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Dilfercoc:es in job attitudes and work motivation between volunteers and cmployeos ·,~. 
arc reported. The sample consists of memben of eight mganizations: vokln-·"' · 
staffed and employee-staffed newspapers, poverty relief agencies, family planning . ,,c; 
clinics, and fire depanments. It was expected that volunteers will report greater;;'.:-
intrinsic. social. and service motivation, greater job satisfaction, and less intent to·''·., 
leave and tbat tbey will report tbat their activities are more praiseworthy tban will · '· · 
employees. The expectation is confirmed for all variables except intrinsic motivatillB. >, 
using 2 (voluntary vs. employing) X 4 (task type) analyses of variance. These results· ':,'1;" 

arc consistent witb ''sufficiency-of-justification" effects. The limitations of lite present •':i• · 
.study and implications of tbe intrinsic-motivation exception for peralizations of ·,,"i 
laboratory findings to tbe workplace arc discussed 

The • present study reports differences 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 on the work of Fes­
tinger (I% I), de Charms (1968), and Deci 

'· (1975), proposed that when both extrinsic and 
, . .-.:.intrinsic organizational n:wards are abundant, 
0~1:, .individuals experience "overjustification" for 
'[i;;,' their work and are likely to reduce disson•or.e 
::?1

· by devaluing the less tangible intrinsic n:wards. 
'.c}'f ·similarly when individuals perform work for 
· '''.'f .which the n:wards are few, they experience 
•::''". "insufficient justification," which leads them 

to enhance ·the iinportance of intrinsic re­
wards. The research developing from this 

lbis raeon:h - suppoct,d in part by the Oqaniza. 
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proposition has been reviewed by Noti ( 197 .· 
S1'.'w (1976), an_d Guzzo 0?79), who fo~~ 
mlXed support m work settmgs. Although: ·· 
diminuation of intrinsic motivation has beai' L 
produced in laboratories, none of _the, 
studies reported this effect (0ermer; · 19!. 
Eden, 1975; Blackburn, Note I; Cascio.c~ .. 
2). In his thorough review of this ..• 
Guzzo (I 979) called the basic in~ 
trinsic dichotomy of organizatiooal · · · 
itself, into question. He presented _ • :: · 
evidence that organizational rewards~ 
simultaneously along several attnbu . · 

Toe two field studies that den:m 
support for the operation of sufficiency;"ot 
tification arc not dependent on the~-, 
extrinsic dichotomy of organizational:,_~, 
Staw (I 974) examined cadets' atti~ , . 
the Reserve Officers Training Co1psJR 1 ..• 

before and after the draft lottery. '.· _ ;. 
lottery those with high lottery numbm , .. 
--1 they would not be drafted; it~ "1: 
pothesized that they would expmic:Dce iDSW' : 
6cient justification for participation in ROTC· I 
Those of this group who did not ba.e com-
mitting contracts dropped ~ o~ R~C; ' 
whereas committed cadets with high ...... · 
numbers developed more favorable atti'!~ 
toward ROTC than did cadets with tow-• 
numbers. Note that we need not posit that 
these cadets were more intrinsically motivated 
(because participation was enforced by a con-

uact), but 
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tract), but rather that those cadets with less cnce at different levels in an employing 01'• , 

compelling, justification for participation de- ganization. but they did not compare volun­
veloped more positive attitudes toward the or- teers and employees oo any individual differ­
ganization, - ence variables, Pearce (19 80) found that 

Prelfer and Lawler ( 1980) demonstrated an volunteers were less willing than comparable 
effect consistent with insufficient justification employees to assume positions of leadership. 
on a national sample of college and university but also did not examine differences in mo­
professors. Uncommitted professors showed a tivation or job attitudes. Sociological studies 
positive relationship hetwcen salary and job based oo community-wide surveys have com­
satisfaction. Committed professors did not pared the chalacteristics of those who are 
show this· relati01115Dip, and these two elfects members of voluntary associations with those 
were stronger for those who had job afterna. · . who an: not; 11,P dominant mlding is that vol­
tives. Again, the dillerences consistent with untem tend to have higher socioeconomic 
experienced iusutficimt justification appear in status than nonvolunteers (Dotson, 195 I; · 
attitudestowardtbetllllc, notinanydiB'ercnce Philli 1967). · · ps, ' ' ' 
in the motivation fOI' engaging in the task. VolUDtary ~nizatinas also provide re-

