - g o a l  r e s e a rc h  has ce n te re d  on the  

s u b o r d i n a t e ’ s t a s k  as a mo der ato r  between s a t i s f a c t i o n  and 

l e a d e r  b e h a v i o r .  P a th -G o a l  Theory suggests t h a t  in  

s i t u a t i o n s  where th e t as k i s  u n s t r u c t u r e d ,  an e f f e c t i v e  

s u p e r v i s o r  w i l l  i n i t i a t e  s t r u c t u r e  in  the work envi ron ment  

to  he lp th e s u b o rd in a te s  av o id  p i t f a l l s  to s u c c e s s fu l  task  

ac complishment and to c l a r i f y  the e x t e n t  to which p e r fo rm ­

ance w i l l  be rew ard ed.  S u b o r d in a te s ,  through  l e a d e r  d i r e c ­

t i o n  o f  t h e i r  work and c l a r i f i c a t i o n  of  what  i s  expecte d of  

them, w i l l  be s a t i s f i e d  by th e i n t r i n s i c  demands o f  the  

u n s t r u c t u r e d  ta s k  and be h i g h l y  m ot iv a te d  by e x t r i n s i c
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reward s a s s o c ia t e d  w it h  t h e i r  employment. Th is  r e l a t i o n s h i p  

has re c e i v e d  su ppo rt  f rom r e s e a rc h  done by D e s s le r  ( 1 9 7 3 ) ,  

Greene ( 1 9 7 3 ) ,  House and D e s s le r  ( 1 9 7 4 ) ;  and S z i l a g y i  and 

Sims ( 1 9 7 4 ) .

I n  s i t u a t i o n s  where ta sk s are  h i g h l y  s t r u c t u r e d ,  su bor ­

d i n a t e s  ar e  l i k e l y  to view d i r e c t i v e  b e h a v io r  as an unnec­

e ss ar y im p o s i t i o n  o f  d i r e c t i o n  and c o n t r o l .  D i r e c t i v e  

b e h a v io r  would be viewed as redu ndant in  ve ry  s t r u c t u r e d  

t a s k s .  H i g h l y  s t r u c t u r e d  tas ks  r e q u i r e  the l e a d e r  to be 

c o n s i d e r a t e  and s u p p o r t i v e  in  o rd e r f o r  su b o rd in a te s  to  

reduce th e  f r u s t r a t i o n  r e s u l t i n g  from per fo rm in g  sim ple  

t a s k s  ha vin g l i t t l e  i n t r i n s i c  s a t i s f a c t i o n .  R e s u l t s  o f  

r e s e a r c h  done by D e s s le r  ( 1 9 7 3 ) ;  House and D e s s le r  ( 1 9 7 4 )  

and S t in s o n  and Johnson (19 75 )  s up por t  t h i s  p r o p o s i t i o n .

Task v a r i e t y  i s  a noth er  f a c t o r  which has been found to  

m oderate the r e l a t i o n s h i p  between s a t i s f a c t i o n  and l e a d e r  

b e h a v i o r  (S c h r ie s h e im  and D e N i s i ,  1979;  Johns, 1 9 7 8 ) .  

I n s t r u m e n t a l  l e a d e r s h i p  help s s u b o r d in a te s  whose ta s k s  

i n v o l v e  a l a r g e  number o f  o p e r a t i o n s  to  s u c c e s s f u l l y  

co mp let e those t a s k s .  Task com pl et io n  r e s u l t s  in  the  su bor­

d i n a t e s  d e r i v i n g  g r e a t e r  job  s a t i s f a c t i o n  which in  t u r n ,  

c o n t r i b u t e s  to g r e a t e r  s a t i s f a c t i o n  w it h  s u p e r v is io n  

(S c h r ie s h e im  and D e N i s i ,  1 9 7 9 ) .  C o n v e rs e ly ,  su b o rd in a te s  

wor kin g on le s s  v a r i e d  ta sk s  view i n s t r u m e n t a l  l e a d e r  beha v­

i o r s  as r e d un dan t,  r e s u l t i n g  in  s u b o r d in a te s  having l e s s  

s a t i s f a c t i o n  w i th  s u p e r v i s i o n .

Feedback i s  an o th er  moderator  of  the r e l a t i o n s h i p  b e t ­
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ween i n s t r u m e n t a l  l e a d e r  b e h a v i o r  and s u b o r d in a t e  s a t i s f a c ­

t i o n  w i t h  s u p e r v i s i o n  (S c h r ie s h e im  and D e N i s i ,  1979;  Johns,

1 9 7 8 ) .  I n s t r u m e n t a l  b e h a v io r  p r o v id e s  s u b o r d in a t e s  w i th  

in f o r m a t i o n  needed to s u c c e s s f u l l y  co mple te  t h e i r  tas ks  on 

jo b s  t h a t  p r o v i d e  l i t t l e  or  no t a s k - r e l a t e d  fe ed b a c k .  

S u c c e s s fu l  c o m p le t io n  a l l o w s  s u b o r d in a t e s  to g ai n  g r e a t e r  

l e v e l s  o f  s a t i s f a c t i o n  w i t h  s u p e r v i s i o n .

Su pport  has been found f o r  th e  m od er at in g  e f f e c t  o f  th e  

ta s k  d im en si o n ,  d e a l i n g  w it h  o t h e r s  ( S c h r ie s h e im  and D e N i s i ,

1 9 7 9 ) .  When a s u b o r d i n a t e s ’ jo b  does not  i n v o l v e  d e a l i n g  

w i t h  o t h e r s ,  i n t e r a c t i o n  w it h  th e l e a d e r  ser ve s as a means 

o f  s a t i s f y i n g  any i n t e r a c t i o n  needs.  Under t h i s  c o n d i t i o n ,  

l e a d e r  b e h a v io r s  t h a t  ar e  no t  p u n i t i v e  would enhance subor ­

d i n a t e  s a t i s f a c t i o n  w i t h  s u p e r v i s i o n .

Ka tz  (1 9 8 0 )  h y p o th e s iz e d  t h a t  l e a d e r  c o n s i d e r a t i o n  i s  

sim pl y not  r e l e v e n t  or  as m e a n in gf u l  a dim ension as i n i ­

t i a t i n g  s t r u c t u r e  f o r  i n d i v i d u a l s  who have jo bs w i t h  con­

s i d e r a b l e  i n t r i n s i c  s a t i s f a c t i o n .  I f  t h e r e  ar e  no,  o r  few, 

e x t r i n s i c  rewards a v a i l a b l e ,  then l e a d e r  b e h a v io r  should  

focus on c l a r i f y i n g  pa ths so t h a t  s u b o r d in a te s  may s e l f -  

a d m i n i s t e r  i n t r i n s i c  rewards a s s o c i a t e d  w i t h  t as k  

acco mplishm ent  and d ev el o p  a sense o f  c l o s u r e  on g o a l s .

Not a l l  r e s e a rc h  has supported  the  P a th -G o a l  Theory o f  

L e a d e r s h i p .  In  p a r t i c u l a r ,  th e h y p o th e s is  c once rn in g  

i n s t r u m e n t a l  b e h a v io r  has r e c e iv e d  l i m i t e d  s u p p o r t .  

O r i g i n a l  r e s e a r c h  by House supp ort ed  th e  h y p o t h e s i s ,  but  

subsequent s t u d i e s  have found v a r y in g  degr ees  o f  s u p p o r t ,
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f rom none to st ro n g  (see  S t in so n  and Johnson,  1975;  

Sc hr ie s h e im  and von Gl in o w , 1 9 7 7 ) .  One su g g es t io n  t h a t  has 

been used to e x p l a i n  th e  v a r i e d  f i n d i n g s  co ncer n in g i n s t r u ­

me nt al  l e a d e r  b e h a v i o r  c e n t e r s  around the i n s t r u m e n t s  used 

to  measure l e a d e r  b e h a v i o r .  R e s u l t s  i n d i c a t e  t h a t  the  

in s t r u m e n t s  va ry  a g r e a t  de a l  in  how th ey  measure i n s t ru m e n ­

t a l  or  d i r e c t i v e  b e h a v io r  (S c h r ie s h e im  and von Gl in ow,  

1 9 7 7 ) .  Three in s t r u m e n t s  used in  a l l  p a t h - g o a l  le a d e r s h i p  

s t u d i e s  ar e the S u p e r v is o r y  B eh av io r  D e s c r i p t i o n  

Q u e s t i o n n a i r e  ( SBDQ), th e Lea der  Be h a v io r  D e s c r i p t i o n  

Q u e s t i o n n a i r e  (LBDQ) , and the Lea der  B eh av io r  D e s c r i p t i o n  

Q u e s t i o n n a i r e — Form X I I  ( L B D Q - X I I ) .

The LBDQ and,  e s p e c i a l l y ,  th e  SBDQ c o n t a in  p u n i t i v e ,  

a u t o c r a t i c ,  and p r o d u c t i o n - o r i e n t e d  i t em s which a re  e x t r a ­

neous to th e measurement o f  the  t h e o r y ’ s l e a d e r h i p  

c o n s t r u c t s  ( S c h r ie s h e im  and S t o d g i l l ,  1 9 7 5 ) .  The LBDQ-XI I  

c o n t a in s  none o f  th es e  i t e m s ,  and t h e r e f o r e ,  u n t i l  r e c e n t l y  

c o n s t i t u t e d  the most a c c u r a t e  o p e r a t i o n a l i z a t i o n  o f  the  

t h e o r y ’ s l e a d e r s h i p  c o n s t r u c t s .  The SBDQ s c a le s  and t h e i r  

d e r i v a t i v e s  should no t  be used in t e s t i n g  the Pa th -G o a l  

Theory o f  l e a d e r s h i p .  Even th e  LBD Q- XI I  i s  a t  b e s t  a rough 

ap p r o x im a t io n  o f  i n s t r u m e n t a l  and s u p p o r t i v e  l e a d e r  beh a v io r  

(S c h ri e s h e im  and S t o g d i l l ,  1 9 7 5 ) .

Sc h r ie s h e im  (1 9 7 9 )  r e c e n t l y  deve lop ed  and v a l i d a t e d  

a n o th e r as y e t  unamed se t  o f  l e a d e r  b e h a v io r  s c a l e s .  These 

sc a le s  measure the c o n s t r u c t s  o f  the P a th -G o a l  th e o r y  much 

b e t t e r  than measures used in  p r e v io u s  re se a rc h  (House,
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1 9 8 0 ) .  F u tu re  re se a rc h  on the Pat h -G o a l  Theory o f  

L e a d e rs h ip  should use sc a le s  which a c c u r a t e l y  measure the  

l e a d e r  b e h a v io rs  o f  i n t e r e s t .

Downey, S h e r id a n ,  and Slocum (1 9 7 5 )  b e l i e v e  the v a r i a ­

b i l i t y  o f  r e s e a rc h  f i n d i n g s  conern ing th e Path Goal  Theory  

i s  due to  d e f i c i e n c i e s  in  th e t h e o r y ,  i t s e l f .  S e v e ra l  s tu d ­

i e s  have focused only on ta s k  v a r i a b l e s  w h i l e  i g n o r i n g  i n d i ­

v i d u a l  c h a r a c t e r i s t i c s  and o th e r  en v i ro n m e n ta l  v a r i a b l e s .  

Rese ar ch er s  who ig n o re  the p erso nal  c h a r a c t e r i s t i c s  o f  

s u b o r d in a t e s  make th e i m p l i c i t  assumption t h a t  ta sk  

v a r i a b l e s  outweig h i n d i v i d u a l  c h a r a c t e r i s t i c s  in  a l l  

s i t u a t i o n s .  T h is  i s  n e i t h e r  s t a t e d  nor im p l i e d  by the  

th e o r y .  Te st s o f  the t h e o ry  tend to focus on onl y one or  

two i n t e r v e n i n g  v a r i a b l e s  and t h e i r  r e l a t i o n s h i p  to sub or­

d i n a t e  s a t i s f a c t i o n .  R es ear ch ers  then a r r i v e  a t  co n c lu si o n s  

about th e th e o ry  on the  b a s is  o f  supp ort  or la c k  o f  sup port  

f o r  only  a minor p a r t  of  th e  t h e o r y .  For example, p r e v io u s  

s t u d i e s  which a t te m pte d  to r e p l i c a t e  f i n d i n g s  co ncer nin g the  

m ode ra t ing  impact  o f  ta s k  v a r i a b l e s  d id  not  c o n t r o l  f o r  

i n d i v i d u a l  and o t h e r  o r g a n i z a t i o n a l  v a r i a b l e s .  The v a r i a ­

b i l i t y  o f  these  f i n d i n g s  may be due to major  d i f f e r e n c e s  in  

i n d i v i d u a l  c h a r a c t e r i s t i c s  and th e o r g a n i z a t i o n s  used in  the  

v a r io u s  samples.  R e s u lt s  o f  such s t u d i e s  cannot prove or 

d i s p r o v e  th e th e o r y  in t o t a l .

The r e s e a rc h  f i n d i n g s  i n d i c a t e  t h a t  the  Pa th -G o a l  Theory 

i s  a v i a b l e  approach to the study o f  l e a d e r s h i p  ( S z i l a g y i  

and Sims,  1974)  even though i t  has weaknesses.  The
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c o m p le x i t y  o f  th e  th e o r y  and th e use o f  in s t r u m e n ts  which do 

not a c c u r a t e l y  measure i t s  c o n s t r u c t s  seem to be the major  

causes f o r  the  v a r i a b i l i t y  o f  the f i n d i n g s .  Ta b le  1 p r o v i ­

des a summary o f  the  re s e a rc h  r e l a t e d  to th e P a th -G o a l  

t h e o ry  and su ppor t  or  la c k  o f  su pp ort  p ro v id e d  by the  

i n v e s t i g a t i o n .  A l l  but  one study used u n i v e r s a l  measures of  

l e a d e r  b e h a v io r  which did  not  a c c u r a t e l y  measure l e a d e r  

b e h a v io rs  ( i . e . ,  i n v e s t i g a t o r s  used e i t h e r  the SBDQ, LBDQ, 

or LBDQ-Form X I I ) .  The v a r i a b i l i t y  o f  th e r e s u l t s  may be 

l i n k e d  to th e v a r i e t y  o f  i n s t ru m e n ts  used to measure le a d e r  

b e h a v i o r .  In  f a c t ,  S ch ri es chei m  and Von Gl inow (1 9 7 7 )  have  

dem onst rat ed t h a t  by using d i f f e r e n t  i n s t r u m e n t s  op p o s i te  

r e s u l t s  can be ob ta in e d  from th e same samples.  Only the  

study by J e r m ie r  and Burkes (see  T ab le  1)  used 

Sc h r ie s c h e im ’ s new l e a d e r  b e h a v io r  in s t r u m e n t .  The 

weaknesses o f  th e t h e o r y ,  t h e r e f o r e ,  cannot be f u l l y  

unders tood  u n t i l  more re s e a rc h  employing a p p r o p r i a t e  

measures o f  l e a d e r  b e h a v io r  i s  conducted .

The r e s u l t s  o f  e x i s t i n g  s tu d i e s  tend to su ppo rt  the  

P a t h - G o a l  th e o r y  when the r e l a t i o n s h i p  between l e a d e r  behav­

i o r  and s a t i s f a c t i o n  i s  examined,  however the f i n d i n g s  are  

mixed when the p e r f o r m a n c e - l e a d e r  b e h a v io r  r e l a t i o n s h i p  is  

exam ined.  The th e o ry  seems to be v a l i d  f o r  un d e rs ta n d in g  

th e  s a t i s f a c t i o n  l e v e l s  o f  i n d i v i d u a l s  but  suspe ct  f o r  

und e rs ta n d in g  th e performance l e v e l .  P a th -G o a l  th e o r y  may 

be a v a l u a b l e  l e a d e r s h i p  theo ry  when the l e a d e r  b e h a v i o r /  

s a t i s f a c t i o n  r e l a t i o n s h i p  i s  im p o r t a n t .  Such may be the
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case when d e a l i n g  w i th  v o l u n t a r y  a s s o c i a t i o n s .  S e v e r a l  

au th o r s  (G i d r o n ,  1983;  P e a rc e ,  1981)  i n d i c a t e  t h a t  s a t i s f a c ­

t i o n  i s  a c r i t i c a l  f a c t o r  when d e a l i n g  w it h  v o l u n t e e r s .  

T h e r e f o r e ,  th e  P a th -G o a l  th e o r y  may p r o v i d e  a u s e f u l  f rame­

work f o r  th e  study o f  l e a d e r s h i p  in  v o l u n t a r y  a s s o c i a t i o n s .

Resea rch Conce rni ng  V o l u n t a r y  
O r g a n i z a t i o n s

The f i n a l  s e c t i o n  o f  the l i t e r a t u r e  r e v ie w  d e a ls  w it h  

re s e a rc h  r e l a t e d  to  v o l u n t a r y  o r g a n i z a t i o n s  and l e a d e r  beha­

v i o r s  w i t h i n  those o r g a n i z a t i o n s .  The s t r u c t u r e  o f  the  

o r g a n i z a t i o n s  was o f  p a r t i c u l a r  i n t e r e s t ,  s in c e  s t r u c t u r e  i s  

a majo r  f a c t o r  i n  d e t e r m in in g  th e  e n v ir o n m e n t a l  c h a ra c ­

t e r i s t i c s  faced by th e l e a d e r  and v o l u n t e e r .  I n  a d d i t i o n ,  

l i t e r a t u r e  r e l a t e d  to l e a d e r s h i p  was examined to de te rm in e  

which l e a d e r  b e h a v io r s  were deemed to be most a p p r o p r i a t e  

f o r  d e a l i n g  w it h  v o l u n t e e r s  and to d e te r m in e  i f  l e a d e r s  o f  

v o l u n t e e r s  a re  encouraged to examine s i t u a t i o n a l  f a c t o r s  

b e f o r e  choosing a p a r t i c u l a r  l e a d e r s h i p  s t y l e .

O r g a n i z a t i o n a l  S t r u c t u r e

There has been l i t t l e  r e s e a r c h  done on th e s t r u c t u r e  of  

v o l u n t a r y  o r g a n i z a t i o n s .  One study (Gordon and Babchuck,  

1959)  o f  p a r t i c u l a r  im p o rt a n c e ,  however,  d id  i d e n t i f y  

d i s t i n c t  typ es o f  v o l u n t a r y  o r g a n i z a t i o n s .  Ac co rd in g  to  

Gordon and Babchuck,  v o l u n t a r y  o r g a n i z a t i o n s  can be i d e n ­

t i f i e d  along an e x p r e s s i v e / i n s t r u m e n t a l  con t inuum.  

Ex p r e s s iv e  o r g a n i z a t i o n s  p r o v id e  th e framework f o r  immedia te
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and c o n t in u e d  g r a t i f i c a t i o n  to the i n d i v i d u a l .  The a c t i v i ­

t i e s  o f  the group p r i m a r i l y  ar e co n f i n e d  to the  o r g a n i z a t i o n  

and ar e d i r e c t e d  a t  p r o v i d i n g  pe rs o n a l  s a t i s f a c t i o n  and 

f e l l o w s h i p .  An i n s t r u m e n t a l  o r g a n i z a t i o n ,  on th e o th e r  

hand, o r i e n t s  i t s e l f  to a c t i v i t i e s  which t a k e  p la c e  o u t s i d e  

th e o r g a n i z a t i o n .  I n s t r u m e n t a l  o r g a n i z a t i o n s  seek to  main­

t a i n  a c o n d i t i o n  or  b r in g  about change which t r an sc en ds  the  

i mm ed iat e membership.  I n s t r u m e n t a l  o r g a n i z a t i o n s  do not  

e x i s t  p r i m a r i l y  to  f u r n i s h  a c t i v i t i e s  f o r  members as an end 

i n  i t s e l f ;  r a t h e r  they se rv e  as s o c i a l  i n f l u e n c e  o r g a n i z a ­

t i o n s  des ign ed to c r e a t e  some norm a t iv e  c o n d i t i o n  or change 

goal  which e x i s t s  o u t s i d e  o f  the o r g a n i z a t i o n .
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SUMMARY OF SIGNIFICANT PATH-GOAL 
RESEARCH

Date
and
Author

Supported  
I n s t r u m e n t a l  C o n s id e r a t io n

Hypothesi s____________ Hypo thesi s

i9 71
House Yes
House,  F i l l e y  and K e r r  Yes

1973
Runyon Yes
D e s s l e r  Yes

1974
House and D e s s l e r  Yes
Greene Yes
M i t c h e l l ,  Symer,  and Weed Yes
S z i l a g y i  and Sims Yes

1975
Sims and S z i l a g y i  Yes
S t in s o n  and Johnson No
S h e r id a n ,  e t  a l .  No

1976
Downey,  e t  a l .  No
Sc h r ie s c h e im  Murphy Yes
S c h r ie s c h e im  S c h r ie sc h ei m  No

1977
M i l e s  and P e t t y  No
V a l e n z i  D e s s l e r  No

1978 
Johns

1979 
Greene
J e r m ie r  and Burkes  
Sc h ri e s c h e im  D e N is i

1980
G r i f f i n

1982
F u lk  and Wendler

No
P a r t i a l
Yes

P a r t i a l

P a r t i a l

Yes
Yes

Yes
Yes
N .T .

N .T .
No

Yes
Yes
No

No
Yes
Yes

P a r t i a l

P a r t i a l

♦Not Teste d
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S e v e r a l  works ar e based on o b s e r v a t io n s  and i n d i v i d u a l  

e x p e r ie n c e s  drawn from v o l u n t a r y  o r g a n i z a t i o n s  which e x h i b ­

i t e d  i n s t r u m e n t a l  t e n d e n c i e s .  Walk er  ( 1 9 7 5 )  suggest s t h a t  

d e c is io n - m a k in g  power in  v o l u n t a r y  o r g a n i z a t i o n s  i s  con f in e d  

to a few i n d i v i d u a l s  and t h a t  v o l u n t a r y  o r g a n i z a t i o n s  tend  

to be h i g h l y  b u r e a u c r a t i z e d  w it h  a r e s u l t i n g  s p e c i a l i z a t i o n  

and extrem e d i v i s i o n  o f  l a b o r .  S t e n z e l  and Feeney (1 9 6 8 )  

and Smith and Reddy ( 1 9 7 1 )  observ e t h a t  v o l u n t a r y  o r g a n i z a ­

t i o n s  tend to be s u b j e c t  to o l i g a r c h i c a l  c o n t r o l ,  w it h  a 

core  o f  members bein g in v o lv e d  more a c t i v e l y  in  l e a d e r s h i p  

and p a r t i c i p a t i o n  than most o th e r  members. Major  d e c is io n s  

and broad p o l i c i e s  ar e d e te rm in ed  by t h i s  l e a d e r s h i p  group,  

and t h e i r  im p le m e n ta t i o n  i s  the  r e s p o n s i b i l i t y  o f  o f f i c e r s  

and d i r e c t o r s  o f  th e  o r g a n i z a t i o n .  More s t r u c t u r e  beg in s to 

appea r as the o r g a n i z a t i o n s  become more c e n t r a l i z e d  and 

b u r e a u c r a t i z e d .  A cco rd ing  to  Smith and Reddy ( 1 9 7 1 ) ,  in  a 

l a r g e  v o l u n t a r y  o r g a n i z a t i o n ;

I f  you a re  t r y i n g  to do som eth ing ,  l i n e s  o f
l e a d e r s h i p  have to be c l e a r  l a r g e  v o l u n t a r y
o r g a n i z a t i o n s  need to be f o r m a l l y  s t r u c t u r e d  
j u s t  as do bus in es s and government i f  they  ar e  
to  be e f f e c t i v e .

Some v o l u n t a r y  o r g a n i z a t i o n s  may s u b j e c t  the  v o l u n t e e r  to 

two or even t h r e e  h i e r a r c h i c a l  ch ain s . . .  a v o l u n t e e r  h i e r ­

a r c h y ,  a s t a f f  h i e r a r c h y ,  and a t  t im es a h i e r a r c h y  w i t h i n  

t h e  o r g a n i z a t i o n  ( h o s p i t a l ,  nu rs in g  home, sc hool )  i n  which 

they  per fo rm  t h e i r  s e r v i c e s  (W a lk e r ,  1 9 7 5 ) .

Large  v o l u n t a r y  o r g a n i z a t i o n s  tend to be h i g h l y  organ­
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i z e d ,  b u r e a u c r a t i c ,  and have low l e v e l s  o f  inv o lv e m e n t  from 

ran k and f i l e  members (Warner and H i l a n d e r ,  1964;  S i l l s ,  

1957]  • Th is would be o f  s p e c i f i c  i n t e r e s t  in t e s t i n g  the  

P a t h - G o a l  Theory o f  l e a d e r s h i p ,  s i n c e  o r g a n i z a t i o n a l  f a c t o r s  

such as f o r m a l i z a t i o n  and t a s k  s t r u c t u r e  se rv e  to moderate  

th e  r e l a t i o n  between l e a d e r  b e h a v io r  and s u b o r d in a t e  s a t i s ­

f a c t i o n .  Most s ta te m e n ts  c once rn in g  the s t r u c t u r e  o f  v o lu n ­

t a r y  r e s e a rc h  a re  t h e o r e t i c a l  in  n a t u r e .  E m p i r i c a l  r e s e a rc h  

i s  needed to b e t t e r  un ders tan d the s t r u c t u r e  o f  both  i n s t r u ­

men tal  and e x p r e s s i v e  v o l u n t a r y  o r g a n i z a t i o n s .

L e a d e rs h ip  Research in  
V o l u n t a r y  O r g a n i z a t i o n s

There i s  ver y l i t t l e  r e s e a rc h  to  be found on th e s u b j e c t  

o f  le a d e r s h i p  in  v o l u n t a r y  o r g a n i z a t i o n s .  An e x t e n s i v e  

re v ie w  o f  the  l i t e r a t u r e  r e v e a l e d  no major  t e s t s  of  any 

l e a d e r s h i p  th e o ry  in  th e v o l u n t a r y  s e c t o r .  S e v e r a l  s t u d i e s  

s u p p l i e d  i n f o r m a t i o n  r e l a t e d  to l e a d e r s  or  l e a d e r s h i p  in  

v o l u n t a r y  o r g a n i z a t i o n s .

I n  one study (Gatewood and L a h i f f ,  1 9 7 7 ) ,  l e a d e r s  from  

v o l u n t a r y  and n o n p r o f i t  o r g a n i z a t i o n s  ra t e d  r e l a t i o n s h i p s  

w i t h  co -w o rk e rs  as more im p o r t a n t  to e f f e c t i v e  management 

than  d i d  l e a d e r s  from p r o f i t  s e c t o r  o r g a n i z a t i o n s .  In  f a c t ,  

le a d e r s  i n  v o l u n t a r y  o r g a n i z a t i o n s  ra t e d  such r e l a t i o n s h i p s  

a t  a s i g n i f i c a n t l y  h ig h e r  l e v e l  than did  le a d e r s  o f  nonpro­

f i t s .  Gatewood and L a h i f f  suggest  t h i s  i s  due to  the v o lu n ­

t a r y  l e a d e r  be ing  so dependent on v o l u n t e e r  manpower.  

A cco rd ing to them, t h i s  i n d i c a t e s  t h a t  the le a d e r s  b e l i e v e
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t h a t  th ey  must be more r e l a t i o n s - o r i e n t e d  s in ce  they b e l i e v e  

t h e r e  a r e  few t o o l s  a v a i l a b l e  to  i n f l u e n c e  wor ker  b e h a v io r  

o t h e r  than p e r s o n a l  r e l a t i o n s  they e s t a b l i s h e d  w it h  vo lu n ­

t e e r s .  I n  a t h e o r e t i c a l  work,  Lacou r (1 9 7 7 )  su ggest s t h a t  

t h e  managers i n  many v o l u n t e e r  programs ar e  h e s i t a n t  to 

e x e r c i s e  a g r e a t  d e a l  o f  c o n t r o l  in  t h e i r  programs f o r  f e a r  

o f  l o s i n g  v o l u n t e e r s .  W i th o u t  the p e rc e iv e d  power o f  money 

as a r e w a rd ,  th e  l e a d e r  assumes v o l u n t e e r s  w i l l  not  s ta y in  

th e  o r g a n i z a t i o n  e x c e p t  f o r  s o c i a l  r ea sons .  McGregor ( 1 9 7 0 )  

emphasized th e need f o r  wo rke rs f e e l i n g  a sense o f  autonomy,  

s in c e  i t  i s  l i k e l y  to  r e s u l t  in  g r e a t e r  p r o d u c t i v i t y  and 

i n c r e a s e d  jo b  s a t i s f a c t i o n .  Lead ers  i n  v o l u n t a r y  o r g a n i z a ­

t i o n s  t a k e  t h i s  a d v ic e  from th e  p r o f i t  s e c t o r  to  mean t h a t  

le a d e r s  should  not  e x e r c i s e  c o n t r o l  over  s u b o r d i n a t e ’ s a c t i ­

v i t i e s ,  t h a t  the o r g a n i z a t i o n  should be f l a t ,  and t h a t  co-  

wo rk er  c o n t a c t  should be emphasized in o r d e r  to  i n c r e a s e  

v o l u n t e e r  autonomy ( LaC our,  1 9 7 7 ) .  LaCour ’ s c o n t e n t i o n s  are  

in  d i r e c t  c o n f l i c t  w i t h  th e s ta te m e n ts  o f  Walker  (1 9 7 5 )  and 

Smith and Reddy ( 1 9 7 1 )  c o n ce rn in g th e predominance o f  a 

b u r e a u c r a t i c  s t r u c t u r e  in  v o l u n t a r y  a s s o c i a t i o n s .  Th is  

dis a g re e m e n t  p o i n t s  ou t  th e in c o n s i s t e n c y  o f  in f o r m a t i o n  

a v a i l a b l e  on v o l u n t a r y  o r g a n i z a t i o n  s t r u c t u r e .

Ra wl s,  U l l r i c h ,  and N e ls o n ,  ( 1 9 7 3 )  i n d i c a t e d  t h a t  le a d e r s  

r e p r e s e n t i n g  th e  n o n p r o f i t  s e c t o r  were more domina nt ,  

f l e x i b l e ,  and more concerned w i t h  s t a t u s  and p e rs o n a l  r e l a ­

t i o n s .  Le ad er s from p r o f i t  o r g a n i z a t i o n s  p la ce d  a g r e a t e r  

va lu e  on f a c t o r s  such as economic w e a l t h ,  s e c u r i t y ,  and obe­
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d i e n c e .  I f ,  as i n d i c a t e d  by Rawls,  U l l r i c h ,  and N el so n,  

l e a d e r s  from v o l u n t a r y  o r g a n i z a t i o n s  ar e more r e l a t i o n s  

o r i e n t e d ,  i t  may be d i f f i c u l t  to ge t  them to  use task  

o r i e n t e d  b e h a v io r s  even i f  the s i t u a t i o n  may d i c t a t e  such 

b e h a v i o r s .  One e f f e c t i v e  v o l u n t e e r  program, in  f a c t ,  used 

th e  co nce pt  o f  c o - l e a d e r s  chosen on the b a s is  o f  b e h a v i o r a l  

c h a r a c t e r i s t i c s  suggested by F i e d l e r  (L a c o u r ,  1 9 7 7 ) .  One 

l e a d e r  was chosen on th e  b a s is  o f  h i s / h e r  LPC score because  

o f  h i s / h e r  p e o p l e - o r i e n t e d  appro ach ,  th e  o t h e r  f o r  h i s / h e r  

t a s k - o r i e n t e d  ap proac h.  The c o - l e a d e r  approach was used to  

a c h ie v e  an optimum l e v e l  o f  group f u n c t i o n i n g .

O v e r a l l ,  th e i m p l i c a t i o n s  from th e t h e o r e t i c a l  and l i m i t e d  

e m p i r i c a l  r e s e a r c h  which e x i s t s ,  i n d i c a t e  t h a t  o r g a n i z a t i o n s  

and le a d e r s  who c o n c e n t r a t e  on r e l a t i o n s ,  autonomy,  p a r ­

t i c i p a t i o n ,  group a c t i v i t i e s ,  and shared c o n t r o l ,  have the  

most s a t i s f i e d  v o l u n t e e r s .  O r g a n i z a t i o n s  and l e a d e r s h i p  

s t y l e s  which emphasize c o n t r o l ,  r o u t i n i z a t i o n , and i n s t r u ­

me nta l  l e a d e r  b e h a v io r s  ar e  not  as s a t i s f y i n g  to v o l u n t e e r s  

s in c e  th e o r g a n i z a t i o n  and le a d e r s  have few e x t r i n s i c  

rewa rds to  o f f e r  v o l u n t e e r s .

One study (G i d r o n ,  198 3)  design ed to examine f a c t o r s  

t h a t  imp ac t  v o l u n t e e r s ’ l e v e l s  o f  s a t i s f a c t i o n  i n  k i b u t z e s  

pr o v id e d  l i m i t e d ,  a l th o u g h  s t a t i s t i c a l l y  i n s i g n i f i c a n t ,  sup­

p o r t  f o r  a r e l a t i o n s h i p  between l e a d e r  b e h a v io r  and 

v o l u n t e e r  s a t i s f a c t i o n .  I n s t r u m e n t a l  l e a d e r  b e h a v io r  was 

p o s i t i v e l y  r e l a t e d  to v o l u n t e e r  s a t i s f a c t i o n ,  w h i l e  r e l a -  

t i o n s - o r i e n t e d  b e h a v io r  was n e g a t i v e l y  c o r r e l a t e d  to s a t i s ­
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f a c t i o n .

The re v ie w  o f  th e o r g a n i z a t i o n  s t r u c t u r e  and le a d e r s h i p  

l i t e r a t u r e  r e l a t e d  to v o l u n t a r y  a s s o c i a t i o n s  re v e a le d  a good 

d e a l  o f  c o n j e c t u r e  on the p a r t  o f  many a u th o r s .  Most s imply  

s t a t e d  t h e i r  f e e l i n g s  or o b s e r v a t i o n s ;  few s u p p l i e d  any 

e m p i r i c a l  e vi de nce  f o r  t h e i r  c o n c lu s io n s .  There was l i t t l e ,  

i f  any,  a p p l i c a t i o n  o f  l e a d e r s h i p  t h e o r i e s  from th e p r o f i t  

s e c t o r .  Only one study (G id r o n ,  1983)  even re m ote ly  

addressed th e concept  t h a t  le a d e r s h i p  s t y l e  in f l u e n c e s  

v o l u n t e e r  s a t i s f a c t i o n .

Summary

L e a d e rs h ip  t h e o r i e s  developed and t e s t e d  in  the f o r -  

p r o f i t  s e c t o r  were rev iew ed  in  t h i s  c h a p t e r .  S p e c i f i c  

a t t e n t i o n  was paid  to  the P a th -G o a l  Theory o f  L ea der sh ip  

sin c e  th e t h e o ry  w i l l  be t e s t e d  in  a new s e t t i n g ;  th e vo lu n­

t a r y  n o n p r o f i t  s e c t o r .

L i t e r a t u r e  co ncer nin g o r g a n i z a t i o n a l  s t r u c t u r e  and 

le a d e r s h i p  s t y l e s  used in  v o l u n t a r y  n o n p r o f i t  o r g a n i z a t i o n s  

was examined.  This was done in an e f f o r t  to underst and the  

b a s is  on which l e a d e r s  o f  v o l u n t a r y  a s s o c i a t i o n s  choose 

t h e i r  l e a d e r s h i p  s t y l e s  and the en v i ro n m e n ta l  char ac ­

t e r i s t i c s  f a c in g  them. The rev ie w  a ls o  pro vid ed  i n f o r m a t i o n  

which i n d i c a t e d  t h a t  the P a th -G o a l  Theory o f  L e a d e rs h ip  may 

be an e x c e l l e n t  f ramework f o r  st u d y in g  l e a d e r s h i p  b eh av io rs  

and v o l u n t e e r  s a t i s f a c t i o n  in  v o l u n t a r y  o r g a n i z a t i o n s ,  due 

to  the h igh degree of  sup port  found f o r  the l e a i s r
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b e h a v i o r / s a t i s i f a c t i o n  w it h  work r e l a t i o n s h i p  in  f o r - p r o f i t  

i n v e s t i g a t i o n s .  In  a d d i t i o n ,  th e l i t e r a t u r e  discus sed  in  

t h i s  c h a p t e r  p ro v id e d  the f o u n d a t io n  f o r  the  development of  

th e  hypot heses  p res en ted  in  Ch ap te r  I I I .
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CHAPTER I I I

METHODOLOGY

T h is  r e s e a rc h  had m u l t i p l e  o b j e c t i v e s  r e l a t e d  to d e t e r ­

min ing th e s t r u c t u r a l  c h a r a c t e r i s t i c s  and th e  l e a d e r s h i p  

process es i n  v o l u n t a r y  o r g a n i z a t i o n s .  T h e r e f o r e ,  data  

c o l l e c t i o n  was d i v i d e d  i n t o  two major  phases.  The f i r s t  

phase was devoted to g a in in g  an e m p i r i c a l l y  based d e s c r i p ­

t i o n  o f  o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s  and e f f e c t i v e  l e a d e r  

b e h a v io rs  (a s p e r c e iv e d  by top a d m i n i s t r a t o r s )  in  v o l u n t a r y  

o r g a n i z a t i o n s .

I n f o r m a t i o n  n ec ess ary  to t e s t  the P a th -G o a l  Theory o f  

L e a d e rs h ip  in  v o l u n t a r y  o r g a n i z a t i o n s  was g at her ed  d uri ng  

t h e  second phase o f  th e s u r v e y .  An a d d i t i o n a l  o b j e c t i v e  of  

Phase I I  was to p r o v id e  i n f o r m a t i o n  t h a t  would lea d  toward 

t h e  dev elopment o f  a c o nt in ge nc y approach to l e a d e r s h i p  in  

v o l u n t a r y  o r g a n i z a t i o n s .

D ata  C o l l e c t i o n  Method 

Most o f  th e  r e s e a rc h  und er ta ke n i n  l e a d e r s h i p  s t y l e  i s  

based on g a t h e r i n g  in f o r m a t i o n  from i n d i v i d u a l s  and o r g a n i ­

z a t i o n s  through  survey t e c h n iq u e s .  Survey r e s e a rc h  i s  the  

g a t h e r i n g  o f  i n f o r m a t i o n  from resp ond en ts  f o r  th e purpose o f  

u n d e rs ta n d in g  a n d /o r  p r e d i c t i n g  some asp ec t  o f  a 
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p o p u l a t i o n ’ s b e h a v i o r  ( T u l l  and Hawkin s,  1 9 8 0 ) .  A su rve y  

method re p r e s e n t e d  a l o g i c a l  d a ta  c o l l e c t i o n  approach f o r  

t h i s  s tu d y ,  s in c e  the o b j e c t i v e s  o f  th e re s e a rc h  were

r e l a t e d  to  u n d e rs ta n d in g  l e a d e r  b e h a v i o r ,  o r g a n i z a t i o n a l  

c h a r a c t e r i s t i c s ,  and t h e i r  r e l a t i o n s h i p  to  v o l u n t e e r ’ s 

s a t i s f a c t i o n .

Three  p r i m a ry  methods o f  su rve y re s e a r c h  a re  p e r s o n a l  

i n t e r v i e w s ,  t e le p h o n e  i n t e r v i e w s ,  and m a i l  q u e s t i o n n a i r e s  

(Lehman, 1 9 8 0 ) .  A number o f  c r i t e r i a  ar e r e l e v a n t  f o r  

ju d g i n g  which ty pe  o f  survey  te c h n iq u e  to use in  any p a r ­

t i c u l a r  s i t u a t i o n .  Acc or d in g  t o  T u l l  and Hawkins ( 1 9 8 0 :

1 1 7 ) ,  the se  c r i t e r i a  ar e ( 1 )  c o m p l e x i t y ,  ( 2 )  r e q u i r e d  amount

o f  d a t a ,  ( 3 )  d e s i r e d  a c c u ra c y ,  ( 4 )  sample c o n t r o l ,  ( 5 )  

speed,  ( 6 ) a c c e p t a b l e  l e v e l  o f  nonre spo nse ,  and ( 7 )  c o s t .  

The p r o h i b i t i v e  c o s t  o f  t r a v e l  and the t im e r e q u i r e d  f o r  

p e r s o n a l  i n t e r v i e w s  f o r  a sur vey  o f  the  magnitu de r e q u i r e d  

re nd ered  th e  te c h n iq u e  u n a c c e p t a b l e .  The l i m i t a t i o n  on 

scope and s c a le  c o m p le x i t y  made te le p h o n e  i n t e r v i e w s

i n a p p r o p r i a t e  f o r  t h i s  s t u d y .  I n s t r u m e n t  p r e t e s t s ,  p e r ­

s o n a l i z e d  co ver  l e t t e r s ,  and f o l l o w - u p  l e t t e r s  were used to  

overcome th e l i m i t a t i o n s  a s s o c ia t e d  w i t h  m a i l  q u e s t i o n ­

n a i r e s .  A s t a n d a r d i z e d  m a i l  q u e s t i o n n a i r e  was used d u ri n g  

th e  f i r s t  phase o f  d a ta  c o l l e c t i o n .  Data c o l l e c t i o n  du r in g  

th e  second phase was ac com pli she d th ro ugh th e use o f  s e l f  

re p o r t e d  q u e s t i o n n a i r e s  completed  on l o c a t i o n  by v o l u n t e e r s  

i n  o r g a n i z a t i o n s  su rv e y e d .  The res pon den ts  re t u r n e d  th e  

comp leted  q u e s t i o n n a i r e s  to  the r e s e a r c h e r ,  who was on s i t e ,
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o r  by m a i l .  The two r e t u r n  te c h n iq u e s  were r e q u i r e d  s in ce  

s e v e r a l  o r g a n i z a t i o n s  st u d ie d  he ld  clo se d  mee t in gs  or  h el d  

fo r m a l  me et in gs on ly  once per  y e a r .

Hypotheses to  be Teste d

S e v e r a l  hypotheses  were deve loped  based on th e r e v ie w  o f  

e x i s t i n g  l i t e r a t u r e  co nc er ni ng  s t r u c t u r a l  c h a r a c t e r i s t i c s  o f  

v o l u n t a r y  o r g a n i z a t i o n s .  These hyp othes es d e a l t  w i t h  the  

r e l a t i o n s h i p  o f  o r g a n i z a t i o n a l  o r i e n t a t i o n  to s t r u c t u r a l  

p r o p e r t i e s  and s i z e  to s t r u c t u r e .

O r i e n t a t i o n

S e v e r a l  i n d i v i d u a l s  [ C r i t t e n d e n ,  1982:  164;  W a lk e r ,

19 75;  Jacoby and Babchuck, 1963)  sugges t  t h a t  o r g a n i z a t i o n s  

which ar e h ig h  i n  i n s t r u m e n t a l  o r i e n t a t i o n  ar e  l i k e l y  to  

e x h i b i t  th e s t r u c t u r a l  c h a r a c t e r i s t i c s  o f  f o r - p r o f i t  o r g a n i ­

z a t i o n s .  S p e c i f i c  hypotheses deve lop ed to  t e s t  t h i s  co nte n­

t i o n  were:

1)  H0 : There i s  no r e l a t i o n s h i p  between s t r u c t u r e  
and v o l u n t a r y  o r g a n i z a t i o n  i n s t r u m e n t a l  
o r i e n t a t i o n .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  
n ot r e l a t e d  to f o r m a l i z a t i o n ,  s t r u c t u r e ,  
and s t a n d a r d i z a t i o n .

a ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  
to h i e r a r c h i c a l  c o n t r o l .

b ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  not  r e l a t e d  
to job c o d i f i c a t i o n .

c ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  
to  l e v e l  of  f o r m a l i z a t i o n .

d ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  not  r e l a t e d  to 
l e v e l s  o f  v o l u n t e e r  i n f l u e n c e  and 
p a r t i c i p a t i o n .
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e ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  to 
th e  use o f  tempor ary  problem s o l v i n g  
groups or  o r g a n i z a t i o n a l  s t r u c t u r e s .

!: There i s  a p o s i t i v e  r e l a t i o n s h i p  between the  
s t r u c t u r e  o f  v o l u n t a r y  o r g a n i z a t i o n s  and 
i n s t r u m e n t a l  o r i e n t a t i o n .

a ) .  I n s t r u m e n t a l  o r g a n i z a t i o n s  have h ig h e r  l e v e l s  
o f  h i e r a r c h i c a l  c o n t r o l .

b ) .  I n s t r u m e n t a l  o r g a n i z a t i o n s  have hig h l e v e l s  
o f  jo b  c o d i f i c a t i o n .

c ) .  I n s t r u m e n t a l  o r g a n i z a t i o n s  have h i g h e r  l e v e l s  
o f  f o r m a l i z a t i o n .

d ) .  I n s t r u m e n t a l  o r g a n i z a t i o n s  have lo w er  l e v e l s  
o f  v o l u n t e e r  p a r t i c i p a t i o n  and i n f l u e n c e .

e ) .  I n s t r u m e n t a l  o r g a n i z a t i o n s  use more permanent  
o r g a n i z a t i o n a l  s t r u c t u r e s .

S iz e

Smith and Reddy ( 1 9 7 1 ) ,  S t e n z e l  and Feeney ( 1 9 6 8 ) ,  and 

Wal ke r (1 9 7 5 )  suggest  t h a t  s i z e  is  a c r i t i c a l  f a c t o r  which 

d e te rm in e s  th e s t r u c t u r a l  c h a r a c t e r i s t i c s  o f  a v o l u n t a r y  

o r g a n i z a t i o n .  Based on t h e i r  o b s e r v a t i o n s ,  the f o l l o w i n g  

hypo th es es  were dev el op ed :

2 )  H0 : There i s  no r e l a t i o n s h i p  between o r g a n i z a t i o n  
s i z e  and degree o f  f o r m a l i z a t i o n ,  s t r u c t u r e ,  
s t a n d a r d i z a t i o n ,  i n f l u e n c e ,  and i n t e r a c t i o n .

a ) .  V o l u n t a r y  o r g a n i z a t i o n  s i z e  i s  not 
r e l a t e d  to h i e r a r c h i c a l  c o n t r o l .

b ) .  S i z e  o f  v o l u n t a r y  o r g a n i z a t i o n s  i s  
u n r e l a t e d  to l e v e l s  o f  job c o d i f i c a t i o n .

c ) .  V o l u n t a r y  o r g a n i z a t i o n s  s i z e  i s  u n r e l a t e d  
to  l e v e l  of  f o r m a l i z a t i o n .
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d ) .  V o lu n t a r y  o r g a n i z a t i o n  s i z e  i s  not  
r e l a t e d  to  the l e v e l  o f  v o l u n t e e r  
p a r t i c i p a t i o n  and i n f l u e n c e .

e ) .  V o lu n t a r y  o r g a n i z a t i o n s  s i z e  i s  no t  r e l a t e d  
to l e v e l s  o f  v o l u n t e e r  i n t e r a c t i o n .

i: There i s  a p o s i t i v e  r e l a t i o n s h i p  between  
s i z e  and v o l u n t a r y  o r g a n i z a t i o n  s t r u c t u r e .
L a r g e r  o r g a n i z a t i o n s  w i l l  be more f o r m a l i z e d ,  
s t r u c t u r e d ,  and have lo w er  l e v e l s  o f  v o l u n t e e r  
i n t e r a c t i o n ,  i n f l u e n c e ,  and p a r t i c i p a t i o n .

a ) .  L a r g e r  o r g a n i z a t i o n s  w i l l  have more 
h i e r a r c h i c a l  c o n t r o l .

b ) . L a r g e r  o r g a n i z a t i o n s  w i l l  have h ig h  l e v e l s  o f  
jo b  c o d i f i c a t i o n .

c ) .  L a r g e r  o r g a n i z a t i o n s  w i l l  have more 
f o r m a l i z a t i o n .

d ) .  L a r g e r  o r g a n i z a t i o n s  w i l l  have lo w er  l e v e l s  
o f  v o l u n t e e r  p a r t i c i p a t i o n  and i n f l u e n c e .

e ) .  L a r g e r  o r g a n i z a t i o n s  w i l l  have lo w e r l e v e l s  
o f  v o l u n t e e r  i n t e r a c t i o n .

Lea d e rs h ip

The l e a d e r s h i p  hypothes es t e s t e d  were based on a r e vi ew  

o f  the r e s e a r c h  r e l a t e d  to the P a th -G o a l  Theory and the  

l i t e r a t u r e  a v a i l a b l e  on l e a d e r s h i p  in  v o l u n t a r y  o r g a n i z a ­

t i o n s .  Kat z  C1980)  sugge sts  t h a t  i n d i v i d u a l s  in v o lv e d  in  

i n t r i n s i c a l l y  m o t i v a t i n g  ta s k s  w i l l  be more s a t i s f i e d  w it h  

i n s t r u m e n t a l  l e a d e r  b e h a v io r  than s u p p o r t i v e  l e a d e r  beha­

v i o r .  I f  one examines the d e f i n i t i o n  of  an i n s t r u m e n t a l  

v o l u n t a r y  o r g a n i z a t i o n ,  i t  i s  p o s s i b l e  to h y p o th e s iz e  t h a t  

many v o l u n t e e r s  in  th e o r g a n i z a t i o n  may be in  an i n t r i n ­

s i c a l l y  s a t i s f y i n g  s i t u a t i o n .  By d e f i n i t i o n ,  i n s t r u m e n t a l
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o r g a n i z a t i o n s  e x i s t  no t  to  f u r n i s h  a c t i v i t i e s  f o r  members,  

p r i m a r i l y ,  but  to se rv e as s o c i a l  i n f l u e n c e  o r g a n i z a t i o n s  

desig ned to c r e a t e  some n o rm a t iv e  c o n d i t i o n  or  change g o a l .  

As such, v o l u n t e e r s  t h e o r e t i c a l l y  w i l l  become i n v o l v e d  in  

o r d e r  to  b r i n g  about change or  acc om pli sh some change g o a l .  

Any s te ps  which a r e  bei ng  made toward these g o a ls  should  

r e s u l t  i n  s a t i s f a c t i o n  to  th e v o l u n t e e r .  C o n s i d e r a t e  l e a d e r  

b e h a v io r s  would no t  le a d  d i r e c t l y  to  acco mplis hment o f  th e  

g o a l s .  T h e r e f o r e ,  c o n s i d e r a t e  l e a d e r  b e h a v i o r s  would have 

l i t t l e  imp act  on th e  s a t i s f a c t i o n  o f  an i n t r i n s i c a l l y  m o t i ­

v ate d v o l u n t e e r  i n  an i n s t r u m e n t a l  o r g a n i z a t i o n .  H yp ot he si s  

3 was de vel oped to  t e s t  t h a t  c o n t e n t i o n .

3) H0 : There i s  no r e l a t i o n s h i p  between i n s t r u m e n t a l  
l e a d e r  b e h a v io r  and v o l u n t e e r  s a t i s f a c t i o n  
w i t h  work when th e  v o l u n t e e r  i s  i n t r i n s i c a l l y  
m o t iv a t e d  to per fo rm  v o l u n t e e r  t a s k s .

Ha : There i s  a p o s i t i v e  r e l a t i o n s h i p  between 
i n s t r u m e n t a l  l e a d e r  b e h a v io r  and v o l u n t e e r  
s a t i s f a c t i o n  w it h  work when th e v o l u n t e e r  is  
i n t r i n s i c a l l y  m o t iv a t e d  to pe rf o rm  v o l u n t e e r  
t a s k s .

L ea der s o f  e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  or  

l e a d e r s  i n  an e x p r e s s i v e  v o l u n t a r y  o r g a n i z a t i o n  h y p o t h e t i ­

c a l l y  would fa c e  a c o m p le te ly  d i f f e r e n t  s i t u a t i o n .  

E x t r i n s i c  m o t i v a t i o n  should be r e l a t e d  to h i g h e r  l e v e l s  o f  

s a t i s f a c t i o n  w i t h  s u p p o r t i v e  b e h a v io r s  moderated by th e  

im pac t  of  p e r s o n a l  and e n v ir o n m e n ta l  f a c t o r s  [House,  1 9 7 1 ) .  

E x p r e s s iv e  o r g a n i z a t i o n s  e x i s t  f o r  the  p r i m a ry  purpose o f  

p e r s o n a l  s a t i s f a c t i o n  and f e l l o w s h i p .  One would h y p o th e s iz e
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t h a t  in  e x p r e s s i v e  v o l u n t a r y  o r g a n i z a t i o n s ,  c o n s i d e r a t e  

l e a d e r  b e h a v i o r s  g e n e r a l l y  would le ad  to h ig h e r  l e v e l s  o f  

v o l u n t e e r  s a t i s f a c t i o n .  S a t i s f a c t i o n  would occur due to the  

members’ h i g h e r  s o c i a l  and a f f i l i a t i o n  needs bei ng s a t i s f i e d  

i m m e d ia t e ly  th ro u g h  the s o c i a l  i n t e r a c t i o n  and concern o f  

c o n s i d e r a t e  l e a d e r  b e h a v io r  s t y l e s .  I n s t r u m e n t a l  be h a v io r  

would be viewed as an unnecessary im p o s i t i o n  o f  c o n t r o l ,  

s in c e  t h e r e  may be no e x t e r n a l  goal s t h a t  th e members o f  

e x p r e s s i v e  o r g a n i z a t i o n s  ar e  s t r i v i n g  toward and very few 

i n t e r n a l  g o al s  o f  i n t e r e s t .  G en er al  p r o p o s i t i o n s  o f  the 

Pa th  Goal  Theory and the  l i t e r a t u r e  re vi ew  on e x p r e s s iv e  

o r g a n i z a t i o n s  serve d as th e  b a s is  f o r  Hy p o th e s is  4.

4 )  H0 : C o n s i d e r a t e  or  s u p p o r t i v e  l e a d e r  b e h a v io r s  are  
no t  r e l a t e d  to l e v e l s  o f  v o l u n t e e r  s a t i s f a c t i o n  
i n  e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s .  
E n v ir o n m e n t a l  and p e rs o n a l  c h a r a c t e r i s t i c s  are  
u n r e l a t e d  t o  s a t i s f a c t i o n  w i t h  c o n s i d e r a t e  
l e a d e r  b e h a v i o r .

Ha : E x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  w i l l
r e p o r t  h i g h e r  l e v e l s  o f  s a t i s f a c t i o n  w it h  work 
when t h e i r  le a d e r  emphasizes s u p p o r t i v e  
b e h a v i o r s .  Env ir o n m e n ta l  and p e rs o n a l  
c h a r a c t e r i s t i c s  moderate th e r e l a t i o n s h i p  
a c c o rd in g  to  the P a th -G o a l  t h e o r y .

S e v e r a l  a u th o r s  (P ea rc e 197 8,  Wal ker  1975,  Rawls,  

U l l r i c h ,  and Nelso n 197 4)  suggest  t h a t  l e a d e r s  o f  v o l u n t e e r s  

empha size  th e use o f  s u p p o r t i v e  or  c o n s i d e r a t e  l e a d e r  behav­

i o r s  to  th e  e x c l u s i o n  o f  a l l  o t h e r  b e h a v i o r s .  Lea der s f e e l  

t h a t  v o l u n t e e r s  w i l l  n o t  acc ep t  d i r e c t i o n  and must be m o t i ­

va te d th ro ugh th e use of  s o c i a l  i n t e r a c t i o n .  The f i n a l  

h y p o th e s is  r e l a t e d  to  l e a d e r s h i p  in  v o l u n t a r y  a s s o c i a t i o n s
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was deve lop ed from th e g e n e r a l  o b s e r v a t io n s  o f  v o l u n t a r y  

a c t i o n  s c h o l a r s .

5)  H0 : There i s  no p a r t i c u l a r  s t y l e  of  le a d e r s h i p  
emphasized by l e a d e r s  o f  v o l u n t e e r s .

H g5 S u p p o r t i v e  l e a d e r  b e h a v io rs  are engaged in  
more f r e q u e n t l y  than i n s t r u m e n t a l  l e a d e r  
be h a v io r s  by l e a d e r s  of  v o l u n t e e r s .

A d d i t i o n a l  Research Quest io ns

I n f o r m a t i o n  co n ce rn in g  th e  o r i e n t a t i o n  o f  the v o l u n t a r y  

o r g a n i z a t i o n  ( i n s t r u m e n t a l  or  e x p r e s s i v e ) ,  s i z e  of  the o r ­

g a n i z a t i o n  in  terms o f  membership and annual  budget ,  th e  

s t r u c t u r e  o f  th e o r g a n i z a t i o n  as expressed by work r u l e s  and 

p r o c e d u r e s ,  th e  degree o f  c e n t r a l i z a t i o n / d e c e n t r a l i z a t i o n  of  

d e c i s i o n - m a k i n g ,  and the de gre e of  p r o f e s s i o n a l  inv o lv em en t  

in  terms o f  s t a f f  and ed u c a t io n  l e v e l s  was ga th ere d du r in g  

Phase I .  A d d i t i o n a l  i n f o r m a t i o n  was o b ta in e d  on the top 

a d m i n i s t r a t o r ’ s p e r c e p t i o n  o f  the most commonly p r a c t i c e d  

l e a d e r  b e h a v io r s  in  h is  or  her  r e s p e c t i v e  v o l u n t a r y  o r g a n i ­

z a t i o n  and the c h a r a c t e r i s t i c s  o f  the a d m i n i s t r a t o r .

I n f o r m a t i o n  g a th e re d  d u r in g  Phase I I  concerned the 

v o l u n t e e r ’ s s a t i s f a c t i o n  l e v e l ,  le a d e r  b e h a v io rs  o f  the  

v o l u n t e e r ’ s s u p e r i o r ,  ta s k  or  r o l e  s t r u c t u r e  fa c in g  the  

v o l u n t e e r ,  t a s k  r e l a t e d  o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s ,  and 

t h e  p e r s o n a l  c h a r a c t e r i s t i c s  o f  the v o l u n t e e r .

In d e p e n d e n t  v a r i a b l e s  in c lu d e d  in  t h i s  study were based 

on th e  v a r i a b l e s  in c lu d e d  in  the Pa th -G o a l  Theory model 

( r e f e r  to C hap ter  I I ,  pages 3 4 - 4 5 ) .  Leade r b e h a v io r  was
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c a t e g o r i z e d  as i n s t r u m e n t a l  ( b r o k e n  i n t o  r o l e  c l a r i f i c a t i o n ,  

s p e c i f i c a t i o n  o f  p r o c e d u re s ,  and work ass ig nme nt)  or  suppor­

t i v e  f o r  the purposes o f  t h i s  st u d y .  Task or  r o l e  o f  the  

v o l u n t e e r  was examined on the  b a s is  o f  v a r i e t y ,  autonomy,  

t a s k  i d e n t i t y ,  d e a l i n g  w it h  o t h e r s ,  f r i e n d s h i p  oppor ­

t u n i t i e s ,  fe ed bac k,  c o n f l i c t ,  and a m b ig u i t y .  The pe rs o n a l  

c h a r a c t e r i s t i c s  o f  the  v o l u n t e e r s  examined i n c lu d e d  growth 

need l e v e l ,  a u t h o r i t a r i a n i s m ,  lo cu s o f  c o n t r o l ,  p e rc e iv e d  

a b i l i t y  r e l a t i v e  to the t a s k ,  and v a r io u s  demographic  

c h a r a c t e r i s t i c s .

Research I n s t ru m e n ts  

The in s t r u m e n ts  used were based p r i m a r i l y  on those p r e ­

v i o u s l y  dev elo ped and used in f o r - p r o f i t  o r g a n i z a t i o n s .  The

in s t r u m e n t s  were m o d if ie d  where n ec ess ary  to make the t e r ­

minology a p p r o p r i a t e  f o r  re s e a rc h  in v o l u n t a r y  a s s o c i a t i o n s .  

Th is  s e c t i o n  o u t l i n e s  th e in s t r u m e n t s .  A d is s c u s s io n  o f  the 

i te m s u t i l i z e d  to c a l c u l a t e  r e s p e c t i v e  c o n s t r u c t  v a lu e s  f o r  

each i n s t r u m e n t  i s  p ro v id e d  in  the r e s u l t s  s e c t i o n  (C hapte rs  

IV and V ) .

Phase I  In s tr u m e n t

The q u e s t i o n n a i r e  used in  Phase I  i s  found in  Appendix

A. The i n s t r u m e n t  was des igned to g a th e r  in f o r m a t i o n  on the

o r i e n t a t i o n ,  s t r u c t u r a l  c h a r a c t e r i s t i c s ,  e f f e c t i v e  l e a d e r  

b e h a v i o r s ,  and g e n e r a l  c h a r a c t e r i s t i c s  o f  the o r g a n i z a t i o n .

I n s t r u m e n t a l / E x p r e s s i v e  o r i e n t a t i o n . S e c t io n  1 .1  o f  the  

q u e s t i o n n a i r e  was in te n d e d  to p r o v id e  the d a ta needed in
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o r d e r  to c l a s s i f y  th e o r g a n i z a t i o n  along an e x p r e s s i v e /  

i n s t r u m e n t a l  cont inuum . The s ix  q u e s t i o n s  in  S e c t io n  1 .1  

a re  based on th e q u e s t io n s  from an in s t r u m e n t  deve lop ed by 

Jacoby and Babchuck ( 1 9 6 3 ) .  The in s t r u m e n t  measures the  

degree to  which a v o l u n t a r y  o r g a n i z a t i o n  i s  e x p r e s s i v e  or 

i n s t r u m e n t a l  i n  o r i e n t a t i o n .  Jacoby and Babchuck ( 1 9 6 3 )  

i n d i c a t e d  t h a t  th e i n s t r u m e n t  p r o v id e s  a v a l i d  measure of  

th e i n s t r u m e n t a l / e x p r e s s i v e  f a c t o r ,  when a v o l u n t e e r  or 

s t a f f  member p r e d i c t s  why o th e r s  j o i n  the v o l u n t e e r  o r g a n i ­

z a t i o n  as w e l l  as when used as a s e l f - r e p o r t .

I n s t r u m e n t a l / e x p r e s s i v e  o r i e n t a t i o n  was measured on the  

bas is  o f  c o n t r o l ,  ends or  means to ends,  and s h o r t  or  long  

term a c t i v i t i e s  o f  th e o r g a n i z a t i o n .  Tab le  2 c o n ta in s  the  

i te m s used to measure each d im en si on.

