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Differences in job attitudes and work motivation between volunteers znd employees 7
are reported. The sample consists of members of cight organizations: volunteer-..
staffed and employee-staffed newspapers, poverty relief agencies, family planning
clinics, and fire departments. It was expected that volunteers will report greater
intrinsic, social, and service motivation, greater job satisfaction, and less intent to-
leave and that they will report that their activities are more praiseworthy than will |
employees. The expectation is confirmed for all variables except intrinsic motivation,
using 2 (voluntary vs. employing) X 4 (ask type) analyses of variance. These results: *
are consistent with “sufficiency-of-justification™ effects. The limitations of the preseat -
-study and implications of the intrinsic-motivation exception for generahzatmns of
laboratory ﬁndmgs to the workplacc are discussed. -

“The -present study reports diﬁ‘erences in

. motivation and job attitudes between volun-

_ teers and employees doing similar work. These
- reports provide a unique opportunity to learn

- about organizational rewards and can be ap-

plied to Staw’s (1976) generalization of the
- sufficiency-of-justification hypothesis to or-
" ganizational motivation.
~. . Staw (1976), building con the work of Fes-
<. tinger (1961), de Charms (1968), and Deci
<7 (1975), proposed that when both extrinsic and
intrinsic oxgamzauonal rewards are abundant,
mdmduals cxpenence ovequsnﬁcauon for

Similarly when individuals perform work for
which the rewards are few, they experience

"~ *“insufficient justification,” which leads them
2.~ to enbance-the importance of intrinsic re-
"¢ wards. The research developing from this
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proposition has been reviewed by Notz (1975)

Staw (1976), and Guzzo (1979), who for
mixed support in work settings. Although’
diminuation of intrinsic motivation has been
produced in laboratories, none of the |
studies reported this effect (Dermer, 1
Eden, 1975; Blackburn, Note 1; Cascio, Nofe
2). In his thorough review ol'th:s searchy
Guzzo (1979) called the basic intrinsic/e
trinsic dichotomy of organizational r
itself, into question. He presented co
evidence that organizational rewards 1
simultaneously along several attribu

The two field studies that de:
support for the operation of sufficiency-of
tification are not dependent on the
extrinsic dichotomy of organizational p
Staw (1974) examined cadets’ attitudes
the Reserve Officers Training Corp&
before and after the draft lottery. Al
lottery those with high lottery numbers

m:edtbeywmﬂdnmbedrmed,ﬁﬁsw“ a

pmhmzedthattbeywoﬂdexpumcc

ficient justification for participation in ROTC..

Those of this group who did not have com-
mitting contracts dropped out of ROTC
whereas committed cadets with high draft
numbers developed more favorable atti
toward ROTC than did cadets with low

numbers. Note that we need not posit tha .

these cadets were more intrinsically motivd

(because participation was enforced by 2 0%
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tract), but rather that those cadets with less

compelling: justiﬁmtion for participation de-
veloped more positive attitudes toward the or-
ganization.

Pfeffer and Lawler (1980) dcmonstrated an
effect consistent with insufficient justification
on a national sample of college and university
professors. Uncoramitted professors showed a
positive relationship between salary and job
satisfaction. Commitied professors did not
show this relationship, and these two effects

were stronger for those who had job alterna--

tives. Again, the differences consistent with
expermdmmﬁaenuusnﬁmtmnappearm

attitudes toward the task, not in any difference’

in the motivation for engaging in the task.
In summary, although there is evidence of
change in job attitudes consistent with the suf-

ficiency-of-justification hypothesis, there have -

been no field studies on work motivation that
support the hypothesis. The present report ex-
amines differences in both job attitudes and
work motivation expected to be consistent with
the sufficiency-of-justification hypothesis
without reliance on the problematic intrinsic/
extrinsic motivation dichotomy.

This survey was conducted in a sefting in
which the sufficiency-of-justification hypoth-
esis has direct meaning: voluntary organiza-
tions. Much work is performed by those not
paid for their labor. In clinics, libraries, or-
chestras, and museums, sataried employees
and volunteers work side by side. There is
much anecdotal evidence that volunteers often
experience insufficient justification. For ex-
ample, Pearce (1978) quoted a volunteer who
stated that volunteers seem to assume a pos-
itive attitude about their work because they
often do not know why they volunteered; they,
therefore, assume they are working because
they want to do good. The practical problems
of designing organizational reward systems for
volunteers not based on monetary compen-
sation dominates their managerial literature
{Naylor, 1967; Shindler-Rainman & Lippitt,
1971), and the presence or absence of insuf-
ficient justification has practical relevance.

