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ABSTRACT 

Volunteers play a vital role in helping nonprofit organizations operate and achieve 

success. The purpose of this study, therefore, was to investigate factors that might 

contribute to developing strong organization–volunteer relationships and how those 

impact the outcomes job satisfaction, staying intention, productivity, and the 

organization-public relationship outcomes of trust, relationship satisfaction, control 

mutuality, and commitment. Based in relationship management theory and using the 

three-stage organization-public relationship model for structure, this study sought to 

examine the role of volunteers' functional motivations and motivation–experience 

congruence in shaping positive relationship outcomes. A survey was conducted with 371 

volunteers from 26 nonprofit organizations to identify volunteer motivations as 

antecedents to the relationship, volunteer experiences corresponding to their motivations, 

and volunteer perceptions of their relationship with the organization, among other 

measures. The results of regression and hierarchical linear modeling analyses showed that 

where volunteers' experiences were congruent with their motivations for volunteering, 

relationship quality was higher, as was intent to stay and productivity; there was no 

significant relationship, with job satisfaction. Volunteer tenure was shown to have a 

negative relationship with the control mutuality. This supports relationship management 

theory by demonstrating that organizations that help to facilitate volunteer goal 

achievement also have stronger relationships with volunteers helping to facilitate 

organizational success.  
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Chapter 1 
Introduction 

 
The over-arching concern of public relations is the development and maintenance 

of relationships with strategic publics on whom the success or failure of the organization 

depends (Broom & Sha, 2013; Ledingham, 2003). Commonly, we think of those 

relationships between organizations and external publics—including customers, the 

community, the government, the media, and activist groups—as being most important to 

organizational success, but the role of internal publics in the success or failure of the 

organization should not be underestimated. Scholars and professionals concerned with 

internal relations and employee relations are quick to assert that the quality and 

consistency of the effort enacted by internal publics—those working and supporting the 

organization from the inside—are crucial to organizational success (e.g., Catlette & 

Hadden, 1998; Hynes, 2012; Nayar, 2010; Riketta, 2008; Rosenbluth & Peters, 2002). 

For nonprofit organizations, internal publics normally include volunteers, who are often 

crucial to basic organizational operations. Shrinking budgets and increased service needs 

have, in some cases, shifted the role of the volunteer from that of one providing 

supplementary assistance to that of an unpaid, critical staff member (Orwig, 2011; 

Stirling & Bull, 2011). Because instances of volunteer attrition, a volunteer's inadequate 

knowledge of the organization, or low volunteer morale have the potential to hinder the 

productivity and effectiveness of the organization, the value for organizations in 

developing and maintaining healthy, mutually satisfying relationships with their 

volunteer publics should be a chief concern of those public relations and communications 

professionals who recruit, supervise, and/or interact with volunteers. 
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 Even though volunteer responsibilities may be demanding, they are distinct from 

hired, trained, and paid staff (Corporation for National and Community Service, 2006; 

Independent Sector, 2000). Many volunteers—especially senior adults who make up a 

significant portion of the volunteer workforce (Independent Sector, 2000)—do not have 

the same monetary or vocational need to work as employees do. They often do not have 

comparable training, accountability for their work, or concern for dismissal or promotion 

as regular employees do. In other words, volunteers have different motivations for giving 

their time and talents to an organization than employees do. Plus, volunteers normally are 

free to join or leave an organization with little or no cost to themselves whenever their 

satisfaction wanes or more attractive options for involvement arise. Accordingly, 

organizations that rely on volunteers need to understand volunteers as a unique public, 

how to recruit them, how to manage them effectively, and how to retain them through the 

building of strong organization–volunteer relationships (OVRs). Within the organization, 

public relations stands poised to lead strategies and initiatives to build successful, long-

term relationships with volunteers.  

 Thinking about the organization–public relationship (OPR) model that involves 

relational antecedents (the impetus for forming of a relationship), relationship process 

(the maintenance or cultivation activity that enacts and develops the relationship), and 

relationship outcomes (Broom, Casey, & Ritchey, 2000), we can examine the 

organization–volunteer relationship in terms of motivations that prompt individuals to 

volunteer with a particular organization (antecedents), the volunteer work/service 

experience in the organization (process), and outcomes that include volunteer 
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satisfaction, productivity, and retention. While similar to an organization’s relationship 

with employees, an organization’s relationship with volunteers will be as different from 

that of employees as volunteer characteristics are different from employee characteristics. 

Research has shown that the type and quality of interaction that organizations have with 

volunteers plays a significant role in whether volunteers are effective, satisfied, and 

willing to continue on with the organization for any length of time (e.g., Clary et al., 

1998; Galindo-Kuhn & Guzley, 2001; Grube & Piliavin, 2000; Isbell, Pfiester, & 

McDonald, 2007; Penner & Finkelstein, 1998; Silverberg, Marshall, & Ellis, 2001).  

Given that the motivations to volunteer are particularly different from the motivations to 

be employed (e.g., a volunteer’s sincere passion for the cause, pressure from social 

norms, or simple desire to spend discretionary time in meaningful activity, versus the 

employee’s need for a paycheck, drive to establish a professional identity, or desire to 

invest one’s lifework in a particular field or activity), examining those motivations as 

relationship antecedents and how they interact with cultivation activities to impact 

outcomes should be especially beneficial to understanding the unique dynamics of OVRs.  

 Volunteer motivations and characteristics have been studied in other fields (e.g., 

Clary et al., 1998; Silverberg et al., 2001; Stebbins, 2009; Orwig, 2011) and have been 

found to be important in shaping levels of volunteer satisfaction. These studies, however, 

do not necessarily view volunteer motivation as an antecedent that is distinct from the 

volunteer process or volunteer outcomes as a public relations perspective would. In the 

field of public relations, volunteer relations has been studied, but not the extent that other 

organization–public relationships have been studied. Articles on volunteerism in public 
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relations journals have focused on relationship strategies (Bortree, 2010), categorizing 

relationship types (Waters & Bortree, 2012), identifying demographic characteristics of 

volunteers (Dutta-Bergman, 2004), mediating antecedent variables (Bortree, 2011), and 

measuring volunteer relationship outcomes (Bortree & Waters, 2008). Antecedents to 

organization–public relationships have been examined in the public relations literature in 

the context of political party relationships (Seltzer & Zhang, 2011), donor relationships 

(Kang & Yang, 2010), organization-employee relationships (Kim, 2007; Seltzer, Bichard, 

& Callison, 2012), cultural identity and its impact on organization–public relationships 

(Sha, 2006), and crisis communications (Aldoory, Kim, & Tindall, 2010).  

On the whole, the approach of public relations scholars in examining 

volunteerism and antecedents has been different from that of scholars in other fields, 

yielding different kinds of information. Given the valuable knowledge about volunteers 

gleaned in those other fields, it seems that a study applying a public relations approach 

(considering the dimensions of antecedents, cultivation process, and outcomes distinctly) 

to the examination of concepts and constructs developed in other disciplines could 

provide a useful framework for expanding our understanding of the organization–

volunteer relationship. That is, by examining volunteer motivations as OPR antecedents, 

the volunteer experience as the cultivation process, and variables such as job satisfaction 

and commitment as outcomes—each as distinct dimensions of the relationship—we can 

combine the knowledge from several fields to develop a pragmatic and helpful 

understanding of volunteers and how to strengthen organization–volunteer relationships. 
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The purpose of this research project, therefore, was to examine the organization–

volunteer relationship as a particular public relations interest to nonprofits that is similar 

to but unique from other organization–public relationships. Specifically, this study 

intended to examine the motivational antecedents prompting individuals to volunteer for 

particular organizations, how those motivations are or are not congruent with the 

volunteer’s work experience in the cultivation process, and the impact of congruence (or 

incongruence) on relational outcomes, both attitudinally (as measured by established 

OPR scales) and behaviorally. By this study, I hoped to demonstrate that when 

motivational antecedents are properly understood and incorporated into the volunteer 

experience, nonprofit organizations may increase volunteer satisfaction, productivity, 

retention, and other positive outcomes that contribute to organizational effectiveness and 

success. The results of this study have the potential not only to advance the body of 

volunteer research in the field of public relations, but also to provide insight to 

practitioners working with volunteers, especially in the nonprofit sector. 
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Chapter 2 
Literature Review 

 
 Historically, public relations has been concerned with developing effective 

communication strategies for organizations wishing to influence, satisfy, or in other ways 

interact with publics who may impact the success of the organization (Broom & Sha, 

2013; Cutlip & Center, 1952; Grunig & Hunt, 1984; Ledingham, 2003, Wakefield, 2013). 

Near the close of the Twentieth Century, when public relations scholars and practitioners 

were striving to define the benefit that public relations adds to an organization and 

develop a unique role identity for the field, the focus of public relations research turned 

from understanding the process of communicating to understanding the relationship 

between organizations and their publics (e.g., Broom et al., 2000; Ferguson, 1984; 

Grunig, Grunig, & Dozier 1992; Hon & Grunig, 1999;  Ledingham, Bruning, 

Thomlinson, & Lesko, 1997). Very soon, researchers began developing ways to evaluate 

the quality of organization–public relationships (OPRs) by measuring relationship 

outcomes, believing that healthy relationships should be evidenced by perceivable 

dimensions, including trust, satisfaction, control mutuality, and commitment (e.g., Grunig 

& Huang, 2000; Hon & Brunner, 2002; Hon & Grunig, 1999; Jo, 2006; Ki & Hon, 2007). 

In preparation for this study, which was designed to examine the organization–volunteer 

relationship (OVR) specifically from a public relations perspective, I have drawn from 

the public relations literature to establish the organization–public relationship framework 

through which this study has been viewed as well as literature found outside the field of 

public relations that also informs my understanding of the volunteer public, motivation, 

and the importance of the volunteer experience.  
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Public Relations as Relationship Management 

 In the latter part of the Twentieth Century, scholars sought to better define the 

role and value of public relations as a discipline distinct from other disciplines and 

business functions within an organization. In her seminal work presented to the public 

relations division at the Association for Education in Journalism and Mass 

Communication annual conference, Ferguson (1984) declared that the unit of study for 

public relations research should be the relationship between an organization and a public 

rather than the organization itself, the public itself, or instances of communication 

activity between them. This shift in focus to the organization–public relationship was 

highly compatible with the paradigm that positions public relations as a means of 

developing and maintaining mutually beneficial relationships between organizations and 

their publics (Grunig & Hunt, 1984; Ledingham, 2003). Ledingham and Bruning (2000a) 

suggested that the development of the relational perspective—that relationship 

management is at the core of public relations—was integral to redefining the role and 

responsibility of public relations, saying 

the emergence of relationship management … calls into question the 
essence of public relations—what it is and what it does or should do, its 
function and value within the organizational structure and the greater 
society, and the benefits generated not only for sponsoring organizations 
but also for the publics those organizations serve and the societies in 
which they exist. (p. xiii) 

 

Subsequent research working from a relational perspective sought to define the 

term relationship (e.g., Broom, Casey, & Ritchie, 1997; Thomlinson, 2000), develop a 

model of the organization–public relationship (Broom, Casey, & Ritchie, 2000; Grunig & 
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Huang 2000), identify different types of organization–public relationships (e.g., Hung, 

2007), measure the effectiveness of relationship management (e.g., Hon & Grunig, 1999), 

and examine organization–public relationships cross-culturally (i.e., Huang, 2001).  

Ledingham (2003) offered a theory of relationship management grounded in his review 

of literature developing the relationship perspective:  “Effectively managing 

organizational-public relationships around common interests and shared goals, over time, 

results in mutual understanding and benefit for interacting organizations and publics” (p. 

190). The tactics employed by public relations practitioners operating from this 

theoretical framework serve a purpose beyond communication as information and 

persuasion; these tactics are a means of forging, cultivating, and maintaining 

relationships with any and all publics that impact or are impacted by the organization 

(Ledingham, 2003). Those publics include both external and internal publics, which each, 

in different ways, are essential to ensuring organizational viability and success. 

Internal Relations and the Volunteer Public 

Most commonly, research in the public relations field focuses on relationships 

with external audiences, such as customers, communities, media, government, and 

activist groups. Research focusing on internal communications and internal relations has 

largely focused on employees as the sole internal public of study. Verčič, Verčič, and 

Sririmesh (2012), for example, promoted the need for the recognition of internal 

communications as a distinct and important field of specialization, but their study and 

discussion about perceptions of the crucial role of internal communication was limited to 

employees as a public. Similarly, Kim (2007) examined organizational structure and 
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internal communication as antecedents in the development of employee-organization 

relationships. White, Vanc, and Stafford (2010) focused on employees when they 

considered how the flow of information to internal constituents at a university—

particularly employees’ perceived relationships with top staff members—contributed to 

positive relational outcomes. McCown (2007), also, only considered employees in her 

analysis of communication strategies with internal activists. 

The need to study volunteers as an internal public is great considering their 

significance to organizational success. The U. S. Bureau of Labor Statistics defines a 

volunteer as any person who performs unpaid work through an organization (the Bureau 

of Labor Statistics, 2014). The Bureau reported that 62.6 million people volunteered at 

least once in the U. S. from September 2012 through September 2013. (That number was 

the lowest on record since the Bureau began collecting and releasing statistics on 

volunteering in 2002.)  Nonprofit organizations, in particular, not only can benefit from 

employing the talents and time of volunteer workers, but often cannot conduct many 

operations without the contributions of volunteer staff  (Boezemann & Ellemers, 2009; 

Dutta-Bergman, 2004; Eisner, Grimm, Maynard, & Washburn, 2009). Volunteers can fill 

positions and perform work that a nonprofit organization cannot afford to fill otherwise, 

they can bring a level of expertise and experience that an organization may not otherwise 

have access to, and they can be advocates for an organization in a community in a way 

that staff members may not be able to be (Dutta-Bergman, 2004; Eisner et al., 2009). 

Volunteers share many characteristics with employees and yet are distinct from 

employees. Volunteers are like employees in that they are often personally invested in the 
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organization they serve; they often work behind the scenes—physically and 

metaphorically—where external publics are not permitted to go; they give of themselves 

to benefit the organization; and they are often directly affected by financial, political, and 

social currents occurring therein. In many cases, organizations rely almost entirely on 

volunteer staff to fill essential roles that would otherwise be filled by paid employees 

(Eisner et al., 2009; Ferris, 1999; Handy, Mook, & Quarter, 2007; Attard, 2008); in many 

such cases, the activity of volunteers and employees is virtually indistinguishable (Chum, 

Mook, Handy, Schugurensky, & Quarter, 2013). On the other hand, volunteers by their 

nature are distinct from employees in that they are not obligated to the organization as 

employees are. They rely on no paycheck, generally are not fearful of demotion or 

professional discipline, and usually can quit at any time with little to no consequence to 

themselves. Considering the relationship categories established by Hon and Grunig 

(1999), we could say that employees are more likely to have exchange relationships with 

the organizations that employ them in that their contributions of work are met with a 

commensurate reward, and that exchange of work and reward often holds the relationship 

together regardless of attitudes about the relationship. In contrast, we could say that 

volunteers and their organizations are more likely to have communal relationships in that 

the relationship is held together by some mutual interest, attitude, and/or satisfaction 

apart from any work-reward exchange.  And yet, if we consider that many volunteers do 

indeed seek some type of reward or benefit from their work, the organization–volunteer 

relationship might still be considered an exchange relationship, albeit one that is different 

from the contractual exchange relationship between employees and organizations. 
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Altogether, the similarities and distinctions that a volunteer public has with traditional 

employee publics suggest that the volunteer public must be understood as a unique 

internal public, a public that comes to an organization, works for an organization, and 

stays with an organization for reasons that are unique from those of employees (Galindo-

Kuhn & Guzley, 2001; Silverberg et al., 2001; Boezemann & Ellemers, 2009). 

The available literature examining minds and activities of volunteers is found in 

various fields, and it is informative, especially when taken together. Penner and 

Finkelstein (1998), for example, examined volunteerism from the perspective of role 

identity theory, looking for correlations between variables of volunteer process, role 

identity, and prosocial personality traits with the outcomes of length of service, amount 

of time spent volunteering, attendance at meetings, and contact with the organization’s 

primary beneficiaries. They found that volunteers who were inherently inclined to help 

others and those who were satisfied with their volunteer experience were more likely to 

express intentions to continue volunteering. Contrary to a premise of role identification, 

however, they found that the sense of commitment that a volunteer felt toward the 

organization did not correlate to length of service. Accordingly, they advised, “One 

should not assume that because a person has been a volunteer for a long time, the person 

is any more (or less) active and involved with an organization than someone who has 

been volunteering for a short period of time” (p. 533). Similar work by Grube and 

Piliavin (2000) examining the perspectives of volunteers with the American Cancer 

Society (ACS) indicated that role identity was the most important factor in predicting the 

amount of time a volunteer gives to the ACS as well as their intention to leave the 
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organization. Role identity, they found was developed through a number of factors, 

including personal importance, prestige of the organization, how the organization used 

funds, and the impact of volunteering on the loss or maintenance of social connections. 

Most significant to this study is Grube and Piliavin’s conclusion that a volunteer’s 

experience in their work with an organization impacts the degree to which they identify 

with their role in the organization, and that identification directly influences their 

performance, satisfaction, and persistence.  

Drawing on the communication theory of sense-making, Isbel et al. (2007) looked 

at how Red Cross volunteers processed their volunteer experiences to understand them 

and the effect of that process on their level of identification (or lack of identification) 

with the organization. Specifically, Isbel et al. defined identification as the degree to 

which volunteers believe that the organization’s values align with their own values. 

Through surveys, interviews, and observation, they found that the volunteer’s 

communication and interaction with the organization (reported as the volunteer’s 

“impression” of the organization), rather than their actual work experience, significantly 

impacted the degree to which volunteers identified with the Red Cross. The study showed 

that negative impressions were rooted in perceptions of poor organization–volunteer 

relations and disorganization within the organization. Ambiguity in communication about 

mission, assignments, or volunteer role, for instance, hindered volunteer identification 

with the organization. Additionally, the researchers found that the congruence (or 

incongruence) of volunteers’ expected work experience and actual work assignments was 

significant in shaping identification. For example, volunteers who expected to work 
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directly with people affected by a crisis event had a greater sense of reward when they 

did get to work directly with those people. On the other hand, when work assignments 

were not congruent with expectations, volunteers were displeased and less likely to 

identify with the organization. The researchers summarized their findings by saying, “In 

helping volunteers see how their personal goals and values align with the [Red Cross], 

they not only begin to better understand their function in the organization, but they also 

feel that the organization is a part of them. By cultivating this sense of congruence, the 

individual feels it is his or her duty to continue a relationship with the organization” (p. 

18).  

Wymer and Starnes (2001) suggested that recruiting and retention strategies, 

including efforts to understand the influences that affect the decision to volunteer, are key 

to developing strong organization–volunteer relationships; they proposed a model of 

factors determining volunteerism, including personal influences (such as personality and 

values), interpersonal influences (such as social norms and social ties), and attitudes 

toward the organization and/or its components. Their interest in factors determining why 

one volunteers was preceded by a number of studies conducted by Clary and his 

colleagues over the course of a decade (i.e., Clary & Snyder, 1991; Clary, Snyder & 

Ridge, 1992; Clary, Snyder, Ridge, Miene, & Haugen, 1994; Clary et al., 1998). Through 

their work, Clary and his colleagues identified six classes of functional motivation that 

describe what people hope to gain by volunteering. Like Wymer and Starnes (2001), 

Clary’s list—which is discussed in detail later—includes a values function (expressing 

one's values) and a social function (affirming social norms). In an effort to identify which 
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factors might best influence and indicate one’s proclivity to volunteer in general, 

Greenslade and White (2005) investigated the efficacy of both Clary’s functional 

approach and the theory of planned behavior (TPB) as potential predictors of 

volunteerism. Although they found that TPB—which considers the influence of attitudes, 

perceived behavioral control, and subjective norms—was shown to be a better predictor 

of volunteer intentions and behavior generally, both TPB and Clary’s functional approach 

proved to be effective. (Because Clary’s functional approach offers a unique way to 

identify specific categories of motivation that may or may not be relevant to a particular 

volunteer in a given volunteer situation, Clary’s functional approach was of more interest 

to this particular study than the theory of planned behavior.) 

Each of the proposed approaches toward understanding volunteerism mentioned 

above acknowledges the influence of multiple factors, identifies a role for individual 

values, and also points to the probable impact of social norms on decisions to volunteer. 

With these models in mind, we can see that cultivation strategies—how organizations 

interact with prospective and current volunteers—have the potential to enhance or deter 

volunteer recruitment and retention; cultivation strategies can make organizational values 

more apparent and attractive to prospects, highlight social norms enacted through 

volunteering, and help prevent and/or resolve conflicts that might otherwise alter 

favorable attitudes toward the organization (Starnes & Wymer, 2001; Wymer & Starnes, 

2001). Additionally, we can see that certain experiences within the organization, 

including communication and job assignments, may satisfy or fail to satisfy specific 

motivations, needs, or expectations leading to volunteer retention (Clary et al., 1998; 
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Millette & Gagné, 2008). Accordingly, the three-dimensional model of the organization–

public relationship introduced by Broom et al. (1997, 2000) serves as an ideal template 

by which to understand and examine antecedents leading to volunteerism, the cultivation 

process that includes communication and volunteer activity, and relationship outcomes 

that should point to the probability of volunteer retention. 

The Organization–Public Relationship Model 

Broom et al. (1997, 2000) explained organization–public relationships as having 

three distinct dimensions: antecedents (factors prompting the formation of the 

relationship), processes (or the relationship concept itself, consisting of the linkages and 

activities involved in enacting the relationship), and consequences (the outcomes of the 

relationship). In hindsight, we can see that early public relations literature revolved 

primarily around the middle dimension of process, describing and developing effective 

communication strategies and practices (e.g., Bernays, 1961; Cutlip & Center, 1952; 

Grunig & Hunt, 1984; Lesley, 1974; Lesley, 1978). But following Ferguson’s (1984) call 

to make relationships (rather than communication) the unit of study in public relations 

research, scholars began developing ways to evaluate the quality of organization–public 

relationships. This shifted the focus of research to the third dimension of consequences or 

outcomes. Measuring the outcomes of OPRs—specifically the four dimensions of trust, 

satisfaction, control mutuality, and commitment—has been all but standardized by 

researchers as a valid estimation of relationship quality (e.g., Gallicano, Curtin, & 

Matthews, 2013; Grunig & Huang, 2000; Hon & Brunner, 2001; Hon & Grunig, 1999; 

Huang, 2001, Jo, 2006, Ki & Hon, 2007). Little work, however, has been done to 
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examine the first dimension—antecedents—or its effect on the relationship process or 

outcomes.  

Relationship antecedents.  In the three-dimensional OPR model, antecedents 

have been identified as forces that necessitate a relationship between an organization and 

its public, including the need to exchange resources and environmental pressures to 

change (e.g., Broom et al., 2000; Grunig & Huang, 2000). Intuitively, we can infer that a 

public’s motivation for forming a relationship with the organization—whether it is 

because the organization has a needed service or product to obtain, or because the 

organization is threatening the public’s environment, or because the organization offers 

opportunities to improve the public’s situation, for example—will at the very least create 

a frame through which the organization’s actions will be interpreted, thus shaping the 

relationship. In a study that considered the impact of antecedents on relationship 

development, Hung (2005) recognized that communal relationships and exchange 

relationships are enacted differently. Conceptualizing relationship type (e.g., communal 

or exchange) as an antecedent that determined expectations and practices worked out in 

the relationship process stage, Hung sought to discover other types of relationships that, 

as antecedents, would influence the relationship process in different ways. She identified 

five relationship types shaping organization–public relationships in Asia (covenantal, 

communal, exchange, contractual, and exploitive), each with unique characteristics, each 

representing—from the perspective of the organization—different points on a continuum 

between concern for others and concern for self, and each prompting different behaviors 

and outcomes.  
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Following Hung’s lead, Waters and Bortree (2012) examined perceptions of three 

kinds of relationships in the U.S.—the nonprofit-volunteer relationship, the retailer-

consumer relationship, and the political party-member relationship—and they attempted 

to map these on a continuum between those that are communal (emphasizing concern for 

others) and those that are exploitive (emphasizing concern for self). Not surprisingly, 

they found that of the three relationship types, the nonprofit-volunteer relationship was 

perceived as having the overall highest quality and as being the most communal. Noting 

that satisfaction has been shown to be a predictor of trust and commitment, they suggest 

that organizations that first identify and address a public’s needs (antecedents) may be 

able to increase satisfaction as an outcome.   

In her study of student volunteers, Bortree (2011) considered credit offered for 

volunteer hours as a two-level antecedent to volunteering, suggesting that students either 

received school credit as a motivation to volunteer or did not receive school credit. She 

also examined measures representing a student's involvement with the organizations and 

relationship quality to consider how those factors shape intentions and mediate the impact 

of credit motivation antecedent on intentions. She found that that all three factors 

significantly predicted future volunteer intentions but that the strongest predictor of 

intention was a path moving from involvement to relationship quality to intention. She 

concluded that 

while reason for volunteering appears to influence the quality of the 
relationship between a teen volunteer and a nonprofit organization, the 
degree to which the volunteer is involved in the organization completely 
mediates the influence of antecedents on relationship quality. The findings 
of this study suggest that nonprofit organizations that work to build 
involvement and relationship quality with teen volunteers will be able to 
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increase their volunteer retention and minimize the impact of their original 
reason for volunteering. (p. 46) 
 

Bortree's findings inform this dissertation research in that they demonstrate the impact of 

both antecedents and cultivation on desirable outcomes. Bortree's study, however, 

considered only one, two-level antecedent, and all those participants who did have credit 

motivation found their motivation satisfied in that they were indeed volunteering and 

receiving credit. Any level of involvement or relationship quality, therefore, must be 

viewed as adding to the satisfaction motivation. Bortree's study does not consider the 

impact of other motivational antecedents nor the impact of unsatisfied motivations on 

outcomes. While Bortree suggests that cultivation strategies can mediate (i.e., interrupt or  

lessen) the impact of motivation on desired outcomes, the question remains whether and 

how cultivations strategies might serve to satisfy motivations rather than negate them, 

particularly where the satisfaction of motivational antecedents may not be assured by the 

simple act of volunteering in and of itself. 

Research in other fields has examined different kinds of motivation and the 

impact of those pre-existing preferences (antecedents) on employee satisfaction and 

retention congruent work experiences. For example, in their comparative study of work 

motivations and job satisfaction of journalists in the U.S. and Taiwan, Chang and Massey 

(2011) discovered not only that the fulfillment of motivational factors—including 

preferred job characteristics, the value of rewards equity, and person-environment fit (P-

E fit)—contributed to the level of satisfaction journalists had in their jobs, but also that 

job satisfaction was related to organizational commitment and inversely related to 

turnover intentions. Further, they discovered that cultural differences between journalists 
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in two countries—differences in individualism and collectivism specifically—contributed 

to their placing different values on their experiences, environments, and rewards. These 

differences shaped their motivational expectations and, subsequently, their job 

satisfaction.  

Altogether, these studies show that antecedents—the motivations, expectations, 

and/or characteristics that person brings to the organization–public relationship—are 

factors that influence relationship outcomes and that should be considered as practitioners 

plan cultivation process strategies. 

The relationship process.  In the public relations literature, the process stage is 

most often equated simply with communication activities. For example, Broom et al. 

(1997) described the relationship “concept” as “communication linkages” by which the 

relationship between an organization and public is enacted. Grunig and Huang (2000) 

described the relationship process as maintenance strategies, emphasizing the distinction 

between different communication approaches impacting relational outcomes. Ledingham 

and Bruning (1998) said that effective organization–public relationships required both 

organizational behavior as well as communication, and they did show (Ledingham & 

Bruning, 2000) that an organization that demonstrated involvement, investment, and 

commitment to its community enjoyed a stronger relationship with its publics; however, 

communicating with publics about the organization’s community-focused activities was 

integral to the public’s favorable view of the behavior. In their introduction of 

maintenance strategies leading to positive relationship outcomes, Hon and Grunig (1999) 

discussed a number of communication-specific approaches to relationship building, 
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including openness, access, symmetrical tactics and asymmetrical tactics; but they also 

discussed a number of strategies, such as positivity in decision making, assurances, and 

sharing of tasks, that likely involve activity beyond mere communication that engages 

organizations and publics. In other words, while much of the relationship process 

involves communication as a single or chief component, the behavior, choices, and 

activity of an organization must also be considered as constituting the process of 

relationship development and/or maintenance.  

Studies outside the public relations realm have examined the volunteer 

relationship development process as an experience that includes communication but that 

focuses on a broader set of dimensions. Galindo-Kuhn and Guzley (2001), for example, 

reviewed a series of studied examining volunteer satisfaction, and they identified five 

dimensions of the volunteer experience that had been reported as contributing to positive 

outcomes: communication quality, work assignment, participation efficacy, 

organizational support, and integration. Isbel, et al. (2007) surveyed and interviewed Red 

Cross volunteers, and they also found that the work experience of the volunteer shaped 

intention to stay; those volunteers who did not get to perform duties they had hoped to 

perform had a lower sense of identification with the organization and less commitment to 

it. The researchers proposed that "when the volunteer’s primary wish [regarding their 

work assignment] is not fulfilled, he/she may become disillusioned with the organization 

and exit the relationship (p. 22)." When Grube and Pilliavin (2000) studied volunteers 

with the American Cancer Society (ACS), they found that role identification was the 

most important factor influencing the amount of time volunteers gave to their work with 
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ACS and their staying intention, and they concluded that a volunteer's perceived level of 

personal importance to the organization, the prestige of their role in the organization, and 

the social networks they formed in their organizational activity were among the leading 

contributors to developing role identification. In an effort to scale for measuring the 

satisfaction of volunteers specifically (as opposed to using employee satisfaction 

measures), Silverberg et al. (2001) found that job setting (work assignment) contributed 

to volunteer satisfaction, such that those volunteers whose job fulfilled their functional 

motivations for volunteering reported higher levels of satisfaction. The researchers 

proposed that organizations might periodically administer their volunteer satisfaction 

survey to volunteers (two-way symmetrical communication) in an effort to assess a 

volunteer's motive and job match, leading to possible adjustments and improved 

outcomes. 