S t r u c t u r a l  c h a r a c t e r i s t i c s . S e c t io n  1 . 2  of  the  

q u e s t i o n n a i r e  was designed to g a t h e r  da ta  on the  s t r u c t u r e  

o f th e  o r g a n i z a t i o n .  Twenty two q u e s t io n s  were asked in  

o rd e r to o b t a in  i n f o r m a t i o n  about the l e a d e r ’ s p e r c e p t i o n  of  

the  o r g a n i z a t i o n a l  emphasis on group d e c i s i o n  making,  p a r ­

t i c i p a t i o n  by v o l u n t e e r s ,  s o c i a l  i n t e r a c t i o n ,  h i e r a r c h i c a l  

c o n t r o l ,  and f o r m a l i z a t i o n .  I tem s making up th e hy pot he­

si ze d  o r g a n i z a t i o n a l  c o n s t r u c t s  ar e  shown in  Ta b le  3.
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ORGANIZATIONAL FUNCTION

H yp o th es iz ed
C o n s t r u c t I t em

( V a r i a b l e ) # I tem

I n s t r u m e n t a l  2 
(Long Term 
G r a t i f i c a t i o n )

(Change o f  
I n d i v i d u a l s )

(Means to  
an End)

E x p r e s s iv e
( I m m ed ia te
G r a t i f i c a t i o n )

(Non-Change 3
O r i e n t e d )

V o l u n t e e r ’ s c h i e f  s a t i s f a c t i o n  from 
p a r t i c i p a t i n g  in  th e a c t i v i t i e s  o f  
t h i s  o r g a n i z a t i o n  comes not  as much 
when th ey  do these t h i n g s  as l a t e r  
when th e y  see w o r t h w h i l e  and 
d e s i r a b l e  r e s u l t s  a cc om plis hed .

Some o f  th e a c t i v i t i e s  o f  t h i s  group  
are d i r e c t e d  toward m o d i f y i n g ,  
c o n t r o l l i n g ,  or changing i n  some way,  
the  a c t i o n s  o f  persons o u t s i d e  o f  th e  
o r g a n i z a t i o n .

The reason why v o l u n t e e r s  p a r t i c i p a t e  
i n  th e  a c t i v i t i e s  o f  t h i s  group i s  
t h a t  th e group seeks to  b r i n g  about 
g o al s which they  c o n s id e r  to  be 
d e s i r a b l e . '  V o l u n t e e r s  p a r t i c i p a t e  
i n  t h i s  o r g a n i z a t i o n  because i t  
a t t e m p t s  to acc om plis h  purposes f o r  
which they s ta nd .

Taking p a r t  in  the a c t i v i t i e s  o f  the  
o r g a n i z a t i o n  i s  fun i t s e l f .  
V o l u n t e e r s  g e t  a b ig  k i c k  ou t  of  
doing th ese  t h i n g s .

The group i s  o r g a n iz e d  p r i m a r i l y  to  
promote a c t i v i t i e s  f o r  members and 
o t h e r s  i n t e r e s t e d  i n  th ese  a c t i v i ­
t i e s .  The group in  not  concerned  
w i t h  changin g or  c o n t r o l l i n g  
a c t i v i t i e s  o f  o t h e r s .

(End in  5 The a c t i v i t i e s  o f  the group in  which
I t s e l f )  v o l u n t e e r s  t a k e  p a r t  a r e  v a l u a b l e  in

and f o r  t h e m se lv es .  V o l u n t e e r s  do 
th es e th i n g s  j u s t  f o r  the sake o f  
doing them. They do not  e xp ec t  to
a c h ie v e  any o t h e r  pu rp ose.
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ORGANIZATIONAL STRUCTURE 
HYPOTHESIZED FACTORS AND ASSOCIATED VARIABLES

Hy p o th e s iz e d  
C o n s t r u c t  

( V a r i a b l e )
I tem

# It e m

F o r m a l i z a t i o n 12 For many d e c i s i o n s  the r u l e s  and 
r e g u l a t i o n s  ar e  develop ed as we go 
a l o n g ,  ( r e v e r s e  score d)

18 The same r u l e s  and r e g u l a t i o n s  ar e  
alwa ys f o l l o w e d  i n  making most 
ty pes  o f  d e c i s i o n s .

25 There ar e r u l e s  and r e g u l a t i o n s  f o r  
h a n d l i n g  any k in d  of  problem which 
may a r i s e  in  making most d e c i s i o n s .

H i e r a r c h y 10 I f  someone f e e l s  sh e/h e has the

Adhocracy

r i g h t  approach to  c a r r y i n g  out  
t h e i r  job h e/ sh e can u s u a l l y  go 
ahead w i t h o u t  chec king  w it h  t h e i r  
s u p e r i o r ,  ( r e v e r s e  sco red )

I t  i s  a lways nece ssa ry to go 
th rou gh  ch a n n e ls .

V o lu n t e e r s  in  t h i s  o r g a n i z a t i o n  
alway s get  o r d e r s  from t h e i r  
s u p e r i o r s  on im p o r ta n t  m a t t e r s .

V o l u n t e e r s  have to check w it h  t h e i r  
s u p e r i o r s  b e f o r e  doing almo st  
a n y th in g  on im p o r t a n t  m a t t e r s .

Peo ple  from d i f f e r e n t  ar ea s are  
o f t e n  put  t o g e t h e r  in a s p e c i a l  
group in  o rd e r to s ol ve  i m p o r t a n t  
proble ms.

For s p e c i a l  problems we u s u a l l y  se t  
up a temp ora ry t a s k  f o r c e  u n t i l  we 
meet our o b j e c t i v e s .

We have s p e c i a l  groups f o r  ha n d l in g  
problems between d i f f e r e n t  d e p a r t ­
ments on im p o r t a n t  m a t t e r s .

In ha n d l i n g  im p o r t a n t  m a t te r s  
between depar tm en ts  we u s u a l l y  use 
a l i a s o n  group to work t h i n g s  o u t .
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74

H y po th es iz ed
C o n s t ru c t I te m

( V a r i a b l e ) # I tem

P a r t i c i p a t i o n
and I n f l u e n c e  7 V o lu n t e e r s  ar e encouraged to make

s u g ges t io ns when d e c is io n s  a re  made.

8 V o lu n te e r s  in  t h i s  o r g a n i z a t i o n  are  
not l i k e l y  to  expres s t h e i r  f e e l i n g s  
openly on im p o r t a n t  m a t t e r s .
( r e v e r s e  sco red )

9 V o lu n te e rs  in  t h i s  o r g a n i z a t i o n  are  
encouraged to speak t h e i r  minds on 
i m p o r t a n t  m a t t e r s ,  even i f  i t  means 
d i s a g r e e i n g  w it h  t h e i r  s u p e r i o r s .

19 Su p e ri o rs  i n  t h i s  o r g a n i z a t i o n  u s u a l l y  
make the d e c is io n s  th e m se lv es ,  ( r e v e r s e  
sc ore d)

20 In  t h i s  o r g a n i z a t i o n  m ost .pe op le do not  
share any i n f l u e n c e s  w it h  t h e i r  
s u p e r i o r s  in  making d e c i s i o n s ,  ( r e v e r s e  
score d)

23 In  t h i s  o r g a n i z a t i o n  most v o l u n t e e r s  
do not  have any vo ic e  in  d e c is io n  
making, ( r e v e r s e  sco red )

24 S u p e r io rs  o f t e n  seek a d vi ce  from 
t h e i r  s u b o rd in a te s  b e f o r e  making 
d e c i s i o n s .

27 S u bord in at es  do not  p la y an a c t i v e  r o l e  
in  d e c is io n  making,  ( r e v e r s e  sco red )

S o c i a l  15 T a lk in g  w i t h  o t h e r  people about the
I n t e r a c t i o n  problems someone might  have in
i n  D e c is io n  making d e c is io n s  i s  an i m p o rt a n t
Makin g.  p a r t  o f  the process o f  d e c is io n

making.

16 G e t t i n g  along w it h  o t h e r  peop le i s
an im p o r ta n t  p a r t  of  the d e c is io n  
making pr oce ss .

26 D i f f e r e n t  i n d i v i d u a l s  p la y  im p o r t a n t
p a r t s  in making d e c i s i o n s .
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S e c t io n  1 . 3  c o n ta in e d  f i v e  q u es t io n s  designed to  measure  

jo b  c o d i f i c a t i o n  in  the  o r g a n i z a t i o n .  Job c o d i f i c a t i o n  i s  a 

measure o f  the use o f  r u l e s  to d e f i n e  what  the occupants o f  

a p o s i t i o n  are to do.  T h e r e f o r e ,  th e  que s t io n s  were used to 

measure work s t a n d a r d i z a t i o n .  I tem s were based on q u e s t io n s  

used by Hage and A iken (1 9 6 7 )  to measure jo b c o d i f i c a t i o n .

Lead er b e h a v io r s  par r  'ed by a d m i n i s t r a t o r s . S e c t io n  

2 . 0  o f  th e q u e s t i o n n a ir e  3 developed to measure the l e a d e r  

b e h a v io r s  t h a t  th e  to. a d m i n i s t r a t o r  p e r c e iv e d  to be the  

most f r e q u e n t l y  used in  th e  o r g a n i z a t i o n .  E ig h t  q u e s t io n s  

measured c o n s i d e r a t e  or  s u p p o r t i v e  le a d e r  b e h a v io r s ;  s i x  

a d d i t i o n a l  i t em s measured i n s t r u m e n t a l  l e a d e r  b e h a v i o r s .  

These q u e s t io n s  were based on the Leade r B eh av io r  

D e s c r i p t i o n  Q u e s t i o n n a ir e -F o r m  X I I  ( S t o g d i l l ,  1965)  and an 

in s t r u m e n t  deve loped  by Chung and Megginson ( 1 9 8 1 )  as a 

s e l f - s t y l e  r e p o r t .  Th is  m o d if ie d  v e r s io n  o f  the LBDQ-X I I  

was u t i l i z e d  r a t h e r  than S c h r e is h e im ’ s in s t r u m e n t  (Phase I I  

i n s t r u m e n t )  due to the s h o r t e r  l e n g t h  and the f a c t  t h a t  

l e a d e r s h i p  r e s u l t s  from t h i s  phase were not  going to be js ed  

f o r  t e s t i n g  o f  th e P a th -G o a l  Theor y.  A d m i n i s t r a t o r s  were 

asked to i n d i c a t e  how o f t e n  the l e a d e r s  in  t h e i r  o r g a n i z a ­

t i o n  should engage in  s p e c i f i e d  l e a d e r  b e h a v io rs  to be 

e f f e c t i v e .  Th is s e c t i o n  pro vi d ed  a rough measure o f  th e  

degre e to which l e a d e r s  in  v o l u n t a r y  o r g a n i z a t i o n s  were 

encouraged to engage in  s u p p o r t i v e  a n d /o r  i n s t r u m e n t a l  

l e a d e r  b e h a v i o r s .  Th is p o r t i o n  o f  the in s t r u m e n t  was not
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in te n d e d  to measure th e b e h a v io r s  o f  s p e c i f i c  l e a d e r s  in  the  

o r g a n i z a t i o n .  R a t h e r ,  i t  was i n te n d e d  to p r o v id e  an e s t i ­

mate o f  th e l e a d e r  b e h a v io r s  emphasized by those i n d i v i d u a l s  

d i r e c t i n g  l e a d e r s  in  v o l u n t a r y  a s s o c i a t i o n s .

G en er al  c h a r a c t e r i s t i c s . S e c t io n  3 . 1  o f  the q u e s t i o n ­

n a i r e  c o n ta in e d  n in e q u e s t io n s  in te n d e d  to g a th e r  g e n e r a l  

d at a on the v o l u n t a r y  o r g a n i z a t i o n  ( e . g .  c l a s s i f i c a t i o n ,  

s i z e ,  a f f i l i a t i o n ,  number o f  p ai d  p r o f e s s i o n a l  s t a f f  mem­

b e r s ,  e t c ) .  Th is  d a ta  p ro v id e d  i n f o r m a t i o n  t h a t  was com­

pared w it h  p r e v io u s  r e s u l t s  from a s i m i l a r  sample frame 

( C r i t t e n d e n ,  198 2)  and aid ed  in  c a t e g o r i z i n g  the o r g a n i z a ­

t i o n  i n  terms o f  s i z e ,  s t r u c t u r e ,  and membership i n v o l v e ­

ment.

S e c t io n  3 . 2  o f  th e q u e s t i o n n a i r e  was des ign ed to  g a t h e r  

demographic dat a on th e top a d m i n i s t r a t o r .  These d at a  

g at h er ed  was used to f u r t h e r  deve lop  and c a t e g o r i z e  the  

i n f o r m a t i o n  o b ta in e d  from e a r l i e r  s e c t i o n s  as w e l l  as f o r  

comparison w i t h  p r e v i o u s  r e s e a rc h  r e s u l t s .

Phase I  P r e - T e s t

The in s t r u m e n t  was m ai le d f o r  p r e t e s t i n g  to s i x t e e n  r a n ­

domly s e l e c t e d  v o l u n t a r y  o r g a n i z a t i o n s .  A p e r s o n a l i z e d  

cove r l e t t e r  e x p l a i n i n g  the purpose o f  the q u e s t i o n n a i r e ,  

t h e  q u e s t i o n n a i r e ,  and a post age  p a id  en vel ope  were in c lu d e d  

f o r  each o r g a n i z a t i o n .  The co ver  l e t t e r  was p r i n t e d  on the  

l e t t e r h e a d  o f  th e G o v e rn o r’ s O f f i c e  on V o lu n t e e r is m  and was 

p e r s o n a l i z e d  f o r  each a d m i n i s t r a t o r  on the l i s t .  The p e r -
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s o n a l i z a t i o n  was u n der tak en  in  a e f f o r t  to  in c r e a s e  the  

t o t a l  res ponse r a t e .  The i n i t i a l  m a i l i n g  r e s u l t e d  in  the  

r e t u r n  o f  two q u e s t i o n n a i r e s  as u n d e l i v e r a b l e  and fo u r  

use ab le  re sp ons es.  A f o l l o w - u p  m a i l i n g  to a l l  non-

resp ond ents  was und er ta ke n a p p r o x im a te ly  t h r e e  weeks l a t e r .  

The f o l l o w  up r e s u l t e d  in  two a d d i t i o n a l  us eab le responses  

and two more unu sea ble responses (a t o t a l  o f  6 o f  16

u s e a b l e ) .

The us e a b le  response r a t e  o f  a p p r o x im a t e ly  A3 p e r c e n t ,  

as w e l l  as th e  g e n e r a l  comments and i n t e r e s t  l e v e l s  o f  th e  

a d m i n i s t r a t o r s ,  i n d i c a t e d  t h a t  th e q u e s t i o n n a i r e  was in  th e  

a p p r o p r i a t e  fo rm at  and o f  r ea so n ab le  l e n g t h .  No major  

changes in  th e in s t r u m e n t  and pr oced ure were deemed 

ne ce ss ar y due to th e f a v o r a b l e  r e s u l t s  o f  th e p r e t e s t .

The s i x  res pondi ng  o r g a n i z a t i o n s  were co n tac ted  and 

asked randomly s e l e c t e d  q u e s t i o n s  in  an e f f o r t  to t e s t  the

r e l i a b i l i t y  o f  the  measures used.  The r e s u l t s  i n d i c a t e d

t h a t  respons es tended to remain s t a b l e  ove r t i m e .  The 

o v e r a l l  p r e t e s t  r e s u l t e d  in minor changes in  the wording of  

th e q u e s t i o n n a i r e  and no changes in  the a d m i n i s t r a t i o n  p ro ­

cedure .

Phase I I  I n s t r u m e n t

The r e s e a rc h  i n s t r u m e n t  f o r  Phase I I  d a ta  c o l l e c t i o n  can 

be found in  Appendix B. T h is  in s t r u m e n t  was designe d to 

g a t h e r  da ta  on the pe rs o n a l  c h a r a c t e r i s t i c s ,  t as k or  r o l e  

s t r u c t u r e ,  group r e l a t i o n s ,  r o l e  c o n f l i c t  and a m b ig u i t y ,  and 

le a d e r  b e h a v io r s  in  s e l e c t e d  v o l u n t a r y  o r g a n i z a t i o n s .
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Lea der  b e h a v i o r . S e c t io n  1 .1  co n ta in ed  f i f t y - o n e  

q u e s t i o n s  based on an in s t r u m e n t  developed by Sch riesh eim  

( 1 9 7 9 )  t o  measure i n s t r u m e n t a l  and s u p p o r t i v e  l e a d e r  behav­

i o r s .  T h is  v a l i d a t e d  s e t  o f  l e a d e r  b e h a v io r  s c a le s  measures 

t h e  c o n s t r u c t s  o f  th e P a th -G o a l  Theory o f  L ea dersh ip  much 

b e t t e r  than measures used in  p r e v io u s  t e s t s  (House,  1 9 8 0 ) .  

The in s t r u m e n t  measured s u p p o r t i v e  be h a v io r  as a u n i v e r s a l  

c o n s t r u c t  w h i l e  measuring i n s t r u m e n t a l  b e h a v io r  in  t h r e e  

a r e a s :  r o l e  c l a r i f i c a t i o n ;  s p e c i f i c a t i o n  o f  p r oce dure s ;  and

as sig nme nt  o f  work.

V o l u n t e e r  s a t i s f a c t i o n . S e c t io n  1 . 2  co n ta in ed  qu e s t io n s  

des ig ned  to measure a v o l u n t e e r ’ s l e v e l  o f  s a t i s f a c t i o n  in  

s e v e r a l  a r e a s ;  S a t i s f a c t i o n  w it h  work,  s a t i s f a c t i o n  wi th  

s u p e r v i s i o n ,  and s a t i s f a c t i o n  w it h  co -w ork er s  were measured 

by use o f  th e r e s p e c t i v e  s c a le s  from the Job D e s c r i p t i v e  

I n d e x  deve lop ed and v a l i d a t e d  by Sm ith,  K e n d a l l ,  and H u l i n  

( 1 9 7 5 ) .  Nine a d d i t i o n a l  que s t i o n s  were developed by the  

r e s e a r c h e r  to f u r t h e r  measure i n t r i n s i c  s a t i s f a c t i o n .  These 

i t e m s  were based on s e v e r a l  e x i s t i n g  i n s t r u m e n t s ,  however,  

s i g n i f i c a n t  word ing changes were nece ssa ry to ren der  the  

i t em s  a p p r o p r i a t e  f o r  v o l u n t e e r  t a s k s .

E n v ir o n m e n ta l  c h a r a c t e r i s t i c s . S e c t i o n  2 . 1  c o nta in ed  

q u e s t io n s  t h a t  p ro v id e d  i n f o r m a t i o n  conc er n in g the tas k  

dimen sion  v o l u n t e e r s  fac e in  t h e i r  work or r o l e .  The task  

dim ensio ns were measured by the use o f  th e Job 

C h a r a c t e r i s t i c s  I n v e n t o r y  dev eloped by Sims,  S z i l a g y i ,  and
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K e l l e r  ( 1 9 7 5 ) .  The in s tr u m e n t  measured s i x  dimensions o f  

jo b  c h a r a c t e r i s t i c s :  v a r i e t y ,  autonomy,  tas k i d e n t i t y ,

d e a l i n g  w i t h  o t h e r s ,  f r i e n d s h i p  o p p o r t u n i t i e s ,  and 

f e ed ba ck .

The q u e s t io n s  in  S e c t io n  2 . 2  measured r o l e  c o n f l i c t  and 

a m b ig u it y  usin g an in s t r u m e n t  develop ed  by R i z z o ,  House,  and 

L ir z t m a n  ( 1 9 7 3 ) .  The que s t io n s  s u p p l i e d  i n f o r m a t i o n  con­

c e r n in g  th e amount o f  p e r c e iv e d  c o n f l i c t  and am b ig u it y  the  

s u b o r d in a te  f e e l s  in  h i s / h e r  t as k or  r o l e .

S e c t io n  2 . 3  co n tai n ed  q u e s t io n s  co ncer n in g th e work 

group o f  the s u b o r d i n a t e .  These que s t io n s  pro v id e d  i n f o r ­

mation co nc er ni ng  coh esi ven ess  and i n t e r p e r s o n a l  r e l a t i o n s  

w i t h i n  th e  group ( F e i d l e r ,  1 9 6 7 ) .

P e rs o n a l  c h a r a c t e r i s t i c s . The f i n a l  s e c t i o n  of  the  

in s t r u m e n t  c o l l e c t e d  in f o r m a t i o n  on th e p e rs o n a l  c h a ra c ­

t e r i s t i c s  o f  the v o l u n t e e r s .  The q u e s t io n s  in S e c t i o n  3. 1  

measured th e  i n d i v i d u a l  v o l u n t e e r ’ s l e v e l  o f  a u t h o r i ­

t a r i a n i s m .  The que s t i o n s  u t i l i z e d  were taken from the 

C a l i f o r n i a  F - S c a l e  develo ped  by Adorno, F r e s k e l =  

B ru nsw ic k,  L e v in s o n ,  and Sanf ord  ( 1 9 5 0 ) .  S e c t io n  3 . 2  

measures the  i n d i v i d u a l ’ s Locus o f  C o n t r o l .  The q u es t io n s  

used were based on th e Locus o f  C o n t r o l  in s t r u m e n t  developed  

by R o t t e r  ( 1 9 6 6 ) .  I n f o r m a t i o n  r e l a t i n g  to the i n d i v i d u a l ’ s 

m o t i v a t i o n  l e v e l  was ob tai n ed  from th e  q u e s t i o n s  found in 

S e c t io n  3 . 3 .  The qu e s t io n s  were based on the  Job D i a g n o s t i c  

Survey (Hackman and Oldham, 1977 )  and the M o t i v a t i o n
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Feedback O p i n i o n n a i r e  (Jones and P f e i f f e r ,  1 9 7 3 ) .  The 

q u e s t io n s  in S e c t io n  3 . 4  measured the s u b o r d i n a t e ’ s pe rc e p ­

t i o n  o f  h i s / h e r  t a s k - r e l a t e d  a b i l i t i e s  in  comparison to the  

s u p e r i o r ’ s t a s k - r e l a t e d  a b i l i t i e s .  Demographic d a ta  were 

o b ta in e d  from th e  i t e m s  in  the  f i n a l  s e c t io n  o f  the i n s t r u ­

ment.

Phase I I  P r e - T e s t

The p r e t e s t  o f  the  q u e s t i o n n a i r e  used i n  Phase two was 

o f  p a r t i c u l a r  im port an ce  due to the le n g t h  o f  th e i n s t r u ­

ment.  The f i r s t  method of  a t t e m p t in g  to reduce f a t i g u e  b ia s  

was to randomize the o r d e r  of  the major  s e c t i o n s  o f  the  

i n s t r u m e n t .  The demographic s e c t i o n  was i n c lu d e d  a t  th e end 

o f  a l l  f o r m a t s .  Three d i f f e r e n t  form ats were develo ped f o r  

th e in s t r u m e n t  and th e  fo rm at  was ass ig ne d randomly to the  

r e s p o n d e n t .

The p r e t e s t  o f  th e in s t r u m e n t  was conducted a t  a r e g u l a r  

meet ing  o f  a s i n g l e  v o l u n t a r y  o r g a n i z a t i o n .  Nine members o f  

th e  group p a r t i c i p a t e d  in  the a d m i n i s t r a t i o n .  The 

re s e a r c h e r  gave the p a r t i c i p a n t s  an o r a l  ske tc h  o f  th e p u r ­

pose o f  the re s e a rc h  as w e l l  as v e r b a l  i n s t r u c t i o n s .  The 

q u e s t i o n n a i r e s  were then d i s t r i b u t e d .  The l e a d e r  o f  the  

group l e f t  the room d u r in g  a d m i n i s t r a t i o n  and r e t u r n e d  upon 

c o m pl et io n  to  conduct  r e g u l a r l y  scheduled b u s in e s s .  The 

re s e a r c h e r  remained in  the room d uri ng  the a d m i n i s t r a t i o n  

p e r io d  in  or d er  to answer any q u e s t io n s .  No s u b j e c t s  asked 

f o r  any c l a r i f i c a t i o n  o f  the i n s t r u c t i o n s  d u r in g  the
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p r e t e s t ;  c o m p le t i o n  t im e ranged from 18 to 32 m inut es .  

G en e ra l  comments c o n cer n in g th e q u e s t i o n n a i r e  and admin­

i s t r a t i o n  pro ce du re  were encouraged a f t e r  th e  co m ple t ion  of  

a l l  q u e s t i o n n a i r e s .  A l l  q u e s t i o n n a i r e s  from th e p r e t e s t  

were u s e a b l e .  F a v o r a b le  r e s u l t s  o f  the  p r e t e s t  suggested  

minor r e v i s i o n s  i n  th e  q u e s t i o n n a i r e  and pro ce du re  used in  

a d m i n i s t r a t i o n  o f  th e i n s t r u m e n t .

Sampling Proc ess  and Sample 
S e l e c t i o n  Proced ure

The p o p u l a t i o n  f o r  Phase I  c o n s is t e d  o f  a l l  top admin­

i s t r a t o r s  o f  a c t i v e  v o l u n t a r y  o r g a n i z a t i o n s  in  the s t a t e  of  

Arkan sas  d u r in g  th e  c a l e n d e r  ye ar  198 2 .  The sampling frame 

f o r  th e su rv ey  was a l i s t  o f  v o l u n t a r y  o r g a n i z a t i o n s  in  

Arkans as as c o l l e c t e d  by th e  G o v e rn o r’ s O f f i c e  on 

V o lu n t e e r is m  (GOV).  The l i s t  c o n ta in e d  th e addres ses  o f  

over  1 , 3 0 0  v o l u n t a r y  o r g a n i z a t i o n s  in  th e  S t a t e .  The 

sam pl ing  u n i t  was the v o l u n t a r y  o r g a n i z a t i o n  as r e p re s e n te d  

by i t s  ad dress  on th e GOV m a i l i n g  l i s t .  The l i s t ,  ar ran ged  

on the b a s is  o f  c o n g r e s s i o n a l  d i s t r i c t ,  co n ta in e d  the  

m a i l i n g  addres s o f  the top a d m i n i s t r a t o r  and the  

o r g a n i z a t i o n ’ s name. The l i s t  d id  no t  c o n t a in  te l ep h o n e  

numbers or  i n d i c a t i o n  o f  o r g a n i z a t i o n a l  ty p e ,  e f f e c t i v e l y  

p r e c l u d i n g  the use o f  t e le p h o n e  c o n t a c t  p r i o r  to the m a i l in g  

o f  th e  q u e s t i o n n a i r e  or  th e  use o f  a s t r a t i f i e d  sampling  

p r o c e d u r e .

The sample s e l e c t i o n  method used in  Phase I  was system­

a t i c  s am p lin g .  S y s te m a t ic  sam pling i n v o l v e s  s e l e c t i n g  a
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random s t a r t i n g  p o i n t  between one and k ( t h e  number r e p r e ­

se n t i n g  th e  sample p r o p o r t i o n )  and then samplin g eve ry k - t h  

u n i t  i n  th e frame (Lehman,  1 9 7 9 ) .  The tec h n iq u e is  

a p p r o p r i a t e  f o r  drawin g samples from long  l i s t s  of  names or  

ad dre ss es  ( K i n n e a r  and T a y l o r ,  1 9 7 8 ) .

A p r e v io u s  study d e a l i n g  w it h  v o l u n t a r y  o r g a n i z a t i o n s  in  

A rka nsa s which used a s i m i l a r  sam pling  procedu re was based 

on a sample s i z e  o f  600 and r e s u l t e d  in  a f i n a l  response  

r a t e  o f  s l i g h t l y  over 50 p e r c e n t  ( C r i t t e n d e n ,  1 9 8 2 ) .  With  

r e s u l t s  from th e  p r e v i o u s  r e s e a r c h  in  mind, a sample o f  450  

ad dres se s was s e l e c t e d  from th e sam pling f ram e.  Th is  

sample s i z e  was chosen based upon t h r e e  f a c t o r s :  ( 1 ) the  

respon se s c a l e ,  ( 2 ) th e  c o n f id e n c e  i n t e r v a l ,  and ( 3 )  th e  

ac cu ra cy  l e v e l  d e s i r e d .  A fo rm u la  [sample s i z e  = 

( r a n g e / 2 ) 2/ ( a c c u r a c y  l e v e l / c o n f i d e n c e  l e v e l ) 2]  t h a t  con­

s i d e r e d  th e above f a c t o r s  (see  E l l i o t ,  1980:  1 1 ) ,  i n d i c a t e d  

a sample s u f f i c i e n t  to g e n e r a te  107 use ab le  responses was 

needed.  The c o n f id e n c e  i n t e r v a l  chosen f o r  use in  th e f o r ­

mula was .01 and the ac cu rac y l e v e l  was pl us or  minus one-  

h a l f  p o i n t  on the f i v e  p o i n t  i t e m  response s c a le s  used in  

th e i n s t r u m e n t s .

The r e s u l t s  o f  the  q u e s t i o n n a i r e  p r e - t e s t  t o g e t h e r  w it h  

C r i t t e n d e n ’ s (1 9 8 2 )  e x p e r ie n c e s  i n d i c a t e d  t h a t  f rom f i f t e e n  

to  t w e n t y - f i v e  p e r c e n t  o f  th e  o r g a n i z a t i o n s  on the m a i l in g  

l i s t  had out d a te d  a d d res se s .  Reach ing  e i g h t y  p e r c e n t  of  the  

450 o r g a n i z a t i o n s  would r e s u l t  in  360 p o t e n t i a l  r es pon den ts .  

A t h i r t y  p e r c e n t  response r a t e  would r e s u l t  in  108 us eab le
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res pon se s,  meet ing the r e q u i r e d  responses f o r  the  l e v e l  o f  

c o n f id e n c e  chosen f o r  the in s t r u m e n t  s c a l e .  In  a d d i t i o n ,  

t h e  number o f  responses would be l a r g e  enough f o r  the use o f  

f a c t o r  a n a l y s i s  o f  groups o f  v a r i a b l e s  o f  25 or l e s s  CHa ir ,  

e t  a l ,  1979 )  as was r e q u i r e d  f o r  t h a t  s e c t io n  o f  the  

q u e s t i o n n a i r e  d e a l i n g  w it h  o r g a n i z a t i o n a l  s t r u c t u r e .  

T h e r e f o r e ,  a sample o f  450 addresses was deemed to be s u f ­

f i c i e n t .

The p o p u l a t i o n  f o r  Phase I I  c o n s is te d  o f  le a d e r s  and 

v o l u n t e e r s  i n  o r g a n i z a t i o n s  t h a t  responded to the survey in  

Phase I .  The samplin g frame was a s e l f - g e n e r a t e d  l i s t i n g  of  

a l l  ad dre sse s o f  v o l u n t a r y  o r g a n i z a t i o n s  whose a d m i n i s t r a ­

t o r s  responded.  The sampling u n i t  in  Phase I I  was each 

res pon d in g  o r g a n i z a t i o n  from Phase I .

The sample s e l e c t i o n  proc edu re f o r  Phase I I  was a s t r a ­

t i f i e d  m u l t i - s t a g e  sample.  I n i t i a l l y ,  o r g a n i z a t i o n s  were 

c a t e g o r i z e d  alo ng  th e  i n s t r u m e n t a l / e x p r e s s i v e  cont inuum.  

The o r g a n i z a t i o n s  then were c a t e g o r i z e d  by s i z e .  Ten organ­

i z a t i o n s  were chosen f o r  in - d e p t h  study o f  the Pa th -G o a l  

Theory o f  l e a d e r s h i p .  These o r g a n i z a t i o n s  were s e le c t e d  on 

th e  b a s is  o f  c e n t r a l  l o c a t i o n  or p r o x i m i t y  to o th e r  o r g a n i ­

z a t i o n s  in  th e sample,  o r g a n i z a t i o n a l  o r i e n t a t i o n  ( e i t h e r  

i n s t r u m e n t a l  or  i n s t r u m e n t a l / e x p r e s s i v e ) ,  s u f f i c i e n t  s i z e  to  

g e n e r a te  a s i g n i f i c a n t  number o f  r es po nde nts ,  and the  

a v a i l a b i l i t y  of  a l a r g e  p o r t i o n  o f  the v o l u n t e e r  membership 

f o r  q u e s t i o n n a i r e  a d m i n i s t r a t i o n .  The o r g a n i z a t i o n s  t h a t  

were s u b je c te d  to i n - d e p t h  study were not  s e l e c t e d  randomly.
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Non-random sam pli ng and in - d e p t h  study i s  th e pro ced ure used 

i n  most P a th -G o a l  l e a d e r s h i p  s tu d i e s  (see Sc h r ie s c h e im ,  

1978;  House and B a e t z ,  1979,  S ch rie sc hei m  and Von Gl ino w,  

1977 )  .

Dat a A n a l y s i s  Pro ced ure  

A n a l y s i s  o f  the r e s u l t s  o f  t h i s  study ar e re p o r t e d  in  

Chap te rs  IV and V. Chap ter  IV r e p o r t s  the  r e s u l t s  of  the  

Phase I  d at a c o l l e c t i o n  pro c e s s .  Ch ap te r  V c o n t a i n s  an ana­

l y s i s  o f  the r e s u l t s  o f  Phase I I  and th e t e s t s  o f  the  

hypo these s r e l a t e d  to th e P a th -G o a l  Theory o f  l e a d e r s h i p .

G e n e ra l  A n a l y s i s  Proced ures

The i n i t i a l  st ep  in th e  a n a l y s i s  o f  both c h a p te rs  

ge n e ra te d  d e s c r i p t i v e  r e s u l t s .  Frequency counts and u n i ­

v a r i a t e  s t a t i s t i c s  ob ta in e d  f o r  each o f  th e v a r i a b l e s  in  the  

q u e s t i o n n a i r e s  pr o v id e d  a d e s c r i p t i v e  o ve rv ie w  o f  o r g a n i z a ­

t i o n a l  c h a r a c t e r i s t i c s ,  i n d i v i d u a l  c h a r a c t e r i s t i c s ,  

v o l u n t e e r  s a t i s f a c t i o n  l e v e l s ,  and l e a d e r  b e h a v io r s  found in  

v o l u n t a r y  a s s o c i a t i o n s .

F a c t o r  a n a l y s i s  was per formed on the s e l e c t e d  segments 

o f  th e  in s t r u m e n t s  used i n  Phase I  ( O r g a n i z a t i o n a l  

O r i e n t a t i o n ;  O r g a n i z a t i o n a l  S t r u c t u r e )  and Phase I I  

( I n t r i n s i c  S a t i s f a c t i o n ;  Locus o f  C o n t r o l ;  Growth Need 

l e v e l ;  e t c . ) .  The b a s ic  purpose of  usi ng  f a c t o r  a n a l y s i s  

was to  condense i n f o r m a t i o n  from a l a r g e  number o f  v a r i a b l e s  

i n t o  a more manageable set  o f  d im en si on s.  F a c t o r  a n a l y s i s  

ac com pli she s t h i s  w h i l e  m in im iz in g  th e  lo ss o f  i n f o r m a t i o n
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(Kim and M u e l l e r ,  197 83 .  S e v e r a l  c h o ic es  were made when 

d e c i d i n g  which f a c t o r  a n a l y s i s  proc ed ur es  were a p p r o p r i a t e  

f o r  t h i s  r e s e a r c h .  F i r s t ,  a d e c i s i o n  was made to  use p r i n ­

c i p l e  component a n a l y s i s .  P r i n c i p l e  component a n a l y s i s  

sh ould be used when an o b j e c t i v e  i s  to  summarize most of  the  

o r i g i n a l  i n f o r m a t i o n  in  a minimum number o f  f a c t o r s  t h a t  

w i l l  then  be used f o r  p r e d i c t i o n  purposes ( J ac ks o n ,  1983:  

1 1 1 ) .  Such was th e case in  th e p r e s e n t  s tu d y .

The second is s u e  re v o lv e d  around d e t e r m i n a t i o n  o f  which 

r o t a t i o n  te c h n iq u e  would be used in  th e  a n a l y s i s .  The two 

methods o f  r o t a t i o n  a v a i l a b l e  were o b l i q u e  and o r t h o g o n a l .  

An o r th o g o n a l  r o t a t i o n  pro ce du re  shou ld always  be s e l e c t e d  

when an o b j e c t i v e  i s  to  u t i l i z e  the f a c t o r  r e s u l t s  in  some 

ki nd  o f  subsequent s t a t i s t i c a l  a n a l y s i s  ( H a i r  e t  a l ,  1981:  

2 2 9 )  as in t h i s  i n s t a n c e .  T h e r e f o r e ,  th e o r th o g o n a l  r o t a ­

t i o n  p r oce dure  was chosen f o r  use i n  t h i s  i n v e s t i g a t i o n .

The t h i r d  d e c i s i o n  concerned th e d e t e r m i n a t i o n  o f  the  

number o f  f a c t o r s  to be r e t a i n e d .  A l thou gh  s e v e r a l  methods 

may be used to  r e t a i n  f a c t o r s  ( e . g .  l a t e n t  r o o t  c r i t e r i o n ,  a 

p r i o r i  c r i t e r i o n ,  p e rc e n ta g e  o f  v a r i a n c e  c r i t e r i o n ,  or  the  

sc re e t e s t ) ,  th e  sc ree  t e s t  was chosen f o r  t h i s  s tu d y .  The 

sc ree  t e s t  d e te rm in e s  the number of  f a c t o r s  to r e t a i n  by 

ex am in in g the graph o f  e i g e n v a l u e s .  The p o i n t  o f  i n f l e c t i o n  

t o  an a p p r o x i m a t e l y  s t r a i g h t  l i n e  i s  c o n s id e re d  the maximum 

number o f  f a c t o r s  to e x t r a c t  (Kim and M u e l l e r ,  1978:  4 4 ) .

V a r io u s  a u th o rs  (see  Tuc k e r ,  Cooper and L i n n ,  1969)  suggest  

t h a t  th e scre e t e s t  i s  s u p e r i o r  to o t h e r  methods when only
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ma jor  f a c t o r s  ar e  o f  i n t e r e s t  as in  t h i s  i n s t a n c e .

An ot her  concern in  the use o f  f a c t o r  a n a l y s i s  was the  

d e t e r m i n a t i o n  of  which f a c t o r  l o a d in g s  should be c o nsi der ed  

s i g n i f i c a n t .  Th is  study used a c o n s e r v a t i v e  f i g u r e  o f  i  .5  

or  g r e a t e r  in  d e t e r m in in g  i f  a f a c t o r  lo a d e d .  The f i g u r e  

was chosen,  s i n c e  th e f a c t o r  would e x p l a i n  25 p e r c e n t  or  

more o f  th e  v a r i a n c e  in  th e v a r i a b l e ,  th e re b y  red u ci n g  th e  

p r o b a b i l i t y  o f  a random l o a d i n g .  Complex v a r i a b l e s ,  

v a r i a b l e s  w it h  l o a d in g s  w i t h i n  .1 5  o f  each o t h e r ,  ( P e n n e l l ,  

1968;  Horn and Knapp,  197 4)  were de -emphasized in  the  

i n t e r p r e t a t i o n  o f  the f a c t o r s .

The f i n a l  c o n s i d e r a t i o n  was th e  dev elopment o f  a f a c t o r -  

based s c a le  f o r  subsequent a n a l y s i s .  A f a c t o r - b a s e d  s c a le  

was b u i l t  by summing a l l  v a r i a b l e s  w i th  s u b s t a n t i a l  l o a d in g s  

and ig n o r i n g  the rem ai n in g  v a r i a b l e s  w it h  minor lo a d in g s  

(Kim and M u e l l e r ,  1978:  7 0 ) .  These f a c t o r - b a s e d  s c a le s  were 

a p p r o p r i a t e  as i n p u t  f o r  v a r i o u s  s t a t i s t i c a l  a n a l y s i s  t e c h ­

niq ues  used in l a t e r  r e s e a r c h .  S c al es  were dev eloped by 

summing th e v a r i a b l e s  t h a t  had a f a c t o r  lo a d in g  o f  .5  or  

g r e a t e r  on th e  f a c t o r .  No w e ig h t in g  was used s in c e  most 

lo a d i n g s  were between .5  and . 8 5 .  Cronbach’ s al p h a was 

c a l c u l a t e d  f o r  each s c a le  as a check on the i n t e r n a l  

r e l i a b i l i t y  o f  the  f a c t o r - b a s e d  s c a l e s  develop ed by the p ro ­

cedure and used in  th e s tu d y .  C o e f f i c i e n t  a lp ha i s  the  most 

commonly ac cep ted fo rm ul a f o r  a ss es si ng  the r e l i a b i l i t y  o f  a 

measurement s c a le  w i t h  m u l t i - p o i n t  i t em s ( P e t e r ,  1979:  9 ) .
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A n a l y s i s  Pro ce dur e S p e c i f i c  
to  Phase I I

S e v e r a l  a n a l y s i s  tec h n iq u es were u t i l i z e d  du ri n g  the  

second phase o f  d a ta  a n a l y s i s .  Hyp othes is f i v e  was te s te d  

t hr ough  the use o f  a p a ir e d  comparison t - t e s t  ( B a r r ,  e t  a l ;  

19 82 )  f o r  dep endent sample s.  The method i s  a p p r o p r i a t e  f o r  

d i s t i n g u i s h i n g  between c h a r a c t e r i s t i c s  drawn from two depen­

dent  samples (Chao,  1 9 8 0 ) .  The approach pro vi ded  i n f o r ­

matio n i n d i c a t i n g  which l e a d e r  b e h a v i o r ,  in s t r u m e n t a l  or 

s u p p o r t i v e ,  was emphasized by le a d e r s  o f  v o l u n t e e r s .

The i n i t i a l  a n a l y s i s  o f  th e dat a c o l l e c t e d  to t e s t  

hyp othes es f o u r  and f i v e  was accomplished throug h the use of  

an unbalanc ed a n a l y s i s  o f  v a r ia n c e  model ( G en er al  L in e a r  

M ode ls,  (GLM), B a r r ,  e t  a l . ;  1982)  due to th e  unequal  c e l l  

s i z e s .  The proce dur e i s  b a s i c a l l y  a m u l t i p l e  r e g re s s io n  

model using c a t e g o r i c a l  ind ep en de nt measures ( K e r l i n g e r ,  

1 9 7 3 ) .  The unbalanced a n a l y s i s  o f  v a r ia n c e  (ANOVA) model 

a l l o w e d  the m u l t i p l e  l e a d e r  b e h a v io rs  and i n t r i n s i c  m o t iv a ­

t i o n  s t r e n g t h  to be an al yz ed  s im u l t a n e o u s l y .  This p ro vi de d  

i n f o r m a t i o n  on the main e f f e c t s  and i n t e r a c t i o n  e f f e c t s  o f  

each typ e o f  b e h a v io r  and m o t i v a t i o n  s t r e n g t h  nec ess ary  to 

t e s t  h y p o th e s is  3 .

The unbalanced model  u t i l i z e d  a 3X3X3X3X3 s u b - p a r t i t i o n .  

Scores form each l e a d e r  b e h a v io r  and i n t r i n s i c  m o t iv a t io n  

s t r e n g t h  were s p l i t  a t  the median. Scores above the median 

were c a t e g o r i z e d  as hi g h ;  sco res  below were low; and scores  

e q u a l  to  th e median were pla ce d  in  the medium c a t e g o r y .
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K e r l i n g e r  ( 1 9 7 3 )  i n d i c a t e s  t h a t  p a r t i t i o n i n g  a co nt inu ous  

v a r i a b l e  may c r e a t e  d i f f i c u l t i e s ;  however,  he suggests t h a t  

such an approach i s  a c c e p t a b le  i f  the r e s e a rc h  in v o l v e s  

e x p l o r a t i o n  i n  a new f i e l d  or problem and when th e  measure­

ment o f  a v a r i a b l e  i s  a t  bes t  rough as i s  th e  case h e r e .

D i s c r i m i n a n t  a n a l y s i s  was chosen f o r  i n t e r p r e t a t i o n  of  

th e r e l a t i o n s h i p s  between s i t u a t i o n a l  v a r i a b l e s ,  l e a d e r  

b e h a v i o r s ,  and v o l u n t e e r  s a t i s f a c t i o n  w i t h  work.  The method 

was a p p r o p r i a t e  s in ce a d e c i s i o n  was made to c a t e g o r i z e  the  

dependent v a r i a b l e ,  s a t i s f a c t i o n  w it h  work ( s a t i s f i e d ,  

m ode ra te ly  s a t i s f i e d ,  or very  s a t i s f i e d ) ,  and the in dep en ­

den t  v a r i a b l e s  were m e t r i c .  The d e c i s i o n  to c a t e g o r i z e  a 

" c o n t i n u o u s "  v a r i a b l e  ( s a t i s f a c t i o n )  was made due to  s e v e r a l  

f a c t o r s .  F i r s t ,  none o f  the measures u t i l i z e d  in  t h i s  study  

had been v a l i d a t e d  in  v o l u n t a r y  o r g a n i z a t i o n s .  T h e r e f o r e ,  

i t  i s  q u e s t i o n a b l e  to assume t h a t  th e in s t r u m e n t s  a re  

t o t a l l y  a c c u r a t e .  C a t e g o r i z a t i o n  e l i m i n a t e s  some of  the  

ac cu ra cy  prob lem s.  Second, th e n a t u r e  o f  t h i s  re s e a rc h  i s  

e x p l o r a t o r y .  As K e r l i n g e r  (1 9 7 3 )  p o i n t s  o u t ,  c a t e g o r i z i n g  a 

c o ntin uou s v a r i a b l e  in  e x p l o r a t o r y  re s e a rc h  is  a c c e p t a b l e ,  

p a r t i c u l a r l y  i f  th e in s t r u m e n ts  u t i l i z e d  are  no t  v a l i d a t e d .  

F i n a l l y ,  and most i m p o r t a n t l y ,  a major  purpose of  t h i s  

r e s e a rc h  was to d e te rm in e  which f a c t o r s  were s i g n i f i c a n t l y  

r e l a t e d  to  v o l u n t e e r  s a t i s f a c t i o n  w it h  work and deve lop  from 

t h a t  i n f o r m a t i o n  a p r o f i l e  o f  v o l u n t e e r s  who were ver y  

s a t i s f i e d  w it h  v o l u n t e e r  work.  That  p r o f i l e  co u ld ,  in  t u r n ,  

be u t i l i z e d  by v o l u n t a r y  a s s o c i a t i o n s  to r e s t r u c t u r e
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v o l u n t e e r  t a s k s  and de vel op  le a d e r s  who e x h i b i t  s a t i s f y i n g  

b e h a v i o r s .  D i s c r i m i n a n t  a n a l y s i s  a l l o w s  th e  develo pment  of  

such a p r o f i l e .

The t e c h n iq u e  in v o l v e d  d e r i v i n g  th e  l i n e a r  com bin at io n  

o f  in de pe nden t v a r i a b l e s  t h a t  d i s c r i m i n a t e d  be s t  between a 

p r i o r i  d e f i n e d  groups.  The a p r i o r i  groups f o r  t h i s  study 

were v o l u n t e e r s  who had hig h s a t i s f a c t i o n  sco res  versus  

those who had low s a t i s f a c t i o n  score s based on a p o l a r  

ext rem es s p l i t .  V o lu n t e e r s  who scored in th e  f i r s t  q u a r t i l e  

were co n si d er ed  s a t i s f i e d ,  those in  the upper q u a r t i l e  were 

c a t e g o r i z e d  as very s a t i s i f i e d .  V o lu n t e e r s  in  between were 

co n si d er ed  m o d e ra te ly  s a t i s f i e d .  Th is p o l a r  extreme s  

approach was used because d i f f e r e n c e s  not  as promi na nt  as in  

an a t  the mean c a t e g o r i z a t i o n  w i l l  be r e v e a l e d  (Green and 

T u l l ;  1 9 7 5 ) .

The in dep en den t v a r i a b l e s  chosen f o r  a n a l y s i s  c o n s is te d  

o f  p e r s o n a l  c h a r a c t e r i s t i c s  ( l o c u s  o f  c o n t r o l ,  a u t h o r i ­

t a r i a n i s m ,  growth need l e v e l ,  and p e r c e iv e d  a b i l i t y ) ,  ta s k  

c h a r a c t e r i s t i c s  ( r o l e  a m b i g u i t y ,  r o l e  c o n f l i c t ,  and th e s ix  

JCI  d i m e n s io n s ) ,  and l e a d e r  b e h a v io r s  ( s u p p o r t ,  r o l e  c l a r i ­

f i c a t i o n ,  s p e c i f i c a t i o n  o f  p ro c e d u re s ,  and work a s s ig n m e n t ) .  

These v a r i a b l e s  were chosen s in c e  they re p r e s e n t e d  the major  

v a r i a b l e s  i n  the P a t h - G o a l  th e o r y  o f  l e a d e r s h i p .

The d e r i v a t i o n  o f  a d i s c r i m i n a n t  f u n c t i o n  was based on 

th e  assum ptions  o f  m u l t i v a r i a t e  n o r m a l i t y  o f  th e d i s t r i b u ­

t i o n s  and unknown, but  e q u a l ,  d i s p e r s i o n  and c o v a r ia n c e  

s t r u c t u r e s  f o r  the groups.  One must a ls o  assume eq ual  cos ts
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o f  m i s c l a s s i f i c a t i o n , eq u a l  a p r i o r i  group p r o b a b i l i t i e s ,  

and known d i s p e r s i o n  and c o v a r i a t i o n  s t r u c t u r e s  when c l a s s i ­

f i c a t i o n  a c c u r a c i e s  ar e  deve lop ed ( H a i r ,  e t  a l ,  1 9 8 0 ) .  The 

da ta  used in  t h i s  study does not  meet a l l  o f  these  r e q u i r e ­

ments.  However,  t h e r e  i s  ev id en ce t h a t  d i s c r i m i n a n t  a n a l y ­

s i s  i s  not  s e n s i t i v e  to v i o l a t i o n s  o f  th es e assumptions  

( H a r r i s ,  1 9 7 5 ) .

D i s c r i m i n a n t  a n a l y s i s  i s  u s e f u l  when one o r  more of  the  

f o l l o w i n g  o b j e c t i v e s  a re  im p o r t a n t  (Green and T u l l ,  1 975 ) :

( 1 )  D e t e r m in in g  i f  s t a t i s t i c a l l y  s i g n i f i c a n t  
d i f f e r e n c e s  e x i s t  between the  average  
sc ore  p r o f i l e s  o f  the two a p r i o r i  d e f i n e d  
groups

( 2 )  E s t a b l i s h i n g  pr oce dure s f o r  c l a s s i f y i n g  
s t a t i s t i c a l  u n i t s  i n t o  groups on the b a s is  
o f  t h e i r  sc ore s on s e v e r a l  v a r i a b l e s

( 3 )  D e t e r m i n i n g  which o f  th e in de pen den t v a r i a b l e s  
ac co un t most f o r  the  d i f f e r e n c e s  in  th e aver age  
s cor e p r o f i l e s  o f  the two or  more groups

The f i r s t  and t h i r d  o b j e c t i v e s  were p a r t i c u l a r l y  r e l e ­

va nt  to  t h i s  study s in c e  major  o b j e c t i v e s  were to det er m in e  

th e  imp ac t  o f  l e a d e r  b e h a v io r s  in  com bi na t io n  w i t h  o r g a n i z a ­

t i o n a l  and p e r s o n a l  c h a r a c t e r i s t i c s  on v o l u n t e e r  s a t i s f a c ­

t i o n  l e v e l s  and th e  im por tan ce  o f  each v a r i a b l e  on v o l u n t e e r  

s a t i s f a c t i o n .  D i s c r i m i n a n t  a n a l y s i s  was chosen as the p r i ­

mary d a ta  a n a l y s i s  te c h n iq u e  f o r  t h r e e  re as ons :  ( 1 )  the

dependent v a r i a b l e  was c a t e g o r i z e d ,  ( 2 )  th e  t e s t  i s  ro b u s t ,  

and ( 3 )  th e  o u tp u t  p r o v i d e s  the  in f o r m a t i o n  nec ess ary  to 

dev el op a p r o f i l e  o f  the v o l u n t e e r s  c o n s t i t u t i n g  s a t i s f i e d ,
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m o d e ra te ly  s a t i s f i e d ,  and ver y s a t i s f i e d  group s.  In a d d i ­

t i o n ,  i t  p r o v id e s  i n f o r m a t i o n  which can be u t i l i z e d  to 

i n t e r p r e t  r e l a t i o n s h i p s  p o s i t e d  in  the P a th -G o a l  Theory.

The f i r s t  st ep  i n  th e  proces s o f  d e v e lo p in g  th e  f i n a l  

d i s c r i m i n a n t  model was to  use s tep w is e d i s c r i m i n a n t  a n a l y s i s  

( B a r r ,  e t  a l ;  198 2)  to  e v a l u a t e  th e  r e l a t i v e  im portanc e of  

each o f  th e  se ven tee n in dep en den t v a r i a b l e s  i n  d e te r m in in g  

v o l u n t e e r  s a t i s f a c t i o n  w i t h  work.  The s t ep w is e approach  

began by choosin g th e s i n g l e  bes t  d i s c r i m i n a t i n g  v a r i a b l e .  

The i n i t i a l  v a r i a b l e  was then p a ir e d  w i th  a l l  o th e r  

v a r i a b l e s  one a t  a t ime and a second v a r i a b l e  was e n t e r e d .  

The second v a r i a b l e  was th e  one which was best  a b l e ,  in  con­

j u n c t i o n  w i t h  the f i r s t ,  to  improve the d i s c r i m i n a t i n g  power 

o f  th e  f u n c t i o n .  The pro cess was fo l lo w e d  u n t i l  no ot h e r  

s i g n i f i c a n t  v a r i a b l e s  cou ld  be found or  a l l  indep end ent  

v a r i a b l e s  were e n te re d  (se e B a r r ,  e t  a l ;  1 9 8 2 ) .  The s te p ­

wis e method was u s e f u l  s in c e  t h e r e  were a l a r g e  number of  

in d e p e n d e n t  v a r i a b l e s  to be i n c lu d e d  in the  f u n c t i o n  d e r i v a ­

t i o n  proc ess  ( H a i r ,  e t  a l ;  1 9 7 9 ) .  V a r i a b l e s  not  u s e f u l  in  

d i s c r i m i n a t i n g  between th e groups were e l i m i n a t e d  and a 

reduced s e t  o f  in de pe nd ent v a r i a b l e s  was i d e n t i f i e d .

The p a r t i a l  F - r a t i o  s i g n i f i c a n c e  l e v e l  was employed to  

ju d g e  the s i g n i f i c a n c e  o f  the d i s c r i m i n a t i o n  pro vi d ed  by 

ad ding  a d d i t i o n a l  in d ep en den t v a r i a b l e s  to th e model .  The 

s p e c i f i e d  s i g n i f i c a n c e  l e v e l  f o r  e n t r y  was p= .1 0 That  l e v e l  

was chosen to p r o v id e  th e model t h a t  s u p p l i e d  the best  

d i s c r i m i n a t i o n  t h a t  could be r e l i a b l y  es t im a te d  give n the

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



www.manaraa.com

92

sample s i z e  (Constanza and A f i f i ,  1 9 7 9 ) .

The in depen de nt  v a r i a b l e s  which met the  s i g n i f i c a n c e  

l e v e l  re q u ir e m e n ts  were e n te re d  i n t o  a d i s c r i m i n a n t  model 

using the DISCRIM pr oced ure from SAS ( B a r r ,  e t  a l ;  1 9 8 2 ) .  

The p r e d i c t i v e  accur acy  o f  the f u n c t i o n  was te s t e d  by 

d e r i v i n g  th e fu n c t i o n  based on the t o t a l  sample,  and then 

using th e f u n c t i o n  to c l a s s i f y  th e i n d i v i d u a l s  in  the  

sam ple.  The process u t i l i z e d  r e s u l t s  in an upward b ia s  in 

the  p r e d i c t i v e  ac cur acy  of  the  f u n c t i o n  [ F r a n k ,  Massey, and 

M o r r is o n ;  1 9 6 5 ) .  However, when the  sample s i z e  i s  around 

o ne- hund re d ,  th e above method i s  a p p r o p r i a t e  ( H a i r ,  e t  a l ;  

1 9 7 9 ) .

S ta n d a r d iz e d  d i s c r i m i n a n t  c o e f f i c i e n t s  developed from 

th e v a l i d a t e d  f u n c t i o n  p ro vi d ed  in f o r m a t i o n  on the degree to 

which each indep ende nt  v a r i a b l e  c o n t r i b u t e d  to the d i s c r i m i ­

n a t i n g  power of  th e  f u n c t i o n .  The a b s o lu te  v a lu e  i n d i c a t e d  

th e  amount c o n t r i b u t e d  to the model and the sign i n d i c a t e d  

the  d i r e c t i o n  of  the c o n t r i b u t i o n .  T h is  p rovi ded  the i n f o r ­

mat ion n ec ess ary  to unde rst and  the r e l a t i o n s h i p s  between 

le a d e r  b e h a v i o r ,  s i t u a t i o n a l  v a r i a b l e s ,  and s a t i s f a c t i o n  

w i t h  v o l u n t e e r  work.  In  a d d i t i o n ,  a p r o f i l e  o f  s a t i s f i e d  

ver sus ve ry s a t i s f i e d  v o l u n t e e r s  cou ld be develop ed by e xa ­

min ing the mean scores of  the in dep en de nt v a r i a b l e s  f o r  each 

gro u p .
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Summary

C h a p te r  I I I  has pro v id e d  an ove rvi ew  o f  the da ta  c o l l e c ­

t i o n  pro ce du re s used in  Phase I  and Phase I I  o f  the  

r e s e a r c h .  Q u e s t io n n a i r e s  used to c o l l e c t  the da ta  were 

d e s c r ib e d  in  d e t a i l .  J u s t i f i c a t i o n s  f o r  th e  typ es of  a n a l y ­

s i s  used were enumerated and v a r io u s  d e c i s i o n s  s p e c i f i c  to  

th e a n a l y t i c a l  t o o l s  were d is c u s s e d .  A r a t i o n a l e  f o r  each 

d e c i s i o n  r e l a t e d  to th e use o f  f a c t o r  a n a l y s i s  and d i s c r i m i ­

na nt  a n a l y s i s  was p r o v id e d .

Hypotheses o f  i n t e r e s t  in  th e study were enumerate d.  

The hypotheses  were based upon a rev ie w  o f  e x i s t i n g  l i t e r a ­

t u r e  on o r g a n i z a t i o n a l  s t r u c t u r e ,  l e a d e r s h i p  in  v o l u n t a r y  

o r g a n i z a t i o n s ,  and the  P a th -G o a l  Theory o f  l e a d e r s h i p  p r e ­

sente d in  Chap ter  I I .  Hypotheses which were examined 

i n c lu d e d  th e r e l a t i o n s h i p  between o r i e n t a t i o n  and s t r u c t u r a l  

c h a r a c t e r i s t i c s ,  s i z e  and s t r u c t u r e ,  the dependence on r e l a ­

t i o n s  o r i e n t e d  l e a d e r  b e h a v i o r ,  and the im pac t  o f  i n t r i n s i c  

m o t i v a t i o n ,  p e r s o n a l  c h a r a c t e r i s t i c s ,  and env iro nm en t on 

v o l u n t e e r  s a t i s f a c t i o n .
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CHAPTER IV

ANALYSIS OF ORGANIZATIONAL CHARACTERISTICS 
AND THEIR RELATIONSHIP TO 

ORGANIZATIONAL FUNCTION

Ch ap te r  IV  c o n t a in s  a d e s c r i p t i v e  a n a l y s i s  o f  th e  

c h a r a c t e r i s t i c s  o f  th e a s s o c i a t i o n s  whose r e p r e s e n t a t i v e s  

responded to the Phase I  q u e s t i o n n a i r e .  A majo r  p o r t i o n  o f  

t h i s  c h a p te r  i s  dev oted to  exam ining the r e l a t i o n s h i p s  which  

e x i s t e d  between s t r u c t u r a l  c h a r a c t e r i s t i c s  in  th e  o r g a n i z a ­

t i o n s  and the i n s t r u m e n t a l  or e x p r e s s i v e  o r i e n t a t i o n  p r e s e n t  

in  each.

The f i r s t  s e c t i o n  o f  th e c h a p t e r  p r e s e n t s  d e s c r i p t i v e  

s t a t i s t i c s  r e l a t e d  to g e n e r a l  c h a r a c t e r i s t i c s  o f  th e r es pon ­

dents and the o r g a n i z a t i o n s  they r e p r e s e n t e d .  These f i n ­

dings ar e compared w i t h  r e s u l t s  from a st udy  i n v o l v i n g  

s i m i l a r  o r g a n i z a t i o n s  ( C r i t t e n d e n ,  19 82 3.  The comparison o f  

demographic da ta  was h e l p f u l  in  d e t e r m in in g  i f  t h i s  study  

was drawn from a p o p u l a t i o n  w it h  s i m i l a r  c h a r a c t e r i s t i c s .

The second p a r t  o f  th e  c h a p t e r  addr ess es th e deve lopm ent  

o f  f a c t o r s  and f a c t o r - b a s e d  s c a l e s  designe d to  measure  

s t r u c t u r a l  c h a r a c t e r i s t i c s  and i n s t r u m e n t a l / e x p r e s s i v e  

o r i e n t a t i o n  in th e o r g a n i z a t i o n s .  S ix  f a c t o r s  r e p r e s e n t i n g  

o r g a n i z a t i o n a l  s t r u c t u r e  were d e v el op ed ;  t h r e e  f a c t o r s  were 

used to d e te rm in e  the i n s t r u m e n t a l / e x p r e s s i v e  o r i e n t a t i o n .
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F i n a l l y ,  f a c t o r - b a s e d  sc ore s were c a l c u l a t e d  f o r  each 

o r g a n i z a t i o n  on each s t r u c t u r a l  f a c t o r .  The Pearson pro duct  

moment c o r r e l a t i o n  was c a l c u l a t e d  f o r  each s t r u c t u r a l  com­

ponen t r e l a t i v e  to both o r i e n t a t i o n  and s i z e .  The ba s ic  

hypo th es es  t e s t e d  were:

1)  H0 : There i s  no r e l a t i o n s h i p  between s t r u c t u r e  
and v o l u n t a r y  o r g a n i z a t i o n  i n s t r u m e n t a l  
o r i e n t a t i o n .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  
no t r e l a t e d  to f o r m a l i z a t i o n ,  s t r u c t u r e ,  
and s t a n d a r d i z a t i o n .

a ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  
to h i e r a r c h i c a l  c o n t r o l .

b ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  not  r e l a t e d  
to  jo b c o d i f i c a t i o n .

c ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  
to  l e v e l  o f  f o r m a l i z a t i o n .

d ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  not  r e l a t e d  to  
l e v e l s  o f  v o l u n t e e r  i n f l u e n c e  and 
p a r t i c i p a t i o n .

e ) .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  to  
the use o f  tem porar y problem s o l v i n g  
groups or  o r g a n i z a t i o n a l  s t r u c t u r e s .

