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ABSTRACT 

The purpose of this study was to investigate the development of organisational 

commitment and turnover amongst volunteer administrators in sport. Declining 

volunteerism was identified as a problem for sporting clubs and associations. It was 

postulated that the turnover of volunteers was a symptom of decreasing levels of 

organisational commitment. 

The sampling frame was community-based, sporting organisations in the 

Greater Brisbane Metropolitan region of Queensland, Australia. Data was collected 

on three separate occasions over a twelve month period fiom a total of 469 subjects 

who were volunteer administrators in 52 randomly selected sporting clubs and 

associations. A series of self-administered questionnaires were designed and 

developed for the purposes of this study. The research instruments measured 

organisational commitment, perceived committee functioning, the benefits of 

volunteering and a range of behavioural and sociodemographic characteristics. A 

number of structural attributes about the sporting organisations were collected fiom 

a representative of each club or association. Personal visits were made to each of the 

sporting organisations to introduce the study and to initiate the first phase of data 

collection. Survey forms were mailed to each subject in phases two and three of the 

data collection process. A follow-up protocol resulted in responses to all four 

questionnaires being returned by a total of 328 subjects (69.9%). Data was entered 

into a computer file and statistically analysed using a number of procedures within 



the SPSS data analysis software program, including factor, regression and 

discriminant analyses. 

A number of variables were found to be significantly predictive of 

organisational commitment. These included age, occupational prestige, number of 

years as an organisational member, hours per week put into administration, rate of 

meeting attendance, altruism and perceived committee functioning. There was a 

temporal relationship between organisational commitment and perceived committee 

functioning. Altruism was rated as the most important benefit of volunteering but 

other benefits were seen as moderately important. Volunteer turnover was related to 

changes in the subject's level of organisational commitment and perceptions about 

committee functioning. Committee neophytes were found to be particularly 

susceptible to changes in their level of commitment, although they were no more 

likely than experienced committee members to leave their committee. Generally, 

individuals who left their committees remained positively committed to their 

sporting organisation. 

It was concluded that volunteer turnover was a problem for many sporting 

organisations. Further, volunteer's levels of organisational commitment declined 

and perceptions about committee functioning became less positive in the period 

prior to leaving a committee. Volunteer administrators were positively committed to 

their sporting clubs and associations, but their level of commitment was contingent 

upon how they perceived the functioning of their committee. Further, volunteering 

as an administrator was not perceived as a leisure experience by those who engaged 

in this activity. Several implicat'ions for theory and practice in the management of 

volunteers were discussed, as were recommendations for hrther research. 
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CHAPTER 1 
INTRODUCTION 

Our society is an organizational society. We are born in organizations, 
and most of us spend much of our lives working for organizations. We 
spend much of our leisure time paying, playing, and praying in 
organizations. Most of us will die in an organization, and when it comes 
time for burial, the largest organization of all -the state - must grant 
official permission (Etzioni, 1964, p. 1). 

Even if a somewhat facetious view, Etzioni7s comments are just as relevant 

today as they probably were thirty years ago. His comments indicate the 

pervasiveness of organisationsl in our modem society and consequently the interest 

in organisational behaviour. Community-based sport in Australia is made up of 

about 30,000 organisations (sporting clubs and associations) and approximately 6 

million* registered participants throughout the nation (Australian Sports 

Commission, 1992). To become a participant3 in formally organised sport in 

Australia one has to become involved in an organisational system, either as a 

member of a team or a local sporting club, a professional athlete, a participant in a 

The word organisation is often spelt with a 'z', especially in North American literature. For the 
purpose of this study it will be spelt with an 's' except where spelt with a 'z' in a direct quotation. 
This spelling is consistent with the Macquarie Australian dictionary (1988) which lists organisation 
with an 's' as the first choice. 

A number of the 6 million registered participants may be registered simultaneously with more than 
one sport (e.g., an individual registered with a summer and a winter sport) and therefore may be 
counted more than once. In contrast, there is also an indeterminate number of recreational sport 
participants, and a substantial number of sporting organisations and participants not officially 
registered and consequently not counted in the official registration figures. Though less formally 
organised than most officially recognised sports, recreational sporting activities also require the 
services of volunteers to plan, organise and officiate. 

A participant in this study refers to an individual who is player or competitor, coach, team 
manager, official, administrator or committee member, or general helper. It does not include sport 
spectators. 



competition provided by a commercial operator, or as part of a larger organisation 

which includes sport in its program offerings, such as the education system. To 

function effectively most formally organised sports require a coordinated approach 

to the deployment of human resources, physical facilities and equipment. Without a 

coordinated approach there would be few opportunities for individuals to participate 

in formally organised sporting activities. 

Over the years, a sports system has evolved in this country to enable 

inidividuals to participate in a wide range of sporting activities at the local 

community level. At the lower hierarchical levels in particular, volunteers are an 

essential and integral part of the whole sports system, which is structured typically 

as shown in Figure 1.1. The structure of sport is similar to that of many large 

industrial, commercial and government organisations. Sport is based on a club 

system at the local level. Geographically related sports clubs form district or 

regional associations which in turn provide representation to Territory and State 

Sporting Organisations (SSO). National Sporting Organisations (NSO) are often 

made up of a federation of SSO's and in turn are units within still larger 

international federations. The focus of this study is from the local club to the State 

level (see shaded area in Figure 1.1). 