From these studies, we are encouraged to include interaction and activity as 

components of the organization–volunteer relationship process as well as communication. 

We must consider that the activity of the volunteer work itself, including such factors as 

volunteer assignment, supervision, and empowerment, potentially impact the quality of 

the organization–volunteer relationship. Such an examination might identify 

organizational policies, practices, and hierarchies that support volunteers, that 

marginalize volunteers, that limit their influence in the organization, or that stifle their 

opportunities to achieve the experience and benefits they imagined as they joined.  

Relationship outcomes.  In the public relations literature, the standard that has 

emerged for measuring relationship quality is the self-report by the relationship 
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participants about their perceptions of the relationship and the other party. Hendrick 

(1988) specifically addresses the concerns of some that self-reported perception may be 

misleading, asserting that of other possible means of study, self-reported perceptions are 

not only adequately accurate, but also probably preferable. Grunig and Huang (2000) also 

affirmed self-reported perceptions as effective and valid measures of relationship quality. 

With the trend toward participant survey as a standardized method, what has also 

emerged is an increasingly consistent list of dimensions (relationship characteristics) used 

as indicators of relationship quality in the OPR context.  

Drawing on a list of qualities suggested by Ferguson (1984), as well as research 

from other disciplines and relationship scales developed in different contexts (including 

Burgoon & Hale, 1984 and 1987; Hendrick, 1988; Canary & Stafford, 1994; and Morgan 

& Hunt, 1994), public relations scholars have progressively identified and honed an 

accepted list of measurable dimensions to quantitatively represent relationship quality. 

Early in the development of an OPR outcome scale, Grunig, Grunig, and Ehling (1992) 

proposed that the quality of communication is linked to the nature of relationships, and 

they explained that attributes of good relationships must be isolated in order to test and 

measure that link. They described the attributes of formalization, intensity, reciprocity, 

standardization, dynamic/static, openness, satisfaction, distribution of power, mutuality 

of understanding, trust, credibility, and congruence of values as a start to developing a 

functional list for research purposes. Ledingham et al. (1997) found 17 relational 

dimensions presented in cross-disciplinary literature and, through focus groups, narrowed 

their list to five dimensions that are key functions in OPRs:  trust, openness, commitment, 
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investment and involvement. In 1998, Ledingham and Bruning tested those dimensions 

and found them to be valid predictors of consumer behavior. A year later, Bruning and  

Ledingham (1999) developed and tested a nine-dimension scale, and Ledingham, 

Bruning, and Wilson (1999) measured publics’ perceptions of OPR using the five 

dimensions of trust, openness, commitment, investment, and involvement, including the 

dimension of time as a potentially influential variable. Hon and Grunig (1999) published 

guidelines for OPR measurement, making a case for measuring relationships by 

examining six outcomes of relationship:  control mutuality, trust, satisfaction, 

commitment, the development of an exchange relationship, and the development of a 

communal relationship.  

Subsequent studies (e.g., Grunig & Huang, 2000; Hon & Brunner, 2001; Huang, 

2001; Jo, 2006; Ki & Hon, 2007) affirmed using the measures of trust, control mutuality, 

commitment, and satisfaction as effective relationship indicators. Per Hon and Grunig 

(1999) and others cited here, trust is defined generally as a willingness to believe in the 

integrity of the other party leading to a degree of openness. Control mutuality recognizes 

that parties in a relationship inherently have unequal power and suggests the degree to 

which the parties are satisfied with the existing power balance. Commitment refers to the 

value that parties in a relationship place on the relationship and their willingness to 

continue in it. Satisfaction describes the degree to which the parties in the relationship are 

contented with the state of the relationship, including the balance of costs and benefits. 

About these four consistently measured outcome items, Ki and Hon (2007) said “these 

variables have been considered key relational features and have appeared as important 
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measures for diverse disciplines including interpersonal communication, 

interorganizational relationships, and relationship marketing…. [M]any public relations 

scholars have argued that these four relational features typically represent the essence of 

organization–public relationships. A growing body of data has shored up that assertion” 

(p. 421).  

Functional Motivation as an OVR Antecedent  

Although literature examining motivations and job satisfaction of employees can 

be informative to our investigation of organization–volunteer relationships, we must 

remember that volunteers are essentially different from paid employees. Without the 

reward of a paycheck, volunteers must desire some other satisfying outcome from their 

volunteer work, and those desires may be different from volunteer to volunteer. In her 

ethnographic study of volunteers at a Red Cross hospital, for example, Orwig (2011) 

demonstrated that motivations for work differed greatly between individuals working 

side-by-side in the same organization. She described one volunteer who served the 

patients at the hospital joyfully out of her sincere sense of altruism and another volunteer 

who worked at the hospital so that he might have access to the rehabilitation equipment. 

Thomlinson (2000), as he explained a view of OPR through social exchange theory, said, 

“Relationships usually are maintained as long as rewards exceed costs, and are usually 

terminated when costs are greater than rewards” (p. 184). He goes on to suggest that 

“public relations practitioners must monitor the [desired level of satisfaction] of their 

publics if their relationship building and relationship management is to be maximally 

effective” (p. 187). Together, these statements support the premise that organizations—
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particularly those that are dependent on volunteers—must be strategic in learning about 

the expectations and levels of satisfaction among their volunteers in order to have the best 

relationships with them.  

Building on Katz’s (1960) theory of functional attitudes, which explains that 

individuals engaged in the same behavior may have different motivations or reasons for 

doing so, Clary and his colleagues in a series of studies identified six classes of volunteer 

motivation to describe what people hoped to gain by volunteering (Clary & Snyder, 1991; 

Clary et al., 1992; Clary et al., 1994; Clary et al., 1998). Those motivations—which 

constitute the Volunteer Functions Inventory (VFI)—are values expressive, 

understanding, career, social adjustive, protective, and enhancement. For the person with 

a values expressive motivation, volunteering provides an opportunity to express their 

beliefs, values, and/or self-identity. The values expressive motivation allows a person to 

affirm their perceptions of who they are and reinforce their group associations. For the 

person with an understanding motivation, volunteering allows them the opportunity to 

learn about their host organization, the population the organization serves, the field in 

which the organization works, or themselves in meaningful ways. This motivation has a 

more abstract and holistic knowledge goal than the similar but distinct career motivation, 

which seeks to develop specific knowledge, skills, or connections that can be applied to 

career development. Those with the career motivation see volunteering as a means to 

enhance their abilities and networks in service of their career ambitions and professional 

development. Those with a social adjustive motivation are specifically concerned with 

satisfying social norms and expectations to their own benefit within their community. 
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They view volunteering as an opportunity to win the approval of others, develop their 

social networks, and advance their social standing. The protective motivation, initially 

proposed by Katz (1960) as an ego defensive function, is oriented specifically toward 

atoning for one’s shortcomings or minimizing one’s weaknesses, thus building up one’s 

self-identity. For those with a protective motivation, volunteering is an opportunity to 

buffer or overcome their negative qualities, identities, or experiences. Finally, the 

enhancing motivation is the counterpart to the protective function as it is oriented toward 

highlighting one’s positive attributes. Those with an enhancing motivation see 

volunteering as an opportunity to display their strengths, draw attention to their good 

character, and build up their positive self-identity. Clary and Snyder (1991) specified that 

the motivations that lead to non-spontaneous helping—or volunteering—may change 

over time and in different circumstances. They also said that it is also possible for 

volunteers to hold multiple motivations simultaneously. 

The functional motivations in this established VFI list suggest that volunteers are 

seeking an enduring benefit that is collected or experienced after the volunteer work is 

done. What appears to be missing is a benefit that is more immediate and finite, that is 

experienced chiefly (or only) as the activity of work is happening. For example, Phillips 

(2013) interviewed volunteers working for a wildlife rescue center and found that those 

volunteers experienced a great sense of pleasure as they held, fed, and worked with the 

animals; that immediate feeling of pleasure was a chief motivation driving them to 

volunteer and seemed to have no connection to benefits garnered after they left their shift 

at the wildlife center. Higgins (2006) proposed that a desire for particularly pleasurable 
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experiences—hedonic experiences—serve as an attraction motivation that is distinct 

from, but not necessarily exclusive of, cognitive need-meeting or benefit-seeking 

motivations. This hedonic psychological function has been studied in a variety of 

contexts, often in contrast a utilitarian (need-meeting rather than pleasure-seeking) 

motivation and behavior. Lin, Wang, and Chou (2012) distinguished between utilitarian 

and hedonic behavior, describing utilitarian behavior as that which is "mission-critical, 

rational, decision effective, and goal oriented" (p. 445) and hedonic behavior as that 

which is related to happiness and enjoyment. In their examination of user motivation for 

using computer game systems, they explained that gaming has been a strictly hedonic 

activity in the past (effecting no real benefit but pleasure for the player), but that the 

introduction of physical gaming systems (in which players use motion and body 

movements to control game action) have introduced the possibility of utilitarian benefits 

to game play in addition to purely hedonic ones. 

To, Liao, and Lin (2007) also examined the different effects of hedonic and 

utilitarian motivations but in the context of online shopping, recognizing that studies of 

shopping at physical store locations has long been considered both as a utilitarian 

function (the procurement of a product) and a hedonic function (the sensual, emotional 

satisfaction of the experience). They found that both the utilitarian motivation and the 

hedonic motivation are influential in shaping online shopping behavior, but that the 

utilitarian motivation is slightly more influential in this context. In another study of 

utilitarian and hedonic shopping motivations, Haas and Kenning (2014) found that 

shoppers with utilitarian motivations (shopping to procure a product) will consult a 
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salesperson for reasons of efficiency while shoppers with hedonic motivations (shopping 

for the experience) will consult salespeople because they had a positive affect toward the 

salesperson. 

Salerno, Laran, and Janiszewski (2014) examined the impact of sadness on a 

person's indulgent eating, or hedonic eating goal. For Salerno et al. viewed hedonic 

eating as one's desire to eat because of a short-term focus on the pleasure brought by the 

experience rather than on other long-term desires like health and weight management. 

Similarly, De Witt Huberts,  Evers, and De Ridder (2012) examined the impact of self-

licensing (self-justifying reasoning) on the propensity to indulge in hedonic consumption, 

which they specified as the over-consumption of tempting goods such as unhealthy foods, 

alcohol, and tobacco. They found that the desire to consume something pleasurable 

(hedonic) and self-licensing were influential as unique motivators on behavior. 

Altogether, these studies present the hedonic motivation as one that desires 

immediate, short-term pleasure derived from an experience without concern for any long-

term benefits of outcomes from the activity. Recognizing the influence of pleasure 

experiences on motivation and behavior, Gard, Gard, Kring, and John (2006) developed a 

scale, using self-reported levels of agreement with pleasure-related statements about 

specific stimuli, to demonstrate the distinction between anticipation of pleasure 

experiences and immediate (consummatory) experience of pleasure. Imagining that many 

volunteer opportunities might provide workers with such hedonic pleasures derived 

strictly from the immediacy of the work activity with little to no enduring benefit 

afterward—e.g., holding babies in a NICU, maintaining trails at a national park, knitting 
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winter scarves for the needy, educating guests about exhibits in a museum, and 

performing in community theater productions—it seems that we may be able to identify 

this immediate pleasure seeking as a seventh distinct motivation, which I have called 

hedonic in this study. Although not the focus of this study, the questions of whether this 

seventh motivation type might be added to the existing six dimensions of the Volunteer 

Functions Inventory and whether it is worthy further study are questions that can be 

examined in the course of this research project; thus I propose this research question. 

RQ1 – Can hedonic motivation be identified as a motivation for volunteering that 
is unique from (does not correlate with) the other six functional motivations 
previously identified by Clary and his colleagues? 
 

Testing the influence of specific motivations on volunteer intentions, Clary et al. 

(1994) found that public service announcements promoting volunteerism were more 

likely to be effectively persuasive when the message was tailored to match the prominent 

motivation of the prospective volunteer. That is, for example, those who scored high in 

the values expressive motivation were more likely to report intention to volunteer when 

they saw values-oriented messages; and those who scored high in career motivation were 

more likely to report intention to volunteer when they saw messages highlighting career 

development opportunities. In a study examining the role of functional motivation in 

determining satisfaction of active volunteers, Clary et al. (1998) found that when 

volunteers reported that the benefits of their volunteer work were aligned with the 

motivations they held as most important, those volunteers also reported higher levels of 

satisfaction in their work.  
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Although none of the studies referenced here was conducted in the realm of 

public relations, we can see a clear parallel between the concepts in these studies and the 

relationship model proposed by Broom et al. (1997, 2000):  the antecedent of volunteer 

motivation, the process of volunteer work experience, and the outcome of volunteer 

satisfaction (or lack of satisfaction) with the relationship. A principle, however, that has 

not yet been explicated in the realm of public relations is that of congruence, or the 

degree to which a volunteer's motivation and their volunteer experience align. Based on 

the premise of relationship management theory that the effective management of 

organization–public relationships results in mutual benefit for both the organization and 

the public, we can intuit that  where an organization is able to provide volunteers with 

experiences that satisfy their motivations for entering volunteer service, volunteers would 

feel a sense of benefit from the relationship. Further, we can reasonably expect that where 

there is perceived benefit resulting from the congruence of motivation and experience 

(antecedent and process), we should find more positive outcomes, including the OPR 

outcomes of trust, control mutuality, commitment, and satisfaction with the relationship. 

Thus, organizations wishing to build the strongest, most enduring relationships with 

volunteers should have a vested interest in understanding the motivations with which 

volunteers come to organizations and the implications those motivations have on the 

organization–volunteer relationship. Whereas Bortree (2011) found that the cultivation 

process could mediate (or overcome) motivational antecedents, I propose that the 

cultivation process can be used to align the volunteer experience with specific 

motivations, thus bringing congruence. 
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Antecedent–Process Congruence 

 Although not explicit in the public relations literature, the concept of antecedent–

process congruence has been examined in other bodies of literature, primarily as the 

construct person–environment fit (or P–E fit) in psychology, business, and management 

literature. Also explored as the more specific relationships of person—job fit (or P–J fit), 

person–vocation fit (or P–V fit), person–group fit (or P–G fit), and person–organization 

fit (or P–O fit), the concept embodied in these terms is that of alignment between 

personal characteristics of an employee and characteristics of the work environment, 

requirements, and/or organization (e.g., Cable & Edwards, 2004; Edwards, 2008; Kieffer, 

Schinka, & Curtiss, 2004;  Kristof, 1996; Muchinsky & Monahan, 1987; Nauta, 2006; 

Ostroff, Shin, & Kinicki, 2005; Spokane, Meir, & Catalano, 2000). The term congruence 

is commonly used interchangeably with the terms fit and match. As congruence is used 

by Cable and Edwards (2004), Kieffer et al. (2004),  Kristof (1996), Muchinsky and 

Monahan (1987), Nauta (2006), Ostroff et al. (2005), and Spokane et al. (2000), 

congruence does not refer to the exactness of the match between the compared variables 

(neither item higher nor lower than the other), but rather the degree to which one variable 

satisfies the standard set by another. That is, the hypotheses, methods, and analyses of 

previous studies generally imply that when the score for a second item (the comparative 

item, e.g., experience) meets or exceeds the score for the first item (the baseline item, 

e.g., expectations), the relationship of the items is considered a match, a fit, or 

congruence, and positive outcomes should result. Attributes commonly used in 



Texas Tech University, Andrea L. Phillips, December 2014 
 

32 
 

comparing fit of personal and organizational characteristics include values, goals, beliefs, 

personality traits, skills, and needs.  

Kristof (1996) proposed a taxonomy of fit (match) types found in organizational 

psychology and management literature: supplementary fit, complementary fit, supplies–

needs, and demands–abilities. Supplementary fit describes the congruence of attributes 

between the person and the organization (Muchinsky & Monahan, 1987; Kristof, 1996; 

Cable & Edwards, 2004). Whether it’s shared values, goals, or personality traits, 

supplementary fit suggests that a person has a sense of commonality with the 

organization, that they are supplementing organizational attributes with their own similar 

attributes. Such a fit focuses largely on the affective benefits (outcomes) of fit to the 

person—e.g., increased job satisfaction, increased desire to stay, increased organizational 

identification—although the organization similarly benefits from satisfied employees that 

want to stay. Considering the list of functional motivations in the VFI, we can imagine 

that the values expressive, social adjustive, and enhancing motivations would be 

supported by a volunteer experience in which there was a supplementary fit; the 

organization and/or the volunteer experience provides benefits that support the existing 

characteristics or identity of the volunteer. 

Ccomplimentary fit describes the beneficial meeting of one party’s lack with the other 

party’s surplus (Muchinsky & Monahan, 1987; Kristof, 1996; Cable & Edwards, 2004). 

That is, when an organization is in need of particular skills, knowledge, or abilities for 

effective operation, employees bringing those needed assets would find a complimentary 

fit. Complimentary fit can also be achieved when employees bring to the organization 
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such traits as personality (as a gregarious salesperson joining a more reserved force), 

maturity (as a veteran executive joining a young cabinet) or experience (as a seasoned 

journalist joining university faculty). Similarly, a person with a need may find 

complimentary fit in an organization that provides for that need (as when an employee 

wanting more hands-on experience joins a smaller firm where she can have more direct 

contact with a number of job functions). Rather than matching cognitive or affective traits 

as supplementary fit does, complementary fit tends to match functions, and the positive 

outcomes tend to be external measures such as professional success and efficiency. 

Again, considering the VFI list of motivations, we can imagine that the understanding, 

career, and protective motivations would be supported by a volunteer experience in 

which there was a complementary fit; the organization and/or the experience provides 

benefits that fill gaps in the volunteer’s knowledge, network, or identity. 

Kristof’s (1996) two remaining models address more pragmatic fit characteristics 

than psychological or attitudinal characteristics. The more narrowly focused supplies–

needs fit is similar to complimentary fit but focuses specifically on the material, practical, 

or psychological needs of one party being supplied by the other. Variables such as salary, 

benefits, recognition, promotion, autonomy, and professional development are often 

studied using a supplies–needs model. From the worker’s perspective, this model may be 

more applicable to an organization–employee relationship than it is to an organization–

volunteer relationship as employees are normally much more dependent on the 

organization for specific (especially financial) needs than volunteers are. From the 

organization’s perspective, however, this model may be an effective descriptor of the 
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organization’s dependence on the manpower and skills of volunteers. Also narrowly 

focused is the demands–abilities fit model, which points specifically to the demands 

required in a particular job and the degree to which the employee has the ability to meet 

those demands. In both of these fit models, we can imagine that any of the VFI 

motivations may be addressed effectively as volunteers have the opportunity to give of 

their time and exercise talents in service to a nonprofit organization.  

Although each of these fit models is unique and studied individually, they are not 

mutually exclusive of each other (Kristof, 1996). Employees and organizations may be 

able to identify instances of match or mismatch in complementary or supplementary 

attributes with demands–abilities fit simultaneously, for example. Unfortunately, the need 

to measure limited attributes and select fit models (and/or the impact of specific 

functional motivations) in any given study will continue mask the complexity and 

multiplicity of influences on fit (and congruence) outcomes.  

 As to the concept of fit itself, there has been some discussion about the need to 

better explicate and operationalize this concept for which the meaning is often assumed 

(e.g., Cooper-Thomas, van Vianen, & Anderson, 2004; Edwards, 2008; Kristof, 1996; 

Rynes & Gerhart, 1990). Must attributes be matched only in category (present or not 

present), in amount, or in perceived importance before a fit exists?  Katzell (1964) 

proposed that fit was only achieved when attributes were matched in amount exactly. 

That is, desired attributes such as pay or supervision was desired by an employee to be 

“X” amount, any amount provided by the organization that was not “X” (whether less or 

more than “X”) resulted in a mismatch and negative outcomes. Taris and Feij (2011) 
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tested such a hypothesis and found that, indeed, for intrinsic attributes, both excess and 

lack in the amount provided by the organization resulted in decreased job satisfaction. 

When we apply this same question of the volunteer antecedent–process congruence 

construct, we have to wonder whether an exact match of primary motivational 

expectations and work experience is required in order to have positive outcomes, or 

whether unexpected yet positive volunteer experiences can yield positive outcomes. That 

is, does the volunteer experience have to satisfy one specific antecedent motivation (or 

set of motivations) to positively affect volunteer satisfaction and retention, or can a 

generally positive experience lead to positive outcomes even when the primary 

antecedent motivation is not specifically satisfied?  (Bortree’s (2011) findings showing 

that cultivation strategies employed by organizations mediate the impact of volunteer 

motivations on outcomes might suggest the latter; but we must remember that in Bortree's 

study the single credit-for-volunteering motivation of the student volunteers was 

categorically satisfied in all cases, thus preventing us from observing the impact of 

unsatisfied or exceeded motivations.)  This brings us to another aspect of the P–E fit 

theory that has varied among researchers: outcomes.  

Congruence and Relationship Outcomes 

 Research outside the field of public relations has commonly focused on job 

satisfaction as the measured outcome of P–E fit; it is often combined with measures of 

intention to stay/leave and organizational identification (Cooper-Thomas et al., 2004; 

O’Reilly, Chatman, & Caldwell, 1991; Ostroff et al., 2005; Taris & Fiej, 2001). Other 
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measures, including job performance and well being, have also been measured but with 

less frequency and less success (Cable & Edwards, 2004; Edwards 2008; Kristof, 1996).   

 In their study of employees, for example, Cooper-Thomas et al. (2004) found that 

socialization tactics for new employees play a significant role in developing both 

perceived and actual P-E fit in an organization and that perceived P-E fit has an impact 

on the outcomes of job satisfaction and organizational commitment.  Edwards and 

Billberrry (2012) also found that P-E fit was significantly related to employee job 

satisfaction, organizational commitment, and retention as they studied employees across a 

variety of organizations. Specifically, Edwards and Billberry tested the efficacy of two P-

E fit models—one that collapsed five dimensions of fit (person-vocation, person-

organization, person-group, person-job, and person-peson) into a single measure of fit 

and another that considers different dimensions of fit individually—and they found that 

the results were better supported by the second, non-aggregate model. Similarly, Ostroff 

et al. (2005) studied the impact of P-E fit on bank employees and found that there were 

significant improvements in an employee's job satisfaction, organizational commitment, 

and intentions to stay when there was congruence between an employee's personal values  

and the cultural values of the organization. Further, they found that congruence between 

personal values and the values of the workgroup specifically was positively related to 

attitudes towards customer service goals, suggesting a link between P-E fit and employee 

performance. Van Vianen, Nijstad, and Voskuijl (2008) examined the influence of P-E fit 

on the satisfaction,  affective commitment, and staying intentions of volunteers in 

particular, distinguishing the difference between a volunteer's personality fit (how well 
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their individual personality characteristics aligned with those of the prototypical 

volunteer) and culture fit (how well the individual's values aligned with those of the 

organization). They found that personality fit was indeed positively related to satisfaction 

and affective commitment, but not staying intention. Proposing that culture fit would 

already be high among volunteers (and therefore have little variation within the 

population), they predicted and found that culture fit was not a significant predictor of the 

measured outcomes.  

  Regarding measurement, one criticism that persists in P–E fit research is that 

almost all variables are measured using self-report and therefore represent perceived 

attributes and fit rather than actual attributes and fit (Cooper-Thomas, 2004). Cooper-

Thomas et al. (2004) developed a measurement for actual fit of values by aggregating 

values scores of veteran employees into a single index representing the organization’s 

actual values, a number that was compared against employees’ reported values 

(perceived). The differentiation between perceived fit and actual fit in this case was 

shown to be significant and interesting, but one could argue that even the value index 

representing actual fit was merely an aggregated perception of value.   

 Accordingly, given that studies have shown that the congruence of functional 

motivation and volunteer experience can be linked to increased volunteer satisfaction 

(Clary et all, 1998), and given that P–E fit studies have shown that congruence of 

personal characteristics and environmental characteristics can been linked to positive 

outcomes, we can hypothesize that—in reference to the three-dimensional OPR model—

congruence between the antecedent of a volunteer’s functional motivation and the 
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process of the volunteer experience should lead to positive OPR outcome measures, 

specifically the measures of satisfaction and commitment, as has been found in other 

studies using similar but different measures for these constructs outside the public 

relations literature. 

H1 – Where a volunteer’s experience is found to be congruent with their 
functional motivation for volunteering, volunteer perceptions of the organization–
public relationship will be stronger than in cases where there is no congruence. 

 

It is important to note here that there is a distinction between the OPR 

measurement of satisfaction, which is a person’s satisfaction with the relationship 

(Grunig & Huang, 2000; Hon & Brunner, 2001; Huang, 2001; Jo, 2006; Ki & Hon, 

2007), and the outcome of job satisfaction measured in studies of P-E fit, which is a 

person’s satisfaction with their job, role, or function (Cooper-Thomas, 2004; Edwards & 

Billberry, 2012; Ostroff et al, 2005; VanVianen et al, 2008). This second use of the term 

satisfaction (satisfaction with the job or the work rather than the relationship) is closer to 

what Clary et al. (1998) reported as a positive outcome of volunteer motivation–

experience congruence.  

H2 – Where a volunteer’s experience is found to be congruent with their 
functional motivation for volunteering, reported job satisfaction will be higher 
than in cases where there is no congruence. 
 
 
Additionally, when we consider previous studies indicating a link between P–E fit 

and an employee’s intention to stay (e.g., Edwards & Billberry, 2012; Ostroff et al, 

2005), it seems that the congruence of a volunteer’s motivational antecedent and the 
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volunteer’s experience with the organization should lead to the positive outcome of 

volunteer retention, measured by self-reported intentions to stay. 

H3 – Where a volunteer’s experience is found to be congruent with their 
functional motivation for volunteering, intention to stay will be higher than in 
cases where there is no congruence. 

 
Another potentially interesting variable to consider in assessing the volunteer 

experience and relationship outcomes is the level of productivity a volunteer contributes 

in the course of work. It is believed that satisfied volunteers have better performance and 

productivity (Kristof, 1996; Muchinsky & Monahan, 1987; O’Reilly et al., 1991), but 

productivity has not been measured specifically in the context of volunteerism or 

motivation–experience congruence.  

H4 – Where a volunteer’s experience is found to be congruent with their 
functional motivation for volunteering, reported productivity will be higher than 
in cases where there is no congruence. 
 
 

Exploring a Simpler Congruence Measure 

While some studies have developed instruments to measure congruence or fit 

comparing two related scores—for example, the comparison of VFI motivation scores 

and VFI benefit scores by Clary et al. (1998) and the comparison of aggregate employee 

scores with individual employee scores by Cooper-Thomas et al. (2004)—it seems 

reasonable that we could simply ask volunteers if they believe the reasons motivating 

them to become a volunteer have been fulfilled through their volunteer experience. 

Similar straightforward questions of belief have been used to evaluate job satisfaction 

(e.g., Scarpello & Campbell, 1983; Wanous, Reichers & Hudy, 1997) and intentions to 

stay in a job (e.g., Vecina, Chacon, Marzana, & Marta, 2012; Galindo-Kuhn & Guzley, 
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2001; Grube & Piliavin, 2000). Accordingly, in an effort to explore the possibility of 

evaluating congruence in a more parsimonious manner, this study used simple, 

straightforward questions asking volunteers to report their motivation–experience 

congruence in addition to the multidimensional questions used to calculate congruence. 

That is, in addition to asking volunteers to evaluate statements about their motivations 

and statements about their experiences leading to calculated measures of congruence, this 

study also asked volunteers whether the expectations they had for their volunteer 

experience when they joined the organization have been met through their actual 

experience. The hypothesis is that, as with the concept of congruence, those volunteers 

whose antecedent expectations have been met in the experience process will have 

stronger relationships with their organizations reflected by stronger scores in each of the 

outcome measures.  

H5 – Where volunteers report that the expectations they had before volunteering  
were met through their volunteer experience, volunteer perceptions of the 
organization–public relationship will be stronger than in cases where expectations 
were not met. 
 
H6 – Where volunteers report that the expectations they had before volunteering  
were met through their volunteer experience, reported job satisfaction will be 
higher than in cases where expectations were not met. 
 
H7 – Where volunteers report that the expectations they had before volunteering  
were met through their volunteer experience, intention to stay will be higher than 
in cases where expectations were not met. 
 
H8 – Where volunteers report that the expectations they had before volunteering  
were met through their volunteer experience, reported productivity will be higher 
than in cases where expectations were not met. 
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Describing the Relationship Process 

 Having explicated the value of examining functional motivations as antecedents 

to the organization–volunteer relationship, the concept of congruence as an important 

independent variable reflecting the alignment of a motivational antecedent and the 

process of the volunteer experience, and the validity of traditional OPR measures as 

indicators of relationship outcomes, the piece that has yet to be considered is the 

relationship management process itself, which in this case is the volunteer experience 

including communication activity, task and role assignments, opportunities provided by 

the organization, and interaction with the organization in general. What must we consider 

when evaluating the volunteer experience, specifically as it contributes to the variable of 

congruence?  Indeed, this piece of the three-dimensional OPR puzzle—often discussed in 

terms of maintenance (e.g., Hon & Grunig, 1999; Grunig & Huang, 2000), relationship 

management (e.g., Ledingham, 2003), or cultivation (e.g., Ki & Hon, 2009)—is key 

because it may be the only dimension that organizations and practitioners are able to 

control directly. 