There i s  a p o s i t i v e  r e l a t i o n s h i p  between the  
s t r u c t u r e  o f  v o l u n t a r y  o r g a n i z a t i o n s  and 
i n s t r u m e n t a l  o r i e n t a t i o n .

a)  I n s t r u m e n t a l  o r g a n i z a t i o n s  have h ig h e r  l e v e l s  
o f  h i e r a r c h i c a l  c o n t r o l .

b) I n s t r u m e n t a l  o r g a n i z a t i o n s  have h ig h  l e v e l s  
o f  jo b  c o d i f i c a t i o n .

c)  I n s t r u m e n t a l  o r g a n i z a t i o n s  ar e more f o r m a l i z e d .

d)  I n s t r u m e n t a l  o r g a n i z a t i o n s  have lo w er  l e v e l s
o f  v o l u n t e e r  p a r t i c i p a t i o n  and i n f l u e n c e .

e)  I n s t r u m e n t a l  o r g a n i z a t i o n s  use more permanent
o r g a n i z a t i o n a l  s t r u c t u r e s .
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2 )  H0 : There i s  no r e l a t i o n s h i p  between o r g a n i z a t i o n  
s i z e  and degree o f  f o r m a l i z a t i o n ,  s t r u c t u r e ,  
s t a n d a r d i z a t i o n ,  i n f l u e n c e ,  and i n t e r a c t i o n .

a ) .  V o l u n t a r y  o r g a n i z a t i o n  s i z e  i s  not  
r e l a t e d  to  h i e r a r c h i c a l  c o n t r o l .

b ) .  S i z e  o f  v o l u n t a r y  o r g a n i z a t i o n s  is  
u n r e l a t e d  to  l e v e l s  o f  job c o d i f i c a t i o n .

c ) .  V o l u n t a r y  o r g a n i z a t i o n s  s i z e  i s  u n r e l a t e d  
to  l e v e l  o f  f o r m a l i z a t i o n .

d ) .  V o l u n t a r y  o r g a n i z a t i o n  s i z e  i s  not  
r e l a t e d  to th e  l e v e l  o f  v o l u n t e e r  
p a r t i c i p a t i o n  and i n f l u e n c e .

e ) .  V o l u n t a r y  o r g a n i z a t i o n s  s i z e  i s  not  r e l a t e d  
to l e v e l s  o f  v o l u n t e e r  i n t e r a c t i o n .

Ha : There i s  a p o s i t i v e  r e l a t i o n s h i p  between  
s i z e  and v o l u n t a r y  o r g a n i z a t i o n  s t r u c t u r e .
L a r g e r  o r g a n i z a t i o n s  w i l l  be more f o r m a l i z e d ,  
s t r u c t u r e d ,  and have lo w er  l e v e l s  o f  v o l u n t e e r  
i n t e r a c t i o n ,  i n f l u e n c e ,  and p a r t i c i p a t i o n .

a )  L a r g e r  o r g a n i z a t i o n s  w i l l  have more h i e r a r c h i ­
c a l  c o n t r o l .

b)  L a r g e r  o r g a n i z a t i o n s  w i l l  have high l e v e l s  o f  
jo b  c o d i f i c a t i o n .

c)  L a r g e r  o r g a n i z a t i o n s  w i l l  have more f o r ­
m a l i z a t i o n .

d)  L a r g e r  o r g a n i z a t i o n s  w i l l  have lower l e v e l s  
o f  v o l u n t e e r  p a r t i c i p a t i o n  and i n f l u e n c e .

e)  L a r g e r  o r g a n i z a t i o n s  w i l l  have lo wer l e v e l s  
o f  v o l u n t e e r  i n t e r a c t i o n .

The Pearson p ro duct  moment c o r r e l a t i o n  c o e f f i c i e n t s  were 

u t i l i z e d  to  d e te rm in e  s t a t i s t i c a l l y  s i g n i f i c a n t  r e l a ­

t i o n s h i p s  f o r  each p a i r  o f  c o n s t r u c t s .
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Data C o l l e c t i o n  and Respondent 
C h a r a c t e r i s t i c s

The i n s t r u m e n t  (s ee  appen dix A) used in  Phase I  was 

m ai le d to each o f  the 450 o r g a n i z a t i o n s  s e l e c t e d  f o r  the  

sample.  S i x t y - f o u r  in s t r u m e n ts  f a i l e d  to reach the  

a p p r o p r i a t e  i n d i v i d u a l  r e p r e s e n t i n g  the o r g a n i z a t i o n ,  

th e re b y  re d u c in g  th e sample s i z e  to  384 o r g a n i z a t i o n s .  This  

was a t t r i b u t e d  to  m a i l i n g  l i s t  weaknesses (see  C hapter  I I I ) .  

The i n i t i a l  m a i l i n g  r e s u l t e d  i n  n i n e t y - s i x  u se ab le  r e p l i e s .

A second m a i l i n g  to a l l  n o n-res po nde nts  f o l l o w e d  a p p r o x i ­

ma te ly  t h r e e  weeks l a t e r .  S i x t y - t h r e e  use ab le  responses  

were g en er at ed  by th e  second m a i l i n g .  One hundred f i f t y =  

nin e  use ab le  responses r e s u l t e d  from the two m a i l i n g s ,  

y i e l d i n g  a u se ab le  response r a t e  (based on 384 

o r g a n i z a t i o n s )  o f  s l i g h t l y  over 41 p e r c e n t .  Al though  

s l i g h t l y  lo w er  than the response r a t e  from a study o f  the 

same p o p u l a t i o n  ( C r i t t e n d e n ,  1 9 8 2 ) ,  th e r a t e  was con si de re d  

a c c e p t a b l e  f o r  the purposes o f  t h i s  a n a l y s i s .

N in e te e n  un usab le responses al s o  were r e c e i v e d .  

Unusable res ponses c o n s is t e d  o f  in c o m p le te  or i n c o n s i s t e n t  

q u e s t i o n n a i r e s  from i n d i v i d u a l s  who e i t h e r  d id  not  b e l i e v e  

the q u e s t i o n n a i r e  was a p p r o p r i a t e  f o r  t h e i r  o r g a n i z a t i o n  or 

who i n d i c a t e d  t h a t  th e group no lo n g e r  e x i s t e d .
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C h a r a c t e r i s t i c s  o f  th e Responding 
A d m i n i s t r a t o r s

A m a j o r i t y  o f  th e res pond ing  a d m i n i s t r a t o r s  were female  

C58%j and ove r s i x t y - e i g h t  p e rc e n t  r e c e iv e d  no s a l a r y  f o r  

t h e i r  work in  the o r g a n i z a t i o n .  Just  over nine  p e r c e n t  o f  

the  re sponden ts were le s s  than t h i r t y  ye ars  of  age and 

a p p r o x im a t e ly  t w e l v e  p e r c e n t  were s i x t y - f i v e  ye ar s o f  age or  

o l d e r .  F i f t y - t h r e e  p e r c e n t  o f  the  a d m i n i s t r a t o r s  were 

c o l l e g e  e d u ca te d.  In  summary, th e  persons who responded  

were between t h i r t y  and s i x t y - f i v e  y ea rs  o f  age, more w e l l -  

e du ca te d ,  v o lu n t e e r e d  t h e i r  s e r v i c e s  to the o r g a n i z a t i o n ,  

and were more l i k e l y  to be female than mal e.

T i t l e s  o f  the  re spo nde nts i n d i c a t e d  t h a t  th e  q u e s t i o n ­

n a i r e  was f i l l e d  out  i n  most in s t a n c e s  by a l e a d e r  in  the  

o r g a n i z a t i o n .  Over f o r t y - t w o  p e r c e n t  o f  the  resp onden ts  

were e i t h e r  the p r e s i d e n t  or th e d i r e c t o r .  Ot her i n d i v i ­

d u a ls  who re t u r n e d  the  in s t r u m e n t  i n c lu d e d  past  d i r e c t o r  or 

p r e s i d e n t ,  v i c e - p r e s i d e n t ,  t r e a s u r e r ,  membership c h a i r p e r ­

son,  e t c .  The responses from o t h e r  o f f i c e r s  and pa st  p r e s i ­

dent s a ls o  were v a l u a b l e ,  p a r t i c u l a r l y  i f  the c u r r e n t  

a d m i n i s t r a t o r  d id  no t  have the t im e or  i n f o r m a t i o n  n ec ess ary  

to  a d e q u a te ly  resp ond.  T h e r e f o r e ,  a l l  responses from a 

r e p r e s e n t a t i v e  o f  th e o r g a n i z a t i o n  were in c lu d e d  i n  the ana­

l y s i s .  T ab le  4 p r e s e n ts  the demographic i n f o r m a t i o n  o f  the  

i n d i v i d u a l s  who res ponded.
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TABLE 4

C H A R A C TER ISTIC S OF RESPONDENTS

S a l a r y  Frequency P e r c e n t

No s a l a r y  103 6 8 .2 1
Less than  1 , 0 0 0  1 .66
1 .0 0 0  -  7 , 0 0 0  6 3 .9 7
8 . 0 0 0  -  1 4 ,9 9 9  12 7 . 9 5
1 5 .0 0  -  2 1 , 9 9 9  9 5 .9 6
2 2 . 0 0 0  or  g r e a t e r  20 1 3 .2 5

Male 62 4 2 . 7 6
Female 83 5 7 .2 4

Age

Less than 30 13 9 . 0 3
30 -  39 35 2 4 .3 0
40 -  49 28 1 9 .4 4
50 -  59 31 2 1 .5 3
60 -  69 26 1 8 .0 6
70 or  ov er  11 7 .6 4

*  f r e q u e n c i e s  do not  t o t a l  to the  number o f  per sons i n  the  
sample due to  m is si n g  v a l u e s .
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TABLE 4 ( c o n t in u e d )

T i t l e

P r e s i d e n t
D i r e c t o r
Chairman
Pa st  P r e s i d e n t
V ic e  P r e s i d e n t
O th er  O f f i c e r
A d v i s o r ,  Sponsor,  Lea der
Member
O th er

Frequency

22
38

2 5 .6 3  
4 2 .3 3

8 .6 6
25 .6 3  

8 .6 6
17 .6 6

5 .6 9
5. 6 9  
9 .8 8

E d uca t ion

D id  not  g ra d u a te  from high  school  
Hig h School  g ra d u a te  
A t te n d e d  some c o l l e g e  
T e c h n i c a l  s c h o o l ,  j u n i o r  c o l l e g e  

g r a d u a te  
C o l l e g e  g ra d u a te  
A tt e n d e d  g ra d u a te  scho ol  
M as te rs  degree  
D o c t o r a l  degre e

2 .6 3
11.8 4  
23 .0 3

8 .5 5
2 1 .0 5
11 .8 4  
1 6. 45

4 .6 1

*  f r e q u e n c i e s  do no t  t o t a l  to th e number in  the sample due 
to  mis si ng  v a l u e s .
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An o v e r a l l  e v a l u a t i o n  o f  the demographic p r o f i l e  o f  the  

a d m i n i s t r a t o r s  i n d i c a t e d  t h a t  the c h a r a c t e r i s t i c s  o f  the  

re spo ndents  in  t h i s  sample were s i m i l a r  to the c h a r a c ­

t e r i s t i c s  o f  th e i n d i v i d u a l s  in  the C r i t t e n d e n  (1 9 8 2 )  study 

o f  the same p o p u l a t i o n .

G en eral  C h a r a c t e r i s t i c s  o f  
the  O r g a n i z a t i o n s

The p r i m a ry  purpose o f  each o r g a n i z a t i o n  as w e l l  as the  

p e rc e n ta g e  o f  th e sample t h a t  re p o r te d  the same purpose i s  

shown i n  Ta bl e 5.  Most o r g a n i z a t i o n s  were i n v o l v e d  in  

h e a l t h ,  s o c i a l  w e l f a r e ,  ^nd community devel opme nt .  Only  

el e v e n  re spo ndent s r e p o r t e d  t h a t  the p r im ar y purpose o f  the  

o r g a n i z a t i o n  was s o c i a l  i n t e r a c t i o n .

G en er al  c h a r a c t e r i s t i c s  o f  th e o r g a n i z a t i o n s  in  terms o f  

s i z e  o f  th e budge t ,  numbers o f  v o l u n t e e r s ,  and pa id  s t a f f  

ar e  d e p i c t e d  in  Tab le  6 .  Over f i f t y - s i x  p e r c e n t  o f  the  

o r g a n i z a t i o n s  had budgets o f  l e s s  than $10 ,0 0 0  and fewer  

than f i f t y  v o l u n t e e r s .  Over t w o - t h i r d s  o f  the o r g a n i z a t i o n s  

had fo u r  or  fewe r p a id  s t a f f  members. Tab le  7 p re s e n ts  the  

number of  committees and board meet ings in  the v o l u n t a r y  

a s s o c i a t i o n s .  E ig h ty  fo u r  o r g a n i z a t i o n s  had n in e  or  more 

board mee t in gs and most ( 1 1 1 )  have more than t h r e e  st a n d in g  

co mmit tee s.  O n e - t h i r d  have n in e  or  more st a n d in g  com mittees  

i n  t h e i r  o r g a n i z a t i o n s .
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TABLE 5

ORGANIZATIONAL PURPOSE AND AFFILIATION

Fu n c t io n  Frequency P e r c e n t

H e a l t h  23 14 .6 5
Community A r t s  7 4 . 4 6
S o c i a l  W e l f a r e  17 10 .8 3
V o c a t i o n a l  Guidance 5 3 .1 8
Community Development 21 13. 38
S o c i a l  I n t e r a c t i o n  11 7. 01
Youth Development 6 3 .9 7
M u l t i p l e  F u n c t i o n s 3 26 16. 56
E d u ca t io n  11 7 .0 1
Other*3 30 19 .1 1

A f f i l i a t i o n c

Not a f f i l i a t e d  41 2 6 .6 2
C o u n t y / D i s t r i c t  51 4 5 .1 3
S t a t e  53 4 6 .9 0
R e g io n a l  20 17 .7 0
N a t i o n a l  60 5 3 .1 0

b In c l u d e s  o r g a n i z a t i o n s  such as the U n it ed  Way which have  
s e v e r a l  p r im a ry  f u n c t i o n s .

b I n c l u d e s  o r g a n i z a t i o n s  such as the American Leg io n ,  
Masons,  Garden C lu b s ,  Business and P r o f e s s i o n a l  Women, and 
D e l t a  Kappa Gamma.

c T o t a l s  do not  add to 100 p e r c e n t  s i n c e  some o r g a n i z a t i o n s  
have m u l t i p l e  a f f i l i a t i o n s .
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TABLE 6

GENERAL CHARACTERISTICS OF THE ORGANIZATION

Budget Freque nc y* P e r c e n t

80 5 6 .3 4
29 2 0 .4 2
11 7 . 0 4

6 4 . 2 3
5 3 . 5 2
4 2 . 8 2

!1250,000 or  more 8 5 .6 3

Less than 1 0 ,0 0 0
10 ,0 0 0  - 4 9 , 9 9 9
5 0 ,0 0 0  - 9 9 ,9 9 9

1 1 0 0 ,0 0 0  - 1 49 ,0 00
1150,000 1 9 9 ,0 0 0
1200,000  - 2 4 9 ,0 0 0

V o l u n t e e r  S t a f f

Less than  15 31 1 9 .7 5
15 -  49 61 3 8 .2 2
50 -  99 29 1 8 .4 7
100 -  199 21 13 .3 8
200 -  299 3 1 .9 1
300 or g r e a t e r  13 8 . 2 8

Pa id  S t a f f

None 76 4 8 . 7 2
1 - 4 31 1 9 .3 6
5 - 9 6 3 . 8 7
10 -  14 5 3 . 2 3
15 -  19 3 1 .9 4
20 or  more 10 6 . 4 5

*  f re q u e n c i e s  do no t  eq u a l  th e  number o f  o r g a n i z a t i o n s  
res pond ing due to  m is si ng res pons es .
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TABLE 7

COMMITTEE UTILIZATION AND BOARD MEETINGS

St an d in q  Committees Frequ enc y* P e r c e n t

0 - 3 32 2 2 .4 8
4 - 8 66 4 6 . 8 8
9 or  more 45 3 3 .3 3

Board M ee t in qs

0 - 3 32 2 0 .8 7
4 - 8 33 2 1 .1 3
9 - 1 2 84 5 9 .0 0

*  f r e q u e n c i e s  do no t  eq ua l  the number o f  o r g a n i z a t i o n s  
resp ond in g due to  mis si ng re sponses .

F a c t o r  A n a l y s i s  o f  O r g a n i z a t i o n a l  
C h a r a c t e r i s t i c s

F a c t o r  a n a l y s i s  was used to reduce the twe nt y two i tem s  

i n  S e c t i o n  1 . 2  o f  the  Phase I  q u e s t i o n n a i r e  i n t o  a s e t  o f  

u n d e r l y i n g  f a c t o r s  r e l a t e d  to th e  s t r u c t u r a l  c h a r a c t e r i s t i c s  

p e r c e i v e d  by th e  r e s pon den ts .

The p r i n c i p a l  components f a c t o r  a n a l y s i s  p ro ce du re  o f  

th e S t a t i s t i c a l  A n a l y s i s  System ( B a r r ,  e t  a l ;  1983)  was used 

to  d e r i v e  th e f a c t o r s .  Data were s u b je c t e d  to an o r t h o g o n a l  

r o t a t i o n  proce dur e ( v a r i m a x ) .  The r e s u l t s  o f  the r o t a t i o n  

were used f o r  th e dev elopment o f  f a c t o r - b a s e d  s c a l e s .
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The f a c t o r  a n a l y s i s  p ro ce dur e e x t r a c t e d  s i x  s i g n i f i c a n t  

f a c t o r s  based on th e sc ree  p l o t  c r i t e r i a .  F iv e  s t r u c t u r a l  

f a c t o r s  had been hyp o th e s iz e d  (see  Tab le 2, Chapter  I I I ] .  

One o f  the h y p o th e s iz e d  f a c t o r s  ( V o l u n t e e r  P a r t i c i p a t i o n  and 

I n f l u e n c e )  s e p a ra te d  i n t o  two d i s t i n c t  f a c t o r s  du r in g  f a c t o r  

a n a l y s i s .  T a b le  5 compares th e h y p oth es iz ed  f a c t o r s  w it h  

thos e r e s u l t i n g  from th e  f a c t o r  a n a l y s i s .  The s i m i l a r i t y  of  

v a r i a b l e s  p r e d i c t e d  to load  on the f a c t o r s  and the o v e r a l l  

number o f  f a c t o r s  p ro v id e d  su ppor t  f o r  the c o n s t r u c t  v a l i d ­

i t y  o f  th e i n s t r u m e n t .  K e r l i n g e r  (1 9 7 3 )  i n d i c a t e s  t h a t  f a c ­

t o r  a n a l y s i s  used i n  t h i s  manner may be one of  th e s t r o n g e s t  

t o o l s  to  use in  c o n s t r u c t  v a l i d a t i o n .  Random c o n s t r u c t  

b u i l d i n g  th rou gh  th e use o f  f a c t o r  a n a l y s i s  i s  reduced by 

us in g  th e  method fo l l o w e d  i n  t h i s  s tu d y .

The f a c t o r s  were e x t r a c t e d  in  o rd e r o f  the amount o f  

o v e r a l l  v a r i a n c e  e x p l a i n e d .  The f i r s t  f a c t o r  e x t r a c t e d  

e x p l a i n e d  th e  g r e a t e s t  amount of  v a r i a n c e ,  the  second a 

s m a l l e r  amount,  and so f o r t h .  The s i x  f a c t o r s  i d e n t i f i e d  

e x p l a i n e d  a p p r o x i m a t e l y  f i f t y  seven pe rc e n t  o f  the  o v e r a l l  

v a r i a t i o n  o f  th e d a t a .  Each f a c t o r  re p re s e n te d  an 

o r g a n i z a t i o n a l  c o n s t r u c t  which was u t i l i z e d  f o r  f u r t h e r  

a n a l y s i s .  V alu es f o r  each c o n s t r u c t  were d e r iv e d  by summing 

th e  repon ses  to  i t em s in c lu d e d  i n  the re p o r t e d  f a c t o r s .

C ron bac h’ s a lp ha was c a l c u l a t e d  f o r  the  i te ms  making up 

each f a c t o r .  Thi s was done to assess the  r e l i a b i l i t y  of  the  

s i x  c o n s t r u c t s .  Alpha measures f o r  the c o n s t r u c t s  ranged
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f rom .5 5  to  . 6 7 .  Nu n n a l ly  (1 96 7:  22 6]  suggests t h a t  in  the  

e a r l y  sta ges  o f  r e s e a r c h ,  modest r e l i a b i l i t y  i n  the range o f  

.5  to .6  w i l l  s u f f i c e .  Based on N u n n a l l y ’ s g u i d e l i n e s ,  the  

r e l i a b i l i t y  measures o f  these  c o n s t r u c t s  were a c c e p t a b l e .

TABLE 8

STRUCTURAL FACTORS HYPOTHESIZED 
AND EXTRACTED

H y p othe si ze d F a c t o r  
Name

E x t r a c t e d  F a c t o r  
Name

V o l u n t e e r  I n f l u e n c e  
and P a r t i c i p a t i o n

..............V o l u n t e e r  I n f l u e n c e

S o c i a l  I n t e r a c t i o n  in  
D e c is io n  Making

I n t e r a c t i o n  in  
D e c is io n  Making

Adhocracy ..........................

H i e r a r c h y  ..........................

F o r m a l i z a t i o n  .............
O l ig a r c h y

T a b le  9 p r e s e n ts  the s i x  o r g a n i z a t i o n a l  c o n s t r u c t s  

e x t r a c t e d  by the f a c t o r  a n a l y s i s  p ro c e d u re .  I n c lu d e d  in  the  

t a b l e  i s  th e name o f  th e f a c t o r ,  th e o r th o g o n a l  lo a d in g  of  

each f a c t o r  on each s i g n i f i c a n t  v a r i a b l e ,  and Cronbach ’ s 

a lp h a f o r  each c o n s t r u c t .  The f a c t o r s  ar e p re sen ted  in  

o r d e r  o f  im por ta nce  from most s i g n i f i c a n t  to l e a s t  s i g n i f i ­

c a n t .
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V o lu n t e e r  i n p u t . The f i r s t  f a c t o r  e x t r a c t e d  acc ounted  

f o r  1 9 .5  p e rc e n t  o f  the o v e r a l l  v a r i a t i o n ;  Cronba ch’ s al pha  

was a t  th e  .67 l e v e l .  The fo u r  v a r i a b l e s  which made up t h i s  

f a c t o r  ( i t e m s  7 , 9 , 2 3 , 2 7 )  r e l a t e  to the degree t h a t  v o l u n ­

t e e r s  in  th e  o r g a n i z a t i o n  were encouraged to make 

su gg e s t io n s  and speak t h e i r  minds when d e c i s i o n s  a r e  made. 

Ther e was a p o s i t i v e  r e l a t i o n s h i p  between th e deg ree  to 

which “ su g g es t io n s were en cou rag ed"  and “ v o l u n t e e r s  say in g  

what was on t h e i r  mind" and a n e g a t i v e  r e l a t i o n s h i p  between  

both o f  these  v a r i a b l e s  and the v o l u n t e e r  " n o t  hav ing a 

v o ic e "  or  " p l a y i n g  a r o l e "  in  th e  d e c i s i o n  making p ra c e s s .

Th is  f a c t o r  d id  not  i n d i c a t e  whet her  v o l u n t e e r  in p u t  

i n f l u e n c e d  th e d e c i s i o n s .  V o l u n t e e r  i n p u t  i n d i c a t e d  i f  the  

s u p e r i o r s  sought i n p u t  f rom the v o l u n t e e r s  p r i o r  to  making 

d e c i s i o n s .

Adh oc ra cy . The second f a c t o r  e x t r a c t e d  e x p la in e d  1 2 .2 5  

p e r c e n t  o f  th e o v e r a l l  v a r i a t i o n  o f  th e d a t a .  Adhocracy  

i n d i c a t e d  the  degree  to  which an o r g a n i z a t i o n  used a f l u i d  

approach to  o r g a n i z a t i o n ,  s e t  up groups when a problem  

e x i s t e d  and deve lop ed few r u l e s  u n t i l  they  were n e c e s s a ry .  

Four v a r i a b l e s  had s i g n i f i c a n t  l o a d i n g s .  The v a r i a b l e s  

( 2 8 , 2 5 , 2 2 , 1 7 )  i n d i c a t e d  the degree to  which th e  o r g a n i z a t i o n  

used tem porar y s t r u c t u r e s  to ha nd le  i n t e r n a l  problems and 

deve loped  methods o f  s o l v i n g  problems on an ad hoc b a s i s .  

Cronbach’ s alp ha was . 5 9 .
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TABLE 9

ORGANIZATIONAL STRUCTURE FACTOR ANALYSIS RESULT;

Name of  
F a c t o r

V o lu n t e e r
In p u t

I t em
Number

O r th ogo nal
L oading

V o l u n t e e r s  ar e encouraged 
to  make su gg e s t io n s  when 
d e c i s i o n s  ar e made.

V o l u n t e e r s  in  t h i s  
o r g a n i z a t i o n  ar e  encouraged  
to  speak t h e i r  minds on 
i m p o r t a n t  m a t t e r s ,  even i f  
i t  means d i s a g r e e i n g  w it h  
t h e i r  s u p e r i o r s .

In  t h i s  o r g a n i z a t i o n  most 
v o l u n t e e r s  do no t  have any 
v o i c e  in  d e c i s i o n  making.

V o l u n t e e r s  do not  p la y  an 
a c t i v e  r o l e  i n  d e c i s i o n ­
making

* i n d i c a t e s  re v e r s e  scored i tem s

Cronba ch’ s 
Alpha__

.69
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Name of  
F a c t o r

Adhocracy

Ite m
Number

28

25

22

17

TABLE 9 ( c o n t in u e d )

O r th ogo nal  
St a te m en t Lo ad ing

In  h a n d l i n g  im p o r t a n t  
problems between dep ar tm en ts  
we u s u a l l y  use a l i a s o n  group 
to work th i n g s  o u t .  .66 62 5

There ar e  r u l e s  and r e g u l a t i o n s  
f o r  h a n d l in g  any ki n d  of  
problem which might  a r i s e  in  
making most d e c i s i o n s .  .61 11 6

We have s p e c i a l  groups
f o r  h a n d l in g  problems
between d i f f e r e n t
dep ar tm en ts  on im p o r t a n t
m a t t e r s .  . 601 21

For s p e c i a l  problems we u s u a l l y  
s e t  up a temp ora ry ta s k  f o r c e  
t o  meet our o b j e c t i v e s .  .539 41

Cronbach* s 
Alpha

.59
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Name o f  I t em
F a c t o r  Number

I n t e r a c t i o n
in  D e c is io n  26
Making

11

24

TABLE 9 ( c o n t i n u e d )

O r th ogo nal
Load ing

D i f f e r e n t  i n d i v i d u a l s  p la y  
i m p o r t a n t  r o l e s  i n  making 
d e c i s i o n s .  .7 345 2

P eo p le  from d i f f e r e n t  ar eas  
a r e  o f t e n  put  t o g e t h e r  in  a 
s p e c i f i c  group in o r d e r  to  
s o lv e  im p o r t a n t  pr ob le m s.  . 706 82

S u p e r io r s  o f t e n  seek ad v ic e  
from t h e i r  s u b o r d in a te s  b e f o r e  
making d e c i s i o n s .  .65 35 0

Cronba ch’ s 
Alpha

. 59
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TABLE 9 ( c o n t in u e d )

Name of  
F a c t o r

H i e r a r c h i c a l
C o n t r o l

I t em  Or th o g o n al
Number S ta te m en t Load ing

V o l u n t e e r s  in  t h i s  
o r g a n i z a t i o n  always ge t  o rd er s  
f rom t h e i r  s u p e r i o r s  on 
i m p o r t a n t  m a t t e r s .  .7 392 6

V o l u n t e e r s  have to check
w i t h  t h e i r  s u p e r i o r s  b e f o r e
do ing  almost  an y th in g  on
i m p o r t a n t  m a t t e r s .  .7 12 08

I f  someone f e e l s  th ey have 
the r i g h t  approach to c a r r y i n g  
out t h e i r  j o b ,  th ey can 
u s u a l l y  go ahead w i t h o u t  
che ck in g  w it h  t h e i r
s u p e r i o r .  - . 6 3 7 0 0

* I t em  re v e r s e  scored f o r  f a c t o r - b a s e d  s c a l e .

Cronbach’ s 
Alpha

.57
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TABLE 9 ( c o n t i n u e d )

Name of  
F a c t o r

I t em
Number

O r th o g o n a l  Cronbach ’ s 
L oadi ng Alpha

I n f o r m a l i t y
o f
O l i g a r c h y

For many d e c i s i o n s  the  
r u l e s  and r e g u l a t i o n s  ar e  
deve loped as we go a l o n g .

V o lu n t e e r s  in  t h i s  o r g a n i z a t i o n  
ar e  not  l i k e l y  to  ex press  
t h e i r  f e e l i n g s  ope nl y on 
i m p o r t a n t  m a t t e r s .  .65 40 4

18* The same r u l e s  and r e g u l a t i o n s
ar e  always f o l l o w e d  in  making  
most d e c i s i o n s .  - . 6 2 6 3 5

V o l u n t e e r
I n f l u e n c e  19 S u p e r io r s  i n  t h i s  o r g a n i z a t i o n

u s u a l l y  make the d e c i s i o n s  
t h e m s e lv e s .  .7 214 1

*  I t e m  r e v e r s e  scored f o r  c a l c u l a t i o n  o f  f a c t o r - b a s e d  sc o re .

0\
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I n t e r a c t i o n  in  d e c is io n  ma ki ng . Three v a r i a b l e s  loaded  

s i g n i f i c a n t l y  on the t h i r d  f a c t o r .  T h is  f a c t o r  was res pon­

s i b l e  f o r  a p p r o x im a t e ly  8 p e rc e n t  o f  the  t o t a l  v a r i a t i o n  in  

th e  d a ta  on o r g a n i z a t i o n a l  c h a r a c t e r i s t i c s .  The i n t e r n a l  

c o n s is t e n c y  o f  th e second f a c t o r  was .59 as measured by 

Cronbac h’ s a lp h a .

T h is  f a c t o r  i n d i c a t e d  t h a t  a d i s t i n c t  c h a r a c t e r i s t i c  of  

v o l u n t a r y  groups i s  th e  degr ee to  which th ey a t t e m p t  to  u t i ­

l i z e  i n t e r a c t i o n ,  bo th  v e r t i c a l  and h o r i z o n t a l ,  i n  making 

d e c i s i o n s .  T h is  c h a r a c t e r i s t i c  i n d i c a t e d  an emphasis on

s o c i a l  i n t e r a c t i o n  as a mode o f  o p e r a t i o n .  The v a r i a b l e s  

t h a t  loa ded  C a l l  p o s i t i v e )  on t h i s  f a c t o r  r e l a t e d  to  " p e o p le  

f rom d i f f e r e n t  a re as  bei ng put  t o g e t h e r  to so lv e  p r o b le m s " ,  

" d i f f e r e n t  i n d i v i d u a l s  p l a y i n g  a r o l e  in  d e c is io n  m a k in g " ,  

and " s u p e r i o r ’ s s ee ki ng a d v ic e  from v o l u n t e e r s " .

H i e r a r c h i c a l  c o n t r o l . Three i t e m s  ( 1 4 , 2 1 , 1 0 )  loade d on 

the f o u r t h  f a c t o r  e x t r a c t e d .  Cronbach’ s al p h a  was .5 7 and 

th e f a c t o r  acc ounted f o r  a p p r o x i m a t e l y  6 p e r c e n t  o f  the  

o v e r a l l  v a r i a t i o n .  The f i r s t  two v a r i a b l e s  were p o s i t i v e l y  

loa ded  ( 1 4 , 2 1 ) ,  th e t h i r d  ( 1 0 )  lo ade d n e g a t i v e l y .

T h is  f a c t o r  i n d i c a t e d  the  deg ree  to  which the o r g a n i z a ­

t i o n  used th e v o l u n t e e r ’ s l e a d e r  to  c o n t r o l  the b e h a v io r  

p a t t e r n  o f  th e v o l u n t e e r .  A l l  t h r e e  v a r i a b l e s  r e l a t e d  to

v o l u n t e e r s  g e t t i n g  o rd e rs  from, o r  ch eck ing  w i th  t h e i r  

s u p e r i o r s  p r i o r  to  doin g a n y th in g  on an im p o r ta n t  m a t t e r .  

H i e r a r c h i c a l  c o n t r o l  i n d i c a t e d  t h a t  s t r u c t u r e  was used to 

ensure  t h a t  th e a c t i o n s  of  the v o l u n t e e r  were c o n s i s t e n t .
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I n f o r m a l i t y  o f  th e  o l i g a r c h y . Three v a r i a b l e s  loade d on

th e  f i f t h  f a c t o r  e x t r a c t e d .  The f a c t o r  e x p la in e d  5 . 5  p e r ­

ce n t  o f  th e  o v e r a l l  v a r i a t i o n .  Cronbach’ s alp ha was .5 5 .

I n f o r m a l i t y  o f  th e  o l i g a r c h y  i n d i c a t e d  the degree to  

which r u l e s  and r e g u l a t i o n s  were s t a t e d  and f o l lo w e d  or  

dev el op ed  based on th e d e c i s i o n  a t  hand. I t e m  e i g h t  

( v o l u n t e e r s  in  t h i s  o r g a n i z a t i o n  are not  l i k e l y  to  expres s  

t h e i r  f e e l i n g s  o p e n l y . . . )  i n d i c a t e d  the degree to  which the  

r u l e  makers c o n t r o l l e d  the v o l u n t e e r ’ s' ex pre s s io n  of  

f e e l i n g s  on im p o r t a n t  m a t t e r s .  The i n c l u s i o n  o f  i t em  e i g h t  

in  th e  f a c t o r  i n d i c a t e d  t h a t  a s tr ong  core group i n  the

o r g a n i z a t i o n  made up th e r u l e s  as they ope rat ed  and as a 

r e s u l t  th e v o l u n t e e r s  tended to suppress t h e i r  o p i n i o n s .

V o l u n t e e r  i n f l u e n c e . The f i n a l  f a c t o r  e x t r a c t e d

d i r e c t l y  r e l a t e d  to the degree to which v o l u n t e e r ’ s 

i n f l u e n c e d  the  d e c i s i o n s  made by th e s u p e r i o r s .  The 

v a r i a b l e  t h a t  lo ade d d e a l t  w it h  " s u p e r i o r s  making 

d e c i s i o n s " .  Cron bach’ s alp ha could  no t  be c a l c u l a t e d  f o r  

t h i s  c o n s t r u c t .  The f a c t o r  accounted f o r  5 p e r c e n t  o f  the  

o v e r a l l  v a r i a t i o n .

V o l u n t e e r  i n f l u e n c e  was co nsi der ed  to be a s u rr o g a te  

measure f o r  c e n t r a l i z a t i o n .  C e n t r a l i z a t i o n  can be viewed as 

the  degr ee to which s u b o rd in a te s  i n f l u e n c e  d e c i s i o n s  and 

t a k e  an a c t i v e  or  i n a c t i v e  r o l e  in  d e c is io n  making (Hage and 

A i k e n ,  1 9 6 7 ) .

T h is  f a c t o r ,  in  c o n j u n c t i o n  w it h  f a c t o r  one ( v o l u n t e e r

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



www.manaraa.com

119

i n p u t )  pr o v id e d  and o v e r a l l  v iew o f  the degree to which 

v o l u n t e e r  in p u t  was used and i n f l u e n c e d  d e c i s i o n s  made in  

th e o r g a n i z a t i o n .  In  a d d i t i o n ,  i t  pr o v id ed  a measure of  

c e n t r a l i z a t i o n  i n  the o r g a n i z a t i o n .

Summary o f  F a c t o r  A n a l y s i s  Pr oce dure  
on the  S t r u c t u r e  In s t r u m e n t

F a c t o r  a n a l y s i s  r e s u l t e d  in  the e x t r a c t i o n  o f  s i x  f a c ­

t o r s  r e p r e s e n t i n g  th e s t r u c t u r a l  c h a r a c t e r i s t i c s  o f  the  

v o l u n t a r y  a s s o c i a t i o n s  sampled.  These f a c t o r s  were:  1)

v o l u n t e e r  i n p u t ,  2)  i n t e r a c t i o n  in  d e c is io n  making,  3)  

v o l u n t e e r  i n f l u e n c e ,  4)  a dhoc ra cy ,  5)  h i e r a r c h i c a l  c o n t r o l ,  

and 6 )  i n f o r m a l i t y  of  o l i g a r c h y .  The f a c t o r s  were developed  

f rom th e s e c t i o n  o f  the in s t r u m e n t  des igned to  measure f i v e  

o r g a n i z a t i o n a l  c o n s t r u c t s .  One o f  the  hyp o th e s iz e d  f a c t o r s  

( v o l u n t e e r  i n f l u e n c e  and p a r t i c i p a t i o n )  s p l i t  i n t o  two f a c ­

t o r s  ( v o l u n t e e r  i n f l u e n c e  and v o l u n t e e r  i n p u t ) .  The o th e r  

f a c t o r s  e x t r a c t e d  r e p r e s e n te d  a c c u r a t e l y  th e rem ain in g fo u r  

h y p o th e s iz e d  f a c t o r s  ( T a b le  8 ,  page 1 1 0 ) .  The c o n s t r u c t  

v a l i d i t y  o f  the s t r u c t u r a l  c h a r a c t e r i s t i c s  in s t r u m e n t  was 

a c c e p t a b l e  on t h a t  b a s i s .

F a c t o r - b a s e d  s c a le s  were develop ed f o r  each f a c t o r .  

These s c a le s  were then used to t e s t  Hypotheses 1 and 2.  

F a c t o r - b a s e d  sc ores f o r  a l l  c o n s t r u c t s  exc ep t  v o l u n t e e r  

i n f l u e n c e  were r e v e r s e  scored a f t e r  t o t a l l i n g  to a i d  in  the  

i n t e r p r e t a t i o n  o f  the c o r r e l a t i o n  c o e f f i c i e n t s .

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



www.manaraa.com

1 2 0

O r g a n i z a t i o n a l  F u n c t i o n .

The same f a c t o r  a n a l y s i s  p roc edure used f o r  th e s t r u c ­

t u r a l  c h a r a c t e r i s t i c s  s e c t io n  was u t i l i z e d  to  d e te r m in e  

v a l i d i t y  o f  th e in s t r u m e n t  designe d to measure i n s t r u m e n t a l  

o r i e n t a t i o n  i n  th e v o l u n t a r y  o r g a n i z a t i o n s .  The u n i ­

d im e n s io n a l  measure o f  o r i e n t a t i o n  c o n s is t e d  o f  t h r e e  

d i s t i n c t  measures o f  i n s t r u m e n t a l / e x p r e s s i v e  t e n d e n c i e s .  

These were:  ( 1 )  i m m e d i a t e / l o n g - t e r m  g r a t i f i c a t i o n ;  ( 2 )

change or  c o n t r o l  o f  i n d i v i d u a l s ;  and ( 3 ] ends or  means to 

an end (Jacoby and Babchuck,  1 9 6 3 ) .

F a c t o r  a n a l y s i s  e x t r a c t e d  t h r e e  f a c t o r s  based on the  

sc ree  p l o t  c r i t e r i a .  The f a c t o r s  e x t r a c t e d  c l o s e l y  

resembled th e  t h r e e  dimensio ns used to d e te rm in e  in s t r u m e n ­

t a l  or e x p r e s s i v e  o r i e n t a t i o n .  I t em  1 was a f a c t o r i a l l y  

complex and, t h e r e f o r e ,  no t  i n c lu d e d  in  any f a c t o r .

The f i r s t  f a c t o r  e x t r a c t e d  (Change o r i e n t a t i o n )  con­

s i s t e d  o f  i tems t h r e e  ( i n t e r n a l ,  non-change o r i e n t e d  

a c t i v i t i e s )  and fo u r  ( e x t e r n a l ,  change o r i e n t e d  a c t i v i t i e s ) .  

I t e m  fo u r had a l o a d in g  o f  . 8 5 0 9 9 ;  t h r e e  had a lo a d i n g  o f  

- . 8 3 2 7 9 .  The f a c t o r  e x p la in e d  30 p e r c e n t  o f  the  o v e r a l l  

v a r i a t i o n  i n  th e d a t a .

The i tem s d e a l t  w i t h  whether th e a c t i v i t i e s  o f  th e o r ­

g a n i z a t i o n  were d i r e c t e d  toward changing or  c o n t r o l l i n g  the  

a c t i o n s  o f  i n d i v i d u a l s  o u t s i d e  the group or  a r e  d i r e c t e d  

i n t e r n a l l y  f o r  members o f  the  o r g a n i z a t i o n .  Thi s f a c t o r  

matches the s e c t i o n  o f  th e Jacoby and Babchuck in s t r u m e n t
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des ign ed to  measure change o r i e n t a t i o n .

The second f a c t o r  e x t r a c t e d  (L o n g - te rm  O r i e n t a t i o n )  con­

s i s t e d  o f  i t e m s  two and s i x .  I t e m  s i x  (means to an end)  

loa ded  w i t h  a sc ore  o f  . 7 8 5 6 4 ;  two ( l o n g  term g r a t i f i c a t i o n )  

load ed  w i t h  a scor e o f  . 7 5 2 3 4 .  A s s o c i a t i o n s  high in  i n s t r u ­

men tal  o r i e n t a t i o n  should r e p o r t  s tro ng agreement w ith the  

s ta te m e n ts  i n c lu d e d  in  th e  second f a c t o r .

The f i n a l  f a c t o r  ( Im m ed ia te  S a t i s f a c t i o n )  e x t r a c t e d  con­

s i s t e d  o f  i t e m  f i v e .  S ta te m en t f i v e  ( b e h a v i o r  as an end 

r e s u l t )  loa ded w i t h  a scor e o f  . 8 9 2 8 5 .  E x p r e s s i v e - o r i e n t e d  

a s s o c i a t i o n s  would be expec ted to e x h i b i t  t h i s  tendency more 

than i n s t r u m e n t a l  o r g a n i z a t i o n s .

The t h r e e  f a c t o r s  e x p la in e d  n e a r l y  se ven ty  p e rc e n t  of  

the v a r i a t i o n  in  the responses to the  s i x  i t e m s .  Although  

th e t h r e e  f a c t o r s  e x t r a c t e d  d id  not  match Jacoby and 

Babchuck’ s h y p o th e s iz e d  f a c t o r s ,  th e f a c t o r  a n a l y s i s  i n d i ­

ca te d t h a t  the in s t r u m e n t  d id  measure the  i n s t r u m e n t a l  or  

e x p r e s s i v e  o r i e n t a t i o n  o f  the o r g a n i z a t i o n s .

I n s t r u m e n t a l  o r i e n t a t i o n . A s c a le  based on the f a c t o r  

a n a l y s i s  was de vel oped  to d e te rm in e  the i n s t r u m e n t a l  o r i e n ­

t a t i o n  o f  the o r g a n i z a t i o n .  The t h r e e  i n s t r u m e n t a l  i tem s  

( 2 , 4 , 6 )  were r e v e r s e  scored so t h a t  st ro n g  agreement w it h  an 

i n s t r u m e n t a l  purpose r e s u l t e d  in  a hig h s c o re .  The 

e x p r e s s i v e  i t e m s  ( 3 , 5 )  used th e raw scor e r e p o r t e d .  Thus,  a 

s t r o n g l y  agree response r e s u l t e d  i n  a low s c o r e .  A l l  f i v e  

i t e m s  were then t o t a l e d .  Scores o f  f i v e  (h ig h  e x p r e s s i v e )
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to  t w e n t y - f i v e  ( h i g h  i n s t r u m e n t a l )  were p o s s i b l e .  The 

i n s t r u m e n t a l  o r i e n t a t i o n  sc ores were then c o r r e l a t e d  w it h  

the o r g a n i z a t i o n a l  c o n s t r u c t s .  Cronbach’ s alp ha  was . 5 4 .  

T a b le  10 shows the  o r i e n t a t i o n  i tems  e x t r a c t e d  and the  

o v e r a l l  r e l i a b i l i t y  o f  the  i n s t r u m e n t a l  o r i e n t a t i o n  s c a l e .  

I n  a d d i t i o n ,  th e  sco re on t h i s  f a c t o r - b a s e d  s c a le  was used 

t o  d e te r m in e  which o r g a n i z a t i o n s  would be in c lu d e d  in the  

Phase I I  sample.

E v a l u a t i o n  o f  D e s c r i p t i v e  Hypotheses

The f a c t o r  based scor e f o r  each f a c t o r  was used in an 

a n a l y s i s  o f  th e  r e l a t i o n s h i p s  between in s t r u m e n t a l  and 

e x p r e s s i v e  o r i e n t a t i o n s  and the d e r iv e d  o r g a n i z a t i o n a l  

c o n s t r u c t s .  The c o r r e l a t i o n  pr oce dure o f  the S t a t i s t i c a l  

A n a l y s i s  System was used to c a l c u l a t e  Pearson P roduct  Moment 

C o r r e l a t i o n s  on each p a i r  o f  f a c t o r  based s c a l e s .  The l e v e l  

o f  s i g n i f i c a n c e  f o r  a f a i l u r e  to r e j e c t  the h yp o th es is  was 

th e  .0 5  l e v e l .

I n s t r u m e n t a l  O r i e n t a t i o n  and 
S t r u c t u r e  R e l a t i o n s h i p s

T a b le  11 shows th e  c o r r e l a t i o n  c o e f f i c i e n t s  f o r  the  

r e l a t i o n s h i p s  between i n s t r u m e n t a l  o r i e n t a t i o n  and s t r u c ­

t u r a l  c o n s t r u c t s .  The l e v e l  o f  s i g n i f i c a n c e  f o r  each o rga­

n i z a t i o n a l  c o n s t r u c t  dev elo ped  as w e l l  as job c o d i f i c a t i o n ,  

s i z e ,  and age o f  th e a d m i n i s t r a t o r ,  i s  a l so  p ro v id e d .
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TABLE 10

ORGANIZATIONAL ORIENTATION FACTORS

Name of  
F a c t o r

Change
O r i e n t a t i o n

I  tem 
Number Sta te m en t

Some o f  the a c t i v i t i e s  o f  t h i s  group  
a re  d i r e c t e d  toward m o d i f y i n g ,  
c o n t r o l l i n g ,  or  changing in  some way, 
th e  a c t i o n s  o f  per sons o u t s i d e  o f  
the  o r g a n i z a t i o n .

The group i s  o r g a n iz e d  p r i m a r i l y  to  
promote a c t i v i t i e s  f o r  members and 
o t h e r s  i n t e r e s t e d .  The group i s  not  
concerned w i t h  chan ging  or  c o n t r o l l i n g  
a c t i v i t i e s  o f  o t h e r s .

Or th o g o n al
Load ing

Cronbac h’ s 
Alpha

. 54a

N)
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V o l u n t e e r  i n p u t . The c o r r e l a t i o n  c o e f f i c i e n t  o f  . 090 92  

i n d i c a t e d  a p o s i t i v e  c o r r e l a t i o n  between i n s t r u m e n t a l  o r i e n ­

t a t i o n  and v o l u n t e e r  i n p u t .  The s i g n i f i c a n c e  l e v e l  o f  .2606  

was weak and o u t s i d e  th e l i m i t s  used in  t h i s  s tu d y .  There  

was no s i g n i f i c a n t  c o r r e l a t i o n  between o r i e n t a t i o n  and 

v o l u n t e e r  in p u t  in  th e  o r g a n i z a t i o n s  sampled.  H yp ot hes is  

1 ( d )  ( I n s t r u m e n t a l  o r i e n t a t i o n  w i l l  l e a d  to lo we r l e v e l s  of  

v o l u n t e e r  i n f l u e n c e  and p a r t i c i p a t i o n )  was not  supp or ted by 

th e  f i n d i n g s  when in p u t  was used as a measure o f  p a r ­

t i c i p a t i o n .

A dh ocr ac y♦ A c o r r e l a t i o n  c o e f f i c i e n t  o f  .0 097 4 i n d i ­

ca te d t h a t  i n s t r u m e n t a l  o r i e n t a t i o n  was u n r e l a t e d  to the  

degre e to  which th e  o r g a n i z a t i o n  used temp orary  comm ittees  

and groups to  s o lv e  i n t e r n a l  and e x t e r n a l  t h r e a t s .  The 

l e v e l  o f  s i g n i f i c a n c e  was .913 2 which was o u t s i d e  a c c e p t a b le  

l i m i t s .  The c o r r e l a t i o n  was as s t a t e d  i n  th e n u l l  

H y p o th e s is  1 ( e ) .  Th is  i n d i c a t e d  t h a t  no r e l a t i o n s h i p  

e x i s t e d  between i n s t r u m e n t a l  o r i e n t a t i o n  and use o f  tem­

p o r a r y  s t r u c t u r e s .

I n t e r a c t i o n  in  d e c i s i o n - m a k i n o . A c o r r e l a t i o n  o f  .13 16  

( s i g n i f i c a n t  a t  th e  .1 0 0 4  l e v e l )  e x i s t e d  between i n t e r a c t i o n  

i n  d e c is io n - m a k in g  and i n s t r u m e n t a l  o r i e n t a t i o n .  Hy poth esi s  

1 ( d )  was su p p o r te d ;  however th e  l e v e l  o f  s i g n i f i c a n c e  o f  the  

c o r r e l a t i o n  i n d i c a t e s  t h a t  th e  hyp o th e s is  may w a r r a n t  

f u r t h e r  i n v e s t i g a t i o n .
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CORRELATION COEFFICIENTS FOR ORGANIZATIONAL 
CONSTRUCTS AND INSTRUMENTAL ORIENTATION

O r g a n i z a t i o n a l
C o n s t r u c t

I n s t r u m e n t a l
O r i e n t a t i o n

C o r r e l a t i o n
C o e f f i c i e n t

S i g n i f i c a n c e
Lev el

V o l u n t e e r  In p u t . 090 92 .2606

I n t e r a c t i o n  i n  
D e c is io n  Making .13 16 0 .1004

V o l u n t e e r
I n f l u e n c e - . 1 4 6 6 7 .0 659

Adhocracy .0 097 4 .90 46

H i e r a r c h i c a l
C o n t r o l - . 0 6 1 8 0 .44 05

I n f o r m a l i t y  o f  
O l i g a r c h y .023 26 .7717

Job
Codi  f i c a t i o n - . 0 5 8 0 9 .47 42

Budget .1 520 0 .068 0

V o l u n t e e r s - . 0 4 0 1 2 .6179

P a id  S t a f f .10 51 2 .19 30

Age o f
A d m i n i s t r a t o r - . 2 3 9 2 2 .0039
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H i e r a r c h i c a l  c o n t r o l . The c o r r e l a t i o n  o f  - . 0 6 1 8 0  i n d i ­

ca te d t h a t  i n s t r u m e n t a l  o r i e n t a t i o n  o f  the o r g a n i z a t i o n  was 

u n r e l a t e d  to the degre e o f  h i e r a r c h i c a l  c o n t r o l .  The l e v e l  

o f  s i g n i f i c a n c e  i s  . 4 4 0 5 ,  w e l l  o u t s i d e  the l i m i t s  s e t  f o r

s t a t i s t i c a l  s i g n i f i c a n c e .  Hypot hes is  1 ( a )  was not

r e j e c t e d .

I n f o r m a l i t y  o f  o l i g a r c h y . The c o r r e l a t i o n  c o e f f i c i e n t

o f  .0 232 6 i n d i c a t e d  t h a t  as i n s t r u m e n t a l  o r i e n t a t i o n  was 

u n r e l a t e d  to th e i n f o r m a l i t y  i n  o p e r a t i o n s  o f  the  l e a d e r s h i p  

gro up.  The c o r r e l a t i o n  c o e f f i c i e n t  was only s i g n i f i c a n t  a t  

th e  .77 17 l e v e l ,  a g a i n ,  c l e a r l y  o u t s i d e  the l i m i t s  se t  f o r  

t h i s  s tu d y .  H y po th es is  1 ( c )  s t a t e d  t h a t  in s t r u m e n t a l  o r i e n ­

t a t i o n  was not  r e l a t e d  to th e degre e o f  f o r m a l i z a t i o n .  The 

h y p o th e s is  was not  r e j e c t e d  on the b a s is  o f  the r e s u l t s .

V o l u n t e e r  i n f l u e n c e . The c o r r e l a t i o n  c o e f f i c i e n t  o f

- . 1 4 6 6 7  i n d i c a t e d  a n e g a t i v e  r e l a t i o n s h i p  between the move­

ment o f  the a d m i n i s t r a t o r ’ s r e p o r t  o f  i n s t r u m e n t a l  o r i e n ­

t a t i o n  and th e degree o f  v o l u n t e e r  i n f l u e n c e .  The 

c o r r e l a t i o n  c o e f f i c i e n t  was s i g n i f i c a n t  a t  the .0659  l e v e l .  

Th is  was o u t s i d e  the a c c e p ta b le  l i m i t s  f o r  t h i s  st u d y .

As the o r g a n i z a t i o n  i n c re a s e d  in i n s t r u m e n t a l  o r i e n ­

t a t i o n  th e  l e a d e r  re p o r t e d  t h a t  th e  v o l u n t e e r s  had lower  

l e v e l s  o f  i n f l u e n c e  on the d e c i s i o n s  t h a t  were made in  the  

o r g a n i z a t i o n .  The d i r e c t i o n  o f  the c o r r e l a t i o n  was as 

h y p o t h e s iz e d ,  a l t h o u g h  the c o r r e l a t i o n  was not s t a t i s t i c a l l y
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s i g n i f i c a n t .  I n s t r u m e n t a l  o r i e n t a t i o n  i s  c o r r e l a t e d  w i t h  

i n f l u e n c e ;  However,  from a s t a t i s t i c a l  s t a n d p o i n t ,  

Hy p o th e s is  1 ( d )  was not  s i g n i f i c a n t  and t h e r e f o r e  was not  

r e j e c t e d .  Once a g a i n ,  th e magnitude o f  the c o r r e l a t i o n  

i n d i c a t e d  th e  r e l a t i o n s h i p  should be s u b je c te d  to  a d d i t i o n a l  

i n v e s t i g a t i o n .

Job c o d i f i c a t i o n . A c o r r e l a t i o n  o f  - . 0 5 8 0 9  ( p = . 4 7 6 2 )  

e x i s t e d  between jo b  c o d i f i c a t i o n  and i n s t r u m e n t a l  o r i e n ­

t a t i o n .  The r e l a t i o n s h i p  i s  as p r e d i c t e d  by Hy poth es is  

1 ( b ) ,  which s t a t e d  t h a t  i n s t r u m e n t a l  o r i e n t a t i o n  i s  u nre ­

l a t e d  to  jo b c o d i f i c a t i o n  ( s t a n d a r d i z a t i o n ) .

B udg et . The c o r r e l a t i o n  o f  .15 20  between the

o r g a n i z a t i o n ’ s budget  and i n s t r u m e n t a l  o r i e n t a t i o n  was 

s i g n i f i c a n t  a t  the .06 80  l e v e l .  Th is  c o r r e l a t i o n  i n d i c a t e d  

a p o s i t i v e  r e l a t i o n s h i p  between the s i z e  o f  th e budget  and 

t h e  deg ree  o f  i n s t r u m e n t a l  f u n c t i o n .  However,  th e  c o r r e l a ­

t i o n  was not  s t a t i s t i c a l l y  s i g n i f i c a n t .

V o l u n t e e r s . There was a n e g a t i v e  c o r r e l a t i o n  ( - . 0 5 0 4 2 ,  

p= . 6 1 7 9 )  between th e  s i z e  of  th e v o l u n t e e r  s t a f f  and the

degree o f  i n s t r u m e n t a l  o r i e n t a t i o n .

P ai d s t a f f . The c o r r e l a t i o n  c o e f f i c i e n t  o f  . 105 12  was 

o u t s i d e  th e  c c c e p t a b l e  l i m i t s  ( p = . 1 9 3 0 ) .  This i n d i c a t e d  no 

r e l a t i o n s h i p  between the s i z e  o f  the pa id  s t a f f  and the

degree of  i n s t r u m e n t a l  o r i e n t a t i o n .  The s t r e n g t h  of  the
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c o r r e l a t i o n  i n d i c a t e s  t h a t  f u r t h e r  study may be needed 

b e f o r e  re a c h in g  any c o n c lu s io n s  on the r e l a t i o n s h i p .

Age o f  th e a d m i n i s t r a t o r . A s t a t i s t i c a l l y  s i g n i f i c a n t  

c o r r e l a t i o n  o f  - . 2 3 9 2 2  ( p = . 0 0 3 9 )  e x i s t e d  between th e i n s t r u ­

m en ta l  o r i e n t a t i o n  and th e  a d m i n i s t r a t o r ’ s age.  O ld e r  admi­

n i s t r a t o r s  r e p o r t e d  le s s  i n s t r u m e n t a l  o r i e n t a t i o n  in  t h e i r  

o r g a n i z a t i o n .

Summary o f  O r g a n i z a t i o n a l  O r i e n t a t i o n  
R e l a t i o n s h i p s

Only th e  age o f  th e  a d m i n i s t r a t o r  was s i g n i f i c a n t l y  

r e l a t e d  to i n s t r u m e n t a l  o r i e n t a t i o n .  Thi s r e l a t i o n s h i p  i s  

s i m i l a r  to th e  f i n d i n g s  o f  C r i t t e n d e n  ( 1 9 8 2 ) .  A l l  o t h e r  

r e l a t i o n s h i p s  were s t a t i s t i c a l l y  i n s i g n i f i c a n t .  However,  

t h r e e  c o r r e l a t i o n s  were s i g n i f i c a n t  a t  l e v e l s  which would 

i n d i c a t e  a need f o r  f u r t h e r  i n v e s t i g a t i o n .  These were 

v o l u n t e e r  i n f l u e n c e ,  i n t e r a c t i o n  in  d e c i s i o n - m a k i n g ,  and 

budget  as r e l a t e d  to  i n s t r u m e n t a l  o r i e n t a t i o n .  The degre e  

o f  h i e r a r c h i c a l  c o n t r o l ,  i n f o r m a l i t y ,  and jo b  c o d i f i c a t i o n  

were u n r e l a t e d  to i n s t r u m e n t a l  o r i e n t a t i o n .

None o f  the hypothes es s t a t i n g  a r e l a t i o n s h i p  between 

i n s t r u m e n t a l  o r i e n t a t i o n  and s t r u c t u r a l  c h a r a c t e r i s t i c s  were 

su pport ed usi ng  th e g u i d e l i n e s  chosen.  The f i n d i n g s  i n d i ­

ca ted t h a t  the  i n s t r u m e n t a l  c o n s t r u c t  was not  a good measure 

to  use i n  p r e d i c t i n g  th e  o r g a n i z a t i o n a l  s t r u c t u r e  p r e s e n t  i n  

a v o l u n t a r y  g rou p.
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O r g a n i z a t i o n a l  S iz e

T h is  study used th r e e  measures o f  o r g a n i z a t i o n a l  s i z e .  

Those measures i n c l u d e d :  ( 1 )  budget ,  ( 2 )  number o f  v o lu n ­

t e e r s ,  and ( 3 )  pa id  s t a f f .  S e v e r a l  au th o rs  h y p o th e s iz e  t h a t  

o r g a n i z a t i o n a l  s i z e  i s  r e l a t e d  to  s t r u c t u r e  in  v o l u n t a r y  

a s s o c i a t i o n s .  The c o r r e l a t i o n  c o e f f i c i e n t s  and s i g n i f i c a n c e  

l e v e l s  f o r  th e  s i z e  and o r g a n i z a t i o n a l  s t r u c t u r e  c o n s t r u c t s  

a r e  p r o v id e d  in  T ab le  12.

V o l u n t e e r  i n p u t . C o r r e l a t i o n  between two o f  th r e e  

measures o f  s i z e  and v o l u n t e e r  in p u t  were s t a t i s t i c a l l y  

s i g n i f i c a n t .  Budget  and pa id  s t a f f  c o r r e l a t i o n s  and s i g n i ­

f i c a n c e  l e v e l s  were - . 2 0 6 8 2  ( p = . 0 1 2 6 )  and - . 2 1 8 6 8  ( p = . 0 0 6 6 ) ,  

r e s p e c t i v e l y .  T h is  i n d i c a t e d  t h a t  as th e o r g a n i z a t i o n a l  

budget  and s i z e  o f  p a id  s t a f f  i n c re a s e d  th e  l e v e l  of  

v o l u n t e e r  i n p u t  de c re a s e d .  Warner and H i l a n d e r  ( 1 9 6 4 )  found 

t h a t  l a r g e  v o l u n t a r y  a s s o c i a t i o n s  had l e s s  v o l u n t e e r  i n p u t .  

The r e s u l t s  p ro vi d ed  s t a t i s t i c a l l y  s i g n i f i c a n t  su ppo rt  f o r  

t h e i r  f i n d i n g s .  H yp oth es is  2 ( d )  ( S i z e  i s  u n r e l a t e d  to  

l e v e l s  o f  p a r t i c i p a t i o n )  must be r e j e c t e d .