Volunteers in sport 

Sport relies very much on the efforts of voluntary personnel to function, despite its 

myriad of organisations and formalised structure. Volunteers fulfill roles as diverse 

as committee members, coaches and trainers, team managers, referees, umpires, 

other officials, and general helpers. Even though there have been recent trends 

towards the professionalisation of sports administration through the hiring of paid 

staff especially at the NSO and SSO levels, volunteers remain highly important to 
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Figure 1.1 
Overview of the typical organisational structure of sport in Australia. 

sporting organisations. The need for volunteers for the effective organisation and 

delivery of sport to the Australian community has been recognised for a number of 

years. A 1985 publication, Australian Sport: A ProJile, acknowledged this need by 

stating that volunteers 

. . . are still the 'backbone' of the sports system even though the 
Commonwealth Government now provides assistance to national sporting 
organisations to assist with the employment of fill- or part-time 
administrators and coaching directors. . . . Volunteers serve at all levels . . . 
and it is not unusual for such people to spend 30 hours a week on their sports 
duties (p. 34). 

More recent statements have reinforced this view point. In her address to the 

National Sports Symposium (1 992) the then Federal Minister for Sport expressed the 



view that volunteers provide an immense service to sport without which sport could 

not continue in its present form. In evidence from the Australian Sports 

Commission to the 1990 House of Representatives Standing Commitee on Finance 

and Administration Inquiry into Sports Funding and Administration, within the 

context of the administration of sport it was stated that "full time professionalism 

will complement, but will never replace the volunteer" (p. 120). Indications of the 

commitment of the voluntary sector in sport were also evident in the same report. It 

was stated in the context of the economic impact of volunteers that "this contribution 

by the voluntary sector is to be commended as it represents a real commitment to 

sport" (p. 120). 

The scope of the role undertaken by volunteers was revealed in a 1989 report 

by the Department of Arts, Sport, Environment, Tourism and Territories (DASETT) 

which investigated the economic impact of volunteers on sport and recreation. This 

study estimated that there were approximately 1.45 million volunteers who provided 

165.5 million hours of work in the delivery of sport and recreation over a 12 month 

period. In comparison, the paid sport and recreation labour force numbered 

approximately 73,000 (5% of the size of the voluntary 'workforce') and worked 

150.7 million hours (Commonwealth Department of the Arts, Sport, the 

Environment, Tourism and Territories, 1989). A recent study of volunteers in South 

Australian sport estimated that more than 170,000 volunteers service community 

sport and recreation organisations (Daly, 199 1 a). Much of this work, paid and 

volhntary, is concerned with the administration and management of sporting 

organisations. 



Declining volunteerism in sport 

Most types of organisations experience a certain level of turnover as current 

members leave and others are recruited. There is evidence that the number of 

volunteers in sport is declining and that if this trend continues, it could be 

detrimental to the delivery of sport (Daly, 1991a). In a South Australian study, 56 

per cent of sporting organisations indicated problems in retaining volunteers and 80 

per cent did not have a volunteer recruitment policy (Daly, 199 1 a). A statement 

made in the Australian Parliament noted the falling numbers of volunteers in New 

Zealand sport over a 12 month period (House Hansard, 1992). Such problems have 

also been noted by the Australian Sports Commission (1990) in providing evidence 

to the Inquiry into Sports Funding and Administration when it stated that: 

Many sports administrators report that the greatest single impediment to. 
servicing increased participation [in sport] is simply a lack of volunteers 
. . . sporting bodies throughout Australia report severe strains in 
attracting, training and retaining volunteers (p. 120). 

Declining volunteerism may be a result of a complex and wide range of 

interacting influences and many of the reasons for volunteers leaving their position 

within an organisation or leaving a club or association altogether are beyond the 

control of most sporting organisations. Daly (1 99 1 b) offered several reasons for the 

lowering of the priority being given to volunteering in sport, including: 

socioeconomic changes in a depressed economy, where both partners in a 

marriage are required to work and thus need to share leisure time to 

preserve the relationship; 

more liberal trading hours that encourage weekend shopping to 

accommodate the demographic changes mentioned above; 



rising fuel costs that limit travel other than the essential; 

a changing ethos with regard to community involvement and volunteering; 

an altering lifestyle in Australia that is encouraging older age groups to 

become involved in appropriate physical activities of their own. 

Other trends that might contribute to the declining retention of volunteers in 

sporting organisations include: 

the increasing complexity of 'managing' a sporting club or association; 

the risk of exposure to a law suit through negligent actions or omissions 

which lead to personal injury or loss for participants or the organisation; 

increased government funding that has enabled, and in some instances 

encouraged, sporting organisations to employ salaried staff who either 

subsume or are expected to carry out many of the day-to-day tasks 

previously conducted by volunteers; 

professionalisation of sports administration with the development of 

specialist tertiary courses which may lead to feelings of inadequacy 

among volunteers when judged by the 'work' standards of full-time, 

professionally prepared sports administrators; 

the increasing cultural diversity of the Australian population and 

consequential diversification of and demand for a wider choice of sporting 

activities and leisure pursuits; 

greater focus on sport as entertainment, especially in professional sport 

which is concerned with television coverage, ratings and spectator appeal 

which may be indirectly reducing active sports participation in its various 

forms including volhnteerism; 

the development of national competitions in a number of sports (e.g., 

hockey, water polo, netball) which may be perceived as channelling 



resources once available at the club level to higher levels within the 

organisation; 

greater emphasis on accountability and professionalism in order to gain 

govenunent funding and sponsorship deals which may be burdensome or 

overwhelming for volunteers. 