Some studies outside the realm of public relations have equated or correlated 

elements of the volunteer experience with volunteer satisfaction, thus blending elements 

from the relationship process and relationship outcome stages of the three-dimensional 

model into one pool of factors. For example, Galindo-Kuhn and Guzley (2001) identified 

four dimensions of the volunteer experience as indicators of job satisfaction: 

empowerment (which is a combination of quality of communication and work 

assignment related to motivation), participation efficacy (the degree to which a volunteer 
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believes his work is impacting the desired cause), support (educational, emotional, and 

tactical), and group integration (the social aspects of the working relationships). From a 

public relations perspective, we can see that each of these dimensions would be 

implemented in the relationship process as an organization trains, assigns, interacts with, 

and communicates with its volunteers. But Galindo-Kuhn and Guzley suggested that 

where these process factors are rated highly, they equate to satisfaction, an outcome. 

Roesch, Spitzberg, and Dwiggins-Beeler (2006) also examined volunteer job satisfaction, 

barriers to satisfaction, and communication satisfaction without distinguishing clearly the 

act of communicating from its outcome. Emphasizing the role of communication, they 

explained,  

If volunteers do not understand their tasks or are unable to communicate 
adequately with the organizational client, then the volunteers will be 
unable to perform their jobs well, develop their skills, or interact 
competently with others in the organization. Such communicative 
incompetence, in turn, is likely to contribute to a sense of disconnection 
from the organizational group … and eventually to feelings of 
dissatisfaction. (p. 8)   

 

Without distinguishing process from outcome per se, they found a strong correlation 

between communication satisfaction and job satisfaction, suggesting that how an 

organization communicates in the relationship process is related to the outcome of job 

satisfaction.  

With a similar perspective, Silverberg et al. (2001) measured volunteer job 

satisfaction as a six dimensional scale that included measures for the nature of the work, 

contingent rewards, the quality of supervision, operating procedures, interaction with 

coworkers, and organizational communication. Again, we see that the researchers 
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considered strong scores in experience-related elements as positive outcomes congruent 

with job satisfaction. From the perspective of public relations, however, the items these 

researchers examined are all elements developed in the relationship process stage of the 

three-dimensional OPR model. That is, elements such as quality of supervision, 

interaction with coworkers, and organizational communication exist as connections that 

constitute the relationship process. Silverberg et al. did attempt to look for congruence of 

motivation and volunteer experience by surveying parks department volunteers about the 

specific kinds of tasks they performed and categorizing them into five “job settings” 

(program implementation, coaches, libraries, other operations, and administrative 

support). They suggested that each of the five job settings was more or less likely to 

satisfy specific functional motivations, and they found in at least one case that where 

there was congruence of motivation and job setting (specifically, the volunteer’s 

motivation to have an impact on people close to them and the job setting of coaching), 

volunteers reported more job satisfaction than was reported by those with other 

motivations and job settings.  

 In order to look for congruence of functional motivation and volunteer 

experience, Clary et al. (1998) operationalized volunteer experience as benefits that 

volunteers reportedly enjoyed as a result of their volunteer experience. They used a three-

item experience scale corresponding to items on the motivation scale to represent 

experiences correlating to specific motivations. For example, volunteers were asked their 

level of agreement with the statements “I made new contacts that might help my business 

or career,” “I was able to add important experience to my resume,” and “I was able to 



Texas Tech University, Andrea L. Phillips, December 2014 
 

44 
 

explore possible career options” as indicators of a work experience that satisfied the 

career motivation. (These benefit scale items proved to have strong internal validity with 

Cronbach’s alpha scores ranging from .75 to .89.)  Here, once again, we see the blurring 

of the line between experience and outcome: Clary et al. pointed to a result of the 

volunteer experience (e.g., the making of new contacts) as an indication of things that 

occurred in the process of the volunteer experience. Although it is logical to conclude 

that the making of new contacts occurred as the volunteer interacted with people while 

enacting their volunteer role, the concern for volunteer coordinators and public relations 

practitioners is how the organization facilitated the making of new contacts. What 

communication activities, organizational policies, work procedures, and environmental 

characteristics did organizational leaders put in place to allow volunteers to make new 

contacts (or to satisfy any of the other motivations)?   

From a public relations perspective, we can take from the findings of Silverberg et 

al. (1998) and Clary et al. (1998) the suggestion that task assignments and job activity 

may play a part in the relationship cultivation process just as communication does. In 

public relations, cultivation strategies are regularly identified as communication tactics 

that can be categorized according to their method (one-way or two-way communication) 

or by their intent (symmetrical or asymmetrical communication) (Grunig & Huang, 2000; 

Grunig & Hunt, 1984). Huang (2004) developed the Public Relations Strategy 

Assessment (PRSA) as a means for organizations to better understand both their own 

communication strategies and their publics’ perceptions of the organization’s 

communication. In developing the strategy assessment, Huang created scale items to 
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represent four  traditionally recognized communication strategies:  mediated 

communication, which relies on mass media channels for disseminating messages; 

interpersonal communication, which is direct communication between an organization 

and a person or public, including phone calls and face-to-face interaction; two-way 

communication, which is characterized by messages travelling in two directions (to and 

from both parties in communication) and includes forms of feedback; and symmetrical 

communication, which focuses on the purpose of communication and is characterized by 

balanced and mutual willingness to make changes as a result of the communication. In 

addition to these four traditional concepts of communication, Huang found that activities 

such as hosting dinners and giving gifts were also a form of communication and had a 

significant impact on the development of relationships. Thus, Huang’s five-dimension 

strategy assessment suggests that the factors contributing to the quality of organization–

public relationships are inter-correlated and are likely to include face-to-face interaction 

as well as more traditionally recognized forms of communication.  

In application of Huang’s, Silverberg’s, and Clary’s findings to this study, it 

seems that, in addition to communication strategies and tactics employed by the 

organization, the activity a volunteer experiences in the context of his or her volunteer 

role—from the tone of face-to-face meetings with staff members, to the level of their 

involvement in determining task assignments, to the level of responsibility and autonomy 

with which they are entrusted—all contribute to the overall message volunteers receive 

from the organization about the value and quality of the relationship they have with the 

organization, thus shaping the relationship cultivation process. Although not the chief 
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focus of this study, examining a concept of relationship cultivation that extends beyond 

the scope of traditional public relations communication tactics might expand our view of 

strategic communication options, leading to a more comprehensive approach to 

relationship building in the future.  

For public relations practitioners hoping to understand how volunteer experiences 

may or may not facilitate the fulfillment of volunteer motivations, it would be helpful not 

only to know that volunteer motivations were indeed met (by measuring congruence), but 

also to know the specific kinds of work and interaction that contributes to satisfying each 

type of motivation. Indeed, such knowledge could allow practitioners to more effectively 

tailor corresponding communications, policies, and work assignments to volunteers with 

specific motivations to affect positive outcomes. To that end, I examined the relational 

process (or volunteer experience) by: using the volunteer experience scale of Clary et al. 

(1998) to assess perceived qualities of volunteer work experiences; using elements of 

Huang’s (2004) Public Relations Strategy Assessment (PRSA) to assess both volunteer 

and coordinator perceptions of communication strategies; and obtaining task-descriptive 

data similar to that used by Silverberg et al. (2001). Each of these process assessment 

tools can help us to explore the possibility that certain work activities, communication 

strategies, and experiences might be linked to certain motivations and/or outcomes.  

RQ2:  Will there be a significant relationship between communication strategies 
used by organizations and volunteer perceptions of their relationship with the 
organization? 
  
RQ3: Will there be a significant relationship between certain volunteer 
tasks/assignments and volunteer perceptions of their relationship with the 
organization? 
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Demographics and Outcomes   

 While a primary focus of this study is to examine the hypothesized relationship 

between antecedent-process congruence and relationship outcomes, we must 

acknowledge that other factors—factors extant among the participant and relationship 

characteristics in this study but not of particular interest here—have been linked to 

positive volunteer outcomes. For example, Wilson and Musick (1997) found that non-

religious and religious people were willing to help others at equal rates but that religious 

people are more likely to formally volunteer through institutional organizations than non-

religious people. Ozorak (2003) found that belief in God was a predictor of volunteer 

intentions for men; although it was not a predictor of intentions for women, women had 

an significantly higher intention to volunteer than men overall. Manning (2010) also 

found that gender was more influential over volunteer activity than religiosity, 

particularly with women volunteering more frequently than men later in life. The Bureau 

of Labor Statistics (2014), Dutta-Bergman (2004), and the Independent Sector (2000) all 

also show that older adults volunteer with more frequency than young adults. The Bureau 

of Labor Statistics (2014), and Dutta-Bergman (2004) also show (along with Wilson & 

Musick, 1997) that those with higher levels of education are more likely to volunteer. 

Race (e.g., Bureau of Labor Statistics, 2014; Morrow-Howell, Lott, & Ozawa, 1990; 

Musick, Wilson, & Bynum, 2000) has been associated with volunteerism such that those 

who identify themselves as White/Caucasian volunteer at higher rates than those 

identifying as other races. Income (e.g., Choi & DiNitto, 2012; Wilson & Musick, 1997) 

has also been positively related to volunteer activity, while tenure within an organization 
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(e.g., Grube and Piliavin, 2000; Penner and Finkelstein, 1998) has been studied for its 

influence on volunteer activities with mixed results.  

 Accordingly, demographic data was collected in each of these areas and 

considered in the analysis of the hypothesized variable relationships. Given that previous 

research (e.g., Cooper-Thomas, 2004; Grube and Piliavin, 2000; Penner and Finkelstein, 

1998) has paid particular attention to the variable of tenure (the length of time a person 

has been in relationship with the organization), suggesting that tenure can be significant 

in shaping relationships, this study also sought to consider the role of tenure as a 

potentially significant variable impacting outcomes. Specifically, I proposed that tenure is 

a factor that influences relationship outcome measures regardless of other process 

variables involved. 

H9 – Volunteers with longer lengths of tenure will have stronger relationships 
with the organization.  
 
H10 – Volunteers serving organizations whose coordinators have longer lengths 
of tenure will have stronger relationships with the organization.  

 

 The values for coordinator tenure were collected by asking the volunteer 

coordinator in each organization how long they had worked—in years and months—in 

their coordinator position. That value for coordinator tenure was added to the survey 

record for each volunteer participant from that coordinator's organization. Thus, all the 

volunteers who worked for one organization had the same value for coordinator tenure 

added as an item to their response data. 
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Summary of Hypotheses and Research Questions 

The focus of this study is to investigate whether the individual motivations that 

prompt a volunteer to join a particular organization or do a particular kind of volunteer  

work are significant in shaping that person’s view of their volunteer experience and 

perceptions about their relationship with the organization. Using the framework of the 

three-dimensional organization–public relationship model, and using instruments 

developed through previous research as well as instruments created for this study, I hoped 

to examine volunteer motivations as a relationship antecedent, how aspects of the 

relationship process might satisfy various motivations, and whether the congruence of 

motivational antecedents and relational process variables are linked to relational outcome 

variables (see Figure 1). Additionally, I hoped also to investigate other potential 

relationships between the variables in this study so as to better understand the roles that 

antecedents and cultivation strategies play in developing positive organization–volunteer 

 

Figure 1 

Concepts of This Study in the Framework of the Organization–public Relationship Model 
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 relationships. The hypotheses and research questions posed in this study are as follows. 

H1 – Where a volunteer’s experience is found to be congruent with their 
functional motivation for volunteering, volunteer perceptions of the organization–
public relationship will be stronger than in cases where there is no congruence. 
 
H2 – Where a volunteer’s experience is found to be congruent with their 
functional motivation for volunteering, reported job satisfaction will be higher 
than in cases where there is no congruence. 
 
H3 – Where a volunteer’s experience is found to be congruent with their 
functional motivation for volunteering, intention to stay will be higher than in 
cases where there is no congruence. 
 
H4 – Where a volunteer’s experience is found to be congruent with their 
functional motivation for volunteering, reported productivity will be higher than 
in cases where there is no congruence. 
 
H5 – Where volunteers report that the expectations they had before volunteering  
were met through their volunteer experience, volunteer perceptions of the 
organization–public relationship will be stronger than in cases where expectations 
were not met. 
 
H6 – Where volunteers report that the expectations they had before volunteering  
were met through their volunteer experience, reported job satisfaction will be 
higher than in cases where expectations were not met. 
 
H7 – Where volunteers report that the expectations they had before volunteering  
were met through their volunteer experience, intention to stay will be higher than 
in cases where expectations were not met. 
 
H8 – Where volunteers report that the expectations they had before volunteering  
were met through their volunteer experience, reported productivity will be higher 
than in cases where expectations were not met. 
 
H9 – Volunteers with longer lengths of tenure will have stronger relationships 
with the organization.  
 
H10 – Volunteers serving organizations whose coordinators have longer lengths 
of tenure will have stronger relationships with the organization 
 
RQ1 – Can hedonic motivation can be identified as a motivation for volunteering 
that is unique from (does not correlate with) the other six functional motivations 
previously identified. 
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RQ2:  Will there be a significant relationship between communication strategies 
used by organizations and volunteer perceptions of their relationship with the 
organization? 
  
RQ3: Will there be a significant relationship between certain volunteer 
tasks/assignments and volunteer perceptions of their relationship with the 
organization? 
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Chapter 3 
Method 

 

In order to explore the hypothesized relationships between the variables of 

interest in this study, a cross-sectional survey method was selected. Such a quantitative 

research method is appropriate for studying the influence of independent variables on 

outcomes (Creswell, 2014), as this study aimed to do. Surveys allow us to capture 

information and opinions from a large number of participants in a form that allows for 

quantitative analysis of the data (Creswell, 2014; Shoemaker & McCombs, 2003). 

Because this study focused on volunteers' perceptions about their motivations, their past 

volunteer experiences, and their relationship with the organization—not changes in their 

perceptions or attitudes—a cross-sectional survey method was deemed appropriate. The 

cross-sectional survey method, which allows us to collect information about the 

characteristics of a population sample in a "snap-shot" of time, would allow us to collect 

data needed to show possible covariation of the variables in the hypothesized 

relationships, to rule out alternative explanations for variable covariance, and to account 

for error in the analysis (Shoemaker & McCombs, 2003).   

Sample 

In order to investigate the hypotheses and the research question, surveys were 

conducted among the population of volunteers serving organizations in the Lubbock, 

Texas area. The study was limited to organizations in the Lubbock area for several 

reasons: A fairly comprehensive list of volunteer organizations in this area was available 

through the Volunteer Center of Lubbock (VCL), an organization that helps promote 



Texas Tech University, Andrea L. Phillips, December 2014 
 

53 
 

volunteerism locally and coordinate volunteer placement for the majority of volunteer 

organizations in the area. Using the VCL member list as a sampling frame allowed for the 

possibility of a statistically random sample from the population of volunteers in the 

Lubbock area. Plus, VCL agreed to partner with me in the proposed study by connecting 

me to their member organizations, promoting the study to their organizations, and 

supporting communication with potential participants, thus contributing to the likelihood 

of obtaining the required sample size. Also, the purpose of this study was to examine the 

possible existence of a phenomenological relationship between variables rather than to 

assess the attitudes of volunteers generally. Using a sample from the local population—

which included participants of different demographic characteristics working with a 

variety of organization types—allowed me to sufficiently investigate whether the 

hypothesized relationships exists. Finally, focusing recruitment to the Lubbock area 

allowed for: minimized time and cost in recruiting; in-person contact with local volunteer 

coordinators which proved advantageous to soliciting organizational participation; face-

to-face interaction with volunteers and coordinators for recruiting and questionnaire 

distribution; and speedy return of mailed surveys. Plus the proximity of Texas Tech to the 

invited organizations allowed volunteers and coordinators to better sense that the study 

could serve their local community, which might have contributed to the willingness of 

organizations and volunteers to participate.  

The volunteers serving the 92 organizations on the Volunteer Center member list 

(at the time of the study) served as the sampling frame for this study. An examination of 

the list of Volunteer Center members shows that there are at least 10 different categories 
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of nonprofit organizations represented on the list, including those focused on health-

related causes, education and mentoring, child welfare, animal welfare, providing aid to 

the poor, civic engagement, supporting local arts and culture, and community 

development. Estimated volunteer counts for the smallest organizations ranged from 1 to 

5 volunteers, while those for the largest organizations ranged from 200 to 300. (There 

were three outlier organizations reported with volunteer ranges of 400 to 600; 1,000 to 

1,500; and 7,000 to 8,000.)  The volunteer count ranges for many of the VCL 

organizations include volunteers that serve only one time with the organization (as 

opposed to committed, long-term volunteers) as well as volunteers who serve in more 

than one organization. To accommodate the likelihood that any sample pulled from the 

list of volunteers kept by any VCL organization might include one-time volunteers and/or 

volunteers serving multiple organizations, I used the largest estimate figures for each 

organization and determined that the total reported number of volunteers serving VCL 

organizations is 18,990.  

With an estimated population of 18,990 volunteers, a confidence level of 95% (α 

= .05), and a confidence interval of +/- 5%, 368 participants were needed for the study 

(Krejcie & Morgan, 1970). Because there are no records of previous surveys like this 

conducted among the VCL population with VCL support, I did not have past information 

from which to estimate a response rate. An examination of response rates from several 

published studies with volunteer populations (e.g., Bortree, 2010; Briggs, Peterson, & 

Gregory, 2010; Grube & Piliavin, 2000; Stirling & Bull, 2011) showed that response 

rates commonly ranged from 34% to 40% with some reaching even higher than that (e.g., 
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Millette & Gagne, 2008; Mook, Handy, Ginieniewicz, & Quarter, 2007); therefore, a 

30% response rate seemed reasonable to expect.  

Based on an estimated 30% return rate, I selected a random sample of volunteer 

organizations from the Volunteer Center member list (a cluster sample) that had a 

combined total of 1,226 volunteers on their rosters. I contacted the volunteer coordinators 

for each of these organizations, asking for their organization's participation in the study. 

As coordinators failed to respond or declined to participate, the number of volunteers in 

the sample count dropped below 1,226, prompting me to include new organizations from 

the VCL member list in the sample so as to maintain the target sample size of 1,226 

volunteers. Further, lower-than-expected survey response rates among volunteers whose 

organizations did agree to participate also prompted me to include more organizations in 

the sample list until, ultimately, all 92 organizations on the Volunteer Center member list 

were invited to participate in the study in an effort to reach the target of 368 completed 

surveys. By taking the sample this way—in multiple steps according to actual response, 

as advised by Barlett, Kotrlik, and Higgins (2001)—I was able to capture the prescribed 

number of volunteer responses to represent the volunteer population.  

Recruitment and Distribution 

The recruitment process was designed with Dillman’s (2007) Total Design 

Method in mind, and included advance notice of the study, distribution of strategically 

written invitations, an incentive for participation, and follow-up communications 

thanking participants for being part of the study and reminding others about the survey.  
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Recruitment began with an introductory email sent from the director of the Volunteer 

Center of Lubbock to the volunteer coordinators for all VCL member organizations. In 

this way, the director informed all the member organizations that they might be asked to 

participate in the study, emphasized the value of the study, and expressed VCL support 

for the study. Such validation of the study from this known and trusted third party was 

expected to increase participation rates (Dillman, 2007). 

Following the email from the VCL director, I sent invitations to volunteer 

coordinators representing the organizations on the sample list (eventually, all VCL 

organizations), explaining the study and requesting their participation and that of their 

volunteers. (Since VCL regularly communicates with member organizations through 

email—and email addresses are included in published VCL member profiles—I could be 

reasonably confident that this mode of communication would reach volunteer 

coordinators.)   Each invitation was personalized using the volunteer’s name and the 

name of their organization. Additionally, invitations assured the coordinator that the 

study was supported by VCL and reviewed by Texas Tech’s Institutional Review Board; 

that participation of each organizational and individual participant was voluntary; that an 

incentive would be provided in return for participation; that all communication and 

responses would be kept confidential; and that their participation would contribute to a 

study that might benefit their organization in the future. The invitation email asked each 

volunteer coordinator to indicate their willingness to participate by replying to the 

researcher directly. Follow-up email invitations were sent three to five business days later 

to those who did not respond to the initial invitation. Where no response was received 
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after two email attempts, a third and final attempt was made to contact the coordinators 

about participating before removing them from the sample list.  

As volunteer coordinators agreed to participate, I worked with the coordinators to 

determine the most effective and appropriate method for recruiting their volunteers and 

distributing surveys to them. Because the organizations participating in this study had 

varying structures, policies, and procedures shaping and/or limiting communication with 

volunteers, the recruitment of volunteer participants was designed to accommodate each 

organization’s preferences and needs. In every case, communication with volunteers was 

mediated by the volunteer coordinator:  invitations and surveys were given or emailed to 

the coordinator who then distributed them to volunteers.  

Survey distribution occurred via two modes: email and face-to-face. Some 

organizations preferred to use only email or only face-to-face distribution while others 

preferred a combination of both methods to facilitate volunteer participation. 

(Recruitment and distribution of survey via postal mail was offered as an option for 

coordinators, but none chose that mode of communication.)  Regardless of the mode 

employed, all invitations to volunteers were personalized for their specific organization 

and assured them that: the study was supported by the Volunteer Center and reviewed by 

Texas Tech’s Institutional Review Board; that participation of each participant was 

voluntary; that an incentive would be provided in return for participation; that all 

responses would be kept confidential; and that their participation would contribute to a 

study that might benefit their organization in the future. Additionally, volunteer 
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coordinators were instructed to screen volunteer participants for age so that only those 

aged 18 and older were invited to participate in the study.  

Recruitment of volunteers via email.  Where participating organizations had 

access to volunteer email addresses and regularly used email to communicate with 

volunteers, the preferred method of recruitment was most often email. Volunteer 

coordinators were sent an email message containing the volunteer invitation and a link to 

the online survey instrument, allowing participants to link directly and immediately to the 

online survey from the email. Coordinators were asked to forward the email invitation 

and link to all their volunteers aged 18 and older. After three to seven business days 

(depending on the organization’s response rate), volunteer coordinators were asked to 

send a reminder email containing the same information to their volunteers, and three to 

seven days later, they were asked to send a second reminder. 

Recruitment of volunteers via face-to-face. Some organization recognized that 

their best (or only) communication with their volunteers was when volunteers showed up 

on site to work. Those organizations opted to use paper surveys, which I delivered to 

them in person. Organizations chose to distribute those paper surveys to their volunteers 

either by handing them out personally before or after shifts (active distribution) or by 

leaving them in a common area where volunteers could pick them up (passive 

distribution). Some organizations reported using a combination of active and passive 

distribution.  

Each paper survey had the invitation to participate printed on the cover sheet and 

included a pre-addressed envelope in which the participant could seal their completed 
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survey to go to the researcher. Pre-stamped envelopes were offered to each organization 

so that volunteers could return the completed surveys to the researcher by mail. About 

half of the organizations took the stamped envelopes for survey return; other 

organizations, however, asked for plain envelopes and had volunteers leave the sealed 

surveys in an office to be picked up by the researcher later. (Some volunteers from those 

organizations opted to add their own stamps and mail the surveys rather than leave them 

for pick-up.) 

Because I was in regular communication with those coordinators using paper 

surveys—dropping off more surveys when they ran out, picking up completed surveys, 

emailing about the status of surveys—no formal requests for reminders to volunteers 

about paper surveys was made. Most coordinators reported that they were distributing 

surveys and reminding volunteers about the survey regularly as volunteers arrived to 

work. Additionally, most of those organizations using paper surveys also used the online 

survey, and they were asked to remind their volunteers about the survey (online) as 

described above. 

Incentive for Participation.  For each completed questionnaire, I agreed to 

donate $1.00 to the nonprofit organization indicated by the volunteer/coordinator at the 

time that they filled out the survey. Participants were informed of this incentive in the 

text of the invitation and on the first page of the questionnaire. For paper surveys, 

participants were given a donation form on the back of the cover sheet, which could be 

separated from their completed questionnaire when received; at the end of the online 

surveys, participants were automatically directed to a separate donation form that was not 
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linked to their survey responses. In each case, the participant was shown a list of 

nonprofit organizations (a portion of the Volunteer Center membership list) including the 

organization for which they completed survey. Participants were asked to select one 

organization that they want to receive the $1.00 donation. They were free to select any 

organization listed.  

Participants and Participation Rates 

 Of the 92 organizations in the Volunteer Center member list, I had no contact 

from 37 (40.2%) after three contact attempts. Another 23 (25%) replied to the invitation 

but declined to participate. Reasons given for declining varied from simple refusal (“No 

thanks. We’re not interested.”), to seasonal conflicts (not having access to volunteers in 

the summer or feeling overwhelmed by upcoming summer events), to ineligibility (using 

volunteers in limited capacity and, therefore, not having a roster of volunteers to contact). 

Six organizations (6.5%) agreed to participate and received survey invitations but failed 

to have any volunteers participate even after reminders were sent. There were 26 

organizations (28.2%) that agreed to participate and had volunteers submit/return surveys 

with data, giving us a 28.2% participation rate at the organizational level. Participating 

organizations represented a variety of organizational types, including those providing 

health-related services, education and mentoring to children, resources to the needy, crisis 

assistance, counseling services, community development, business development, and 

support to the arts among others. Some are local offices of national organizations while 

others exist only in Lubbock. Some are affiliated with religious organizations while 

others have no religious affiliation. The organizations also varied in size; when asked 
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about the number of volunteers their organizations regularly communicate with, 8 

(26.7%) of the organizations reported that they keep in touch with 11-25 volunteers; 5 

(16.7%) indicated a volunteer roster of 25-60,  another 5 (16.7%) indicated a volunteer 

roster of 101-250 volunteers, and another 5 (16.7%) reported 251 or more. Four (13.3%) 

organizations reported 1-10 volunteers.  

 Volunteer Participation.  In order to calculate the participation rate of 

volunteers, each volunteer coordinator was asked to report the number of volunteers to 

whom they emailed/distributed surveys. Unfortunately, due to the uncertainty of some 

coordinators and/or the passive distribution methods chosen, these volunteer counts 

cannot be trusted as accurate. In the best cases, coordinators were able to report an exact 

number of contacts from their email list (e.g., 5 in two cases, 184 in one case, 911 in 

another case); in other cases, coordinators estimated the size of their list. In at least one 

case, the coordinator’s email list changed from week to week as emails bounced back or 

new people volunteered, so he could not pinpoint an exact number of invitations sent. In 

the case of paper surveys, three coordinators requested a specific number of paper 

surveys to distribute to particular individuals who did not have email. Others simply 

estimated the number of volunteers who would likely be working in the near future and 

could receive a paper survey. In many cases, volunteer coordinators asked for paper 

surveys as an alternative option to offer volunteers who might also have received the 

email link to the online survey.  

The variety of coordinator-volunteer interactions and distribution methods make it 

impossible for us to know precisely how many volunteers were invited to participate. 
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However, using the reported counts and estimates provided by volunteer coordinators, we 

can calculate these approximate participation rates:   Altogether, coordinators reported a 

total of 3,230 volunteers on their volunteer rosters (with a low of 5 volunteers, a high of 

1,211 volunteers, and an average of 124 volunteers per organization). Overall 

participation rate of volunteers across all organizations was 14.5%. The lowest 

participation rate was 3% while the highest was 70%; 10 of the organizations had 

participations rates of 25% or better. For a more detailed look at volunteers counts and 

participation rates for each organization, see Table 1. 

Characteristics of Volunteer Participants.  In all, 567 records were created by 

volunteers responding to the survey invitation. Upon examination, 196 of those records 

were found empty or containing only partial data, thus making them useless to this study; 

these were deleted from the data set. A final count of 371 participants (N=371) were 

counted as providing complete or nearly complete responses and were included in the 

working data set. (The data cleaning process is described in more detail below in the 

analysis section.)  Those participants averaged 29.5 minutes to complete the survey.  

 Of those 371 participants, 112 (30.2%) were male, 252 (67.9%) were female, and 

7 (1.9%) were unidentified. The average age of volunteers was 51.8 years, with the 

youngest being 18 and the oldest being 88. (The mode in age was 63 years.)  

White/Caucasian participants made up the majority of the set (79.7%); Hispanics/Latinos 

represented 11% and the remaining 8.3% included African Americans, Asian/Pacific 

Islanders, Native Americans, and those not identified. The overwhelming majority of 

volunteers (86.8%) identified themselves as Christian; the other 13.2% included 31  
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volunteers (8.4%) who did not identify with any of the religious groups offered (“other”), 

7 (1.9%) who identified themselves as Atheist, 3 identified as Muslim, 2 as Sikh, 1 as 

Hindu, and 1 as Buddhist. Regarding the strength of their religious convictions, 87.7% 

indicated they felt “strong” of “very strong” affiliation with their religious beliefs. The 

majority of volunteers reported that they were employed full-time (41.2%); those 

claiming retired status made up 31.8% of the group, while those employed part-time 

(13.7%) and the unemployed (12.4%) were the clear minorities. As to their education, 

61.5% of participants had at least a bachelor’s degree; 28.3% reported having a graduate 

degree, and 18.6% described themselves as currently enrolled as a student (full-time or 

part-time) in a college or university. The average length of time that a volunteer had 

worked for their inviting organization was 4.9 years, but the mode was 1 year; 30 

volunteers (8%) reported that they had volunteered in the same organization for 15 years 

or more, while 91 (24.5%) had been volunteering less than one year. 

 The characteristics of the participants in this study correspond roughly with 

characteristics of volunteers in the U. S. and those surveyed by the Bureau of Labor 

Statistics. That is, the Bureau of Labor Statistics (2014) reported that women (28.4% of 

women in the U. S.) volunteer at a higher rate than men (22.2% of men in the U. S.); in 

their Current Population Survey supplement on volunteering, participants who volunteer 

were 57% female and 42% male. The Bureau also reported that Whites (27.1% of the U. 