Unfortunately, there is very little organi-
zational behavior research on volunteers or on
the comparison of volunteers and employees.
Smith and Tannenbaum {1963) compared the
influence of groups at different hierarchical
ievels in a volunteer organization with influ-

ence at different levels in an employing or- '
ganization, but they did not compare volun-

teers and employees on any individual differ-
ence variables. Pearce (1980) found that
volunteers were less willing than comparable

employees to assume positions of leadership,
but also did not examine differences in mo-
~ tivation or job attitudes. Sociological studies

based on community-wide surveys have com-
pared the characteristics of those who are
members of voluntary associations with those

. whomnot;thedommantﬁndmg:sthatvol—

unteers tend to have higher socioeconomic

status than nonvoluntccrs (Dotson, 1951' :
Phillips, 1967). . -
" Voluntary orgamzanom also pmv:de e -
“searchers. with two unique characteristics: (a)
Volunteers do not experience the withdrawal

of a salient reward; therefore, differences in-
consistent with insufficient justification cannot
be explained away as an effect of “frustration”

~or “experienced inequity,” as is possible for

Staw’s (1974) cadets. (b) Volunteers can be
selected that perform the same work as em-
ployees do, providing an oversufficient justi-
fication comparison. That is, we do not have
to compare Junior League members to steel-
workers but can match volunteer firefighters
with salaried firefighters, so that the noncom-
pensation rewards available to both are as
equivalent as possible,

One could argue that many kinds of em-
ployed workers experience oversufficient jus-
tification. Most professional athletes and com-
mercial artists probably were attracted to their
professions by the intrinsic pieasures of the
activities themselves. Yet once they command
high salaries, experienced oversufficient jus-
tification might alter both their work moti-
vation and attitudes. It may be reasonable to
assume, therefore, that paid workers perform-
ing the same tasks for which others are willing
to volunieer could cxpencnce oversufficient
justification.

Therefore, the following research questions,
which are consistent with sufficiency-of-jus-
tification differences between comparable vol-
unteers and employees, are addressed: (a) WE!I
volunteers report greater nonextrinsic moti-
vation than employees performing the same
tasks? (b) Will volunteers report more positive

work attitudes than comparable salaried

workers?
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for 30 years. The newspaper has a staff of approximately
30 voluntcer male and fernale undergraduates, six usable
= questionnaires were completed by these volupicers.

o7 a week in apartment building lobbies and shops in an
- . afluent residential neighborheod of a large metropolitan
© « - city. Each week 30,000 copies of this community-news
.7 12-page paper are distributed. The paper is owned by the
<.~ editor and publisher, who hired the present staff of 13
- men and women. All employees are salaried, and the ad-
- vertising salespeople receive additional commissions ¢o
sales. Eight usable questionnaires were returned by news-
paper employees.
The volunteerstaffed poverty relief agency is a non-
.. denominational Christian relief organization in a medium-
" sized northeastern city. Its primary task is the distribution
‘of food 10 those who request it (13,245 deliveries in the
previous year), but it occasionally provides wransportation
to medical appointments as well. If clients need food they
call a number monitored by an answering service; the
answering service calls the telephone volunteer on duty
(two shifts a day of about 4 hours cach} and leaves the
clients’ pames and phone numbers. The telephone vol-
unteer ¢alls the clients, coliects information (address,
= . number of people to be fed, whether or not they are on
- welfare, etc.), and telis the clients when o expect the de-
: ‘liveries. The telephone volunteer then calls the driving
~ wolunteer or feaves a message at the central offics. The
- organiration has about 18G male and female volunteers
who work one half-day shift cach month. They elect the
governing committee that hires the two part-time paid
- coordinattes to stafl the central office. The agency has
been serving the community for over 9 years Members
of the volnnmrypmertyrelief ageacy returned 11 usable
questionnaires.
Thecmphmﬁaﬂ'edpomtyrdﬁw:sammxpa!
department of a medium-sized New England city that is
required by statute to provide emergency relief to those
who do not qualify for any of the state or federal relief
programs. In practice, most of their clients are chronic,
usually men with drug or alcohol-related problems. Clients
must appear weekly 10 personally receive their checks from
their social workers and usually attend a work or counseling
program. Fifty-three men and women work a standand
35-hour week for this agency. This service has been pro-

ministrative structure was developed during the F. D.
- questionnaires were compieted by poverty refief employees.
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- patient Joad is 200 women. Pregnancy testing is done onoe

The employee-stafied newspaper is distributed, froe, once .