A dh ocr acy . None o f  the measures had any s i g n i f i c a n t  

c o r r e l a t i o n  w i t h  the  degree to  which the  o r g a n i z a t i o n s  used 

te m por ar y work groups to s o lv e  prob lem s.  The budget  measure 

i n d i c a t e d  a c o r r e l a t i o n  between s i z e  and ad hoc ra cy .  L a rg e r  

o r g a n i z a t i o n s ,  in  terms o f  budget ,  were le s s  l i k e l y  to  use 

te m por ar y groups ( - . 1 0 7 1 3 ,  p = . 2 0 8 3 ) .
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TABLE 12

CORRELATION COEFFICIENTS FOR ORGANIZATIONAL 
CONSTRUCTS AND ORGANIZATION SIZE

O r g a n i z a t i o n a l
C o n s t r u c t Budget V o l u n t e e r s P ai d S t a f f

r a Pb r P r P

V o l u n t e e r  In p u t - . 2 0 6 8 2 .0 12 6 - . 1 1 3 1 9 .1 60 8 - . 2 1 8 6 8 .006 6

Adhocracy - . 1 0 7 1 3 .20 28 .0 2 7 5 5 .73 45 - . 0 3 5 5 8 .663 4

I n t e r a c t i o n  in  
D e c is io n -m a k in g .009 87 .9 06 2 .08 66 9 .280 3 - . 0 0 3 7 3 .9633

H i e r a r c h i c a l  C o n t r o l .024 26 .77 13 .013 80 .863 4 - . 0 3 5 4 5 .671 0

I n f o r m a l i t y  of  
O l i g a r c h y .02 918 .7 2  66 - . 0 7 0 0 8 . 3816 - . 0 0 1 8 3 .981 9

V o l u n t e e r  I n f l u e n c e - . 0 5 6 0 1 .50 19 .0 98 30 .2 19 2 - . 1 2 3 0 9 .125 8

Job C o d i f i c a t i o n .1544 3 .0 65 5 .1534 4 .0 5 7 4 .057 18 .48 47

a r = c o r r e l a t i o n  c o e f f i c i e n t  
b p = s i g n i f i c a n c e  l e v e l
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I n t e r a c t i o n  in  d e c i s i o n  making . The onl y s i z e  measure

t h a t  approached s i g n i f i c a n c e  was the number of  v o l u n t e e r s .  

The c o r r e l a t i o n  between these  i tems was .0 866 9 ( s i g n i f i c a n t  

a t  the  .28 03  l e v e l ) .  H y poth esi s 2 ( e )  ( s i z e  i s  u n r e l a t e d  to  

v o l u n t e e r  in v o lv e m e n t  i n  d e c is io n - m a k in g )  was suppo rted  by 

t h e  s i z e / i n t e r a c t i o n  r e l a t i o n s h i p .

H i e r a r c h i c a l  c o n t r o l . None o f  the measures c o r r e l a t e d  

s i g n i f i c a n t l y  w i t h  th e  degree o f  h i e r a r c h i c a l  c o n t r o l .

C o r r e l a t i o n s  were weak and i n  a d i r e c t i o n  o p p o s it e  than t h a t  

h y p o t h e s iz e d .  Smith and Reddy ( 1 9 7 1 ) ,  S t e n z e l  and Feeney 

( 1 9 6 8 ) ,  and W a l k e r ’ s (1 9 7 5 )  o b s e r v a t io n s  t h a t  l a r g e

v o l u n t a r y  o r g a n i z a t i o n s  t y p i c a l l y  have a l a r g e  degre e o f  

h i e r a r c h i c a l  c o n t r o l  was not  s up por te d .

I n f o r m a l i t y  o f  o l i g a r c h y . The c o r r e l a t i o n  o f  - . 0 7 0 0 8  

between th e  number o f  v o l u n t e e r s  and i n f o r m a l i t y  was

s i g n i f i c a n t  a t  th e .38 16  l e v e l ,  a l l  o t h e r  c o r r e l a t i o n s  did  

not approach even t h a t  l e v e l .  H yp ot he si s 2 ( c )  ( s i z e  i s  

u n r e l a t e d  to l e v e l  o f  f o r m a l i t y )  was su p p o r ted .

V o l u n t e e r  i n f l u e n c e . None of  th e measures o f  s i z e  were 

s i g n i f i c a n t l y  c o r r e l a t e d  w it h  the  i n f l u e n c e  c o n s t r u c t .  The 

s i z e  measure which had the most s i g n i f i c a n t  c o r r e l a t i o n  was 

th e  p ai d  s t a f f  s i z e .  As the  number of  pa id  s t a f f  in c r e a s e d  

th e  i n f l u e n c e  l e v e l  o f  lo w er  v o l u n t e e r s  dec reased ( - . 1 2 3 0 9 ,  

p = . 1 2 5 8 ) .  Hyp o th e s is  2 ( f )  was su p p o rt e d .  However, the  

d i r e c t i o n  o f  th e c o r r e l a t i o n  and l e v e l  o f  s i g n i f i c a n c e
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sugges ts f u r t h e r  study i n t o  the r e l a t i o n s h i p  would be 

a p p r o p r i a t e .

Job c o d i f i c a t i o n . Two of  th e t h r e e  measures o f  s i z e  had 

c o r r e l a t i o n s  w it h  job c o d i f i c a t i o n  which approached the  

l e v e l  o f  s i g n i f i c a n c e  chosen f o r  t h i s  s t u d y .  As budget  and 

number o f  v o l u n t e e r s  i n c re a s e d  the degree to which  

s t a n d a r d i z e d  work r u l e s  e x i s t  i n c r e a s e d .  The c o r r e l a t i o n s  

and s i g n i f i c a n c e  l e v e l s  were r = . 1544 3,  p = .0 6 5 5  and r = . 15344,  

p= . 0 5 7 4 ,  r e s p e c t i v e l y .  Hypot hes is  2 ( b )  ( s i z e  i s  no t  r e l a t e d  

to  l e v e l  o f  job  c o d i f i c a t i o n )  was su p p o rt e d .  However,  th e  

magnitude o f  th es e c o r r e l a t i o n s  i n d i c a t e d  t h a t  f u r t h e r  

re s e a rc h  i n t o  t h i s  hyp o th e s is  would be a p p r o p r i a t e .

Summary o f  S iz e  R e l a t i o n s h i p s

One o f  the a l t e r n a t i v e  hyp otheses r e l a t e d  to  s i z e  and 

o r g a n i z a t i o n a l  c o n s t r u c t s  was supported s t a t i s t i c a l l y .  

Anot her  re c e iv e d  su ppor t  a t  l e v e l s  app ro ach in g those chosen  

f o r  t h i s  s tu d y .

A l t e r n a t i v e  hy p o th e s is  2 ( d )  ( l a r g e r  v o l u n t a r y  

o r g a n i z a t i o n s  w i l l  have lo we r l e v e l s  o f  v o l u n t e e r  

p a r t i c i p a t i o n )  met the l e v e l  o f  s i g n i f i c a n c e  chosen f o r  t h i s  

s tu d y .  The s i g n i f i c a n c e  (p < . 0 5 )  i n d i c a t e d  t h a t  Warner and 

H i l a n d e r ’ s ( 1 9 6 4 )  f i n d i n g s  o f  a s i z e - p a r t i c i p a t i o n  

i n t e r a c t i o n  were support ed  by t h i s  r e s e a rc h  (when s i z e  was 

d e f in e d  as s i z e  o f  budget a n d /o r  number o f  v o l u n t e e r s ) .

A l t e r n a t i v e  hyp o th e s is  2 ( b )  ( l a r g e r  o r g a n i z a t i o n s  have  

h i g h e r  l e v e l s  o f  job c o d i f i c a t i o n )  was sup ported in  a
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l i m i t e d  sense (p < . 1 0 ) .  The r e s u l t s  i n d i c a t e d  t h a t  l a r g e r  

numbers o f  v o l u n t e e r s  was r e l a t e d  to more job  c o d i f i c a t i o n  

f o r  v o l u n t e e r s .

No o t h e r  a l t e r n a t i v e  hypotheses  were supp or ted e i t h e r  

s t a t i s t i c a l l y  or  q u a l i t a t i v e l y .  There were no s i g n i f i c a n t  

c o r r e l a t i o n s  between v o l u n t e e r  i n f l u e n c e ,  adh ocr ac y,  

h i e r a r c h i c a l  c o n t r o l ,  or i n f o r m a l i t y  o f  o l i g a r c h y .

Summary

Ch a p te r  IV  p re s e n te d  an a n a l y s i s  o f  th e da ta  from Phase  

I  o f  the d a ta  c o l l e c t i o n ,  r e p o r t e d  d e s c r i p t i v e  s t a t i s t i c s ,  

and t e s t e d  o r i e n t a t i o n  and s i z e  hyp ot he ses .  The r e s u l t s  

f rom th e  t e s t s  o f  th e  d e s c r i p t i v e  hyp otheses i n d i c a t e d  t h a t  

n e i t h e r  th e i n s t r u m e n t a l ,  nor  th e  s i z e  v a r i a b l e ,  i s  a robu st  

p r e d i c t o r  o f  th e manner i n  which v o l u n t a r y  a s s o c i a t i o n s  are  

s t r u c t u r e d .

Ch a p te r  V w i l l  examine the  r e s u l t s  from th e second phase  

o f  th e  d at a c o l l e c t i o n .  The c h a p te r  w i l l  e x p l o r e  the  

a b i l i t y  o f  th e P at h Goal  Theory to  p r e d i c t  th e v o l u n t e e r ’ s 

l e v e l  o f  s a t i s f a c t i o n  based on the  l e a d e r s h i p  s t y l e ,  

e n v ir o n m e n t a l  c h a r a c t e r i s t i c s ,  and p e r s o n a l  c h a r a c t e r i s t i c s  

o f  th e v o l u n t e e r .  Phase I  d a ta  c o l l e c t e d  on the s t r u c t u r a l  

c h a r a c t e r i s t i c s  o f  s u b j e c t  o r g a n i z a t i o n s  w i l l  be used to  ai d  

in  i n t e r p r e t a t i o n  o f  th e Phase I I  r e s u l t s .
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CHAPTER V

ANALYSIS OF THE RELATIONSHIP BETWEEN LEADER BEHAVIOR 
AND VOLUNTEER SATISFACTION

The p r i m a ry  purpose o f  t h i s  i n v e s t i g a t i o n  was to d e t e r ­

mine l e a d e r  b e h a v io rs  which were r e l a t e d  to v o l u n t e e r  s a t i s ­

f a c t i o n  give n s i t u a t i o n a l  c o n s i d e r a t i o n s .  Ch ap te r  V 

d e s c r ib e s  the  r e s u l t s  o f  th e a n a l y s i s  used to  det e rm in e  

l e a d e r  b e h a v io rs  and those per s o n a l  and task  v a r i a b l e s  t h a t  

were r e l a t e d  to s a t i s f a c t i o n  in  v o l u n t e e r s .

The f i r s t  s e c t i o n  o f  t h i s  c h a p te r  p r e s e n ts  a d e s c r i p ­

t i o n  o f  the o r g a n i z a t i o n s  chosen f o r  st u d y .  The second sec­

t i o n  o f  the  c h a p te r  p ro v id es  summary s t a t i s t i c s  and 

u n i v a r i a t e  a n a l y s i s  o f  p er so n al  c h a r a c t e r i s t i c s  o f  the  

v o l u n t e e r s .  In  a d d i t i o n ,  resp o n d en ts’ p e r c e p t io n s  o f  the  

t as ks  they performed in  the o r g a n i z a t i o n  ar e r e p o r t e d .  The 

f i n a l  s e c t i o n  r e p o r t s  r e s u l t s  o f  m u l t i v a r i a t e  a n a l y s i s  

design ed to de te rm in e  s i g n i f i c a n t  r e l a t i o n s h i p s  between  

l e a d e r  b e h a v io rs  and v o l u n t e e r  s a t i s f a c t i o n .

An a n a l y s i s  o f  v a r ia n c e  design was used to  t e s t  the  

f o l l o w i n g  hyp otheses from C hap te r  I I I :

3) H0 : There i s  no r e l a t i o n s h i p  between i n s t r u m e n t a l
l e a d e r  b e h a v io r  and v o l u n t e e r  s a t i s f a c t i o n  w it h  
work when th e v o l u n t e e r  i s  i n t r i n s i c a l l y  m o t i ­
vate d to per fo rm  v o l u n t e e r  t a s k s .

136
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Ha : There i s  a p o s i t i v e  r e l a t i o n s h i p  between i n s t r u ­
men ta l  l e a d e r  b e h a v io r  and v o l u n t e e r  s a t i s f a c ­
t i o n  w i t h  work when th e v o l u n t e e r  is  
i n t r i n s i c a l l y  m o t iv a te d  to per fo rm  v o l u n t e e r  
t a s k s .

4)  H0 : C o n s id e r a t e  or  s u p p o r t i v e  l e a d e r  b e h a v io rs  ar e  
not r e l a t e d  to l e v e l s  o f  v o l u n t e e r  s a t i s f a c t i o n  
i n  e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s .  
E n v i ro n m e n ta l  and p e rs o n a l  c h a r a c t e r i s t i c s  ar e  
u n r e l a t e d  to s a t i s f a c t i o n  w i t h  c o n s i d e r a t e  
l e a d e r  b e h a v i o r .

Ha : E x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  w i l l  r e p o r t  
h ig h e r  l e v e l s  o f  s a t i s f a c t i o n  w it h  work when 
t h e i r  l e a d e r  emphasizes s u p p o r t i v e  l e a d e r  beha­
v i o r s .  En v ir o n m e n ta l  and p e r s o n a l  c h a r a c ­
t e r i s t i c s  moderate th e  r e l a t i o n s h i p  a cc ord in g  
to th e P a th -G o a l  t h e o r y .

The a n a l y s i s  o f  v a r i a n c e  design i n d i c a t e d  i f  t h e r e  were any 

i n t e r a c t i o n  e f f e c t s  between l e a d e r  b e h a v i o r ,  m o t i v a t i o n  

l e v e l ,  and s a t i s f a c t i o n  w it h  work.

P e rs o n a l  and e n v ir o n m e n ta l  c h a r a c t e r i s t i c s  were 

in c lu d e d  in  d i s c r i m i n a n t  a n a l y s i s  to d e te rm in e  f a c t o r s  

whi ch ,  in  c o n ju n c t io n  w i t h  l e a d e r  b e h a v i o r ,  were s i g n i f i c a n t  

in  d e t e r m in in g  i n d i v i d u a l  s a t i s f a c t i o n  l e v e l s .  D i s c r i m i n a n t  

a n a l y s i s  r e s u l t s  i n d i c a t e d  which p e r s o n a l  and e n v i ro n m e n ta l  

f a c t o r s  moderated the r e l a t i o n s h i p  between l e a d e r  b eh av io rs  

and s a t i s f a c t i o n .

Da ta  C o l l e c t i o n  and Respondent  
C h a r a c t e r i s t i c s

The i n s t r u m e n t  used in  Phase I I  (s e e  Appendix B) was

d i s t r i b u t e d  to ten o r g a n i z a t i o n s  i n  t h r e e  Arkansas c i t i e s .

The q u e s t i o n n a i r e s  were a d m in is te r e d  using one o f  two
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methods, depending on r e s t r i c t i o n s  imposed by the p a r ­

t i c i p a t i n g  o r g a n i z a t i o n s .  The f i r s t  method e n t a i l e d  the  

re s e a r c h e r  a t t e n d i n g  a r e g u l a r  meet ing o f  th e  v o l u n t e e r s ,  

e x p l a i n i n g ,  pas si ng o u t ,  and c o l l e c t i n g  th e completed  

q u e s t i o n n a i r e s .  The second method u t i l i z e d  a pac ke t  o f  

i n f o r m a t i o n  c o n t a i n i n g  th e q u e s t i o n n a i r e ,  a cover l e t t e r  

e x p l a i n i n g  th e in s t r u m e n t ,  and i n s t r u c t i o n s  f o r  the  

r e t u r n i n g  the q u e s t i o n n a i r e  i n  th e stamped,  addressed  

p a c k e t .  The p ac ke t  was d i s t r i b u t e d  to v o l u n t e e r s  i n  the  

o r g a n i z a t i o n  by the i n d i v i d u a l  in  cha rge  o f  v o l u n t e e r  s e r ­

vi c e s  f o r  the o r g a n i z a t i o n .  The d i r e c t o r  o f  v o l u n t e e r  s e r ­

v i c e s  i n  each o r g a n i z a t i o n  agreed to p r o v id e  v o l u n t e e r s  in  

s e l e c t e d  programs w it h  a q u e s t i o n n a i r e  p a c k e t .  The second 

method o f  d i s t r i b u t i o n  was used f o r  o r g a n i z a t i o n s  which had 

no r e g u l a r  m ee t in g s,  h el d  clo se d m e et in gs ,  or had no sche­

duled me et ing d u ri n g  th e dat a c o l l e c t i o n  p e r i o d .

A t o t a l  o f  305 q u e s t i o n n a i r e s  were d i s t r i b u t e d  to the  

o r g a n i z a t i o n s .  Ta b le  13 p r o v id e s  a summary o f  the number of  

q u e s t i o n n a i r e s  pr o v id e d  to each o r g a n i z a t i o n ,  number o f  

re sp onse s,  response r a t e ,  and p e rc e n ta g e  o f  the t o t a l  

sample.  The a d m i n i s t r a t i o n  pro ced ure r e s u l t e d  in  a t o t a l  o f  

127 u se ab le  responses (42 p e rc e n t  response r a t e ) .  The 

response r a t e s  f o r  two o f  th e l a r g e r  o r g a n i z a t i o n s  were 

s i g n i f i c a n t l y  lo w er  than f o r  o th e r  o r g a n i z a t i o n s .  

I n t e r v i e w s  were conducted w i t h  s e l e c t e d  l e a d e r s  and v o lu n ­

t e e r s  from o r g a n i z a t i o n s  w i th  response r a t e s  o f  le s s  than 33
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p e r c e n t  i n  o rd e r to d e te rm in e  causes f o r  the lowe r r e t u r n  

r a t e s .  F i v e  n o n- re sp ond ents  from each o r g a n i z a t i o n  were 

asked why they had not  p a r t i c i p a t e d  in  the s tu d y .  Seven o f  

t e n  i n d i c a t e d  t h a t  they  d id  not  want  to  spend the t im e to  

f i l l  out  th e q u e s t i o n n a i r e .  Oth ers  s a id  they  saw no b e n e f i t  

in  re s p o n d in g ,  or t h a t  they were v o l u n t e e r s  to work,  no t  

f i l l  out q u e s t i o n n a i r e s .  Leade rs o f  th e  o r g a n i z a t i o n s  w i t h  

lo w e r response r a t e s  i n d i c a t e d  t h a t  v o l u n t e e r s  in  t h e i r  

o r g a n i z a t i o n  d id  no t  u s u a l l y  respond f a v o r a b l y  t o  q u e s t i o n ­

n a i r e s .  Most o f  t h e i r  v o l u n t e e r s  would not  f i l l  out  

q u e s t i o n n a i r e s  th e  o r g a n i z a t i o n  g en er at ed  and u t i l i z e d  

i n t e r n a l l y .

N on -r es po nde nt s  d id  not  s i g n i f i c a n t l y  d i f f e r  w it h  

r e sp ond en ts  in  th e same o r g a n i z a t i o n  on the b a s is  o f  age,  

se x,  e d u c a t i o n ,  and income.  B e h a v i o r a l  f a c t o r s  such as 

a u t h o r i t a r i a n i s m  and lo cu s o f  c o n t r o l  were not  compared due 

to  the d i f f i c u l t y  in  o b t a i n i n g  responses d u r in g  th e i n t e r ­

v ie w s .  Based on demographic f a c t o r s  a lo n e ,  non- res pon se  

b ia s  d id  no t  appear to be a c o n ta m in a t in g  f a c t o r  in  the  

s t u d y .
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RESULTS OF QUESTIONNAIRE DISTRIBUTION

O r g a n i z a t i o n
Number

Q u e s t i o n n a i r e s
D i s t r i b u t e d Ret urned

P e r c e n t
Ret urn ed Useab le

Usea ble Response 
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

T o t a l s 305 163 53 127 42
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The O r g a n i z a t i o n s  
S tu di ed

The 10 o r g a n i z a t i o n s  chosen f o r  t h i s  phase o f  the study  

v a r i e d  w i d e l y  in f u n c t i o n ,  number o f  v o l u n t e e r s ,  s t a f f ,  

budget  l e v e l s ,  and degre e o f  v o l u n t a r i s m .  Three o r g a n i z a ­

t i o n s  were dependent p r i m a r i l y  on v o l u n t e e r s  f o r  d e l i v e r y  o f  

s e r v i c e s .  The rem ai nd er  were o r g a n i z a t i o n s  t h a t  depended on 

v o l u n t e e r s  to  i n c r e a s e  the a v a i l a b i l i t y  or  number of  s e r ­

v ic e s  p ro v id e d  by p a id  s t a f f  members. Tab le  14 pro v id e s  a 

summary o f  th e c h a r a c t e r i s t i c s  o f  the o r g a n i z a t i o n s  in  terms  

o f  s i z e  measures,  s t a t e d  f u n c t i o n ,  o r i e n t a t i o n ,  and a f f i ­

l i a t i o n s .  Each o r g a n i z a t i o n  had p a r t i c i p a t e d  in  the f i r s t  

round o f  d a ta  c o l l e c t i o n .  P a r t i c u l a r  a t t e n t i o n  was gi ven  to  

s e l e c t i n g  a v a r i e t y  o f  o r g a n i z a t i o n s  t h a t  were p r e d o m in a n t ly  

i n s t r u m e n t a l  in  o r i e n t a t i o n .  O r g a n i z a t i o n s  which e x h i b i t e d  

st ro n g  e x p r e s s iv e  t e n d e n c ie s  were p u rp o se ly  no t  s e l e c t e d .  

R e s u l t s  from Phase One i n d i c a t e d  t h a t  most e x p r e s s iv e  groups  

had no fo rm a l  l e a d e r s ,  t a s k s ,  o r  s t r u c t u r e .  Nebulous ch a ra c ­

t e r i s t i c s  ren dere d  e x p r e s s iv e  o r g a n i z a t i o n s  i n a p p r o p r i a t e  

f o r  t h i s  s tu d y .

A b r i e f  d e s c r i p t i o n  o f  each o r g a n i z a t i o n  i s  p ro vi ded  so 

t h a t  one may assess the  c h a r a c t e r i s t i c s  o f  the grou p.  The 

pr im a ry  t a s k ,  a membership p r o f i l e ,  and the response r a t e s  

f o r  each a s s o c i a t i o n  i s  a ls o  s u p p l i e d .
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TABLE 14 

ORGANIZATIONAL PROFILE*

O r g a n i z a t i o n
Number

O r g a n i z a t i o n  
F u n c t io n  Score Budqet V o l u n t e e r s S t a f f A f f i l i a t i o n

1 C h i l d  W e l f a r e 22 5 0 , 0 0 0 - 9 9 , 0 0 0 24 3 S t a t e

2 M u l t i p l e 16 1 0 , 0 0 0 - 4 9 , 0 0 0 33 0 N a t i o n a l

3 E d u c a t io n a l
S e r v ic e s 22 5 0 , 0 0 0 - 9 9 , 0 0 0 15 4 S t a t e

4 M en tal  H e a l t h 22 over 2 5 0 , 0 0 0 30 over 20 N a t i o n a l

5 H e a l t h  S e r v ic e s 22 over 2 5 0 , 0 0 0 2 0 0 -2 9 9 over 20 None

6 P o l i t i c a l
A c t i o n 23 1 0 , 0 0 0 - 4 9 , 0 0 0 6 1 None

7 A r t s  C u l t u r e 17 over 2 5 0 , 0 0 0 10 0- 19 9 over 20 S t a t e

8 S o c i a l  W e l f a r e 17 over 2 5 0 ,0 0 0 over  300 over  20 S t a t e

9 M u l t i p l e 14 over 2 5 0 ,0 0 0 over  300 over 20 N a t i o n a l

10 S o c i a l  W e l f a r e 21 5 0 , 0 0 0 - 9 9 , 0 0 0 25 5 Loc al

* i n f o r m a t i o n c o l l e c t e d  d u ri n g Phase I .
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O r g a n i z a t i o n  1: T h is  o r g a n i z a t i o n  had 24 i n d i v i d u a l s

on the a c t i v e  r o s t e r  a t  the t im e o f  the s tu d y .  The paid  

s t a f f  c o n s i s t e d  o f  t h r e e  i n d i v i d u a l s .  The a s s o c i a t i o n  was 

d i r e c t e d  toward c h i l d  w e l f a r e  and s e r v i c e s .  The group e x h i ­

b i t e d  hig h  i n s t r u m e n t a l  o r i e n t a t i o n  and was co ns id e re d  to be 

q u i t e  a c t i v e  by community l e a d e r s .  The d i r e c t o r  i n d i c a t e d  

t h a t  t h e r e  had been a sm al l  amount o f  t u r n o v e r  among the 

v o l u n t e e r s .  S i x t e e n  us e a b le  res ponses were s u p p l ie d  by the  

v o l u n t e e r s .

O r g a n i z a t i o n  2:  T h is  group c o n s is t e d  of  33 female

v o l u n t e e r s .  Ther e was no pa id  s t a f f .  The f u n c t i o n s  o f  the  

o r g a n i z a t i o n  were r e l a t e d  to c h i l d  w e l f a r e ,  su ppo rt  f o r

w e l f a r e  s e r v i c e s ,  and g e n e r a l  c o o r d i n a t i o n  o f  programs in

th e  geo g ra p h ic  a r e a .  Members were p re d o m in a n t ly  mid d le  age 

and from a h i g h e r  s o c io -e cono m ic  l e v e l  than resp onde nt s  from 

th e  o t h e r  o r g a n i z a t i o n s  s t u d i e d .  The budget  was under  

£ 5 0 , 0 0 0  per  y e a r .  The group e x h i b i t e d  i n s t r u m e n t a l /  

e x p r e s s i v e  o r i e n t a t i o n .  That  i s ,  th e  group was in v o lv e d  in  

a c t i v i t i e s  which were o r i e n t e d  toward change as w e l l  as

im medi ate  g r a t i f i c a t i o n .  E n t r y  i n t o  th e o r g a n i z a t i o n  was on 

th e b a s is  o f  i n v i t a t i o n  and i n d i v i d u a l s  must have l i v e d  in  

th e community f o r  a p e r io d  o f  f i v e  y e a rs  or more.  The mem­

bers p r o v id e d  17 u s e a b le  resp onses .

O r g a n i z a t i o n  3; O r g a n i z a t i o n  t h r e e  was in v o lv e d  in

e d u c a t i o n a l  s e r v i c e s .  The 15 v o l u n t e e r s  had a veste d  

i n t e r e s t  in  th e  s e r v i c e s  p rov id ed  by th e o r g a n i z a t i o n .  The
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o r g a n i z a t i o n  e x h i b i t e d  high  l e v e l s  o f  in s t r u m e n t a l  o r i e n ­

t a t i o n .  Ther e were f o u r  p a id  s t a f f  members and the annual  

budget  was a p p r o x i m a t e l y  $ 9 0 , 0 0 0 .  The group was a s e p a ra te  

d i v i s i o n  o f  a l a r g e r  a s s o c i a t i o n .  E ig h t  us e a b le  responses  

were c o l l e c t e d  from t h i s  o r g a n i z a t i o n .

O r g a n i z a t i o n  4:  O r g a n i z a t i o n  f o u r  was in v o lv e d  i n  men­

t a l  h e a l t h  s e r v i c e s .  The p a id  s t a f f  c o n s is te d  of  ove r 100 

persons  and t h e r e  were 30 a c t i v e  v o l u n t e e r s .  The group  

e x h i b i t e d  i n s t r u m e n t a l  o r i e n t a t i o n .  Funding f o r  the agency 

was o ve r $ 2 5 0 , 0 0 0  per  y e a r .  The o r g a n i z a t i o n  was s t a b l e  but  

the d i r e c t o r  o f  v o l u n t e e r  s e r v i c e s  re p o r te d  the o r g a n i z a t i o n  

was hav ing d i f f i c u l t y  in  g e t t i n g  and r e t a i n i n g  v o l u n t e e r s .  

There had been a good d e a l  o f  v o l u n t e e r  tu r n o v e r  d u r in g  the  

months p r e v io u s  to th e s tu d y .  As a r e s u l t ,  o n ly  11 u se ab le  

respo nse s were r e t u r n e d .

O r g a n i z a t i o n  5:  T h is  group o f  v o l u n t e e r s ’ pr im a ry

fu n c t i o n  was th e p r o v i d i n g  o f  h e a l t h  s e r v i c e s  in a major  

o r g a n i z a t i o n .  There were over 200 v o l u n t e e r s  i n  the o r g a n i ­

z a t i o n ,  howeve r,  on ly  49 were a c t i v e  d u r in g  the study  

p e r i o d .  The v o l u n t e e r  group e x h i b i t e d  i n s t r u m e n t a l  o r i e n ­

t a t i o n .  Budget  l e v e l  and p ai d  s t a f f  was over $ 1 , 0 0 0 , 0 0 0  and 

ove r 30 0 ,  r e s p e c t i v e l y .  T w e n t y - t h r e e  u se ab le  responses were 

s u p p l i e d  by v o l u n t e e r s  from t h i s  o r g a n i z a t i o n .

O r g a n i z a t i o n  6: O r g a n i z a t i o n  s i x  was the s m a l l e s t

a s s o c i a t i o n  p a r t i c i p a t i n g  i n  the i n v e s t i g a t i o n .  The a c t i v e  

v o l u n t e e r  l i s t  in c l u d e d  on ly  s i x  r e g u l a r  v o l u n t e e r s .  There
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were s e v e r a l  o th e r  v o l u n t e e r s  who were only  in v o lv e d  in fund 

r a i s i n g  and o t h e r  high  v i s i b i l i t y  a c t i v i t i e s .  One person 

serve d as a pai d  s t a f f  member. The annual  budget was le s s  

than $ 5 0 ,0 0 0  per  yea r  and the group had no a f f i l i a t i o n  w it h  

o t h e r  a s s o c i a t i o n s .  The o r g a n i z a t i o n  was i n v o lv e d  in  s o c io ­

p o l i t i c a l  a c t i v i t i e s  and had been h i t  by a seve re d e c l i n e  in  

membership d u ri n g  the p re v io u s  y e a r .  Two use abl e responses  

were s u p p l i e d  by th e v o l u n t e e r s .

O r g a n i z a t i o n  7:  O r g a n i z a t i o n  seven was in v o lv e d  in

community a r t s ,  c u l t u r e ,  and h i s t o r y .  There were 28 a c t i v e  

v o l u n t e e r s  and over 30 pa id  s t a f f  members o p e r a t i n g  w it h  a 

budget  o f  over  $ 2 5 0 ,0 0 0  per  y e a r .  The group e x h i b i t e d  both  

i n s t r u m e n t a l  and e x p r e s s iv e  te n d e n c ie s .  Useable responses  

were r e t u r n e d  by f i v e  o f  the  v o l u n t e e r s .

O r g a n i z a t i o n  8:  Thi s l a r g e  a s s o c i a t i o n  was i n v o lv e d  in

s o c i a l  and w e l f a r e  s e r v i c e s .  There were ove r 600 v o l u n t e e r s  

i n  the  v a r io u s  groups a s s o c ia t e d  w i th  the  o r g a n i z a t i o n .  

Only members o f  two programs (48 v o l u n t e e r s )  working out o f  

th e  c e n t r a l  o f f i c e  were sampled.  The ann ua l  budget  f o r  

v o l u n t e e r  s e r v i c e s  was in  excess o f  $ 1 , 0 0 0 , 0 0 0  and th e r e  

were over 300 pa id  s t a f f  members. The o r g a n i z a t i o n  e x h i ­

b i t e d  i n s t r u m e n t a l / e x p r e s s i v e  te n d e n c ie s .  Twenty-two  

us ea bl e q u e s t i o n n a i r e s  were p ro vi de d by v o l u n t e e r s  from the  

group.

O r g a n i z a t i o n  9:  O r g a n i z a t i o n  n in e was the l a r g e s t

o r g a n i z a t i o n  to p a r t i c i p a t e  in  t h i s  st udy.  There were over

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



www.manaraa.com

146

2 , 0 0 0  v o l u n t e e r s  in  the  o r g a n i z a t i o n .  Only the  47 vo lu n ­

t e e r s  who worked r e g u l a r l y  in  the c e n t r a l  o f f i c e  were 

sampled.  P a id  s t a f f  was over 300 and the  budget  was s e v e r a l  

m i l l i o n  d o l l a r s  per  y e a r .  The o r g a n i z a t i o n  e x h i b i t e d  

i n s t r u m e n t a l / e x p r e s s i v e  te n d e n c i e s .  T h i r t e e n  responses from 

the v o l u n t e e r s  were u s e a b l e .

O r g a n i z a t i o n  10:  Th is  o r g a n i z a t i o n  had 25 a c t i v e

v o l u n t e e r s  in v o lv e d  in  a s o c i a l  w e l f a r e  program. The group  

e x h i b i t e d  high  i n s t r u m e n t a l  o r i e n t a t i o n  and was a f f i l i a t e d  

w i t h  o t h e r  county and s t a t e  o r g a n i z a t i o n s .  The pa id  s t a f f  

c o n s is t e d  o f  f i v e  members and the annu al  budget  was in

excess o f  £ 1 5 0 , 0 0 0 .  Ten v o l u n t e e r s  r e t u r n e d  us eab le  res pon­

ses.

Summary o f  O r g a n i z a t i o n s  
St u d ie d

The 10 o r g a n i z a t i o n s  chosen were w id e ly  d i s t r i b u t e d  on 

th e  b a s is  o f  s i z e ,  membership l e v e l ,  f u n c t i o n ,  and v o l u n t e e r  

in v o l v e m e n t .  Phase I  r e s u l t s  were used to c l a s s i f y  the

o r g a n i z a t i o n s .  Seven o f  th e a s s o c i a t i o n s  e x h i b i t e d  i n s t r u ­

men tal  o r i e n t a t i o n .  The r em ai n in g  o r g a n i z a t i o n s  Ctwo,

s even,  and n i n e )  best  f i t  the  i n s t r u m e n t a l / e x p r e s s i v e  model .  

No e x p r e s s i v e  o r g a n i z a t i o n s  were s e l e c t e d  f o r  t h r e e  re aso ns:  

C l)  th e d i f f i c u l t y  in  f i n d i n g  e x p r e s s iv e  a s s o c i a t i o n s  which  

had f o r m a l l y  ap p o in te d  l e a d e r s ,  ( 2 )  th e  l a c k  o f  a l e a d e r

s u b o r d in a t e  r e l a t i o n s h i p ,  and C3) s p e c i f i c  tas ks  or  goa ls  

f o r  th e v o l u n t e e r s .  The o r g a n i z a t i o n s  p a r t i c i p a t i n g  were
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l o c a t e d  in t h r e e  g e o gra phi c ar eas  in  A rk an sas ;  f i v e  in one 

c e n t r a l  Arkansas l o c a t i o n ,  th r e e  i n  n o rt h w e s t  Ar ka ns as ,  and 

two i n  w e s t - c e n t r a l  Ark an sa s.  The o r g a n i z a t i o n s  were not  

randomly s e l e c t e d .  E f f o r t s  were made to r e p r e s e n t  a wide  

ra nge o f  l o c a t i o n s ,  f u n c t i o n s ,  and s i z e s  o f  a s s o c i a t i o n s .  

Both i n s t r u m e n t a l  and i n s t r u m e n t a l / e x p r e s s i v e  o r g a n i z a t i o n s  

were i n c lu d e d

C h a r a c t e r i s t i c s  o f  th e  
V o l u n t e e r s

G en e ra l  demographic i n f o r m a t i o n ,  s a t i s f a c t i o n  l e v e l s ,  

p e r s o n a l i t y  c h a r a c t e r i s t i c s ,  and v o l u n t e e r  ta s k  p e r c e p t i o n s  

a r e  r e p o r t e d  in t h i s  s e c t i o n .  S a t i s f a c t i o n  was examined on 

t h e  b a s is  o f  s a t i s f a c t i o n  w i th  th e work i t s e l f  and i n t r i n s i c  

s a t i s f a c t i o n .  P e r s o n a l i t y  c h a r a c t e r i s t i c s  r e p o r t e d  a re  

l o c u s  o f  c o n t r o l ,  a u t h o r i t a r i a n i s m ,  and growth need l e v e l .  

Task p e r c e p t i o n s  in c lu d e d  r o l e  a m b i g u i t y ,  r o l e  c o n f l i c t ,  

v a r i e t y ,  autonomy,  f e ed ba ck ,  d e a l i n g  w it h  o t h e r s ,  f r i e n d s h i p  

o p p o r t u n i t i e s ,  and ta s k  i d e n t i t y .

Dem ograp hics. The v o l u n t e e r s  resp on d in g to the  

q u e s t i o n n a i r e  ranged from 15 to 78 ye ar s o f  age .  N e a r ly  50 

p e r c e n t  o f  the res pond en ts  were under age 4 0 .  However,  22 

p e r c e n t  were over 65 ye a rs  o l d .  E i g h t y - f i v e  p e r c e n t  o f  the  

v o l u n t e e r s  were fe m a l e .  Respondents had a v a r i e t y  o f  educa­

t i o n  l e v e l s .  F i f t e e n  p e r c e n t  had not  comp leted  h igh  sc h o o l ,  

32 p e rc e n t  had a t te n d e d  c o l l e g e  or  v o - t e c h  s c h o o l ,  and 22 

p e r c e n t  were c o l l e g e  g r a d u a t e s .
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N e a r l y  18 p e rc e n t  o f  the p a r t i c i p a n t s  had been doing 

v o l u n t e e r  work f o r  ove r 10 y e a r s .  T w o - t h i r d s  had been 

v o l u n t e e r s  f o r  th r e e  ye ar s or  l e s s .  N e a r l y  h a l f  ( 4 9 . 5 8  p e r c e n t )  

i n d i c a t e d  t h a t  they had been doing v o l u n t e e r  work f o r  the  

c u r r e n t  o r g a n i z a t i o n  one ye ar  or  l e s s .  Only te n  p e rc e n t  

had worked f o r  the o r g a n i z a t i o n  f o r  f i v e  ye a rs  or  more. 

S i x t y  p e r c e n t  o f  the resp ond en ts  s t a t e d  t h a t  a l l  the  

v o l u n t e e r  work th ey  d id  was f o r  th e  c u r r e n t  o r g a n i z a t i o n  and 

t h r e e - f o u r t h s  o f  the  v o l u n t e e r s  re p o r t e d  work ing  te n hours 

o r  l e s s .  Only 10 p e r c e n t  v o lu n t e e r e d  f o r  over 20 hours per  

week. 4

T a b le  15 p r o v id e s  a f u r t h e r  breakdown o f  the  

demographic p r o f i l e  o f  th e  v o l u n t e e r s .  The p a r t i c i p a n t s  in  

th e  study were p r e d o m in a n t ly  fe m a le ,  f rom a v a r i e t y  o f  edu­

c a t i o n a l  backgrounds,  had been doing v o l u n t e e r  work f o r  

s e v e r a l  y e a r s ,  but  v o l u n t e e r e d  to work f o r  on ly one o r g a n i ­

z a t i o n  a t  a t im e .

S a t i s f a c t i o n . V o l u n t e e r ’ s s a t i s f a c t i o n  was measured 

u si ng  s u b - s c a le s  o f  th e Job D e s c r i p t i v e  In de x ( J D I )  dev e­

lop ed  by Sm ith,  H u l i n  and K e n d a l l .  The v a l i d i t y  and 

r e l i a b i l i t y  o f  the  s c a le s  have been w id e ly  r e p o r t e d .  Over 

h a l f  o f  a l l  s a t i s f a c t i o n - b a s e d  re s e a rc h  p u b l i s h e d  in  seven 

l e a d i n g  management j o u r n a l s  used th e JDI as the  measure of  

s a t i s f a c t i o n  (Y ea g er ,  1 9 7 8 ) .  S a t i s f a c t i o n  w i t h  the work 

i t s e l f ,  s u p e r v i s i o n ,  and co -w o rk er s s c a le s  were used to 

measure res pondent  s a t i s f a c t i o n  l e v e l s .
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DEMOGRAPHIC PR O FILE  OF RESPONDENTS

Age Frequen cy* P e rc e n t

Less than 21 3 2 .4 4
2 1 -2 9 22 17 .8 9
3 0 -3 9 34 27 .6 4
4 0 -4 9 19 15 .4 5
5 0- 59 11 8. 9 4
6 0 -6 9 17 13 .82
70 or over 17 13 .82

E d uc at io n Freque ncy * P e rc e n t

High School  or  Less 43 33 .8 6
Some C o l l e g e  or  Vo-Tech 39 31 .7 1
C o l l e g e  Gr ad ua te 28 2 2 .7 6
Beyond C o l l e g e  Gra dua te 17 13 .8 2

Income Frequency* P e rc e n t

Less than $ 1 5 ,0 0 0 32 2 6. 0 2
$ 1 5 ,0 0 0  to $ 2 4 ,9 9 9 29 2 3 .5 8
$ 2 5 , 0 0 0  to $ 3 4 ,9 9 9 18 14.63
$ 3 5 ,0 0 0  to $ 4 4 ,9 9 9 17 13. 82
$ 4 5 , 0 0 0  to $ 5 4 ,9 9 9 12 9 .7 6
$ 5 5 , 0 0 0  and over 15 1 2 .2 0

Gender Fre quency* P er ce n t

Male 18 14. 17
Female 109 8 5. 83

V o l u n t e e r  Work Frequency* P er ce n t

Less than 1 ye ar 33 27 .0 5
1 ye ar to  l e s s  than 2 12 9 .8 4
2 y ea rs  to l e s s  than 3 16 13.11
3 ye ar s to l e s s  than 4 18 14 .7 5
4 ye ar s to l e s s  than 5 9 7. 38
5 ye ar s to le s s  than 10 13 1 0 .66
Over 10 ye ars 21 17.21
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TABLE 15 ( C o n t in u e d )

E xp er ie nc e With  C u r r e n t  
O r g a n i z a t i o n

Less than 1 year
1 year  to  le s s  than 2
2 ye ar s to  l e s s  than 3
3 ye ars  to  le s s  than 4
4 yea rs to  l e s s  than 5
5 yea rs to  l e s s  than 10
10 ye ars  o r  more

Hours V o l u n t e e r i n g

1 to 3 hours  
4 to 6 hours  
7 to 9 hours 
10 to 19 hours  
20 or more hours

Frequency

17
16

Frequency

40
14
24

P e rc e n t

4 1 .3 2  
14 .0 5  
13 .2 2  
1 2. 40

9 .0 9
7 .4 4
2 .4 8

. P e rc e n t

2 0 .8 3
3 3. 3 3  
11. 67  
2 0 .0 0  
14. 17

P e r c e n t  For Th is  
O r g a n i z a t i o n

Less than 25 p er ce n t  
25 to 49 p e rc e n t  
50 to 74 p e rc e n t  
75 to 99 p e rc e n t  
100 p e rc e n t

F requency

12
12

Pe rc e n t

7 .5 6
10 .0 8
10. 08
11. 76
6 0. 5 0

*  f r e q u e n c ie s  may no t  add to the number o f  resp onden ts due 
t o  miss ing  resp ons es .
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An a d d i t i o n a l  s c a le  c o n s i s t i n g  o f  e i g h t  i te m s was deve­

lope d by the a u th o r to  measure i n t r i n s i c  s a t i s f a c t i o n .  

F a c t o r  a n a l y s i s  co nf irmed  t h a t  one u n d e r l y i n g  f a c t o r  

( i n t r i n s i c  s a t i s f a c t i o n )  r e p r e s e n te d  the e i g h t  i t e m s .  The 

f a c t o r  e x p la in e d  n e a r l y  70 p e r c e n t  o f  the v a r i a t i o n  in  the  

res ponses to  th e i t e m s .  Cron bac h 's  al p h a  was . 9 2 .

V o l u n t e e r s ,  as Gidro n (1 9 8 3 )  n o te d ,  c o n s i s t e n t l y  r e p o r t  

hig h  l e v e l s  o f  s a t i s f a c t i o n .  T h is  sample was no e x c e p t i o n .  

T ab le  16 p r e s e n ts  u n i v a r i a t e  i n f o r m a t i o n  f o r  each o f  the  

s a t i s f a c t i o n  measures.  The r e s u l t s  i n d i c a t e d  a c l e a r  

skewness to the  upper range of  the s c o re s .  There were few 

d i s s a t i s f i e d  resp ondents i f  t r a d i t i o n a l  measures o f  s a t i s ­

f a c t i o n  were used.  T h e r e f o r e ,  th e l e v e l s  o f  s a t i s f a c t i o n  

used f o r  f u r t h e r  a n a l y s i s  were:  s a t i s f i e d ,  m oder at el y

s a t i s f i e d ,  and ve ry  s a t i s f i e d .  V o lu n t e e r s  were c o nsi der ed  

s a t i s f i e d  i f  t h e i r  score s were below th e  f i r s t  q u a r t i l e ;  

m o d e ra te ly  s a t i s f i e d  i f  t h e i r  score was in  the  middle 50 

p e r c e n t ;  and ver y s a t i s f i e d  i f  above th e t h i r d  q u a r t i l e .  

The median v a lu e s  f o r  s a t i s f a c t i o n  w i t h  work,  s u p e r v i s i o n ,  

c o -w o r k e r s ,  and i n t r i n s i c  s a t i s f a c t i o n  were 43 ,  49 ,  51,  and 

4 0 .
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SATISFACTION LEVEL OF VOLUNTEERS

Ranqe Mean Median Mode
St andar d

D e v i a t i o n

Work i t s e l f 2 2 - 5 4 4 1 . 3 5 43 45 7 . 0 8 5
S u p e r v is io n 2 4 - 5 4 4 7 . 8 5 49 51 5 .9 9 4
Co-Workers 1 8 -5 4 4 8 . 3 8 51 54 7 .0 4 9
I n t r i n s i c 1 7 -4 5 3 8 .9 0 40 45 6 .3 2 6

P e r s o n a l  c h a r a c t e r i s t i c s .  The p e r s o n a l  c h a r a c t e r i s t i c s

examined in  t h i s  r e s e a r c h  were lo cu s o f  c o n t r o l , a u t h o r i -

t a r i a n i s m ,  and growth need l e v e l . Tab le 17

summarizes th e  u n i v a r i a t e  a n a l y s i s  o f  each o f  the pe rs o n a l

c h a r a c t e r i s t i c s .

TABLE 17

PERSONALITY CHARACTERISTICS

Ranqe Mean Median Mode
Stan dar d

D e v i a t i o n

Locus o f  
C o n t r o l 13 -2 4 1 6 .7 4 16 15 2 . 8 0

A u t h o r i ­
t a r i a n i s m 16- 52 3 3 . 9 8 34 35 7 .1 2

M o t i v a t i o n
Le v e l 11 -2 5 2 0 .5 8 20 20 2 .8 6

Locus o f  C o n t r o l :  A m o d i f i c a t i o n  o f  R o t t e r ’ s (1 9 6 6 )

Locus o f  C o n t r o l  in s t r u m e n t  was used to d et er m in e  th e
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i n t e r n a l / e x t e r n a l  o r i e n t a t i o n  o f  the  s u b j e c t s .  The s c a le  i s  

w e l l  documented w it h  re s p e c t  to both v a l i d i t y  and r e l i a b i ­

l i t y  [R obinson and S hav er,  1 9 7 6 ] .  Scores o f  18 or le s s  

i n d i c a t e d  i n t e r n a l  o r i e n t a t i o n  w h i l e  score s o f  19 or g r e a t e r  

c l a s s i f i e d  th e  i n d i v i d u a l  as an e x t e r n a l .  The mean f o r  t h i s  

sample was 1 6 . 7 4 .  The median and mode was 16 and 15, 

r e s p e c t i v e l y .  The s u b j e c t s  were p r e d o m in a n t ly  i n t e r n a l s .  

Only 23 p e r c e n t  had a scor e o f  over 19,  i n d i c a t i n g  an e x t e r ­

n a l  o r i e n t a t i o n .

A u t h o r i t a r i a n i s m :  The C a l i f o r n i a  F s c a le  (Adorno,  e t .

a l ,  195 0)  was used to d e te rm in e  the resp onden ts degree o f  

a u t h o r i t a r i a n i s m .  The s c a le  has been t e s t e d  and used e x te n ­

s i v e l y  in  p y s c h o l o g i c a l  re s e a r c h .  C o n f ir m a t o r y  f a c t o r  ana­

l y s i s  i n d i c a t e d  t h a t  one u n d e r l y i n g  c o n s t r u c t  was being  

measured by th e  11 i t e m s .  Cronbach’ s alp ha was . 8 7 .

The re sp on den ts  were d i s t r i b u t e d  n o rm al ly  on the  

a u t h o r i t a r i a n i s m  s c a l e .  There seemed to be no d i s c e r n a b l e  

tend ency o f  v o l u n t e e r s  to be more or  l e s s  a u t h o r i t a r i a n .  

The mean and median score s were 3 3 . 9 8  and 34,  r e s p e c t i v e l y .  

The l a r g e r  an i n d i v i d u a l ’ s scor e the h ig h e r  t h e i r  l e v e l  of  

a u t h o r i t a r i a n i s m .

M o t i v a t i o n :  Fou r tee n  i t em s des igned to measure the

r e l a t i v e  s t r e n g t h  o f  an i n d i v i d u a l ’ s needs were su b je c te d  to  

f a c t o r  a n a l y s i s .  F i v e  i te m s  r e l a t e d  to “ s t i m u l a t i o n  and 

c h a l l e n g e , "  "becoming the bes t  person I  can b e , "  "us e my 

r e a l  s k i l l s  and c a p a c i t i e s , "  " t a k i n g  p r i d e  i n  what  I  d o ,"
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and "a c c o m p li s h in g  g r e a t  t h i n g s "  loaded on the f i r s t  f a c t o r  

e x t r a c t e d .  The f i r s t  f a c t o r  was used as a measure o f  the  

i n d i v i d u a l ’ s m o t i v a t i o n  l e v e l .  The h i g h e r  the f a c t o r - s c o r e  

the h ig h e r  th e i n d i v i d u a l ’ s i n t r i n s i c  m o t i v a t i o n .  The mean 

score on the m o t i v a t i o n  l e v e l  f a c t o r - b a s e d  s c a le  was 2 0 .5 8  

and the median was 2 0 .  Most v o l u n t e e r s  r e p o r t e d  high  

i n t r i n s i c  m o t i v a t i o n  l e v e l s .

P e r c e p t io n  of  the t a s k . Seven s p e c i f i c  ta s k  r e l a t e d  

ar ea s  were measured in  o r d e r  to de te rm in e  the v o l u n t e e r s ’ 

p e r c e p t i o n  o f  the  r o l e s  they p lay ed in  the o r g a n i z a t i o n .  

I te m s measured were r o l e  a m b ig u i t y ,  r o l e  c o n f l i c t ,  v a r i e t y ,  

fe e d b a c k ,  autonomy,  f r i e n d s h i p  o p p o r t u n i t i e s ,  and d e a l i n g  

w i t h  o t h e r s .  Each o f  thes e ar eas  ( w i t h  the e x c e p t io n  o f  

f r i e n d s h i p )  have been examined in p re v io u s  re s e a rc h  on the  

P a t h - G o a l  th e o r y  o f  l e a d e r s h i p .

Role c o n f l i c t  and a m b ig u i t y :  Fou rtee n  i tem s deve lop ed

by R i z z o ,  House,  and L ir t z m a n  (1 9 7 6 )  were used to measure 

the degre e o f  r o l e  c o n f l i c t  and r o l e  a m b i g u i t y .  The i tem s  

were s u b je c te d  to f a c t o r  a n a l y s i s  to co n f i rm  the u n d e r l y i n g  

c o n s t r u c t s  o f  the  in s t r u m e n t .  Two f a c t o r s  were e x t r a c t e d  

based on th e  scr ee p l o t  c r i t e r i a .  The f a c t o r s  p a r a l l e l e d  

the r o l e  c o n f l i c t  and r o l e  am b ig u it y s c a le s  developed by 

R i z z o ,  House,  and L i r t z m a n .  Cronbach alp has  were .6 7 and 

. 7 3 ,  r e s p e c t i v e l y .

Most v o l u n t e e r s  re p o r t e d  low l e v e l s  of  r o l e  c o n f l i c t  

and r o l e  a m b i g u i t y .  The c o r r e l a t i o n  between the two f a c t o r s
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was .4 6  ( p = . 0 0 0 1 ) .

Job c h a r a c t e r i s t i c s :  The Job C h a r a c t e r i s t i c s  I n v e n t o r y

as dev eloped by Sims,  S z i l a g y i ,  and W a l l a c e  was used to 

measure th e degre e o f  v a r i e t y ,  autonomy, f r i e n d s h i p  oppo r­

t u n i t i e s ,  d e a l i n g  w i t h  o t h e r s ,  and feedbac k in  the vo lu n ­

t e e r ’ s t a s k .  Res earch ( P i e r c e  and Dunham, 1978)  i n d i c a t e s  

t h a t  th e  JCI  i s  an e x c e l l e n t  measure o f  jo b c h a r a c t e r i s t i c s  

i n  a v a r i e t y  o f  o r g a n i z a t i o n s .  F a c to r  a n a l y s i s  was con­

ducted on th e  28 i tems to c o n f i rm  the hyp o th e s iz e d  

c o n s t r u c t s  measured by the in s t r u m e n t .  The s i x  f a c t o r s  

r e s u l t i n g  from the a n a l y s i s  p a r a l l e l e d  c l o s e l y  the s i x  

dimens ions i n  the  J C I .

The degre e o f  each dimension p r e s e n t  i n  th e  v o l u n t e e r ’ s 

work was d e r iv e d  by summing the i t e m  responses f o r  each 

dim en si on .  V o l u n t e e r s  re p o r te d  moderate l e v e l s  o f  v a r i e t y ,  

autonomy, and fe ed b a c k .  High l e v e l s  o f  t a s k  i d e n t i t y ,  

d e a l i n g  w it h  o t h e r s ,  and f r i e n d s h i p  o p p o r t u n i t i e s  were 

r e p o r t e d  by th e p a r t i c i p a n t s .  The typ e o f  work most v o lu n ­

t e e r s  d i d  pr o v id e d  a good de a l  o f  s o c i a l  c o n t a c t  w h i l e  p r o ­

v i d i n g  le s s  v a r i e t y ,  autonomy, and feedback on the  r e s u l t s  

o f t h e i r  e f f o r t s .  Ta bl e 18 pr o v id e s  a summary o f  the u n i ­

v a r i a t e  a n a l y s i s  of  each ta sk  dim ensi on.

A n a l y s i s  o f  Leade r B e h a v i o r / V o l u n t e e r  
S a t i s f a c t i o n  R e l a t i o n s h i p

The P a t h - G o a l  t h e o ry  of  l e a d e r s h i p  sugge sts t h a t  when 

s u b o r d in a te s  ar e  i n t r i n s i c a l l y  m o t iv a t e d ,  i n s t r u m e n t a l  l e a d e r
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b e h a v io r s  w i l l  r e s u l t  in  h ig h  l e v e l s  o f  s u b o r d in a t e  s a t i s ­

f a c t i o n .  An unbalan ced  a n a l y s i s  o f  v a r i a n c e  model ( G e n e r a l  

L i n e a r  Models ,  GLM, p ro c e d u re ,  SAS; B a r r ,  e t  a l ,  1982 )  was 

used in  o r d e r  to  t e s t  the concept  t h a t  l e a d e r  b e h a v i o r  i s  

r e l a t e d  to  s a t i s f a c t i o n  and t h a t  m o t i v a t i o n  l e v e l  i n f l u e n c e s  

t h a t  r e l a t i o n s h i p .  The GLM r e s u l t s  i n d i c a t e d  s i g n i f i c a n t  

main and i n t e r a c t i o n  e f f e c t s .  The r e s u l t s  o f  the a n a l y s i s  

a r e  p ro v id e d  i n  T a b le  1 9.  S i g n i f i c a n t  main e f f e c t s ,  as 

i n d i c a t e d  by S c h e f f e ’ s t e s t ,  ar e shown in  T a b le  2 0 .

TABLE 18 

TASK PERCEPTION

Ranqe Mean Median Mode
Stan dard

D e v i a t i o n

I d e n t i t y 6 -2 0 1 6 .0 8 16 18 3 . 1 0
F eedback 5 -2 5 1 8 .5 3 19 16 4 . 6 9
Autonomy 7 - 2 5 1 8 .7 5 19 19 3 .7 1
O th e rs 7 - 2 0 1 6 .6 7 17 20 3 .0 4
F r i e n d s h i p 6 -2 0 1 4. 9 4 15 20 3 . 8 8
V a r i e t y 9 - 2 5 1 6 .6 6 17 17 3 . 0 8

I n s t r u m e n t a l  Lea der  Beh a v io rs

I n s t r u m e n t a l  b e h a v io r s  c o n s is t e d  o f  t h r e e  d i s t i n c t  

a c t i v i t i e s ;  ( 1 )  r o l e  c l a r i f i c a t i o n ,  ( 2 )  work a ss ig nm en t,  ( 3 )  

s p e c i f i c a t i o n  o f  p r o c e d u r e s .  The main e f f e c t s  between each  

b e h a v io r  and s a t i s f a c t i o n  w it h  work was examined in  th e GLM 

p ro c e d u r e .  R e s u lt s  i n d i c a t e d  t h a t  onl y one o f  the t h r e e  

i n s t r u m e n t a l  b e h a v io r s  was r e l a t e d  to s a t i s f a c t i o n  (se e
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T a b le  1 9 ) .

Lea der  r o l e  c l a r i f i c a t i o n  was s i g n i f i c a n t l y  r e l a t e d  

( F = 8 . 72,  p = . 0 0 0 4 )  to  v o l u n t e e r  s a t i s f a c t i o n  w it h  work.

S c h e f f e ’ s t e s t  i n d i c a t e d  t h a t  the d i f f e r e n c e s  between the  

low and high  s a t i s f a c t i o n  groups were s i g n i f i c a n t  ( p < . 0 5 ) .  

The s i g n i f i c a n t  main e f f e c t  i n d i c a t e d  t h a t  h i g h e r  l e v e l s  o f  

r o l e  c l a r i f i c a t i o n  r e s u l t e d  in  h ig h e r  l e v e l s  o f  s a t i s f a c t i o n  

w i t h  work.

Lea der  work assign men t and s p e c i f i c a t i o n  o f  pr oced ures  

were u n r e l a t e d  to v o l u n t e e r  s a t i s f a c t i o n .  S c h e f f e ’ s t e s t  

were no t  perf orm ed s in c e  th e main e f f e c t s  were not  s i g n i f i ­

c a n t .  The la c k  o f  any main e f f e c t  i n d i c a t e d  t h a t  s a t i s f a c ­

t i o n  was u n a f f e c t e d  by v a r y i n g  l e v e l s  o f  l e a d e r  work 

assi gnment and s p e c i f i c a t i o n  o f  p ro c e d u re s .

S u p p o r t iv e  L ea der  B e havi ors

The main e f f e c t  between s u p p o r t i v e  b e h a v io r  and 

v o l u n t e e r  work s a t i s f a c t i o n  was s i g n i f i c a n t  ( F = 7 . 5 4 ,  

p = . 0 0 1 1 ) .  S c h e f f e ’ s t e s t  i n d i c a t e d  a s i g n i f i c a n t  d i f f e r e n c e  

( p < . 0 5 )  between means on ly f o r  th e  h igh ve rs us low sup por­

t i v e  b e h a v io r  g roups.  The d i f f e r e n c e s  between the  

low/medium and medium/high groups were not  s t a t i s t i c a l l y  

s i g n i f i c a n t .  I n c r e a s i n g  l e v e l s  o f  s u p p o r t i v e  b e h a v io r  

r e s u l t e d  in  h ig h e r  l e v e l s  o f  v o l u n t e e r  s a t i s f a c t i o n  when 

o t h e r  f a c t o r s  were no t  i n c lu d e d  in  the  a n a l y s i s .

The r e s u l t s  i n d i c a t e d  when no s i t u a t i o n a l  f a c t o r s  were 

co n s id e re d  t h a t  two o f  the f o u r  p o s s i b l e  l e a d e r  be h a v io rs
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had a s i g n i f i c a n t  main e f f e c t  on v o l u n t e e r  s a t i s f a c t i o n  w it h  

work.  Role c l a r i f i c a t i o n  and supp ort  r e s u l t e d  in  s i g n i f i ­

c a n t l y  h ig h e r  l e v e l s  o f  work s a t i s f a c t i o n  w h i l e  work a s s ig n ­

ment and s p e c i f i c a t i o n  o f  proced ures  had no s i g n i f i c a n t  

e f f e c t  on s a t i s f a c t i o n .

TABLE 19

FIVE WAY UNBALANCED ANALYSIS OF VARIANCE RESULTS

DF F Value Pr>F

Main E f f e c t s

M o t i v a t i o n  l e v e l 2 11 .8 2 .0001
Support 2 7. 5 4 .0011
Role C l a r i f i c a t i o n 2 8 .7 2 .00 04
Work Assignment 2 1.1 3 .32 98
S p e c i f i c a t i o n  o f  Pr oce dures 2 0 .9 5 .39 05

I n t e r a c t i o n  E f f e c t s

R C * M o t iv a t io n 4 0 .6 6 .62 48
S * M o t i v a t i o n 4 0. 42 .79 54
W A *M o t iv at io n 3 0. 7 6 .4706
S P * M o t i v a t i o n 2 0. 9 7 .413 6
S * R C * M o t iv a t io n 6 1. 18 .32 75
W A *S *M o t iv a t io n 6 0. 7 6 .604 7
S * S P * M o t i v a t i o n 6 0 .8 5 .5358
WA* SP *R C*M ot iva t ion 13 2 .0 2 .031 8
WA*LS*5 * R C * M o t iv a t io n 2 1.14 .295 5

TOTAL MODEL 125 2. 0 4 .00 25
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TABLE 2 0

SCHEFFES TEST FOR DIFFERENCES 
ON SIGNIFICANT MAIN EFFECTS

Comparison D i f f e r e n c e  
Between Means

Growth Need L e v e l
High vs.  Low 9 . 6 5 0 *

Lea der  Role C l a r i f i c a t i o n
High vs Low 1 0 . 4 4 2 *

Lea der  Support
High  vs Low 8 . 6 1 1 *

* p< .0 5

M o t i v a t i o n  L e v e l  
E f f e c t

H yp ot he si s 3 and 4 p r e d i c t e d  a s i g n i f i c a n t  i n t e r a c t i o n  

e f f e c t  between m o t i v a t i o n  l e v e l s ,  l e a d e r  b e h a v io rs  and 

s a t i s f a c t i o n  w it h  work.  S p e c i f i c a l l y ,  H yp o th es is  3 a p r e ­

d i c t e d  t h a t  i n t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  would be more 

s a t i s f i e d  w it h  i n s t r u m e n t a l  l e a d e r  b e h a v i o r s .  H yp o th es is  4 a 

i n d i c a t e d  t h a t  s u p p o r t i v e  b e h a v io rs  would be more im p o r t a n t  

to e x t r i n s i c a l l y  m o ti v a te d  v o l u n t e e r s .