S. White population; 84% of volunteers surveyed) volunteer more frequently than Blacks 

(18.5% of the U. S. Black population, 9% of volunteers surveyed), Asians (19.0% of the 

U. S. Asian population, 4% of volunteers surveyed), and Hispanics/Latinos (9% of the U. 
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S. Hispanic/Latino population, 9% of volunteers surveyed). Those with a bachelor's 

degree (39.8% of the U. S. population with a bachelor's degree, 41.9% of volunteers 

surveyed) were more likely to volunteer than those without a degree, according to the 

Bureau. As to employment status, the Bureau reported that those employed full time 

(26.8% of the U. S. population employed full time, 50.3% of volunteers surveyed) and 

those not included in the labor force (including retired persons, 21.9% of the U. S. 

population not in the labor force, 31% of volunteers surveyed) were much more likely to 

volunteer than those employed part time and those unemployed. Comparatively, we see 

that the participants in this study are similar to volunteers in the U. S. as described by the 

Bureau of Labor Statistics, such that the volunteers being examined are more likely to be 

women, Whites, the employed and retired, and the more educated. 

Survey Instrument Construction 

The volunteer survey instrument was a self-administered questionnaire. This 

survey form was selected because it was easy to administer, and it allowed participants to 

have both sufficient time and privacy needed to recall and reflect upon the experiences 

they were asked about in the survey questions (Shoemaker & McCombs, 2003). The 

questionnaire was created and available in both online form and in paper form to help 

ensure that all participants had access to the survey, reducing coverage error and 

increasing the likelihood that participants would be able to respond in a way that was 

preferable and/or necessary for them and their organization (Dillman, 2007).  

The volunteer survey instrument used questions taken from existing survey 

instruments as well as questions developed uniquely for this study. The primary objective 
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in this survey instrument was (1) to assess a volunteer’s motivation in joining their 

organization (which suggests the expectations they had as they entered the relationship), 

(2) to assess the volunteer’s actual experience in their organization, and (3) to assess 

relationship outcomes, including the volunteer’s levels of satisfaction, productivity, and 

intention to continue with the organization.  

The questionnaire began with filter questions to help ensure that participants who 

may work with more than one participating organization (and may receive more than one 

survey invitation) did not take the survey multiple times. By asking participants if they 

had taken the survey before, I hoped to minimize the likelihood that any participant 

would be represented more than once in the data set. (Those who indicated that they had 

taken the survey before were be automatically exited out of the online questionnaire; 

those paper questionnaires indicating that the participant had already taken the survey 

were not included in the data.)   

Next, participants were asked questions to collect descriptive data about the 

organizations they have volunteered for, their longevity with the organization (or tenure), 

the frequency of work, and the type of work they normally perform. This information was 

intended to help prime the participant’s thoughts about their interaction with the 

organization. This information was also used to identify potentially relevant volunteer 

characteristics and tasks/assignments that represent the relationship process. 

 To introduce the idea of volunteer motivations and expectations, volunteers were 

asked open ended questions about their reasons for wanting to work with the inviting 

organization and the expectations they had about their volunteer work. This was followed 
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by a question block intended to assess volunteer motivations using the Volunteer 

Functions Inventory (VFI) instrument. This block (a multi-page matrix table) was 

introduced with a brief explanation, asking participants to think specifically about the 

motivations, desires, and expectations they had at the time they decided to join the 

organization they work with. The instructions directed volunteers to think specifically 

about the organization that invited them to the study. In the online survey, questions in 

this block were randomized in an effort to avoid order effects. 

At the end of the motivation question block, participants were asked to respond to 

a series of individual, outcome-related statements, specifically those statements related to 

overall satisfaction, performance, and intention to stay. Each of these was measured on a 

seven-point scale. By inserting these questions here—between blocks using matrix 

tables—I hoped to change the visual pattern of the survey and so reduce survey fatigue. 

The following question block sought to identify the ways that the organization the 

volunteer works with communicates and interacts with them; here, an adaptation of 

Huang’s (2004) Public Relations Strategy Assessment (PRSA) instrument was presented 

as a single-page matrix table. 

Participants next were prompted to think specifically about the time they’ve spent 

with their organization, disregarding their motivations going in; they were instructed to 

respond to statements based on their actual volunteer experiences. This led them to the 

block of statements (a multi-page matrix table, with randomized statements in the online 

survey) assessing their experience vis-à-vis the VFI experience instrument per Clary et al. 

(1998).  
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To measure relationship outcomes, participants were instructed in the outcome 

block (a single-page matrix table) to think about the relationship they have with their 

organization. They were asked to respond to established statements measuring the 

organization–public relationship (OPR) outcomes of trust, satisfaction, commitment, and 

control mutuality per Grunig and Huang (2000), Kin and Hon (2007), and others.  

Finally, participants were asked a series of traditional demographic question to 

conclude the survey. When they finished, they were automatically directed to a separate 

form that asked them to select an organization to which they would like the researchers to 

send a $1.00 donation in gratitude for their participation. 

Wherever possible in the questionnaire, the name of the organization that referred 

the participant to the survey was inserted into the questions so as to personalize the 

survey for each organization’s volunteers and also to encourage participants to think 

about their volunteer experience with that organization specifically apart from 

experiences they may have had with other organizations.  

Measurement of Variables 

 Independent variable: Motivation.  To measure the independent variable of 

motivation—that is, the volunteer’s motivation for entering the relationship with the 

organization—I used the Volunteer Functions Inventory (VFI) instrument established by 

Clary et al. (1998) that has been shown effective in identifying an individual’s functional 

motivations for volunteering. This ordinal-level measurement instrument uses five items 

under each of six motivational dimensions:  protective, values expressive, understanding, 

social adjustive, career, and enhancement. Each item asks participants to respond to 
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statements about volunteering on a seven-point scale, where 1 = not at all important and 

7 = extremely important. In developing the VFI, Clary and his colleagues found strong 

internal consistency for the items representing their six-factor model: career (α = .89), 

enhancement (α = .84), social adjustive (α = .83), understanding (α = .81), protective (α = 

.81), and values expressive (α = .80). 

The VFI items ask respondents about their interests in volunteering generally, 

often in the present tense (e.g., “I can make new contacts to help my business or career”). 

This positioning in time was problematic for this study, which sought to understand and 

differentiate a volunteer’s motivation at the time that they joined an organization from 

their actual volunteer experience. A volunteer who came to the organization with the 

motivation to make professional contacts, for example, might give the statement about 

making contacts a low score (not at all important) if their experience denied them the 

opportunity to do so. For this reason, the original statements in the VFI were adapted for 

past tense to specify the volunteer’s motivation upon joining the organization (e.g., “I 

wanted to make new contacts to help my business or career”).  

As mentioned above, other motivation literature and research (e.g., Gard et al., 

2006; Higgins, 2006; Phillips, 2013) suggests that there may be significant motivations 

for volunteering not represented in this established VFI six-dimension list, most notably 

the hedonic motivation, representing the simple enjoyment or pleasure derived from 

volunteer activity as it is being enacted. Accordingly, I introduced questions that might 

effectively indicate these motivations as distinct from those established in the VFI. The 

hedonic motivation was represented by five statements; these statements were developed 
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by reviewing pleasure-oriented (hedonic) statements from previous volunteer interviews 

(Phillips, 2013) and similar statements used in the Temporal Experience of Pleasure 

Scale developed by Gard et al. (2006). The statements used were: “By volunteering for 

[organization name], I would get to participate in an activity that I simply enjoy doing,” 

“I would get to do work that I would be happy to do regardless of the organization I was 

serving,” “I would get to do a specific kind of activity that I wanted to do,” “I would have 

the chance to participate in an activity that I’ve enjoyed in other settings,”  “When 

volunteering for [organization name], I believed I would get the most enjoyment when I 

was actually engaged in my assigned work activity.”  Like the items from the VFI scale, 

each of the hedonic items were scored on a seven-point scale, where 1 = not at all 

important and 7 = extremely important. I chose to use five statements for the hedonic 

motivation as an exploratory measure; since these statements have not been tested before, 

my hope was that at least three of the five would load together as a single measure of 

hedonic motivation.  

Scale reliability tests performed on the statements representing each of the seven 

dimension in the Volunteer Functions Inventory (including the hedonic motivation) 

showed that the items included in each of their constructs had internal consistency with 

Cronbach’s alpha scores of .74 and above:  values motivation, M = 5.92, SD = .97, α = 

.75; protective motivation, M = 2.29, SD = 1.44, α = .87; understanding motivation, M = 

4.81, SD = 1.49, α = .845; social adjustive motivation, M = 3.80, SD = 1.75, α = .88; 

career motivation, M = 2.66, SD = 1.82, α = .93; enhancement motivation, M = 3.49, SD 

= 1.46, α = .81;  and hedonic motivation, M = 5.09, SD = 1.34, α = .80.  
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On the questionnaire form, all of the items from the VFI instrument and the items 

representing the possible hedonic motivation were shown together in a multi-page matrix 

(randomized in the online questionnaire).  

 Independent variable: Experience.  To measure the independent variable of 

volunteer experience—that is, what did the volunteer actually experience or gain during 

or as a result of their volunteer work, regardless of their original motivation—I first 

followed the example of Silverberg et al. (2001) and asked volunteers to identify the 

kinds of tasks they engaged in while volunteering. I provided a list of common volunteer 

activities and conditions (e.g., office/administrative work, maintenance work, client 

services, training/mentoring, etc.) and asked participants to check all the items that had 

been part of their volunteer experience. I included this question set in the opening section 

of the questionnaire in order to help prime participants’ thinking about their volunteer 

role generally at the beginning of the survey. 

Next, I used the VFI-coordinated experience items developed by Clary et al. 

(1998) to evaluate the volunteer experience. Similar to the Volunteer Functions Inventory 

(VFI) measurement of motivation, Clary et al.’s instrument measuring experience at the 

ordinal level uses five-statement scales for each of the six dimensions of motivation, but 

the statements of experience focus on benefits the volunteer received in the process of 

volunteering. These experience statements are parallel to those included in the VFI 

motivation scales (e.g., where the motivation-oriented statement reads I can make new 

contacts to help my business or career, the experience-oriented statement reads I have 

made new contacts to help my business or career), and each item asks volunteers to 
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respond on a seven-point scale, where 1 = not at all like my experience and 7 = extremely 

like my experience. Clary et al. (1998) found strong internal consistency for the items 

representing their six-factor model of volunteer experience, with Cronbach’s alpha scores 

ranging from .79 to .89 (alphas were reported only as a range, not individually).  

For this study, the statements used by Clary et al. (1998) were adapted where 

necessary to emphasize characteristics of the volunteer experience specific to the 

participating organization rather than volunteering generally. For example, the original 

statement reading I have made new contacts to help my business or career was adapted to 

read As I volunteered for [organization name] I was able to make new contacts that could 

help my business or my career. In addition to the statements developed for the six 

established VFI experience dimensions, I included experience statements that coordinated 

with the proposed hedonic motivation statements (e.g., “By volunteering for 

[organization name] I got to participate in an activity that I simply enjoy doing”). All of 

these items were presented in a multi-page matrix table using a seven-point scale, where 

1 = not at all like my experience and 7 = completely like my experience.  

When scale reliability tests were performed on the VFI experience data from this 

study, the scales representing five of the seven dimensions demonstrated acceptable 

internal consistency with Cronbach’s alpha scores of .73 and above: values experience, M 

= 6.04, SD = .97, α = .77;  social adjustive experience, M = 5.08, SD = 1.37, α = .79; 

career experience, M = 3.29, SD = 1.58, α = .82; enhancement experience, M = 4.64, SD 

= 1.32, α = .782;  and hedonic experience, M = 5.83, SD = 1.12, α = .78. The scales for 
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two of the items, however, did not show adequate reliability (protective experience, M = 

3.30, SD = 1.12, α = .66; understanding experience, M = 5.67, SD = 1.05 α = .65).  

 In the case of the protective experience construct, the output from the tests 

suggested that reliability would improve with the deletion of one question. Not 

surprisingly, that question—originally worded as While volunteering for [organization 

name], I felt more lonely—was a reverse coded question (the reversed scores were used 

in analysis) that may have been misunderstood by participants. I ran the reliability test 

again with that question removed, and the 4-item scale for the protective experience did 

prove be reliable (M = 2.52, SD = 1.51, α = .86).  

In the case of the understanding experience construct, I ran a factor analysis on 

the five items in that construct and found that two of the items—originally worded While 

volunteering for [organization name], I did not learn about working with a variety of 

people and While volunteering for [organization name], I did not learn about the 

organization’s cause—loaded as a second factor. Again, not surprisingly these two 

factors were reverse coded (the reversed scores were used in analysis) and might have 

confused participants. I ran the reliability test on the other three items that loaded 

together in the factor analysis, and found that these three items had an acceptable level of 

internal consistency in the understanding experience construct (M = 5.43, SD = 1.30 α = 

.73). 

Accordingly, the three-item construct for the VFI experience dimension of 

understanding and the four-item construct for the VFI experience protective dimension 

were used for further data analysis.  
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 Independent variable: Cultivation strategies.  To examine volunteer 

perceptions of cultivation strategies, which contribute to the overall volunteer experience, 

the volunteer questionnaire included items taken from Huang’s (2004) Public Relations 

Strategy Assessment (PRSA) scale (data set 3), adapted to align with the non-profit, 

volunteer context. (As mentioned above, Huang’s scale showed coefficients for internal 

consistency between .60 and .78 and construct reliability values for the scale between .72 

and .79.)  These adapted PRSA items (presented in a single-page matrix) asked 

volunteers to indicate ways the organization interacted with them (e.g., “Using face-to-

face methods of communication”) on a four-point, ordinal-level scale, where 1 = never 

and 4 = often. Also as mentioned above, because it is highly unlikely that any of the local 

organizations in the study use mass media to communicate with their volunteers, the scale 

items representing mediated dimension of communication (i.e., communication via 

traditional mass media) were omitted. Under the dimension of interpersonal 

communication, items were added to reflect the popularity of new electronic 

communication tools (email, text, and social media). By asking volunteers about their 

perceptions about how the organization communicates with them through these PRSA 

items, I hoped to be able to identify whether certain strategies (as perceived by 

volunteers) correlate with positive or negative OPR outcomes.   

In order to investigate the internal consistency for the scales representing the four 

dimensions in the PRSA communication matrix, I ran reliability tests on the items in each 

of the constructs. Two of the four scales showed internal consistency:  two-way 

communication, M = 2.71, SD = .72, α = .74; and symmetrical communication, M = 2.89, 
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SD = .81, α = .87.  The scale for social activity fell just short of a satisfying reliability 

score (M = 2.21, SD = .66, α = .699), so I examined the items to look for potential ways 

to improve the score. The output from the test suggested that removing one item—using 

flattery in communication—would improve the score. I ran the reliability test again 

without that item, and found that deleting that item improved the reliability for social 

activity (M = 2.21, SD = .69, α = .73). The scale for interpersonal communication also 

fell just short of a good score for internally consistency (M = 2.74, SD = .62, α = .695). I 

ran a factor analysis on the six items included in that construct, and after dropping the 

three lowest-scoring items (communicating by text message, communicating by email, 

and communicating by social media), the remaining items (communicating in person, 

communicating by phone, communicating face-to-face) demonstrated internal 

consistency as a scale representing interpersonal communication (M =3.09, SD = .72, α = 

.728).  

 Independent variable:  Congruence.  In order to determine whether a 

volunteer's experience was or was not congruent with their motivations for volunteering, 

responses to the motivation dimension statements of the Volunteer Functions Inventory 

(VFI) represented in the motivation question block were compared with the 

corresponding VFI experience statements represented in the experience question block. 

Index (or composite) variables were created by taking the mean of the items representing 

each motivation dimension, resulting in a single score representing the protective 

motivation, a single score representing the career motivation, a single score representing 

the social adjustive motivation, etc. Similar index variables were created by taking the 
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mean of the items representing each experience dimension, resulting in a single score for 

protective experience, career experience, social adjustive experience, etc. Congruence 

scores were then calculated by subtracting each motivation index score from the 

corresponding experience index score. Where motivation dimension index scores and 

experience dimension index scores were found to be similar, the motivation and 

experience were said to be congruent. (This process is explained in more detail below in 

the data analysis section.)  Congruence between these corresponding items represented 

the construct of met expectations:  a volunteer's motivational expectations were met by 

their volunteer experience. Where index scores in the experience dimensions were lower 

than the corresponding index scores in the motivation dimensions, this difference was 

seen to represent the construct of unmet expectations:  a volunteer's motivational 

expectations were not met by their volunteer experience. However, where experience 

scores were higher than the corresponding motivation scores, this difference was seen to 

represent the construct of exceeded expectations:  a volunteer's motivational expectations 

were met and exceeded by their volunteer experience.  

In addition to using the VFI motivation–experience comparisons to observe met 

expectations, three items designed for this study asked volunteers to self-report the level 

of congruence between their expectations going into the volunteer experience and their 

experiences during volunteer work. These items (“The expectations I had at the start of 

my volunteer work with this organization have been met through my volunteer 

experience,” “My volunteer experience has been what I hoped it would be when I joined 

this organization,” and “My reasons for wanting to become a volunteer for this 
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organization have been satisfied through my volunteer experience”) were presented as 

individual statements and were measured at an ordinal level on a seven-point scale, where 

1 = completely disagree and 7 = completely agree. These items were exploratory, 

investigating whether a simple self-report of satisfied motivation might be an effective 

way to predict outcomes of the organization–volunteer relationship.  

Reliability test on the three items representing met expectations showed that the 

three-item scale was not reliable (M =6.24, SD = .91, α = .64). The output from the test 

suggested that dropping one item—the reverse coded statement The expectations I had 

when I started volunteering were not met by my volunteer experience—would improve 

the alpha score. I tested the correlation of the two remaining items—The reasons I had 

for joining [organization name] have been satisfied through my volunteer experience and 

The expectations I had when I joined [organization name] were met as I volunteered for 

them—and found that the positive correlation between them was significant, even if it 

was not terribly strong (r = .58, p < .001). Accordingly, in data analysis, only the latter 

two items were used to represent met expectations. 

 Dependent variable: OPR outcomes.  Each volunteer’s perceived relationship 

with their organization was measured using items drawn from the established instrument 

for measuring the organization–public relationship (OPR) outcomes (Hon & Brunner 

2002; Hon & Grunig, 1999; Jo, 2006; Ki & Hon, 2007; Kim, 2007). Scale items 

representing each of the four established outcome measures—satisfaction, commitment, 

trust, and control mutuality—were presented in a single-page matrix table and measured 

using an ordinal-level, seven-point scale, where 1 = completely disagree and 7 = 



Texas Tech University, Andrea L. Phillips, December 2014 
 

78 
 

completely agree. The wording of the items was adapted as necessary to represent the 

organization–volunteer relationship specifically from the volunteer’s perspective (e.g., 

for satisfaction, “Both the organization and people like me benefit from the relationship” 

was changed to read “Both the organization and volunteers like me benefit from our 

relationship”).  

In order to ensure that the items representing the four constructs in the OPR 

outcome matrix had internal consistency in this study, I used the data collected from 

volunteers to run reliability tests on the scale items in each of constructs representing 

trust, satisfaction, control mutuality, and commitment. Three of the four scales proved to 

have internal consistency:  trust, M = 5.98, SD = .99, α = .85; satisfaction, M = 6.35, SD = 

.84, α = .83; and control mutuality, M = 5.80, SD = 1.13, α = .81. The construct of 

commitment was very close to being internally consistent (M = 5.00, SD = .72, α = .698), 

but was not quite satisfactory. A factor analysis on the four items in the commitment 

scale showed that all four items loaded as a single factor and that there was no better 

grouping of items to improve the construct. This left a four-item construct for 

commitment that is on the borderline of internal consistency. 

Dependent variable: Job satisfaction.  In addition to measuring the four 

established OPR dimensions of outcome, volunteers were asked to report their level of 

job satisfaction using a single item adapted for volunteers from the Cooper-Thomas et al. 

(2004) instrument, measured on a seven-point, ordinal-level scale, where 1 = completely 

unsatisfied and 7 = completely satisfied: “How satisfied are you with your work as a 

volunteer with [organization name] in general?” A single item was chosen to minimize 
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the survey length, and research has shown that assessing job satisfaction with a single-

item measure is effective (Scarpello & Campbell, 1983; Wanous, Reichers & Hudy, 

1997).  

Dependent variable: Intention to stay.  Volunteers were also asked about their 

intentions toward continuing their volunteer work with the organization using a single 

item measured on a seven-point, ordinal-level scale, where 1 = completely disagree and 7 

= completely agree: “If possible, I would like to still be volunteering for [organization 

name] a year from now."   Similar single-item measures of volunteer intention have been 

shown by Vecina et al. (2012), Galindo-Kuhn & Guzley (2001), and Grube & Piliavin 

(2000) to be an effective indicator of volunteer intention (either to leave or to stay).  

Dependent variable: Productivity.   In order to examine a volunteer’s level of 

productivity, or performance quality, I included three items to assess their self-perceived 

level of productivity:  “When volunteering for [organization name], I normally work to 

the very best of my ability at whatever task I’m doing,” “When volunteering for 

[organization name], I hope to get as much work done for the organization as possible,” 

and “When volunteering for [organization name], I make sure that the quality of my work 

is very high.”  Each of these items was measured using a seven-point, ordinal-level scale, 

where 1 = completely disagree and 7 = completely agree. There is no precedent for 

measuring self-reported productivity or performance in this way, so this measure was 

exploratory. In order to evaluate how well the items represent the construct of 

productivity, I ran a reliability test on the data collected from volunteers. The results 

showed that the three-item scale was internally consistent (M =6.56, SD = .61, α = .74).  
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 Demographic Data.  Typical demographic data, such as age, gender, and 

education, was collected at the end of the survey using mostly nominal-level measures. 

(Age and tenure were reported through interval-level measures.) Many of the items 

requested in this block have been shown to correlate with volunteer activity (e.g., Briggs, 

Peterson, & Gregory, 2010; Burns, Reid, Toncar, & Anderson, 2008; Choi & DiNitto, 

2012; Dutta-Bergman, 2009; Manning, 2010); this information was intended to be used in 

controlling for potentially confounding variables. Tenure within the organization, which 

was reported at the interval level in years and months, served as an independent variable 

in the analysis to observe its potential impact on outcomes. 

Data Analysis 

 Cleaning and preparing the data.  After all records were collected from online 

and paper surveys, they were combined into a raw data file containing 567 records. Those 

records that were empty or nearly empty of data (98 in all) were summarily deleted, 

leaving 469 records that contained some measurable data. Next, the remaining records 

were examined to locate records that were missing data in such a way that they would be 

problematic to data analysis. Given that the hypotheses and research questions in this 

study require information from participants across four different instrument matrices 

(motive assessment, experience assessment, communication assessment, and outcome 

assessment), participants who failed to complete at least half of any given instrument 

matrix were deleted. (Most commonly, the incidence of missing data was marked by the 

start of a new page or matrix in the questionnaire. That is, most participants who skipped 

questions seemed to reach the limits of their tolerance for the questionnaire at the end of 
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one question set or survey page and quit altogether before moving on to the next. This 

suggests that the biggest contributor to non-response error was a combination of the 

length of the survey and the repetitiveness of matrix-style question pages.) After 

removing these significantly incomplete records, there were 371 records left in the data 

set, and these are the records that were used in data analysis. 

 Next, I examined the data set for outliers—those participants whose responses 

across all four of the instrument matrices together proved to be highly unusual for the 

data set—by calculating a Mahalanobis D2 score for each record. I examined each of the 

13 cases with significant scores (less than .001), and found that all but one of them 

seemed a legitimate case, with variation in the responses that is not characteristic of 

someone “straight-lining” the questionnaire. For example, in one case, scores on the 

experience, OPR, and PRSA matrices were lower than normal, but did show variety, 

suggesting that the responded considered each response. Additionally, the comments left 

by the respondent in an open-ended question box described a sincerely disappointed and 

frustrated volunteer sharing his opinions with the organization. In the end, only one case 

was removed as an outlier because the responses were suspiciously low across all 

matrices.  

 To prepare the data for analysis, all the reverse coded variables in the 

questionnaire were recoded into new corresponding variables. Variables for tenure given 

in years and months were used to calculate a single variable representing the volunteer’s 

length of service with their organization in years. 
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 In order to ensure that the individual scale items representing each of the variable 

dimensions described above (those in the Volunteer Functions Inventory for motivation, 

those in the Volunteer Functions Inventory for experience, those in the Public Relations 

Strategy Assessment, those in the organization–public relationship assessment, and those 

representing both met expectations and productivity) were internally consistent in 

representing their constructs, I conducted scale reliability tests individually for each 

matrix. In almost all cases, the scales were found to be sufficiently reliable (as reported 

above). Because items had to be dropped from the scales proposed for the VFI experience 

dimensions of understanding and protective in order to achieve scale reliability for those 

dimensions, and because this study calculates a score for congruence using the 

motivation scores and their corresponding experience scores, I removed those scale items 

from the motivation dimension scales that corresponded to the deleted experience 

dimension scales. This alteration in the motivation scales seemed important to ensure that 

the scale items representing the understanding and protective motivations were parallel to 

the scale items representing the understanding and protective dimensions. For the 

understanding motivation scale, I ran the reliability test again using only the three 

remaining items to ensure that removing the items did not hinder reliability; the three-

item construct retained sufficient internal consistency (M = 14.60, SD = 4.57, α = .74). 

Similarly, for the protective motivation scale, I ran a new reliability test on the four-item 

remaining items in the scale in the altered scale, and again the items retained their 

internal consistency (M = 9.04, SD = 5.81, α = .86). In the end, I had reliable scales for 

the seven dimensions of motivation (five having five items each, one having four items, 
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and one having three items) and reliable corresponding scales for the seven dimensions of 

experience (five having five items each, one having four items, and one having three 

items.)  These were the scales used to create index scores and used to calculate 

congruence scores. 

Creation of index and congruence variables.  Once the data had been cleaned 

and the reliability of scales had been confirmed, I created the variables that would be 

used for investigating the hypotheses and research questions. First, index (or composite) 

variables were created for each of the dimensions in the Volunteer Functions Inventory 

motivation matrix by taking the mean of the items included in each dimension’s scale. 

This resulted in each participant’s having a single score representing the values 

motivation, a single score representing the protective motivation, a single score 

representing the understanding motivation, etc. Similarly, index variables were created 

for each of the dimensions in the Volunteer Functions Inventory experience matrix by 

taking the mean of the items included in each dimension’s scale, resulting in single scores 

representing each experience dimension for each participant. In the same way, index 

variables were created for each of the four dimensions in the Public Relations Strategy 

Assessment and for each of the four dimensions in the organization–public relationship 

outcomes. Finally, index variables were created from the scale measuring volunteer 

productivity and from the pair of items representing met expectations.  

Because this study is focused primarily on the impact of motivation–experience 

congruence—that is, whether or not a participant’s experience in their volunteer work 

satisfied the motivations they had going into the experience—it was necessary to create a 
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variable representing the difference between a participant’s scores in each motivation 

dimension and their scores in each corresponding experience dimension. This calculated 

variable—congruence—was created for each VFI dimension by subtracting each 

motivation index score from each corresponding experience index score. In other words, 

a participant’s protective motivation index score was subtracted from that participant’s 

protective experience index score to create a protective congruence score; the career 

motivation index score was subtracted from the career experience index score to create a 

career congruence score; etc. Where a participant’s congruence score in any dimension 

was zero (0.0), their reported scores for their experience in that dimension matched their 

reported scores for their motivation in that dimension. Where the participant’s 

congruence score is positive (greater than 0.0), the score they reported representing their 

experience exceeded the score they reported for their motivation; where the congruence 

score is negative (below 0.0), the score they reported representing their experience did 

not meet the score they reported in their motivation. Thus, by examining congruence 

scores, we can infer that a participant’s experience failed to satisfy their motivation for 

volunteering, satisfied their motivation for volunteering, or exceeded their motivation for 

volunteering. 

Finally, considering the person-environment fit research of Jansen and Kristof-

Brown (2006) and Edwards and Billberry (2012), as well as the work of Clary et al., I 

desired to investigate whether identifying congruence in each of the specific dimensions 

of motivation/experience is important to shaping relationship outcomes or whether 

congruence scores across all dimensions can be considered together as a single aggregate 
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item impacting outcomes. After examining Volunteer Functions Inventory scores and 

interaction is several studies, Clary et al. (1998) suggested that volunteer motivations 

might best be represented by an index of all motivation scores rather than a set of 

separate motivation scores. Similarly Jansen and Kristof-Brown proposed that the various 

dimensions of fit for employees—person-vocation fit, person-organization fit, person-

group fit, person-job fit, and person-person fit—could be represented effectively by the 

aggregate, multidimensional construct of person-environment fit. Edwards and Billberry, 

on the other hand, found more significant results in their study of employee outcomes 

when they considered each of the fit dimensions individually rather than as a single, 

multidimensional construct. Accordingly, in order to compare the possible impact of the 

congruence dimensions taken individually and congruence in aggregate, an index 

variable was created to represent congruence in aggregate (the congruence mean) by 

taking the mean of all seven congruence index scores.  

Investigating collinearity of congruence variables.  In preparing for regression 

analysis, there was a question as to whether each of the congruence variables might make 

a unique contribution to the outcomes or whether they might interact with each other to 

impact outcomes. I ran a correlation matrix for the set of seven congruence variables to 

look for collinearity that might be problematic to further analysis. Pearson correlation 

coefficients across all relationships ranged from .125 to .423, suggesting that no strong 

correlation exists between the dimensions.  