" partment i composed of four companies—three pump

vided by this city for over 300 years, but the present ad-

oxical ive, and N
vices 1o women in a New England towa. The curvent .
aweek, and clinics are beld 2 evenings a moath. The office
is staffed during weckdays by the salaried secretary. The
clinic is run by a core group of 14 Exnale volunteers who
work aoywhere from 4 bours a month 1 over 40 bours a -
week, The volnoteers elect their own gowerning body. This -
ommnonhashunwuimgthn:mdgmﬂarm

Clinics are beld 3 dzys and | evening a week, and the case
load is 4,000 women. This clinic & a compowent of 47

to a rural New England town of aboez 15,000, They
spouded to over 500 alarms in the previous yeaz In an
emergency. the wwn dispatcher s called; she makes an <
announcement through the radio and blasts a bom 30
others will get to their radios. The chosest fire fighter goes |
to the station to take the apparzms {engine, hock and
Iadder, or 2ambulance) 1o the destnation, while other vol-
unteers proceed there direcily in their own cars. The des -

and ope hook and ladder Each ocenpany elects a house
admipistreive group and its officers the department asa
whole clers the chiel and two assisrant chiels. The state -;&
allows each company 40 full members (ail are men), and - &
there is a wanting list for these positions. Thirty-one usable -3
questionodires were completed by the volunteer fire

fighters.

vention and fighting services 1o a portheastern suburb of
26.000. The depantment ansuars an average of 200 calls -
a month. There is a central frebemse, in which five fire
fighters and their chiefs are stziicoed. and two outlying
sations with two fire fighters ench. There are four shifis
working an average 42-bour wesk (two shifts a day, three:
davs on, three days off). The deparument is composed
46 men and one female secretary. Eleven mahlequel—
tonnaires were retumed.

Procedure

The daza collection prooedure folkomed the same pattert:
in each organization. Entry began with a telephone call,
followed by ote Or mone sze visits with one of Mmore
subgroups or individuals unsil a decision was reached ©
mhmmammwwmmm
began with interviews with a random sample (with ov-
ersampling of office holders and supervisors) of 10 o7 fewer -
organizational members, followed by distribution and cel- -
Jection of questionssaires, Intervisuwees received a number
on their questionaaires so the rescarcher could match ig-
mmtsmnmmmpktelymym&
Both pairs of the four matched task sets were stndwd




IO‘B ATTITUDE AND MOTIVATION DIFFERENCES

nmulmﬂymmthuthemgeofhme would
not confound comperisons between voluateers-and em-
ployees and to allow daily comparisons of their respective
porms and practices. Because only ose rcsearcher collected

mmmmmmmmmm

All dlu i’er m analyses were taken from a sn;b
questionnaire; interview responses ane tsed only to dem-
onstrate scile convergent validity.

. Motivation: scales. Mm&ms(l‘)?‘)}m
of the mu'mchmmmc dichotomy of organizational re-
wards, a wide variety of reward items were chosen, based
onthewrknf?wve(l%3).‘fhemnework—m~urdnems
formed three scales: intrinsic, secial, and service work
rewards. Questions concerning pay, fringe benefits, and
promotions are not included because they are unavailable
-to the volunteers. All nine items comsist of the stem “How
important is this reward to you?" followed by nine work
rewards that the respondent rated from | (ot at all im-
portant) to 7 (extremely important).

The Intrinsic Motivaticn Scale consists of these rewards:
“doing tasks that hold my interest,” “an interesting job,”
and “enjovment of just doing the work™ (e = .73). Social
Motivation is composed of “enjoyment of the company
of my co-workers,” “working wath people I like,” and “as-
sociating with a good group of people™ (o = .77). Service
Motivation consists of “the chance to further the goals of
this organization,” ““a chance to make a real contribution,”
and *dentibication vm.h the mission of the organization™
(a=.69).

Job attitude scales. Thmc job attitudes are used in
the present analyses. “Job satisfaction” and “intent to
leave™ were used by Pfeffer and Lawler (1980). However,
an additional variable has been added that is a better
approximaticn of likely sufficient justification cognitions;
it is called “job praiseworthiness.”