In summary, although there is evidence of searchers. with two ·unique characteristics: (a) 
change in job attitudes consistent with the suf- Volunteers do not experience the withdrawal 
ficiency-of-justification hypothesis, there have of a salient rewan:I; therefore, differences in­
been no field studies on work motivation that consistent with insufficient justification cannot 
support the hypothesis. The present report ex- be explained away as an effect of"frustration" 
amines differences in both job attitudes and or "experienced inequity:• as is pos51'ble for 
worlcmotivationexpectedtobeconsistentwith Staw's (1974) cadets. (b) Volunteers can be 
the sufficiency-of-justification hypothesis selected that perform the same work as em­
without reliance on the problematic intrinsic/ ployees do, providing an oversufficient j~­
extrinsic motivation dichotomy, fication comparison. That is, we do not have 

This' survey was conducted in a setting in to compare Junior League members to steel­
which the sufficiency-of-justification hypoth- workers but can match volunteer firefighters 
esis has direct meaning: voluntary organiza- with salaried firefighters, so that the noncom­
tions. Much work is performed by those not pensation rewards available to both are as 
paid for their labor. In clinics, libraries, or- equivalent as possible. 
chestras, and museums, salaried employees One could argue that many kinds of em­
and volunteers work side by side. There is ployed workers experience oversufficient jus-
much anecdotal evidence that volunteers often tification. Most professional athletes and com-
experience insufficient justification. For ex- mercial artists probably were attracted to their 
ample, Pearce ( 1978) quoted a volunteer who professions by the intrinsic pleasures of the 
stated that volunteers seem to assume a pos- activities themselves. Yet once they command 
itive attitude about their work because they high salaries, experienced oversufficient jus-
often do not know why they volunteered; they, tification might alter both their work moti-
therefore, assume they are working because vatioo and attitudes. It may be reasonable to 
they want to do good The practical problems assume. therefore, that paid workers perform-
of designing organizational reward systems for ing the same tasks fOI' which others are willing 
volunteers not based on monetary compen- to volunteer could experience oversufficient 
sation dominates their managerial literature justification. 
(Naylor, 1967; Sbindler-Rainman & Lippitt, Therefore, the following research questions, 
1971 ), and the presence or absence of insuf- which are consistent with sufficiency-of-jus--
ficient justification has practical relevance. tification differences between comparable vol-

Unfortunately, there is very little organi- unteers and employees, are addressed: (a) Will 
zational behavior research on volunteers or oo volunteers report greater nonextrinsic moti­
the comparison of volunteers and employees. vation than employees performing the same 
Smith and Tannenbaum ( 1963) compared the tasks? (b) wm volunteers report more positive 
in0uence of groups at different hierarchical work attitudes than comparable salaried 
levels in a volunteer organization with in0u- workers? 
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Method 

Sample 
.,, ~. OlganizatiODSstalfod predoinioantly by voluo,_.and 

tllose stalfod enbl'dy by employees w«tiD& oo tbe same 
.· ... :·or similarlll5b -,e pai..a. Four matcllod 5e15, or eight 
',i, .. orpo,izatiom,weresampled:two__.. twoi><>"!rt)I 

;/;{ ',: relief agcacics. M> f.amily planning clinics. and two m• 
· · ;,;,ccmc1pe1 lite dcputments. 

· ~;Y:2.:'< -.Thevoh1n11tl staffed"\eWSpapel'istbcswdmtoc 1paa:ea 
,'-!'·, . for a.medium-GOii priYale uni1'mit)' ~ in a n«th­
.' ~\ ·.eiurem U.S. submb. Each -1:·4.ooocopies of the 10-
'''·'··', Jl-pqo papa-a,e dislnouted, lite, OD caapu5 - I: 

·>•. · Tbe paper bas been publi!hod /mc,e orksj-=-sif 
· for 30 yaus. The -per has a staff of approximately 

JO volunteer owe and female uodeqjraduatcs; six usable 
· questionnaires won, complct<:d by tbese volunteers. 