As a second check for collinearity among congruence variables, I performed  

multicolinearity tests in regressions for each of the primary dependent variables in this 
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study (job satisfaction, productivity, intention to stay, and the OPR outcomes of  trust, 

satisfaction, control mutuality, and commitment) with each of the seven congruence 

scores as independent variables (controlling for the demographic variables of age, gender, 

tenure, employment status, education, and strength of religious commitment). An 

examination of the tolerance scores and the variance inflation factor (VIF) scores 

indicated that multicollinearity was not a concern for any outcome. Tolerance scores and 

VIF scores were consistent across all of the OPR outcome variables and the outcome 

variable of productivity (understanding Tolerance = .65, VIF = 1.53; social, Tolerance = 

.73, VIF = 1.37; career, Tolerance = .74, VIF = 1.36; protective, Tolerance = .81, VIF = 

1.24; enhancement, Tolerance = .64, VIF = 1.57; values, Tolerance = .71, VIF = 1.40; 

hedonic, Tolerance = .70, VIF = 1.44). Tolerance scores and VIF scores for the outcome 

variables of staying intention and job satisfaction were the same as those above and were 

similar to those for the other outcome variables (understanding Tolerance = .66, VIF = 

1.51; social, Tolerance = .73, VIF = 1.34; career, Tolerance = .75, VIF = 1.34; protective, 

Tolerance = .81, VIF = 1.23; enhancement, Tolerance = .64, VIF = 1.55; values, 

Tolerance = .72, VIF = 1.38; hedonic, Tolerance = .69, VIF = 1.45). 

With this preliminary analysis completed, I began to investigate the questions 

posed by the hypotheses and research questions for this study. The findings of that 

analysis follow. 
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Chapter 4 
Results 

 

In order to investigate the hypotheses and research questions posed in this study I 

used the clean and prepared data set of 371 records comprising the responses of 

volunteers representing the 26 participating organizations.  

Exploring the Hedonic Motivation 

Because each of the four primary matrices used in this study (Volunteer Functions 

Inventory for motivation, Volunteer Functions Inventory for experience, organization–

public relationship outcomes, Public Relations Strategy Assessment) are established 

instruments, factor analysis was not conducted to confirm whether items loaded into their 

established factors. However, because research question 1 in this study proposed a 

potentially new motivation—hedonic—to the established list of six Volunteer Functions 

Inventory motivations, a factor analysis was conducted (using maximum likelihood with 

Varimax rotation) on the items in the seven scales included in both the VFI motivation 

matrix and the VFI experience matrix to see if the items intended to represent a hedonic 

motivation would load as a distinct factor. (Those items dropped from the scales after 

reliability testing to improve internal consistency were also omitted from this analysis.)  

In both the motivation and experience sets, items (with few exceptions) loaded as 

expected. The factor analysis of items in the motivation matrix identified seven unique 

factors, with almost all the items representing the six established factors loading 

predictably on six factors per their constructs (understanding, social, career, protective, 

values, and enhancement), and the five items representing hedonic motivation loading 
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strongly on a separate factor (see Table 2). The factor analysis of items in the experience 

matrix loaded the same way, with the nearly all the items from six established VFI factors 

loading as expected, and the five items representing the hedonic experience loading 

strongly together on a seventh factor (see Table 3). Thus RQ1 was supported, 
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 suggesting that the construct of hedonic motivation is a unique dimension among the 

established VFI dimensions, representing a concept not represented by the other 

dimensions. 
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The Impact of Congruence on Outcomes 

 The primary focus of this study was to examine whether the congruence of a 

volunteer’s experience and their motivation for volunteering would have a positive 

impact on the organization–volunteer relationship. This relationship between congruence 

and outcomes was examined using both established and original outcome measures. To 

test hypotheses related to congruence and outcomes, a series of multiple regression tests 

were performed. Multiple regression tests allow us to compute an equation for the 

relationship between multiple independent variables and a dependent variable that not 

only describes the relationship but also allows us to predict a specific outcome for any 

given scores in the independent variables (Gravetter & Wallnau, 2009). In this study, I 

hoped to determine whether more positive scores in the independent variables of 

congruence effectively predicted scores in the outcome variables. Unless otherwise 

stated, each multiple regression test was performed using a hierarchical method with list-

wise deletion for cases with missing data. A hierarchical method of entering data was 

selected because previous research had shown that some demographic variables (such as 

gender and education) were significant predictors of volunteer activity, and I desired to 

distinguish the effects of those variables from the effects of the other independent 

variables of interest; the hierarchical method allowed the data to be examined separately 

as different models (Field, 2009). In this analysis, each of the outcome variables was 

examined individually as the dependent variable. The demographic variables of gender, 

age, tenure (length of time volunteering with the organization), strength of religious 

affiliation, and type of survey (whether the survey was submitted by paper or online) 



Texas Tech University, Andrea L. Phillips, December 2014 
 

91 
 

were entered as in the set of control variables in the first block of the regression equation. 

Also included as a control in block 1 was an organization code indicating whether the 

participant was or was not part of organization number 71. Because volunteers 

representing organization 71 accounted for about one-third of the participants in this 

study, and no other organization was so heavily represented, I was concerned that 

characteristics of organization 71 in particular might have influenced the way participants 

responded, thus creating significant bias in the data. Altogether, these demographic 

control variables in the first block of the regression equation produced “model 1” results. 

The congruence variables for each of the VFI dimensions (understanding congruence, 

social congruence, career congruence, protective congruence, enhancement congruence, 

values congruence, and hedonic congruence) were entered together as independent 

variables in block two, producing “model 2” results. 

 Congruence and OPR outcomes.  In order to investigate hypothesis 1—

predicting that congruence between a volunteer’s experience and their motivation for 

volunteering would correspond with stronger organization–public relationship outcomes 

of trust, satisfaction, commitment, and control mutuality—a multiple linear regression 

was performed according to the description above for each of the four OPR outcomes. In 

all four tests, both model 1 (including the control variables) and model 2 (including the 

congruence variables) were shown to be significant predictors of the OPR outcomes, with 

the organization 71 variable being uniquely significant contributor to the outcome. 

For the outcome dimension of trust, the results showed that model 2 (F(14, 309) = 

2.795, p < .01) was significant and that the change in F was significant (p < .01), the 
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greatest amount of change in trust was attributed to model 1, so that R2 =  .112, with the 

controls variables accounting for 6.6% of the change in trust and the congruence 

variables accounting for only 4.6% of the change. An examination of the coefficients 

revealed that none of the individual congruence variables was significant (see Table 4). 

The results for the OPR dimension of satisfaction showed that model 2 was significant 

(F(14, 309) = 3.329, p < .001), with an  R2  of .131. Here, model 2 accounted for slightly 

more of the change in satisfaction, where the control variables accounted for 6.2% of the 

change in the outcome of satisfaction, and the congruence variables accounting for 6.9% 

of the change. In this case, among the coefficients, the values congruence variable was
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shown to be a significant unique contributor to change in satisfaction (β = .147, SE = 

.069, p < .05), indicating that as a volunteer’s values-related experience met and 

exceeded their values-related expectations, they reported higher levels of satisfaction 

with the relationship. None of the other congruence variables were individually 

significant (see Table 5). The test examining the impact of congruence variables on 

control mutuality also revealed that model 2 was significant in predicting that outcome 

(F(14, 309) = 2.117, p < .05), but with R2 = .088 and R2 change = .035, the test suggests 

that congruence added some, but no noteworthy amount of change in the model. (The 
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 change in F was not significant, p = .111). No congruence coefficients were significant 

as unique predictors of control mutuality (see Table 6). What is worth noting, however, is 

that along with the significance of membership in organization 71 as a unique significant 

predictor of control mutuality, the control variable for volunteer tenure was a significant, 

negative predictor (β = -.022, SE = .010, p < .05), indicating that the longer a volunteer is 

with an organization, the lower their opinion of the power balance in the relationship. (As 

will be shown below, this finding—the negative relationship between control mutuality 

and tenure—recurs throughout this study and is worth noting.)  For the 
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OPR dimension of commitment, once again, model 2 was found to be significant (F(14, 

309) = 2.137, p = .010), but not a better predictor of commitment than model 1 (model 2, 

R2 = .088, ΔR2 = .039, and for change in F, p = .070). Again, none of the individual 

congruence variables was significant as a unique contributor to change in commitment 

(see Table 7). 

Given the lack of individual influence in these regression models and Clary’s and 

his colleagues’ (1998) suggestion than an index of VFI dimensions might be useful in 

 understanding the congruence of motivations and experiences, I ran the same multiple 



Texas Tech University, Andrea L. Phillips, December 2014 
 

96 
 

linear regression test, with the same control variables and the same four OPR outcome 

dependent variables, but with the congruence mean variable (the variable created by 

taking the mean of all seven congruence variables) as a single independent variable. For 

each of the OPR outcome dimensions, model 2 was shown to be significant, with the 

congruence mean variable being a unique significant contributor to the model (along with 

the control variable for organization 71) for all outcomes (see Table 8). For the impact of 

the congruence mean variable on the trust outcome (F(8, 315) = 4.3, p < .001), the R2 was 

.098, with the addition of the congruence mean accounting for 3.3% of the change in 

outcome (for change in F, p = .001). The congruence mean was a significant unique 

predictor of trust (β = .259, SE = .077, p = .001). For the satisfaction outcome (F(8, 315) 

= 5.253, p < .001), the R2 was .118, with the addition of the congruence mean accounting
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for 5.6% of the change in outcome (for change in F, p = .001). The congruence mean was 

a significant unique predictor of satisfaction (β = .280, SE = .063, p < .001) (see Table 9).  

For control mutuality (F(8, 315) = 2.968, p < .01), the R2 was .070, with the addition of 

the congruence mean accounting for 1.7% of the change in outcome (for change in F, p < 

.05). Again, the congruence mean was a significant unique predictor of control mutuality 

(β = .212, SE = .087, p < .05) as was volunteer tenure (β = -.024, SE = .010, p < .05), 

which (again) had a negative relationship with control mutuality (see Table 10). Finally, 

for the commitment outcome (F(8, 315) = 3.524, p = .001), the R2 was .082 with the 

addition of the congruence mean accounting for 3.3% of the change in the outcome (for 

change in F, p = .001). And once again, the congruence mean was 
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significant as a unique predictor coefficient (β = .178, SE = .053, p = .001) (see Table 

11). 

 The analysis of the data shows that when considered as individual variables, the 

seven dimensions of congruence do tend to contribute some measure of improvement to 

the change in the dependent variable, but that change is fairly negligible, sometimes even 

insignificant. The greatest amount of change in the dependent variable can be attributed 

to the control variables, the influence of organization 71 specifically. However, when the 

seven dimensions of congruence are examined together as a single factor—the mean of 

all congruence scores—a better result is seen with significant impact (significant change 

in F) in all four OPR outcomes, for which the congruence mean is shown to be a 
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significant, unique predictor of outcome. This suggest that as a volunteer’s experience 

satisfies or more than satisfies their motivations for volunteering across the combination 

of dimensions, the relationship outcomes of trust, satisfaction, control mutuality, and 

commitment improve. Although we can see that the impact of organization 71 was also 

significant as a unique contributor, in application, the positive influence attributed to 

organization 71 (whatever that influence may be) will only reach those volunteers who 

are part of that organization, while the influence of congruence can reach all volunteers. 

Thus, we will say that H1 was supported. 
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 Hierarchical linear model analysis.  The significance of the control variable 

organization 71 seen in many of the regression analyses already discussed suggests that 

differences between the organizations in this study may be influencing outcome variables 

apart from the other independent variables examined. Thus, examining the data using 

multilevel or hierarchical linear modeling (HLM) was advisable as a way to examine the 

impact of those organization-level variables specifically. HLM analysis includes a series 

of tests examining variables that are distinct to either the participant (level 1 variables, 

such as congruence scores and trust scores in this study) or the context (level 2 variables, 

such as the size of the volunteer organization or average tenure of volunteers in an 

organization in this study). HLM analysis allows us to identify the significance of 

variables in one level while controlling for variables in another level more precisely than 

can be accomplished through ordinary least squares regression models (Raudenbush & 

Bryk, 2002). Accordingly, post hoc HLM analysis was performed to examine the 

variables of interest in this study in an attempt to discover just how significant 

organization-level variables are (not only for organization 71, but for all organizations) in 

shaping the outcomes tested in this study. 

 HLM analysis of congruence and OPR Outcomes.  First, HLM null model 

analysis (step 1) was performed to determine if indeed the difference in a volunteer’s 

organization affiliation explained significant differences in each of the OPR outcome 

variables of trust, satisfaction, control mutuality, and commitment. For trust, the intra-

class correlation (ICC), pointing to differences between organizations, explained 15.7% 

of the change in trust (see Table 12). Similarly, the ICCs showed that group differences 
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explained 15.2% of change in satisfaction scores (see Table 13) and 18.1% of the change 

in control mutuality (see Table 14). The ICC in the commitment model showed that 

group difference accounted for 5.4% of the change in that variable (see Table 15). 

Although all four models were significant (p<.001), the relatively low percentage of 

change in the test for the commitment outcome variable suggested that only the three 

previous outcomes were worthy of further investigation.  
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 Next, HLM means-as-outcomes model analyses (step 2) were performed to 

examine whether specific characteristics at the organizational level (level 2) were 

significant in determining the three relevant OPR outcome variables (trust, satisfaction, 

and control mutuality). Testing the organization-level variables of mean volunteer tenure 

for the organization, tenure of the organization’s volunteer coordinator, and size of the 

volunteer population in the organization as fixed, main effects variables, it was found that 

there is a statistically significant relationship between trust scores and the mean tenure 

among volunteers in the organization (γ = -.097, t = -4.665, p < .001). Thus as the 

volunteer tenure increases, scores for trust decrease. The other two variables, coordinator 

tenure and organization size, were not significant (see Table 16). Mean volunteer tenure 
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was also shown to be the only significant variable for the outcome of satisfaction (γ = 

.0004, t = 3.036, p < .01) (see Table 17) and the only significant variable for the outcome 

of control mutuality (γ = -.087, t = -3.749, p < .001) (see Table 18). With these findings 

we see that as the organization’s mean volunteer tenure increases, the scores for 

satisfaction increase while the scores for control mutuality decrease. Thus, the mean 

tenure for volunteers in an organization was shown to be a significant organization-level 

variable that impacts outcome variables independent of other, individual-level variables.  

To understand whether the individual-level (level 1) variables of congruence were 

significant in shaping the outcome variables of trust, satisfaction, and control mutuality 

independent of organization-level variables, the HLM analyses (step 3) were performed 

for each of the outcome variables with all seven of the congruence variables entered as 



Texas Tech University, Andrea L. Phillips, December 2014 
 

105 
 

fixed, main effects. In the model for trust, both the social congruence (γ = .069, t = 1.976, 

p < .05) and enhance congruence (γ = .098, t = 1.998, p < .05) variables were significant 

predictors of trust (see Table 19). None of the congruence variables were shown to be 

significant in the models for satisfaction and control mutuality. These tests suggest that 

although motive-experience congruence—specifically in the social and enhance 

dimensions—are significant in shaping the trust outcome independent of contextual 

variables related to the organization, congruence variables do not seem to be significant 

in shaping the outcomes of satisfaction or control mutuality. 

Finally, HLM intercepts- and slopes-as-outcomes analyses (step 4) were 

performed for each of the three outcome variables combining the organization-level  
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variables (tenure mean, coordinator tenure, and organization size) and the seven 

individual-level congruence variables as fixed main effects variables to determine their 

combined impact. These analyses revealed that of mean tenure was significant in 

predicting the outcome in all three models (trust, γ = -.101, t = -4.372, p < .01; 

satisfaction, γ = -.059, t = -3.795, p < .01; and control mutuality, γ = -.094, t = -3.94, p < 

.01), while among the congruence variables only understanding was significant, and that 

only in the model predicting satisfaction (γ = .116, t = 2.627, p < .01)  With the previous 

HLM test (step 2) revealing that the level-2 variables of mean tenure in an organization is 

a significant determinant of all three outcome variables independent of any level-1 

congruence variable, and with the previous HLM test (step 3) revealing that the level-1 

congruence variable have limited and modest impact on the outcome variables 

independent of any level-2 organization variables, this last HLM analysis suggests that 
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the greatest amount of change in the outcomes of trust, satisfaction, and control mutuality 

can be attributed to factors related to the mean tenure of volunteers in the organization 

rather than the individual congruence scores of volunteers.  

 HLM analysis of the congruence mean and OPR outcomes. As was done with 

the multiple linear regression analyses described earlier, the HLM analyses were 

conducted again, substituting the congruence mean variable as the independent variable 

in place of the seven congruence dimension variables in order to see if the congruence 

mean would be a better predictor of outcomes than the congruence dimensions. When 

HLM individual-level analysis described above was performed again with the congruence 

mean as the single independent variable, the congruence mean variable was shown to be 

consistently significant in the tests for all three OPR outcomes: trust,  γ = .243, t = 3.511, 

p = .001; satisfaction, γ = .291, t = 5.062, p < .001; and control mutuality, γ = .226, t = 

2.833, p < .01 (see Tables 20, 21, and 22). 
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Thus the congruence mean was demonstrated to be a significant individual-level 

predictor for all outcomes independent of any contextual, organization-level variables.  

To examine how the congruence mean variable performed when combined with 

the organization-level variables, the HLM (step 4) model was created combining all those 

variables as fixed main effect variables. The results showed that, when combined into one 
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model, the congruence mean variable (for trust, γ = .224, t = 3.204, p < .01; for 

satisfaction, γ = .240, t = 4.080, p < .001; and for control mutuality, γ = .248, t = 2.945, p 

< .01) and the mean tenure variable (for trust, γ = -.095, t = -4.243, p = .001; for 

satisfaction, γ = -.054, t = -3.402, p < .01; and for control mutuality, γ = -.087, t = -3.718, 

p < .01) were significant in all three outcome models (see Tables 23, 24, and 25). 

Whereas the HLM analysis of the dimensional congruence models suggest that the most 

significant change in the outcome variables was attributed to factors related to the tenure 

of volunteers rather than motivation–experience congruence, this analysis suggest that 

motivation–experience congruence (as represented by the mean of all the dimensions) is 

significant as an individual-level variable impacting the outcomes. This finding supports 

but further explains what was found in the previous multiple regression tests: the 

congruence mean is a more effective representation of congruence than the dimensional 

variables, and organizational characteristics—specifically related to volunteer tenure—

are also significant in shaping outcomes.
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 Congruence and job satisfaction.  Having explored the impact of congruence on 

outcomes that are commonly measured in the field of public relations, there may be 

additional knowledge to gain by exploring the impact of congruence on outcomes 

commonly measured in other disciplines as well. The literature outside the public 

relations field often evaluates job satisfaction as a simple measure of positive outcome. 

Hypothesis 2, therefore, proposed that where there was congruence of employee 

experience and motivation, reported job satisfaction (the satisfaction a volunteer has in 

their work as a volunteer) would be higher than in cases where there is no congruence. In 

order to test this hypothesis, a multiple linear regression was performed with the seven 

congruence variables as describe above. The results of this test showed that when after 

accounting for the control variables, the model including the congruence variables was 

not significant (F(14, 307) = 1.69, p = .169,  R2  =.059). As described earlier, the question 

exists as to whether a single variable representing an index of all congruence 

dimensions—the congruence mean variable—would be a better predictor of job 

satisfaction than the use of the seven congruence dimension variables. Accordingly, the 

multiple regression test was run again with the congruence mean variable as a single 

independent variable. Again, after accounting for the control variables, the model using 

the congruence mean did not prove to be significant (F(8, 313) = 1.391, p = .200, R2  = 

.034). These results did not support H2.  

Congruence and intention to stay.  Similar to the other hypotheses concerning 

congruence, hypothesis 3 proposed that when a volunteer’s experience was congruent 

with their motivation for volunteering, they would have stronger intentions toward 
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staying with the organization as a volunteer. To test this hypothesis, a multiple regression 

was performed using the seven dimensions of congruence as independent variables in and 

intention to stay as the dependent variable. The results of this test using the seven 

dimensions of congruence showed that model 2 was significant (F(14, 308) = 4.525, p < 

.001) with an  R2  of .171, where the control variables accounted for 6.9% of the change in 

the outcome of staying intention, and the addition of the congruence variables accounted 

for 10.2% of the change (for change in F, p < .001).  Of the individual congruence 

variables, three of them were shown to be individually significant in contributing to the 

change in staying intention: values (β = .156, SE = .063, p <.05), social (β = .088, SE = 

.029, p < .01), and career (β = .118, SE = .043, p < .01) (see Table 26). These findings 

suggest that as a volunteer’s values-related experience, social-related experience, and 

career-related experience meets and exceeds their values- , social- , and career-related 

motivations respectively, they will be more likely to report their intention to continue 

volunteering with the organization through the next year.  

In order to see how the single congruence mean variable would compare with the 

group of congruence variables in impacting the outcome of staying intention, the multiple 

linear regression test was performed using the congruence mean variable as a single 

independent variable and staying intention as the outcome. The model using the 

congruence mean was shown to be significant (F(8, 314) = 5.747, p < .001) with an  R2  

of .128, where the control variables accounted for 6.9% of the change in the outcome of 

job satisfaction, and the addition of the congruence mean accounted for 5.9%. The 
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individual contribution of the congruence mean as a unique variable was also significant 

(β = .268, SE = .058, p < .001) (see Table 27). 

Although the regression analysis using the seven congruence variables as 

independent variables had a stronger influence on staying intention than the analysis 

using the indexed congruence mean variable (based on the size of R2), the results in both 

tests showed that as volunteer’s experiences satisfied or more than satisfied their 

motivations for volunteering, staying intention improved. Thus H3 was supported.  
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 Congruence and productivity.  The final hypotheses concerning congruence was 

hypothesis 4, which proposed that when a volunteer’s experience was congruent with 

their motivation for volunteering, reported productivity or performance would be higher 

than when motivations were not satisfied. To test this hypothesis, a multiple regression 

was performed for the dependent variable of productivity using the seven congruence 

dimension variables as independent variables. The results of this test showed that after 

entering the control variable in model 1, the inclusion of the congruence dimensions in 

model 2 was significant (F(14, 309) = 2.363, p < .01) with an  R2  of .097 where the 

control variables accounted for 3.2% of the change in reported productivity, and the 

addition of the congruence variables accounted for 6.5% of the change. In examining the 
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contribution of individual congruence variables on the change, two of the seven variables 

were found to be significant as unique contributors:  protective (β = -.073, SE = .034, p < 

.05) and social (β = .097, SE = .023, p < .001). The other congruence variables were not 

individually significant (see Table 28).  

Again, in order to see how the single congruence mean variable would compare 

with the group of congruence variables in the model, the multiple linear regression test 

was performed again with productivity as the dependent variable and the congruence 

mean variable as a single independent variable. Although the congruence mean had 

resulted in significant outcomes in every other test to this point, the congruence mean did 
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not result in a significant model for the outcome of productivity (F(8, 315) = 1.602, p = 

.123, R2  of .039).  

 Although the congruence mean is was not significant in explaining change in 

reported productivity, these tests show that the model using the seven congruence 

variables individually as independent variables was significant in accounting for the 

change in productivity, particularly for those volunteers with social and protective 

dimensions of congruence. Thus H4 was supported in one case, but not in the other. 

The Impact of Met Expectations on Outcomes  

 One of the questions presented in this study was whether there might be a simpler 

way to identify the concept of motivation–experience congruence than using the VFI 

instrument with its many (perhaps mentally tasking) items. Accordingly, the volunteer 

survey simply asked volunteers to identify whether the expectations they had when they 

decided to volunteer for their chosen organizations (supposedly their motivations) were 

met through their volunteer experience. Hypothesis 5 predicted that where volunteer 

expectations were met the organization–public relationship would be stronger (as viewed 

through the dimensions of trust, satisfaction, control mutuality, and commitment). In 

order to test this hypothesis, multiple linear regression tests were performed (in two 

models as described above) for each of the OPR dimensions as the dependent variable, 

and with the met expectations variable entered as a single independent variable.  

The results of this test showed that the model using the met expectations variable 

was a significant predictor of all four of the OPR dimensions. For the OPR outcome of 

trust, the model including met expectations was significant (F(8, 315) = 11.982, p < .001) 
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with an  R2  of .233, where the control variables accounted for 6.6% of the change in the 

outcome of trust, and met expectations accounted for 16.7%. Additionally, met 

expectations was shown to be significant as a unique variable (β = .460, SE = .077, p < 

.001) contributing to change in the trust outcome among the other variables considered 

(see Table 29). For the OPR outcome of satisfaction, the model also showed significance 

(F(8, 315) = 20.741, p < .001) with an  R2  of .345, where the control variables accounted 

for 6.2% of the change in satisfaction, and met expectations accounted for 28.3% of the 

change in the satisfaction variable. Additionally, met expectations was shown to be 

significant as a unique variable contributing to the satisfaction outcome (β = .492, SE = 

.042, p < .001) (see Table 30). The model including met expectations also showed 

significance for the dimension of control mutuality F(8, 315) = 8.042 , p < .001) with an  
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R2  of .170, where the control variables accounted for 5.3% of the change in the outcome 

of control mutuality, and met expectations accounted for 11.7% (see Table 31). It is 

worth noting here that, as seen in previous analyses, the control variable of volunteer 

tenure was also a significant unique predictor of control mutuality (β = -.026, SE = .010, 

p < .01), but with a negative relationship, so that the longer a volunteer worked with the 

organization, the lower their control mutuality score would be. The met expectations 

variable was again shown to be significant as a unique variable (β = .429, SE = .064,         

p < .001) contributing to change in the control mutuality. Finally, for the dimension of 

commitment, the met expectations model once again was significant F(8, 315) = 8.204, p 

< .001) with an  R2  of .172, where the control variables accounted for 4.9% of the change 
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in the outcome of commitment, and the met expectations accounted for 12.3%. The met 

expectations variable was again a significant unique variable (β = .269, SE = .039, p < 

.001) in predicting the change in commitment (see Table 32). These tests all show that 

met expectations is a significant predictor of OPR dimension variables, such that as a 

volunteer reported a greater sense of met expectations, their perceptions of the 

organization–volunteer relationship also improved. Thus H5 was supported.  

Hypotheses 6, 7, and 8 similarly predicted that met expectations would be 

positively related to the outcome variables of job satisfaction, staying intention, and 

productivity, respectively. These hypotheses were tested using a multiple regression 

analysis using each of these outcome variables one at a time. The regression equation 
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models in all three tests proved to be significant (job satisfaction, F(8, 313) = 7.700, p < 

.001,  R2 = .164, ΔR2  = .134; staying intention, F(8, 314) = 9.280, p < .001, R2 = .191, 

ΔR2  = .123; productivity, F(8, 315) = 7.181, p < .001, R2 = .154, ΔR2  = .122). In each 

case, met expectations was shown to be significant in impacting the outcome variable 

(job satisfaction, β = .521, SE = .074, p < .001; staying intention, β = .301, SE = .044, p < 

.001; productivity, β = .228, SE = .034, p < .001). See Tables 33, 34, and 35 for details. 

Each of these tests demonstrate that met expectations is an effective predictor of 

these outcomes, indicating that as a volunteer’s perception that their expectations have  

been met increases, their perceptions of job satisfaction, productivity, and staying 

intentions increase. So we can say that H6, H7, and H8 were supported.  
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 Hierarchical linear model analysis of met expectations. Because met 

expectations was shown to be a significant predictor to compete with the congruence 

mean in many of the multiple linear regression analyses described above, hierarchical 

linear modeling (HLM)  analysis was conducted as with the congruence variables, but 

with the met expectations variable to see if met expectations would be a similar or better 

predictor of outcomes than the congruence mean when considering the differences 

between organizations. When HLM individual-level analysis  was performed with the 

met expectations variable, met expectations—like the congruence mean—was shown to 

be consistently significant in the tests for all three OPR outcomes: trust,  γ = .447, t = 

8.873, p < .001; satisfaction, γ = .475, t = 11.907, p < .001; and control mutuality, γ = 
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.418, t = 6.993, p < .01 (see Tables 36, 37, and 38). Thus met expectations was also 

shown to be a significant individual-level predictor for all outcomes independent of any 

contextual, organization-level variables.   
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 To examine how the met expectations variable performed when combined with 

the organization-level variables, the HLM (step 4) model was created combining all those 

variables as fixed main effect variables. The results mimicked those shown for the 

congruence mean variable:  the met expectations variable (for trust, γ = .405, t = 7.361, p 

< .001; for satisfaction, γ = .399, t = 8.759, p < .001; and for control mutuality, γ = .392, t 

= 5.690, p < .001) and the mean tenure variable (for trust, γ = -.077, t = -3.770, p < .01; 

for satisfaction, γ = -.036, t = -2.327, p < .05; and for control mutuality, γ = -.069, t = -

2.947, p = .01) were significant in all three outcome models (see Tables 39, 40, and 41). 

Again, as was shown in the previous multiple linear regression analyses, we see that met 

expectations might be used as an equally consistent, but more parsimonious 

representation of congruence (the concept that a volunteer’s motivations for joining an 

organization have been satisfied through the experience) than the computed congruence 

mean variable. The HLM analysis, however, allows us to have confidence a volunteer’s 
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met expectations is significant as an individual-level variable impacting the outcomes and 

also that factors related to volunteer tenure at the organizational level is significant in 

impacting outcomes. Although this doesn’t fundamentally alter the findings from the 

previous regression tests, it does expand our understanding of how the variables are 

related to each other. 
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Hierarchical Linear Modeling Analysis of Motive and Experience  

With the additional insight provided by hierarchical linear modeling analysis into 

the role of congruence and met expectations in influencing outcome, questions arose 

about how HLM analysis might also provide insight into the possible role of other 

variables as well, namely motivation and experience. That is, could the variable set of 

motive and the variable set of experience have a more significant influence on the 

outcome variables than the congruence variables which are computed from the two sets?  