Job Satisfaction is composed of three semantic differ-
ential bipolar adjectives for “my job™: “unpleasant-pleas-
ant” “boring-interesting.” and “bad-good.” It has an alpha
of .73, and a correlation of .61 with the interview question
tapping job satisfaction: “All and all, as of today, how
much wouki you say you liked your job?” (scored from

l‘=m¥.disnﬁ§ﬁedtofg=.=mys§ﬁsﬁed).lmﬁouTo
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Leave is composed of four 7-point Likert scale items; for
example, “I rarely think of quitting” (negatively scored),
“Every now and then I think about leaving.” It has an
alpha of .81, andno corrwpondmsmwrv:ewqumon :

. atively scored), “useless-useful,” and “receiving-giving,”

and has an alpha of .63 and no corresponding interview
m'm.m -

Means, standard devistions, and intercorrelations be-
tween these scales appear in Table t. More detailed in-
formation about the sampie, procedures, and measures

used in this report are available in Peacce (1978).

Although the use of eight organizations
matched on four task types aids in generalizing

“to the larger population of organizations, it

presents some unusual problems in data anal-
ysis. It would be desirable to obtain as much
information as possible about differences be-
tween those working on these very different
tasks, yet to treat this sample as a set of four
paired comparisons reduces statistical degrees
of freedom to an unacceptably low level
Therefore, the best approach appears to be the
use of 2 X 4 (Staff Type [volunteer vs. em-
ployee] X Task Type) analyses of variance
(ANOvAs). Each of the cight organizations is
placed in a cell corresponding to its volunteer
or employee staff and its task type (newspaper,
poverty refief, family planning, or firefighting).
Because the cell frequencies are both unequal
and nonproportional, the ANOVAsS were run
with each main effect adjusted for the other -
and the interaction adjusted for both main-
effects. When combined with the two-step
analysis used in this study (significant main
effects considered omly if the interaction is

Means, Standard Demmons. Rehab:iuy Coe_ﬂic:enzs and Intercorre{auon Matrix

Vmable M SD [}

3 4

. Staff type*. _— -

. Intrinsic motivation  5.54 1.02
. Social motivation 545 107
. Service motivation 5.69 98
. Job satisfaction 579 L12
. Intention to leave 326 160
. Job praiseworthiness 5.68 1.22

69
37 73

~d44sve 50w 8]
21" ASwes  _ 2geee

. Note.n = 106.
i 'Scored volunteer = 1, employee = 2.

*p=105%p=01 " p= .00l




nonsagmﬁcant), this treatment of unequal ceit Table 3

18
2 sizes is conservative. If either the interaction Sk Means fi
5 term or the main effect for task type is sig-- 3 —
§ nificant, the relationship between the staff-type-.
[ . difference and the dependent varizble will be’
2 (. more closely examined. L Staff type
) ‘Mouvanon L
) Volunteer
e | " The ANOVA wbia showms staﬂ'-typc Empioyee
E ' cnmmworkmouvahonappearmm -
e the means are reported in Table 3. Th 3 C o
8 no statistically significant difference i 3 Volunteer
£ ported intrinsic motivation. However,” voiiglll Employee
= unteers are more likely to report that = |
. work for the rewards of social interaction thai
-3 are employees. Most interesting is the s Volunteer
. " stantial difference between the service mot Employee
& 7 E : vatiog reported by volunteers and employees _
g 5 The significant service motivation mtqmm_ion . YVolunteer
% S reflects relatively less service motivatio = Employee
] . ?-; ' ployees than among those performing the more:
_‘—‘_’: - purely service tasks of poverty relief, famil Volunteer
Y planning, and fire fighting. o Employee
. |2 - E -
£ < :é Job Attitudes -
E . | x Tables 2 and 3 contain the analysis Of var- 322 | Eonpiones
R s g ance tables and means for job attitudes. Vol-"4&5-
8 = unteers reported greater job satisfaction, less
4 R = intent to leave, and greater praiseworthiness :
14 - & E of their work than did comparable emplo hy}x!thes
) S The significant difference effect for job sa Vg. untee
3] - faction is the result of lower job satisfaction 3 € ;x:toﬁ
El s 3 " among newspaper and poverty relief rs- P ;?ﬂ:elr:ne:
3 g _ § | when compared to family planners and A 1o differ
] . & . . PlO a
5 3 2al® ﬁc&r@'mmum)' o 1 been vol
B i - ; unteers |
7 % o 3 . ‘Discussion E represen
=| § -2 | & ‘Volunteers, domg the same work as - ‘address
s 5 ployees, are more likely to report that ' going to
=| B 2 . ~ work for the sewards of social interaction and’ psycholk
& I ~ s service to others, that their work is mo - particip:
ul £ : praiseworthy, and that they are more satisfied differenc
§] E 88 g and less likely o leave their organizations- differenc
§ “~lg That these reports were produced by offers nc
% 5 perienced sufficiency of justification must be the mos
o2 =i assumed; sufficiency-of-justification cognitions’ _ Differ
el E < in this study, as in all of the field studies cited Interpre:
L8 gy above, were not directly measured. Anerna'hve . much le
== Z. : quit tha