Notwithstanding trends towards professionalisation and the employment of 

paid staff, the Australian sport system remains dependent upon a large number of 

volunteers to effectively function and to deliver its services to members. 

Unfortunately, sporting organisations have little or no control over many of the 

social, political, legal and economic forces or changes in an individual's 

circumstances that may be causing reduced volunteerism in sport. However, if 

sporting organisations are to continue to function in their present form it is 

incumbent upon them to overcome problems in the recruitment and particularly the 

retention of volunteers. 

Volunteers and commitment 

If sporting clubs and associations are to be successful in the delivery of their 

programs and events they need to recruit volunteers with a sense of commitment. 

Sporting organisations that fail to retain the services of volunteers may have to 

expend greater levels of effort in recruiting and training new volunteers than in 

furthering organisational goals. The decision by an individual not to continue as a 

volunteer may be a symptom of his or her level of organisational commitment. A 

volunteer who has a low level of commitment to a sporting organisation is more 

likely to leave, even if there is not another volunteer available to fill their position. 

For some time organisational commitment has been recognised as an 

important construct for understanding a range of behaviours within the context of 



work organisations. Empirical studies have found that organisational commitment is 

related to levels of job performance, absenteeism and turnover among employees 

(e.g., Mowday, Porter and Steers, 1982). When sporting organisations have a better 

understanding of the processes that lead volunteers to become committed, they will 

be better able to come to terms with the reasons volunteers choose to take on certain 

roles and why they behave as they do within organisational settings. 

Volunteer administrators and committees 

Committees are the focal point for getting things done in most sporting 

organisations. They are necessary for the democratic operation of most clubs and 

associations but at the same time are a regular source of frustration for many 

volunteer sports administrators. Sporting club and association management 

committees are not always portrayed in a positive light. Descriptions such as: "a 

committee is a collection of the unfit, appointed by the unwilling, to perform the 

unnecessary"; "the best committee is a five member committee with four members 

absent"; and, "a camel is a horse designed by a committee", provide insights into 

how committees are viewed by those familiar with the administration of sport and 

the operations of committees. 

With such images of committees it is not surprising that people are reluctant to 

volunteer their time and effort as committee members. Given the nature of 

voluntary association committee 'work', it is a vital but often difficult task to retain 

the services of volunteer administrators. While some volunteers find committee 

meetings stimulating, others complain of long and tiresome meetings that seem to 

achieve little. Often when matters are resolved, they are met with opposition from 

the members of the club or association and even from within the ranks of the 

committee itself. Volunteer administrators also find themselves in the invidious 



position of being members, owners and clients of their organisations (see Pearce, 

1993). Short of resigning from the club or association or retiring from their sport, 

volunteers who do resign fiom a committee will still be affected by the decisions of 

the committee. They can find themselves in the no-win situation of being part of a 

dysfunctional committee that leads to increased levels of frustration or being 

frustrated by the decisions of the committee of which they are no longer a part. 

Volunteers may be more likely to be retained by a sporting organisation when 

they perceive the committee to be functioning positively. Highly committed 

volunteers will remain under almost any circumstances. However, less committed 

volunteers who feel their committee is, or has become, dysfunctional are more likely 

to resign. Sporting clubs and associations that develop and maintain a positive 

group environment through processes that emphasise high levels of cohesion, 

support, trust, openness and participation in decision making may be more likely to 

retain the services of volunteer administrators. Hence, an understanding of how 

committee members perceive the functioning of their committee and whether this 

influences their level of commitment to the organisation has implications for both 

theory and practice. 

Volunteers and motivation 

Two important and inter-related considerations in a study of volunteers include 

what volunteers bring to the organisational setting and what organisations offer 

volunteers in return for their services. Many studies have been undertaken in an 

attempt to discover what motivates individuals to offer their services as a volunteer. 

Heidrich (1990) made the observation that many studies provide useful 

information about the motivations of volunteers but have focussed on volunteers 



within single organisational or activity settings which limits their generalisability. 

In providing an overview of the literature, Heidrich listed a broad range of motives 

which included to gain experience and self-knowledge, for achievement purposes, 

the desire to meet expectations of others, for socialisation, to reciprocate for past 

services, to help others, for recognition, to fill leisure time, for self-expression and, 

to express a specific interest. 

In a review of the literature on volunteer motives, Pearce (1993) differentiated 

between two types of empirical research - that which seeks to identify the type of 

person who volunteers, and a smaller number of studies that attempt to identify the 

benefits received from volunteering. Pearce divided the former group of studies into 

four categories: socio-economic status; interpersonal networks; demographic 

characteristics; and, personality traits. Studies categorised as the benefits received 

were much less prevalent, and Pearce asserted that organisational theorists 

emphasise the outcomes of the setting (organisational goals) as an important 

justification for volunteering when there are low personal payoffs. In contrast, 

practitioners have stressed altruistic motives and others maintain that volunteers' 

self-interested motives such as the attraction of social connections is a major source 

of motivation. 

An understanding of the benefits of volunteering in relation to the commitment 

of volunteer administrators is important because of the central focus that motivation 

has in the study of organisational behaviour. Volunteers may not be motivated by 

the same rewards and sanctions as employees and this may have implications for the 

development and outcomes of organisational commitment. 