To explore this post hoc question, the step 3 and step 4 analyses were conducted again, 

substituting the motive dimension variables and the experience dimension variables 

together as a set of independent variables. When examined as individual-level variables 

alone (step 3), the variables representing volunteer experience were shown to be 

significant in two of the three outcome models while only one motive variable was 

significant in only one model. For the outcome of trust, the career motive variable was 
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significant (γ = .144, t = 2.855, p < .01) and the values experience was significant (γ = 

.229, t = 2.891, p < .01) (see Table 42). For the outcome of satisfaction, the career 

experience variable (γ = .096, t = 2.272, p < .05), the protective experience variable (γ = -

.085, t = -2.137, p < .05), and the values experience (γ = .317, t = .067, p < .001) were all 

significant in predicting relationship satisfaction (see Table 43). For the outcome of 

control mutuality, only the values experience (γ = .267, t = .098, p < .01) was significant 

in predicting relationship satisfaction (See Table 44). Thus we see that particular 

dimensions of motive and expectation (especially the values dimension) does play a role 

in shaping the outcome variables independent of any contextual, organization-level 

variables. Further, the role they play in shaping the outcome variables may be more 

related to the experience itself than to the congruence of any particular dimensions. 
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To examine how the motive and experience variables performed when combined 

with the organization-level variables, the HLM (step 4) model was created combining all 

those variables as fixed main effect variables. The results for the trust outcome variable 

showed significance in the areas that would be expected based on previous tests: the 

organization-level tenure mean was significant (γ = -.102, t = -5.169, p < .001) as well as 

the career motive variable (γ = .108, t = 1.975, p < .05) and the values experience (γ = 

.233, t = 088, p < .01) (see Table 45).  For the satisfaction outcome, the combination of 

level 1 and level 2 variables greatly increased the number of variables having an 

significant impact of the outcome; significant variables included tenure mean ( γ =-.058, t 

= -4.165, p < .001) and organization size (γ = .0004, t = 3.004, p < .01) at the 

organization-level, and the understanding motive (γ = -.100, t = -.240, p < .01), the 
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understanding experience (γ = .148, t = 2.78, p < .01), the protective experience (γ = -

.090, t = -2.072, p < .05), and the values experience (γ = .263, t = 3.55, p < .001) at the 

individual level (see Table 46). For control mutuality, we again see that tenure mean was 

significant (γ = -.101, t = -4.274, p = .001) as well as the values experience (γ = .251, t = 

2.234, p < .05) (see Table 47). 

This analysis confirms that there are variables at both the individual level and the 

organizational level that are significant in impacting the outcome variables of interest.  

The significance of the motive and experience variables (especially the experience 

variables) allows us to see the contribution that motive and experience alone have on the 

outcome variables without requiring the precision of calculating congruence. While the 
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congruence mean was shown to be consistently significant when tested in both the 

individual level model and in the combined organization and individual model, it appears 

that there is value in understanding congruence; but the analysis of the motives and 

experiences as variables unique from congruence also suggests that there is value in 

recognizing volunteer motives and experiences (the values experience in particular) as 

separate variables impacting outcomes apart from congruence. From this initial analysis 

of the data using HLM, we might recommend to practitioners in the field that they make 

efforts to understand volunteer motives and expectations in joining the organization, that 

they strive to help volunteers satisfy those motives/expectations, and that they strive to 

provide an experience that highlights the values-related benefits from the volunteer 

experience in particular. 
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Congruence and Met Expectations 

  With the congruence mean and met expectations variables both demonstrating 

ability to predict outcomes (more consistently than the set of individual congruence 

dimensions) these two variables take on a new level of interest in our study. Because 

congruence compares a volunteer's expressed motives and descriptions of their 

experience to see whether motives have been satisfied while met expectations represents 

a volunteer's singular description of that same relations (that my motives have been 

satisfied), one could argue that, conceptually, congruence scores would predict met 

expectations scores. That is, a volunteer whose motives for volunteering have been 

satisfied through their experience would subsequently report that their expectations have 

been met. Although not part of a proposed hypothesis or research question, this potential 

relationship was explored by performing a multiple linear regression with met 

expectations as the dependent variable and the seven congruence dimensions as 

independent variables in model 2. The results confirm that model 2 with the congruence 

variables included was a positive, significant predictor of met expectations (F(14, 309) = 

2.884, p < .001) with an  R2  of .116, where the control variables accounted for 2% of the 

change in perceptions of met expectations, and the addition of the  congruence variables 

accounted for 9.6% of the change. Of the individual congruence variables, one—social (β 

= .106, SE = .036, p <.01)—was shown to be individually significant in contributing to 

the change in met expectations. The others were not individually significant (see Table 

48). When the seven congruence dimensions were replaced with the congruence mean  

variable as the single independent variable, the results demonstrated that the model using 
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the congruence mean was significant (F(8, 315) = 4.276, p < .001) with an  R2  of .098 

and a  ΔR2  of .068. Within the model, the congruence mean was also shown to be a 

unique individual contributor to the change in met expectations (β = .360, SE = .069, p 

<.001) (see Table 49). 

With this information, we can deduce that volunteers who enter an organization 

with motivations they desire to satisfy and then have those motivations satisfied by their 

volunteer experience are also likely report that the expectations they had coming into 
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their organization have been met as they volunteered. This may strengthen an argument 

for using a simple met-expectation measure in lieu of a lengthy VFI instrument in 

assessing the antecedent-experience relationship in the relationship development process.  

Tenure and outcomes 

 Tenure, or the length of time a person has served with an organization, was 

considered from two perspectives for this study. First, hypothesis 9 focused on the 

relationship between a volunteer’s tenure and the organization relationship, predicting 

that there would be a positive correlation between tenure and the volunteer’s perceptions 

of the organization–volunteer relationship. Second, hypothesis 10 focused on the 

relationship between the tenure of an organization's volunteer coordinator and volunteer’s 

perceptions of the organization–volunteer relationship. 
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 In order to investigate hypothesis 9 and the volunteer tenure variable, a multiple 

regression analysis was performed, where volunteer tenure was designated as the 

independent variable and each of the organization–public relationship outcome 

dimensions was designated one at a time as the dependent variable. The results of the 

correlation analyses showed that although the regression equation model including tenure 

was significant for all four dimensions, in three of the four tests no change in the outcome 

could be attributed to tenure as a significant unique contributor; significant change could 

only be attributed to the control variables (most notably, organization 71). Only the 

tenure-inclusive model for the dimension of control mutuality (F(7, 316) = 2.508, p < .05,  

R2 = .053,  ΔR2  of .018) revealed tenure as a  significant unique contributor to the change 

in control mutuality (β = -.025, SE = .010, p = .05) (see Table 50). Interestingly, and in 

keeping with a trend in this study, that relationship is shown to be negative one, so that as 
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volunteers work longer with an organization, their opinions about the power balance in 

the organization–volunteer relationship decrease. Overall, however, we must say that H9 

was not supported. 

 In order to investigate hypothesis 10 and coordinator tenure, a variable for 

coordinator tenure was created to coordinate with the organization identified by the 

volunteer. For example, all volunteers who identified organization X were assigned a 

value for coordinator tenure that equaled the tenure of the coordinator for organization X.  

Next, a multiple linear regression was performed where coordinator tenure was 

designated as the independent variable and each of the OPR outcome dimensions was 

designated one at a time as the dependent variable. The results of the analyses showed 

that, like volunteer tenure, coordinator tenure was practically insignificant in predicting 

perceptions of the OPR dimensions. Two of the four tests showed that the tenure-

inclusive model was significant (trust, F(7, 274) = .2.827, p < .01; satisfaction, F(7, 274) 

= 2.149, p < .05) but coordinator tenure was not a significant unique coefficient in 

predicting either trust (β = -.011, SE = .015, p = .478) or satisfaction (β = -.018, SE = 

.013, p = .163). The regression models for the other two OPR dimensions—control 

mutuality (F(7, 274) = 1.681, p = .114) and commitment (F(7, 274) = 1.779, p = .091)—

were not significant. Thus, H10 was not supported. 

The Role of Cultivation Strategies in the Volunteer Experience 

 The primary focus of this study was the concept of congruence and how the 

antecedent of motivation and the process of the volunteer experience together might 

impact relational outcomes. In considering the relational process, however, it seemed 
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important to consider the different ways that an organization interacts with its volunteers 

and how those various cultivation strategies—expressed here through the public relations 

strategies assessment (PRSA)—are related to the other variables in this study.  

 Cultivation strategies and OPR outcomes.  Research Question 2 asked whether 

the scores volunteers report in each of the PRSA dimensions might be significantly 

related to organization–public relationship outcomes (trust, satisfaction, control 

mutuality, and commitment), given the axiom that excellent communication strategies in 

the relationship process or experience stage should result in better relationship quality 

between an organization and its volunteers. In order to investigate RQ2, multiple linear 

regression tests were performed using each of the OPR dimensions as the dependent 

variable one at a time and the variables for each of the four cultivation strategies 

(interpersonal, social activity, two-way communication, and symmetrical 

communication) together as independent variables. By examining the variables in this 

way, I hoped to see whether volunteer perceptions of an organization’s cultivation 

strategies had an impact on their perceived relationship with the organization. In the tests 

for all four OPR outcomes, the regression equation model including the cultivation 

strategies was shown to be significant, however the significance of individual cultivations 

strategy variables to outcome change varied in each test. 

For outcome of trust, the results showed that including cultivation strategies in the 

regression equation was significant (F(10, 310) = 21.368, p < .001) with an  R2  of .408, 

where the control variables accounted for 6.5% of the change in trust score, and the 

addition of the cultivation variables accounted for 34.3% of the change. An examination 
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of the coefficients, however, revealed that only the strategy of symmetrical 

communication was a significant unique predictor of trust scores (β = .559, SE = .095, p 

< .001) while the other strategies of interpersonal communication (β = .105, SE = .084, p 

= .210), social activity (β = -.031, SE = .079, p = .695), and two-way communication (β = 

.152, SE = .094, p = .109) were not individually significant (see Table 51). 

For the outcome of relationship satisfaction, the results showed that the 

cultivation strategy regression model was significant (F(10, 310) = 11.062, p < .001) with 

an  R2  of .263, where the control variables accounted for 6.7% of the change in the 

satisfaction score, and the addition of the cultivation variables accounted for 19.6% of the 

change. Here, analysis of the coefficients revealed that two of the cultivation strategies—

interpersonal communication (β = .153, SE = .077, p < .05) and symmetrical 
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communication (β = .257, SE = .087, p < .01)—were significant predictors of relationship 

satisfaction, while the other two—social activity (β = .033, SE = .072, p = .646) and two-

way communication (β = .104, SE = .086, p = .230)—were not individually significant 

(see Table 52). 

For the outcome of control mutuality, the regression equation model including the 

cultivation strategies was significant (F(10, 310) = 19.397, p < .001) with an  R2  of .385 

where the control variables accounted for 5.0% of the change in the control mutuality 

score, and the addition of the cultivation variables accounted for 33.5% of the change. 

Again, considering the individual contributions of each coefficient in predicting 

perceptions of control mutuality only symmetrical communication (β = .656, SE = .108,  

p = .001) proved to be a significant unique predictor among the cultivation variables (see 
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Table 53). Again, it is worth noting that along with the control variable for organization 

71—which was significant in all four of the tests—the control variable of volunteer 

tenure (β = -.025, SE = .008, p < .01), was individually significant as a predictor of 

control mutuality scores, such that as volunteers work longer for an organization, their 

perceptions about the power balance between volunteers and the organization decrease. 

Finally, for the outcome of commitment, the regression equation model including 

the cultivation strategies was significant (F(10, 310) = 7.446, p < .001) with an  R2  of 

.194 where the control variables accounted for 4.6% of the change in the commitment 

score, and the cultivation variables accounted for 14.8% of the change. Here, once again, 

we see that both interpersonal communication (β = .136, SE = .067, p < .05) and 
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symmetrical communication (β = .222, SE = .076, p < .01) were uniquely significant in 

predicting the change in commitment (see Table 54).  

With these four tests, our answer to RQ2 is that positive cultivations strategies do 

seem to influence positive relationship outcomes in three out of four dimensions, but that 

the strength of cultivation strategies comes mainly from the use of symmetrical 

communication and sometimes interpersonal communication.  

Exploring Volunteer Task as Relationship Process 

 In addition to the cultivation strategies examined above, there are other kinds of 

interaction that should be considered as contributing to the entire volunteer experience. 

Among them is the assignment of volunteer tasks and responsibilities. That is, as 
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volunteers are assigned to particular job functions, as they are supervised and directed in 

those functions, and as they participate in the life of the organization through their work, 

that interaction must in some way shape their relationship with the organization beyond 

the intentional cultivation strategies an organization employees. In an effort to explore 

the possible role of volunteer task assignments in the relationship process, correlation 

analyses and t-tests were performed for a cursory examination of this aspect of the 

volunteer experience. 

 Task and OPR dimensions.  In seeking to answer research question 3, which 

asks whether there might be a relationship between the tasks a volunteer performs and 

their perceptions of the organization–volunteer relationship, a bivariate correlation matrix 

was produced comparing the incidence of performing certain types of tasks in an 

organization (identified either as “performed” or “not performed” in the data) and the 

scores reported for each of the four organization–public relationship outcomes. In the 

correlation matrix only a few items were flagged as showing significance. A correlation 

analysis was selected because it allows us to see simply whether two variables are related 

such that as one changes the other changes as well. Correlations can advise us about the 

direction of the relationship (positive or negative) and the strength of the relationship 

(Gravetter & Wallnau, 2009). As an exploratory step, the correlation analysis can indicate 

whether a volunteer's assignment to any particular task is or is not likely to be related to 

the outcome measures, either encouraging or dissuading us from future investigation.  

 The results showed that the outcome measure of relationships satisfaction has 

significant but weak correlations with the tasks of client services (r=.154, n = 371, p < 
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.01), which includes interacting directly with clients or the recipients of care, services, or 

products; professional services (r = -.104, n = 371, p < .05), which includes specialized 

services such as legal work, accounting, graphic design, and such, done pro bono for the 

organization; and transportation (r = .103, n = 371, p < .05), which includes driving a 

vehicle to deliver goods or transport people. Although weak correlations, these suggest 

that those involved in client services and transportation report higher levels of satisfaction 

than their peers not involved in those services, and that those involved in professional 

work report lower levels of satisfaction than their peers. Another significant negative 

correlation was found in the relationship between commitment and education (r = -.133, 

n = 371, p = .01), which includes teaching and tutoring children and adults. This 

relationship suggests that those involved in educational tasks are less likely to report a 

commitment to the organization than those not involved in that task. The final significant 

correlation was found between control mutuality and leadership (r = .111, n = 371, p < 

.05), which includes serving on boards and supervising other people in the organization. 

Here we see that people taking leadership roles in the organization are more likely than 

their peers to report higher scores for control mutuality, not a surprising link as those in 

leadership would often have a greater amount of influence or power in the organization. 

Again, these correlations are weak but do suggest that there could be links between 

certain tasks and the quality of organization–volunteer relationships.  

 To explore these possible links further, t-tests were performed to see if the scores 

for trust, satisfaction, control mutuality, and commitment varied significantly for 

volunteers who did or did not perform tasks in each of the task categories considered. T-
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tests were chosen because they allow us to see whether the scores on a measure for 

members of one group (e.g., those who performed a task) are significantly different than 

those in another group (e.g., those who did not perform that task) (Gravetter & Wallnau, 

2009). The t-tests support the findings of the correlations and also introduced some other 

possible links. Those who performed client services, for example, scored satisfaction 

higher (M = 6.506 +/- .723) than those who did not perform client services (M = 6.233 

+/- .906), t (361.216) = 3.218, p < .001;  those who performed professional tasks scored 

satisfaction lower (M = 5.956 +/- .924) than those who did not perform professional tasks 

(M = 6.365 +/- .838), t (369) = 2.017, p < .05); and those who performed educational 

tasks scored commitment lower (M = 4.799 +/- .680) than those who did not perform 

educational tasks (M = 5.045 +/- .716), t (369) = 2.575, p = .01).  Those doing 

educational tasks also scored trust lower (M =5.746 +/- 1.107) than their non-educating 

peers (M = 6.026 +/- .959), t (369) = 2.099, p < .05). The same was true for those doing 

professional tasks (M= 5.522 +/- 1.01), suggesting that professionals doing pro bono 

work feel less trust toward the organizations than those not doing professional tasks (M = 

5.999 +/- .987), t (369) = 1.995, p < .05).  Finally, those performing leadership tasks 

reported higher scores in satisfaction (M =6.531 +/- .602), control mutuality (M =6.117 

+/- 1.023), and commitment (M =5.147 +/- .527) than those not performing leadership 

tasks (for satisfaction, M =6.315 +/- 875; t (90.440) = 1.712; for control mutuality, M 

=5.756 +/- 1.138, t (73.134) = 2.322; for commitment, M = 4.977 +/- .739, t (87.452) = 

2.031, p < .045).  As with the correlation analysis, the t-test is not the ideal way to 

observe the relationship between tasks and relationship outcomes, but within the scope of 
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this study and the limits of this data, the tests do suggest the potential existence of 

significant relationships between certain tasks and outcomes (answering RQ3) that can be 

studied more precisely in the future.  
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Chapter 5 
Discussion 

 
 The purpose of this research study was to investigate ways that nonprofit 

organizations can understand, establish, develop, and maintain excellent relationships 

with the volunteers on whom the success of their organizations (and the fulfillment of 

their missions) often depends. Volunteers are of particular interest because, as has been 

explained above, they are unique as a public: they are similar to employees in their 

service-relationship to the organization, but different from employees in their reasons for 

joining, their sense of obligation to the organization, and their expectations for what they 

will receive in return for their work. Of particular interest in this study are the varying 

motivations that prompt volunteers to initiate a relationship with an organization. These 

volunteer motivations have been explored within the framework of a three-stage 

relationship process, where antecedents (in this case, motivations) are the impetus for the 

formation of an organization–volunteer relationship, communication activities and 

interactions between the organization and the volunteer constitute the relationship process 

stage (in which the relationship is created, developed and maintained), and the result of 

that relationship process is seen in the outcome stage, frequently measured in terms of 

relationship quality. A key premise in this study is that if organizations can better 

understand the specific motivations that prompt volunteers to join their organization, then 

volunteer coordinators might be able to tailor volunteer experiences to meet the needs 

and expectations of volunteers, and improve the organization–volunteer relationship as a 

result. The hypotheses investigated here put that premise to the test, striving to see 

whether such agreement between volunteer motivations as antecedents and volunteer 
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experiences as part of the relationship process do indeed yield better organization–

volunteer relationships as an outcome.  

I conducted surveys with 477 volunteers working with 26 nonprofit organizations 

associated with the Volunteer Center of Lubbock. The surveys, which were available 

both online and in paper form, were distributed through the volunteer coordinators for 

each of the organizations participating. After removing those surveys that were 

substantially incomplete, a total of 371 surveys were included in the statistical analyses.  

 In order to examine this concept of congruence—agreement between a 

volunteer’s motivation(s) and the volunteer experience that satisfies the motivation(s)—

and its possible effects, two approaches to measuring congruence were tried:  (1) a two-

step process of identifying driving motivations and characteristics of the experience, then 

calculating a measure from those scores to represent the degree of agreement between 

them; and (2) a simple, self-reported evaluation of congruence. Both approaches had 

some success, but in different degrees and with different implications for use in the field.  

Congruence of Motivation and Experience Dimensions 

In the first approach, I relied on previous research and an established 

instrument—the Volunteer Functions Inventory (VFI)—to identify the specific kinds of 

motivations that each volunteer participant brought with them as they began working for 

their organization. I also used the established, coordinating inventory to assess how well 

a volunteer’s experience aligned with specific motivations.  

Examining motivation dimensions. The established VFI instrument supposes 

that volunteers’ motivations fall into six categories or dimensions:  the desire to expand 
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one’s understanding, perspectives, and/or knowledge (understanding); the desire to fulfill 

or satisfy the norms of one’s social environment (social adjustive); the desire to develop 

or further one’s career opportunities (career); the desire to act in ways that express one’s 

values (values expressive); the desire to cover-up or mend one’s past failings or 

weaknesses (protective); and the desire to highlight one’s qualities or abilities 

(enhancing). One motivation that seemed to be missing from this list of driving forces 

was a hedonic motivation, in which a person seeks out volunteer activities simply for the 

pleasure that is experienced in the process of doing the volunteer work. Research 

Question 1 sought to explore the possible viability of hedonic motivation as a seventh 

motivation dimension in the Volunteer Functions Inventory. Items representing the 

hedonic motivation concept were included in the questionnaire for volunteers, and 

responses were examined through scale reliability tests and factorial analysis. The results 

showed that the items created to represent the hedonic motivation in the inventory were 

internally consistent and that the hedonic motivation concept was indeed a valid seventh 

dimension not represented in the other established motivations (affirmatively answering 

RQ1). Correlation analysis of the seven different dimensions of motivation demonstrated 

that these factors are unique, not having collinearity, and a variety of regression analyses 

performed in this study demonstrated that variables representing the seven motivation 

dimensions often relate differently to other variables. Thus, the findings of this study 

contribute to the work already accomplished by Clary and his colleagues (1992, 1994, 

1998) concerning the functional approach to volunteering by expanding the profile of a 

volunteer’s potential motives.  
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This finding is important for two reasons: First, the tenets of relationship 

management theory (Ledingham, 2003) include recognizing the importance of common 

interests, shared goals, and mutual benefits between an organization and its publics in 

order to develop healthy, effective relationships. Nonprofit organizations desperate for 

the help of volunteers might easily focus their volunteer initiatives in one direction, 

thinking only of the needs of the organization and how volunteers contribute to 

organizational success. In application of relationship management theory, however, an 

organization seeking to find mutual interest and benefit between the organization and the 

volunteers should consider the interests of its volunteers and ways that may help 

volunteers achieve their goals in the process of also achieving organizational goals, 

strengthening the organization–volunteer relationship. By identifying a motivation 

dimension that was not previously included in the Volunteer Functions Inventory, our 

understanding of volunteer motivations can be expanded, and volunteer coordinators 

might be able to recognize the specific interests of volunteers with hedonic motivations 

as well as those with the other established motivations.  

Second, volunteer motivations are essential characteristics of an organization’s 

volunteer public. A volunteer coordinator’s ability to better understand what drives 

his/her volunteers can enable him/her subsequently to communicate and interact with 

those volunteers more effectively. That is, if a volunteer coordinator learns that 

volunteers in his/her organization often come with enhancement motivations, for 

example, then the coordinator who is able to create opportunities for volunteers to 

demonstrate their abilities and highlight their successes will be more likely to satisfy the 
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needs and interests of his/her volunteers. A coordinator who recognizes that volunteers 

with hedonic motivations are attracted to particular activities in the organization—

whether playing with shelter animals, working in the community garden, leading 

organization projects, or interacting with children—can leverage those activities to 

recruit, motivate, and/or reward volunteers. Further, some activities and some 

organizations may be better suited to satisfy some motivations and not others. Just as a 

company benefits from clearly identifying and developing its market position for 

customers, a nonprofit organization can benefit from identifying and developing its 

“motivation positions” for volunteers; in doing so, nonprofits can create volunteer 

policies, programs, and communication materials that highlight those precise benefits 

offered through their volunteer programs that will target and attract volunteers with 

comparable motivations. With the identification of a hedonic motivation through this 

study, nonprofits might be encouraged to tailor messages and experiences specifically to 

volunteers who work simply for the pleasure of volunteering, as well as to those who 

volunteer to advance their career, develop their social standing, and express their values. 

In recognizing the existence of the six established motivation dimension and in 

introducing a seventh in the hedonic motivation, I do not propose that this list is 

exhaustive nor that the dimensions are perfectly categorized. Rather, the goal of 

promulgating the paradigm of motivational types is to foster a perspective that recognizes 

the diversity of interests and needs that can exist together in a single target public and/or 

can help distinguish one public from another. Whether developing messages, 
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programming, assignments, or policies, knowledge of one’s public is a strategic necessity 

for practitioners seeking excellent public relations.  

Finding congruence in volunteer experiences.  As helpful as recognizing 

motivation may be, the concept of congruence and its possible effects on relationship 

outcomes was at the heart of this study. That is, understanding a volunteer’s motivation is 

only as good as an organization’s ability to satisfy that motivation through its interaction 

with that volunteer. This begs the questions What kinds of experiences satisfy certain 

motivations? and Does it really matter if we are able to satisfy a volunteer’s motivation 

or not?  Although this study did investigate the role that some cultivation strategies and 

task categories have on the organization–volunteer relationship as elements contributing 

to the relationship process, this study primarily sought to answer that second question, 

whether it matters if experiences align with motivations. Two approaches were used to 

look for answers to that question.  

First, I used an established instrument, one derived from and complementing the 

Volunteer Functions Inventory, asking volunteers to identify the degree to which their 

volunteer experiences could be described in terms corresponding to certain motivation 

dimensions, regardless of the specific tasks or processes that created that experience. 

Each item measuring the volunteer experience paired with a parallel item measuring 

motivation, and the two item together were used to calculate congruence, or the degree to 

which a volunteer’s experience aligned with and satisfied (or more than satisfied) their 

motivations. Volunteers’ congruence scores decreased to the degree that a volunteer’s 

experience failed to satisfy their expectations and increased as their experience exceeded 
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their expectations. It is important to note that the concept of congruence as 

operationalized here is not tied to the characteristics of specific motivations. That is, if a 

volunteer expressed a high career-based motivation (say, a score of 6), and they 

expressed an experience that satisfied their career-based motivation (also a score of 6), 

the resulting congruence score would be zero. If that same volunteer expressed a low 

social motivation (say, a score of 2), and they expressed a score that reflected a low 

social-related experience (also a score of 2), the resulting congruence score would also be 

zero. Thus, the concern for congruence scores was not centered on which motivations 

volunteers favored, only the degree to which their motivations were satisfied, creating 

congruence. 

Using congruence scores for each of the seven Volunteer Functions Inventory 

dimensions, hypotheses 1, 2, 3 and 4 were tested, each of which proposed that as 

congruence scores increased, outcome scores would increase as well, indicating a 

stronger organization–volunteer relationship.  

The first outcomes considered (H1) were those outcomes most commonly 

measured by public relations researchers to evaluate the quality of organization–public 

relationship: trust, satisfaction, control mutuality, and commitment. The regression 

analyses, which used a set of demographic variables as controls in model 1 and added the 

seven congruence dimensions in model 2, showed that the equation models including 

congruence were statistically significant; however, the contribution that the congruence 

variables added in predicting the OPR outcomes was negligible compared to those of 

other organizational and individual control characteristics. In further examination of 
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congruence, the individual scores for each of the seven dimensions of congruence were 

used to create an index of those scores:  the congruence mean. The congruence mean was 

used in place of the seven individual dimensions in regression analysis with the same four 

OPR outcomes. In this study, using the congruence mean as a predictor created a model 

that was significant in predicting all four outcomes (trust, satisfaction, control mutuality, 

and commitment), and the congruence mean itself was a significant unique contributor to 

the change in each outcome measure. Clary et al. (1998) proposed that because the 

concept of congruence captures a volunteer’s experience across all the dimensions of 

motivation and is not tied to preferences in any specific motivation(s), the indexed 

congruence mean score can be used to represent motivation–experience congruence 

generally. This study supports that proposition by demonstrating great power of 

prediction with the congruence mean than the seven dimensions of congruence. 

 Because the regression models including only the control variables were shown to 

be significant in so many cases, and the variable indicating membership in one specific 

organization (organization 71) was shown to be a significant predictor of the outcomes, 

the relationships between the variables of interest were examined again using hierarchical 

linear modeling analysis, (HLM). HLM allows us to distinguish the impact of 

organization-level factors (e.g., organization 71) from that of individual-level factors 

(e.g., congruence). This HLM analysis demonstrated that a volunteer’s status of 

membership in organization 71 was indeed significant in predicting the outcomes of trust, 

satisfaction, control mutuality, and commitment; and it showed that congruence—the 

congruence mean specifically—was also a significant predictor of those outcomes. 
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 Together, these regression and HLM analyses support H1, which proposed that 

where a volunteer’s motivation for volunteering and their volunteer experience are 

aligned, outcomes evaluating the organization–volunteer relationship (trust, satisfaction, 

control mutuality, and commitment) will be stronger.  

When considering congruence variables with the outcome variable of job 

satisfaction (H2), neither the seven-dimension model nor the congruence mean model 

successfully predicted the outcome (H2 was not supported). For the outcome of staying 

intention (H3), both the seven-dimension and congruence mean models were significant 

predictors of staying intention (H3 was supported). The results were split for the outcome 

of productivity (H4), with the seven-dimension model demonstrating significance and the 

congruence mean model not.  

Taken together, these results suggest that the two-step measure of congruence 

using a motivation score and an experience score to create a congruence score may be an 

effective way to predict outcomes, with the congruence mean providing a slightly better 

model for prediction than the seven-dimension model. An apparent explanation for the 

difference between the strength of the congruence mean and the weakness of the seven 

congruence dimensions in predicting outcomes is that with a group of volunteers, the 

variation of motives among them—with some having high career motives and low social 

and values motives, and others having high values and hedonic motives and low 

enhancing motives, etc.—hinders any one motivation dimension from having consistent 

scores leading to predictive strength. However, when examined as an index, the focus 

shifts from the impact of particular motivation dimensions to the impact of the experience 
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across all dimensions, such that when motivation scores—high or low—across all 

dimensions are met with aligning (or exceeding) experience scores in the corresponding 

dimensions, the result is a congruence that does predict outcomes. 