Table3 -
Means for Work Manvanon and Job Attitudes

JOB A'lTlTUDE AND MOTIVATION DIFFERENCFS

Mtwe
" News-  Poverty Family  Fire-
Staﬂ'type paper  relief planning  fighting
0L Intrinsic Motivation T
Voluntoer ~5.83 4.47 563 565
Employec “5.30 ~ 567 554 579
. _;_f Socthomm T
Voluteer' - - $34 - - 530 - 553 . - 607
Employee. 4719 526 %15 5.00
Volunteer  6.17 . 620 590 . - 603
Employse - 4.42 512 558 . 564
... Job Satisfaction _
Volunteer 6.1 5.60 650 633
Employee 437 - 488 594 5.64
.. Intention to Leave
Volunteer '~ 3.06 2.67 2.03 - 2.50
Employee . 492 398 4.23 3.70
- " - Job Praiseworthiness

Volunteer | 6.33 6.25 5.60 5.89
Employee 4.56 525 5.75 5.55

hypotheses include differential selection into
volunteer work and employment and some
effect of the very different nature of spare-time
volunteer work and holding a job. Regarding
differential selection, for this sample there were
no differences between the groups in age or
sex; virtually ail of the volunteers were em-
ployed and many of the employees had aiso
been volunteers. This- indicates that the vol-
unteers and employees in this sample do not
represent different social classes but does not
address the concern that volunteering and
going to work may represent vastly different
psychological approaches to organizational
participation. This article presents attitudinal
differences consistent with one psychological
difference—sufficiency of justification—but
offers no evidence that this is the only, or even
the most important, difference.

Dhfferential retention is a real threat to the
interpretation of job attitude differences. It is
much less costly for dissatisfied volunteers to
quit than it is for employees, who derive their

i S
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income from thexr Jobs. Therefore, the em-
ployee sample may contain a broad range of
satisfied and dissatisfied members, but the vol-
unteer sample is probably restricted to the sat-
isfied (see Pearce, 1982, for an extended dis~

. cussion). However, this argument is Jess plau- -
.- sible for motivation. It is unlikely that

depend on their salaries would report less social
and service motivation than unsalaried vol-
unteers, unless they are experiencing oversuf-
ficient justification and therefore deemphasiz-
ing the job rewards available to both groups.

Among the more striking findings in this
study. are the insignificant differences in re-

- ported working for intrinsic rewards. This is

particularly interesting because Staw (1976)
proposed that it would be intrinsic motivation
that would be affected by extrinsic rewards. I

" would like to suggest that Staw’s (1976) prop-

osition is overly narrow. Why shouid individ- -
uals experiencing insufficient justification
necessarily emphasize the interestingness of
theirjobs‘? Why not attend to the way in which
saving lives and property from fire is serving
the community? ,
Individuals can increase the suiﬁmency of
the justification for their activities by enhanc-
ing the importance of any number of rewards,
and the targets of this enhancement will de-
pend on the nature of the work. Producing
newspapers, relieving poverty, staffing clinics,
and fighting fires are, afier all, all services to
their respective communities. In addition,
most of the volunteers in this study had de-
veloped close friendships over the years. In
contrast, most laboratory experiments provide
few opportunities for meaningful social con-
tact, and such tasks as copying sheets of ran-
dom numbers (Pallack, Sogin, & Van Zante,
1974) or solving puzzles (Deci, 1972) cannot
be reasonably regarded as services to others.
There really is nothing eise in the setting sub-
jects can use to increase sufficiency of justi-
fication. Laboratory studies are useful for.
identifying a sufficiency-of-justification effect,
but care must be taken when generalizing the
results to workplace motivation. _
In conclusion, these results are consistent
with, and suggest a broadened understanding
of, the sufficiency-of-justification concept in
work motivation. In this study volunteers and
employees in similar jobs differed in job at-




"~ JONE L. PEARCE

" - titudes and placed different relative impor-
.. tance on the work rewards that were equally
' . pvailable-to both groups. The present study

_ Hllustrates that Staw's (1976) generalization of
-sufficiency of justification to organizational
" motivation may be appropriate once it is sep~

m'ated&omtheptohlemancmu-mclcmnsc
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