" · Theemploi,,e-slalfed new-isdi>tnl>lrt,d, lh,e, °""" 
· . a -k in aportDICnt building lobbies and shops in aa 
. affluent residential neighborhood of a WJO menq,olitan 
city. Each -ic 50,000 copies of this community-n.,.. 
12-page _, are distributed. The paper is owned by the 

.;_._ editor and publisher, who hired the pttSCDl SlaJf of 13 
men and women. All employees are salaried. and the ad­

. vertbing salespeople receive additiona) cornrnissiOfls on 
sales. Eight usable questionnaires were mumed by news­
paper employees. 

The volunteeHtaifed poverty-relief apcy is a non­
denominational Ouistian relief otganizatioo. in a medium-

. sized northeastern city. Its primary task is the distnoution 
·of food to those who request it (13,245 deliveries in the 
previous~). but it oocasionally pro,ides uansponation 
to medical appointments as well. If clicats 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 hOW> c:acl!) and leaves the 
clients' names and phone numbers. The telephone vol­
unteer calls the clients, collects information (address, 
number of people to be fed, whether or not they are oo 
welfare, etc.). and tells the clients when to expect the ""­
Ii- The telephone volunteer then calls the driving 

.: }I.; volunteer or ~ a message at the central office. The 
; ;,.· o,pniution bas about 180 male and female volu..-s 
. ; Jo,. who wort one half-<lay shill each month. They elect the 
, cf;';, ao,erning committee: that hlreo the - pan-time paid 
· · ,·, . coordinat'1rs to slalT the central offioe. The - bas 

,,: been ,erviug the community for .,,.. 9 year"L Members 
of the voluntary pom1y relief- murned 11 usal>le 
questiorusaires. . 

Theemployee-statred povertyrdi<fa,i,ncy isa municipal 
department of a medium-sized N<w England city that is 
requiRd by Ntute to provide - relief to those 
who do not qualify for any of the state or federal relief 
programJ. In practice, lll05l of their clients are chronic, 
usually - wilb drug 0, alcohol-rdaled problems. Clients 
must appear~ to personally ,ave their checks from 
lbeirsocial-and usually attend a-t ora,un,ding 
program. Fifty-three men and ...,.,,... - a S1aDdanl 
35-bour - for this agency. This !IOrVice has been pro­
vided by this city for aver JOO years. but the -t ad­
ministrati"° structure was developed during the F. 0. 
Roosc>elt presidential administration. Thirteen usable 
quesioe•ai,...-,,oomplelodby p<M:rty rdiefemplo,.,... 

The YObmtccrstafted lamily pl.an.Dina clinic: provides 

gynecoJop::al, CODtnticeptive, and rcfal;,:d ffllmselinc •· · · · 
vices to_,_ in a New England__,,_ The cunem :.'" 
patient load is 200-. Pregnancy ...,;ogis done anee .. ; · 
n~k,anddimcsarebeld2.-ingsamoath. Tbeollioo ., .. 
is S1alfed duriDg -kdays by the s>Jaried socrctary. The .·•· 
clinic is nm by a core group of 14 li:male mwiteers who ., 
_..,,___4bow5amontbto.....-40bouna ,, 
week. TheVllllm1eeiselecttheir°""'~body. This ,. 
~,pnizarion .... l>oca providing thae andsimilar- ,• 
forCJYerSO)QB. TcnuaahJl-qu cf · ts.11Cft(}IH11;':t :( 

by family plamml& -
The emplo_oo otalfod family plamliog diDic P<"NC* 

sex cdJv:atim. I.Yft1"COkllica cuwa.t.pli~ and nJattiii · 
cou:mdmg~ to womea in a faql: DOFd rtena ~- ·_ 
Oinics are bold 4days and I ewam,ga-. and die-. 
load is 4,000 'MWll. This clinic is a camp oarmt f:A IU 
municipal-dq,anmenL T--andoae-. 