Objectives of this study 

The focus of this study is on the development of organisational commitment 

and its relationship to the retention of volunteer administrators in sport. It seeks to 

clarify the influence of perceptions about committee functioning and the individual 

benefits of volunteering in relation to the development of organisational 

commitment. It also aims to ascertain the importance of organisational commitment 

as a predictor of turnover amongst volunteer administrators. Specifically, this study 

will address the following questions: 

1) To what extent is organisational commitment related to structural factors 

such as organisational or committee size within sporting clubs and 

associations or the personal characteristics of the volunteers themselves? 

2) Are the benefits of volunteering or perceptions about committee hct ioning 

predictive of levels of organisational commitment amongst volunteer sports 

administrators? If so, what are the direct and comparative effects of these 

variables and are they evident over and above structural and personal 

factors? 

3) To what extent are organisational commitment, perceived committee 

functioning and the benefits of volunteering predictive of turnover among 

volunteer administrators? 

The principal units of analysis are individuals within sporting organisations 

whose role is one of volunteer administrator. A representative sample of volunteer 

administrators will be drawn from a study population of amateur sporting 

organisations from local clubs to the State level within the Brisbane metropolitan 

region. 



A longitudinal research design will be used and is considered necessary to 

overcome the inability of cross-sectional studies to demonstrate temporal 

relationships between variables and the stability of relationships over time. Several 

authors (Mowday et al., 1982; Reichers, 1986; Mathieu and Zajac, 1990; Meyer and 

Allen, 199 1) have called for the use of longitudinal methodologies in the study of 

organisational commitment. They have also noted the need to focus greater 

attention on the development of organisational commitment at different 'career' 

stages. 

Volunteer administrators are the focus of this study for several reasons. 

Firstly, it is primarily administrators who are responsible for the development and 

implementation of organisational policies and procedures in sport. As such, the 

focus of their attention is likely to be on the whole organisation. In contrast, the 

focus of a coach is generally on a team or the athletes rather than on the whole 

organisation. Secondly, much of a volunteer administrator's 'work' takes place in 

group settings such as committee meetings. As such, they are regularly exposed to 

the ways in which committees function and their attitudes toward the whole 

organisation are more likely to be influenced to a measurable degree by the 

functioning of their committee. The focus of other members such as players or 

competitors is more likely on a team or some other organisational unit within a 

sporting club or association. Finally, administrators fulfil instrumental roles within 

sporting organisations and are influential in determining organisational goals and the 

extent to which they are achieved. Consequently, they are in a position to be 

influenced by the philosophy, culture and values of their sporting club or 

association. 



Definitions used in this study 

For the purposes of this study the following definitions were used. 

Organisational commitment: ". . . the relative strength of an individual's 

identification with and involvement in a particular organization" (Mowday et al., 

1982, p. 26). 

Committee: ". . . two or more people elected or appointed to investigate, 

deliberate, sponsor, act or report on matters that have been assigned to them on 

behalf of a larger body of which they are a part" (Sessoms and Stevenson, 198 1, p. 

13 1). In sporting clubs and associations, committees are also known as boards, 

executive committees and management committees. 

Perceived committee functioning: The perceptions volunteer administrators 

have about the group processes that occur within the committee or board meetings of 

their sporting club or association in conducting its business. 

Volunteer administrator: A person elected or appointed to the committee or 

board of a sporting club or association for which they do not receive financial 

compensation in excess of reimbursement for expenses directly incurred or an 

honorarium. 

Recreation experience preference (benejt): ". . . denotes a desirable change of 

state; it is a specified improvement in condition or state of an individual, or group of 

individuals, of a society, or even non-human organisms" (Schreyer and Driver, 1989, 

p. 389). 

Sporting club or association: A not-for-profit voluntary association is "an 

organized group of persons (1) that is formed to further some common interest of its 



members; (2) in which membership is voluntary in the sense that it is neither 

mandatory nor acquired through birth; and (3) that exists independently of the state" 

(Sills, 1972, p. 363). 

Delimitations 

This study is delimited to community-based, not-for-profit sporting 

organisations based in the Greater Brisbane Metropolitan region (Australian Bureau 

of Statistics Brisbane Statistical Division) and managed by a voluntary committee or 

board. It does not include sporting organisations at the National or International 

level, nor does it include government, professional, private cr commercial sporting 

organisations, professional societies or associations related to sport or organisations 

that provide consultancy services or those whose primary business is to sell, hire or 

service sporting products or equipment. The criteria used to select organisations 

suitable for inclusion in the sampling frame are detailed in Chapter 3. The data was 

collected during 1993 and 1994 using a series of self-administered questionnaires. 

The subjects in this study were volunteer administrators within formal sporting clubs 

and associations. Volunteers participate in a whole range of formal and informal 

organisational settings and outside of organisations (see Parker, 1992). However, 

due to the organisational focus of this research, volunteers who offer their services 

informally or outside of organisational settings were beyond the scope of this study. 

Need for the study 

A study of the organisational commitment of volunteer sports administrators is 

needed and will contribute to the body of knowledge. According to Williams and 

Jackson (1 98 1) "volunteers expend much time, effort, and money in behavior 

directed toward achieving organizational and personal goals" (p. 46). However, 



besides a small number of exploratory studies, the sport research literature, and 

hence sporting organisations, seem to be largely unaware of the processes by which 

volunteers form psychological and behavioural attachments to sporting clubs and 

associations. Mowday et al. (1 982) stated "there appears to be growing and justified 

concern on the part of organizations regarding the causes - and cures - for reduced 

employee commitment and increased turnover and absenteeism" (p. 1). 