R e s u l t s  o f  th e a n a l y s i s  p ro ce du re  i n d i c a t e d  t h a t  no 

s i g n i f i c a n t  i n d i v i d u a l  b e h a v i o r - m o t i v a t i o n  i n t e r a c t i o n  

e f f e c t s  were p r e s e n t .  Tab le 19 Cpage 158)  shows t h a t  

i n t r i n s i c  m o t i v a t i o n  l e v e l  had a s i g n i f i c a n t  main e f f e c t  on 

s a t i s f a c t i o n  (F = 1 1 . 8 2 ,  p = .0 0 0 1 )  however,  none o f  the

i n t e r a c t i o n s  approached the  s i g n i f i c a n c e  l e v e l  r e q u i r e d .
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A cl o s e  e x a m in a t io n  o f  the  i n t e r a c t i o n  e f f e c t s  p ro v id e s  

i n f o r m a t i o n  which i n d i c a t e s  p o t e n t i a l  r e l a t i o n s h i p s  between  

l e a d e r  b e h a v io r s  and s a t i s f a c t i o n  w i t h  work f o r  both i n t r i n ­

s i c a l l y  and e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s .  Ta b le  21 

in d i c a t e s  t h a t  i n t r i n s i c a l l y  m o ti v a te d  v o l u n t e e r s  were more 

s a t i s f i e d  w it h  hi g h  l e v e l s  o f  r o l e  c l a r i f i c a t i o n  be h a v io r  

( X j = 8 0 .3 6 vs Xh= 8 6 . 6 7 ) .  E x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  

a ls o  were more s a t i s f i e d  w it h  hig h l e v e l s  o f  r o l e  c l a r i f i c a ­

t i o n  (X 1=6 8 . 7 6  vs Xh= 8 2 . 0 0 ) .

Lea de r s u p p o r t i v e  b e h a v io r  was r e l a t e d  to  s a t i s f a c t i o n  

i n  a s i m i l a r  manner. High l e v e l s  o f  l e a d e r  su p p o rt  r e s u l t e d  

i n  h ig h e r  mean s a t i s f a c t i o n  w i th  work in  bo th  i n t r i n s i c a l l y  

( X ^=7 9. 0 5  vs Xj1= 8 6 . 4 8 )  and e x t r i n s i c a l l y  m o t iv a te d  ( X ^ =71 .9 2  

vs Xh= 7 7 . 9 2 ) .

The summary r e s u l t s  i n d i c a t e d  t h a t  e x t r i n s i c a l l y  m o t i ­

vat ed v o l u n t e e r s  were more l i k e l y  to respond f a v o r a b l y  to 

r o l e  c l a r i f i c a t i o n  and i n t r i n s i c a l l y  m o ti v a te d  v o l u n t e e r s  

would respond f a v o r a b l y  to  hig h l e v e l s  o f  s uppo r t  as w e l l  as 

r o l e  c l a r i f i c a t i o n .

The o v e r a l l  i n t e r a c t i o n  e f f e c t  between i n s t r u m e n t a l  

l e a d e r  b e h a v io r s  and growth need l e v e l  was s i g n i f i c a n t  

( p = . 0 3 1 8 ) .  The r e s u l t s  i n d i c a t e d  t h a t  high  l e v e l s  o f  r o l e  

c l a r i f i c a t i o n ,  s p e c i f i c a t i o n  o f  p r o c e d u re s ,  and work a s s ig n ­

ment had a l a r g e  imp act  on s a t i s f a c t i o n  o f  v o l u n t e e r s  who 

were e x t r i n s i c a l l y  m o t i v a t e d .  In  f a c t ,  e x t r i n s i c a l l y  m o t i ­

vate d v o l u n t e e r s  had a h i g h e r  mean s a t i s f a c t i o n  l e v e l  which
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approached t h a t  o f  i n t r i n s i c a l l y  m o t iv a te d  i n d i v i d u a l s  when 

th e  l e a d e r  engaged in  h ig h  l e v e l s  i n s t r u m e n t a l  b e h a v io rs  

(X e= 8 2 . 17 vs X ^ = 8 5 . 4 0 ) .  T ab le  22 p r o v id e s  a summary o f  the  

mean s a t i s f a c t i o n  l e v e l s  o f  i n t r i n s i c s  and e x t r i n s i c s  under  

hig h and low l e v e l s  o f  i n s t r u m e n t a l  l e a d e r  b e h a v io r .

TABLE 21

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

Mean S a t i s f a c t i o n  Le v e ls

Le ade r Beh a v io r I n t r i n s i c E x t r i n s i c

Ro le  C l a r i f i c a t i o n
Low 80 .3 6 68 .7 6
Medium 8 0 . 50 a 7 4 .4 0
High 86 .6 7 8 2 .0 0

Supp or t
Low 79 .0 5 71 .9 2
Medium 8 5 .0 0 7 5 . 0 0 a
High 8 6 .4 8 7 7 .9 2

a 4 or  l e s s  v o l u n t e e r s  f i t  t h i s  s i t u a t i o n .

Summary o f  B e h a v i o r - S a t i s f a c t i o n  
Main and I n t e r a c t i o n  E f f e c t s

The f i n d i n g s  i n d i c a t e d  t h a t  l e a d e r  b eh av io rs  were 

r e l a t e d  to v o l u n t e e r  s a t i s f a c t i o n .  However,  the r e l a ­

t i o n s h i p  was o p p o s i t e  from t h a t  suggested by c u r r e n t  

P a t h - G o a l  r e s e a r c h .  In  p a r t i c u l a r ,  r o l e  c l a r i f i c a t i o n  

r e s u l t e d  in  h i g h e r  l e v e l s  o f  s a t i s f a c t i o n  i n  e x t r i n s i c a l l y
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m o t iv a t e d  v o l u n t e e r s  w h i l e  s u p p o r t i v e  b e h a v io r  had an e f f e c t  

on i n t r i n s i c s .  The f i n d i n g s  were o p p o s it e  from those  

h y p o t h e s i z e d .  One s i g n i f i c a n t  i n t e r a c t i o n  e f f e c t  e x i s t e d  

i n d i c a t i n g  t h a t  i n s t r u m e n t a l  l e a d e r  b e h a v io r s ,  when con­

s i d e r e d  t o g e t h e r ,  were more l i k e l y  to in c r e a s e  s a t i s f a c t i o n  

l e v e l s  o f  e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  than i n t r i n ­

s i c a l l y  m o t iv a t e d  i n d i v i d u a l s .

The d a ta  a n a l y s i s  pr oced ure  d id  no t  i n c l u d e  s i t u a t i o n a l  

v a r i a b l e s  which have been shown to i n f l u e n c e  the l e a d e r  

b e h a v i o r  s a t i s f a c t i o n  r e l a t i o n s h i p .  T h e r e f o r e ,  f u r t h e r  ana­

l y s i s  which i n c lu d e d  r e l e v a n t  s i t u a t i o n a l  v a r i a b l e s  was 

unde rt a k e n  to  ga in  a d d i t i o n a l  i n s i g h t  i n t o  the f a c t o r s  t h a t  

were most s i g n i f i c a n t  in  d e t e r m in in g  v o l u n t e e r  s a t i s f a c t i o n  

w i t h  wo rk.

TABLE 22

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

M o t i v a t i o n
In s t r u m e n t a l  

Leader Beh avi or  L ev el

Low High

I n t r i n s i c 8 3 . AO 8 5 . A
E x t r i n s i c 7 0 . 0 8 8 2 .1 7
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Lea der  B eh avi o r  S i t u a t i o n a l  
V a r i a b l e  Model

I n c l u s i o n  o f  s i t u a t i o n a l  v a r i a b l e s  in  the a n a l y s i s  

r e q u i r e d  the  use o f  a m u l t i v a r i a t e  t e c h n iq u e .  St epw ise  

d i s c r i m i n a n t  a n a l y s i s  was used to d et er m in e which o f  17 

s i t u a t i o n a l  v a r i a b l e s  were most s i g n i f i c a n t  i n  d i s c r i m i ­

n a t i n g  between v o l u n t e e r  s a t i s f a c t i o n  l e v e l s .  The v a r i a b l e s  

chosen f o r  i n i t i a l  a n a l y s i s  ar e l i s t e d  in  T ab le  23 .

Ste pwis e d i s c r i m i n a n t  a n a l y s i s  was used to o b t a i n  the  

v a r i a b l e s  from the l i s t  which were r e l a t e d  s i g n i f i c a n t l y  to 

l e v e l s  o f  v o l u n t e e r  s a t i s f a c t i o n  w it h  work.  Those v a r i a b l e s  

which d id  no t  meet th e l e v e l  of  s i g n i f i c a n c e  r e q u i r e d  

CP<_• 10)  were not  i n c lu d e d  i n  f u r t h e r  a n a l y s i s .  F i v e  o f  the  

v a r i a b l e s  met the c r i t e r i a  s e l e c t e d .  Those v a r i a b l e s  were 

( i n  o rd e r  o f  s i g n i f i c a n c e )  Locus o f  c o n t r o l  ( F = 9 . 2 ,  p = . 0 0 2 ) ,  

autonomy ( F = 9 . 2 0 ,  p = . 0 0 0 2 ) ,  r o l e  c l a r i f i c a t i o n  ( F = 5 . 4 1 6 ,

p= . 0 0 5 8 ) ,  f r i e n d s h i p  o p p o r t u n i t i e s  ( F = 1 1 .3 7 4 ,  p = . 0 0 0 1 ) ,  and 

work assignm ent  ( F = 3 . 0 0 4 ,  p = . 0 5 4 1 ) .
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TABLE 23

SITUATIONAL VARIABLES INCLUDED IN THE MODEL

Pe rs o n a l  C h a r a c t e r i s t i c s Task C h a r a c t e r i s t i c s

Locus o f  C o n t r o l  
A u t h o r i t a r i a n i s m  
M o t i v a t i o n  Lev el  
P e r c e iv e d  A b i l i t y

Role Am big ui ty  
Role C o n f l i c t  
V a r i e t y  
Autonomy 
F ri e n d s h i p

O p p o r t u n i t i e s  
D e a l i n g  w it h  Ot her s  
Feedback  
I d e n t i t y
Work Group R e l a t i o n s

Leade r B eh av io rs

I n s t r u m e n t a l
Work Assignment 
Role C l a r i f i c a t i o n  
S p e c i f i c a t i o n  o f  Pro ced ure s

S u p p o r t iv e

Those f i v e  v a r i a b l e s  p ro v id e d  the b es t  d i s c r i m i n a n t  model 

a v a i l a b l e  from a l l  c o m bin at io ns o f  the se ven tee n v a r i a b l e s ,  

however,  an a d d i t i o n a l  st ep  was r e q u i r e d  b e f o r e  the model 

co u ld  be c o nsi der ed  s i g n i f i c a n t .  A c l a s s i f i c a t i o n  m a t r i x  

was deve lop ed by usin g th e f u n c t i o n  to c l a s s i f y  the re spo n­

d e n t s .  Ta bl e 24 i n d i c a t e s  the pe rc e n ta g e  c o r r e c t l y  

c l a s s i f i e d  i n t o  each s a t i s f a c t i o n  c a t e g o r y .  The p r e d i c t i v e  

ac cu rac y o f  th e f u n c t i o n  was s i g n i f i c a n t l y  g r e a t e r  than  

chance (p _< .05 ) .  The r e s u l t s  i n d i c a t e d  th e  f u n c t i o n  was a 

v a l i d  d i s c r i m i n a t o r  between the  l e v e l s  o f  v o l u n t e e r  s a t i s ­

f a c t i o n  .
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TABLE 24

CLASSIFICATION SUMMARY FOR 
DISCRIMINANT FUNCTIONS3

A c t u a l
Le v e l

S a t i s f i e d  
( P e r c e n t )

P r e d i c t e d  Le v e l

M o d e ra te ly  
S a t i s f i e d  
( P e r c e n t )

Very
S a t i s f i e d
( P e r c e n t )

S a t i s f i e d 19 8 3
( 6 3 ) (2 7 ) (1 0 )

M o d e r a te ly 7 38 8
S a t i s f i e d ( 1 3 ) (7 2 ) (1 5 )

Very 3 14 15
S a t i s f i e d ( 9 ) (4 4 ) (4 7 )

3 6 2 .6 1  p e r c e n t  o f  the v o l u n t e e r s  were c o r r e c t l y  c l a s s i f i e d .  
The p r o p o r t i o n a l  chance c r i t e r i o n  sug gests th e model would  
c o r r e c t l y  c l a s s i f y  o nl y 3 5 .7 9  p e r c e n t .

S i g n i f i c a n t  L e a d e rs h ip  and 
S i t u a t i o n a l  V a r i a b l e s

The v a l i d a t e d  d i s c r i m i n a n t  f u n c t i o n  in c lu d e d  two l e a d e r  

b e h a v i o r s ,  two t a s k ,  and one p e r s o n a l  v a r i a b l e .  The s t a n d a r ­

d iz e d  w e ig h ts  f o r  each o f  the v a r i a b l e s  ar e  shown in  Tab le  

25 .  The si g n  o f  th e  c o e f f i c i e n t  i n d i c a t e d  whet her  the  

v a r i a b l e  e f f e c t s  the  f u n c t i o n  p o s i t i v e l y  or n e g a t i v e l y  and 

th e  s i z e  o f  th e c o e f f i c i e n t  i n d i c a t e s  th e  amount c o n t r i b u t e d  

to  th e  f u n c t i o n .
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TABLE 25

STANDARDIZED DISCRIMINANT COEFFICIENTS FOR 
SATISFACTION WITH WORK

V a r i a b l e S a t i s f i e d  
( R a n k in g )

Very  
S a t i s f i e d  
( R a n k in g )

Locus o f  C o n t r o l 8 . 8 2 7 7  ( 1 ) 7 .2 3 6 3  ( 1 )

F r i e n d s h i p  O p p o r t u n i t i e s 1. 8 5 8 2  ( 5 ) 2 . 6 7 8 7  ( 5 )

Ro le C l a r i f i c a t i o n 3 . 4 3 5 3  ( 4 ) 3 .3 6 8 9  ( 3 )

Work Assignment 3 . 8 8 5 8  ( 3 ) 3 .2 5 8 9  ( 4 )

Autonomy 4 .3 6 9 6  1 2 ) 4 .7 2 3 7  ( 2 )

Lea der  b e h a v i o r s . The two l e a d e r  b e h a v io rs  s i g n i f i c a n t  

i n  d i s c r i m i n a t i n g  between s a t i s f a c t i o n  l e v e l s  were r o l e  

c l a r i f i c a t i o n  and work as si g n m e n t .  Role c l a r i f i c a t i o n  and 

work assi gnmen t were m o d e ra te ly  im p o r ta n t  v a r i a b l e s  in  

d i s c r i m i n a t i n g  between s a t i s f a c t i o n  l e v e l s  o f  the  

v o l u n t e e r .

The h i g h e r  the l e v e l  o f  l e a d e r  r o l e  c l a r i f i c a t i o n  the  

g r e a t e r  th e v o l u n t e e r ’ s r e p o r t e d  s a t i s f a c t i o n .  The mean 

r o l e  c l a r i f i c a t i o n  score s f o r  s a t i s f i e d ,  m o d er at e ly  

s a t i s f i e d ,  and ve ry  s a t i s f i e d  were 3 2 . 6 0 ,  3 5 . 9 4 ,  and 4 0 . 0 9  

r e s p e c t i v e l y .  The d i f f e r e n c e s  between means f o r  a l l  groups  

were s i g n i f i c a n t  a t  th e  p £ .0 5  l e v e l .

Work assignment behaved in  an o p p o s i te  manner.  The
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m o d e ra te ly  s a t i s f i e d  and very s a t i s f i e d  groups p e rc e iv e d  

le s s  l e a d e r  work ass ig nm en t.  The means were 4 0 . 9 0 ,  4 0 . 2 5 ,  

and 3 9 .6 6  f o r  the s a t i s f i e d ,  m od e ra te ly ,  and ve ry  s a t i s f i e d  

v o l u n t e e r s .  The d i f f e r e n c e  between the l o w / h i g h  groups was 

s i g n i f i c a n t  a t  p < . 0 5 .

Task d i m e n s io n s . Two ta s k  dime ns io ns,  autonomy and 

f r i e n d s h i p  o p p o r t u n i t i e s ,  e n te re d  the d i s c r i m i n a n t  model .  

Autonomy was the  must im p o r ta n t  task  c o n t r i b u t o r  to p r e d i c ­

t i o n  o f  th e s a t i s f a c t i o n  l e v e l ;  f r i e n d s h i p  o p p o r t u n i t i e s  was 

th e  l e a s t  im p o r t a n t  of  a l l  v a r i a b l e s .

Very s a t i s f i e d  v o l u n t e e r s  f e l t  t h e i r  ta sks  had g r e a t e r  

autonomy than le s s  s a t i s f i e d  v o l u n t e e r s .  Very s a t i s f i e d  and 

m o d e ra te ly  s a t i s f i e d  v o l u n t e e r s  scored 19 .9 3  and 1 9 . 0 1 ,  

r e s p e c t i v e l y ,  w h i l e  s a t i s f i e d  v o l u n t e e r s  scored only 1 6 . 2 3 .  

The d i f f e r e n c e s  between the lo w / h i g h  and low/medium group  

were s i g n i f i c a n t  a t  th e p_<.05 l e v e l .

H ig h e r  l e v e l s  o f  f r i e n d s h i p  o p p o r t u n i t i e s  were al so  

r e l a t e d  to h ig h e r  l e v e l s  o f  s a t i s f a c t i o n  w it h  work.  Very  

s a t i s f i e d  i n d i v i d u a l s  r e p o r t e d  a mean f r i e n d s h i p  oppor­

t u n i t i e s  score o f  1 6 .8 7  w h i l e  the lo we st  s a t i s f a c t i o n  group 

re p o r t e d  a mean score o f  only 1 2 . 4 0 .  The d i f f e r e n c e  was 

s i g n i f i c a n t  a t  p <.001  l e v e l .  The d i f f e r e n c e  between the  

m o d e ra te ly  s a t i s f i e d  and s a t i s f i e d  group was s i g n i f i c a n t  a t  

p < . 0 5 .

Pe rs o n a l  c h a r a c t e r i s t i c s . Locus o f  c o n t r o l  was the 

o nly p e rs o n a l  c h a r a c t e r i s t i c  which was s i g n i f i c a n t  in  p ro ­
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v i d i n g  d i s c r i m i n a n t  power f o r  the  th r e e  l e v e l s  o f  s a t i s f a c ­

t i o n  s t u d i e d .  The s t a n d a r d i z e d  c o e f f i c i e n t  score in  the  

d i s c r i m i n a n t  f u n c t i o n  i n d i c a t e d  th e v a r i a b l e  was th e  l a r g e s t  

c o n t r i b u t o r  o f  a l l  v a r i a b l e s  to  th e  d i s c r i m i n a t i n g  power of  

the  f u n c t i o n .  The m o der at el y s a t i s f i e d  group had a lo cu s of  

c o n t r o l  mean sc or e o f  1 5 .7 9  i n d i c a t i n g  extreme i n t e r n a l  

o r i e n t a t i o n .  The low s a t i s f a c t i o n  group mean score was 

1 8 .4 0  i n d i c a t i n g  a moderate e x t e r n a l  o r i e n t a t i o n .  The hi gh  

s a t i s f a c t i o n  lo cu s o f  c o n t r o l  mean score was 1 6 . 9 3 .  The 

g r e a t e r  th e  i n t e r n a l  or  e x t e r n a l  o r i e n t a t i o n  the  l e s s  l i k e l y  

a v o l u n t e e r  was to  be h i g h l y  s a t i s f i e d .  V o l u n t e e r s  who were 

i n  th e  mid range o f  i n t e r n a l / e x t e r n a l  scor e tended to be 

ve ry  s a t i s f i e d .

Summary o f  S i t u a t i o n a l  
V a r i a b l e s

F i v e  v a r i a b l e s  were the most po w e rf u l  in  d i s c r i m i n a t i n g  

between v o l u n t e e r  s a t i s f a c t i o n  l e v e l s .  Very s a t i s f i e d  

v o l u n t e e r s  p e r c e iv e d  more r o l e  c l a r i f i c a t i o n ,  l e s s  work 

a ss ig nm en t,  more autonomy, more f r i e n d s h i p  o p p o r t u n i t i e s ,  

and were i n  th e mid range o f  lo cu s o f  c o n t r o l .  Less 

s a t i s f i e d  v o l u n t e e r s  p e r c e iv e d  an op p o s it e  s i t u a t i o n  and 

were more e x t e r n a l  o r i e n t e d .

Summary

Ch a p te r  V pr o v id e d  r e s u l t s  o f  u n i v a r i a t e  and m u l t i ­

v a r i a t e  a n a l y s i s  o f  the d a ta  c o l l e c t e d  d u ri n g  Phase I I .  

Each o r g a n i z a t i o n  st u d ie d  was de s c ri b e d  and an o v e r a l l
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d e s c r i p t i o n  o f  the  p e r c e p t i o n s  o f  v o l u n t e e r ’ s work e n v i r o n ­

ments was p r o v i d e d .

The f i r s t  m u l t i v a r i a t e  te c h n iq u e  u t i l i z e d  (GLM) i n d i ­

cat ed r o l e  c l a r i f i c a t i o n  and su pp ort  were r e l a t e d  to  

v o l u n t e e r  s a t i s f a c t i o n  when no s i t u a t i o n a l  v a r i a b l e s  were 

c o n s id e r e d .  R e s u l t s  i n d i c a t e d  t h a t  n e i t h e r  i n t r i n s i c  nor  

e x t r i n s i c  m o t i v a t i o n  l e v e l s  a f f e c t e d  the s a t i s f a c t i o n  w it h  

work and l e a d e r  b e h a v io r  main e f f e c t s  r e l a t i o n s h i p  when 

i n t r i n s i c  m o t i v a t i o n  was in c lu d e d  in  th e p r o c e d u r e .  

H yp o th es is  3H0 and 4H0 as s t a t e d  must be r e j e c t e d .  A r e l a ­

t i o n s h i p  was found between one typ e o f  i n s t r u m e n t a l  l e a d e r  

b e h a v io r  and v o l u n t e e r  s a t i s f a c t i o n  when the v o l u n t e e r  was 

i n t r i n s i c a l l y  m o t i v a t e d .  I n  a d d i t i o n ,  l e a d e r  su p p o rt  was 

r e l a t e d  to v o l u n t e e r  s a t i s f a c t i o n  in  e x t r i n s i c a l l y  m o t iv a te d  

v o l u n t e e r s .  The r e s u l t s ,  however,  i n d i c a t e d  t h a t  th e  a l t e r ­

n a t i v e  h y p o th e s is  d i d  not  f u l l y  e x p l a i n  th e r e l a t i o n s h i p s  

p r e s e n t ;  i . e . ,  r o l e  c l a r i f i c a t i o n  was al s o  p o s i t i v e l y  

r e l a t e d  to s a t i s f a c t i o n  in  e x t r i n s i c a l l y  m o t iv a te d  v o lu n ­

t e e r s  and s up por t  was p o s i t i v e l y  r e l a t e d  to  s a t i s f a c t i o n  of  

i n t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s .

The o v e r a l l  impact  o f  i n s t r u m e n t a l  l e a d e r  b e h a v io r s  on 

s a t i s f a c t i o n  w i t h  work o f  i n t r i n s i c a l l y  ve rs us  e x t r i n s i c a l l y  

m o t iv a te d  v o l u n t e e r s  was found to  be s i g n i f i c a n t .  

S a t i s f a c t i o n  l e v e l s  o f  e x t r i n s i c a l l y  m o t iv a te d  i n d i v i d u a l s  

were s i g n i f i c a n t l y  h ig h e r  i f  the l e a d e r  engaged in  high  

l e v e l s  o f  a l l  t h r e e  i n s t r u m e n t a l  l e a d e r  b e h a v i o r s .  High
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l e v e l s  o f  i n s t r u m e n t a l  l e a d e r  b e h a v io rs  al so  were r e l a t e d  to  

h i g h e r  l e v e l s  o f  s a t i s f a c t i o n  in  i n t r i n s i c a l l y  m ot iv a te d  

i n d i v i d u a l s  bu t  not  to the degre e p re s e n t  i n  the e x t r i n ­

s i c a l l y  m o t iv a te d  v o l u n t e e r .

The use o f  d i s c r i m i n a n t  a n a l y s i s  al l owed  the i n c l u s i o n  

o f  m u l t i p l e  t a s k ,  p e r s o n a l ,  and l e a d e r  b e h a v io r  v a r i a b l e s  in  

a model to  t e s t  the P a t h - G o a l  Th eory .  F ig u r e  1 i l l u s t r a t e s  

the  v a r i a b l e s  in c lu d e d  and t h e i r  hyp o th es iz ed  r e l a t i o n s h i p  

t o  v o l u n t e e r  s a t i s f a c t i o n .  S a t i s f a c t i o n  l e v e l s  were e f f e c ­

t i v e l y  p r e d i c t e d  by th e  degree  o f  l e a d e r  r o l e  c l a r i f i c a t i o n  

and work ass ig nm en t,  autonomy and f r i e n d s h i p  o p p o r t u n i t i e s  

p r e s e n t  in  th e  t a s k ,  and th e v o l u n t e e r ’ s lo cu s o f  c o n t r o l .  

Each o f  th e v a r i a b l e s  had a p o s i t i v e  impact  on s a t i s f a c t i o n  

w i t h  work.  Le ad er  su ppo rt  was not  r e l a t e d  s i g n i f i c a n t l y  to  

s a t i s f a c t i o n  in  t h i s  model .  I n d i v i d u a l  f a c t o r s  and task  

v a r i a b l e s  n e u t r a l i z e d  the r e l a t i o n s h i p  between su ppor t  and 

s a t i s f a c t i o n  found i n  the i n i t i a l  a n a l y s i s  p ro c e d u re .

The i m p l i c a t i o n s  f o r  l e a d e r s  o f  v o l u n t e e r s  and 

i n t e r p r e t a t i o n  of  th e r e s u l t s  o f  the  Phase I I  a n a l y s i s  p r o ­

ced ure s are dis cu ss ed  in  the second p a r t  o f  C ha pte r  V I .  In 

a d d i t i o n ,  ex p a n s io n s ,  r e v i s i o n s ,  and re s e a rc h  su gg est io ns  

w i l l  be pr o v id e d  based on th e  r e s u l t s  o f  t h i s  a n a l y s i s .
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MODEL OF FACTORS INFLUENCING VOLUNTEER SATISFACTION

Perceived Ability

Supportive

“work Assignment 
Specification of

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 V I

IN TER PR ETA TIO N  AND D ISC U SS IO N

The o b j e c t i v e s  o f  t h i s  r e s e a r c h  were r e l a t e d  to the  

development o f  an e m p i r i c a l l y  based u n d e rs ta n d in g  o f  

l e a d e r s h i p  in  v o l u n t a r y  o r g a n i z a t i o n s  and the  impact  o f  

i n d i v i d u a l ,  t a s k ,  and s t r u c t u r a l  c h a r a c t e r i s t i c s  upon l e a d e r  

b e h a v io rs  in  those a s s o c i a t i o n s .  This c h a p t e r  focuses on 

i n t e r p r e t a t i o n  and d is c u s s io n  o f  the f i n d i n g s  r e p o r t e d  in  

Ch ap te r  IV and V.  C o n se q u en t ly ,  th e c h a p te r  c o n s i s t s  o f  two 

p r im a ry  s e c t i o n s .  The f i r s t  s e c t io n  i s  d e d ic a t e d  to  a 

r e vi ew  o f  r e s u l t s  from th e s t r u c t u r a l  c h a r a c t e r i s t i c s  a n a l y ­

s i s .  The second s e c t i o n  examines r e s u l t s  from the a n a l y s i s  

o f  l e a d e r  b e h a v io r s  and s i t u a t i o n a l  f a c t o r s  r e l a t e d  to 

s a t i s f a c t i o n  w i t h  work.

A n a l y s i s  o f  da ta  c o l l e c t e d  du r in g  Phase I  i n d i c a t e d  

t h a t  many of  th e r e l a t i o n s h i p s  " t r a d i t i o n a l "  v o l u n t a r y  

a c t i o n  s c h o la r s  hy po th e s ize d  between s i z e ,  f u n c t i o n ,  and 

s t r u c t u r e  d id  not  e x i s t  (s e e  C ha pt er  I I  f o r  a d i s c u s s i o n ) .  

As a r e s u l t ,  s p e c i f i c  a t t e n t i o n  i s  pai d  to s e v e r a l  r e c e n t  

t h e o r i e s  and e m p i r i c a l  s t u d i e s  which p r o v id e  a bas is  f o r  the  

l a c k  o f  r e l a t i o n s h i p  between s i z e ,  o r i e n t a t i o n ,  and s t r u c ­

t u r e .  The newer,  e m p i r i c a l l y  based,  t h e o r i e s  seem to  p ro ­

v id e  b e t t e r  e x p l a n a t i o n s  o f  the s t r u c t u r a l  phenomena than 
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do th e o l d e r  a n e c d o ta l  or n o rm a t iv e  approaches used to deve­

lo p  th e hy pot hes es t e s t e d .

The d i s c u s s i o n  and i n t e r p r e t a t i o n  o f  the l e a d e r s h i p  

hyp oth es es  a n a ly z e d  in  Ch ap ter  IV  focuses on the  a b i l i t y  of  

th e  P a t h - G o a l  Theor y to e x p l a i n  r e l a t i o n s h i p s  which e x i s t e d .  

R e s u l t s  i n d i c a t e d  the a l t e r n a t i v e  hyp otheses d id  not  f u l l y  

e x p l a i n  th e  l e a d e r  b e h a v i o r / v o l u n t e e r  s a t i s f a c t i o n  r e l a ­

t i o n s h i p s ,  a l t h o u g h  both hypothes es t e s t e d  were s t a t i s t i ­

c a l l y  s i g n i f i c a n t .  The major  emphasis i n  t h i s  s e c t i o n  i s  on 

the d i s c u s s i o n  o f  t e s t  r e s u l t s  f o r  the  o v e r a l l  P a th -G o a l  

Model  ( se e F i g u r e  1 page 1 7 0 ) .  The f i n d i n g s  are used to  

dev el op a model o f  f a c t o r s  which im pac t  s i g n i f i c a n t l y  the  

l e v e l  o f  s a t i s f a c t i o n  w i t h  work f o r  v o l u n t e e r s  in  th e ten  

o r g a n i z a t i o n s  s t u d i e d .  In  a d d i t i o n ,  s e v e r a l  e x t e n s io n s ,  

m o d i f i c a t i o n s ,  and d i r e c t i o n s  f o r  f u r t h e r  re s e a rc h  on the  

P a t h - G o a l  Theory ar e  sug ges te d .

S t r u c t u r a l  C h a r a c t e r i s t i c s  D is cu ss io n

The hypoth es es  t e s t e d  in  th e f i r s t  phase o f  t h i s  

r e s e a rc h  were based on th e p r e d i c t i o n s  and g e n e r a l  ob s e r­

v a t i o n s  o f  t r a d i t i o n a l  v o l u n t a r y  a c t i o n  s c h o la r s  (see Smith  

and Reddy, 197 1;  S t e n z e l  and Feeney,  1968;  Smith and 

Freedman, 1972;  S m it h ,  1 9 7 3 ) .  Those i n d i v i d u a l s  used t h e i r  

ye a rs  o f  c o n t a c t  and e x p e r ie n c e  w i t h  v o l u n t a r y  a s s o c i a t i o n s  

to g e n e r a l i z e  abou t s t r u c t u r e ,  s i z e ,  and proces ses  in most 

v o l u n t a r y  a s s o c i a t i o n s .  Phase I  s p e c i f i c a l l y  examined the  

r e l a t i o n s h i p  between s i z e ,  o r i e n t a t i o n ,  and s i x  o r g a n i z a ­
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t i o n a l  c o n s t r u c t s  ( v o l u n t e e r  i n p u t ,  i n t e r a c t i o n  in  d e c i s i o n ­

makin g,  f o r m a l i t y ,  adh ocr ac y,  jo b  c o d i f i c a t i o n ,  and 

h i e r a r c h i c a l  c o n t r o l )  . The hypothes es were develo ped to  

p r o v i d e  i n f o r m a t i o n  on th e v a l i d i t y  o f  the  views o f  t r a d i ­

t i o n a l  v o l u n t a r y  a c t i o n  s c h o l a r s .

R e s u l t s  o f  th e  d a t a  a n a l y s i s  (C h a p te r  I V )  i n d i c a t e d  no 

r e l a t i o n s h i p s  e x i s t e d  between o r g a n i z a t i o n a l  o r i e n t a t i o n  and 

th e s t r u c t u r a l  c o n s t r u c t s  u t i l i z e d  in  t h i s  s tu d y .  Thus,  

t r a d i t i o n a l  models o f  v o l u n t a r y  a s s o c i a t i o n s  may be 

i n a p p r o p r i a t e .  S e v e r a l  new,  p o t e n t i a l l y  a p p r o p r i a t e  models 

o f  v o l u n t a r y  a s s o c i a t i o n s  have been proposed (see Hyman, 

19 83;  W a lk e r ,  1982;  and P e a rc e ,  1 9 7 8 ) .  Al th oug h  these  

models were not  u t i l i z e d  to dev e lo p  the  hypothese s t e s t e d ,  

r e s u l t s  o b ta in e d  were e x p la in e d  to a' s i g n i f i c a n t  degree by 

usin g th e c o n s t r u c t s  o f  th e newer t h e o r i e s .  R e s u l t s  were 

examined and i n t e r p r e t e d  on the b a s is  o f  both t r a d i t i o n a l  

and n o n - t r a d i t i o n a l  t h e o r i e s .  U t i l i z a t i o n  o f  newer,  non-  

t r a d i t i o n a l  t h e o r i e s  in  a d d i t i o n  to t r a d i t i o n a l  t h e o r i e s  

a l l o w e d  a b e t t e r  u n d e rs ta n d in g  o f  the processes and s t r u c ­

t u r e s  found in  v o l u n t a r y  o r g a n i z a t i o n s .  In  a d d i t i o n ,  

rea son s f o r  t h e  e x i s t e n c e  o f  those c h a r a c t e r i s t i c s  which run 

c o u n te r  to  t r a d i t i o n a l  assu mptio ns may be h y p o th e s iz e d .

Th is  s e c t i o n  o f  C hap te r  VI  i s  segmented i n t o  two p a r t s .  

The f i r s t  p a r t  examines o r i e n t a t i o n / s t r u c t u r e  r e l a t i o n s h i p s  

w h i l e  th e second s e c t i o n  focu ses  on the  s i z e - s t r u c t u r e  

hy p o th e s e s .  Each h y p o th e s is  i s  i n d i v i d u a l l y  examined and
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f u t u r e  re se a rc h  d i r e c t i o n s  ar e  suggested based on c u r r e n t  

t h e o r i e s  o f  v o l u n t a r y  o r g a n i z a t i o n s .

O r i e n t a t i o n / S t r u c t u r e
R e l a t i o n s h i p s

The major  o r i e n t a t i o n  and s t r u c t u r e  c h a r a c t e r i s t i c s

h y p o th e s is  t e s t e d  was:

1) Ho: There i s  no r e l a t i o n s h i p  between s t r u c t u r e
and degree o f  i n s t r u m e n t a l  o r i e n t a t i o n  in  
v o l u n t a r y  a s s o c i a t i o n s .  I n s t r u m e n t a l  
o r i e n t a t i o n  i s  u n r e l a t e d  to f o r m a l i z a t i o n ,  
s t r u c t u r e ,  and s t a n d a r d i z a t i o n .

Ha:  There i s  r e l a t i o n s h i p  between the  s t r u c t u r e
o f  v o l u n t a r y  o r g a n i z a t i o n s  and the degree of  
i n s t r u m e n t a l  o r i e n t a t i o n .

S p e c i f i c  su b-hypo these s s t a t i n g  a la c k  o f  r e l a t i o n s h i p  b e t ­

ween o r i e n t a t i o n  and each o r g a n i z a t i o n  s t r u c t u r e  c h a r a c ­

t e r i s t i c  were examined.  Those s p e c i f i c  hypotheses are  

enumerated in  the d is c u s s io n  s e c t io n  f o r  each in  the  

f o l l o w i n g  s e c t i o n .

The a n a l y s i s  i n d i c a t e d  t h a t  no s i g n i f i c a n t  r e l a t i o n s h i p  

e x i s t e d  between the o r g a n i z a t i o n  s t r u c t u r e  c h a r a c t e r i s t i c s  

and the  degree of  i n s t r u m e n t a l  o r i e n t a t i o n .  T r a d i t i o n a l  

v o l u n t a r y  a c t i o n  s c h o la r s  have suggested t h a t  i n s t r u m e n t a l  

o r i e n t a t i o n  i s  coupled w i th  h i e r a r c h i c a l  c o n t r o l ,  work 

r u l e s ,  f o r m a l i t y ,  fo rm al  s t r u c t u r e ,  and low l e v e l s  o f  p a r ­

t i c i p a t i o n  and i n f l u e n c e .  R e s u l t s  o f  th e a n a l y s i s  o f  

each o f  those proposed r e l a t i o n s h i p s  i s  examined in the  

fo l l o w i n g  s e c t i o n .
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H i e r a r c h i c a l  c o n t r o l . S e v e r a l  au th o rs  ( W a lk e r ,  1975;  

Smith and Reddy, 1971;  S t e n z e l  and Feeney,  196 8)  proposed  

t h a t  v o l u n t a r y  a s s o c i a t i o n s  must have c o n t r o l  over  vo lu n ­

t e e r s  i n  o r d e r  to  acc omp lish th e lo n g - t e r m  goal s o f  the  

gro up .  Those a u th o rs  suggest  f u r t h e r  t h a t  c o n t r o l  i s  

acc om pl ish ed th ro ugh  th e use o f  a h i e r a r c h y  in most 

a s s o c i a t i o n s .

The s u b -h y p o th e s is  developed to t e s t  the e x is t e n c e  o f  a 

r e l a t i o n s h i p  between o r i e n t a t i o n  and h i e r a r c h i c a l  c o n t r o l  

was:

l . a )  Ho: I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  to
h i e r a r c h i c a l  c o n t r o l .

Ha:  I n s t r u m e n t a l  o r g a n i z a t i o n s  have h ig h e r
l e v e l s  o f  h i e r a r c h i c a l  c o n t r o l .

The r e s u l t s  o f  t h i s  study did  no t  i n d i c a t e  t h a t  o r g a n i z a ­

t i o n s  which emphasized lo n g - t e r m  go als  ar e p re d is pos ed  to 

th e use o f  h i e r a r c h i c a l  c o n t r o l .  In s t r u m e n t a l  o r g a n i z a t i o n s  

had no more or  l e s s  h i e r a r c h y  than d id  e x p r e s s i v e  o r g a n i z a ­

t i o n s .  One a u th o r  ( L i p i s k y ,  1980)  suggests t h a t  many 

i n s t r u m e n t a l  a s s o c i a t i o n s  are  c h a r a c t e r i z e d ,  a t  the lo w er  

l e v e l s ,  by v o l u n t e e r s  who have a h igh degree  o f  d i s c r e t i o n ,  

dev el op t h e i r  own r o u t i n e s ,  and d et er m in e t h e i r  own o u t p u t .  

As a r e s u l t ,  c o n t r o l  i s  weak and the v o l u n t e e r s  ar e immune 

to h i e r a r c h i c a l  c o n t r o l  (E lm ore ,  1978 and L i p i s k y ,  1 9 8 0 ) .  

Such o r g a n i z a t i o n s ,  termed B u r e a u c r a t i c  Pr ocess o r g a n i z a ­

t i o n s ,  a re  u s u a l l y  in v o lv e d  in  d e l i v e r y  o f  s o c i a l  and 

w e l f a r e  s e r v i c e s ,  have gover nm enta l  a f f i l i a t i o n s ,  and u t i -
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l i z e  v o l u n t e e r s  f o r  d e l i v e r y  o f  s e r v i c e s .  These

B u r e a u c r a t i c  Proce ss Model (BPM) v o l u n t a r y  g ro ups,  a l th o u g h  

i n s t r u m e n t a l  i n  n a t u r e ,  o p e r a t e  w i t h o u t  h ig h l e v e l s  o f  

h i e r a r c h i c a l  c o n t r o l .  S e v e r a l  o f  the i n s t r u m e n t a l  o r g a n i z a ­

t i o n s  which p a r t i c i p a t e d  i n  th e  f i r s t  phase o f  t h i s  stud y  

seem to e x h i b i t  c h a r a c t e r i s t i c s  o f  a BPM o r g a n i z a t i o n .

The s t a t i s t i c a l l y  i n s i g n i f i c a n t  c o r r e l a t i o n  between

h i e r a r c h i c a l  c o n t r o l  and i n s t r u m e n t a l  o r i e n t a t i o n  i n d i c a t e s

th e BPM may p r o v i d e  more i n f o r m a t i o n  about h i e r a r c h i c a l  

c o n t r o l  i n  an o r g a n i z a t i o n  than does th e  o r i e n t a t i o n  o f  the  

a s s o c i a t i o n .  F u tu r e  re s e a r c h  should  be d i r e c t e d * a t  i d e n ­

t i f y i n g  o r g a n i z a t i o n s  which f i t  the BPM and d e t e r m i n i n g  i f  

thos e groups d e - em phas iz e h i e r a r c h y  as a c o n t r o l  mechanism.

Job c o d i f i c a t i o n . The s u b -h y p o th e s is  develo ped  and

t e s t e d  f o r  th e jo b  c o d i f i c a t i o n  and i n s t r u m e n t a l  o r i e n t a t i o n  

r e l a t i o n s h i p  was as f o l l o w s :

l . b )  Ho: I n s t r u m e n t a l  o r i e n t a t i o n  i s  not  r e l a t e d  to
h i e r a r c h i c a l  c o n t r o l .

Ha:  I n s t r u m e n t a l  o r g a n i z a t i o n s  have high  l e v e l s
o f  jo b  c o d i f i c a t i o n .

The la c k  o f  a s i g n i f i c a n t  r e l a t i o n s h i p  between i n s t r u m e n t a l  

o r i e n t a t i o n  and e x i s t e n c e  o f  work r u l e s  Cjob c o d i f i c a t i o n )  

i s  a ls o  e x p l a i n e d  by the  BPM. Elmore ( 1 9 7 8 )  and L i p i s k y  

( 1 9 8 0 )  noted t h a t  immediat e demands o f  the ta s k s  performed  

by v o l u n t e e r s  d i c t a t e d  t h a t  d i s c r e t i o n  and r o u t i n e s  be l e f t  

t o  th e v o l u n t e e r .  T h e r e f o r e ,  i t  would be d i f f i c u l t  f o r  th e
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o r g a n i z a t i o n  to s t a n d a r d i z e  and c o d i f y  the ta s k  o f  v o l u n t e e r s  

t hro ugh use o f  work r u l e s .

Pe ar ce  (1 9 7 8 )  found t h a t  v o l u n t a r y  a s s o c i a t i o n s  have 

l o o s e l y  d e f i n e d  norms and work p a t t e r n s .  Pe ar ce s t a t e s  

“ Most v o l u n t e e r s  tended to share r e s p o n s i b i l i t i e s .  No i n d i ­

v i d u a l  was as sig ned any s p e c i f i c  t a s k .  R a t h e r ,  depending on 

who was a v a i l a b l e ,  a l l  persons were r e s p o n s i b l e  f o r  goal  

acc omplish men t and s e r v i c e  to  c l i e n t s . "  The r e s u l t s  of  t h i s  

re s e a r c h  combined w i t h  P e a r c e ’ s c o n c lu s io n s  suggest  t h a t  

v o l u n t e e r  t as ks i n  i n s t r u m e n t a l  o r g a n i z a t i o n s  are  not  s t a n ­

d a r d i z e d  and v o l u n t e e r s  a re  not  s u b je c te d  to a g r e a t  many 

work r u l e s .  F a c t o r s  o t h e r  than o r i e n t a t i o n  were r e s p o n s i b l e  

f o r  d e t e r m in in g  th e degr ee o f  ta s k  s t a n d a r d i z a t i o n  in  

v o l u n t e e r  work.  Res earch should be d i r e c t e d  toward in d e n -  

t i f y i n g  those f a c t o r s .  P o t e n t i a l  f a c t o r s  which may be 

r e l a t e d  in c l u d e  f u n c t i o n ,  l e v e l  of  s t a t e ,  r e g i o n a l ,  or  

n a t i o n a l  a f f i l i a t i o n ,  age o f  the o r g a n i z a t i o n ,  and s t r e n g t h  

o f  n a t i o n a l  o f f i c e s .

I n f o r m a l i t y  o f  o l i g a r c h y . Smith and Reddy ( 1 9 7 1 )  

sugges t  i n s t r u m e n t a l  v o l u n t a r y  a s s o c i a t i o n s  deve lop  h i g h l y  

fo r m a l i z e d  s t r u c t u r e s  to  i n s u r e  co n t in u ed  e x i s t e n c e .  The 

f o l l o w i n g  su b -h y p o th e s is  was deve loped to  t e s t  t h a t  co n ten ­

t i o n :

l . c )  Ho: I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  to
l e v e l  of  f o r m a l i z a t i o n .

Ha: I n s t r u m e n t a l  o r g a n i z a t i o n s  have h igh  l e v e l s
o f  f o r m a l i z a t i o n .
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Degree o f  f o r m a l i z a t i o n  was u n r e l a t e d  to in s t r u m e n t a l  

o r i e n t a t i o n .  The r e s u l t s  p ro v id e d  a degree of  support  fo r  

W a l k e r ’ s C o a l i t i o n  model ( 19 8 3 ) by i n d i c a t i n g  t h a t  a good 

d e a l  o f  i n f o r m a l i t y  e x i s t e d  in  the  o r g a n i z a t i o n s  s t u d i e d .  

The c o a l i t i o n  model  proposed t h a t  v o l u n t a r y  o r g a n i z a t i o n s  

a r e  sem i-per m an en t b a r g a i n i n g  c o a l i t i o n s .  D e c is io n s  and 

o p e r a t i o n s  ar e made and implemented th rough p o l i t i c s  r a t h e r  

than  fo rm a l  c o n t r o l ,  s h i f t s  in  r o u t i n e s ,  or  concensus 

b u i l d i n g .  L e a d e r s h i p ,  ac c o rd in g  to the model ,  i s  ves ted  in  

th e  group w i t h  th e  most power at  the moment. Dec is io n s  are  

made based on t h a t  g ro up’ s p r e f e r e n c e s .  Members o f  ot h e r  

groups ar e  d is co u ra g ed  from spe ak in g  o u t .

S t e n z e l  and Feeney ( 1 9 6 8 )  and Smith and Reddy ( 1 9 7 1 )  

conclud ed t h a t  v o l u n t a r y  o r g a n i z a t i o n s  are u s u a l l y  su b je c te d  

to  o l i g a r c h i c a l  c o n t r o l  by a core group o f  members who 

de te r m in e  p o l i c i e s  and p r a c t i c e s .  The r e s u l t s  i n d i c a t e d  

t h a t  most groups were s u b j e c t  to o l i g a r c h i c a l  c o n t r o l ,  

however,  o r i e n t a t i o n  was not  r e l a t e d  to the degree o f  f o r ­

m a l i z a t i o n  o f  the  c o n t r o l  group.

O r g a n i z a t i o n s  in  t h i s  sample may f i t  the c o a l i t i o n  

model .  T h is  would have r e s u l t e d  in  the i n s i g n i f i c a n t  c o r r e ­

l a t i o n  between f o r m a l i z a t i o n  and i n s t r u m e n t a l  o r i e n t a t i o n .  

Pe ar ce ( 1 9 7 8 )  found e vi den ce  to support  the c o a l i t i o n  model 

in  a v a r i e t y  o f  v o l u n t a r y  a s s o c i a t i o n s .  Fu tu re i n v e s t i g a ­

t i o n s  should focu s on i d e n t i f y i n g  o r g a n i z a t i o n s  f i t t i n g  the  

c o a l i t i o n  model and d e t e r m in in g  i f  t h e r e  i s  any i n f l u e n c e  on 

f o r m a l i z a t i o n .
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f tdhocr acy . I n s t r u m e n t a l  o r g a n i z a t i o n s  and the long=  

term goals  a s s o c ia t e d  w it h  the o r g a n i z a t i o n  would be 

expe cted to le a d  to a s t r u c t u r e  which is  r e l a t i v e l y  p e r ­

manent (S m ith  and Reddy,  1 9 7 1 ) .  The s u b -h y p o th e s is  deve­

lop ed  to  t e s t  t h a t  r e l a t i o n s h i p  was:

l . e )  Ho: I n s t r u m e n t a l  o r i e n t a t i o n  i s  u n r e l a t e d  to
th e use o f  tem porary p ro b l e m - s o l v i n g  groups  
or o r g a n i z a t i o n a l  s t r u c t u r e s .

Ha: I n s t r u m e n t a l  o r g a n i z a t i o n s  use more
permanent o r g a n i z a t i o n a l  s t r u c t u r e s .

I n s t r u m e n t a l  o r i e n t a t i o n  had no impact  on the deg ree  to 

which o r g a n i z a t i o n s  used tem porary groups or  committees to 

s o l v e  i n t e r n a l  or  e x t e r n a l  pro b le ms.  In  o t h e r  words,  some 

o r g a n i z a t i o n s  i n  the sample used tem por ary  s t r u c t u r e s  w h i l e  

ot h e r s  d id  n o t ,  r e g a r d l e s s  o f  the degree of  i n s t r u m e n t a l  

o r i e n t a t i o n .  Hyman ( 1 9 8 3 )  sugges ts t h a t  v o l u n t a r y  asso­

c i a t i o n s  ar e u s u a l l y  s t r u c t u r e d  alon g one o f  two l i n e s :  ( 1 )  

t r a d i t i o n a l  b u r e a u c r a c t i c  s t r u c t u r e  or ( 2 )  d i a l e c t i c a l  

s t r u c t u r e .  T r a d i t i o n a l  o r g a n i z a t i o n s  have h i g h l y  s t r a t i f i e d  

fo rm a l  s t r u c t u r e s ,  s p e c i f i c  r o l e s ,  h i e r a r c h y ,  and focus on 

means r a t h e r  than ends. D i a l e c t i c a l  o r g a n i z a t i o n s  (W h it e ,  

196 9)  a re  ve ry u n s t r u c t u r e d ,  f l u i d ,  i n f o r m a l  a s s o c i a t i o n s  

fo c u s in g  on ends r a t h e r  than means.

Smith and Reddy (1 9 7 1 )  suggest  t h a t  v o l u n t a r y  o r g a n i z a ­

t i o n s  ar e s t r u c t u r e d  along t r a d i t i o n a l  l i n e s  w h i l e  Hyman 

( 1 9 8 3 )  sugge sts  t h a t  many r e p r e s e n t  the d i a l e c t i c a l  form.  

The p o s s i b l e  m ix tu r e  o f  the type s in  t h i s  sample may have
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l e a d  to the weak c o r r e l a t i o n  p r e s e n t  in  t h i s  st u d y .  

I n s t r u m e n t a l  o r i e n t a t i o n  d id  not  d e te rm in e  d i a l e c t i c a l  or 

t r a d i t i o n a l  form. S tu d ie s  should s e g re g a te  o r g a n i z a t i o n s  on 

th e  bas is  o f  t r a d i t i o n a l  and d i a l e c t i c a l  l i n e s  b e f o r e  e x a ­

minin g any r e l a t i o n s h i p  w i t h  adhoc ra cy.  D i a l e c t i c a l  

a s s o c i a t i o n s  ( f l u i d ,  i n f o r m a l ,  and u n s t r u c t u r e d )  should have 

hig h  l e v e l s  o f  a d ho cr ac y.  T r a d i t i o n a l  a s s o c i a t i o n s  

(emphasis on s t r u c t u r e ,  r u l e s ,  p r o c e d u re s )  would be low on 

the  measure.

I n f l u e n c e  and p a r t i c i p a t i o n . W alk er  ( 1 9 7 5 )  sugges ts  

t h a t  i n s t r u m e n t a l  o r i e n t a t i o n  le ad s to  lower l e v e l s  o f  

v o l u n t e e r  i n f l u e n c e  and p a r t i c i p a t i o n  in d e c i s io n - m a k in g  was 

u t i l i z e d  to deve lop th e f o l l o w i n g  s u b - h y p o t h e s is :

l . d )  Ho: I n s t r u m e n t a l  o r i e n t a t i o n  i s  no t  r e l a t e d  to
l e v e l s  o f  v o l u n t e e r  in p u t  and 
p a r t i c i p a t i o n .

Ha:  I n s t r u m e n t a l  o r g a n i z a t i o n s  have low
l e v e l s  o f  v o l u n t e e r  in p u t  and 
p a r t i c i p a t i o n .

The hyp o th e s is  s t a t i n g  th e la c k  o f  a r e l a t i o n s h i p  b e t ­

ween o r i e n t a t i o n  and v o l u n t e e r  i n f l u e n c e  and p a r t i c i p a t i o n  

was examined in terms o f  two s e p a r a te  c o n s t r u c t s  due to th e  

f a c t o r  a n a l y s i s  r e s u l t s .  I n f l u e n c e  was measured by the  

c o n s t r u c t  e n t i t l e d  v o l u n t e e r  i n f l u e n c e .  P a r t i c i p a t i o n  was 

measured by th e i n t e r a c t i o n  in  d e c is io n - m a k in g  and v o l u n t e e r  

in p u t  f a c t o r s .

V o l u n t e e r  i n f l u e n c e  was not  r e l a t e d  to  o r i e n t a t i o n  a t

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



www.manaraa.com

18 3

th e s i g n i f i c a n c e  l e v e l  chosen f o r  t h i s  study ( p < . 0 5 ) .  

However,  th e l e v e l  o f  s i g n i f i c a n c e  ( p = . 0 6 5 9 )  i n d i c a t e s  t h a t  

th e  r e l a t i o n s h i p  d e se rve s f u r t h e r  t e s t i n g  b e f o r e  bein g sum­

m a r i l y  r e j e c t e d .  The c o r r e l a t i o n  which e x i s t e d  may p r o v id e  

sup p o r t  f o r  th e c o n t e n t i o n s  o f  Walke r  (19753 which i n d i c a t e d  

t h a t  i n s t r u m e n t a l  o r g a n i z a t i o n s  have lo w e r  l e v e l s  o f  

v o l u n t e e r  i n f l u e n c e .

V o l u n t e e r  p a r t i c i p a t i o n  as measured by i n t e r a c t i o n  in  

d e c i s i o n  making and i n p u t  was not  r e l a t e d  to i n s t r u m e n t a l  

o r i e n t a t i o n .  The i n t e r a c t i o n  c o n s t r u c t  was s i g n i f i c a n t  at  a 

l e v e l  o f  p = .1 0 0 4 ;  however,  upon c lo s e  ex am in at io n  o f  the  

i t e m s ,  t h e r e  may be some c o nfu si on  as to what  the in s t r u m e n t  

a c t u a l l y  measures.  Wording o f  the i t em s in c lu d e d  in  th e  

f a c t o r  i n q u i r e  as to  th e deg ree  o f  i n t e r a c t i o n  by i n d i v i ­

du a ls  ( n o t  n e c e s s a r i l y  v o l u n t e e r s )  in  d e c i s i o n  making.  

Respondents may have in c lu d e d  pa id  s t a f f  as w e l l  as v o lu n ­

t e e r s  i n  th e res po nse s.  One would exp ec t  l e a d e r s  o f  non­

p r o f i t  and v o l u n t a r y  groups to r e p o r t  h ig h e r  l e v e l s  o f  

i n t e r a c t i o n ,  s in c e  l e a d e r s  i n  those o r g a n i z a t i o n s  emphasize 

i n t e r a c t i o n  to  a g r e a t e r  e x t e n t  than do managers of  p r o f i t -  

o r i e n t e d  o r g a n i z a t i o n s  (Gatewood and L a h i f f ,  1977;  Rawls,  

U l l r i c h ,  and N el so n ,  1 9 7 3 ) .  F u t u r e  s t u d i e s  should more 

c a r e f u l l y  s t a t e  th e i te m s  i n  th e p a r t i c i p a t i o n  c o n s t r u c t  in  

o r d e r  t h a t  v o l u n t e e r s ’ i n t e r a c t i o n  in  d e c is io n  making be 

p r o p e r l y  measured.

The r e s u l t s  o f  the  a n a l y s i s  d id  no t  su ppor t  the conte n­
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t i o n  of  Wood (1 9 8 1 )  t h a t  l e a d e r s  o f  v o l u n t a r y  a s s o c i a t i o n s ,  

by t h e i r  n a t u r e ,  n e i t h e r  a l l o w  nor encourage h ig h  l e v e l s  of  

i n p u t .  F a c t o r s  o t h e r  than o r i e n t a t i o n  de te rm in e  in p u t  

l e v e l s .  Lea der s o f  many v o l u n t a r y  groups see th e o r g a n i z a ­

t i o n  as a model o f  democracy and t h e r e f o r e  emphasize  

de m o c ra c t i c  p roces ses  based on p a r t i c i p a n t  in p u t  (L a n g to n ,  

1981:  8 ) .  The l e a d e r ’ s p e r c e p t i o n  o f  the o r g a n i z a t i o n ’ s 

d e m o c ra t ic  purposes would d et er m in e th e  degree o f  v o l u n t e e r  

i n p u t .  A d d i t i o n a l  r e s e a r c h  shou ld be d i r e c t e d  toward exami­

n a t i o n  o f  th e r e l a t i o n s h i p  between th e l e a d e r ’ s p e r c e p t i o n  

o f  the  purpose o f  th e group (d e m o c r a t ic  vs.  no n-d e m o c ra t ic  

p r o c e s s e s )  and amount o f  v o l u n t e e r  i n p u t .

S i z e / S t r u c t u r e
R e l a t i o n s h i p s

The r e s u l t s  o f  th e s i z e / s t r u c t u r e  r e l a t i o n s h i p s  were 

more s u p p o r t i v e  o f  th e  c o n t e n t i o n s  o f  t r a d i t i o n a l  v o l u n t a r y  

a c t i o n  s c h o la r s  than were th e r e s u l t s  o f  the o r i e n t a t i o n  

a n a l y s e s .  The g e n e r a l  s i z e  and s t r u c t u r e  hyp o th e s is  t e s t e d  

was:

2 )  H0 : Th ere  i s  no r e l a t i o n s h i p  between o r g a n i z a ­
t i o n  s i z e  and degree o f  f o r m a l i z a t i o n ,  
s t r u c t u r e , s t a n d a r d i z a t i o n , i n f l u e n c e ,  and 
i n t e r a c t i o n .

Ha : There i s  a p o s i t i v e  r e l a t i o n s h i p  between
s i z e  and v o l u n t a r y  o r g a n i z a t i o n  s t r u c t u r e .  
L a r g e r  o r g a n i z a t i o n s  w i l l  be more f o r  
m a l i z e d ,  s t r u c t u r e d ,  and have lo w er  l e v e l s  
o f  v o l u n t e e r  i n t e r a c t i o n ,  i n f l u e n c e ,  and 
p a r t i c i p a t i o n .

S p e c i f i c  sub -h yp oth ese s were develo ped to t e s t  each
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r e l a t i o n s h i p  men tioned .  These w i l l  be enumerated in  each 

s e c t i o n  d is c u s s in g  the r e s u l t s  o f  the su b- hy po th ese s t e s t s .  

One n u l l  s u b -h y p o th e s is  was r e j e c t e d ,  one was s i g n i f i c a n t  at  

l e v e l s  i n d i c a t i n g  need f o r  f u r t h e r  i n v e s t i g a t i o n ,  and the  

re m ai nd er  were not  s i g n i f i c a n t .

V o l u n t e e r  i n p u t . The s u b -h y p o th e s is  o f  i n t e r e s t  was as 

f o l l o w s :

2 . d )  H0 : V o l u n t a r y  o r g a n i z a t i o n  s i z e  i s  not  r e l a t e d
to the  l e v e l  o f  v o l u n t e e r  p a r t i c i p a t i o n  and 
i n f l u e n c e .

Ha : L a r g e r  v o l u n t a r y  o r g a n i z a t i o n s  w i l l  have
lowe r l e v e l s  o f  v o l u n t e e r  p a r t i c i p a t i o n  and 
i n f l u e n c e .

V o l u n t e e r  i n p u t  decreased as s i z e  o f  th e  budget  and paid  

s t a f f  in c r e a s e d .  Th is i n d i c a t e d  t h a t  l a r g e r  o r g a n i z a t i o n s  

do have lo we r l e v e l s  o f  v o l u n t e e r  i n p u t .  Thi s re s e a rc h  sup­

porte d  the  f i n d i n g s  o f  Warner and H i l a n d e r  (1 9 6 4 )  and S i l l s  

( 19 57 )  t h a t  l a r g e r  v o l u n t a r y  a s s o c i a t i o n s  had l e s s  v o l u n t e e r  

i n p u t .  As th e  budget  and number o f  pa id  s t a f f  in c r e a s e  the  

o r g a n i z a t i o n  beg ins to  focus on a d m i n i s t r a t i o n  o f  programs  

and may f e e l  t h a t  v o l u n t e e r s  p r o v id e  only " c h e a p '* , low 

q u a l i t y  l a b o r .  V o l u n t e e r  in p u t  and o p in io ns  ar e

d is c o u ra g e d .  Lead ers  may f i n d  i t  d i f f i c u l t  to in c lu d e  the  

in p u t  o f  v o l u n t e e r s  in  a d d i t i o n  to the in p u t  o f  pa id p ro ­

f e s s i o n a l  s t a f f .
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V o l u n t e e r  i n t e r a c t i o n . I n t e r a c t i o n  in  v o l u n t a r y  asso­

c i a t i o n s  i s  hyp o th e s iz e d  to de cre ase  as s i z e  i n c r e a s e s .  