Met expectations as congruence.  In the spirit of parsimony, this study also 

considered a simpler, more straightforward way to capture the concept of congruence 

among volunteers: Just ask them if their expectations were met. Volunteers were asked to 

indicate their level of agreement with two statements aimed at measuring congruence of 

motivation and experience: “The expectations I had when I decided to become a 

volunteer with [organization name] have been met through my experience as a volunteer 

with them” and “My reasons for wanting to become a volunteer with [organization name] 

have been satisfied through my volunteer experience.” Averaged together, volunteer 

responses to these questions were used as the variable “met expectations” representing 

the concept of congruence. The regression analyses performed with the congruence 

variables mentioned above were performed again for the same outcome variables, 

replacing congruence measures with the single met-expectations measure. The related 

hypotheses predicted that as volunteers’ expectations for the volunteer experience were 

met, there were be higher scores in each of the outcomes measures: the organization–

public relationship outcomes of trust, satisfaction, control mutuality, and commitment 

(H5), job satisfaction (H6), staying intention (H7), and productivity (H8). In every case, 

met expectations demonstrated significance in predicting the outcome variable (H5, H6, 

H7, and H8 were supported).  
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The success seen in using met expectations as a simple measure of congruence, 

compared to the measure based on the Volunteer Functions Inventory, could be attributed 

to several factors, including: the simplicity of the statements compared to some of the 

items in the VFI instrument, which might have made the idea of having one’s desires met 

more accessible and easy to answer; the positioning of the single-item questions in the 

middle of the survey, which might have captured more positive responses than the second 

VFI matrix to capture experience scores positioned near the end of the survey; and the 

parsimony of considering satisfied motivations as an overall evaluation of the volunteer 

experience (not specific to motivation dimensions), which might represent a whole that is 

greater than the sum of any dimensional parts. Given that the congruence mean variable 

(representing an overall assessment of motivation–experience congruence) also 

demonstrated greater strength of prediction than the seven dimensions of congruence, it 

doesn’t seem surprising that the simpler, generalized measure of met expectations would 

also be more successful in predicting outcome.  

Met expectations or dimensional congruence? With motivation–experience 

congruence (as measured by the seven-dimension Volunteer Functions Inventory, 

particularly the congruence mean) and congruence as measured by met expectation both 

demonstrating significance in predicting desirable relationship outcomes, the practice of 

considering  volunteer motivations when developing relationship strategies for volunteers 

seems that it would be valuable for volunteer coordinators. The argument, then, becomes 

whether there is a reason to use the more complex, less consistent VFI measures to 

capture congruence rather than the simpler measure of met expectations when seeking to 
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evaluate motivation–experience congruence. From a pragmatic standpoint—the length of 

the questionnaire, the simplicity of meaning for the participants, the ease of analysis, the 

apparent consistency of the met expectations variable in predicting outcomes—using the 

met expectations approach is the apparent winner. However, using the VFI-based 

measurement (or a similar instrument) could be advantageous in a number of ways. First, 

volunteers answering two simple met-expectations questions may not think 

comprehensively about their motivations or experience when answering, and thus may 

over- or under-estimate the agreement of their motivation–experience congruence. In 

contrast, volunteers responding to VFI items are challenged to consider both their 

motivations and their experiences from a variety of angles and may respond with a more 

comprehensive—and supposedly more accurate—view. Similarly, volunteers may not be 

fully aware of the motivations that are driving them to volunteer and/or whether their 

experience has met those motivations. A simple met expectations measure will not assist 

them in identifying needs and qualities that comprise their motives for volunteering and 

their assessment of the experience; but an instrument like the VFI can uncover those 

needs and qualities for them, thus pointing to motivations that they would not otherwise 

be able to articulate.  

Additionally, the distinct characteristics of each of the VFI motivation dimensions 

point to differences (and similarities) between members of the volunteer population that 

may be informative and helpful for practitioners. A practitioner who implements the 

Volunteer Functions Inventory with their volunteers can learn which motivations are 

strongest among their volunteers, and they can tailor messages and opportunities 
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according to those motivations. And those individual motivation dimensions that are 

significant in affecting particular outcomes can be leveraged to the mutual benefit of the 

organization and the volunteers. For example, because the analysis found that those with 

higher scores in the values motivation report stronger staying intention, we could 

recommend to a practitioner wanting to increase levels of retention that he/she focus 

retention efforts on those volunteers who are driven to volunteer by their values system in 

particular and to highlight values-oriented benefits to volunteering in messages to them. 

This kind of motivation-specific application cannot be developed from the simpler met 

expectations measure of congruence.  

Altogether, the results of this study show that effort to consider volunteers' 

motivation–experience congruence in the development of organization–volunteer 

relationships can be beneficial to organizations wanting to impact relational outcomes. 

Simply asking volunteers to report their levels of met expectations can be an effective 

evaluation of congruence, but such a simple question only evaluates congruence after the 

fact without offering any insight into the factors that have contributed to congruence or 

hindered congruence. A more sophisticated process of identifying the factors constituting 

congruence—i.e., identifying motivation antecedents and the presence (or absence) of 

complementary experiences—can provide both an evaluation of congruence and insight 

into the how it was or was not produced. The first approach can tell an organization if it 

is doing well by its volunteers; the second approach can tell an organization how to do 

well by its volunteers. While taking the expedient met expectations approach to 

evaluating congruence may be appropriate and helpful in evaluative situations, expending 
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the effort to investigate volunteer motivations, volunteer experiences, and motivation–

experience congruence levels through the Volunteer Functions Inventory might be more 

appropriate and helpful in others. 

Considering the Outcomes 

 In the three-stage model of the organization–public relationship, relationship 

outcomes are often represented in organization–public relationship studies by the 

dimensions of trust, relationship satisfaction, control mutuality, and commitment. In this 

position, these four dimensions are depicted as the positive results of communication and 

cultivation that occurs in the second stage, such that as the relationship development 

process improves, perceptions of trust, satisfaction, control mutuality, and commitment 

should also improve. But in a more practical sense, the importance of those relationship 

dimensions is really only as important as our ability to connect them specifically to 

organizational success. That is, if trust between the organization and its publics 

contributed nothing the organizations ability to fulfill its mission, then trust loses its value 

as an outcome measure. Accordingly, this study investigated other outcome measures—

those related directly to the performance and activity of volunteers serving the 

organization—as potentially valuable in understanding the connection between the 

organization–volunteer relationship and outcomes that benefit the organization is very 

pragmatic ways,  namely volunteer retention and productivity. Because other fields 

measure the concept of job satisfaction as an outcome of employee strategies, and 

because job satisfaction is conceptually close to relationship satisfaction, it seemed 

important to consider that single-item variable as an outcome in this study as well.  
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 Staying Intention. In other studies, intention to stay has been reported as a 

simple, single item measure as it was in this study. Here we found that staying intention 

was predicted at a rate and with strength that was comparable to other outcome measures, 

suggesting that it is no more insightful nor suspicious than other measures of outcome. 

Previous researchers (e.g., Grube & Piliavin, 2000; Isbel 2007; Penner & Finkelstein, 

1998) have axiomatically used the concept of staying intention as a positive outcome 

measure without delving into larger questions about what intention to stay means and 

whether it is the most important outcome to measure. Perhaps that is because other 

outcome measures that might be used for evaluating organization-employee relationships 

(e.g., performance reviews, promotion/advancement, output such as sales or billed hours) 

generally are not applicable to volunteer evaluation. Perhaps that is because nonprofit 

organizations expect little more from most volunteers than that they stick around. On the 

one hand, being able to predict intention to stay is of great interest and importance to 

volunteer coordinators for whom attrition and retention of volunteers can exhaust or 

enable organizational resources. On the other hand, measuring staying intention can be a 

misleading exercise as the confounding variables influencing attrition and retention 

cannot be effectively predicted by volunteers themselves, let alone captured in survey 

questions; nor can we accurately understand why volunteers respond as they do to 

statements like, “If possible, I would like to be still working as a volunteer for 

[organization name] one year from now.”  Negative responses to statements like this can 

be interpreted as a desire to leave when in actuality they may result from a necessity to 

leave (such as in the case of an upcoming move or job change). It may be difficult to 
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understand whether, in answering, volunteers considered the differences between 

intention to stay, desire to stay, and ability to stay, each of which is fundamentally 

different.  

 Still, a volunteer who indicates their intention to stay seems to indicating that they 

recognize some benefits to staying with the organization and have a positive attitude 

toward staying, which, in a study like this, is more informative than their future behavior 

in actuality. Even though we cannot say that those volunteers who report intentions to 

stay will stay in actuality, we can say with some level of intuitive confidence that those 

who report no intention to stay or low intention to stay are likely leave the organization. 

Because this study has demonstrated that where a volunteer senses that their motivations 

for volunteering have been satisfied (as measured both by motivation–experience 

congruence and by met expectations), they also report an higher level of staying 

intention, we can deduce that organizations that implement relationship strategies to 

satisfy volunteer motivations are more likely to reduce attrition. 

 Productivity.  Productivity, as an additional positive outcome measure, was 

measured as a three-item construct developed specifically for this study. Conceptually, 

the outcome of productivity is rooted in axiomatic business principles claiming that 

satisfied employees are better workers, and better workers contribute more significantly 

to organizational success. Grube and Piliavin (2000) measured volunteer performance in 

terms of the number of hours a volunteer worked for the organization. In this study, 

because this study included a variety of organizations with different kinds of tasks for 

volunteers to perform, three generic statements about productivity and performance 
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quality were used (collapsed into a single index for productivity) to allow volunteers to 

report their own rating of their productivity and performance, whether that be linked to 

hours worked, quality of output, ability in representing the organization, or other 

qualities. The findings of this study showed that where volunteers sensed congruence 

between their motivations and experience (as measured by the seven dimensions of the 

Volunteer Functions Inventory and by met expectations) they reported that they were 

more productive in their work. While this increase in productivity would be good for an 

organization, this self-reported measure of productivity may be weak in assessing actual 

productivity; the questions measuring productivity are likely subject to demand effects, 

by which volunteers would be more likely to report being productive because reporting 

low productivity would be undesirable. Still, the volunteers in this study did report 

varying levels of productivity, and those levels positively corresponded to levels of 

congruence. We can therefore reasonably deduce that organizations that implement 

relationship strategies to satisfy volunteer motivations are more likely to increase 

volunteer productivity. 

 Job Satisfaction.  Previous researchers have used the concept of job satisfaction 

as a positive outcome of person-environment fit (e.g., Chang & Massey, 2001; Cooper-

Thomas, 2004; Taris & Feij, 2011), which is similar to the concept of congruence 

examined in this study. In studying volunteers, specifically, Silverberg et al. (2001) 

determined that the single item of volunteer job satisfaction was effective as an outcome 

measure. In this study, job satisfaction was considered as a possible single-item outcome 

that is distinct from the measurement of relationship satisfaction used in evaluating 
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organization–public relationship quality: whereas relationship satisfaction focuses on the 

sense of satisfaction a volunteer feels in their relationship with the organization, job 

satisfaction focuses specifically on their satisfaction with the work that they do in the 

organization. Unlike the other outcome measures examined in this study, job satisfaction 

was not shown to be impacted significantly by congruence. Relationship satisfaction, 

however, was shown to be impacted significantly by congruence. When we consider the 

ways that the motivations represented in the congruence construct vary, it's seems 

reasonable that congruence and job satisfaction would not be significantly linked; many 

motivations are likely to be satisfied by aspects of the volunteer experience that are 

unrelated to the actual work a volunteer performs (e.g., values motivation being satisfied 

by contributing in any way to a great cause; social motivation being satisfied by 

networking within the organization; enhancing motivation being satisfied by positive 

communications from organizational leaders; etc.). These aspects of the volunteer 

experience that extend beyond a particular job assignment, however, can all contribute to 

a volunteer's satisfaction with the relationship they have with the organization.  

Accordingly, we can say that even though a volunteer may not have much satisfaction in 

the actual work they perform, their entire volunteer experience may cause them to have a 

great sense of satisfaction in their relationship with the organization. In evaluating the 

potential benefits of developing motivation–experience congruence for volunteers, 

therefore, focus should be on relationship satisfaction rather than job satisfaction. 

Tenure and OPR dimensions.  In considering possible factors (other than 

congruence) that might influence the outcomes of relationship satisfaction, trust, control 
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mutuality and commitment, tenure stood out as a factor of interest in this study. Tenure, 

or the length of time that a volunteer or coordinator has worked with the organization, 

was reported by volunteers and coordinators, and it ranged from just a few months to 

decades for both volunteers and coordinators in this study.  

In the case of volunteer tenure, the principle that a volunteer who has been 

working with an organization for decades must feel some sense of positive affect toward 

the organization seems axiomatic. Grube and Piliavin (2000) reported that volunteer 

tenure predicted a volunteer’s identification with the organization. Simlarly, Penner & 

Finkelstein (1998) found that tenure was positively correlated with volunteer satisfaction. 

Accordingly, hypothesis 9 predicted that volunteer tenure would be positively related to 

the organization–public relationship outcomes of trust, satisfaction, control mutuality, 

and commitment; the longer a volunteer has worked with an organization, the stronger 

their relationship should be with that organization. Regression analyses testing this 

hypothesis, however, failed to demonstrate support for it. There was no significant link 

between volunteer tenure and the dimensions of trust and relationship satisfaction; these 

findings are contrary to expectations based on previous research. The lack of connection 

between tenure and commitment is not terribly surprising as Penner and Finkelstein also 

found that commitment was not correlated with tenure even though tenure was correlated 

with satisfaction. These findings lead us to believe that volunteers who are new to an 

organization are just as likely to feel a sense of trust, satisfaction, and commitment with 

the organization as those who have become fixtures there.  
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The one significant relationship between tenure and the organization–volunteer 

relationship is in the dimension of control mutuality, which points to agreeableness 

toward the division and balance of power that exists between the organization and the 

volunteer. Interestingly, in almost every test in which volunteer tenure appeared, whether 

as the independent variable testing H9 or as a control variable included in other 

regression models, tenure was shown to be a significant negative predictor of control 

mutuality. That is, as volunteer tenure increased, the volunteer’s estimation of control 

mutuality went down. The longer the volunteers worked in their organizations, the less 

contented they seemed with how power in the organization was distributed. It’s not hard 

to imagine why:  Volunteers who have been a part of an organization for an extended 

time are likely to have better knowledge of the organization’s work and history than less 

tenured employees in some cases. They may also feel that they have a stronger sense of 

ownership and connection to the mission than employees who work for a paycheck and 

may move in and out of the organization with regularity. With this perspective, long-term 

volunteers may feel that their experience and passion are not appreciated as well as they 

should be by the leaders and staff guiding and making decisions for the organization; this 

attitude would explain lower scores for control mutuality. Putting this knowledge into 

practice, practitioners who create opportunities to recognize and leverage the experience 

of long-tenured volunteers in matters such as policy development may find improvements 

in the organization–volunteer relationship, particularly in the dimension of control 

mutuality.  
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The significance of coordinator tenure was the topic of hypothesis 10, which, like 

hypothesis 9, predicted that coordinator tenure as an independent variable would 

positively predict the organization–public relationship outcomes of trust, satisfaction, 

control mutuality, and commitment. As with volunteer tenure, the model tested through 

regression analysis failed to support the hypothesis. There were no particularly interesting 

relationships attributed to coordinator tenure, which might seem discouraging to 

researchers but should be encouraging to practitioners. For practitioners, the lack of 

significance given to coordinator tenure suggests that coordinators are evaluated and 

appreciated for qualities apart from their length of service; those coordinators who are 

new to the job have just as much potential to affect positive outcomes as those who are 

long-established in their roles. The question, then becomes What characteristics of 

volunteer coordinators do contribute to positive outcomes? This is a question worthy of 

future study. 

Examining the Relationship Process 

 The primary focus of this study was the role of motivation–experience 

congruence in shaping positive organization–volunteer relationships, regardless of the 

specific factors and strategies included in the relationship process. However, we cannot 

fully understand congruence and outcomes without understanding that middle stage in the 

organization–public relationship model.  

 Communication strategies. Accordingly, the volunteer survey included items 

from the public relations strategies assessment (PRSA) that sought to quantify the 

communication strategies (or cultivation strategies) each organization uses in developing 
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their relationships with volunteers. The strategy assessment asks volunteers to identify 

the frequency (rather than the quality) of communication and interaction with the 

organization in four categories: communication that is interpersonal (e.g., by phone, in 

person, by text, through social media, etc.); communication that is two-way, allowing for 

volunteer feedback to the organization; communication that is symmetrical, 

demonstrating a measure of mutual influence between volunteers and the organization; 

and social activity (e.g., luncheons, events, gift-giving, etc.).  

 Research question 2 asked whether these communication strategies would have an 

impact on the organization–public relationship outcomes of trust, satisfaction, control 

mutuality, and commitment for volunteers. Analysis of the data showed that while the 

models positioning communication strategies as independent variables were successful in 

predicting changes in all four of the outcomes, only symmetrical communication was 

individually significant in accounting for each change. This suggests that, independent of 

the mode used for communication—whether face-to-face communication, phone or text 

communication, interaction at events, or giving notes of appreciation—volunteers 

respond most favorably to communication that demonstrates symmetry. Given the nature 

of the organization–volunteer relationship, this finding is not surprising. The foundation 

of symmetrical communication is dialogue and a mutual appreciation between parties 

who communicate with each other in such a way that each has worth and influence. 

Unlike other one-way forms of communication, or even two-way communication that 

seeks feedback without mutual influence, symmetrical communication emphasizes the 

mutual involvement of parties interacting. This sense of worth and involvement afforded 
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volunteers by organizations practicing symmetrical communication aligns generally with 

the kinds of non-exchange-based motivations—such as a desire for enhanced worth, the 

opportunity to contribute to a cause, or the chance to fully express one’s values—that 

volunteers bring with them as they enter the organization–volunteer relationship. 

Previous research (e.g., Grunig & Grunig, 1992; Ledingham & Bruning, 2000; McCown, 

2007; Taylor, 1997) has shown that organizations practicing symmetrical communication 

can have stronger relationships with their publics; these findings suggest that symmetrical 

communication may be especially important in developing stronger volunteer 

relationships. 

 When discussing such an analysis of data collected by the public relations strategy 

assessment, it is important to note that the instrument is inherently flawed as a tool for 

assessing the impact of various communication strategies, particularly when comparing 

data across different organizations. The strategy assessment asks volunteers to evaluate 

the frequency of different forms of communication, grouping different kinds of 

communication together to create four categorical scales (interpersonal communication, 

social activity, symmetrical communication and two-way communication). The first flaw 

in the instrument is in the reporting of frequency as opposed to quality, because 

operationalizing the communication constructs this way wrongly implies that higher 

frequency of communication in a specific mode (a high score) is positive while a lack of 

communication in a specific mode (a low score) is negative. An organization that 

communicates frequently may still be communication badly, but this instrument does not 

allow for such qualifications. 
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 The second flaw with the strategy assessment is found in the creation of the 

category scales. While the items in each of those scales might indeed be rightly grouped 

together conceptually, when it comes to evaluating an organization's use of that 

communication category, there is no reason to expect that an organization is or should be 

communicating as the scale items dictate. In the case of social activity, for example, the 

items in the scale include holding lunch/dinner meetings; giving flowers, cards or gifts, 

giving tokens of appreciation such as memorabilia; giving expensive gifts; and using 

flattery. An organization striving to communicate with volunteers through social activity 

might have an excellent program for lunch and dinner meetings to communicate 

important messages, but they may have no desire or ability to give gifts or flowers. This 

organization would receive high scores in one item in the social activity scale but have 

low scores on other items. Not only do the low scores wrongly indicate poor 

communication by social activity, they also prevent the scale from being internally 

consistent (as was demonstrated in the scale reliability tests for this study).  

 Having addressed the flaws in this assessment tool, it is still possible to find value 

in it. Although the scales for social activity and interpersonal communication include 

items that are specific to methods and channels of communication that may not be used 

together, the scales for two-way and symmetrical communication include items that refer 

to the general direction and approach to communication that are likely to occur if an 

organization is employing these strategies. These scales, therefore, may be of more use in 

evaluating communication strategy that the others. As was seen in this study, the scales 

from symmetrical communication and two-way communication did demonstrate scale 
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reliability, and higher frequencies of symmetrical communication specifically were 

shown to predict stronger relational outcomes (a finding that supports previous research 

conducted by other means). 

Tasks and relationship development.  In further investigation of the ways that 

an organization can develop the relationship-building process to meet volunteer 

expectations and improve relationship outcomes, volunteers participating in this study 

were asked to identify the task categories that most closely described their volunteer 

work experience. Silverberg et al. (2001) similarly collected information about tasks 

volunteers performed (“job setting”) in the context of a single organization in order to 

look significant correlations between the kinds of work volunteers were engaged in and 

the level of job satisfaction they reported; they proposed that discovering ways to match 

volunteer tasks with volunteer motivations would be valuable in affecting volunteer 

satisfaction. Where Silverberg et al. was able to tailor the list of jobs performed by 

volunteers within a single organization, this study tried to develop a generic yet effective 

way to represent the different kinds of volunteer tasks performed across all 26 of the 

participating organizations by using task categories. 

The tasks (as categories) reportedly performed by volunteers (coded as either 

performed or not performed) were examined through t-tests and correlations to look for 

potential trends and relationships between tasks and organization–public relationship 

outcomes (trust, satisfaction, control mutuality, and commitment) in an effort to answer 

research question 3. Conceptually, RQ3 asked whether certain tasks would be 

significantly related to certain relationship outcomes. Through the findings of both the 
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correlation matrix and the t-test together, a few noteworthy relationships could be 

identified between task and OPR outcomes (answering RQ3). In both tests, the 

relationship between client services and relationship satisfaction was significant and 

positive, so that those who are involved in client services may have stronger feelings of 

satisfaction with the organization–volunteer relationship than their peers. That is, those 

involved directly with the organization’s target population, whether walking dogs in the 

shelter, tutoring children, providing medical care to the needy, or other such work, may 

feel more satisfaction that those working in other kinds of jobs. Conversely, a significant 

negative relationship found between professional services and satisfaction points to a 

lower sense of relationship satisfaction felt by those involved in providing professional 

services to or on behalf of the organization. From another significant relationship finding, 

we can deduce that those involved in educational work such as teaching, tutoring or 

mentoring report a lower sense of commitment to the organization than those not doing 

education work. Not surprisingly, those performing leadership tasks were more likely to 

report higher scores of control mutuality than those not in leadership roles.  

We can speculate about some of these task-outcome relationships intuitively. For 

example, it makes sense that volunteers in leadership roles would have greater 

contentment with the power balance in the organization because they have more power in 

the organization. In reality, however, we cannot know for certain from this data what 

these connections mean and how to understand them. The form of the task-related data 

was not ideal for statistical examination, and the tests performed were not precise in 

describing relationships. No attempt was made at drawing conclusions from the findings 
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here except the conclusion that the relationship between tasks and relationship outcomes 

may be worthy of future study by a different method.  

Summary and Implications for Theory 

 This study, conducted with volunteers performing diverse tasks across a variety of 

nonprofit organizations, was an attempt to bring theory, concepts, and instruments from 

different fields together under the purview of public relations in order to better 

understand the factors that shape the volunteer experience and influence the 

organization–volunteer relationship. The foundation for this study was relationship 

management theory, which proposes that “effectively managing organizational-public 

relationships around common interests and shared goals, over time, results in mutual 

understanding and benefit for interacting organizations and publics” (Ledingham, 2003, 

p. 190). Under the premise of relationship management theory, practitioners wishing to 

secure success for their organization must approach the organization–public relationship 

with a view toward using communication (in all its forms) as a means to forge, cultivate, 

and maintain relationships with any and all publics that impact or are impacted by the 

organization (Ledingham, 2003). This study sought to contribute to our understanding of 

relationship management by examining factors that may be involved in relationship 

management and their impact on the development of positive, mutually beneficial 

relationships. 

 The framework for investigating how those different factors might contribute to 

mutually beneficial relationships was the three-stage organization–public relationship 

model promulgated by Broom, Casey, and Ritchie (1997). This model describes the 
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organization–public relationship as beginning in the antecedent stage, forming through 

the relationship or process stage, and resulting in outcomes or consequences of the 

relationship in the third stage.  

 The antecedent stage, which represents the factors that prompt the public and the 

organization to enter a relationship, has been studied with the types of relationships 

formed between organizations and publics (e.g., exchange or communal) acting as factors 

in the antecedent stage (Grunig & Huang, 2000; Hung 2005). At least one study (Bortree, 

2012) examined a single interest (the need for school credit for volunteer work) as an 

antecedent shared by all volunteers in the study. This study contributes to our 

understanding of relationship antecedents by introducing functional motivations for 

volunteering (from the field of social psychology) as antecedents that shape volunteer 

perceptions of the organization–volunteer relationship. Functional motivations are 

specific kinds of desires and goals that volunteers hope to satisfy through volunteering. 

By considering functional motivations as antecedents, organizations and researchers can 

recognize a broader and more specific set of interests held by volunteers as they enter the 

organization–volunteer relationship than had been recognized before in public relations 

research. This information is valuable in the field of public relations because it provides a 

new paradigm to help researchers and practitioners discover the shared interests and 

common goals that are important to relationship management theory. That is, with a 

better understanding of the specific motivations that brought a person to volunteer for my 

organization, I, as a practitioner, might be able to identify ways that our organization can 

help that volunteer satisfy their goals, even as they are working to satisfy the goals of the 
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organization. Practitioners and researchers can use information gathered about volunteer 

motivations to study and develop specific strategies tailored to specific motivations, thus 

making relationship management more strategic and effective. 

 The second stage in the organization–public relationship model, the relationship 

stage (or relationship process stage), represents the linkages and interactions between the 

organization and the public that constitute the relationship; this stage is commonly 

equated with communication strategies employed by the organization toward their 

publics (e.g., Huang, 2004; Ki & Hon, 2004). This study proposed that the organization–

volunteer relationship is enacted not only through communication strategies employed by 

the organization, but also by every interaction a volunteer has with the organization, 

including their experience in their volunteer work. Specifically, this study examined the 

relationship development process as an experience, directed by the organization, that 

either satisfied volunteer motivations (congruence) or failed to satisfy volunteer 

motivations as volunteers worked to satisfy the needs of the organization. By considering 

the organization–volunteer relationship process in this way, this study suggests that the 

volunteer experience (not just communication in the traditional sense) can and should be 

tailored in such a way that it helps to satisfy volunteer motivations wherever possible 

because doing so would be a pragmatic demonstration of pursuing a truly mutually 

beneficial relationship. Such a suggestion is a contribution to public relations research 

and practice in that it challenges the field to more clearly and specifically define what it 

means for a relationship to be mutually beneficial and to identify strategies that create 

mutual benefit. 



Texas Tech University, Andrea L. Phillips, December 2014 
 

175 
 

 The third stage of the organization–public relationship model represents the 

outcomes or consequences that result from the relationship; in public relations research, 

the four dimensions of trust, relationship satisfaction, control mutuality, and commitment 

are often measured as indicators of the positive relational outcomes (e.g., Grunig & 

Huang, 2000; Hon & Brunner, 2001; Huang, 2001; Jo, 2006; Ki & Hon, 2007). This 

study contributes additional data supporting an already bountiful body or research 

affirming the value of these four dimensions of  quality and demonstrating that each of 

the dimensions is distinct, being shaped in different ways by the independent variables of 

motivation (antecedent) and experience (relationship process).  

 Regarding this set of four commonly studied outcome dimensions, two findings of 

this study are of particular interest:  First, it was found that of the four dimensions—trust, 

satisfaction, control mutuality, and commitment—commitment was the least likely to be 

predicted by the motivation and congruence variables studied. This suggests that a 

volunteer's commitment to the organization may be tied more closely to factors beyond 

their motivations and experience. Second, it was found that volunteer tenure often had an 

inverse relationship with the dimension of control mutuality, such that the longer a 

volunteer works with an organization, the less contented they feel with the distribution 

and balance of power in the organization. For researchers, this finding opens 

opportunities for future research to discover the factors that contribute to that inverse 

relationship. For practitioners, this finding admonishes them to discover ways to share 

power and influence with tenured volunteers so as to improve relationship quality.  
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 To the body of research in the area of functional motivations, this study 

contributes the identification of a seventh, previously unrecognized motivation dimension 

to the Volunteer Functions Inventory and has produced data demonstrating its usefulness 

in explaining some volunteer motivations. This study also contributes data and findings 

that support the functional motivation and congruence research that has already been 

produced. Notably, this study affirmed the value of understanding the dimensions of 

motivation and congruence, and it also reinforced the value of using an index score (the 

congruence mean) as a more effective variable for predicting outcomes in some 

circumstances. Additionally, this study introduced and validated a new, separate tool to 

evaluate congruence: met expectations. The variable of met expectations performed in 

ways that were similar to the congruence mean in predicting outcomes, but with its two-

item construct, it is a more parsimonious tool for evaluating motive-experience 

congruence than the multi-dimensional VFI-based instruments. 

 In application, the findings of this study suggest that practitioners striving to 

develop mutually beneficial relationships can and should consider the motivations of 

volunteers in their organization so that they may create tailored recruiting, cultivation, 

and maintenance strategies relevant and appealing to their volunteers. In doing so, they 

may be more likely to affect volunteer experiences that are congruent with specific 

volunteer motivations. And this study has demonstrated that in developing volunteer 

experiences that are congruent with volunteer motivations, organizations can see 

improved relationship outcomes, including increased productivity, stronger intentions to 
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stay, and stronger perceptions of trust, relationship satisfaction, control mutuality, and 

commitment. 

  Although this study focused specifically on volunteers in the context of nonprofit 

organizations, its findings may also have application in for-profit settings and 

organization-employee relationships as well. Although some characteristics and variables 

such as motivation and staying intention would need to be developed and interpreted 

differently for employees, we could expect that many of the principle relationships 

between the variables seen in this study of volunteers would be seen in a comparable 

study of employees.  

Limitations 

There are several limitations in this study that should be considered when 

evaluating the analysis and results reported here. First is the limited scope of the sample 

drawn for participation. Only those organizations that were members of the Volunteer 

Center of Lubbock were invited to participate, and only those volunteers whose 

organizations participated in the study were given the opportunity to take the survey.. 