· are the full.<ime employees; pl,;,icians are hired OD Ill• 
hourly basis toc:onduct examinaricm The clinic has been:~ 
serving 1bt (JJl11ffillni~ for 7 )UIS.. Family plaaaing em,.i.-' 
ploiecs returned 16 usable ques,ioanair<s. ·.,<. 
·"The ........... lite departmaa -ides-· 
medical trdmirians lite prem,lim. and figh1ing scnices . , 
to a rural ~ England towu of al:>lW 15,000. They ,.;: 
spoodod to """500 alarms in the pmious ,...,: In an:· 
emapey. the 10WD dispatcher isall<d; she maka an,'. 
..,,.,,._ •lirougb the radio and blasts a boru 110 

othen will II" to their iadios. The closest fir,, fighter - • ' 
to the station to tab: the - ("'8ine. book and ' 
laddol; « ambulance) to th, des'nation, .,ruJe other Yd- · 
UDlc<n proacd tiM;1e directly in l!,:;r OW1l cars. The do, · 
pa.rtnx:nt is comp()Sed of four compar·n three pump 
and ooc book and laddtt Each canpaay elects a hou,e . ,,~.,, 
administr3live group and its offi=,;; the department as a .. Cf;. 
v.oole d«u the chief and two """"31!1 chiefs. The state 
ano,,,; each company 40 full memben (all are men). and 
there is a waiting list for.- po,itioos n.irty-one usablo 
questioamircs _,, completed by the volunUer fire 
6gbleB. .• 

The employee stalfecl tlu depu IJD<1ll .,...,.;des fire- · 
vention and fighting services to a nortboastem subwb of · 
26.000. The department aasv,a:szn- of200 c:a111: 
a moulh. Tbctt is a central lirmoos<. in which 6ve fire 
ligbtas and their chiefs .,,. stnimrd >nd - outlying' : 
stations wilh two me figbten e,,,:a Thon arc four shifts·' 
v.utiJJg an - 42-hour- (""" sllills a d'IY, dlfs' 
...,. on.111Re days of). Tt..o:cwt.aut 6coml)OOlldof.· 
46menand-female~Elmmusalllo--. 
tionmiRs....., mwned. ""' 

Procedure 

Thedala ailec:tion ~ ~ tbesame~. 
in each organization. Entry bepn "1llt a ~ eaB. ' 
foUoiwed by one or more sir,e ,isits "ith one or more. 
sul>p'oups « individuals until a decisioa ""' reoc\lOd to·•; ,, 

c:i1bi:ri:,rqpl participatioo "'"' participate. Data~ ~:.: 
bqJan -..uh interviews .,,th a rondom sample (With ov- .•t: .. 
asamptiz,gofofficeholdersandsupervi,ors)ofl0orf.,.., ;,::; 
"'J3Dizatiooal -hen. folloaed by disvibution and col• :·. :, 
lcc:liGn of questionnaira.. lnter>i<a<cs m:eived a DUJDb<r :C.! 
OD. 1hei:r questioanaircs 50 tt&, 1csc:a,:cbtt could maSch m--~-;-~~ 
stnlJDeDts; noninter>ieo«:s - a,mpletely -~:"· ' 

- pain oflbe fo,ar matd,od tist - - "'""""'.·" 

limuhaneou, 
not conli>ua, 
ployecs and t 
-andp, 
dala.tbehlal listed..,__ 
Measures 

All datlo I 
quertiormir 
-ocal 

MotiWJllo. 
of the ialrin .......wid 
oetbe-1, 
lbrmed tluc 
-.rds.Qt 
PflJrDOlims 

~eo the volun 
important i: 
RWard$t!Ja 
_, to 

lhelntrl 
"doing task 
and "eqjO)'l 
Motivation 
ofmyco-w 
sociatiog w 
Motivation 
tbisorganu 
and "identi 
(a= .69) . 