Wa lk er  sugge sts t h a t  l a r g e r  o r g a n i z a t i o n s  keep v o l u n t e e r s  

i n s u l a t e d  from th e o p e r a t i o n s  of  th e o r g a n i z a t i o n .  The 

f o l l o w i n g  s u b -h y p o th e s is  was developed to t e s t  the  

r e l a t i o n s h i p :

2 . e )  H0 : V o l u n t a r y  o r g a n i z a t i o n  s i z e  i s  no t  r e l a t e d
to  l e v e l s  o f  v o l u n t e e r  i n t e r a c t i o n .

Ha : L a r g e r  v o l u n t a r y  a s s o c i a t i o n s  w i l l  have
lo w er  l e v e l s  o f  v o l u n t e e r  i n t e r a c t i o n .

V o l u n t e e r  i n t e r a c t i o n  was u n r e l a t e d  to a l l  t h r e e  

measures o f  s i z e .  Pea rce  ( 1 9 7 8 )  found t h a t  most d e c i s i o n s  

in  v o l u n t a r y  a s s o c i a t i o n s  were committee d e c i s i o n s  and d e c i ­

sio n makers were l i k e l y  to  c o n t a c t  o th e r  i n d i v i d u a l s  a t  any 

t im e  or p la c e  to dev el op s o l u t i o n s .  The dem o c ra t ic  va lu e  

system and p a r t i c i p a t o r y  n a t u r e  o f  most v o l u n t a r y  o r g a n i z a ­

t i o n s  lea ds to hig h l e v e l s  o f  i n t e r a c t i o n  ( R o t h s c h i l d - W i t t , 

1 9 7 9 ) .  S m a l l ,  as w e l l  as l a r g e  v o l u n t a r y  a s s o c i a t i o n s  

depend on s o c i a l  i n t e r a c t i o n  in  a l l  asp ec ts  o f  t h e i r  o p e ra ­

t i o n s .  L a r g e r  o r g a n i z a t i o n s  have high l e v e l s  o f  i n t e r a c ­

t i o n ,  however,  t h a t  i n t e r a c t i o n  may be l i m i t e d  to a core  

group o f  i n d i v i d u a l s  ( S t e n z e l  and Feeney,  1 9 6 8 ) .

Job c o d i f i c a t i o n . The f o l l o w i n g  su b -h y p o th e s is  was u t i ­

l i z e d  to t e s t  the  r e l a t i o n s h i p  between s i z e  and jo b  c o d i f i ­

c a t i o n  :

2 . b )  H0 : V o l u n t a r y  o r g a n i z a t i o n  s i z e  i s  u n r e l a t e d  to
l e v e l s  o f  jo b c o d i f i c a t i o n .
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Ha : L a r g e r  o r g a n i z a t i o n s  w i l l  have h ig h  l e v e l s
o f  jo b  c o d i f i c a t i o n .

Two o f  the t h r e e  s i z e  measures,  budget  and number of  

v o l u n t e e r s  were s i g n i f i c a n t  a t  l e v e l s  o f  p < . 1 0 ,  i n d i c a t i n g  a 

need f o r  a d d i t i o n a l  r e s e a r c h  i n t o  the r e l a t i o n s h i p  b e f o r e  

draw ing  c o n c l u s i o n s .  The l a r g e r  th e  budget  o f  th e  o r g a n i z a ­

t i o n  the more l i k e l y  th e v o l u n t e e r s  were to have r u l e s  and 

r e g u l a t i o n s  to  f o l l o w  in  p e r fo rm in g  t h e i r  t a s k s .  L a r g e r  

numbers o f  v o l u n t e e r s  were al s o  r e l a t e d  to  h i g h e r  l e v e l s  o f  

j o b  c o d i f i c a t i o n .  The r e s u l t s  i n d i c a t e d  t h a t  Smith and 

Reddy ( 1 9 7 1 )  and S i l l s  (1 9 5 7 )  were c o r r e c t  when they  

observed t h a t  most l a r g e  o r g a n i z a t i o n s  tended to be h i g h l y  

s t r u c t u r e d  w i t h  hi gh  l e v e l s  o f  s t a n d a r d i z a t i o n .  The c o r r e ­

l a t i o n  c o e f f i c i e n t ,  a l t h o u g h  no t  s t a t i s t i c a l l y  s i g n i f i c a n t ,  

was s t ro n g  enough to  i n d i c a t e  t h a t  f u r t h e r  r e s e a rc h  i n t o  the  

jo b  c o d i f i c a t i o n ,  budget and number o f  v o l u n t e e r s  r e l a ­

t i o n s h i p  i s  w a r r a n t e d .

V o l u n t e e r  i n f l u e n c e . O r g a n i z a t i o n s  which ar e l a r g e r  

would be ex pe ct ed  to  have lo wer l e v e l s  o f  v o l u n t e e r  

i n f l u e n c e  and p a r t i c i p a t i o n .  The f o l l o w i n g  s u b -h y p o th e s is  

was deve lop ed  f o r  t e s t i n g :

2 . d )  H0 : V o l u n t a r y  o r g a n i z a t i o n  s i z e  i s  no t  r e l a t e d
to  th e  l e v e l  o f  v o l u n t e e r  p a r t i c i p a t i o n  and 
i n f l u e n c e .

Ha : L a r g e r  v o l u n t a r y  o r g a n i z a t i o n s  w i l l  have
low er  l e v e l s  o f  v o l u n t e e r  p a r t i c i p a t i o n  and 
i n f l u e n c e .
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S i z e  o f  th e pa id  s t a f f  was n e g a t i v e l y  c o r r e l a t e d  

( r = . - 1 2 ,  p = . 1 2 5 8 )  w it h  v o l u n t e e r  i n f l u e n c e .  The f i n d i n g s  

sug gest  t h a t  L a n g to n ’ s [ 1 9 8 1 )  c o n t e n t i o n  t h a t  in c r e a s e s  in  

p ai d  s t a f f  members r e s u l t  in  decreas ed v o l u n t e e r  i n f l u e n c e  

w a r r a n t s  f u r t h e r  i n v e s t i g a t i o n .  Langton s t a t e s

" P r o f e s s i o n a l  s t a f f  f e e l  t h a t  v o l u n t e e r s  do not  have the  

t r a i n i n g  nec es sar y to  make the c o r r e c t  d e c i s i o n s  in  many 

s i t u a t i o n s . "  Thus, d e c is io n - m a k in g  becomes more c e n t r a l i z e d  

when p a id  s t a f f  i n c r e a s e s .  A d d i t i o n a l  r e s e a r c h  which s p e c i ­

f i c a l l y  measures th e  p a id  s t a f f  s i z e  and v o l u n t e e r  i n f l u e n c e  

in  th e  o r g a n i z a t i o n  should p r o v id e  more c o n c l u s i v e  r e s u l t s .

H i e r a r c h i c a l  c o n t r o l . S e v e r a l  v o l u n t a r y  a c t i o n  s c h o la r s  

sugg est  t h a t  l a r g e  o r g a n i z a t i o n s  emphasize h i e r a r c h y  to 

c o n t r o l  th e  v o l u n t e e r s .  The f o l l o w i n g  su b -h y p o th e s is  was 

deve loped  f o r  t e s t i n g :

2 . a)  H0 : H i e r a r c h i c a l  c o n t r o l  i s  u n r e l a t e d  to
o r g a n i z a t i o n  s i z e .

Ha: L a r g e r  v o l u n t a r y  o r g a n i z a t i o n s  w i l l  have
h i g h e r  l e v e l s  o f  h i e r a r c h i c a l  c o n t r o l .

The la c k  o f  a s i g n i f i c a n t  c o r r e l a t i o n  between h i e r a r c h i ­

c a l  c o n t r o l  and s i z e  measures i n d i c a t e d  f u r t h e r  su pp ort  f o r  

the  B u r e a u c r a t i c  Proces s model.  Smith and Reddy [ 1 9 7 1 ) ,  

S t e n z e l  and Feeney ( 1 9 6 8 ) ,  and W a l k e r ’ s ( 1 9 7 5 )  o b s e r v a t io n s  

t h a t  l a r g e  v o l u n t a r y  a s s o c i a t i o n s  t y p i c a l l y  have a h igh  

degree o f  h i e r a r c h i c a l  c o n t r o l  were no t  supp ort ed by the  

r e s u l t s .  However, th e  r e s u l t s  i n d i c a t e d  the B u r e a u c r a t i c
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Proc ess  model i s  d e s e rv in g  o f  f u r t h e r  i n v e s t i g a t i o n  to  

d e te rm in e  i t s  r e l a t i o n s h i p  w ith  h i e r a r c h i c a l  c o n t r o l .

F o r m a l i z a t i o n . L a r g e r  o r g a n i z a t i o n s  have a tendency to 

be more f o r m a l i z e d  (Sm ith and Reddy, 1 9 7 1 ) .  The f o l l o w i n g  

h y p o t h e s is  was de vel oped to t e s t  t h a t  c o n t e n t i o n :

2 . c )  H0 : V o l u n t a r y  o r g a n i z a t i o n  s i z e  i s  u n r e l a t e d  to
th e  deg ree  o f  f o r m a l i z a t i o n .

Ha : L a r g e r  v o l u n t a r y  a s s o c i a t i o n s  w i l l  be more
f o r m a l i z e d .

F o r m a l i t y  o f  th e o l i g a r c h y  was not  r e l a t e d  to o r g a n i z a ­

t i o n a l  s i z e .  The degre e of  f o r m a l i z a t i o n  in v o l u n t a r y  asso­

c i a t i o n s  was r e l a t e d  to  some f a c t o r  o th e r  than s i z e .  The 

c o n c lu s io n s  o f  Smith and Reddy (1 9 7 1 )  t h a t  l a r g e  asso­

c i a t i o n s  ar e more f o r m a l i z e d  was not  suppo rted .  Other f a c ­

t o r s  such as n a t i o n a l  a f f i l i t a t i o n , f u n c t i o n ,  e t c . ,  may 

be more p r e d i c t i v e  o f  the degree o f  f o r m a l i z a t i o n  in  a p a r ­

t i c u l a r  a s s o c i a t i o n .

Summary o f  Phase 
One R e s u lt s

R e s u l t s  o f  the  a n a l y s i s  o f  s t r u c t u r e ,  s i z e  and o r i e n t a t i o n  

r e l a t i o n s h i p s  i n d i c a t e d  the unique n a tu r e  o f  v o l u n t a r y  asso­

c i a t i o n s .  The s t r u c t u r a l  c h a r a c t e r i s t i c s ,  norms, and r e l a ­

t i o n s h i p s  found in  v o l u n t a r y  a s s o c i a t i o n s  were neb ulous.  No 

c u r r e n t  model a d e q u a te ly  p r e d i c t e d  the s t r u c t u r a l  p r o p e r t i e s  

o f  v o l u n t a r y  o r g a n i z a t i o n s .  Research is  needed in  or d e r  to  

under st an d  the  f a c t o r s  which i n f l u e n c e  the s t r u c t u r e  of
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v o l u n t a r y  gro ups .  F in d in g s  from t h i s  study i n d i c a t e d  t h a t  

n e i t h e r  o r i e n t a t i o n  nor s i z e  ar e r obu st  p r e d i c t o r s  of  s t r u c ­

t u r e .  V a r io u s  r e s u l t s  i n d i c a t e d  su pp ort  f o r  p o r t i o n s  of  

s e v e r a l  models.  The B u r e a u c r a t i c  Pr ocess ( L i p i s k y ,  1 9 8 1 ) ,  

th e  C o a l i t i o n  [W a lk e r ,  1 9 8 3 ) ,  and th e D i a l e c t i c a l  models 

( W h it e ,  1969)  seemed to  be more p r e d i c t i v e  of  the s t r u c t u r a l  

p r o p e r t i e s  p r e s e n t  in  the o r g a n i z a t i o n s  s t u d i e d .  Research  

i s  needed to c l a s s i f y  o r g a n i z a t i o n s  a cco rd in g  to those  

models and to d e te rm in e  i f  those models a c c u r a t e l y  p r e d i c t  

s t r u c t u r e .

F in d i n g s  from t h i s  study supported th e c o n t e n t i o n s  o f  

Pea rce  (1 9 7 8 )  and W alk er  (1 9 8 2 )  t h a t  s t r u c t u r e ,  as d e f in e d  

i n  the p r o f i t  s e c t o r ,  does not  e x i s t  in  v o l u n t a r y  asso­

c i a t i o n s .  In  f a c t ,  v o l u n t a r y  a s s o c i a t i o n s  may w e l l  f i t  the  

Garbage Can model  (March and O ls en ,  1 9 7 8 ) .  That  model s t a ­

t e s  t h a t  cho ic es  ( s t r u c t u r e s )  ar e l a r g e l y  de te rm in ed  by 

s i t u a t i o n s  i n  which d e c i s i o n  makers f i n d  the m se lv es .  Those 

c ho ic e s i t u a t i o n s  ar e  caused by proces ses  pr ec ee d in g c h o ic e .  

Those pr oce sse s i n c l u d e  the pre v io u s  o r g a n i z a t i o n a l  s t r u c ­

t u r e ,  degree o f  i n t e r a c t i o n  w it h  the e n v ir onm en t,  d e c i s i o n ­

making p r a c t i c e s ,  e t c .  S t r u c t u r e  in v o l u n t a r y  a s s o c i a t i o n s  

seems to be det er m in ed  by a random strea m o f  events over  

t i m e .  Con s e q u e n t ly ,  no m a t t e r  which model is  used,  the  

study o f  v o l u n t a r y  a s s o c i a t i o n s  w i l l  c o n t in u e  to be d i f ­

f i c u l t .

The r e s u l t s  o f  t h i s  phase o f  the study pr o v id e d
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v a l u a b l e  i n s i g h t  i n t o  the s t r u c t u r a l  p r o p e r t i e s  o f  v o l u n t a r y  

a s s o c i a t i o n s .  The i n f o r m a t i o n  was u n a v a i l a b l e  from o t h e r  

source s and proved h e l p f u l  in  i n t e r p r e t a t i o n  o f  the  r e l a ­

t i o n s h i p  between le a d e r  b e h a v i o r s ,  s i t u a t i o n a l  v a r i a b l e s ,  

and s a t i s f a c t i o n  w it h  work.  Those r e s u l t s  ar e dis cu ss ed  in  

th e  ne x t  s e c t i o n  o f  t h i s  c h a p t e r .

L e a d e rs h ip  in  V o l u n t a r y  A s s o c i a t i o n s  
D is c u s s io n  and I n t e r p r e t a t i o n

C ha pt er  V re p o r t e d  r e s u l t s  o f  the  a n a l y s i s  o f  d at a  

o b t a in e d  d u r in g  th e  second round o f  d a ta  c o l l e c t i o n .  The 

i n f o r m a t i o n  d e a l t  w it h  l e a d e r  b e h a v i o r s ,  s i t u a t i o n a l  

v a r i a b l e s ,  and s a t i s f a c t i o n  o f  v o l u n t e e r s .  Two d a ta  a n a l y ­

s i s  pro ce dur es  were used to u nde rs ta nd  th e  r e l a t i o n s h i p s  

p r e s e n t .

M aj or  o b j e c t i v e s  o f  t h i s  study r e l a t e d  to  u n d e r s ta n d in g  

l e a d e r s h i p  in  v o l u n t a r y  a s s o c i a t i o n s ,  i t s  r e l a t i o n s h i p  w it h  

v o l u n t e e r  s a t i s f a c t i o n  l e v e l s ,  and t e s t i n g  in  a un iqu e  

s e t t i n g  the e x p l a n a t o r y  powers of  the P a t h - G o a l  t h e o r y .  No 

p r e v io u s  s t u d i e s  had s p e c i f i c a l l y  examined th e e x i s t e n c e  of  

a r e l a t i o n s h i p  between l e a d e r  b e h a v io r s  and outcomes in  

v o l u n t a r y  a s s o c i a t i o n s .  The f i r s t  a n a l y s i s  pr oce dure  was 

e x p l a n t o r y  in  n a t u r e .  B a s i c a l l y ,  th e  o b j e c t i v e  was to d e t e r ­

mine i f  i n d i v i d u a l  l e a d e r s h i p  b e h a v io r s  were r e l a t e d  to 

v o l u n t e e r  s a t i s f a c t i o n  w it h  work.

Two hypothes es dev eloped from p r o p o s i t i o n s  r e l a t e d  to  

th e  P a t h - G o a l  t h e o r y  were a n a l y z e d .  These were:
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3 )  H0 : There i s  no r e l a t i o n s h i p  between in s t r u m e n ­
t a l  l e a d e r  b e h a v io r  and v o l u n t e e r  s a t i s f a c ­
t i o n  w i th  work when th e v o l u n t e e r  i s  
i n t r i n s i c a l l y  m o t iv a te d  to perf orm  
v o l u n t e e r  ta s k s .

Ha : There i s  a p o s i t i v e  r e l a t i o n s h i p  between
i n s t r u m e n t a l  l e a d e r  b e h a v io r  and v o l u n t e e r  
s a t i s f a c t i o n  w it h  work when the i s  i n t r i n ­
s i c a l l y  m o t iv a te d  to  per fo rm  v o l u n t e e r  
t a s k s .

4 )  H0 : C o n s i d e r a t e  or  s u p p o r t i v e  l e a d e r  b e h a v io rs
ar e  not  r e l a t e d  to  l e v e l  o f  v o l u n t e e r  
s a t i s f a c t i o n  i n  e x t r i n s i c a l l y  m ot iv a te d  
v o l u n t e e r s .  En v ir o n m e n ta l  and pe rs o n a l  
c h a r a c t e r i s t i c s  ar e  u n r e l a t e d  to s a t i s f a c ­
t i o n  w it h  s u p p o r t i v e  b e h a v io r s .

Ha : There i s  a p o s i t i v e  r e l a t i o n s h i p  between
s u p p o r t i v e  l e a d e r  b e h a v io r  and v o l u n t e e r  
s a t i s f a c t i o n  w it h  work i n  e x t r i n s i c a l l y  
m o t iv a t e d  v o l u n t e e r s .  En v ir o n m e n ta l  and 
p e r s o n a l  c h a r a c t e r i s t i c s  w i l l  moderate the  
r e l a t i o n s h i p  ac c o rd in g  to  the Pa th -G o a l  
t h e o r y .

The i n i t i a l  pro ce dure  pr o v id e d  the i n f o r m a t i o n  needed 

t o  examine th e imp ac t  o f  m o t i v a t i o n  typ e,  i n t r i n s i c  or 

e x t r i n s i c ,  on s a t i s f a c t i o n  w it h  v a r i o u s  le a d e r  b e h a v i o r s .  

The r e s u l t s  su pport ed the a l t e r n a t i v e  hypotheses but  i n d i ­

c at ed  the  r e l a t i o n s h i p s  were not  f u l l y  e x p la in e d  by the  

s t a t e d  hyp ot hes es .

D i s c r i m i n a n t  a n a l y s i s  methods were used to d e te rm in e  

which t a s k  and p e r s o n a l  v a r i a b l e s  in f l u e n c e d  the r e l a ­

t i o n s h i p  between le a d e r  b e h a v io rs  and s a t i s f a c t i o n  w it h  work 

uncovered d u r in g  th e i n i t i a l  a n a l y s i s .  R e s u lt s  i n d i c a t e d  

th e  P a t h - G o a l  th e o r y  p ro v id e d  a v i a b l e  approach to 

u n d e rs ta n d in g  l e a d e r s h i p  in  v o l u n t a r y  o r g a n i z a t i o n s .
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P a t h - G o a l  l o g i c  was u t i l i z e d  in  the l a s t  s e c t io n  o f  t h i s  

c h a p t e r  to dev el op  an u n d e rs ta nd in g of  the r e l a t i o n s h i p s  

between l e a d e r  b e h a v i o r s ,  t as k s t r u c t u r e ,  p e rso na l  c h a r a c ­

t e r i s t i c s ,  and s a t i s f a c t i o n  uncovered by d i s c r i m i n a n t  a n a l y ­

s i s .  The re m ai nd er  o f  t h i s  c h a p te r  focuses on

i n t e r p r e t a t i o n  of  r e s u l t s  from th e i n i t i a l  a n a l y s i s  and the  

d i s c r i m i n a n t  a n a l y s i s  p ro c e d u re .

I n t r i n s i c
M o t i v a t i o n

V o l u n t e e r s  who are  i n t r i n s i c a l l y  m ot iv a te d  have a 

b e l i e f  in  th e  o v e r a l l  goal s o f  th e o r g a n i z a t i o n  or  a commit­

ment to  h e lp  those i n d i v i d u a l s  who ar e served by the  asso­

c i a t i o n .  I n t r i n s i c a l l y ,  m o t iv a te d  v o l u n t e e r s  c i t e  f a c t o r s  

such as f u l l  u t i l i z a t i o n  o f  t h e i r  a b i l i t i e s ,  h e lp in g  a 

w o r t h w h i l e  cause ,  ac c o m p lis h in g  an im p o r ta n t  g o a l ,  and 

t a k i n g  p r i d e  in  what they do as reasons t h a t  othe rs  

v o l u n t e e r .  These f a c t o r s  ar e s i m i l a r  to those used to tap  

i n t r i n s i c  m o t i v a t i o n  in  f o r - p r o f i t  s e c t o r  re s e a rc h  (Dermer,  

1 9 7 5 ] .

The h y p o th e s is  o f  i n t e r e s t  in  t h i s  s i t u a t i o n  was:

3)  Ha : Ther e i s  a p o s i t i v e  r e l a t i o n s h i p  between
i n s t r u m e n t a l  l e a d e r  b e h a v io r  and v o l u n t e e r  
s a t i s f a c t i o n  w it h  work when the v o l u n t e e r  
i s  i n t r i n s i c a l l y  m o t iv at ed  to perfo rm  
v o l u n t e e r  ta s k s .

The i m p l i c a t i o n  o f  t h i s  hyp o th e s is  i s  in s t r u m e n t a l  l e a d e r  

b e h a v io r s  a r e  more s a t i s f y i n g  than s u p p o r t iv e  b eh av io rs to 

i n t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  r e g a r d l e s s  o f  task  or
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p e rs o n a l  c h a r a c t e r i s t i c s .  The o v e r r i d i n g  imp ort ance o f  the  

i n t r i n s i c  m o t i v a t i o n  le a d s  to val en ce  which approaches

u n i t y .  V o l u n t e e r  ex pec tan cy ( E l i )  a ls o  would approach the 

maximum, s in c e  i n t r i n s i c  rewards are s e l f - a d m i n i s t e r e d  and 

e f f o r t  would be t i e d  d i r e c t l y  to  th e  outcome.  T h e r e f o r e ,  

o n ly  those l e a d e r  b e h a v io r s  which ar e i n s t r u m e n t a l  in  the

a t t a i n m e n t  o f  f u t u r e  s a t i s f a c t i o n s ,  i n t r i n s i c  in  t h i s  

in s t a n c e ,  would be a source o f  s a t i s f a c t i o n  to  the

i n d i v i d u a l .

S u p p o r t iv e  or  c o n s i d e r a t e  l e a d e r  beh a v io rs  hypo­

t h e t i c a l l y  would no t  s er ve  any p a r t i c u l a r  purpose beyond

s a t i s f a c t i o n  o f  immed iate s o c i a l  needs not  f u l f i l l e d  through  

i n t e r a c t i o n  on the j o b .  Dependency upon l e a d e r  b e h a v io r  f o r  

such s a t i s f a c t i o n  i s  s i g n i f i c a n t l y  reduced to the e x t e n t  

t h a t  s a t i s f a c t i o n  i s  pr o v id e d  the i n d i v i d u a l  by the task  

i t s e l f  ( S z i l a g y i  and W a l la c e ,  1 9 8 3 ) .  E x t r i n s i c  f a c t o r s ,  by 

d e f i n i t i o n ,  would be o f  l e s s  concern to i n t r i n s i c a l l y  m o t i ­

vat ed v o l u n t e e r s .

The i n i t i a l  t e s t  o f  h y p o th e s is  th r e e  i n d i c a t e d  t h a t  one 

o f  t h r e e  i n s t r u m e n t a l  l e a d e r  b e h a v io rs  was r e l a t e d  to  s a t i s ­

f a c t i o n  l e v e l s  o f  v o l u n t e e r s ,  wheth er i n t r i n s i c a l l y  or  

e x t r i n s i c a l l y  m o t iv a te d  (see Tab le 2 6 ) .  Role c l a r i f i c a t i o n ,  

th e e x t e n t  which a l e a d e r  in fo rm s s u b o r d in a te s  about t h e i r  

d u t i e s  and r e s p o n s i b i l i t i e s -  and l e t s  i n d i v i d u a l s  know what  

i s  ex pe cte d of  them, was r e l a t e d  to  h ig h e r  l e v e l s  o f  s a t i s ­

f a c t i o n  w it h  work.  Role c l a r i f i c a t i o n  would be r e s p o n s ib le
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f o r  i n c r e a s i n g  i n s t r u m e n t a l i t y  by p r o v i d i n g  the  v o l u n t e e r  

w i t h  an id e a  o f  how t h e i r  r o l e  or t a s k  r e l a t e s  to the 

o v e r a l l  o b j e c t i v e  o f  the o r g a n i z a t i o n  as w e l l  as i n d i c a t i n g  

th e  im portan ce  o f  th e r o l e  in  o b t a i n i n g  the u l t i m a t e  goal  of  

th e  group .  The r e l a t i o n s h i p  between s a t i s f a c t i o n  w i t h  work 

and r o l e  c l a r i f i c a t i o n  would be p r e d i c t e d  f o r  i n t r i n s i c a l l y  

m o t iv a t e d  v o l u n t e e r s  bu t  no t  f o r  e x t r i n s i c a l l y  m o t iv a te d  

i n d i v i d u a l s .  The i m p l i c a t i o n s  o f  a r e l a t i o n s h i p  between 

r o l e  c l a r i f i c a t i o n  and s a t i s f a c t i o n  in  e x t r i n s i c s  ar e  

d isc uss ed in  th e  n ex t  s e c t i o n .

TABLE 26

LEADER BEHAVIORS AND THEIR RELATIONSHIP 
TO VOLUNTEER SATISFACTION WITH WORK

B eh av io r  S i g n i f i c a n c e  l e v e l

R ole  c l a r i f i c a t i o n  .0004
S p e c i f i c a t i o n  of  proced ure s  .3905
Work assignm ent .32 98
Supp ort  .0011

S p e c i f i c a t i o n  o f  p rocedures and work ass ignment were 

u n r e l a t e d  to s a t i s f a c t i o n  s co res .  N e i t h e r  b e h a v io r  served  

any i n s t r u m e n t a l  or  im mediate s a t i s f a c t i o n  f u n c t i o n  f o r  

e i t h e r  i n t r i n s i c a l l y  or e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s ,  

however ta s k  or  p e r s o n a l  c h a r a c t e r i s t i c s  no t  in c lu d e d  in  the  

i n i t i a l  a n a l y s i s  may have conce aled  p o t e n t i a l  r e l a t i o n s h i p s
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which e x i s t e d .

S u p p o r t i v e  l e a d e r  b e h a v io r s  d id  r e l a t e  to s u b o r d in a t e  

s a t i s f a c t i o n .  H ig h er  l e v e l s  o f  s u p p o r t i v e  b e h a v io rs  were 

r e l a t e d  to  h i g h e r  l e v e l s  o f  s a t i s f a c t i o n  w it h  work in  both  

i n t r i n s i c a l l y  and e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s .  The 

r e l a t i o n s h i p  was ex pe cte d  f o r  e x t r i n s i c a l l y  m o t iv a te d  vo lu n ­

t e e r s  due to s u p p o r t i v e  b e h a v io r s  s e r v i n g  as an imm ediate  

sour ce o f  s a t i s f a c t i o n  as w e l l  as i n c r e a s i n g  the i n t r i n s i c  

va lu e  o f  th e t a s k  ( Y u k l ,  1 9 8 1 ) .  The unexpec ted  r e l a t i o n s h i p  

i n d i c a t e d  t h a t  s u p p o r t i v e  b e h a v i o r  was r e l a t e d  to s a t i s f a c ­

t i o n  i n  i n t r i n s i c a l l y  m o t iv a t e d  v o l u n t e e r s .  The e x p l a n a t i o n  

f o r  t h i s  r e l a t i o n s h i p  may r e v o l v e  around th e reasons t h a t  

i n d i v i d u a l s  v o l u n t e e r .  Resea rch  i n d i c a t e s  t h a t  two work 

r e l a t e d  f a c t o r s  s e rv e  as s a t i s f i e r s  r e g a r d l e s s  of  m o t i v a t i o n  

to  v o l u n t e e r .  Those f a c t o r s ,  c o n te n t  and c o n t e x t ,  r e l a t e  to 

th e  a c t u a l  work perform ed and the work e n v ir on m en t,  re s p e c ­

t i v e l y  ( G i d r o n ,  1 9 8 3 ) .  S u p p o r t i v e  l e a d e r  b e h a v io rs  in c r e a s e  

s a t i s f a c t i o n  w i t h  c o n t e x t  f a c t o r s  by making the work p la c e  

more p l e a s i n g ,  re d u c in g  boredom, and i n c r e a s i n g  i n t e r a c t i o n .  

The r e s u l t s  i n d i c a t e  i n t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  look  

to  s u p p o r t i v e  l e a d e r  b e h a v i o r s  to i n c r e a s e  sources o f  imme­

d i a t e  s a t i s f a c t i o n  i f  th e  t a s k  does not p r o v id e  the  

a p p r o p r i a t e  c o n t e x t u a l  s a t i s f a c t i o n s .

The r e s u l t s  i n d i c a t e ,  even i n  i n t r i n s i c a l l y  m o t i v a t i n g  

s i t u a t i o n s ,  t h a t  s u p p o r t i v e  or p a r t i c i p a t i v e  be h a v io rs  may 

s er ve  the purpose o f  i n c r e a s i n g  s a t i s f a c t i o n  w it h  work i f
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o t h e r  f a c t o r s  do not  supp ly the a p p r o p r i a t e  s a t i s f a c t i o n s .  

The f i n d i n g s  sug gest  t h a t  a mi d- ra nge emphasis in  such 

l e a d e r  b e h a v io r  may be a p p r o p r i a t e .  Howel l  and Dorfman 

(1 9 8 1 )  o b ta in e d  s i m i l a r  r e s u l t s  in  a study o f  a community 

h o s p i t a l .  S u p p o r t i v e  b e h a v io r s  become i m p o r t a n t  i f  th e  goa l  

o f  th e  o r g a n i z a t i o n  (and i n d i v i d u a l )  i s  long term and 

p ro g re s s  toward the goal  i s  r e l a t i v e l y  slo w.  I n t r i n s i c a l l y  

m o t i v a t e d  v o l u n t e e r s  would then lo ok  to  l e a d e r  b e h a v io r s  

which supplement the  s a t i s f a c t i o n s  they r e c e i v e  from tas k  

p r o g r e s s .

E x t r i n s i c
M o t i v a t i o n

I n d i v i d u a l s  may a s s o c i a t e  w it h  v o l u n t e e r  o r g a n i z a t i o n s  

f o r  reason s o t h e r  than commitment to a cause,  g o a l ,  or  

d e r i v a t i o n  o f  a sense o f  acc om pli shm ent .  E x t r i n s i c a l l y  

m o t iv a t e d  v o l u n t e e r s  p a r t i c i p a t e  f o r  reasons such as oppor­

t u n i t i e s  to meet new p e o p le ,  s o c i a l  i n t e r a c t i o n ,  r e c o g n i ­

t i o n ,  s t a t u s ,  and g a i n i n g  an adva ntage  in  t h e i r  pai d  

employment ( S c h e i r e r ,  1 9 8 1 ) .  G ai n in g  those rew ar ds,  r a t h e r  

than i n t r i n s i c  f a c t o r s ,  become o f  paramount im portan ce  f o r  

thos e i n d i v i d u a l s .

H y p o th e s is  f o u r  b a s i c a l l y  was the complement o f  

H y p o th e s is  t h r e e .  In  a d d i t i o n ,  h yp o th es is  fo u r  added t h a t  

t a s k  and p e rs o n a l  v a r i a b l e s  would moderate the  r e l a t i o n s h i p  

between e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  and s a t i s f a c t i o n  

w i t h  s u p p o r t i v e  b e h a v i o r s .  The a l t e r n a t i v e  h y p o th e s is  o f  

i n t e r e s t  was:
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4 .  Ha : There i s  a p o s i t i v e  r e l a t i o n s h i p  between
c o n s i d e r a t e  le a d e r  b eh av io r  and v o l u n t e e r  
s a t i s f a c t i o n  in  e x t r i n s i c a l l y  m ot iv a te d  
v o l u n t e e r s .  E n vi ron m enta l  and p erso nal  
c h a r a c t e r i s t i c s  moderate the r e l a t i o n s h i p  
ac co rd in g  to th e P a th -G o a l  th e o r y .

I t  was hy po th e s iz e d  t h a t  e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  

would d e r i v e  s a t i s f a c t i o n  from l e a d e r  be h a v io rs  which pro ­

vi ded  immed iate sou rces o f  s a t i s f a c t i o n .  I n s t r u m e n t a l  beha­

v i o r s  would not  be as im p o r t a n t  s in c e  they p ro vi de d  f u t u r e  

s a t i s f a c t i o n  through  a t t a i n m e n t  o f  o r g a n i z a t i o n  g o a ls ,  goals  

to which the v o l u n t e e r  may not  be com mitted .  E x t r i n s i c a l l y  

m o t iv a te d  v o l u n t e e r s  would emphasize s o c i a l  i n t e r a c t i o n ,  

r e c o g n i t i o n  and exposure which might  le ad  to b e n e f i t s  in  

p a id  employment, and d e-em pha siz e i n t r i n s i c  rewards which 

might  be pr o v id e d  through  a t t a i n m e n t  of  o r g a n i z a t i o n a l  

g o a l s .  The focus o f  the i n d i v i d u a l  on e x t e r n a l  f a c t o r s  in  

the  o r g a n i z a t i o n  would a l l o w  ta s k  and p er so na l  c h a ra c ­

t e r i s t i c s  to i n f l u e n c e  the l e v e l  o f  s a t i s f a c t i o n  w it h  any 

p a r t i c u l a r  s t y l e  o f  l e a d e r  b e h a v i o r .  One would ex pec t  t h i s  

s i t u a t i o n  to  be s i m i l a r  to  a pa id  work en vi ro nm en t.

The r e s u l t s  i n d i c a t e d  t h a t  only  a p a r t  o f  the  hy pothe­

s i s  was c o r r e c t .  C o n s id e r a t io n  was r e l a t e d  to s a t i s f a c t i o n  

i n  e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s ,  however, one i n s t r u ­

me nt al  b e h a v io r ,  r o l e  c l a r i f i c a t i o n ,  a l so  was r e l a t e d  to 

s a t i s f a c t i o n  w it h  work.  The r e l a t i o n s h i p  between r o l e  

c l a r i f i c a t i o n  and s a t i s f a c t i o n  in  e x t r i n s i c a l l y  m o t iv at ed  

v o l u n t e e r s  was unexp ec te d ,  s i nc e such l e a d e r  be h a v io r  i s  not
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viewed as a source of  imme diate s a t i s f a c t i o n .  R a t h e r ,  i t  

would seem t h a t  r o l e  c l a r i f i c a t i o n  would be s i g n i f i c a n t  only  

i f  the v o l u n t e e r  wished to a c h ie v e  some outcome over which  

th e  l e a d e r  had c o n t r o l .

Close  e xa m in at io n  o f  the m o t i v a t i o n s  of  e x t r i n s i c a l l y  

m o t iv a te d  i n d i v i d u a l s  may p r o v id e  an e x p l a n a t i o n  f o r  the  

e x i s t e n c e  o f  th e r e l a t i o n s h i p s .  E x t r i n s i c  re w ar ds ,  o t h e r  

than s o c i a l  i n t e r a c t i o n ,  i n f l u e n c e  th e  b e h a v io r  o f  some 

v o l u n t e e r s .  C e r t a i n  i n d i v i d u a l s  v o l u n t e e r  in  o rd e r  to 

r e c e i v e  r e c o g n i t i o n  and rewards as an i n d i r e c t  r e s u l t  of  

v o l u n t e e r  a c t i v i t y .  Examples might  be the i n d i v i d u a l  who 

v o l u n t e e r s  i n  o r d e r  to  v i e  f o r  a " v o l u n t e e r  o f  the month"  

award which appea rs in  a l o c a l  newspaper or the i n d i v i d u a l  

in  charge o f  a fund d r i v e  who ge ts  the o p p o r t u n i t y  to meet 

many “ i m p o r t a n t "  persons in  th e community.  Lead er  be h a v io rs  

which s er ve  to c l a r i f y  the  pat h and remove f r u s t r a t i n g  

b a r r i e r s  to those goals  would be s a t i s f y i n g  to i n d i v i d u a l s  

in  those i n s t a n c e s .  Thus,  p a r t i c u l a r  i n s t r u m e n t a l  l e a d e r  

b e h a v io r s  may ser ve  as s a t i s f i e r s  to c e r t a i n  types  of  

e x t r i n s i c a l l y  m ot iv a te d  i n d i v i d u a l s  in  the o r g a n i z a t i o n s  

s t u d i e d .

S i t u a t i o n s  e x i s t  where peop le are  " v o l u n t e e r e d "  f o r  

o r g a n i z a t i o n s  by i m p l i c i t  or  e x p l i c i t  t h r e a t s  from t h e i r  

em plo ye r .  In s t r u m e n t a l  l e a d e r  b e h a v io rs  such as r o l e  c l a r i ­

f i c a t i o n  w i l l  i n f l u e n c e  s a t i s f a c t i o n  even in  those i n s t a n ­

ces .  L e a d e rs h ip  b e h a v io r  t h a t  i n v o l v e s  s t r e n g t h e n i n g  reward
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c o n t i n g e n c i e s  w i l l  have the g r e a t e s t  e f f e c t  on i n d i v i d u a l  

outcomes when the l e a d e r  has s u b s t a n t i a l  power over rewards  

(n o n - m o n e t a r y , e x t r i n s i c  i n  t h i s  s i t u a t i o n )  and the i n d i v i ­

duals  ar e  not  a l r e a d y  h i g h l y  m o t iv a te d  ( Y u k l ,  1 9 8 1 ) .

Im por ta nce  o f  Le a d e r Beh av io rs  
to  S a t i s f a c t i o n  w i t h  Work

No e m p i r i c a l  t e s t  o f  th e  r e l a t i o n s h i p  between l e a d e r  

b e h a v io r s  and v o l u n t e e r  s a t i s f a c t i o n  w i t h  work had been con­

ducted  p r i o r  to  t h i s  r e s e a r c h .  P r a c t i t i o n e r s  and t h e o r i s t s  

assumed t h a t  l e a d e r  b e h a v io r  was r e l a t e d  to v o l u n t e e r  s a t i s ­

f a c t i o n  C S c h e ir e r ,  1 9 8 1 ) .  C o n s id e r a t e  b e h a v i o r s ,  i n  p a r ­

t i c u l a r ,  were emphasized as more a p p r o p r i a t e  than  

i n s t r u m e n t a l  or t as k o r i e n t e d  le a d e r  b e h a v i o r s .  Th is  heavy 

emphasis on s u p p o r t i v e  b e h a v io r  seems to  stem from a depen­

dence on th e works o f  McGregor and o th e r s  in  the human r e l a ­

t i o n s  movement (LaC our ,  1 9 7 7 ) .  The v a l i d i t y  o f  such 

p r o f i t - o r i e n t e d  p r e s c r i p t i o n s  were nev er  t e s t e d  in  v o l u n t a r y  

a s s o c i a t i o n s .

A f i n a l  h y p o th e s is  was de vel oped  to d e te r m in e  whet her  

s u p p o r t i v e  or  i n s t r u m e n t a l  l e a d e r  b e h a v io r s  were emphasized  

by le a d e r s  o f  v o l u n t e e r s .  The h y p o th e s is  was:

5 ) .  H0 : There i s  no p a r t i c u l a r  s t y l e  o f  l e a d e r s h i p
emphasized by l e a d e r s  o f  v o l u n t e e r s .

Ha : S u p p o r t iv e  l e a d e r  b e h a v io r s  ar e engaged in
more f r e q u e n t l y  than  i n s t r u m e n t a l  b e h a v io rs  
by le a d e r s  o f  v o l u n t e e r s .

R e s u lt s  from t h i s  re s e a rc h  i n d i c a t e d  t h a t  le a d e r s  in  the
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sampled o r g a n i z a t i o n s  d i d  emphasize s u p p o r t i v e  l e a d e r  beha­

v i o r s  as opposed to  i n s t r u m e n t a l  b e h a v io r s .  The dependence  

on a p a r t i c u l a r  s t y l e  o f  l e a d e r s h i p  may be i n a p p r o p r i a t e  in  

many s i t u a t i o n s  ( F i e d l e r ,  1967;  Vroom and V e t t o n ,  1978;  

House and M i t c h e l l ,  1 9 7 4 ) .

Hypotheses t h r e e  and fo u r  were develop ed to t e s t  the  

s i t u a t i o n a l  conc ept  t h a t  d i f f e r e n t  l e a d e r  b e h a v io r s  were 

r e l a t e d  to  s a t i s f a c t i o n  w it h  work in  d i f f e r e n t  s i t u a t i o n s .  

The s i t u a t i o n a l  fu n c t i o n  t e s t e d  i n i t i a l l y  was t h a t  of  

v o l u n t e e r  m o t i v a t i o n  t y p e ;  i n t r i n s i c  or  e x t r i n s i c .  I t  was 

p r e d i c t e d  t h a t  c o n s i d e r a t i o n  or  s u p p o r t i v e  b e h a v io r  was most 

a p p r o p r i a t e  f o r  e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s  w h i le  

i n s t r u m e n t a l  b e h a v io r s  would be most s i g n i f i c a n t  to  i n t r i n -  

s i c s .  R e s u l t s  i n d i c a t e d  the r e l a t i o n s h i p s  were not  t h a t  

s i m p le ,  however,  l e a d e r s h i p  b e h a v io rs  d e f i n i t e l y  were 

r e l a t e d  to  s a t i s f a c t i o n  w it h  work f o r  v o l u n t e e r s .

The i n i t i a l  a n a l y s i s  i n d i c a t e d  a st ro n g  t h i r d  degre e  

i n t e r a c t i o n  e f f e c t  between s a t i s f a c t i o n  and a l l  t h r e e  

i n s t r u m e n t a l  l e a d e r  b e h a v io rs  f o r  d i f f e r e n t  ty pe s o f  m o t iv a ­

t i o n .  I n s t r u m e n t a l  l e a d e r  b e h a v io rs  in  com bin at io n  had a 

l a r g e r  e f f e c t  on s a t i s f a c t i o n  l e v e l s  o f  e x t r i n s i c a l l y  m o t i ­

va ted v o l u n t e e r s .  M o t i v a t i o n  type becomes a modera tor  or  

su ppr es so r o f  th e e f f e c t  o f  le a d e r  b e h a v io r  on s a t i s f a c t i o n .  

I n t r i n s i c a l l y  m o ti v a te d  v o l u n t e e r s  had high l e v e l s  o f  s a t i s ­

f a c t i o n  even in  s i t u a t i o n s  where th e l e a d e r  e x h i b i t e d  only  

low l e v e l s  o f  each b e h a v i o r .  Highe r l e v e l s  o f  i n s t r u m e n t a l
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b e h a v io r  were r e l a t e d  to in c re a s e d  s a t i s f a c t i o n ,  but  not  to 

th e  degre e p r e s e n t  in  e x t r i n s i c a l l y  m ot iv a te d  v o l u n t e e r s .  

The commitment o f  the v o l u n t e e r  to o r g a n i z a t i o n a l  goa ls and 

th e  r e s u l t i n g  i n t r i n s i c  m o t i v a t i o n  r e s u l t s  in  h ig h e r  l e v e l s  

o f  s a t i s f a c t i o n  r e g a r d l e s s  o f  s i t u a t i o n a l  v a r i a t i o n s .

E x t r i n s i c a l l y  m o ti v a te d  i n d i v i d u a l s  re p o r t e d  h ig h e r  

l e v e l s  o f  s a t i s f a c t i o n  than i n t r i n s i c s  when the l e a d e r  was 

ve ry  a c t i v e  and emphasized r o l e  c l a r i f i c a t i o n ,  s p e c i f i c a t i o n  

o f  p ro c e d u re s ,  and work as s ig nm en t.  The i n s t r u m e n t a l  beha­

v i o r s  were s a t i s f y i n g  because th ey  le a d  to f u t u r e  s a t i s f a c ­

t i o n s ;  i . e .  le s s  t im e spent  in  the  o r g a n i z a t i o n ,  r e c o g n i t i o n  

f o r  work, r e d u c t i o n  of  r o l e  c o n f l i c t  and a m b ig u it y ,  and low 

l e v e l s  o f  p e r s o n a l  commitment and in v o lv e m e n t .  F i g u r e  2 

shows th e i n t e r a c t i o n  e f f e c t  between m o t i v a t i o n ,  in st ru m en ­

t a l  l e a d e r  b e h a v i o r s ,  and s a t i s f a c t i o n  w i t h  work.

The r e s u l t s  of  t h i s  re s e a rc h  c o n t r i b u t e  to the  

u n d e rs ta n d in g  o f  th e  impa ct  of  l e a d e r  b e h a v io rs  on s a t i s f a c ­

t i o n  o f  v o l u n t e e r s .  Th is i n i t i a l  e m p i r i c a l  study i n d i c a t e d  

l e a d e r  b e h a v i o r  i s  i m p o r t a n t ;  in  f a c t ,  i n s t r u m e n t a l  l e a d e r  

b e h a v io r  may be c r i t i c a l  when d e a l i n g  w it h  i n d i v i d u a l s  who 

v o l u n t e e r  f o r  reason s o t h e r  than commitment to o r g a n i z a ­

t i o n a l  pu rp ose s.  In  a d d i t i o n ,  i n s t r u m e n t a l  l e a d e r  beha­

v i o r s  ar e  s i g n i f i c a n t l y  r e l a t e d  to s a t i s f a c t i o n  and 

t h e r e f o r e ,  should no t  be avoide d by le a d e r s  o f  v o l u n t e e r s .
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INSTRU“ ENTAL LEADER BEHAVIOR 
AND MOTIVATION INTERACTION 

EFFECT ON SATISFACTION
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3 The s a t i s f a c t i o n  w i t h  work s c a le  c o n s is t s  o f  th e summation 
o f  the ni n e  i t em s i n d i c a t i n g  i n t r i n s i c  s a t i s f a c t i o n  w ith  
work and the i t em s from th e  JDI  s a t i s f a c t i o n  w it h  work 
s c a l e .

V o l u n t a r y  a s s o c i a t i o n s  should deve lop t r a i n i n g  programs in  

which le a d e r s  are  t r a i n e d  in  the u t i l i z a t i o n  of  s p e c i f i c  

i n s t r u m e n t a l  b e h a v io r s  when d e a l i n g  w it h  v o l u n t e e r s .  

I n t r i n s i c a l l y  and e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s ’ s a t i s ­

f a c t i o n  l e v e l s  ar e p o s i t i v e l y  a f f e c t e d  by both i n s t r u m e n t a l  

and s u p p o r t i v e  l e a d e r  b e h a v i o r s .  The f i n d i n g s  run co un te r  

t o  t r a d i t i o n a l  p r e s c r i p t i o n s  on l e a d in g  v o l u n t e e r s  which 

suggest  t h a t  s u p p o r t i v e  b e h a v io rs  are o f  paramount impo r­
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t an ce  to v o l u n t e e r  s a t i s f a c t i o n  w it h  work.  V o l u n t a r y  asso ­

c i a t i o n s  which emphasize s u p p o r t iv e  l e a d e r  b e h a v io r s  would 

appear to  be mis sin g an o p p o r t u n i t y  to  have h i g h e r  l e v e l s  o f  

s a t i s f a c t i o n  by enco urag in g l e a d e r s  to e x h i b i t  i n s t r u m e n t a l  

b e h a v io rs  as w e l l .

Leade r Be h a v io rs  and S i t u a t i o n a l  
V a r i a b l e s  R e la t e d  to  V o l u n t e e r  
S a t i s f a c t i o n

One o f  th e major  c o n t r i b u t i o n s  o f  Path Goal  Theory to  

the  study o f  l e a d e r s h i p  i s  the i n c l u s i o n  o f  a v a r i e t y  o f  

s i t u a t i o n a l  v a r i a b l e s .  An o b j e c t i v e  o f  t h i s  r e s e a r c h  was to 

t e s t  the Pa th  Goal  theo ry  in  v o l u n t a r y  o r g a n i z a t i o n  s e t t i n g s  

to  d e te rm in e  i f  the r e s u l t s  were s i m i l a r  to  t e s t s  in  the  

f o r - p r o f i t  s e c t o r .  The i n i t i a l  d at a a n a l y s i s  p ro ced ure  

in c lu d e d  on ly  one s i t u a t i o n a l  v a r i a b l e  and t h e r e f o r e  d id  no t  

meet the s t a t e d  o b j e c t i v e .  In  a d d i t i o n ,  th e r e s u l t s  o f  th e  

pro ced ure i n d i c a t e d  t h a t  r e l a t i o n s h i p s  between s a t i s f a c t i o n  

and l e a d e r  b e h a v io r s  i n  v o l u n t a r y  a s s o c i a t i o n s  were more 

complex than  f i r s t  th o u g h t .  A m u l t i v a r i a t e  te c h n iq u e  which  

co uld  han dl e th e number of  v a r i a b l e s  i n c lu d e d  in  the Path  

Goal  model  and one which cou ld s i m p l i f y  th e complex i n t e r a c ­

t i o n s  was used f o r  f u r t h e r  a n a l y s i s .  The f o l l o w i n g  s e c t i o n s  

d is cu ss es  the r e s u l t s  and i m p l i c a t i o n s  o f  the d i s c r i m i n a n t  

a n a l y s i s  pro ce du re  u t i l i z e d .

F i g u r e  3 shows the s i g n i f i c a n t  d i s c r i m i n a t o r s  between  

s a t i s f i e d ,  m o d er at el y s a t i s f i e d ,  and ve ry  s a t i s f i e d  vo lu n ­

t e e r s .  The model in c lu d e s  two i n s t r u m e n t a l  l e a d e r  behav-
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FIGU R E 3

PROFILE OF SATISFIED,  MODERATELY SATISFIED  
AND VERY SATISFIED VOLUNTEERS ON THE BASIS 

OF FIVE CHARACTERISTICS

Role C l a r i f i c a t i o n

Work Ass ignment

35

Autonomy

F r i e n d s h i p
O p p o r t u n i t i e s

Legend: S a t i s f i e d ..................... : M o d e ra te ly  S a t i s f i e d --------------------:
Very S a t i s f i e d — --  :

DISCRIMINANT FUNCTIONS

Group C on st an t RC WA Autonomy FO LC

Very S a t i s - 6 3 . 2 5 + .61 + .51 + 1 .1 2 1 8 + .72 + 2 .5 1

Mod S a t i s . - 5 5 . 6 8 + .50 + .57 + 1 .2 2 3 + .62 + 2 .3 1

S a t i s f i e d - 5 6 . 9 4 + .46 + .5 9 + 1 .0 1 7 + .47 + 2 .6 8

RC -  r o l e  c l a r i f i c a t i o n  WA -  work assignment
FO -  f r i e n d s h i p

o p p o r t u n i t i e s  LC -  Locus o f  c o n t r o l
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i o r s ,  two t a s k  b e h a v i o r s ,  and one p e rs o n a l  c h a r a c t e r i s t i c .  

S i g n i f i c a n t  i n  i t s  absence i s  s u p p o r t i v e  l e a d e r  b e h a v io r .  

T h is  w i l l  be d is cu ss ed  a t  a l a t e r  p o i n t .  The v a r i a b l e s  

i n c l u d e d  in  th e  model ar e  examined s e p a r a t e l y  and the i m p l i ­

c a t i o n s  o f  th e  o v e r a l l  model a re  di scu sse d in the f o l l o w i n g  

s e c t i o n .

R ole  c l a r i f i c a t i o n . Role c l a r i f i c a t i o n  as measured in  

t h i s  r e s e a r c h  i s  d e f i n e d  as " c l a r i f y i n g  management expec­

t a t i o n s  o f  v o l u n t e e r s  in  t h e i r  w o r k ."  The b e h a v io r  r e l a t e s  

t o  p r o v i d i n g  g oal s and s t a t i n g  perfor man ce and q u a l i t y  

l e v e l s  e x p e c te d .  The s t a n d a r d i z e d  d i s c r i m i n a n t  c o e f f i c i e n t  

w e ig h t  i n d i c a t e d  t h i s  b e h a v io r  was one o f  the more im p o r ta n t  

v a r i a b l e s  d e t e r m i n i n g  th e l e v e l  o f  s a t i s f a c t i o n  w it h  work.  

The i n c l u s i o n  o f  t h i s  v a r i a b l e  in  the f i n a l  model  i n d i c a t e d  

t h a t ,  r e g a r d l e s s  o f  p e r s o n a l  or  ta sk  c o n s i d e r a t i o n s ,  r o l e  

c l a r i f i c a t i o n  was r e l a t e d  to s a t i s f a c t i o n  w it h  work.

Y ukl  ( 1 9 8 1 )  proposes t h a t  r o l e  c l a r i f i c a t i o n  i s  most 

e s s e n t i a l  in  th e f o l l o w i n g  s i t u a t i o n s :

When s u b o r d in a t e s  l a c k  e x p e r ie n c e  and don’ t  know what 
t o  do or  how to do i t .

When the  work i s  complex and u n s t r u c t u r e d ,  and 
s u b o r d i n a t e s  r e l y  on the le a d e r  f o r  guidance about  
o b j e c t i v e s ,  p r o c e d u r e s ,  and p r i o r i t i e s .

When th e o r g a n i z a t i o n  has e l a b o r a t e  r u l e s  and 
r e g u l a t i o n s ,  and s u b o rd in a te s  ar e not  f a m i l i a r  w ith  
them.

When th e u n i t  r e c e i v e s  many s h o r t  tasks  or  p r o j e c t s  to 
p e rf o rm ,  and the l e a d e r  must f r e q u e n t l y  g i v e  new 
a ssi gnme nts to s u b o r d i n a t e s .
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When changes in  th e n a t u r e  o f  the work or the  
o r g a n i z a t i o n  o f  a c t i v i t i e s  r e q u i r e  a r e d e f i n i t i o n  o f  
s u b o r d in a te  work r o l e s .

R e s u l t s  from th e study o f  v o l u n t a r y  o r g a n i z a t i o n  

c h a r a c t e r i s t i c s  i n d i c a t e d  the envi ron men t o f  v o l u n t a r y  asso­

c i a t i o n s  c l o s e l y  match those c r i t e r i a  a p p r o p r i a t e  f o r  r o l e  

c l a r i f i c a t i o n .  V o l u n t e e r  work i s  u n s t r u c t u r e d ,  r e l a t i v e l y  

s h o r t  te rm , and v a r i e s  a g r e a t  deal  w i t h i n  the o r g a n i z a t i o n .  

In  a d d i t i o n ,  v o l u n t e e r s  u s u a l l y  work f o r  the a s s o c i a t i o n  

on ly  one to t h r e e  ye ars  a t  most and may ne ve r f u l l y  

unde rs ta nd or become f a m i l i a r  w it h  the o b j e c t i v e s ,  and 

p r i o r i t i e s  o f  th e group.  S t r u c t u r a l  and t a s k  c h a r a c ­

t e r i s t i c s  c r e a t e  th e need f o r  r o l e  c l a r i f i c a t i o n  in  v o lu n ­

t a r y  a s s o c i a t i o n s .

Work as si g n m e n t . Work assignment i s  the degree to 

which l e a d e r s  “ as sig n v o l u n t e e r s  to s p e c i f i c  t a s k s . "  

R e s u l t s  i n d i c a t e d  t h a t  work assignment c o n t r i b u t e d  p o s i t i ­

v e ly  to  s a t i s f a c t i o n  but  on ly when lower l e v e l s  o f  the work 

assi gnment were engaged in  by th e l e a d e r .  T h is  i n d i c a t e d  

t h a t  a t h r e s h o l d  o f  work assignment was n e c e s s a ry .  Anyt hin g  

below or above t h a t  l e v e l  would r e s u l t  in  lo w er  l e v e l s  o f  

s a t i s f a c t i o n .  V o lu n t e e r s  p r e f e r  a l e a d e r  who does as s ig n  

them t o  p a r t i c u l a r  ta s k s  but  does not  emphasize ta s k  a s s i g n ­

ment beyond some th r e s h o l d  l e v e l .  Th is  most l i k e l y  r e s u l t s  

f rom th e s h o r t  t ime p e r io d s  which most v o l u n t e e r s  spend in  

the o r g a n i z a t i o n .  They do not  wish to waste t im e w a i t i n g
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f o r  an assignment but do not  want the le a d e r s  to be too spe­

c i f i c  about  the  ass ignment [See the s p e c i f i c a t i o n  o f  p ro ce ­

dures d i s c u s s i o n ) .

S p e c i f i c a t i o n  o f  p r o c e d u r e s . S p e c i f i c a t i o n  o f  pr oce­

dures i s  d e f i n e d  as " e n f o r c i n g  r u l e s ,  d ev e lo p in g  p ro ce d u res,  

or work methods" (H o w e l l  and Dorfman,  1 9 8 1 ) .  Those beha­

v i o r s  d id  no t  p r o v id e  any d i s c r i m i n a n t  power in  d e te r m in in g  

s a t i s f a c t i o n  l e v e l s .  The n o n - e x i s t e n c e  o f  jo b c o d i f i c a t i o n  

i n  i n s t r u m e n t a l  v o l u n t a r y  a s s o c i a t i o n s  uncovered and 

discu sse d d u r in g  th e Phase I  a n a l y s i s  would le ad  one to  

e xp ec t  t h a t  s p e c i f i c a t i o n  o f  p ro ced ure s would be d i f f i c u l t  

f o r  th e l e a d e r .  The n a t u r e  o f  th e  work done by v o l u n t e e r s ,  

i . e .  s m a l l ,  low s k i l l  l e v e l ,  h ig h  s o c i a l  i n t e r a c t i o n  ta s k s ,  

re n d e rs  s p e c i f i c a t i o n  o f  proce dur es  unne ce ss ar y.  Lea ders  

may engage in  s p e c i f i c a t i o n  of  p roc edu res  but  such be h a v io rs  

a re  ig n o re d  by th e v o l u n t e e r s  who deve lop t h e i r  own p ro ce ­

dures and work r u l e s .  S p e c i f i c a t i o n  o f  p ro ced u re s,  t h e r e ­

f o r e ,  is  i n s i g n i f i c a n t  in  the o v e r a l l  model and not  

i n c l u d e d .

S u p p o r t . S u p p o r t iv e  b e h a v io r  i s  th e amount o f  warmth,  

t r u s t ,  and concern shown by the le a d e r  f o r  s u b o r d in a t e s .  

B eh av io rs which c r e a t e  t h a t  atmosphere would in c l u d e  making 

th e  jo b p l e a s a n t ,  being t h o u g h t f u l  and c o n s i d e r a t e ,  doing 

p e r s o n a l  f a v o r s ,  d e v e lo p in g  a f r i e n d l y  workin g r e l a t i o n s h i p ,  

and bei ng  p o l i t e .  Such b e h a v io rs  le ad  to r e d u c t io n  o f  b or e­
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dom in  r o u t i n e  t a s k s ,  making a bad jo b  t o l e r a b l e ,  i n c r e a s i n g  

s e l f - c o n f i d e n c e ,  and re d u c in g  a n x i e t y .  Those outcomes 

r e s u l t  in  more i n t r i n s i c a l l y  s a t i s f y i n g  jo bs and in cr ea se d  

e f f o r t  to  per fo rm an ce exp ec ta ncy ( Y u k l ,  1981:  1 5 0 ) .

S u p p o r t i v e  b e h a v io r s  were not s i g n i f i c a n t  d i s c r i m ­

i n a t o r s  between th e  l e v e l s  o f  s a t i s f a c t i o n  w it h  work when 

t a s k  and p e r s o n a l  c h a r a c t e r i s t i c s  were i n c l u d e d .  R e s u lt s  

f rom th e  i n i t i a l  a n a l y s i s  i n d i c a t e d  a s i g n i f i c a n t  main 

e f f e c t  o f  s u p p o r t i v e  b e h a v i o r  on s a t i s f a c t i o n  w it h  work,  

however,  the a n a l y s i s  d id  not  i n c l u d e  any s i t u a t i o n a l  or  

p e r s o n a l  c h a r a c t e r i s t i c s .  The main e f f e c t  between supp or t  

and s a t i s f a c t i o n  seems to have been i n f l u e n c e d  by task  

s t r u c t u r e  and p e r s o n a l  c h a r a c t e r i s t i c s  in c lu d e d  in the  

d i s c r i m i n a n t  a n a l y s i s .  The absence o f  s u p p o r t i v e  b e h a v io rs  

i n  th e f i n a l  model i n d i c a t e s  t h a t  one o f  th e  s i t u a t i o n a l  

v a r i a b l e s  serve d as a s u b s t i t u t e  f o r  c o n s i d e r a t e  b e h a v i o r .

Y ukl  (1 9 8 1 )  su ggest s t h a t  s u p p o r t i v e  or  c o n s i d e r a t e  

l e a d e r  b e h a v io r  i s  e s s e n t i a l  and w i l l  c o n t r i b u t e  to l e a d e r  

e f f e c t i v e n e s s  o n ly  in  th e f o l l o w i n g  i n s t a n c e s :

When the work i s  b o ri n g  and t e d i o u s .

When s u b o r d in a t e s  l a c k  s e l f - c o n f i d e n c e ,  f e e l  i n s e c u r e ,  
and depend on th e  l e a d e r  f o r  su p p o rt  and 
enc ou ra gem ent.

When s u b o r d in a t e s  have s t ro n g  a f f i l i a t i o n  needs and 
ar e  concerned about acc ep ta nce  by th e l e a d e r .