The commitment of volunteers in sport and the problem of turnover clearly 

needs to be addressed. Understanding the commitment of volunteers is important 

considering the magnitude of the volunteer effort and the likelihood that 

volunteerism in sport may be declining. This study provides an opportunity to 

contribute to a more thorough understanding of the organisational commitment 

construct. Further, Mowday et al. (1982) suggested that an understanding of 

commitment may clarify the psychological processes that help people to identify 

with objects in their environment and make sense of it. 

Organisational commitment has largely been researched in the context of work 

organisations and its importance in the organisational behaviour literature has been 

well established. Much less research effort has been directed to clarifying how 

volunteers are involved in and identify with sporting organisations. Importantly, 

Likert (1 96 1) reported the findings of his studies of voluntary organisations and 

made the point that when the economic motive was not present other motives were 

more easily identified. This facilitated the clarification of non-economic motives 

that were related to high levels of performance. The findings of this study have the 

potential to contribute to the theoretical development of the organisational 

commitment construct in so far as it will be examined under conditions where 

financial compensation or rewards are absent. 



In an applied sense, research about commitment in work organisations may 

have important implications for voluntary associations. However, the uncritical 

application of such findings in sporting organisations may be inappropriate and even 

counter-productive. Despite similarities there are some important differences 

between work organisations and voluntary associations. From an economic 

standpoint, two important differences are the supply of labour and financial rewards. 

Many sporting organisations have problems recruiting sufficient numbers of 

volunteers to fill all the necessary roles to enable the organisation to function 

effectively. Such problems do not regularly occur in most work organisations, 

especially under conditions of an over-supply of labour (high unemployment). 

There is also the issue of financial compensation associated with being an employee. 

Such rewards do not exist in most voluntary associations. In fact, there are often 

financial costs associated with fulfilling the role of being a volunteer in sport. 

In summary, the importance of volunteer sports administrators to the 

Australian sports system cannot be disputed. In numerical terms they are a 

significant and clearly discernible part of the population without whose efforts the 

functions of many sporting organisations would be disrupted. However, most of the 

theoretical development and applied research examining linkages between 

individuals and organisations has taken place with employees in large and 

structurally complex organisations. Volunteers are not employees and for the most 

part are not members of structurally complex organisations. A study that is 

conducted within the context of voluntary sporting organisations may offer different 

insights into the organisational commitment construct. A longitudinal methodology 

may also overcome some of the limitations associated with examining the temporal 

ordering of variables in cross-sectional studies. For the above reasons, a study of 



organisational commitment among volunteer sports administrators is both important 

and timely. 

Assumptions 

Consistent with the school of thought in the organisational behaviour 

literature, known as the contingency approach4 this study takes the position that 

there is not 'one best way' to manage individuals within organisations or to develop 

a sense of organisational commitment. Organisational behaviour and the 

development of attitudes towards organisations are a result of a complex set of 

factors and interacting forces such as personal characteristics, situational factors, 

organisational culture, interactions between individuals and groups and 

organisational structure (Baron and Greenburg, 1990). 

From an organisational perspective, a major assumption is that sporting 

organisations are rational entities that exist to pursue goals (Robbins and Barnwell, 

1989). Commitment directed towards these goals by individual volunteers is crucial 

if sporting clubs and associations are to function effectively. Organisations are also 

social systems consisting of formal and informal groups that establish and maintain 

norms and are open systems characterised by dynamic interactions with their 

environment. To survive and grow, sporting organisations rely on their surrounding 

environment for the provision of inputs (e.g., the time and efforts of volunteers) and 

the absorption of outputs (e.g., services valued and used by the community). They 

are dynamic because they both rely upon and are affected by the actions of 

volunteers. This implies that internal organisational processes such as 

communication, leadership, goal setting, decision making and conflict resolution can 

A number of writers (e.g., Dunkerley, 1972; Lorsch, 1987; Wright and Robbins, 1989) in the field 
of organisational behaviour provide historical accounts of major developments in management and 
organisation theory. 



be identified and measured. These may persist or change over time depending upon 

the actions of individuals within the organisation and its responsiveness to changes 

in the external environment. No intervention will be taken by the researcher to 

control or manipulate these influences other than taking field based measures on 

repeated occasions. 

From the perspective of the individual, it is assumed that human beings have 

needs that they seek to satisfy, have innate capacities for development and that they 

develop in response to social environments. Individuals identify and develop 

linkages with organisations that vary in terms of intensity (high or low) and direction 

(positive or negative) and are more likely to develop to the limit of their capacities in 

a social environment that is participative, supportive and responsive to their 

individual needs. 

The formation of attitudes and the behaviour of members within an 

organisation are reciprocal and dynamic. Organisationally relevant attitudes and 

behaviours are a function of individllal predispositions and of the characteristics of 

the organisation. These predispositions and characteristics can be measured in a 

reliable and valid way using self-administered research instruments. Further, 

members make rational decisions about joining voluntary associations and are more 

likely to retain their membership when they feel satisfied that their needs are being 

met and their values agree with those of the organisation. Individuals benefit by 

fulfilling many of the personal needs they bring to the organisation. Simultaneously, 

the members of organisations benefit by achieving goals through the individual and 

collective actions of its members. 