Job tlllu 
tbe pr,srn, 
leave",,.,. 
an addhio 
IIPP<'Oxima 
it is called 

Job Sati 
entialbipo 
ant.,"' .. bori 
of.73,and 
tapping Jo 
much_, 
l_ • ":"JI 

Table I 
Means. j 

I. Stalrt, 
2. lntriru 
3. Social 
4. Semo 
5. lobsa 
6. Intent 
7. Jobp, 

No,e. n'" 
'Scored: 
·11•.o~ 
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simul-.ly to ensure lbat 1he)IOIIIIF of time woold 
not coarouad ~ - voluDtoers.ancl em­
ployees aad to.U-claily--oftheir respocti.., 
aormsaad~Bec:ausecmly.,,_. 1 cbei cdlec1ed 
data, the_....... pairs - - serially, in the onler 

listed ~ii~I~i~. i-:<:i~-;~?{~ l~-::,_-. 

M=~1I§•2]:~·=--a mp 
q,,esti: ...:n;-. l"'I""'•--only to dcm­_ ,.._.apat __ .. · 

_.......,.._ --m0uao's(11'79)aitiqac 
of the intrimio/m<irim dichotomy al cxpoizatiaw .. 
wards,awide~ol.-.dilmns~­
on the workoll'arce(l983). lbeninework-reward iiems 
formed three ,caJes: intrinsic. social. and service work 
moards. Quations ccncerning - fringe benefus, and 
promotioas are not includod beca- they are uruwailable 

'to the volunteers. All nine items consist of the stem .. How 
important is this reward to you?" rouo-1 by nine work 
rewards that the respoodent rali:d from I (not at all im­
portant) to 7 (extremely important). . 

The lntrimic Motivation Scale consists of these rowards: 
"doing 1aSb that bold my int.,.stt "an interesting job," 
and "atjoymento£just doingtbe,..,,.."(a ~ .73). Social 
Motivation is compooed or "enjoyment or the company 
or my co-workm," "working with people I like," and "as­
sociating with a good group of people" (a = .77). Service 
Motivation consists of"lhe cbaoce to f\.rthcr the goals of 
this organization," "a chan«: to make a realcontribution,ft 
and "identilicatioo with the mission of the organization" 
(a= .69). 

Job aJtltiuk scale,. Tbn:e job attitudes are used in 
the present analyses. "Job satisfaction" and "intent to 
leave" ...,. used by Prelfcr and Lawler ( 1980). Howevei; 
an additional wriable bas been added that is a better 
approximation of likely sufficient justification cognitions; 
it is ealled "job praiseworthiness." 

Job Satis£action is compooed of three semantic dilfer­
~tial bipolar adjecti..,. for "my job": "unpleasant-pleas­
ant," "boring-intaating." and "bad-good." It bas an alpha 
or .73, and a correlation or .61 with the interview question 
tapping job satisfilctinn: "All and all, as of today, how 
much would you ay you lilced your job?" (scored from 
I = ""Y ctirzti:H •o S = -r satisfiecl). Intention To 

-~-~1,~;~?->~.:t;;~-5t~~f ..... 
Table I . . . . 

Lezve is compooed o£ £our 7-point Likert scale items; ror 
example, "I rarely think of quitting" (neptimy scored), 
"E""Y now and then I think about leaving." It has an 
alpha of .81, and DO c:onesponding interview question. 
Finally, Jcb Praiocwonhin<ss i• compooed nf thn,e semantic 
differential items: "praiseworthy-,mprziseworthy" (-
1111..ii, SCQR:d), "useless-useful," and "recciving-siving." 
and has an alpha of .63 and no corresponding interview 
question. -

Mems, standard ~ and inten:orrelaticns bo­
- ihese zczles appezr in Table I. Mon: detailed in­
formation about the sample. proa,dwa, and -
used in this report are a.ailable in Pean:e (1978). 