When the l e a d e r  works in  c lo s e  p r o x i m i t y  to  
s u b o r d in a t e s  a n d / o r  must i n t e r a c t  f r e q u e n t l y  w ith  
them due to the  n a t u r e  o f  th e t a s k .
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When s u b o r d in a te s  have s u b s t a n t i a l  co unter power  over  
th e l e a d e r  and ar e a b le  to d e te rm in e  whet her h e (s h e )  
r e t a i n s  the l e a d e r s h i p  p o s i t i o n .

The r e s u l t s  from the f i r s t  phase o f  t h i s  re s e a r c h  i n d i ­

ca te d t h a t  those s i t u a t i o n s  mentioned a re  unusual  in  v o lu n ­

t a r y  a s s o c i a t i o n s .  Most v o l u n t e e r s  p erfor m  ta s k s  f o r  only a 

few hours per  week,  t h e r e f o r e ,  boredom does not become a 

maj or co n ce rn .  The e x is t e n c e  o f  o l i g a r c h i c a l  c o n t r o l  in  

v o l u n t a r y  a s s o c i a t i o n s  reduces the  power of  rank and f i l e  

v o l u n t e e r s  ove r l e a d e r s ,  and the l a r g e  amount o f  i n t e r a c t i o n  

between v o l u n t e e r s  reduces the need f o r  i n t e r a c t i o n  w it h  the  

l e a d e r .  F i n a l l y ,  v o l u n t e e r s  ar e u s u a l l y  assi gned tas ks  w e l l  

w i t h i n  t h e i r  s k i l l  l e v e l s  e l i m i n a t i n g  s e l f - c o n f i d e n c e  and 

i n s e c u r i t y  pro b le ms .  The s t r u c t u r e  o f  v o l u n t a r y  asso­

c i a t i o n s  and th e  t a s k  c h a r a c t e r i s t i c s  r e n d e r  s u p p o r t i v e  

b e h a v i o r  i n e f f e c t i v e  i n  d i s c r i m i n a t i n g  between l e v e l s  o f  

v o l u n t e e r  s a t i s f a c t i o n .  An u n d e rs ta n d in g  o f  th e s t r u c t u r e  

o f  v o l u n t a r y  a s s o c i a t i o n s  p r o v id e s  the i n f o r m a t i o n  needed to  

d e te rm in e  th e reasons f o r  s u p p o r t i v e  b e h a v io r s  being  

ex clu ded  from th e model.

Autonomy. The t as k c h a r a c t e r i s t i c  o f  autonomy i s  

d e f i n e d  as freedom to  do the work,  as w e l l  as d i s c r e t i o n  in  

s c h e d u l i n g ,  d e c i s i o n - m a k i n g ,  and means o f  ac c o m p lis h in g  the  

jo b  (S im s,  S z i l a g y i , and K e l l e r ;  1 9 7 6 ) .  The f i n a l  d i s c r i ­

mina nt  model i n d i c a t e d  t h a t  autonomy was the most s i g n i f i ­

c an t  d i s c r i m i n a t o r  of  s a t i s f a c t i o n  w i t h  work.  V o l u n t e e r s
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were more s a t i s f i e d  when they p e rc e iv e d  t h e i r  p o s i t i o n  to  

have h i g h e r  l e v e l s  o f  autonomy.  The r e s u l t s  i n d i c a t e  t h a t  

autonomy se rv es  as a n e u t r a l i z e r  f o r  s p e c i f i c a t i o n  o f  p ro ce ­

dures .

The o v e r a l l  im po rtan ce  o f  autonomy to v o l u n t e e r s  

e x p l a i n s  the absence o f  s p e c i f i c a t i o n  of  proce dur es in  the  

f i n a l  model .  Lead ers  who s p e c i f i e d  proce dur es f o r  task  

accom plish men t would,  by d e f i n i t i o n ,  reduce or e l i m i n a t e  

autonomy. Ro le c l a r i f i c a t i o n ,  on the  o th e r  hand,  p ro vi d es  

the  v o l u n t e e r  w i t h  i n f o r m a t i o n  con cer ning  per formance l e v e l s  

and how t h e i r  t a s k  f i t s  in  th e  o v e r a l l  pro ce ss.  Autonomy is  

not a f f e c t e d  by th e  degree o f  r o l e  c l a r i f i c a t i o n .

I t  i s  i n t e r e s t i n g  to  note  the la c k  o f  h e i r a r c h i c a l  

c o n t r o l  and jo b  c o d i f i c a t i o n  found in v o l u n t a r y  a s s o c i a t i o n s  

d u ri n g  th e f i r s t  phase o f  t h i s  r e s e a r c h .  The d is cu ss io n  of  

the r e s u l t s  i n d i c a t e d  t h a t  v o l u n t a r y  a s s o c i a t i o n s  may f o l l o w  

a B u r e a u c r a t i c  Pr ocess model of  o r g a n i z a t i o n .  V o lu n te e rs  

would always have hig h  l e v e l s  o f  autonomy in  those types of  

o r g a n i z a t i o n s .  P erhap s,  v o l u n t a r y  a s s o c i a t i o n s  have adapted  

the m se lv es  to the needs o f  the  v o l u n t e e r s ,  a t  l e a s t  in  the  

a re a  o f  autonomy. Th is  would e x p l a i n  the wide d iv er g en ce  of  

o p in io n  between t r a d i t i o n a l  v o l u n t a r y  a s s o c i a t i o n  s t r u c t u r e  

s c h o l a r s  and c u r r e n t  t h e o r i s t s .

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



www.manaraa.com

2 1 2

F r i e n d s h i p  o p p o r t u n i t i e s . This  c h a r a c t e r i s t i c  is  the  

degre e to which a job  a l lo w s  i n d i v i d u a l s  to  t a l k  to one 

a n o th e r on th e job  and to e s t a b l i s h  i n f o r m a l  r e l a t i o n s h i p s  

w i t h  o t h e r s  a t  work (Sims ,  S z i l a g y i ,  and K e l l e r ;  1 9 7 6 ) .  

House and M i t c h e l l  ( 1 9 7 4 )  suggest  t h a t  s u p p o r t i v e  or con­

s i d e r a t e  l e a d e r  b e h a v io r s  ar e a p p r o p r i a t e  when ta s k s  are  

d i s s a t i s f y i n g ,  f r u s t r a t i n g ,  or  s t r e s s f u l .  House ( 1 9 7 1 )  

i m p l i e s  t h a t  f a c t o r s  such as i n t e r a c t i o n  w i t h  c o- w or ke rs  and 

f r i e n d s h i p  o p p o r t u n i t i e s  may re n d er  s u p p o r t i v e  l e a d e r  beha­

v i o r s  unne ces sar y even when the ta s k s  a re  d i s s a t i s f y i n g ,  

f r u s t r a t i n g ,  and s t r e s s f u l .  R e s u l t s  from t h i s  study i n d i ­

ca te d t h a t  v o l u n t e e r s  viewed t h e i r  ta s k s  as s a t i s f y i n g  and 

n o n - s t r e s s f u l . In  a d d i t i o n ,  the im por ta nce  o f  f r i e n d s h i p  

o p p o r t u n i t i e s  as a d i s c r i m i n a t o r  i n d i c a t e d  t h a t  i t  n e u t r a ­

l i z e d  the  need f o r  s u p p o r t i v e  b e h a v i o r s .

Locus o f  c o n t r o l . The v a r i a b l e  locu s o f  c o n t r o l  i s  the  

e x t e n t  to  which i n d i v i d u a l s  b e l i e v e  they c o n t r o l  t h e i r  l i v e s  

th ro ugh t h e i r  own a c t i o n s  ( i n t e r n a l )  or  ar e  c o n t r o l l e d  by 

ev en ts  over which they have no i n f l u e n c e  ( e x t e r n a l s ) .  

Research ( D e s s l e r ,  1974)  i n d i c a t e s  i n t e r n a l s  a re  more 

s a t i s f i e d  w i t h  p a r t i c i p a t i v e  l e a d e r  b e h a v io rs  and e x t e r n a l s  

a r e  most s a t i s f i e d  w i t h  i n s t r u m e n t a l  b e h a v i o r s .

I n d i v i d u a l s  in  t h i s  sample re p o r t e d  lo w er  l e v e l s  of  

s a t i s f a c t i o n  w it h  work i f  they scored on the upper or  lower  

end o f  the i n t e r n a l / e x t e r n a l  s c a l e .  V o lu n t e e r s  who scored  

in  th e m id - ra nge  on the  lo cu s o f  c o n t r o l  measure were
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g e n e r a l l y  more s a t i s f i e d  w i th  v o l u n t e e r  work.

Ten et s  o f  the P a t h - G o a l  th e o r y  would suggest  t h a t  

i n t e r n a l s  would no t  be s a t i s f i e d  w i t h  l e a d e r  b e h a v io r s  which  

do not  a l l o w  them to  be in v o l v e d  in  c o n t r o l l i n g  t h e i r  

a c t i o n s .  Thus, i n s t r u m e n t a l  b e h a v io rs  adopted u n i l a t e r a l l y  

by the l e a d e r  would not  be as s a t i s f y i n g  as th e same a c t i o n s  

when th e  i n d i v i d u a l  was a l lo w ed  to p a r t i c i p a t e  i n  the d e c i ­

s i o n .  Only p a r t i c i p a t i v e  b e h a v io r  a l l o w s  such in v o l v e m e n t .  

Since p a r t i c i p a t i v e  b e h a v io r s  were not  in c lu d e d  in t h i s  

s tu d y ,  one would ex pec t  a lo w er  l e v e l  of  s a t i s f a c t i o n  f o r  

i n t e r n a l s  who were s u b je c te d  to  i n s t r u m e n t a l  b e h a v io r s .

E x t e r n a l s  are  more s a t i s f i e d  w i t h  i n s t r u m e n t a l  l e a d e r  

b e h a v io r s  ac co rd in g  to  M i t c h e l l  ( 1 9 7 3 ) .  On the  s u r f a c e ,  i t  

appea rs th e  r e s u l t s  do no t  su ppor t  h is  f i n d i n g s .  E x t e r n a l s  

had lo w er  l e v e l s  o f  s a t i s f a c t i o n  in  a model t h a t  i n c lu d e d  

two o f  t h r e e  i n s t r u m e n t a l  l e a d e r  b e h a v io r s .  Durand and Nord 

( 1 9 7 6 )  found t h a t  e x t e r n a l s  r a t e  le a d e r s  h ig h e r  on i n s t r u ­

men tal  and low er on c o n s i d e r a t i o n  than do i n t e r n a l s .  

E x t e r n a l s  ar e more s e n s i t i v e  to e x t e r n a l  e ve nts  and tend to  

p e r c e i v e  a c t i o n s  o f  le a d e r s  as i n f l u e n c e  a t t e m p t s .  

M i t c h e l l ’ s f i n d i n g s  may have r e s u l t e d  from e x t e r n a l s ’ b ia s  

o f  r e p o r t i n g  b e h a v io rs  as i n s t r u m e n t a l  when they  r e a l l y  were 

n o t .  In  a d d i t i o n ,  th e  r e s u l t s  from t h i s  study may on ly  

i n d i c a t e  t h a t  e x t e r n a l s  a re  g e n e r a l l y  more d i s s a t i s f i e d  w it h  

v o l u n t e e r  work.

The p e rs o n a l  c h a r a c t e r i s t i c  lo cu s o f  c o n t r o l  seems to
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be a s t r o n g  mod era to r  o f  the s a t i s f a c t i o n  w i t h  work and 

l e a d e r  b e h a v i o r  r e l a t i o n s h i p .  F u tu re  r e s e a rc h  should be 

d i r e c t e d  towar d answe ring two im p o r t a n t  q u e s t io n s :  (1 )  does

th e  tende ncy  o f  e x t e r n a l s  to  r e p o r t  h ig h e r  l e v e l s  o f  i n s t r u ­

me nt al  b e h a v io r s  ren d er  the  s a t i s f a c t i o n  w it h  in s t r u m e n t a l  

b e h a v io r  r e l a t i o n s h i p  found by M i t c h e l l  i n a c c u r a t e  and;  ( 2 )  

ar e  e x t e r n a l s  g e n e r a l l y  l e s s  s a t i s f i e d  w i t h  v o l u n t e e r  work 

t h a t  ar e  i n t e r n a l s ?

I m p l i c a t i o n s  o f  
th e  Model

The f i n a l  model which best  d i s c r i m i n a t e d  between l e v e l s  

o f  v o l u n t e e r  s a t i s f a c t i o n  in c lu d e d  f i v e  s i g n i f i c a n t  

v a r i a b l e s .  Two were i n s t r u m e n t a l  l e a d e r  b e h a v i o r s ,  two were 

t as k c h a r a c t e r i s t i c s ,  and one was a per s o n a l  c h a r a c t e r i s t i c  

o f  th e  v o l u n t e e r .  The model suggested s e v e r a l  i m p l i c a t i o n s  

f o r  bo th  l e a d e r s h i p  in  v o l u n t a r y  s e t t i n g  and th e P a th -G o a l  

th e o r y  i n  g e n e r a l .  The f o l l o w i n g  s e c t io n s  d is cu ss  some of  

thos e i m p l i c a t i o n s .

L e a d e rs h ip  in  v o l u n t a r y  a s s o c i a t i o n s . The r e s u l t s  o f  

t h i s  study p r o v i d e  v o l u n t a r y  a s s o c i a t i o n s  w it h  e vi de nc e t h a t  

l e a d e r  b e h a v i o r s  a re  r e l a t e d  to v o l u n t e e r s ’ s a t i s f a c t i o n  

w i t h  work.  No p r e v io u s  re se a rc h  had been conducted to 

d e te r m in e  i f  such a r e l a t i o n s h i p  e x i s t e d .  Not  onl y was the  

r e l a t i o n s h i p  between s a t i s f a c t i o n  and l e a d e r  b e h a v io rs  

e s t a b l i s h e d ,  but  s p e c i f i c  l e a d e r  b e h a v io rs  which d i s c r i m i ­

nated  between l e v e l s  o f  v o l u n t e e r  s a t i s f a c t i o n  were id e n ­
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t i f i e d .  In  a d d i t i o n ,  th e  use o f  a s i t u a t i o n a l  model of  

l e a d e r s h i p  a l lo w ed  th e i n c l u s i o n  o f  t a s k  c h a r a c t e r i s t i c s  and 

v o l u n t e e r  p e r s o n a l i t y  c o n s t r u c t s .  Using a s i t u a t i o n a l  model  

a l l o w s  one to  dev el op  an un d e rs ta n d in g  of  a d d i t i o n a l  f a c t o r s  

which may i n f l u e n c e  v o l u n t e e r s ’ s a t i s f a c t i o n  w i th  work.

No o th e r  e m p i r i c a l l y  based t e s t  o f  a s i t u a t i o n a l  model  

o f  l e a d e r s h i p  in  v o l u n t a r y  a s s o c i a t i o n s  has been conducted.  

The r e s u l t s  i n d i c a t e d  t h a t  s a t i s f a c t i o n  w ith work in  v o lu n ­

t a r y  o r g a n i z a t i o n s  r e s u l t s  from a complex i n t e r a c t i o n  of  

l e a d e r  b e h a v i o r s ,  t a s k ,  and pe rs o n a l  c h a r a c t e r i s t i c s .  

Pe ar ce  ( 1 9 7 8 )  co nclu de s t h a t  l e a d e r s h i p  i s  as im p o r ta n t  to 

v o l u n t a r y  a s s o c i a t i o n s  as i t  i s  to employing o r g a n i z a t i o n s .  

F i n d i n g s  from th e p r e s e n t  study suggest  t h a t  i t  ( l e a d e r s h i p )  

a ls o  i s  as comple x,  i f  not  more complex,  than le a d e r s h i p  in  

th e f o r - p r o f i t  s e c t o r .  T h e r e f o r e ,  v o l u n t a r y  a s s o c i a t i o n s  

must be aware o f  l e a d e r s h i p  s t y l e s  which ar e a p p r o p r i a t e  f o r  

d e a l i n g  w i t h  v o l u n t e e r s  and the  s p e c i a l  c irc um st an ce s  such 

as th e  ta s k ,  o r g a n i z a t i o n a l  s t r u c t u r e ,  and i n d i v i d u a l  

c h a r a c t e r i s t i c s .

Le ad er s o f  v o l u n t e e r s  should note  two im p o r t a n t  f i n ­

din gs from t h i s  r e s e a r c h ,  f i r s t ,  e vi den ce  i n d i c a t e d  t h a t  

s u p p o r t i v e  l e a d e r  b e h a v io r s  d id  not  e f f e c t i v e l y  d i s c r i m i n a t e  

between l e v e l s  o f  s a t i s f a c t i o n  w it h  work. That  i s ,  the  

l e v e l  o f  s u p p o r t i v e  b e h a v io r  i s  no t  a s s o c ia te d  w it h  the  

l e v e l  o f  v o l u n t e e r  s a t i s f a c t i o n .  V o lu n te e rs  are not  

in f l u e n c e d  to  any majo r  degree  by s u p p o r t i v e  b e h a v io r s .
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Th is  does no t  imply t h a t  le a d e r s  should ig n o re  s u p p o r t iv e  

b e h a v io rs  or  t h a t  such b e h a v io rs  a re  unne ce ss ar y.  In s t e a d ,  

i t  suggests t h a t  such b e h a v io r  does not  have a major  impact  

on the i n d i v i d u a l  v o l u n t e e r ’ s s a t i s f a c t i o n  l e v e l .  The 

c u r r e n t  emphasis on s u p p o r t i v e  b e h a v io rs  u t i l i z e d  by le a d e r s  

i n  v o l u n t a r y  a s s o c i a t i o n s  (LaC ou r,  1977 )  i s  i n a p p r o p r i a t e  i f  

the  o r g a n i z a t i o n s  wish to  in c r e a s e  the s a t i s f a c t i o n  w ith  

work f o r  v o l u n t e e r s .  V o l u n t e e r s ’ s a t i s f a c t i o n  l e v e l s  are  

e f f e c t e d  to a g r e a t e r  degree by two i n s t r u m e n t a l  b e h a v io r s .  

F u lk  and Wendler  ( 1 9 8 2 )  suggest  the  major  ta s k  f o r  l e a d e r s  

may be not  on ly to  av o id  th e i n a p p r o p r i a t e  d i s p l a y  of  

c o n s t r u c t u v e  b e h a v io rs  but  a ls o  to av o id  the e x h i b i t i o n  of  

le s s  c o n s t r u c t i v e  b e h a v io rs  as w e l l .  Al thoug h not  suppo rted  

by t h i s  r e s e a r c h ,  F u lk  and W en d le r ’ s f i n d i n g s  suggest  t h a t  

unnece ssa ry emphasis on s u p p o r t i v e  b e h a v io rs  may have 

s u b s t a n t i a l  and immediate d y s f u n c t i o n a l  e f f e c t s  f o r  vo lu n ­

t e e r s .  A d d i t i o n a l  r e s e a r c h  i n t o  t h a t  hy po th e s is  would be 

w a r r a n t e d .

LaCour,  ( 1 9 7 4 )  sugges ts l e a d e r s  o f  v o l u n t e e r s  do not  

use i n s t r u m e n t a l  or d i r e c t i v e  b e h a v io rs  due to f e a r  o f  

a l i e n a t i n g  v o l u n t e e r s .  Such b e h a v io rs  ar e o f t e n  viewed by 

l e a d e r s  as bein g d i s s a t i s f y i n g  to v o l u n t e e r s  and runnin g  

co u n te r  to th e  d e m oc ra t ic  purposes o f  v o l u n t a r y  asso­

c i a t i o n s .  Th is  study i n d i c a t e s  the assumption t h a t  i n s t r u ­

menta l  l e a d e r  b e h a v io rs  are  d i s s a t i s f y i n g  i s  not  w e l l  

founded.  Role c l a r i f i c a t i o n ,  in  f a c t ,  i s  one o f  the most
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i m p o r t a n t  f a c t o r s  t h a t  i n f l u e n c e s  l e v e l s  o f  v o l u n t e e r  s a t i s ­

f a c t i o n .  In  a d d i t i o n ,  a degre e o f  work assignment app ears  

to  be n ec ess ary  f o r  h i g h e r  l e v e l s  o f  s a t i s f a c t i o n .  The only  

i n s t r u m e n t a l  b e h a v io r  t h a t  was not  a s i g n i f i c a n t  d i s c r i m i n a ­

t o r  o f  s a t i s f a c t i o n  l e v e l s  was s p e c i f i c a t i o n  o f  p ro ce d u re s.  

V o lu n t e e r s  were u n a f f e c t e d  by th e deg ree  to which the l e a d e r  

engaged in  s p e c i f i c a t i o n  o f  p ro ce d u res.

A s i g n i f i c a n t  i m p l i c a t i o n  o f  the r e s u l t s  i s  t h a t  

in s t r u m e n t a l  l e a d e r  b e h a v io rs  se rv e an im p o r ta n t  f u n c t i o n  in  

v o l u n t a r y  a s s o c i a t i o n s .  I n s t r u m e n t a l  b e h a v io r s  ar e  more 

i m p o r t a n t  than  s u p p o r t i v e  b e h a v io rs  in  p r e d i c t i n g  the s a t i s ­

f a c t i o n  l e v e l  o f  v o l u n t e e r s .  The p o s i t i v e  im pac t  o f  i n s t r u ­

men ta l  b e h a v io r s  and the n e u t r a l  i n f l u e n c e  of  s u p p o r t i v e  

b e h a v io rs  shou ld not  be ig n o re d  by le a d e r s  o f  v o l u n t e e r s .

The r e s u l t s  i n d i c a t e d  t h a t  c e r t a i n  ta s k  c h a r a c t e r i s t i c s  

al s o  were im p o r t a n t  d i s c r i m i n a t o r s  o f  s a t i s f a c t i o n  w it h  

v o l u n t e e r  work.  Those v o l u n t e e r s  who p e rc e iv e d  the  task  

they pe rformed as havi ng  g r e a t e r  l e v e l s  o f  autonomy and 

f r i e n d s h i p  o p p o r t u n i t i e s  tended to be members o f  the high  

s a t i s f a c t i o n  group.  The r e s u l t s  i n d i c a t e d  t h a t  v o l u n t e e r  

ta s k s  should be s t r u c t u r e d  to  p r o v id e  high l e v e l s  o f  a u t o ­

nomy and f r i e n d s h i p  o p p o r t u n i t i e s .  Those f a c t o r s  were the  

only t a s k  c h a r a c t e r i s t i c s  found to s i g n i f i c a n t l y  i n f l u e n c e  

s a t i s f a c t i o n  w i t h  work.  A l l  o t h e r s ,  i n c l u d i n g  r o l e  ambi­

g u i t y ,  r o l e  c o n f l i c t ,  d e a l i n g  w it h  o t h e r s ,  v a r i e t y ,  i d e n ­

t i t y ,  f ee dbac k,  and work group r e l a t i o n s  were found not  to
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be i m p o r t a n t  f o r  c l a s s i f y i n g  the s a t i s f a c t i o n  l e v e l  o f  

v o l u n t e e r s .  The f i n d i n g s  from t h i s  i n v e s t i g a t i o n  suggest  

t h a t  v o l u n t a r y  a s s o c i a t i o n s  should no t  be o v e r l y  concerned 

w i t h  p r o v i d i n g  v a r i e t y ,  i d e n t i t y ,  and o th e r  such task  

c h a r a c t e r i s t i c s  in  o r d e r  to  in c r e a s e  s a t i s f a c t i o n  w it h  

v o l u n t e e r  work.  The ve ry  n a t u r e  o f  v o l u n t e e r  work ( s h o r t  

ho u rs ,  i n d i v i d u a l  c o n t r o l ,  f r e q u e n t  duty chan ges,  e t c . ]  

m in im iz e s  th e  i n f l u e n c e  o f  those f a c t o r s  on s a t i s f a c t i o n  

w i t h  work.

The p e r s o n a l i t y  c h a r a c t e r i s t i c ,  lo c u s  o f  c o n t r o l ,  was 

the only p e rs o n a l  c h a r a c t e r i s t i c  in c lu d e d  in  the 

d i s c r i m i n a n t  model . The r e s u l t s  i n d i c a t e d  t h a t  i n d i v i d u a l s  

who were e i t h e r  h igh  i n t e r n a l  or hig h e x t e r n a l  o r i e n t a t i o n  

were le s s  l i k e l y  to be s a t i s f i e d  w it h  v o l u n t e e r  work.  I t  

seems t h a t  due to p e r s o n a l i t y  f a c t o r s  those i n d i v i d u a l s  w i l l  

be le s s  l i k e l y  to  be i n f l u e n c e d  by “ a p p r o p r i a t e ” l e a d e r  

b e h a v io r s  and t as k s t r u c t u r e .  Lead ers  o f  v o l u n t e e r s  should  

be pr ep ar ed  to fa ce  lo w er  l e v e l s  o f  s a t i s f a c t i o n  when they  

d e a l  w i t h  i n d i v i d u a l s  who a r e  high  in  e i t h e r  i n t e r n a l  or  

e x t e r n a l  o r i e n t a t i o n .  I n i t i a l  s c re e n in g  of  v o l u n t e e r s  cou ld  

p r o v i d e  the necess ary i n f o r m a t i o n  to  d e te r m in e  the  

v o l u n t e e r ’ s lo cu s o f  c o n t r o l .  T h is  i n f o r m a t i o n  cou ld  in  

t u r n  be used to a n t i c i p a t e  those v o l u n t e e r s  who w i l l  tend to  

be d i s s a t i s f i e d  r e g a r d l e s s  o f  the l e a d e r ’ s b e h a v io r  or  the  

t a s k  ass ig nm en ts .

T h is  study pro v id e d  the f i r s t  e m p i r i c a l l y  based i n f o r ­
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mat ion t h a t  le a d e r s  o f  v o l u n t e e r s  may use to unde rst and  

th os e l e a d e r  b e h a v io r s  and e n v ir o n m e n ta l  f a c t o r s  t h a t  are  

im p o r t a n t  in  d e t e r m i n i n g  th e  s a t i s f a c t i o n  l e v e l  o f  vo lu n ­

t e e r s .  R e s u l t s  i n d i c a t e d  t h a t  le a d e r s h i p  p r a c t i c e s  

c u r r e n t l y  emphasized in  the  v o l u n t a r y  l e a d e r s h i p  l i t e r a t u r e  

may w e l l  be i n a p p r o p r i a t e  f o r  many v o l u n t e e r s .  A d d i t i o n a l  

r e s e a r c h  is  needed b e f o r e  f i n a l  c o n c lu s io n s  may be r e l i a b l y  

dra wn .

P a t h - G o a l  Theory  
I m p l i c a t i o n s

R e s u l t s  o f  t h i s  re s e a r c h  g e n e r a l l y  were s u p p o r t i v e  of  

P a t h - G o a l  p r o p o s i t i o n s .  The framework o f  the model proved 

to be v a l i d  f o r  use in  s tu d y in g  le a d e r s h i p  in v o l u n t a r y  

a s s o c i a t i o n s .  Some o f  th e r e s u l t s  i n d i c a t e d  t h a t  p a r t s  of  

th e model may need to be a l t e r e d  when bei ng a p p l i e d  to 

l e a d e r s h i p  i n  v o l u n t a r y  o r g a n i z a t i o n s ;  however,  none o f  the  

r e v i s i o n s  suggest  the P a t h - G o a l  Theory i s  no t  a v i a b l e  f r a ­

mework f o r  f u t u r e  s t u d y .  In  a d d i t i o n ,  th e outcomes from 

t h i s  r e s e a r c h  i n d i c a t e d  t h a t  newer measures o f  l e a d e r  beha­

v i o r  (such as th e s c a le  u t i l i z e d )  and o th e r  m eth odolo gie s  

mig ht  p r o v id e  more i n f o r m a t i o n  about r e l a t i o n s h i p s  between  

a l l  v a r i a b l e s  and th e  s a t i s f a c t i o n  w i t h  work outcome than  

d id  d i s c r i m i n a n t  a n a l y s i s .  R e v is io n s  to the t h e o r y ,  

me asures,  and f u t u r e  m et ho dol og ie s which were suggested by 

t h i s  r e s e a r c h  ar e  dis cu ss ed  a t  the end o f  t h i s  s e c t i o n .

F i r s t ,  r e s u l t s  i n d i c a t e  t h a t  i n s t r u m e n t a l  b e h a v io rs

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



www.manaraa.com

2 2 0

sh ou ld  be broken i n t o  the component b ehav io rs  ( r o l e  c l a r i f i ­

c a t i o n ,  s p e c i f i c a t i o n  o f  p ro ce d u res ,  and work assign ment ]  i f  

a f u l l  un d e rs ta n d in g  o f  the  model  is  ev e r  to be ac h ie v e d .  

T h is  study i n d i c a t e d  onl y two of  th r e e  i n s t r u m e n t a l  beha­

v i o r s  were r e l a t e d  to  s a t i s f a c t i o n  in  the v o l u n t a r y  

s i t u a t i o n .  P re v io u s  s tu d i e s  ( S t in s o n  and Johnson,  1975;  

Sc h r ie s h e im  and Von G l in ow , 1977)  r e p o r t  i n c o n s i s t e n c i e s  in  

the r e l a t i o n s h i p  between s a t i s f a c t i o n  and in s t r u m e n t a l  beha­

v i o r .  These i n c o n s i s t e n c i e s  may r e s u l t  f rom using a g l o b a l  

measure o f  i n s t r u m e n t a l  b e h a v i o r .  The in s t ru m e n t  developed  

by Sc h ri e s h e im  ( 1 9 7 9 )  and u t i l i z e d  in  t h i s  re se a rc h  may 

reduce those i n c o n s i s t e n c i e s .  Campbel l ( 1 9 7 7 )  suggests t h a t  

use o f  measures o f  l e a d e r  b e h a v io r  which are  l e s s  g l o b a l  

than  " i n s t r u m e n t a l "  or  " s u p p o r t i v e "  w i l l  a l l o w  d e t e c t i o n  of  

s t r o n g e r  and more m e a ni ngfu l  l e a d e r  be h a v io r  r e l a t i o n s h i p s  

w i t h  outcomes.

Two maj'or hypothes es ( H yp o th es is  3 and 4 )  t e s t e d  in  

t h i s  study were based on v o l u n t e e r ’ s m o t iv a t io n  ( i n t r i n s i c  

or e x t r i n s i c )  havin g an impact  on the a p p r o p r i a t e  l e a d e r  

b e h a v i o r s .  I n t r i n s i c a l l y  m o t iv a te d  persons or i n d i v i d u a l s  

would p r e f e r  i n s t r u m e n t a l  b eh av io rs  (K e r r  and J e r m i e r ,  

1 9 7 8 ) .  E x t r i n s i c a l l y  m o t iv a te d  i n d i v i d u a l s  would p r e f e r  a 

s t y l e  ( H y p o th e s iz e d  to be s u p p o r t i v e  by s e v e r a l  v o l u n t a r y  

a c t i o n  s c h o l a r s )  t h a t  matched the envir onmen t in  which they  

were o p e r a t i n g .  In  o th e r  words, an e x t r i n s i c a l l y  m ot iv a te d  

i n d i v i d u a l ’ s s a t i s f a c t i o n  l e v e l  would be i n f l u e n c e d  by ta s k
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and p e rs o n a l  c h a r a c t e r i s t i c s .

R e s u l t s  o f  th e f i n a l  model i n d i c a t e d  two i n s t r u m e n t a l  

b e h a v io rs  were more im p o r t a n t  than s u p p o r t i v e  b e h a v io r  f o r  

c l a s s i f y i n g  th e s a t i s f a c t i o n  l e v e l  of  both i n t r i n s i c a l l y  and 

e x t r i n s i c a l l y  m o t iv a te d  v o l u n t e e r s .  Th is  i n d i c a t e s  t h a t  

K e rr  and J e r m i e r ’ s (1 9 7 8 )  h y p o th e s is  i s  s u p po r te d,  i . e .  

i n t r i n s i c a l l y  m o t i v a t i n g  tas ks  se rve  as a s u b s t i t u t e  f o r  

s u p p o r t i v e  b e h a v i o r .  However,  th e r e s u l t s  i n d i c a t e d  t h a t  

v o l u n t e e r  work done e i t h e r  f o r  i n t r i n s i c  or  e x t r i n s i c  

reasons served as a s u b s t i t u t e  f o r  s u p p o r t i v e  l e a d e r  beha­

v i o r s .  C u r r e n t  P a t h - G o a l  p r o p o s i t i o n s  would not  e x p l a i n  or 

p r e d i c t  t h a t  outcome.

An e x te n s io n  or m o d i f i c a t i o n  o f  the th e o ry  seems 

n ec es sa ry  a t  t h i s  p o i n t .  Graen and Gin zb erg  (1 9 7 7 )  unco­

vered a f a c t o r  c a l l e d  r o l e  o r i e n t a t i o n  which had an 

o v e r r i d i n g  impact  on s a t i s f a c t i o n  w i th  v a r i o u s  le a d e r  beha­

v i o r s  in  th e  p r o f i t  s e c t o r .  Those r e s u l t s  i n d i c a t e d  i n d i v i ­

d uals  who p e rc e iv e d  t h e i r  c u r r e n t  r o l e  as im p o r ta n t  to  

f u t u r e  c a r e e r  advancement were more s a t i s f i e d  w it h  i n s t r u ­

me nt al  b e h a v io r  r e g a r d l e s s  o f  t a s k  s t r u c t u r e  or  environmen­

t a l  c h a r a c t e r i s t i c s .  Th is  i n f o r m a t i o n  suggests reasons  

(w h e th e r i n t r i n s i c  or  e x t r i n s i c )  peop le have f o r  doing a 

p a r t i c u l a r  ta sk  are  more im p o r t a n t  than the t as k s t r u c t u r e .  

A s i m i l a r  s i t u a t i o n  may e x i s t  in  the v o l u n t a r y  s e t t i n g .  

St u d ie s  i n d i c a t e ,  f o r  example,  t h a t  many women r e c o g n iz e  a 

need f o r  a c a r e e r  o u t s i d e  the home and choose to f i n d  i t
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th ro ugh v o l u n t e e r i s m  (L o e s e r,  1 9 7 4 ) .  In  a d d i t i o n ,  o th e r s  

use v o l u n t e e r  work as a means o f  c a r e e r  e x p l o r a t i o n ,  or to  

m a i n t a i n  s k i l l s  and c o n t a c t s  d u r in g  a b re ak  in  an employed

c a r e e r  ( G i d r o n ,  1978;  L o e s e r ,  1974 ;  M u e l l e r ,  1 9 7 5 ) .  Jenner

(1 9 8 1 )  sug gests t h a t  v o l u n t e e r  work may be used to f i l l  

t h r e e  d i f f e r e n t  r o l e s :  ( 1 )  a c o n s c io u s ly  chosen p r im a ry

work r o l e :  ( 2 )  a supplement to  o t h e r ,  p r i m a r y ,  work o r;  ( 3 )  

a v e h i c l e  f o r  e n t r y ,  r e t u r n ,  or  maint ena nce o f  employement.

I n d i v i d u a l s  who choose v o l u n t a r i s m  as a c a r e e r  in  

i t s e l f  would be l i k e l y  to  have commitment to  a lo n g - t e r m  

g o a l ,  a l ong w it h  in v o lv e m e n t  in  a c u r r e n t  a c t i v i t y  t h a t  i s  

c on s id e re d  i m p o r t a n t .  The i n t r i n s i c  m o t i v a t i o n  p r e s e n t  in  

t h a t  s i t u a t i o n  would r e s u l t  in  s a t i s f a c t i o n  w i t h  s p e c i f i c  

ty pes  o f  i n s t r u m e n t a l  b e h a v i o r s .

A person us in g  v o l u n t e e r  work to de vel op a pa id  c a r e e r

may t e m p o r a r i l y  chann el  much o f  t h e i r  work energ y toward

v o l u n t a r i s m ,  and p a r t i c i p a t e  a t  a l e v e l  s i m i l a r  to t h a t  o f  

th e  c a r e e r  v o l u n t e e r .  Those i n d i v i d u a l s  would be s a t i s f i e d  

w i t h  l e a d e r  b e h a v io r s  which c l a r i f y  pachs to  work goal  ac­

co mp lis hm ent ,  remove f r u s t r a t i n g  b a r r i e r s ,  and ar e i n s t r u ­

m en ta l  to  f u t u r e  s a t i s f a c t i o n s  ( i . e .  i n s t r u m e n t a l  

b e h a v i o r s ) .

Pe op le  who use v o l u n t e e r  work as a supp lement to the  

more im p o r t a n t  a sp ec ts  o f  l i f e  w i l l  be le s s  in v o lv e d  and 

make few er demands on the  v o l u n t e e r  work e x p e r i e n c e .  

S a t i s f a c t i o n  w i th  p a r t i c u l a r  l e a d e r  b e h a v io r s  and ta sk
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s t r u c t u r e s  would be a r e s u l t  of  the imp or ta nce  o f  the  

su pp le m en ta ry  r o l e  o f  v o l u n t e e r  work f o r  t h a t  pe rs on.

F u t u r e  study o f  l e a d e r s h i p  in v o l u n t a r y  o r g a n i z a t i o n s  

sho uld  in c l u d e  some measure of  r o l e  o r i e n t a t i o n .  A s tr ong  

case can be made t h a t  such a v a r i a b l e  may outweig h e n v i r o n ­

m e nta l  c o n s i d e r a t i o n s  or  p e rs o n a l  f a c t o r s .  The v a r i a b l e ,  

r o l e  o r i e n t a t i o n ,  may have a f f e c t e d  th e r e s u l t s  o f  t h i s  

s tu d y ,  p a r t i c u l a r l y  w it h  reg ar ds  to  the i n t r i n s i c / e x t r i n s i c  

m o t i v a t i o n  r e s u l t s .

A f i n a l  i m p l i c a t i o n  o f  t h i s  r e s e a rc h  r e l a t e s  to the 

outcome ( s a t i s f a c t i o n  w it h  work)  examined in  th e  st u d y.  

R e s u l t s  sup por ted  th e  e x is t e n c e  of  a r e l a t i o n s h i p  between  

l e a d e r  b e h a v io r s  and s a t i s f a c t i o n  w i t h  work. Oth er outcomes 

p r e d i c t e d  by th e  P a t h - G o a l  t h e o r y ,  ac cept anc e o f  th e l e a d e r  

and m o t i v a t i o n  to  p e rf o rm ,  were no t  t e s t e d .  R e s u lt s  from 

th e  p r o f i t  s e c t o r  i n d i c a t e  t h a t  th e th e o ry  p r o v id e s  con­

s i s t e n t  s uppo r t  f o r  the s a t i s f a c t i o n  r e l a t i o n s h i p ,  but  not  

p e r fo rm a n c e .  The same r e s u l t s  might  be ob ta in e d  in  f u t u r e  

s t u d i e s  o f  th e  v o l u n t a r y  s e c t o r .  Research should address  

th e  p er fo rm an ce  i s s u e  to d e te rm in e  i f  l e a d e r  b e h a v io r s  which 

im pac t  s a t i s f a c t i o n  w i th  work al s o  i n f l u e n c e  m o t i v a t i o n  to 

p e r fo rm  and ac ce ptanc e o f  the l e a d e r .  Fu lk  and Wendler  

(198 23 sugge st  c a n o n ic a l  c o r r e l a t i o n  methodology i s  i d e a l l y  

s u i t e d  f o r  th e  study o f  l e a d e r s h i p  s in ce  the approach expo­

ses som ething r es em blin g  pr im a ry  and ind ep en de nt  secondary  

e f f e c t  o f  l e a d e r s h i p  on su b o r d in a te  v a r i a b l e s .

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



www.manaraa.com

2 2 4

The c u r r e n t  study pro v id e d  th e  groundwork f o r  f u r t h e r  

re s e a r c h  i n t o  l e a d e r s h i p  in  v o l u n t a r y  o r g a n i z a t i o n s .  The 

r e s u l t s  i n d i c a t e d  a d d i t i o n a l  f a c t o r s  such as r o l e  o r i e n ­

t a t i o n  shou ld be examined.  In  a d d i t i o n ,  e x p e r ie n c e  gained  

f rom t h i s  study i n d i c a t e d  t h a t  o t h e r  m et hodo logies which can 

h an d le  m u l t i p l e  dependent and ind ep en de nt  v a r i a b l e s  a re  

s u i t a b l e  f o r  study o f  th e P a t h - G o a l  t h e o r y .

Summary

T h is  c h a p t e r  p re s e n te d  a d i s c u s s io n  and i n t e r p r e t a t i o n  

o f  th e  r e s u l t s  o f  d a ta  a n a ly s e s  pre se n ted  in  Ch ap te rs  IV and 

V. The re s e a rc h  f i n d i n g s  i n d i c a t e d  t h a t  t r a d i t i o n a l  

t h e o r i e s  o f  v o l u n t a r y  a s s o c i a t i o n s  ar e i n e f f e c t i v e  in  p r e d i ­

c t i o n  o f  th e  i n t e r - r e l a t i o n s h i p s  between s i z e ,  o r i e n t a t i o n ,  

and s t r u c t u r a l  c h a r a c t e r i s t i c s .  Only one s i z e - s t r u c t u r a l  

h y p o t h e s is  c o r r e l a t i o n  was s i g n i f i c a n t  ( l o w e r  l e v e l s  o f  

v o l u n t e e r  i n p u t  ar e  a s s o c i a t e d  w it h  l a r g e r  budgets and more 

p a id  s t a f f  members) .  A second s i z e - s t r u c t u r e  h yp o th es is  

( l a r g e r  o r g a n i z a t i o n s  have h ig h e r l e v e l s  of  job  

c o d i f i c a t i o n )  approached s t a t i s t i c a l  s i g n i f i c a n c e  and should  

be s t u d i e d  f u r t h e r .

None o f  th e o r i e n t a t i o n  s t r u c t u r e  hypotheses were found 

to  be s i g n i f i c a n t .  T h e r e f o r e ,  i t  was concluded t h a t  n e i t h e r  

i n s t r u m e n t a l  nor e x p r e s s i v e  o r i e n t a t i o n  was r e l a t e d  to the  

s t r u c t u r e  p r e s e n t  in  a v o l u n t a r y  a s s o c i a t i o n .  S e v e ra l  

e x p l a n a t i o n s  f o r  th e  la c k  o f  r e l a t i o n s h i p s  were examined and 

p a r t i c u l a r  t h e o r i e s  were suggested which provi ded  e x p la n a ­
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t i o n s  f o r  th e r e s u l t s .  T h e o r ie s  examined were the  

B u r e a u c r a t i c  Proce ss model ( L i p i s k y  1 9 8 0 ) ,  the D i a l e c t i c a l  

model (W h i t e ,  1969;  Hyman, 1 9 8 3 ) ,  the C o a l i t i o n  model 

( W a l k e r ,  1 9 8 2 ) ,  and the Garbage Can model (March and O lse n,  

1 9 7 8 ) .  Each o f  th es e t h e o r i e s  p r o v id e  a framework f o r  

st u d y in g  s t r u c t u r e  in  v o l u n t a r y  a s s o c i a t i o n s .  In  a d d i t i o n ,  

each t h e o r y  seems to  p r o v id e  p l a u s i b l e  e x p l a n a t i o n s  and p r e ­

d i c t i o n s  o f  th e r e s u l t s  i n d i c a t i n g  no r e l a t i o n s h i p  between  

o r i e n t a t i o n  and s t r u c t u r e .

The second segment o f  t h i s  study i n d i c a t e d  t h a t  

l e a d e r s h i p  was r e l a t e d  to  v o l u n t e e r  s a t i s f a c t i o n  w it h  work.  

I n  a d d i t i o n ,  the P a th -G o a l  t h e o ry  proved to be a v a lu a b l e  

t o o l  f o r  un d e rs ta n d in g  the r e l a t i o n s h i p s  between t as k s t r u c ­

t u r e ,  p e r s o n a l  c h a r a c t e r i s t i c s ,  le a d e r  b e h a v i o r s ,  and s a t i s ­

f a c t i o n .  The hypothes es t e s t e d  were s t a t i s t i c a l l y  

s i g n i f i c a n t ,  however,  they d id  not  e x p l a i n  f u l l y  th e r e l a ­

t i o n s h i p s  p r e s e n t .  The P a th -G o a l  t h e o ry  and r e s u l t s  from 

th e  f o r - p r o f i t  s e c t o r  were used to develo p an u n d e rs ta nd in g  

o f  and p o s s ib le  t h e o r e t i c a l  e x p l a n a t i o n s  f o r  th e r e l a ­

t i o n s h i p s  p r e s e n t  in v o l u n t a r y  a s s o c i a t i o n s .  E x te n s io n s ,  

m o d i f i c a t i o n s ,  and f u t u r e  ar eas  f o r  r e s e a rc h  using the  

P a th -G o a l  th e o r y  o f  l e a d e r s h i p  in  v o l u n t a r y  a s s o c i a t i o n s  

were su gg est ed .  Support  f o r  th e P a th -G o a l  Theory i n d i c a t e s  

t h a t  i t  i s  a v i a b l e  approach to the study of  l e a d e r s h i p  in  

v o l u n t a r y  a s s o c i a t i o n s  and t h a t  a d d i t i o n a l  study would be 

a p p r o p r i a t e .  Th is  c h a p te r  has pre se nt ed  a d is c u s s io n  of  the
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f i n d i n g s  from the Phase I  and Phase I I  a n a l y s e s .  Chapter  

V I I  w i l l :  ( 1 )  re v ie w  the r e s e a rc h  p r oce ss ;  ( 2 )  summarize

the  r e l a t i o n s h i p s  found between s t r u c t u r e ,  s i z e ,  and o r i e n ­

t a t i o n  and the r e l a t i o n s h i p  between l e a d e r  b e h a v i o r s ,  ta s k  

s t r u c t u r e ,  p e r s o n a l  c h a r a c t e r i s t i c s ,  and s a t i s f a c t i o n  w ith  

work;  ( 3 )  d is c u s s  th e  l i m i t a t i o n s  o f  t h i s  st u d y ;  ( 4 )  recom­

mend ar ea s f o r  f u t u r e  r e s e a rc h  i n t o  s t r u c t u r e  and l e a d e r s h i p  

in  v o l u n t a r y  a s s o c i a t i o n s .
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CHAPTER V I I

SUMMARY, CONCLUSIONS, AND SUGGESTIONS 
FOR FUTURE RESEARCH

The purpose o f  t h i s  study was to  i n v e s t i g a t e  the  s t r u c ­

t u r a l  c h a r a c t e r i s t i c s  and l e a d e r s h i p  pr oce sse s which e x i s t  

i n  v o l u n t a r y  o r g a n i z a t i o n s .  The majo r  o b j e c t i v e s  of  th e

study were t o :  ( 1 )  p r o v i d e  an e m p i r i c a l l y - b a s e d  d e s c r i p t i v e  

body o f  knowledge co nce rn in g  th e s t r u c t u r e  o f  v o l u n t a r y  

a s s o c i a t i o n s ,  ( 2 )  i d e n t i f y  r e l a t i o n s h i p s  among s i z e ,  o r i e n ­

t a t i o n ,  and s t r u c t u r a l  c h a r a c t e r i s t i c s ,  ( 3 )  dev elo p an 

u n d e rs ta n d in g  o f  f a c t o r s  which s i g n i f i c a n t l y  a f f e c t  the  

v o l u n t e e r s ’ s a t i s f a c t i o n  w it h  wor k,  and ( 4 )  examine the  

P a t h - G o a l  Theory of  l e a d e r s h i p  i n  a unique and h e r e t o f o r e  

u n te s te d  s e t t i n g .

The l i t e r a t u r e  re v ie w  i n d i c a t e d  t h a t  l i t t l e  e m p i r i c a l l y  

based i n f o r m a t i o n  e x i s t e d  on th e  s t r u c t u r e  and l e a d e r s h i p

proces ses  p r e s e n t  in  v o l u n t a r y  o r g a n i z a t i o n s .  T h e o r ie s  

which e x i s t e d  were n o r m a ti v e  and based on a n e c d o ta l  e v i ­

denc e.  The im port an ce o f  the v o l u n t a r y  s e c t o r  to  the eco­

nomy and th e emerging r e c o g n i t i o n  t h a t  management and 

l e a d e r s h i p  i s  im p o r ta n t  in  those o r g a n i z a t i o n s
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( D e s r u is s e a u x ,  1984;  P e a rc e ,  197 8]  i n d i c a t e d  re s e a rc h  was 

needed to p r o v i d e  a fo u n d a t io n  f o r  f u r t h e r  study o f  

l e a d e r s h i p  and management in  v o l u n t a r y  a s s o c i a t i o n s .  The 

absence of  p re v io u s  r e s e a rc h  co ncer n in g le a d e r s h i p  and 

o r g a n i z a t i o n a l  s t r u c t u r e  in  th e  v o l u n t a r y  s e c t o r  r e q u i r e d  

th e  c u r r e n t  i n v e s t i g a t i o n  to be e x p l o r a t o r y  in  n a t u r e .  The 

study was d i v i d e d  i n t o  two d i s t i n c t  phases.  Phase I  d e a l t  

s o l e l y  w it h  s t r u c t u r a l  r e l a t i o n s h i p s  in  v o l u n t a r y  o r g a n i z a ­

t i o n s .  The i n f o r m a t i o n  gat h er ed  in  Phase I ,  however,  a ls o  

was used to  s e l e c t  o r g a n i z a t i o n s  which underwent c l o s e r  e xa ­

m in a t io n  d u r in g  Phase I I  o f  the r e s e a r c h .  Phase I I  examined 

th e  r e l a t i o n s h i p s  between s i t u a t i o n a l  v a r i a b l e s ,  l e a d e r  

b e h a v i o r s ,  and s a t i s f a c t i o n .  The r e l a t i o n s h i p s  t e s t e d  were  

deve loped  and examined using th e  P a th -G o a l  Theory o f  

l e a d e r s h i p  as a framework f o r  a n a l y s i s .

Phase I

A sample o f  450 o r g a n i z a t i o n s  was s e l e c t e d  f o r  p a r ­

t i c i p a t i o n  i n  th e s t u d y .  The sample was drawn from a d i r e c ­

t o r y  o f  v o l u n t a r y  a s s o c i a t i o n s  pro vi d ed  by the G ove rn or’ s 

O f f i c e  on V o lu n t e e r is m  (GOV),  of  the S t a t e  o f  Arka nsa s.  

The sample s i z e  was chosen on the b a s is  o f  r e s u l t s  o b ta in e d  

in  a study o f  a s i m i l a r  p o p u l a t i o n  ( C r i t t e n d e n ,  1982)  and a 

fo rm u la  which c ons id er ed  the in s t r u m e n t  s c a le s  u t i l i z e d  and 

th e  acc ura cy  l e v e l  d e s ir e d  ( E l l i o t ,  1 9 8 0 ) .

A m ai l  sur ve y r e s u l t e d  in  159 u sea bl e in s t r u m e n ts  r e p r e ­

s e n t i n g  a response r a t e  o f  s l i g h t l y  over f o r t y - o n e  p e r c e n t .
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The surve y s u p p l i e d  in f o r m a t i o n  conc ern ing the 

o r g a n i z a t i o n ’ s o r i e n t a t i o n ,  s i z e ,  s t r u c t u r a l  c h a r a c t e r ­

i s t i c s ,  budget ,  and a d m i n i s t r a t o r  dem ographics.  The 

q u e s t i o n n a i r e  was based on in s t r u m e n ts  u t i l i z e d  in p re v io u s  

r e s e a r c h  on v o l u n t a r y  a s s o c i a t i o n s  ( C r i t t e n d e n ,  1982;  Jacoby 

and Babchuck,  196 3)  as w e l l  as s e l e c t e d  in s t r u m e n ts  used in  

s t u d i e s  o f  l e a d e r s h i p  and s a t i s f a c t i o n  in  the p r o f i t  s e c t o r .

D e s c r i p t i v e  and i n f e r e n t i a l  s t a t i s t i c a l  methods were 

used to a n a ly z e  the  d at a c o l l e c t e d  du ri n g  Phase I .  

Freq uen cy counts pro v id e d  an ove rv ie w o f  the o r g a n i z a t i o n a l  

c h a r a c t e r i s t i c s .  The sim ple  d e s c r i p t i v e  s t a t i s t i c s  p ro vi d ed  

i n s i g h t  i n t o  the  v o l u n t a r y  a s s o c i a t i o n s  and the ch a ra c ­

t e r i s t i c s  o f  t h e i r  a d m i n i s t r a t o r s .  The summary s t a t i s t i c s  

were compared to th e p r o f i l e s  r e p o r t e d  by C r i t t e n d e n  ( 1 9 8 2 )  

and i n d i c a t e d  t h a t  t h i s  study r e p r e s e n te d  a s i m i l a r  p o pu la ­

t i o n .  F a c t o r  a n a l y s i s  was u t i l i z e d  to reduce the t w e n ty -  

two i t em s measuring s t r u c t u r e  i n t o  a s e t  o f  u n d e r ly in g  

s t r u c t u r a l  c h a r a c t e r i s t i c s .  The a c t u a l  r e s u l t s  o f  the p ro ­

cedur e p a r a l l e l e d  the hyp o th e s iz e d  c o n s t r u c t s  in te nde d  to be 

measured by the i t e m s .  Mean summate scores from the f a c t o r  

a n a l y s i s  r o u t i n e  as w e l l  as measures o f  s i z e  and o r i e n t a t i o n  

were s u b je c t e d  to  Pearson Pr oduct  Moment C o r r e l a t i o n  a n a l y ­

s i s .  The s i x  s t r u c t u r a l  c h a r a c t e r i s t i c s  c o r r e l a t e d  w i th  

s i z e  and o r i e n t a t i o n  ar e l i s t e d  and d e f i n e d  below:

V o l u n t e e r  i n f l u e n c e  -  the degre e to which v o lu n t e e r s  
i n f l u e n c e  the d e c i s i o n s  made by le a d e r s  o f  the  o r g a n i z a ­
t i o n .
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V o l u n t e e r  in p u t  -  the degree to which in p u t  i n t o  the 
d e c is io n - m a k in g  process i s  encouraged.

I n t e r a c t i o n  in d e c is io n -m a k in g  -  th e degree to  which a 
l a r g e  number o f  i n d i v i d u a l s  a re  in v o lv e d  in  the 
d e c i s io n - m a k in g  pro ce ss .

H e i r a r c h i c a l  c o n t r o l -  the  e x t e n t  to which the o r g a n i z a ­
t i o n  a t te m p ts  to  c o n t r o l  v o l u n t e e r  b e h a v io r  th ro ugh  the  
use o f  a h i e r a r c h i c a l  s t r u c t u r e .

Adhocracy -  th e degre e to  which th e o r g a n i z a t i o n  uses 
comm ittees  and temporary  problems s o l v i n g  groups to 
handle i n t e r n a l  and e x t e r n a l  t h r e a t s .

I n f o r m a l i t y  o f  th e o l i g a r c h y  -  the degree to which the  
group o f  i n d i v i d u a l s  c o n t r o l l i n g  th e  o r g a n i z a t i o n  used 
fo rm a l  or  i n f o r m a l  methods to a d m i n i s t e r  the o r g a n i z a ­
t i o n  .

A se ven th  i t e m ,  jo b c o d i f i c a t i o n ,  was s u b je c te d  to  the same 

c o r r e l a t i o n  p r o c e d u re .  Job c o d i f i c a t i o n  i s  the degre e to 

which the o r g a n i z a t i o n  uses work r u l e s  to d e f i n e  what  the  

occupant o f  a p o s i t i o n  i s  to  do (Hage and A ik e n ,  1 9 6 7 ) .

S iz e  was measured in terms o f  number o f  v o l u n t e e r s ,  

number o f  pa id  s t a f f ,  and annual  budget  f o r  the  o r g a n i z a ­

t i o n .  O r i e n t a t i o n  was measured by th e  degree to which the  

v o l u n t a r y  a s s o c i a t i o n  emphasized long term goals  and viewed  

a c t i v i t i e s  as means to an end not  an end in t h e m se lv es .

C o r r e l a t i o n  a n a l y s i s  i n d i c a t e d  v er y few s i g n i f i c a n t  

c o r r e l a t i o n s  between e i t h e r  o r i e n t a t i o n  or s i z e  and s t r u c ­

t u r a l  p r o p e r t i e s  in  v o l u n t a r y  a s s o c i a t i o n s .  None o f  the  

s i x  o r i e n t a t i o n  hypotheses  were s u p p o r te d .  Th is  i n f o r ­

m a t io n ,  in  p a r t i c u l a r ,  suggest s t h a t  i n s t r u m e n t a l  o r g a n i z a ­

t i o n s  may not  c l o s e l y  resemble f o r - p r o f i t  o r g a n i z a t i o n s  as 

suggested by C r i t t e n d e n  ( 1 9 8 2 ) .  Table 27 shows the hyp oth e­

ses t e s t e d  and wheth er they  were sup porte d or not  supp orte d.
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ORIENTATION, S IZ E ,  AND STRUCTURE RELATIONSHIPS 
EXAMINED AND DEGREE OF SUPPORT

O r i e n t a t i o n  Hypotheses Supported

I n s t r u m e n t a l  o r g a n i z a t i o n s  have h ig h e r  l e v e l s  
o f  h i e r a r c h i c a l  c o n t r o l .  No

I n s t r u m e n t a l  o r g a n i z a t i o n s  have h ig h  l e v e l s  o f
jo b  c o d i f i c a t i o n .  No

I n s t r u m e n t a l  o r g a n i z a t i o n s  have lo w er  l e v e l s  o f  
v o l u n t e e r  p a r t i c i p a t i o n  and i n f l u e n c e .  No*

I n s t r u m e n t a l  o r g a n i z a t i o n s  have more permanent  
o r g a n i z a t i o n a l  s t r u c t u r e s .  No

I n s t r u m e n t a l  o r g a n i z a t i o n s  have lo w er  l e v e l s  o f  
i n t e r a c t i o n .  No

I n s t r u m e n t a l  o r g a n i z a t i o n s  have h ig h e r  l e v e l s  of  
f o r m a l i z e d  p r o c e d u re s .  No
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TABLE 27  ( c o n t in u e d )

S iz e  H y p o th e s e s ;

L a r g e r  o r g a n i z a t i o n s  have more h i e r a r c h i c a l  
c o n t r o l . No

L a r g e r  o r g a n i z a t i o n s  have h i g h e r  l e v e l s  o f  jo b  
c o d i f i c a t i o n . Noa

L ar ge o r g a n i z a t i o n s  u t i l i z e  f o r m a l i z e d  c o n t r o l  
g ro u p s . No

Lar ge o r g a n i z a t i o n s  have lo w er  l e v e l s  o f  v o l u n t e e r  
o f  v o l u n t e e r  i n f l u e n c e  and p a r t i c i p a t i o n . No

Lar ge  o r g a n i z a t i o n s  have lo we r l e v e l s  o f  v o l u n t e e r  
i n p u t .  Yes1

Lar ge  o r g a n i z a t i o n s  have lo w er  l e v e l s  o f  a d ho cr ac y.  No

* O r i e n t a t i o n  was n e g a t i v e l y  c o r r e l a t e d  a t  p = .0 65 9 l e v e l  
w i t h  th e  v o l u n t e e r  i n f l u e n c e  c o n s t r u c t  ( n o t  both  p a r ­
t i c i p a t i o n  and i n f l u e n c e .

a Budget  and number o f  v o l u n t e e r s  were r e l a t e d  a t  l e v e l s  
ap p ro ac h in g  th e  chosen s i g n i f i c a n c e  l e v e l ,  .0 6 5  and . 0 5 7 ,  
r e s p e c t i v e l y .

b Number o f  v o l u n t e e r s  was not  s i g n i f i c a n t l y  r e l a t e d  to the  
deg ree  o f  v o l u n t e e r  i n p u t .
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One o f  the s i x  s i z e  and s t r u c t u r e  r e l a t i o n s h i p s  examined was 

found to be s i g n i f i c a n t .  Budget  and number o f  paid  s t a f f  

was r e l a t e d  to  lo w er  l e v e l s  o f  v o l u n t e e r  i n p u t .  In  a d d i ­

t i o n ,  th e h y p o th e s is  s t a t i n g  a r e l a t i o n s h i p  between s i z e  and 

jo b  c o d i f i c a t i o n  approached the  s i g n i f i c a n c e  l e v e l  chosen 

f o r  t h i s  s t u d y .  Job c o d i f i c a t i o n  was r e l a t e d  to budget  and 

number o f  v o l u n t e e r s  a t  th e p = .0 6 5  and p = .0 57  s i g n i f i c a n c e  

l e v e l s ,  r e s p e c t i v e l y .

R e s u l t s  i n d i c a t e d  t h a t  s i z e  was a b e t t e r  p r e d i c t o r  o f  

s t r u c t u r e  than was o r i e n t a t i o n  but  n e i t h e r  were robu st  p r e ­

d i c t o r s  o f  th e s t r u c t u r a l  c h a r a c t e r i s t i c s  o f  v o l u n t a r y  asso­

c i a t i o n s .  The o v e r a l l  r e s u l t s  suggested t h a t  much o f  th e  

l i t e r a t u r e  (wh ic h  i n  no t  based on s c i e n t i f i c  r es ea rc h  

method ology)  on th e  s t r u c t u r e  of  v o l u n t a r y  • a s s o c i a t i o n s  i s  

not v i a b l e .  S e v e r a l  emerging t h e o r i e s  were examined which 

p r o v id e d  p o t e n t i a l  e x p l a n a t i o n s  f o r  the unexpected r e l a ­

t i o n s h i p s  ( o r  l a c k  t h e r e o f )  between o r i e n t a t i o n  and s t r u c ­

t u r e .  Those t h e o r i e s  i n c lu d e d  the B u r e a u c r a t i c  Process  

Model  ( L i p i s k y ,  1 9 8 0 ) ,  th e  D i a l e c t i c a l  Model  ( W h i t e ,  1 9 6 9 ) ,  

and th e  Garbage Can Model (March and Ol sen ,  1 9 7 8 ) .