From an organisational behaviour perspective, this study attempts to explain 

the formation of attitudes towards and behaviour within sporting organisations based 



on the extent volunteers perceive that the experiences provided by the organisation 

fulfil their psychological needs. This does not imply that a conscious decision is 

necessarily made by volunteers to further the goals of an organisation only when 

they perceive that their needs as a volunteer are being met. Volunteers who view 

their activity as leisure that is satisfying, may contribute to an organisation's goals 

without reference to the rewards offered by the organisation. 

An assumption has also been made concerning focus of the commitment of 

individual volunteer sports administrators. Morrow (1 983) and Reichers (1 985) 

raised the issue of commitment being directed to constituencies within an 

organisation (e.g., clients, co-workers) rather than to the organisation itself. 

Previous studies of commitment in leisure research have conceptualised 

commitment in terms of enduring involvement within a particular leisure setting, 

activity or experience (see McIntyre, 1989). It is not the purpose of this study to 

measure the commitment of individuals to the role of being a volunteer or as a 

particular leisure pursuit. The notion of 'service to others' makes it quite plausible 

that commitment as a volunteer is not necessarily to the activity of volunteering, per 

se. Commitment may be directed towards the organisation within which an 

individual is a volunteer. 

In summing up, to the extent that organisations are not rational entities and 

individuals do not necessarily perceive volunteering as a freely chosen or leisure 

activity, do not make rational decisions about their choice to volunteer and that the 

organisation is not the focus of commitment, the findings of this study will be 

limited. These assumptions will be addressed further through a review of related 

literature. 



Limitations 

As with most research there is the potential for limiting factors. One indication 

of the strength or utility of a theoretical construct is its ability to explain phenomena 

across a variety of situational and contextual settings. While voluntary associations 

and work organisations display similarities (e.g., system of abstract rules, hierarchy 

of authority) they also have dissimilarities. For example, leaders in voluntary 

associations are often elected rather than appointed and reward systems are not based 

on pay or promotion. This study will be limited to the extent that well-documented 

processes in work organisations may influence the development of organisational 

commitment differently within voluntary associations. Further, the validity and 

reliability of psychometric scales that have been developed within the context of 

work organisations may be adversely affected by adapting them to suit voluntary 

associations. 

The use of a longitudinal research methodology does not equate with cause 

and effect. The results of this research may well find temporal ordering and 

relationships among the variables, but will need to be careful not to infer that there is 

a cause and effect process. It is quite plausible that there will be some degree of 

reciprocal causation between organisational commitment and other variables 

hypothesised as independent. 

There is also potential for subject drop-out due to various personal and 

situational factors. This will be minimised by making personal contact with subjects 

during the initial stages of data collection and maintaining periodic but regular 

written contact throughout the data collection process. Even so, the results will be 



biased to the extent that, as a group, drop-outs display different levels of 

organisational commitment than those who complete the study. 

A final limitation is the accuracy and timeliness of records about sporting 

organisations that will be used as a sampling frame for this study. A random 

selection process will minimise researcher bias in the selection of the sample. 

However, the results will less than accurately represent the views of volunteers 

where records are out-of-date or organisations selected do not meet the selection 

criteria or do not consent to participate in the study. Non-consent will also be a 

limitation when individual sports administrators are asked to make a decision about 

whether or not to participate in the study. 

Summary 

It has been argued that many sporting clubs and associations are in the position 

of being unable to recruit or retain sufficient numbers of volunteers. Organisational 

commitment was identified as an important construct in understanding the formation 

of attitudes and behaviour of individuals within formal organisations. It was 

reasoned that the development of organisational commitment among employees is 

an important factor in employee performance and reduced turnover. The same may 

be true for volunteer sports administrators within sporting clubs and associations. 

However, a study of the development of organisational commitment amongst 

volunteers may minimise the risk of inappropriately using strategies, found to be 

effkctive in work organisation, in voluntary associations. 

The purpose of this study is to extend what is known about organisational 

commitment as a factor in explaining the attitudes and behaviour of volunteer sports 

administrators. Theoretical propositions belonging to the domain of work 



organisations will be tested for greater generalisability, not through their application 

to other work organisations but within voluntary sporting associations. This study 

will consider selected personal and organisational influences in the development of 

organisational commitment and its influence on volunteer turnover. It does not 

consider outcomes such as organisational performance or the affects of 

organisational commitment on other aspects of individual's lives outside of 

volunteering as a sports administrator. 

The following chapter will review the literature related to organisational 

commitment, volunteering as leisure, and discuss the notion of committee 

functioning. Subsequent chapters will specify the methodology used, present and 

discuss the results obtained, draw conclusions, and explain implications for further 

theoretical development, organisational practice and future research. 



CHAPTER 2 
LITERATURE REVIEW 

The major purpose of this chapter is to examine the concepts and theories that 

underpin and provide a framework for this study. This chapter endeavours to 

identify and specify the major concepts and variables under study, to consider 

theoretical linkages between these concepts, and to provide a review of empirical 

research that examines relationships among these variables. It also attempts to 

determine implications for this study for volunteers in amateur sporting 

organisations. 