Results 

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

· 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 eight organizations is 
placed in a cell corresponding to its volunteer 
or employee staff and its task type (newspaper, 
poverty relief, family planning, or firefighting). 
Because the cell frequencies are both unequal 
and nonproportional, the ANOVAS 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 only if the interaction is 

Means, Standard Deviations. Reliability CoefficienlS, and Interco"elation Matrix 

Variable M SD 2 3 4 s 6 7 

I. Slalf type' -
2. Intrinsic motivation S.S4 1.02 .07 .73 
3. Social moti\18.tion S.4S 1.07 -.31•- .27 .. .77 
4. Service motivation S.69 .98 -.40 ... .27 .. .so• .. .69 
5. Job satisfaction S.79 1.12 -.40"• .11• .Jo-•• .37-- .73 
6. Intention to leave 3.26 1.60 .s2••• -.22" -,33•- -.44•·· -.so• .. .81 
7. Job praiseworthiness S.68 1.22 -.24 .. .II .14 .21 .. .4s-• -.29- .63 

Note. n = 106. 
• Scored: voluilleer - I, employee = 2. 
• p - .OS.•• p • .01. ••• p • .001. 
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i! " ... 
~. nonsignfficant), this treatment of unequal cell ' 3 C! <l Table J 

C sizes is conservative. If either the intcnu::tioa. :a MetJ11Sfo, 
t: term or the main· effect for task type is ~:, 
E ... • ... .... 0 nificant, the relationship between the~ .., "! .... 
l ... c,; difference and the dependent variable will ~ 

1l i -~ ,._ 
~ 

mon: closely examined. , :,/, -~ - "1 ::i 
' .. ::'.· .. 

MotiYOlion 
"3 ... .... 1:1 

Volunteer 

j 
"! <l The ANOVA tables showing stafI:type Emplo)ooe 

ences in work motivation appear in Table' 
s • the means are cepo, led in Table 3. ... ..., 'i ·;; 
C '.:! / statistically significant difference .in.· '' • Volwmcr' .g .... no 

I ported intrinsic motivation. However,· Employee 

i ... .... ii; °' unteers are more likely to report that 
<l ... "'! 

°' "' work for the rewards of social interaction ... 
'. 00 are employees. Most interesting is the . · Volunteer ... Employee 

"3 ... ::!: .... ' stantial difference between the service . , -: C! ! .§ vation reported by volunteers and emplo 

.N • • ~ The significant service motivation interaction, Volunteer ... °' "' 00 ,2 reflects relatively less service motivation· -! .... .. "! ~ 
Iii 

,-' ..; 
among both newspaper volunteers and ·enwi 

Employee 

1l t ployees than among those performing the more: ; - i .. ... "' ..; purely service tasks of poverty relief, famil,. · ,... . .,.. 
"' Volunteer ~--0 - ' planning, and fire_ fighting. 

. 
!!. 

. ~~ Employee 

"• .... .... "' 
?: 

.§ -: <l <l ... Job Altitudes 

.·! 
.!! 

Tab!~ 2 and 3 contain the analysis of..rah-:· 
Volunteer 

• • X Employee ... .. 0 !!. ance tables and means for job attitudes.· Vol;-.... ""! .... E ~ "' ?: unteers reported greater job satisfaction, less'~ ; 8 "' "E s intent to leave, and greater praiseworthiness"."~ . 
ell i 

.., .., 
! .... "' h)'l!Othel 

"' .., 
JI of their work than did comparable employeesc': · · ' ... - The significant difference effect for job : ' 

voluntee 
,, --;.a t ~ effectofl , l ..; faction is the result of lower job satisfactioii · 

if 
.,: "• ~ :a .... voluntee 
::: ·I C! among newspaper and poverty relief 
",: ! when compared to family planners and, differenti 
-jl ·:, • fighters. These staff-type differences 

no diffei . .., 
~ ... - ... a .. sex; virt 

~ ,-' ::l "! the job attitude findings of Staw (1974): . .. ·1 JI pfeffer and Lawler ( 1980). · 't1 · ployed a 

(?tL·~ .. j i 0 ... .. .... ~ been vol .... "! "! <l .: unteers: ,-' Discussion I represen 

~ -~ "• ~ ~·~ !!. Volunteers, doing the same ~i.:"'~, cm, address 
!> 

'l! .J 1 ployees, are more likely to report that . . going to 

f ~ ... .... 
~ 

work tor the rewards of social interaction and' psycholc .. "" ""! a service to others, that their work is more;, particip, 
~ .!,! 