Phase I I

Ten o r g a n i z a t i o n s  were s e l e c t e d  from those st u d ie d  

d u ri n g  Phase I .  Those ten o r g a n i z a t i o n s  were su b je c te d  to  

f u r t h e r  i n v e s t i g a t i o n  o f  th e  r e l a t i o n s h i p s  between l e a d e r  

b e h a v i o r s ,  s i t u a t i o n a l  f a c t o r s ,  and v o l u n t e e r  s a t i s f a c t i o n  

w i t h  work.  The o r g a n i z a t i o n s  were s e le c te d  from Phase I
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survey  r e s u l t s  which r e p o r t e d  t h e i r  s i z e ,  l o c a t i o n ,  and 

o r i e n t a t i o n .  E x p r e s s iv e  o r g a n i z a t i o n s  were exclu ded from 

Phase I I  due to t h e i r  g e n e r a l l y  sm al l  s i z e ,  la c k  o f  l e a d e r -  

f o l l o w e r  r e l a t i o n s h i p s ,  and the  ev e r- c h a n g in g  c o n d i t i o n s  

re p o r t e d  by those a s s o c i a t i o n s  du r in g  Phase I .  Phase I I  

d at a c o l l e c t i o n  was conducted by means o f  o n - s i t e  q u e s t i o n ­

n a i r e  a d m i n i s t r a t i o n  s u p er vi se d  e i t h e r  by the i n v e s t i g a t o r  

or a r e p r e s e n t a t i v e  o f  th e o r g a n i z a t i o n .

Three hundred and f i v e  q u e s t i o n n a i r e s  were d i s t r i b u t e d  

t o  v o l u n t e e r s  in  th e  ten  o r g a n i z a t i o n s .  N e a r l y  f i f t y  p e r ­

ce nt  were r e t u r n e d  and f o r t y - t w o  p e r c e n t  of  the t o t a l  

d i s t r i b u t e d  were u s e a b le .  The survey pro vi de d  in f o r m a t i o n  

i n  fo u r  major  a re a s :  ( 1 )  s a t i s f a c t i o n  l e v e l s  o f  the

v o l u n t e e r ,  ( 2 )  p e r c e iv e d  l e a d e r  b e h a v io r s ,  ( 3 ]  t a s k  s t r u c ­

t u r e ,  and ( 4 ]  p e rs o n a l  c h a r a c t e r i s t i c s  o f  the v o l u n t e e r .  

Tab le  28 pr o v id e s  a l i s t i n g  o f  the v a r i a b l e s  examined in  

each major  c a t e g o r y .  The q u e s t i o n n a i r e  in c o r p o r a t e d  

segments o f  in s tr u m e n ts  designed to measure each o f  the  

above are as in  f o r - p r o f i t  r e s e a r c h .  M o d i f i c a t i o n s  in  

wordin g o f  the in s t r u m e n ts  were made so the i tem s would be 

a p p r o p r i a t e  f o r  the v o l u n t a r y  s e c t o r .
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TABLE 28

SITUATIONAL VARIABLES INCLUDED IN THE MODEL

P e rs o n a l  C h a r a c t e r i s t i c s Task C h a r a c t e r i s t i c s

Locus o f  C o n t r o l *  
A u t h o r i t a r i a n i s m  
M o t i v a t i o n  L e v e l  
P e r c e iv e d  A b i l i t y

Role Am big ui ty  
Role C o n f l i c t  
V a r i e t y  
Autonomy*  
F r i e n d s h i p

O p p o r t u n i t i e s *  
D e a l i n g  w i t h  Oth er s  
F eedback  
I d e n t i t y
Work Group R e l a t i o n s

Lea der  B eh avi o rs

I n s t r u m e n t a l
Work Assignm ent*
Role C l a r i f i c a t i o n *  
S p e c i f i c a t i o n  o f  Proce dures

S u p p o r t iv e

* i n d i c a t e s  those v a r i a b l e s  found to be s i g n i f i c a n t
d i s c r i m i n a t o r s  between l e v e l s  o f  s a t i s f a c t i o  w it h  work.
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The majo r  focus o f  th e  i n i t i a l  da ta  a n a l y s i s  was to  

d e te rm in e  th e  r e l a t i o n s h i p  between l e a d e r  b e h a v i o r  and 

s a t i s f a c t i o n  w i th  work f o r  i n t r i n s i c a l l y  v er su s e x t r i n -  

s i c a l l y  m o t iv a te d  v o l u n t e e r s .  An unbalan ced  a n a l y s i s  o f  

v a r i a n c e  t e c h n iq u e  ( s i m i l a r  to  m u l t i p l e  l i n e a r  r e g r e s s i o n )  

was used to  d e te r m in e  main and i n t e r a c t i o n  e f f e c t s  o f  

v a r i o u s  l e a d e r  b e h a v io r s  and m o t i v a t i o n  l e v e l s  on work 

s a t i s f a c t i o n .  The r e s u l t  o f  the i n i t i a l  a n a l y s i s  i n d i c a t e d  

t h a t  l e a d e r  b e h a v io r s  were s i g n i f i c a n t  in d e t e r m i n i n g  the  

v o l u n t e e r ’ s l e v e l  o f  s a t i s f a c t i o n  w it h  work.  Tha t  r e l a ­

t i o n s h i p  h el d  i r r e g a r d l e s s  o f  m o t i v a t i o n ,  i n t r i n s i c  or  

e x t r i n s i c ,  to  pe rf o rm  v o l u n t e e r  work.

A second more complex a n a l y s i s  t e c h n iq u e  was used to 

d e te rm in e  which p e r s o n a l  and ta s k  c h a r a c t e r i s t i c s ,  in  con­

j u n c t i o n  w i t h  l e a d e r  b e h a v io r s  were s i g n i f i c a n t  d i s c r i m i n a ­

t o r s  o f  s a t i s f a c t i o n  w i th  work.  M u l t i p l e  d i s c r i m i n a n t  

a n a l y s i s  p ro v id e d  f u r t h e r  s uppo rt  f o r  th e r e l a t i o n s h i p  b e t ­

ween l e a d e r  b e h a v i o r  and v o l u n t e e r  s a t i s f a c t i o n .  Two 

i n s t r u m e n t a l  l e a d e r  b e h a v i o r s ,  r o l e  c l a r i f i c a t i o n  and work 

as s ig nm en t,  were found to be s i g n i f i c a n t l y  r e l a t e d  to  h ig h e r  

l e v e l s  o f  work s a t i s f a c t i o n .  In  a d d i t i o n ,  two t as k  

v a r i a b l e s ,  autonomy and f r i e n d s h i p  o p p o r t u n i t i e s ,  and one 

p e rs o n a l  c h a r a c t e r i s t i c ,  lo c u s  o f  c o n t r o l ,  were r e l a t e d  to 

s a t i s f a c t i o n  w it h  wor k.

The r e s u l t s  sug gested th e framework p r o v id e d  by the  

P a t h - G o a l  Theory i s  a p p r o p r i a t e  f o r  th e study o f  l e a d e r s h i p
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i n  v o l u n t a r y  a s s o c i a t i o n s .  M o d i f i c a t i o n s  o f  the th eory  were 

sugge sted  in  o r d e r  to  make i t  a p p l i c a b l e  f o r  v o l u n t a r y  asso ­

c i a t i o n s .  In  a d d i t i o n ,  t h i s  re s e a rc h  suggested t h a t  c a n o n i­

c a l  c o r r e l a t i o n  and h i e r a r c h i c a l  re g r e s s i o n  were 

m e t h odo lo gi es  which may p r o v id e  more m ea n in g fu l  r e s u l t s  than  

does d i s c r i m i n a n t  a n a l y s i s  when us ing  the P a th -G o a l  Theory  

as a framework f o r  i n v e s t i g a t i o n .

Summary o f  R e s u lt s

R e s u l t s  from both phases o f  t h i s  r e s e a rc h  p r o j e c t  i n d i ­

ca te d t h a t  c u r r e n t  knowledge o f  l e a d e r s h i p  and o r g a n i z a t i o n  

s t r u c t u r e  in  v o l u n t a r y  a s s o c i a t i o n s  i s  l i m i t e d .  The r e s u l t s  

o f  t h i s  r e s e a r c h  sugge st  t h a t  many e x i s t i n g  t h e o r i e s  which  

sugges t  t h a t  v o l u n t a r y  a s s o c i a t i o n s  are  c h a r a c t e r i z e d  by low 

l e v e l s  o f  v o l u n t e e r  i n p u t ,  hig h l e v e l s  o f  h i e r a r c h i c a l  

c o n t r o l ,  job c o d i f i c a t i o n ,  and f o r m a l i z a t i o n ,  may be 

i n a p p r o p r i a t e .  Thi s i n v e s t i g a t i o n  i n d i c a t e d  newer t h e o r i e s  

such as th e B u r e a u c r a t i c  Process Model ( L i p i s k y ,  1 9 8 0 ) ,  the  

D i a l e c t i c a l  Model [ W h it e ,  1 9 6 9 ) ,  and the Garbage Can Model  

[March and O ls e n ,  197 8)  which ar e  based on e m p i r i c a l  e v i ­

dence g a th e re d  from th e v o l u n t a r y  s e c t o r  seem to  p r o v id e  a 

much b e t t e r  e x p l a n a t i o n  of  the  s t r u c t u r e  p r e s e n t  than do 

t r a d i t i o n a l  or  f o r - p r o f i t  t h e o r i e s .  R e s u lt s  from Phase I  

i n d i c a t e d  o r g a n i z a t i o n a l  t h e o r i e s  based on f o r - p r o f i t  o rg a ­

n i z a t i o n s  should not  be i n d i s c r i m i n a n t l y  a p p l i e d  to vo lu n ­

t a r y  a s s o c i a t i o n s .  S i m i l a r i t i e s  may e x i s t  in  ar eas  such as 

s t r a t e g i c  p l a n n in g  ( se e C r i t t e n d e n ,  1982)  but major  d i f ­
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f e r e n c e s  in  o t h e r  ar eas  suggest  t h a t  in s t r u m e n t a l  v o l u n t a r y  

a s s o c i a t i o n s  ar e  no t  s i m i l a r  to f o r - p r o f i t  o r g a n i z a t i o n s .  

A lt houg h  not  s p e c i f i c a l l y  t e s t e d ,  C r i t t e n d e n ’ s (1 9 8 2 ,  p.  

164 )  h y p o t h e s is  t h a t  f i n d i n g s  in the p r o f i t  s e c t o r  are  

g e n e r a l i z a b l e  to  those t h i r d - s e c t o r  o r g a n i z a t i o n s  e x h i b i t i n g  

i n s t r u m e n t a l  t e n d e n c ie s  was not  supported in t h i s  r e s e a r c h .  

The r e s u l t s  i n d i c a t e  the need f o r  e m p i r i c a l l y  developed  

i n f o r m a t i o n  s p e c i f i c a l l y  d e r i v e d  from v o l u n t a r y  asso­

c i a t i o n s .  That  i n f o r m a t i o n  should then be used to  deve lop  

a p p r o p r i a t e  p r e s c r i p t i v e  s o l u t i o n s  to the un iqu e management 

problems which they f a c e .

L i m i t a t i o n s

Th is  i n v e s t i g a t i o n  was e x p l o r a t o r y  in  n a t u r e .  Fu tu re  

r e s e a r c h  o f  a more c o n c l u s i v e  n a t u r e  can b u i l d  on the i n f o r ­

ma tio n a c q u ir e d  from t h i s  s t u d y .  I t  i s  i m p o r ta n t  t h a t  o th e r  

i n v e s t i g a t o r s  under st an d  the l i m i t a t i o n s  and p o t e n t i a l  

e r r o r s  p r e s e n t  in  t h i s  i n f o r m a t i o n .  The l i m i t a t i o n s  occur  

i n  t h r e e  a r e a s :  (1 )  sam pl ing e r r o r s ,  ( 2 )  measurement e r r o r s ,  

and ( 3 )  in s t r u m e n t  e r r o r s .

Sampling E r r o r

Sampling e r r o r  i s  the degre e to which the sample is  

u n r e p r e s e n t a t i v e  o f  th e  p o p u l a t i o n  o f  i n t e r e s t .  One source  

o f  sam pling  e r r o r  in  t h i s  i n v e s t i g a t i o n  was d e r iv e d  from the  

r e p r e s e n t a t i v e n e s s  o f  the sample frame.  The sample frame 

f o r  t h i s  i n v e s t i g a t i o n  was l i m i t e d  to  a s s o c i a t i o n s  in c lu d e d
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on the G ove rnor ’ s O f f i c e  on V o lu n te e r is m  f o r  the S t a t e  of  

A rk an sa s.  That  f a c t  c r e a te d  s e v e r a l  obvious l i m i t a t i o n s  to  

t h e  v i a b i l i t y  o f  the f i n d i n g s .  F i r s t ,  as w i th  any l i s t ,  

i n c l u s i o n  o f  an o r g a n i z a t i o n  on the l i s t  may have le ad  to 

b ia se d  r e s u l t s .  Tha t  i s ,  the chance e x i s t s  t h a t  o r g a n i z a ­

t i o n s  on the GOV l i s t  were d i f f e r e n t  in  some manner from 

o r g a n i z a t i o n s  not  on the  l i s t .

Second,  the o r g a n i z a t i o n s  which p a r t i c i p a t e d  in the  

f i r s t  phase o f  d a ta  c o l l e c t i o n  may have d i f f e r e d  from those  

o r g a n i z a t i o n s  which chose to no t  p a r t i c i p a t e .  Data could  

not be c o l l e c t e d  to compare re spo nde nts to non -res pon den ts  

on the b a s is  o f  o r g a n i z a t i o n a l  s t r u c t u r e .

O r g a n i z a t i o n s  chosen f o r  p a r t i c i p a t i o n  in the second 

phase o f  d a ta  c o l l e c t i o n  were not  chosen on a random b a s is .  

R a t h e r ,  th ey  were chosen based on s i z e ,  l o c a t i o n ,  o r i e n ­

t a t i o n ,  and w i l l i n g n e s s  to  p a r t i c i p a t e  in  the p r o j e c t .  Four 

o r g a n i z a t i o n s  were c o n ta c te d  and chose not  to p a r t i c i p a t e  in  

th e  second phas e.  There was no method o f  comparing those  

o r g a n i z a t i o n s  w it h  th e o r g a n i z a t i o n s  s e l e c t e d ,  however,  a l l  

f o u r  were s i m i l a r  to  p a r t i c i p a t i n g  a s s o c i a t i o n s  in  terms o f  

s i z e ,  l o c a t i o n ,  and o r i e n t a t i o n .  I t  i s  p o s s ib le  t h a t  a d i f ­

f e r e n t  se t  o f  l e a d e r  b e h a v io r  and v o l u n t e e r  s a t i s f a c t i o n  

r e l a t i o n s h i p s  might  have been found in  those o r g a n i z a t i o n s .

There may a ls o  be g e n e r a l  g eo grap hi c d i f f e r e n c e s  t h a t  

r e s u l t  in  t h i s  sample o f  Arkansas v o l u n t a r y  a s s o c i a t i o n s  

bein g u n r e p r e s e n t a t i v e  o f  v o l u n t a r y  o r g a n i z a t i o n s  in  o th e r
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s t a t e s  or  r e g i o n s .  For example,  o t h e r  s t a t e s  and l o c a l i t i e s  

may p r o v id e  d i f f e r e n t  l e v e l s  o f  su pport  and encouragement  

f o r  v o l u n t a r y  a s s o c i a t i o n s  than  does the  s t a t e  o f  Arkan sa s.  

Research i n d i c a t e s  th e degree o f  v o lu n t a r is m  i n  a p a r t i c u l a r  

a re a  i s  r e l a t e d  to th e number o f  i n d i v i d u a l s  in  a hi gh  

soc io -e co nom ic  c l a s s ,  a c l a s s  which may be u n d e r - r e p r e s e n t e d  

i n  A rka nsas .

In s t r u m e n t  E r r o r

The in s t r u m e n t s  u t i l i z e d  in  both phases o f  the  dat a  

c o l l e c t i o n  r e l i e d  h e a v i l y  on in s t r u m e n t s  des ign ed and used 

f o r  d at a c o l l e c t i o n  in  the p r o f i t - s e c t o r . Al th ough  ca re  was 

tak en  to  reword th e q u e s t io n s  i n  a framework a p p r o p r i a t e  f o r  

v o l u n t e e r  s e t t i n g s ,  th e i n s t r u m e n t s  may measure d i f f e r e n t  

u n d e r l y i n g  c o n s t r u c t s  in the v o l u n t a r y  e n v ir o n m e n t.  On the  

o t h e r  hand,  f a c t o r  a n a l y s i s  o f  th e s e c t io n s  measuring le a d e r  

b e h a v i o r ,  ta sk s t r u c t u r e ,  and p e r s o n a l i t y  c h a r a c t e r i s t i c s  

i n d i c a t e d  th e in s t r u m e n ts  measured u n d e r l y i n g  f a c t o r s  s i m i ­

l a r  to  the ones h y p o t h e t i c a l l y  measured, i n d i c a t i n g  su pp ort  

f o r  th e v a l i d i t y  o f  the measures.

The l e n g t h  o f  th e q u e s t i o n n a i r e  and p o s i t i o n  o f  i t em s in  

th e i n s t r u m e n t  used d u r in g  th e second phase o f  da ta  c o l l e c ­

t i o n  c r e a te d  the p o t e n t i a l  problems o f  f a t i g u e  and frame o f  

r e f e r e n c e  b i a s .  The re s e a r c h e r  used t h r e e  forms o f  the  

q u e s t i o n n a i r e  to reduce the i n f l u e n c e  o f  f a t i g u e  and frame  

o f  r e f e r e n c e .  T h e o r e t i c a l l y ,  the use o f  m u l t i p l e  forms  

would r e s u l t  in  d i f f e r e n t  segments o f  the  i n s t r u m e n t  being
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e f f e c t e d  by f a t i g u e  b ia s  and the  b ia s  would be mi nim ized on 

any p a r t i c u l a r  segment when a l l  q u e s t i o n n a i r e s  were examined

Measurement E r r o r

A f i n a l  i n s t r u m e n t - r e l a t e d  concern i s  t h a t  o f  p o s s ib le  

measurement e r r o r  b i a s .  Measurement b ia s  concerns the  

degr ee to  which th e  in s t r u m e n ts  ar e s y s t e m a t i c a l l y  r e c o r d in g  

d i s t o r t e d  or f a l s e  i n f o r m a t i o n .  The p o t e n t i a l  f o r  v o lu n ­

t e e r s  su p p ly in g  “ s o c i a l l y  d e s i r e a b l e "  res ponses f o r  l e a d e r  

b e h a v io r s  or  s a t i s f a c t i o n  cou ld have r e s u l t e d  in s puri ou s  

r e l a t i o n s h i p s  a p p e a r i n g .  Measurement b ia s  may not  be s i g n i ­

f i c a n t  s in c e  th e d at a a n a l y s i s  p ro ce dur es  compared the d i f ­

fe r e n c e s  in  sco re s o f  v o l u n t e e r s  from a l l  o r g a n i z a t i o n s .  

C o n s i s t e n t  b ia s  th r ou gho ut v o l u n t e e r s  and o r g a n i z a t i o n s ,  

t h e r e f o r e ,  would reduce the measurement bi a s  probl em .

The method by which q u e s t i o n n a i r e s  were d i s t r i b u t e d  to 

th e v o l u n t e e r s  c r e a t e d  a p o t e n t i a l  b i a s .  Some v o l u n t e e r s  

r e c e i v e d  t h e i r  q u e s t i o n n a i r e  from the i n v e s t i g a t o r  w h i l e  

o t h e r s  r e c e i v e d  the  in s t r u m e n t  from th e c o - o r d i n a t o r  of  

v o l u n t e e r  s e r v i c e s  f o r  t h e i r  o r g a n i z a t i o n .  W r i t t e n  i n s t r u c ­

t i o n s  accompanied the in s tr u m e n ts  in  both  s i t u a t i o n s .  The 

r e p r e s e n t a t i v e  o f  each v o l u n t a r y  a s s o c i a t i o n  agreed to 

d i s t r i b u t e  q u e s t i o n n a i r e s  to a l l  v o l u n t e e r s  in  t h e i r  o r g a n i ­

z a t i o n  or  d e p a rt m e n t ,  however, i t  i s  p o s s i b l e  the y pic ked  

p a r t i c u l a r  i n d i v i d u a l s  to f i l l  out  th e i n s t r u m e n t .  No 

method was de v is e d  to d e te rm in e  i f  t h a t  occu red .  However,  

no majo r  d i f f e r e n c e s  were noted when the  r e s u l t s  from o rg a ­

n i z a t i o n s  usi ng  each method were compared.
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Summary o f  Research L i m i t a t i o n s

There were t h r e e  p o t e n t i a l  t h r e a t s  to the  v a l i d i t y  of  

th e  d a ta  t h a t  aros e from the  pro ced ure  employed f o r  da ta  

c o l l e c t i o n .  L i m i t a t i o n s  were r e l a t e d  to  sampling e r r o r ,  

measurement e r r o r ,  and in s t r u m e n t  e r r o r .  Each o f  the e r r o r  

t yp es  c r e a t e d  the p o s s i b i l i t y  o f  erroneo us c o n c lu s io n s ,  

however,  st ep s were take n  to reduce the impact  o f  those  

e r r o r s  on th e f i n d i n g s .  Reasonable co n f id en ce in  the f i n ­

din gs can be a rgue d.  Lehman (1 9 8 0 )  p o i n t s  out  t h a t  i f  one 

i s  con cerned w i t h  r e l a t i v e  r a t h e r  than a b s o lu te  v a l u e s ,  many 

o f  the  sourc es o f  e r r o r  w i l l  c a n ce l  o u t .  F i n a l l y ,  the  

e x p l o r a t o r y  n a t u r e  o f  t h i s  re s e a rc h  pre c lu d e s  major  c o n c lu ­

si on s from be in g  re a c h e d .  F u tu r e  e xa m in at io n s  o f  l e a d e r s h i p  

i n  v o l u n t a r y  a s s o c i a t i o n s  should be designe d to reduce the  

chance o f  e r r o r s  and r e l a t e d  l i m i t a t i o n s  encou ntere d in t h i s  

s tu d y .  F u r t h e r  s y s t e m a t ic  r e s e a rc h  should p r o v id e  v o l u n t a r y  

a s s o c i a t i o n s  th e i n f o r m a t i o n  they need to dev el op r e l i a b l e  

management t e c h n iq u e s  f o r  t h e i r  o r g a n i z a t i o n s .

C o n t r i b u t i o n s  o f  the Research  

T h is  stud y was one o f  th e f i r s t  e m p i r i c a l  i n v e s t i g a t i o n s  

i n t o  th e s t r u c t u r a l  c h a r a c t e r i s t i c s  of  v o l u n t a r y  asso­

c i a t i o n s .  I t  was th e  i n i t i a l  study to s p e c i f i c a l l y  examine  

the  r o l e  o f  l e a d e r  b e h a v io r s  and s i t u a t i o n a l  v a r i a b l e s  in  

p r e d i c t i n g  s a t i s f a c t i o n  l e v e l s  o f  v o l u n t e e r s .  S p e c i f i c  

c o n t r i b u t i o n s  were made in  terms o f  ( 1 )  un d er st an d in g  the  

s t r u c t u r e  o f  v o l u n t a r y  a s s o c i a t i o n s  and ( 2 )  dev e lo p in g  an 

u n d e r s ta n d in g  o f  l e a d e r s h i p  in  v o l u n t a r y  a s s o c i a t i o n s .
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S t r u c t u r a l  C h a r a c t e r i s t i c s

The I n v e s t i g a t i o n  pro v id e d  i n f o r m a t i o n  which c l a r i f i e d  

f a c t o r s  t h a t  a re  or are not  r e l a t e d  to  the s t r u c t u r e  p r e s e n t  

in  v o l u n t a r y  a s s o c i a t i o n s .  The f o l l o w i n g  r e l a t i o n s h i p s  ( o r  

la c k  o f  r e l a t i o n s h i p s )  were found in  t h i s  i n v e s t i g a t i o n :

Adhocracy in v o l u n t a r y  a s s o c i a t i o n s  i s  u n r e l a t e d  to  
bud ge t ,  number o f  pa id  s t a f f ,  and number o f  v o l u n t e e r s .

I n t e r a c t i o n  in  d e c is io n -m a k in g  i s  u n r e l a t e d  to bu dget ,  
number o f  v o l u n t e e r s ,  and number o f  p ai d  s t a f f .

H i e r a r c h i c a l  c o n t r o l  i s  u n r e l a t e d  to budget and numbers 
of  pai d  s t a f f  and v o l u n t e e r s .

I n f o r m a l i t y  o f  th e o l i g a r c h y  i s  u n r e l a t e d  to budget  and 
number o f  v o l u n t e e r s  and pai d  s t a f f .

V o l u n t e e r  i n p u t  i s  n e g a t i v e l y  r e l a t e d  to  budget  and 
number o f  p ai d  s t a f f .

V o l u n t e e r  in p u t  i s  u n r e l a t e d  to number o f  v o l u n t e e r s .

Job c o d i f i c a t i o n  i s  r e l a t e d  to  budget  and number of  
v o l u n t e e r s  in  moderate ( p < . 1 0 )  p o s i t i v e  manner.

Job c o d i f i c a t i o n  i s  u n r e l a t e d  to number o f  pai d  s t a f f .

V o l u n t e e r  in p u t  i s  u n r e l a t e d  to in s t r u m e n t a l  
o r i e n t a t i o n .

I n t e r a c t i o n  i n  d e c is io n -m a k in g  i s  u n r e l a t e d  to  u r i e n -  
t a t i o n .

Adhocracy i s  u n r e l a t e d  to o r i e n t a t i o n .

I n f o r m a l i t y  o f  th e o l i g a r c h y  i s  u n r e l a t e d  to i n s t ru m e n ­
t a l  o r i e n t a t i o n .

Job c o d i f i c a t i o n  i s  u n r e l a t e d  to in s t r u m e n t a l  
o r i e n t a t i o n .

Number v o l u n t e e r s  i s  u n r e l a t e d  to i n s t r u m e n t a l  o r i e n ­
t a t i o n  .
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Number o f  p a id  s t a f f  i s  u n r e l a t e d  to i n s t r u m e n t a l  o r i e n ­
t a t i o n  .

V o l u n t e e r  i n f l u e n c e  i s  n e g a t i v e l y  r e l a t e d  to a moderate  
degree Cp< .10 ]  w i t h  i n s t r u m e n t a l  o r i e n t a t i o n .

Budget  s i z e  i s  m o d e ra te ly  Cp<. 1 0 )  r e l a t e d  to in s t r u m e n ­
t a l  o r i e n t a t i o n .

Age o f  th e a d m i n i s t r a t o r  heading the o r g a n i z a t i o n  is  
n e g a t i v e l y  c o r r e l a t e d  w it h  i n s t r u m e n t a l  o r i e n t a t i o n .

Lead er B e hav io rs and V o l u n t e e r  
S a t i s f a c t i o n

Th is  study added the f o l l o w i n g  i n f o r m a t i o n  to the body 

o f  knowledge c on ce rn in g  l e a d e r s h i p  and v o l u n t e e r  s a t i s f a c ­

t i o n  w it h  work:  *

S u p p o r t iv e  l e a d e r  b e h a v io r s  ar e r e l a t e d  to  s a t i s f a c t i o n  
w i t h  work when no s i t u a t i o n a l  v a r i a b l e s  a re  c o n s id e r e d .

Ro le c l a r i f i c a t i o n  i s  r e l a t e d  to s a t i s f a c t i o n  w it h  work 
when no s i t u a t i o n a l  v a r i a b l e s  are c o n s id e r e d .

In s t r u m e n t a l  l e a d e r  b e h a v io rs  have a g r e a t e r  impact  on
s a t i s f a c t i o n  w i t h  work f o r  e x t r i n s i c a l l y  m o ti v a te d  i n d i ­
v i d u a l s  than i n t r i n s i c a l l y  m ot iv a te d  v o l u n t e e r s  when no 
o t h e r  s i t u a t i o n a l  f a c t o r s  are c o n s id e r e d .

Role c l a r i f i c a t i o n  and work assignm ent ar e  the only
s i g n i f i c a n t  d i s c r i m i n a t o r s  o f  the l e v e l  o f  s a t i s f a c t i o n  
w i t h  work when ta sk  and pe rs o n a l  c h a r a c t e r i s t i c s  are  
s im u l t a n e o u s ly  c o n s id e r e d .

S u p p o r t iv e  l e a d e r  b e h a v io rs  are i n e f f e c t i v e  d i s c r i m i n a ­
t o r s  o f  the l e v e l  o f  work s a t i s f a c t i o n  due to the  s t r u c ­
t u r e  o f  v o l u n t e e r  t a s k s .

Task s t r u c t u r e ,  s p e c i f i c a l l y  autonomy and f r i e n d s h i p
o p p o r t u n i t i e s ,  are major  d e te r m in a n ts  o f  s a t i s f a c t i o n  
w i t h  work.

S p e c i f i c a t i o n  o f  p ro ced ure s and s u p p o r t i v e  l e a d e r  beha­
v i o r s  do not i n f l u e n c e  th e  s a t i s f a c t i o n  l e v e l  of  vo lu n ­
t e e r s  due to th e  i n f l u e n c e  o f  autonomy and f r i e n d s h i p  
o p p o r t u n i t i e s .
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C a re e r o r i e n t a t i o n  o f  a v o l u n t e e r  may moderate the  
r e l a t i o n s h i p  between i n s t r u m e n t a l  b e h a v io r s  and work 
s a t i s f a c t i o n  f o r  th e v o l u n t e e r .

Locus o f  c o n t r o l  i s  r e l a t e d  in  a n o n - l i n e a r  manner to  
s a t i s f a c t i o n  w it h  v o l u n t e e r  work.

These f i n d i n g s  sugg est  t h a t  f u r t h e r  re s e a r c h  i n t o  both  

s t r u c t u r e  and l e a d e r s h i p  in  v o l u n t a r y  a s s o c i a t i o n s  i s  

nec es sa ry  and would be f r u i t f u l .  The study  uncovered i n f o r ­

matio n which p r o v i d e s  th e  f o u n d a t io n  f o r  f u t u r e  r e s e a rc h  

i n t o  th e s t r u c t u r e  and l e a d e r s h i p  p ro ces ses  in  v o l u n t a r y  

a s s o c i a t i o n s .  E m p i r i c a l  evi den ce  i n d i c a t e s  t h a t  l e a d e r s h i p  

i s  i m p o r t a n t  in  i n f l u e n c i n g  the s a t i s f a c t i o n  l e v e l s  o f  

v o l u n t e e r s .  C e r t a i n  t a s k  s t r u c t u r e s  and p e r s o n a l  c h a r a c ­

t e r i s t i c s  i n f l u e n c e  s a t i s f a c t i o n  w it h  v o l u n t e e r  work. In  

a d d i t i o n ,  th e  r e s u l t s  i n d i c a t e  t h a t  s u p p o r t i v e  le a d e r  beha­

v i o r s  ar e  no t  th e u n i v e r s a l  answer f o r  i n f l u e n c i n g  v o l u n t e e r  

s a t i s f a c t i o n  w it h  work.  Many a d d i t i o n a l  re s e a r c h  q u es t io n s  

were uncovered by t h i s  i n v e s t i g a t i o n .  A number o f  those  

q u e s t io n s  ar e p re s e n te d  in  the  f o l l o w i n g  s e c t i o n  o f  t h i s  

c h a p t e r .

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



www.manaraa.com

2 5 0

C o n cl usi ons  and F u tu r e  Research  
D i r e c t i o n s

The s c i e n t i f i c  stud y o f  v o l u n t a r y  o r g a n i z a t i o n s  i s  j u s t  

b e g i n n i n g .  A need f o r  e m p i r i c a l l y - b a s e d  management  

knowledge e x i s t s  th ro u g h o u t  the t h i r d  s e c t o r .  Thi s study  

p ro v id e d  a f o u n d a t io n  f o r  f u r t h e r  r e s e a rc h  in  two major  

ar ea s  o f  i n t e r e s t  to v o l u n t a r y  a s s o c i a t i o n  management; 

le a d e r s h i p  and s t r u c t u r e .  Both ar e a s  ar e o f  concern to  

v o l u n t a r y  a s s o c i a t i o n s  due to th e  imp ac t  each has on the  

i n d i v i d u a l  v o l u n t e e r  and per form ance in th e o r g a n i z a t i o n  

(G i d r o n ,  1983;  J e n n e r,  1981;  Hyman, 1 9 8 3 ) .  E m p i r i c a l l y -  

based i n f o r m a t i o n  needs to be deve lop ed f u l l y  in  both  a re as  

to  p r o v i d e  managers and l e a d e r s  o f  v o l u n t e e r s  a sound b a s is  

f o r  choosing p a r t i c u l a r  macro and micr o s t r u c t u r e s  and 

le a d e r s h i p  s t y l e s .

R e s u l t s  from t h i s  i n v e s t i g a t i o n  sugge st  s e v e r a l  g e n e r a l  

are as where f u t u r e  r e s e a r c h  can p r o v i d e  needed i n f o r m a t i o n .  

F in d i n g s  sug gested s p e c i f i c  t o p i c s  and models,  p a r t i c u l a r l y  

when d e a l i n g  w i t h  v o l u n t a r y  o r g a n i z a t i o n  s t r u c t u r a l  c h a r a c ­

t e r i s t i c s .  These t o p i c s  and d i r e c t i o n s  were as f o l l o w s :

1.  The B u r e a u c r a t i c  Proces s model ( L i p i s k y ,  1980)
sugges ts  the f o l l o w i n g  t e s t a b l e  hy po th ese s:

a.  H i e r a r c h i c a l  c o n t r o l  w i l l  be low in o r g a n i z a t i o n s  
in v o l v e d  in  s o c i a l  or  w e l f a r e  s e r v i c e s ,  which a re  
c o n t r o l l e d  by government a g e n c ie s ,  and u t i l i z e  
v o l u n t e e r s  as th e  pr im a ry  s e r v i c e  d e l i v e r y  mechanism.

b. Job c o d i f i c a t i o n  w i l l  be low i n  v o l u n t a r y  
a s s o c i a t i o n s  which have BPM c h a r a c t e r i s t i c s .
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2 .  The D i a l e c t i c a l  model (W h it e ,  1969 )  o f  v o l u n t a r y  
o r g a n i z a t i o n  s t r u c t u r e  suggests those o r g a n i z a t i o n s  
a re  i n f o r m a l - u n s t r u c t u r e d  e n t i t i e s .  S p e c i f i c
hyp othes es which should be te s te d  i n c l u d e :

a.  The degree  o f  adhocracy i s  r e l a t e d  to the degree  
to  which th e o r g a n i z a t i o n  chooses to de-em phasi ze  
t r a d i t i o n a l  s t r u c t u r e s  such as fo rm a l  communicat ion  
ch a n n e ls ,  jo b  t i t l e s ,  and c e n t r a l i z e d  a u t h o r i t y .

b.  O i a l e c t i c a l  o r g a n i z a t i o n s  w i l l  have low l e v e l s  o f  
jo b  c o d i f i c a t i o n  and low l e v e l s  o f  h i e r a r c h i c a l  
c o n t r o l .

R e s u l t s  from the r es ea rch  suggest  the need f o r  f u r t h e r  

study i n t o  th e f o l l o w i n g  hypotheses s p e c i f i c a l l y  r e l a t e d  to  

o r i e n t a t i o n  and s i z e  o f  v o l u n t a r y  a s s o c i a t i o n s .

3.  I n s t r u m e n t a l  o r i e n t a t i o n  i s  n e g a t i v e l y  c o r r e l a t e d
w i t h  degree  o f  v o l u n t e e r  i n f l u e n c e .

4 .  O r g a n i z a t i o n s  w it h  l a r g e r  budgets p r o v id e  more job
c o d i f i c a t i o n  f o r  v o l u n t e e r  t a s k s .

5.  H ig h e r  numbers o f  pai d  s t a f f  members w i l l  be r e l a t e d  
to  le s s  v o l u n t e e r  i n f l u e n c e  on d e c is io n s  in  the o r g a n i ­
z a t i o n  .

6 . Job c o d i f i c a t i o n  w i l l  be pre s e n t  in  g r e a t e r  amounts 
as the number o f  v o l u n t e e r s  in  the o r g a n i z a t i o n
i n c r e a s e .

7.  I n s t r u m e n t a l  o r i e n t a t i o n  i s  r e l a t e d  to h ig h e r  l e v e l s  
o f  v o l u n t e e r  i n t e r a c t i o n  in  d e c is io n - m a k in g .

8 . I n s t r u m e n t a l  o r i e n t a t i o n  is  r e l a t e d  to l a r g e r
o p e r a t i n g  budg et s .

S e v e r a l  im p o r ta n t  i m p l i c a t i o n s  f o r  the f u t u r e  d i r e c t i o n  

o f  l e a d e r s h i p  re s e a rc h  and p r a c t i c e  a ls o  were suggested by 

t h i s  i n v e s t i g a t i o n .  Those sug ges t ions  f a l l  i n t o  two 

c a t e g o r i e s :  ( 1 )  measures o f  le a d e r  beh a v io r  and ( 2 )  t e s t i n g

m u l t i p l e  outcomes.
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F u t u r e  r e s e a rc h  on th e P e th -G o a l  th e o r y  should use 

measures o f  l e a d e r  b e h a v io r  which are not  u n i v e r s a l  in  

n a t u r e .  For example,  i n s t r u m e n t a l  b e h a v io r  c o n s is t s  of  at  

l e a s t  t h r e e  d i s t i n c t i v e  b e h a v i o r s :  ( 1 )  r o l e  c l a r i f i c a t i o n ,  

( 2 )  s p e c i f i c a t i o n  o f  p ro ce d u res ,  and ( 3 )  work assi gnme nt .  

Pa st  s t u d i e s  used a u n i v e r s a l  measure o f  i n s t r u m e n t a l  beha­

v i o r  no t  a measure o f  each type  o f  i n s t r u m e n t a l  b e h a v io r .  

Had th e c u r r e n t  r e s e a rc h  used an o v e r a l l  measure of  i n s t r u ­

men tal  b e h a v i o r ,  th e co n c lu s io n s  might  have been d i f f e r e n t .  

I t  i s  p o s s i b l e  t h a t  s u p p o r t i v e  b e h a v io r  should not  be 

measured as a u n i v e r s a l  c o n s t r u c t .  Research should be 

d i r e c t e d  toward r e f i n i n g  th e  measures o f  s u p p o r t i v e ,  p a r ­

t i c i p a t i v e ,  and achi eve men t o r i e n t e d  l e a d e r  b e h a v io r s .  

F u t u r e  s t u d i e s  o f  l e a d e r s h i p  in  v o l u n t a r y  a s s o c i a t i o n s  

should examine the  imp act  o f  achi eve men t and p a r t i c i p a t i v e  

le a d e r s h i p  on v o l u n t e e r  s a t i s f a c t i o n  once a p p r o p r i a t e  

measures have been d e v el oped .

Second,  P a t h - G o a l  Theory sug gests l e a d e r  b eh av io r  is  

r e l a t e d  to  t h r e e  s p e c i f i c  outcomes: s a t i s f a c t i o n  w it h  work,  

ac ce ptanc e o f  th e l e a d e r ,  and per fo rma nce  ( v i a  m o t i v a t i o n ] .  

Th is  study examined only  one o f  those outcomes,  s a t i s f a c t i o n  

w i t h  work.  A d d i t i o n a l  r e s e a rc h  should be d i r e c t e d  a t  d e t e r ­

mining the r e l a t i o n s h i p  between l e a d e r  b e h a v io r s  and the  

o t h e r  two outcomes in  v o l u n t a r y  a s s o c i a t i o n s .  S a t i s f a c t i o n  

w i t h  work was chosen as th e on ly outcome f o r  study in  t h i s  

i n v e s t i g a t i o n  due to the l a c k  of  i n s t r u m e n ts  and in f o r m a t io n
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needed t o  p r o p e r l y  measure v o l u n t e e r  p e rf o rm a n c e .  Very few 

v o l u n t a r y  a s s o c i a t i o n s  a t te m p t  to keep r e c o r d s  o f  or  e va ­

l u a t e  v o l u n t e e r  pe r fo rm a n c e .  Acceptance o f  th e  l e a d e r  has 

not been s tu d ie d  in any s e t t i n g ,  p r o f i t  or  o t h e r w i s e ,  t h e r e ­

f o r e  r e s u l t s  o f  a t e s t  of  t h a t  c o n s t r u c t  would p r o v i d e  no 

b a s is  f o r  comparison between v o l u n t a r y  a s s o c i a t i o n  

l e a d e r s h i p  and f o r - p r o f i t  l e a d e r s h i p .

S p e c i f i c  P a t h - G o a l  hypothes es which shoul d be examined 

i n c l u d e  but  ar e  not  l i m i t e d  to th e f o l l o w i n g :

9 .  S u p p o r t iv e  l e a d e r  b e h a v io rs  ar e u n r e l a t e d  to  s a t i s ­
f a c t i o n  w i t h  work,  acc ep ta nce o f  the  l e a d e r ,  and p e r f o r ­
mance when th e ta s k  p r o v id e s  a hi gh  deg re e o f  f r i e n d s h i p  
o p p o r t u n i t i e s  a n d / o r  d e a l i n g  w it h  o t h e r s .

10.  S p e c i f i c a t i o n  o f  proce du re s w i l l  be r e l a t e d  to lo w er  
l e v e l s  o f  v o l u n t e e r  autonomy.

11.  Both p a r t i c i p a t i v e  and i n s t r u m e n t a l  l e a d e r  b e h a v io r s  
w i l l  be p o s i t i v e l y  r e l a t e d  to s a t i s f a c t i o n  w it h  work,  
ac ce pta nc e o f  the  l e a d e r ,  and per fo rm an ce f o r  i n d i v i ­
du al s who p a r t i c i p a t e  in  th e a c t i v i t i e s  o f  v o l u n t a r y  
o r g a n i z a t i o n s  as a p r im ar y c a r e e r .

12.  I n s t r u m e n t a l  and a c h i e v e m e n t - o r i e n t e d  b e h a v io r s  w i l l  
be p o s i t i v e l y  r e l a t e d  to s a t i s f a c t i o n  w i t h  work,  ac cep ­
ta n ce  o f  the l e a d e r ,  and perform anc e f o r  i n d i v i d u a l s  who 
p a r t i c i p a t e  i n  v o l u n t a r y  a c t i v i t i e s  as a means to e n t e r  
or m a in t a in  employment in  th e f o r - p r o f i t  s e c t o r .

13.  S u p p o r t i v e  and p a r t i c i p a t i v e  l e a d e r  b e h a v i o r s  w i l l  
be more m ea n in g fu l  to  persons who engage in  v o l u n t e e r  
work as a supplement to t h e i r  “ r e g u l a r "  a c t i v i t i e s .

14.  V o l u n t e e r s  who a re  high  e x t e r n a l s  on th e  lo c u s  o f  
c o n t r o l  measure w i l l  be more s a t i s f i e d  w i t h  t h e i r  work,  
a c c e p t  the l e a d e r ,  and e x h i b i t  h ig h e r  pe rfo rm an ce  l e v e l s  
i f  th e  l e a d e r  engages in  p a r t i c i p a t i v e  b e h a v i o r s .

15.  Rol e c l a r i f i c a t i o n  w i l l  be r e l a t e d  p o s i t i v e l y  to  
v o l u n t e e r  s a t i s f a c t i o n ,  acc ep ta nce  o f  the  l e a d e r ,  and 
per form anc e when the v o l u n t e e r  i s  new to  th e  o r g a n i z a ­
t i o n ,  the work i s  complex,  an d /o r  th e  i n d i v i d u a l  
re c e i v e s  many s h o r t  t as k or p r o j e c t s  to p e r f o r m .
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16 .  S u p p o r t i v e  l e a d e r  b e h a v io r  i s  r e l a t e d  to acc eptance  
o f  th e l e a d e r .

17.  V o l u n t e e r  s a t i s f a c t i o n  w i t h  work and acc ep ta nce  of  
the l e a d e r  i s  r e l a t e d  to  t e n u re  or  p r o p e n s i t y  to  r e s ig n  
f rom t h a t  o r g a n i z a t i o n .

Conc lu si on s

The i n t e n t  of  t h i s  i n v e s t i g a t i o n  was to  answer s e v e r a l  

q u e s t i o n s  c o nce rn in g the  r e l a t i o n s h i p  between l e a d e r  beha­

v i o r s ,  s i t u a t i o n a l  c h a r a c t e r i s t i c s ,  and v o l u n t e e r  s a t i s f a c ­

t i o n  w i t h  work.  In '  a d d i t i o n ,  i t  was n ec ess ary  to dev elo p an 

u n d e r s ta n d in g  o f  the s t r u c t u r a l  r e l a t i o n s h i p s  in  v o l u n t a r y  

a s s o c i a t i o n s  o f  d i f f e r e n t  s i z e s  and o r i e n t a t i o n s .  

Hyp othes es were dev eloped and t e s t e d  to answer those  

q u e s t i o n s .  Some d e f i n i t e  answers were d ev el o p ed ,  o th e r  

r e s u l t s  were o n ly  t e n t a t i v e  and the r e s e a rc h  qu e s t io n s  must 

be i n v e s t i g a t e d  f u r t h e r .  S t i l l  o th e r  answers r e s u l t e d  in  

th e  pos ing  o f  new q u e s t io n s .  A l i m i t e d  example o f  those  

i s s u e s  and q u e s t io n s  was p ro vi d ed  in  th e p r e v io u s  s e c t i o n .  

Those is s u e s  shou ld p r o v id e  i n t e r e s t i n g  and p o s i t i v e  d i r e c ­

t i o n s  f o r  re s e a r c h  in  one o f  the most ig nore d but  most 

i m p o r t a n t  o r g a n i z a t i o n s  i n  our s o c i e t y ,  th e v o l u n t a r y  ass o­

c i a t i o n  .
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INSTRUCTIONS

Th is  booklet co nta in s  questio ns  that are related  to the le a d e r s h ip ,
ORGANIZATIONAL CLIMATE, AND GENERAL ATMOSPHERE FOUND IN THIS VOLUNTARY 
ORGANIZATION.

Please  note that all questio ns  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 s ev e r a l ' s ec tio ns  which ask for your o p in io n s  on -v arious  .
WIDE-RANGING TOPICS AND CERTAIN PERSONAL INFORMATION. THE REPLIES YOU
p r o vid e  are CONFIDENTIAL. Please fe el  free to answer as you truly f e e l .

The q uestio ns  should be read and answered im m e d ia t e l y , go w ith  your i n i ­
t ia l  f e e l in g s . Please do n o i  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 s u p e r v is o r ' s name he r e :
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w often does your Immediate supervis—-rent supervisor only. If  you hays m -.------ - .
the one with whom you work most frequently. A superviso you directly report to aid who makes your work assignment
MY IMMEDIATE SUPERVISOR... .  

gives vague explanations of wi
ALWAig OFTEN SOMETIMES SELDOM NEVER

gives me utolear goals to reach on my job. 
explains the level of performance that Is 
eipected of me.
lets me know what Is considered good Job per­
formance.
makes contradictory statements about what Is 
expected of me.
explains the quality of work that Is expected

explains what Is eipected of me on my job.
tells me the performance goals for my job.
gives vague quality standards to meet on my 
job.
helps make working on my Job more pleasant, 
says things to hurt my personal feelings. 
considers my personal feelings before acting. 
maintains a friendly working relationship with

behaves In a manner which Is thoughtful of my 
personal needs.
looks out for my personal welfare.
does personal favors for me.
does things to make my job less pleasant.
treats me without considering my feelings.
shown respect for my personal feelings.
avoids doing personal favors for me.
acts without considering my feelings.
acts rudely towards me.
tells me howi I am to go about doing my job
tells me the methods I am to use In performing

permits me to 
which affect how 1 
developes procedures

lets me develop my c

(gnorê niles and regulations

o perform

d regulations 

n methods for
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SECTION S.2

Out of the following pairs of statements please circle the letter beside the statement that 
you more strongly believe to be true. Be sure to mark the me you actually believe to be 
true, rather that the one think you should choose or the one you would like to be true. This 
Is a measure of personal belief. Obviously there Is no right or wrong atswer.

EXAMPLE: (a) Getting people to do things depends an ability.
b. Luck has a great deal to cb with getting people to follow orders.

This (ndlvfciial believes that statement "a" Is representative the real situation.

1. a. Promotions are earned through hard work end persistence.
b. Getting promoted Is really a matter of being a little luckier that the next guy.

2. a. Succeeding In your chosen occupation Is mainly a matter of social contacts—knowing
the right people.

b. Succeeding In your chosen profession Is a matter of personal competence—how much you

S. a. Achieving a successful marriage depends on the devotion end commitment of bath part-

b. The most Importcnt element h a happy marriage Is being lucky enough to marry the 
right person.

I. a. 7t Is silly to think that you cat really chtxtge (mother person's basic attitudes, 
b. Hhen I am right, I can convince others.

S. a. In our society, yrur future earning power depends on your ability.
b. Making a lot of money is largely a matter of getting the right breaks,

8. a. I have tittle Influence over the way other people behave.
b. I f  you know how to deal with people, you cat lead them atd get them to do what you

J. a. People like I can change the course of world affairs If we make ourselves heard, 
b. It  Is only wishful thinking to believe that you cat really Influence what happens.

S. a. A great deal of what happens to me Is probably a matter of choice,
b. I am the master of my life.

9. a. Getting along with other people Is a skill that must be practiced,
b. It Is almost Impossible to figure out how to please same people.

10. a. Ote of the majbr reasons why we have wars Is because people don't take enough Interest
In politics.

b. There will always be wars, no matter how hard people try to prevent them.

11. a. As far as world affairs are concerned, most of us are the victims of forces we can
neither indersttmd, nor control, 

b. In the long net, the people are responsible for bod govemmmt at a national as well 
as a local level.

12. a. By taking at active part In political ond social affairs the people can control world

b. This world Is run by a few people In power atd there Is not much the little guy can

13. a. Hhen I make plcms, I am almost certain that 1 can make them work, 
b. Mery times I might as well decide what to do by flipping a coin.
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Are you, in general, dissatisfied with the quality of the leadership in this organization? 

_____ Yes  No

How long have you been a xolmteer [or this organization? _______  Years  Months

How many hours per week do >ou do vilmteer work?______

What percentage of this time Is spent In work for this organizationT______

THANK YOU FOR YOUR TIME AND CO-OPERATION IN FILLING OUT THIS QUESTIONNAIRE.
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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 your opinions on various
WIDE-RANGING TOPICS AND CERTAIN PERSONAL INFORMATION. THE REPLIES YOU
provide are CONFIDENTIAL. Please fe e l free  to  answer as you t r u ly  fe e l.

The questions should be read and answered im mediately , go with your i n i ­
t ia l  fe eling s . 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 why a.person does wlunteer. work. indicate whether you 
agree or disagree with the statements by citcling the number which indicates your level of 
agreement or disagreement.

work were reimbursed.
incurred while doing w

working a
Volunteers work because they can g 
recognition for outstanding work.
Volunteers work because they can ir 
their own decisions pnd there is a 
minimum of supervision.

Volunteers work because it m 
feel like they will become th 
person they can possibly be.

Volisiteers work because they o 
pride in what they do.

Strongly
Disagree Disagree

Take a moment to think about the people you work with in this organization and how they get along

neitherâ ree
disagree

ers are relfable and trustworthy.
seems to be a friendly atmosphere 
the people I work with.

ers always cooperate with me in 
g the job done.
is friction between my peers and
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experience of experience experience

h overall ability does the leader have for doing the work they do in the

My abilities are very high for the job I do in this organization.
Neither

Strongly agree Agree Agree or Disagree Disagree Strongly Disagree
1 2 3 4 5 ,

Without the direction of someone in this organization, I would be unable to accomplish very 
little of value to the organization.

1 2 3 4 5
If I were not satisfied with the leadership in this organization I would leave the organization.

1 2 3 4 5
I am dissatisfied with the leadership in this organization.

How much variety is there in your job?
How much are you left to your own to do 
your own work?

ee

^  ii. find out how well
working?^
How much oppurtunity is there to meet 
Individuals whom you would like to develop 
friendships with?
How much of your job depends ig»n your 
ability to work with others?
How repetitious are your duties?
To what extent are you able to act 
independently of your supervisor in 
performing your job function?
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How often does your immediate supervisor
current supervisor only. If  you have mort u.,c supervisor m uus urgHnizauon pie 
you "directly* report V ^ ^ ^ k e s T o ^ r  ‘W k \ l^ ™ e n t s *  “ *  PerS°t' the 0Cg<m
MY IMMEDIATE SUPERVISOR....

gives vague explanations of what is expected of 
me on my job.
gives me unclear goals to reach on my job.
explains the level of performance that is expected of me.
tets me know what is considered good job per-

explains the quality of work that is expected 
of me.
explains what is expected of me on my job. 
tells me the performance goals for my job. 
jpves vague quality standards to meet on my

helps make working on my job more pleasant, 
says things to hurt my personal feelings, 
considers my personal feelings before acting, 
maintains a friendly working relationship with

behaves in a manner which is thoughtful of my 
personal needs.
looks out for my personal welfare.
does personal favors for me.
does things to make my job tess pleasant.
treats me without considering my feelings.
shows respect for my personal feelings.
avoids doing personal favors for me.
acts without considering my feelings.
acts rudely towards me.
tells me how I am to go about doing my job

n performing

ignore rules and regulations 
which affect how I do my job.
developes procedures to guide my work.
shows me how to do my job.
leaves me alone to decide how to perform

ALWAYS OFTEN SOMETIMES SELDOM NEVER

lets me develop my o
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a. Achieving a successful marriage depends on the devotion and commitment of both part- 
b- Tlie most important element in a happy marriage is being lucky enough to marry the

8: && S H v S ^ s ^  “ r person’s tesic altitudes-
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This section contains some general questions. The answers you provide will allow you to be grouped 
with other individuals with similar characteristics. The answers you give are totally confidential

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 from high school ____ graduated from college
 high school graduate ------- attended graduate school
 attended some college completed a Masters degree
 attended vo-tech school worked on Doctorate
  ------- completed Doctorate
Please indicate the categoi < which represents your gro« family income.

less than 15.000 ____ 35,000 to 44,999
 15,000 to 24,999 ------- 45,000 to 54,999
 25.000 to 34,999 ~~ "  55.000 and over

How long have you worked as a volunteer?_____
Do you plan to quit doing volunteer work for this organization?

Are you, in general, dissatisfied with the quality of the leadership in this organization? 
 Yes  No

How long have you been a volunteer for this organization? _______  Years  Monl

How many hours per week do you do volunteer work? ______

What 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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INSTRUCTIONS

Th is  bo o klet c o n t a in s  q u e s t io n s  that are related  to the l e a d e r s h ip ,
ORGANIZATIONAL CLIMATE, AND GENERAL ATMOSPHERE FOUND IN THIS VOLUNTARY 
ORGANIZATION.

Please  note that  a ll  q u e s tio n s  co ncern in g  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 00 MOST FREQUENTLY FOR THIS ORGANIZATION.

There are also s everal  s e c t io n s  w h ic h  ask for your o p in io n s  on v a r io u s
WIDE-RANGING TOPICS AND CERTAIN PERSONAL INFORMATION. THE REPLIES YOU
p r o v id e  are CONFIDENTIAL. Please  f e e l  free  to answer as you truly  f e e l .

The QUESTIONS SHOULD BE READ AND ANSWERED IMMEDIATELY, GO WITH YOUR IN I ­
TIAL f e e l in g s . Please  do n o i  go back to change any answ ers . Answer 
ALL QUESTIONS UNLESS YOU FEEL A MORAL OBLIGATION TO NOT ANSWER. YOUR 
TIME IN FILLIN G OUT THIS QUESTIONNAIRE IS  GREATLY APPRECIATED.

Ple a s e  enter  your s u p e r v is o r ' s name h e r e :
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How often does your Immediate supervisor engage In the fo lb  wing behaviors? Please think of your 
current supervisor only. If  you nave more than one supervisor in this organization please describe 
the one with whom you work most frequently. A supervisor is the person In the organization to whom

MY IMMEDIATE SUPERVISOR__

gives vague explanations of what is expected of 
me on my Job.
gives me unclear goals to reach on my Job.
explains the level of performance that Is 
expected of me.
lets me know what is considered good Job per­
formance .

y statements about what Is

OFTEN SOMETIMES SELDOM NEVER

exp bins the quality of work that Is expected

explains what Is expected of me on my Job. 
tells me the performance goals for my Job. 
gives vague quality standards to meet on my

helps make working on my Job more pleasant, 
says things to hurt my personal feelings, 
considers my personal feelings before acting, 
maintains a friendly working relationship with

behaves In a manner which is thoughtful of my 
personal needs.
looks out for my personal welfare.
does personal favors for me.
cbes things to make my Job less pleasant.
treats me without considering my feelings.
shows respect for my personal feelings.
avoids doing personal favors for me.
acts without considering my feelings.
acts rudely towards me.
tells me how 1 am to go about doing my Job

which affect h 
developes procedures to guide my work, 
shows me how to <to my Job. 
leaveŝ  me alone to decide how to perform

g my job. 
e develop my own methods for
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MY IMMEDIATE SUPERVISOR.......

explains to me how my Job should
ALWAYS OFTEN SOMETIMES SELDOM NEVER

sets ip  rules and regulations to guide 
how I do my job.
Lets me decide how to do my Job.
decides how I am to do my Job.
allows me to develop my own procedures 
(or performing my job.
encourages me t̂o develop my own methods

te exactly wli

puts me on specific Jobs.
gives me general work assignments.
gives me narrow Job assignments.
tells me what tasks my Job Involves.
gives me broad Job assignments.
carefully defines what Jobs I am to do.
gives me vague work assignments.
gives me complete freedom to work on 
whatever tasks I choose.
gives me specific work assignments.
specifies what tasks I am to perform.
lets me decide what specific duties 
to perform.

Think about all the activities you are involved with 
satisfied are you with the opportunities that the In this volimtary organization. How 

rk provides you In the following

Neither
Satisfied

Dissatisfied Dissatisfied
The chance to try out some of my own Ideas.
The^diance to do the kind of work

The ̂ chance to be responsible for planning my

The chance to do different things form time to
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authority
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Take a moment to think about the people you work with in this organization and how they get along 
wi^^u^and^o^rs j^^CIrcJe^^^number^whid^ best ̂ rcpreseniŝ ^our Jfeellr^s^about jour jKers.

neither
agree

'agree agree disagree disagree disagree
The p. 
getting . 
other.
My peers are reliable and trustworthy.
There seems to be e friendly atmosphere 
among the people i work with.

^e'jdb" ddnef'
There Is friction between my peers and

My peers give me a good deal of help 
end support in getting the Job done.
The I work with work well

I have good relations with my peers.

Read the following statements about why a person c _____     .
agree or disagree with the statements by circling the number which Indicates your level of agreement or disagreement.

s whnteer work. Indicate whether

e reimbursed.
Voluiteers work because they always know 
exactly wiiat is *>«SfSPtiS

Volwteers w>rk because they can make 
their own decisions and there is a 
minimum of supervision.
Volwteers work because they get an 
opportunity to meet many new people.
Voluiteers work because It will help 
them in their regular employment.
Voluiteers work because It makes them 
feel like they will become the best 
person they can possibly be.

■ Voluiteers mrk because they can use 
their real skills and capacities.
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interaction the worfp

Take 8 moment to compare yourself with the leader of yourwork group. .Mark the descriptive 
which best compares your training, experience, and overall ability to that of your supervisor In tl 
organization. Place an "X" In the box which represents the correct answer.

organ§mtron1d *° ^°u' how much gaining has the leader had for doing the work he/she does in th

(cry Lints  ̂ a moderate' 5 great deal ~
Training amount of of training

or'gSizatlonT 10 ^°U' muc*’ exPer*ence 1188 0,8 leader had in doing the work they do in the 

(to exporter
experience

3. Compared to you, how much overall ability does the leader have for doing the work they do in the organization?

|ar less less ability  ̂ about mu Same  ̂ greater ability * (or more—̂
Ability amount of Ability tfcllity

My abilities are very high for the Job I do In this organization.

e in this organization, I would be unable to accomplish very

1 4 5
I f  I were not satisfied with the leadership In this organization I would leave the organization.

1 2 3 4 5
I am dissatisfied with the leadership In this organization.
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y once. Circle the number representing your agreement/disagreement with the state-

Obedlence and respect for authority are 
the most Important for an organization 
to function properly.
What this country needs most, more than 
laws and political programs, Is a few 
courageous, tireless, devoted leaders in 
whom the people can put their faith.
Ho normal person could ever think of 
hurting a close friend or relative.
Notxxty ever learned anything really 
Important except through suffering.
A person who has bad manners, habits, 
and breeding can hardly expect to get 
along with decent people.
An Insult to our honor should always be 
punished.
There Is hardly anything lower than a 
person wIm does not feel a great love, 
gratitude, and respect for his parents.
Most of cur social problems would be 
solved If we could somehow get rid of 
the Immoral, crooked, and feebleminded 
people.

Agree Disagree Dlsagra

classes; the w

Out of the following pairs of statements please circle the letter beside the statement that 
you more strongly believe to be true. Be sure to mark the one you actually believe to be 
true, rather than the ore think you should choose or the one you would like to be true. This 
Is a measure of personal belief. Obviously thete Is no right or wrong answer.
EXAMPLE: (a} Getting people to do things depends on ability.

o. Luck has a great deal to do with getting people to follow orders.
hdlyldmJ^teOews^tta^sta^nent '̂a  ̂U r̂ r̂es^tatKe^the ^ ea l^ s ltu a tjo n j^ ^ ^^ ^ ^ ^^

1. a. Promotions are earned through hard work and persistence.
b. Getting promoted is really a matter of being a little luckier than the next guv.

. Succeeding In jour chosen occupation Is mainly a matter of social contacts—knowing
'n your chosen profession Is a matter of personal competence—how much you

a. Achieving a ̂ successful marriage depends on the devotion and commitment of both part-
b. The most important element in a happy marriage is being lucky enough to marry the 

right person.
a. IU s slUy toJhbik that you^am realitychange another person's basic attitudes.
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How long have you worked as a wlinteer?_____
Do you plan to quit doing wlinteer work for this organization?

Are you, in general, dissatisfied with the quality of the leadership In this organizationf 
 Yes  No

How long have you been a volunteer for this organization?  Years  Months

How many hours per week do you do volunteer work?______

Miat percentage of this time Is spent in work for this organization?______

THANK YOU FOR YOUR TIME AND CO-OPERATION IN FI LUNG OUT THIS QUESTIONNAIRE.
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