Organisational commitment 

Organisational commitment and other organisationally related employee 

attitudes (e.g., job satisfaction and job involvement) have been of interest to the field 

of organisational behaviour for a number of decades. Understanding such attitudes 

is important because they are often influential in key aspects of organisational 

behaviour such as task performance, absenteeism, and turnover (Baron and 

Greenberg, 1990). Organisational commitment is an attitude possessed by an 

individual towards an entire organisation, such as a sporting club or association. As 

an attitude it may vary in its direction (positive or negative) and magnitude (weak or 

strong). It reflects the extent to which an individual identifies with and is involved 

in an organisation (Mowday, Porter and Steers, 1979). 



The vast number of studies on organisational commitment indicates its 

importance as a valuable construct for understanding a range of behavious in work 

organisations (O'Reilly & Caldwell, 1980) and other types of formal organisations 

such as voluntary clubs and associations. Bateman and Strasser (1984) reinforce this 

point by suggesting that the study of organisational commitment has continued for a 

number of reasons. Not the least of these reasons is that empirical studies have 

demonstrated that organisational commitment is related to employee behaviours 

such as turnover and absenteeism. Organisational commitment is also related to 

attitudinal and cognitive constructs including job satisfaction, job involvement and 

job tension, characteristics of the employee's job and role, and to the personal 

characteristics of employees such as age, gender, job tenure and need for 

achievement. They suggest that this range of relationships points to the importance 

of understanding this construct. 

One problem in reviewing the organisational commitment literature is the wide 

variety of conceptualisations, theoretical foundations, components and dimensions, 

and measurement techniques used. It has been studied as an independent variable, a 

dependent variable, a covariate, and as a correlate of numerous antecedent and 

outcome variables. The study of organisational commitment has also been 

approached from attitudinal and behavioural standpoints and has been studied prior 

to and at various stages after organisational entry. 

The purpose of this section of the review is to discuss the concept and major 

theoretical perspectives of organisational commitment. Later sections will provide a 

review of literature relevant to this study and variables that have been found to be 

empirically related to organisational commitment. 



The concept of organisational commitment 

According to Mowday, Porter and Steers (1 982) the concept of organisational 

commitment can be characterised by: 

(a) a strong belief in and acceptance of the organization's goals and 
values; (b) a willingness to exert considerable effort on behalf of the 
organization; and, (c) a strong desire to maintain membership in the 
organization (p. 27). 

They hypothesise that commitment can be inferred both from an individual's 

expressions of beliefs and opinions and from his or her actions. Buchanan (1974) 

holds the view that the concept of commitment consists of: 

(1) identification - adopting as one's own the goals and values of the 
organisation; (2) involvement - psychological immersion or absorption 
in the activities of one's work role; and, (3) loyalty - a feeling of 
affection for and attachment to the organisation (p. 533). 

In contrast, Becker (1960) conceptualised commitment as consistent lines of 

activity that persist over time and which lead to the rejection of alternative activities. 

Commitment develops as a result of side-bets that act to constrain present activities 

as long as the committed individual recognises that he or she has made a side-bet. 

According to Cohen and Lowenberg (1 990), side-bets refer to the "accumulation of 

investments valued by the individual which would be lost if he or she were to leave 

the organization" (p. 1016). Within the context of leisure, Buchanan (1985) took a 

more eclectic view and conceptualised commitment "as a complex phenomenon that 

encompasses a wide variety of behaviors, sociaVpsychologica1 attachments, and 

structural influences" (p. 410) and postulated that: (1) commitment requires 

consistent or focussed behaviour and implies rejection of alternative behaviours; (2) 

is a function of side-bets; and, (3) requires some degree of affective attachment to 



the goals and values of a role, an activity or an organisation. Each of these 

conceptualisations of organisational commitment has emerged from a substantial 

body of sociological and organisational theory and empirical studies. They view 

organisational commitment either attitudinally (e.g, Mowday et al., 1982), or 

behaviourally (Becker, 1960), or as some combination (e.g., Buchanan, 1985). 

The conceptualisations that take a predominantly attitudinal approach (e.g., 

Mowday et al., 1982; Buchanan, 1974) identify the notion of adopting the goals of 

the organisation as one's own, affectively identifying with an organisation and being 

willing to exert effort for the benefit of the organisation. More recent work by 

Meyer and Allen (1 99 1) takes the position that even though several 

conceptualisations of attitudinal commitment have appeared in the literature, each 

reflects one of three general themes: affective attachment; perceived costs (side- 

bets); and, obligation. Meyer and Allen label these components as affective, 

continuance and normative commitment, respectively. The behavioural approach 

(e.g., Becker, 1960) points to consistent lines of activity, rejections of alternative 

behaviours and the sunk costs or non-transferable benefits of long-term 

organisational membership. Buchanan's (1 985) more eclectic approach incorporates 

both the behavioural and attitudinal viewpoints in his conceptualisation in relation to 

leisure behaviour. In the following sections the behavioural and attitudinal 

approaches are examined more closely. 

Behavioural commitment 

A prominent theoretical basis for a number of research efforts that have 

focused on the process by which an individual's past behaviour serves to bind the 

person to an organisation is side-bet theory. Becker (1960) attempted to define the 

nature of acts or states of commitment, specify the conditions under which 



commitment develops, and reveal the consequences of committed behaviour or 

states. 