Thus the sample could not be considered a truly random sample of volunteers in the 

Lubbock area. 

Next, problematic characteristics in the questionnaire might have influenced the 

quality of the data collected. First, the sheer length of the questionnaire, not only in the 

amount of time required to complete it, but also the number of repetitive matrix 

pages/screens presented to participants, probably contributed to survey fatigue and poor 

response quality. Another potential problem in the questionnaire was the similarity 
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between the VFI motivation instrument and the VFI experience instrument, which some 

participants might have found confusing. When entering the paper surveys, I found cases 

where participants skipped the VFI experience matrix, noting in the margin that it was 

repetitive. Future studies should carefully consider possible solutions to these problems to 

minimize response errors. 

The findings of this study may also be limited by survey error effects, including 

demand effects in self-reporting productivity and activity, social desirability effects in 

evaluating the nonprofit organization, and question order effects created in the static 

order of question blocks. Regarding question order effects specifically, the design of the 

online survey incorporated randomization for questions within blocks for each of the 

instruments (i.e., VFI motivation block, VFI experience block, PRSA strategies block, 

OPR dimensions block), but did not randomize the blocks themselves. The placement of 

those blocks was intentional, but the static placement of the blocks may have introduced 

errors in the data. 

Time was a limitation in that, in order to capture volunteer motivations, the 

questionnaire asked volunteers to recall their motivations for volunteering when they first 

decided to join the organization, which for some volunteers would have been decades 

ago. Also, the context of this study was the three-stage organization-relationship 

development process, which occurs over time. This study hoped to capture information 

representing past events and attitudes as well as current events and attitudes, but the 

information was collected in one snapshot of time. Because a longitudinal study—not a 

cross-sectional study—is the most effective way to collect information about processes 
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that occur and develop over time, this data representing a single period of time is limited 

in representing that process accurately. 

Finally, bias proved to be a significant limitation in this study, as nearly one-third 

of the participants surveyed were volunteers with a single organization (organization 71). 

When controlling for membership in organization, the organization 71 control variable 

was consistently significant in predicting outcomes and was sometimes the only 

significant variable in predicting the outcome. Although hierarchical linear modeling 

analysis allowed us to distinguish the effects of the organization-level variable from the 

effects of the individual-level variable, we are left wondering exactly which aspects of 

the organization are actually influencing the strength of the variable. The data from this 

study does not provide us with an answer. 

Future Research 

The scope of this study, including variables and analysis across all three stages of 

the organization–public relationship model, has proven large enough to introduce a 

number of opportunities for future research.  

First, this study tested two different constructs representing motivation–

experience congruence: the seven-dimensions of congruence calculated from scores on 

the Volunteer Functions Inventory and the simpler two-item construct of met 

expectations. While both the dimensional VFI congruence variable and the simpler met 

expectations variable had success in predicting outcomes, the met expectations variable 

seems like a better, more parsimonious way to capture the concept of congruence. 

However, the met expectations variable fails to capture some of the motivational nuances 



Texas Tech University, Andrea L. Phillips, December 2014 
 

180 
 

that the VFI-based variable can. Accordingly, future research might help discover a more 

parsimonious (or volunteer-friendly) way to capture the essence of seven motivation 

dimensions to replace the cumbersome and sometimes confusing VFI scale instruments. 

Perhaps the VFI instrument would be better applied in a longitudinal survey, in which 

volunteer motivations could be captured when a volunteer joins the organization and the 

volunteer experience could be captured later in the volunteer’s experience; future 

research could employ such a longitudinal method and evaluate its success compared to 

the results of this study.  

Future research can also explore the usefulness of the met expectations variable of 

congruence, not as a comparison to the VFI-based congruence variable, but as a unique 

assessment tool. If met expectations is to be used, it is important that we understand what 

the construct of met expectations means to volunteers who respond to questions about it 

and whether that construct actually captures the concept of motivation–experience 

congruence as it is intended to do. A mixed-model research method that includes surveys 

and volunteer interviews may help us answer these questions. Further, if we can 

determine the meaning and value of met expectations as an assessment tool, we will want 

to discover how and when that tool can be used most effectively in research.  

Most of the attention in this study was given to the concept and value of 

motivation–experience congruence. Future research can explore the role and value of 

understanding volunteer motivations themselves as antecedents to the relationship 

process independent of the relationship process experience. In addition to using 

knowledge about volunteer motivations as a foundation on which to develop congruence, 
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practitioners may also find that understanding volunteer motivations—like understanding 

volunteer personality quirks, special talents, abilities and weaknesses—can contribute to 

developing organizational strategies for volunteers, from identifying target volunteer 

publics, to developing effective recruiting messages, to creating motivation-oriented 

programs or policies, to making job assignments. Discovering tactics that can be matched 

to specific motivations could be of great assistance to practitioners hoping to satisfy 

volunteers. Interviews, focus groups, and case studies may also help future research to 

discover possible benefits to recognizing motivations that have not yet been imagined.  

Another topic for future research is the identification of those coordinator 

characteristics that contribute to success in the organization–volunteer relationship. This 

study examined only coordinator tenure as a variable impacting relationship quality, and 

tenure was found to be insignificant in that regard. Research examining the 

characteristics of successful volunteer coordinators, nonprofit managers, and nonprofit 

organizations may be both insightful and helpful for other coordinators striving to figure 

out how to be successful in the often unique, budget-challenged, small-staffed, high-

turnover nonprofit environment. Interviews, case studies, focus groups, and surveys 

might all be effective means for conducting such research.  

Finally, another direction for future research is to explore and investigate the 

variety of relationship process factors that can be instigated, developed, and tailored in 

the process of enacting the organization–volunteer relationship. Admittedly, the focus of 

this study was on the value of motivation–experience congruence, not on identifying 

those factors creating the experience that would satisfy or fail to satisfy volunteer 
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motivations. This study did test relationships between PRSA cultivation strategies and 

relationship outcomes, but no focused attempt was made to analyze how communication 

strategies work with motivation to produce congruence. Similarly, this study introduced 

the idea that task assignments might be considered as part of the relationship 

development process. Future research focused on the identifying and testing such 

relationships could further open opportunities for practitioners to think about relationship 

development in new ways beyond the scope of traditional communication activities.  
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Chapter 6 
Conclusions 

 
 As nonprofit organizations strive to perform meaningful work for society and 

their communities, their business models often rely on the skills, knowledge, and sheer 

effort of volunteers for success. Busy volunteer coordinators frequently are responsible 

for a variety of tasks and may not have extra time or training that would allow them to 

develop strategic programs for recruiting, development, and retention of volunteers. Any 

knowledge that can be discovered and developed to help volunteer coordinators in the 

creation, development, and maintenance of the organization–volunteer relationship, 

therefore, can be valuable in supporting the efforts of nonprofits. The purpose of this 

research study, therefore, was to investigate the motivational factors that drive volunteers 

to join specific organizations (relationship antecedents), how organizations might 

leverage or accommodate volunteer motivations as they communicate with and interact 

with volunteers (relationship process), and whether the congruence of volunteer 

motivations and volunteer experience can improve the quality of the organization–

volunteer relationship (outcomes). Previous research (e.g., Clary et al., 1998) has 

investigated volunteer motivations, but in the context of volunteering generally rather 

than in the context of volunteering for a specific organization. This study sought to 

understand how volunteer motivations might be applied to and satisfied through the work 

performed within specific organizations. This study also differs from previous research in 

that it includes responses from volunteers and volunteer coordinators across a spectrum 

of nonprofit organizations rather than those within a single organization. By conducting 

this research in this way, the hope was to identify variables shaping the organization–
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volunteer relationship that may transcend the context of any one organization while also 

offering insights that are specific enough to be applied in different kinds of organizations. 

The findings of this study do offer insight that can help practitioners in the creation and 

development of organization–volunteer relationships, particularly in the areas of 

motivation recognition, the value of motivation–experience congruence, and the 

relationships between motivational antecedents, cultivation strategies, and relationship 

outcomes.  

Regarding the recognition of varying volunteer motivations as relationship 

antecedents, this study demonstrated that volunteers do come to organizations with 

differing motivations, or expectations, that might cause them to join one organization 

over another, that might influence their choice of task within the organization, and that 

can influence their perceptions of the organization and the relationship they have with it. 

It is not uncommon for mission-driven organizations to spend a great deal of time 

considering how they should communicate and interact with the public in accordance 

with their own needs and values, but this study highlighting the characteristics of 

volunteers suggests that organization–volunteer relationships benefit from an 

organization considering the volunteer motivations that may be prevalent in their 

organization and how the organization might tailor volunteer recruiting, the relationship 

process, and volunteer retention strategies according to volunteer needs and values.  

Additionally, this study tested two ways to evaluate the congruence of a 

volunteer’s motivation and their volunteer experience: first, a two-step process using two 

corresponding survey instruments to compute a congruence score representing the 
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difference between motivational expectations and the degree to which the volunteer 

experience satisfied those expectations; and second, a simple self report of met 

expectations though which a volunteer can indicate the degree to which their motivations 

for volunteering were satisfied through their experience. Both were found to be 

significant, with the simpler self-reported measure of met expectations proving to be a bit 

stronger and more consistent in predicting outcomes. Although both approaches have 

weaknesses, the results for both suggest that the concept of motivation–experience 

congruence is valuable for nonprofit organizations to understand. Where an organization 

can identify volunteer motivations or expectations and tailor volunteer experiences to 

satisfy those, positive outcomes result.  

This study also provides information that informs our understanding of the three-

stage organization–public relationship process by describing the relationships of variables 

across the three stages and testing the significance of those relationships. For example 

symmetrical communication as a process variable was found to be significant in shaping 

volunteer perceptions of all four organization–public relationships dimensions (trust, 

relationship satisfaction, control mutuality, and commitment) as outcomes. And the 

variable of motivation–experience congruence (measured as met expectations or as the 

mean for congruence scores) was also found to be significant in shaping volunteer 

perceptions of the four organization–public relationship outcome dimensions as well. 

 Altogether, the findings of this study support the tenets of relationship 

management theory, which propose that management of organization–public 

relationships should center around goals and interests shared by the organization and the 
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public, and that effective management results in mutual benefit for both. This study found 

that where volunteers' motivations were satisfied by their volunteer experiences, positive 

outcomes resulted. That suggests that when an organization is able to identify the 

interests and goals of their volunteers, and when the organization implements strategies 

to help volunteers satisfy those interests and goals, the volunteer will benefit just as the 

organization benefits from the work performed by the volunteer. By clearly defining 

shared goals and mutual benefits in this way, this study demonstrates an application of 

relationship management theory that helps to advance the theory and encourage new 

examinations of it. It is my hope that this study and the future studies that might stem 

from it may contribute to building that body of literature into a stronger, more useful 

resource for researchers and practitioners alike. 
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Appendix B 
Invitation to Volunteers 

 
Dear Name of the Organization Volunteer, 
 
Name of the Organization has agreed to participate in a research project that will help 
organizations like Name of the Organization better understand the interests and needs of 
volunteers like you.  
 
We’d like to know about why you chose to become a volunteer, what your volunteer 
experience has been like, and your relationship with the organization. 
 
Would you take a little bit of your time (about 15 minutes) to complete a survey to share 
your thoughts with us? 
 
To take the survey, simply go to QUALTRICS LINK HERE     You will have the option to  
take the survey in either English or in Spanish. 

 
If you would prefer to take this survey using pen and paper rather than the internet, you  
can receive a paper copy of the survey (in English or in Spanish) with a return envelope  
by contacting Andrea Phillips, at andrea.phillips@ttu.edu or 479-549-8681. 

 
You must be 18 years of age or older to participate. Your participation in this survey is 
completely voluntary; you may quit the survey at any time. Your answers will be 
recorded anonymously; neither your name nor your personal information will be 
connected to your answers.  
 
We will share the final results of this research study with Name of the Organization to 
hopefully help them improve the relationships they have with volunteers, but no one at 
the organization will be able to know what you personally said in this survey. 
 
As a small token of our gratitude for your participation, you will get to choose an 
organization from the list of participating organizations at the end of the survey, and we 
will give that organization $1.00 for your survey.    
 
This research is being conducted by Andrea Phillips, a PhD student and researcher at 
Texas Tech University. This study is being supervised by Dr. Trent Seltzer 
(trent.seltzer@ttu.edu or 806-834-3803), and it has been approved by Texas Tech’s 
Institutional Review Board.  
 
If you have any questions about this research study, please contact the researcher, Andrea 
Phillips, at andrea.phillips@ttu.edu or 479-549-8681. 

  

mailto:andrea.phillips@ttu.edu
mailto:trent.seltzer@ttu.edu
mailto:andrea.phillips@ttu.edu
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Appendix C 

Volunteer Questionnaire 
 
Introduction 
 
Thank you for your participation in this research survey that will help organizations 
better understand their relationships with volunteers.  
 
The purpose of this study is to learn about ways that organizations communicate with 
their volunteers and how that communication impacts an organization’s relationship with 
its volunteers. 
 
When you click to continue (below), you will begin a survey that asks you about the 
reasons chose to volunteer, what your volunteer experience has been like, and what you 
think about your  relationship with the organization you volunteer for. This survey should 
take about 15 minutes to complete. 
 
As a small token of our gratitude for your participation, you will get to choose an 
organization from the list of participating organizations at the end of the survey, and we 
will give that organization $1.00 for your survey.    
 
 

FAQs about this survey 
 
Can I quit if I become uncomfortable?  
Yes, absolutely. Your participation is completely voluntary. The researcher and the 
Institutional Review Board have reviewed the questions and think you can answer them 
comfortably. You may skip any question you do not feel comfortable answering. You can 
also stop answering questions at any time. You are free to leave any time you wish. 
Participating is your choice. However, we do appreciate any help you are able to provide.  
 
How are you protecting privacy?  
The questionnaires will not request any personal information to protect your privacy.  
  
I have some questions about this study. Who can I ask?  
If you have any questions about this research study, please contact the researcher, Andrea 
Phillips, at andrea.phillips@ttu.edu or 479-549-8681. 

TTU also has a Board that protects the rights of people who participate in 
research. You can call to ask them questions at 806-742-2064. You can mail your 
questions to the Human Research Protection Program, Office of the Vice President for 
Research, Texas Tech University, Lubbock, Texas 79409, or you can email your 
questions to www.hrpp@ttu.edu.  
 

mailto:andrea.phillips@ttu.edu
http://www.hrpp@ttu.edu/
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Opening Block 
 
1. For which of the following organizations have you served as a volunteer?  (Select all 
that apply)   List of volunteer organizations participating in the survey is shown.  
 
If more than one choice is selected, go to FILTER question 1a: 

1a. Have you received in information or an invitation for you to participate in this 
survey from more than one organization?  Yes/No 
IF “NO” then, then go to question 2.   
IF “YES” then go to filter question 1b. 
 
1b. Have you taken this survey before? 
 
IF “NO” then, then go to question 2.   
IF “YES” then END SURVEY. 

 
 
2. Which organization gave you the information and invitation for you to participate in 
this survey?   List of volunteer organizations is shown. One selection is allowed. 
 
3. Thinking of the organization you selected in the last question, approximately how long 
(months and years) have you worked as a volunteer for this organization? 
 Open response for YEARS   

Open response for MONTHS      
 
4. Which statement below best describes how often you do volunteer work with this 
organization on average?  (single item) 
 __ Two or more times each week  

__ About once a week  
__ A few times a month  
__ About once a month  
__ Several times a year  
__ Once or a few times a year  
__ Less often than once a year 

 
 
5.  Please indicate which kinds of task(s) you regularly perform while volunteering. 
(Select all that apply.) 
 
__ Office/Administrative work (e.g, database management, copying, filing, bookkeeping,  
  mailing, etc.) 
__ Maintenance (e.g., housekeeping, grounds keeping, facility/equipment repairs, etc.) 
__ Client Services (direct interaction with clients, for example, by serving meals,  
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  distributing goods, providing  information – but NOT teaching or training) 
__ Education/Training/Mentoring clients  
__ Inventory Management (e.g., receiving or sorting goods; counting inventory, etc.) 
__ Professional Services (e.g., performing legal, accounting, artistic, or other professional  
  work pro bono) 
__ Management (e.g., supervising/directing other volunteers or programs) 
__ Childcare (e.g., caring for children outside of educational/mentoring work) 
__ Events/Entertainment (e.g. creating or facilitating programs and events) 
__ Reception (e.g., serving as a host, guide, or director for clients accessing facilities or  
  services) 
__ Leadership (e.g., serving on a board of trustees or advisory board, etc.) 
__ Transportation/Delivery (e.g., driving for people, delivering meals, etc.) 
__ Fundraising (e.g., calling or writing potential donors, hosting fundraising events, etc.) 
__ Other  (open response option) 
 
 
 
Motivation Block 
 
6.  Think back to when you first got involved as a volunteer with this organization. Below 
are a number of reasons that people may choose to volunteer.  For each of the items 
below, please indicate how important that motivation was for you when you decided to 
join this organization. 
 

Items are listed below according by their motivational indicator,  
but were randomized in the survey. 

 
Scale: 1 (not at all important) to 7 (extremely important) 

 
Protective = this helps me in overcoming my demons 

When I first decided to begin volunteering for ________, I believed that  
volunteering for this organization…  

6-1  would help me forget about feeling bad. 
6-2  would help me work through my own personal problems. 
6-3  would be a good escape for my own troubles. 
6-4  would make me feel less lonely.  
6-5  would make me feel less guilty about being more fortunate than others.  
 
Values = this expresses my values 

When I first decided to begin volunteering for ________, I believed that  
volunteering for this organization… 

6-6  would allow me to serve a cause that is important to me. 
6-7  would allow me to show compassion to those in need. 
6-8  would allow me to help this specific organization, which I’m particularly 
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 concerned about 
6-9  would fit with my belief that helping others is important. 
6-10  would allow me to help those less fortunate than myself. 
 
Understanding = this will sharpen my skills 

When I first decided to begin volunteering for ________, I believed that  
volunteering for this organization… 

6-11  would allow me to learn things through direct hands-on experience. 
6-12  would allow me to explore my own strengths. 
6-13  would allow me to gain a new perspective on things. 
6-14  would teach me about the organization’s cause.  
6-15  would teach me about working with a variety of people.  
 
Social = this will allow me to be seen socially 

When I first decided to begin volunteering for ________… 
6-16  people I was close to wanted me to volunteer for them. 
6-17  volunteering for them was valued by people I know. 
6-18  volunteering for them was an interest shared by people I know.  
6-19  I have friends who volunteered for this organization.  
6-20  people I knew best thought volunteering for this organization was  
   important. 
 
Career = this will allow me to network and advance my career 

When I decided to begin volunteering for ________, I believed that volunteering  
for this organization… 

6-21  would help me get my foot in the door at a place where I would like to  
   work. 
6-22  would help me make new contacts that might help my business or career. 
6-23  would help me succeed professionally. 
6-24  would improve my résumé.  
6-25  would help me explore different career options. 
 
Enhancement = this will make me feel proud 

When I decided to begin volunteering for ________, I believed that volunteering  
for this organization… 

6-26  would make me feel better about myself. 
6-27  would raise my self-esteem. 
6-28  would help me to feel needed. 
6-29  would make me feel more important.  
6-30  would allow me to make new friends. 
 
Hedonic = this is work that I simply enjoy or have fun doing 

When I decided to begin volunteering for ________, I believed that by  
volunteering for this organization… 
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6-31  I would get to participate in an activity that I simply enjoy doing. 
6-32  I would get to do work that I would happily do regardless of the 

 organization I was working for. 
6-33  I would have the chance to participate in an activity that I’ve enjoyed in 

 other settings. 
6-34  I would get to do a specific kind of work activity that I wanted to do. 
6-35  I would get the most enjoyment when I was actually engaged in my 

assigned work activity. 
 
 
7a.  Did you begin volunteering in order to complete volunteer hours in compliance with 
a court mandate? 
 Yes or No 
 
7b. Did you begin volunteering in order to complete volunteer hours required by a club or 
organization you belong to? 
 Yes or No 
 
8.  Again, thinking back to when you first thought about volunteering, what would you 
say was your primary reason for wanting to volunteer? Open ended 
 
9.  What did you expect to get out of your volunteer experience when first you started?    

Open ended 
 
 
Experience Block 
 
10. Regardless of what you expected or wanted from your volunteer experience when you 
started, think about your overall actual experience as a volunteer for this organization. 
Below are some benefits that people might experience during or after volunteering.  For 
each of the items below, please indicate how well the statement describes your 
volunteering experience.   
 
Items are listed below according by their motivational indicator, but were randomized. 
 
   Scale:  1 (not at all like my experience) to 7 (extremely like my experience)  
   RC = Reverse Coded 
  
Protective = this helps me in overcoming my demons 

As I volunteered for this organization…  
10-1  it helped me forget about feeling bad. 
10-2  it helped me work through my own personal problems. 
10-3  it was a good escape for my own troubles. 
10-4  it made me feel more lonely. (RC) 
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10-5  it made me feel guilty about being more fortunate than others. (RC) 
 
Values = this expresses my values 

As I volunteered for this organization… 
10-6  I was able to do something for a cause that is important to me. 
10-7  I was able to show compassion to those in need. 
10-8  I helped an organization that I was particularly concerned about. 
10-9  I got to experience helping others. 
10-10  I got to help those who are less fortunate than me. 
 
Understanding = this will sharpen my skills 

As I volunteered for this organization… 
10-11  I was able to learn through direct hands-on experience. 
10-12  I was able to explore my own strengths. 
10-13  I was able to gain a new perspective on things. 
10-14  I did not learn anything new about the organization’s cause. (RC) 
10-15  it did not teach me anything about working with a variety of people. (RC) 
 
Social = this will allow me to be seen socially 

As I volunteered for this organization… 
10-16  people I am close to were glad that I volunteered.   
10-17  people I know valued my volunteer work for this organization.  
10-18  I got to share aspects of my volunteer work with people I know. 
10-19  I was able to connect with friends who also volunteered for the  
   organization. 
10-20  people I know best believed my volunteer work was important. 
 
Career = this will allow me to network and advance my career 

As I volunteered for this organization… 
10-21  I was able to get my foot in the door at a place where I would like to work. 
10-22  I was able to make new contacts that might help my business or career. 
10-23  it help me succeed professionally. 
10-24  it did not improve my résumé. (RC) 
10-25  I did not get to explore different career options. (RC) 
 
Enhancement = this will make me feel proud 

As I volunteered for this organization…  
10-26  I felt better about myself. 
10-27  my self-esteem increased. 
10-28  I did not feel needed. (RC) 
10-29  It made me feel more important. 
10-30  I did not make new friends.  (RC) 
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Hedonic = this is work that I simply enjoy or have fun doing 

As I volunteered for this organization…  
10-31  I got to participate in an activity that I simply enjoy doing. 
10-32  I got to do work that I would happily do regardless of the organization 
10-33  I got the chance to participate in an activity that I’ve enjoyed in other  
   settings. 
10-34  I got to do a specific kind of work activity that I wanted to do. 
10-35  I got the most enjoyment when I was actually engaged in my assigned  
   work activity. 
 
11a.   What would say has been most satisfying about your volunteer experience with this 
organization? Open ended 
 
11b.  What would you say has been most disappointing about your volunteer experience 
with this organization? 
 
 
Met Expectations Block   
 These items were randomized with the Staying Intention, Job Satisfaction, and  
 Productivity items. 
 
   Scale:  1 (Completely disagree) to 7 (Completely agree)  
   RC = Reverse Coded 
 
12-1. I feel that the expectations I had at the start of my volunteer work have been met 
through my volunteer experience?   
 
12-2. My volunteer experience has not been what I hoped it would be when I joined this 
organization.  (RC) 
 
12-3. My reasons for wanting to become a volunteer for this organization have been 
satisfied through my volunteer experience 

 
 
PRSA Block 
 
Below are a number of ways that an organization might communicate with or interact 
with its volunteers.  For each item, please indicate on the scale how often 
_____________ communicates or interacts with you in that way.    
 

Items are listed below according to their communication dimension, 
but were randomized in the survey. 
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Scale: 1 (never) to 4 (often)  
Social Activities 
13-1  Hosting events (like lunches, dinners, sporting events, or other activities)  
   for volunteers 
13-2  Giving gifts, cards, or flowers to volunteers 
13-3  Giving tokens of appreciation such as memorabilia or logoed items to  
   volunteers 
13-4  Giving expensive gifts to volunteers 
13-5  Using flattery  
 
Interpersonal Communication 
13-6  Communicating with you in person 
13-7  Communicating with you through phone calls 
13-8  Communicating with you face-to-face 
13-9  Communicating with you via email  
13-10  Communicating with you via text message 
13-11  Communicating with you via social media (such as Facebook or  
   Twitter) 
 
Two-Way Communication 
13-12  Asking questions to understand opinions of volunteers like you before  
   developing communication materials, activities, or events 
13-13  Asking questions to evaluate the success or failure of communication 

 efforts, activities, or events 
13-14  Listening in an effort to understand opinions of volunteers like you 
 
Symmetrical Communication 
13-15  Consulting you before making decisions that will impact volunteers like  
   you 
13-16  Taking into account the positive/negative impact a decision or activity will  
   have on volunteers like you 
13-17  Considering both the organization’s opinions and the opinions of  
   volunteers like you about a situation 
13-18  Considering how the organization’s communication will influence  
   volunteers like you 
13-19  Explaining the motives and reasons for the organization’s actions to  
   volunteers like you 
 
 
Outcome Block 
 
14. Below are a few statements that may describe your relationship with your volunteer 
organization.  Please indicate how well each of the statements describes your 
feelings/beliefs. 
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Items are listed below according by their dimension indicator, but will be  
randomized in the survey.  Items marked (R) are reverse scored. 

 
Scale: 1 (completely disagree) to 7 (completely agree) 

 
OPR Outcomes - Commitment 
14-1 I feel the organization doesn’t care about having a long-term relationship  

with me. (R) 
14-2 I can see that this organization wants to maintain a relationship with me. 
14-3 I feel no sense of loyalty to the organization. (R) 
14-4 I would rather work with this organization than not work with them. 
 
OPR Outcomes - Satisfaction 
14-5 I am happy volunteering with this organization. 
14-6 Both the organization and I benefit from our relationship. 
14-7 Generally speaking, I am pleased with the relationship this organization has  
  established with me. 
14-8 The organization fails to satisfy my needs as a volunteer.  (R) 
14-9 I don’t feel that I am important to the organization (R) 
 
OPR Outcomes - Trust 
14-10 This organization treats me fairly. 
14-11 Whenever the organization makes important decisions, it shows concern for the  
  needs of volunteers. 
14-12 I believe this organization can be trusted to keep its promises. 
14-13 I feel confident that this organization is able to accomplish what it says it will do. 
14-14 I believe the organization takes volunteers’ opinions into account when making  
  decisions. 
 
OPR Outcomes – Control Mutuality 
14-15 This organization listens to what volunteers like me have to say. 
14-16 This organization believes the opinions of volunteers like me are legitimate. 
14-17 Leaders in this organization and volunteers like me pay attention to what each  
  other say. 
14-18 Volunteers like me have to stand-up for themselves in order to be treated  

fairly.  (R) 
 
Job Satisfaction 
14-19  How satisfied are you with your work as a volunteer in general? 
 
Volunteer Intention 
14-20 If possible, I would like to still be volunteering for this organization a year from  
  now. 
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Productivity/Performance 
14-21 When volunteering, I normally work to the very best of my ability at whatever  
  task I’m doing. 
14-22 When volunteering, I hope to do as little work as possible. (RC) 

 possible. 
14-23 When volunteering, I make sure that the quality of my work is very high. 
  
 
 
Demographic Block 
 
Would you please tell us a little about yourself for statistical purposes only? 
 
15. What is your gender? 
 __ Male 
 __ Female 
 
16. What is your age?   Open response 
 
17. What is your religious affiliation? (Single item) 
 __ Christian – Catholic  __ Christian – Protestant 
 __ Christian – Other   __ Muslim 
 __ Jewish    __ Hindu 
 __ Buddhist    __ Sikh 
 __ Atheist    __ Other 
 
17b. How strongly do you feel about your religious affiliation? 

__ Very strong 
__ Somewhat strong 
__ Not very strong 
__ Not sure 

 
18. How would you describe yourself? (Single item) 
 __ White/Caucasian   __ African American 
 __ Hispanic/Latino   __ Asian/Pacific Islander 
 __ Native American   __ Other 
 
19.  What is the highest level of education that you have completed? (Single item) 
 __ High School Diploma/GED 
 __ Some College/Associates Degree 
 __ Bachelor’s Degree or Equivalent 
 __ Some Graduate School 
 __ Graduate Degree 
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 __ None of these 
 
20a.  Which best describes your current employment status? (Single item) 
 __ Unemployed 
 __ Employed Part-Time 
 __ Employed Full-Time  
 __ Retired 
 
20b.  Are you currently enrolled as a student in a college or university? 
 __ Yes, I am a full-time student 
 __ Yes, I am a part-time student 
 __ No  
 
 
21.  What is your marital status? (Single item) 
 __ Single (Never Married) 
 __ Separated 
 __ Divorced 
 __ Widowed 
 __ Married  
 __ Unmarried - Living Together 
 
 
22.  How many children under the age of 18 are currently living with you? (Single item) 
 __ 0 
 __ 1 
 __ 2 
 __ 3 
 __ 4 
 __ 5+ 
 
  23. What was your combined household income in 2013? 
 __ Under $30,000   __ $150,001 - $200,000 
 __ $30,001 - $50,000   __ $200,001 - $250,000 
 __ $50,001 - $75,000   __ More than $250,000 
 __ $75,001 - $100,000  __ Prefer not to answer 
 __ $100,001 - $150,000   
 

 