~ ~ praiseworthy, and. that they are more satisfied " differen< 
~ .!: 
a:: l i .... .., 

~ ii and less likely to leave their organizations./ differen, 
·! "" ""! ~ J,;-. 

~ !! That these reports were produced by ex" offers nc 

<= .. perienced sufficiency of justification must be> the mos 
'<;, - - ';; assumed; sufficiency-of-justification cognitionS'·_,J Differ N-a ~ ! ! = if~ . u,C .§ in this study, as in all of the field studies cited . ,_: interpre, 

:;; l! ii X e ,; V 
alxM, were not directly measured. Altmlali;, much le 

~ ",: < ili i:- quit tba 



cell 
tion 

Table 3 
Means for Work MotivaJitm and Job Attitudes 

Sta6type 

lisle type 

News- p....,.,y 
paper . relief 

Family 
planning 

• . lnlrimic Motivalioa 
Volunteer . :-::s.83 4.47 5.63 
Emioo,,IO · S.50 S.67 S.54 

Social~ 
Vohn,_,. :. _S.34 · S.30 
Employee 4.79 S.26 

S.53 
S.IS 

SeniceMotwalion 

Volun- 6.17 
Employee - 4.42 

Volunteer . 6.11 
Employee ·4,37 

6.20 
S.12 

Job Sanslaction 

S.60 
4.88 

S.90 . 
S.58 

6.50 
S.94 

Jntentioo to L<a>e 

Volunteer 1• 3.66 2.67 2.03 
Employee 4.92 3.98 4.23 

Job Praisewortbiness 

Volunteer 6.33 6.25 S.60 
Employee 4.56 S.25 S.75 

F"m,-
fiahliag 

. . S.65 . 
S.79 

. 6.67 
S.09 

6.03 
S.64 

6.33 
S.64 

.250 
3.70 

S.89 
S.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 all of the volunteers were em­
ployed and many of the employees had also 
been volunteers. "f!\is-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. 

Differential 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 
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income from their jobs. Therefore, the em­
playee 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). Howevc,; this argument is less plau- · 

· siblc for motivation. It is unlikely that 
employees who remain working because they 
depend on their salaries would report less social 
and service motivation than unsalaried vol­
unteers, unless they arc experiencing oversuf­
ficient justification and therefore deemphasiz­
ing the job rewwds av.aiJablc 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 should individ­
uals experiencing insufficient justification 
necessarily emphasize the interestingness of 
their jobs? Why not attend to the way in which 
saving lives and property from fire is serving 
the community? 

Individuals can increase the sufficiency 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, after 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 (Pal)ack, Sogin, & Van Zantc, 
1974) or solving puzzles (Deci, 1972) cannot 
be reasonably regarded as services to others. 
There really is nothing else in the setting sub­
jects can use to increase sufficiency of justi­
fication. Laboratory studies are useful for . 
identifying a sufficiency-of-justification dfect, 
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-• 

.' , r 
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titudes. and placed different relative fmpor­
~ on the wodc rewards that :were equally 
~le-to both groups. The present study . 

.. i.Uustrates that Staw's (1976) generalization of 
. su.fticiency of justification to organizational 
· motivation may be appropriate once it is sep­

. ' . anted from the problemalic intrinsic/extrillsic 

i:?:t'~-~~Notes ,_ 
: ·1. lllackbum. it: S. The dimensionality of organi=wnal 

'.'' MWUtb. Paper pmonted at the 41st Annual Moeting 
,< , ,. ~ the Academy or~,. s.n Diego, CaliC., 

, . August 1981. . · 
2. Cascio. W. F. A field invesligalion of,~ nalun of the 
~ _ ttlalionship between intrinsic and extrinsic rewards. .. <. _Unpublisbcd manuscript, Uniwnity ofRocbesla; 1973. 
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