Becker attempted to separate the elements of commitment into consistent lines 

of behaviour and side-bets. Side-bets lead to consistent lines of activity and can be 

made in a number of ways, especially where a person becomes involved in a social 

organisation. He argued that the existence of generalised cultural expectations, the 

operation of impersonal bureaucratic rules, and the process of individual adjustment 

to social positions are possible ways in which side-bets develop and act to constrain 

present activity. In some instances, commitments are not made consciously, but 

may develop through a series of acts, which when taken together constitute 

significant side-bets. For example, a sport administrator may first become part of a 

committee to assist with the efficient administration of a club of which his or her 

child is member. Following a number of years as a volunteer in a variety of roles, 

the individual may find themselves strongly identified with the club and takes on a 

senior position such as president. The time devoted to this role may result in 

sacrifices being made elsewhere, further committing him or her to the role, to the 

organisation or to both. 

An alternate view is that conscious decisions do not always result in consistent 

lines of activity and commitments will result only when the side-bets become 

sizeable and are valued by the individual. Reichers (1985) states that "commitment 

is a function of the rewards and costs associated with organizational membership; 

these typically increase as tenure in the organization increases" (p. 468). 

Salancik (1977) argued that an individual's past behaviour is binding and once 

an individual commits him or her self to a particular behaviour they must find 

mechanisms for adjusting psychologically to such commitments. Salancik points to 



four characteristics that make behavioural acts binding. Explicitness, revocability, 

volition and publicity are characteristics of behaviour that determine the extent of 

commitment. Explicitness refers to the extent to which an action can be said to have 

occurred. Revocability is reversibility of the action and Salancik asserted that 

individuals try out actions to see whether they are suitable. Explicitness and 

revocability link action to outcomes, whereas volition links action to the individual. 

Salancik identifies several characteristics of the volition of an action including 

choice, the presence of external demands and extrinsic bases for action, and the 

presence of other contributors to action. Publicity is the characteristic that ties 

action into a social context. Publicity is the extent to which particularly significant 

others know of an action, and is said to affect commitment. Reichers (1985) 

described this approach as attributional in that "individuals attribute an attitude of 

commitment to themselves after engaging in behaviours that are volitional, explicit, 

and irrevocable" (p. 468) and presumably, public. 

Attitudinal commitment 

An attitude, according to Fishbein and Ajzen (1975) is "a learned 

predisposition to respond in a consistently favorable or unfavorable manner with 

respect to a given object" (p. 6). In researching the question of psychological links 

between organisational commitment, employee retention, and job performance, 

Steers (1 977) hypothesised a relatively simple model that incorporated both 

antecedents and outcomes of organisational commitment. His model consisted of 

two major components. Antecedents of organisational commitment were grouped 

into three main categories-personal characteristics, job characteristics and work 

experiences. Organisational commitment was regarded as an attitude expressed as 

affective attachment to an organisation. The outcomes of organisational 



commitment were mainly concerned with behaviour or behavioural intentions 

expressed as on-the-job performance (e.g., absenteeism, tardiness) and turnover 

(leaving the organisation). The personal characteristics in Steers' model were age, 

education, tenure and need strengths. Job characteristics were the core dimensions 

of autonomy, variety, feedback and task identity. Steers also added the opportunity 

to develop close fiiendships at work. Work experiences included four variables 

identified by Buchanan (1 974) and considered the influence of group attitudes 

towards the organisation, the extent to which expectations were met, feelings of 

personal importance, and organisational dependability. 

In a major work in the area of organisational commitment, entitled Employee- 

Organisation Linkages: The psycho log^ of Commitment, Absenteeism, and 

Turnover, Mowday, Porter and Steers (1982) built upon the earlier work of Steers 

(1977). They have added a category of antecedents, labelled structural 

characteristics, to Steers7 model and broadened the job characteristics category to 

include employee roles (see Figure 2.1). In discussing the concept of organisational 

commitment, they argued that it involved an active relationship in which individuals 

were willing to contribute to the well-being of the organisation through giving 

something of themselves. Organisational commitment can be inferred fiom an 

individual's attitudes and beliefs and from his or her actions. They pointed out that 

individuals can also be committed to other aspects of their environment. 

An important contribution of Mowday and his colleagues has been the 

development of a psychometric scale for the measurement of organisational 

commitment. The statistically reliable and valid Organisational Commitment 

Questionnaire (OCQ) has been used across a diverse range of organisations to 

measure the direction and magnitude of organisational commitment. The existence 





may be different. Kelman described three processes of accepting influence - 

compliance, identification and internalisation. Compliance occurs when an 

individual accepts influence in seeking a favourable reaction from another person or 

a group. Such behaviour is adopted because the individual expects to gain specific 

rewards or to avoid punishment, not because the individual believes in its content. 

Identzjkation occurs when an individual wants to develop or maintain a satisfying 

relationship with another person or group. Internalisation is a more intrinsically 

rewarding process in which the individual accepts influence because of the content 

of the induced behaviour. There is congruence between the individual's value 

system and the induced behaviour. In contrast to compliance and identification, in 

the process of internalisation, satisfaction is derived from the content of the new 

behaviour, not from extrinsic sources. Kelman postulated that the determinants for 

each process (compliance, identification and internalisation) can be distinguished on 

the basis of the nature of the anticipated effect, the source of the influencing agent's 

power and the way in which the induced behaviour has emerged. Taking an 

example from a sporting organisation, an individual may decide to volunteer as an 

administrator initially on the expectation of gaining the approval of others on the 

committee and within the sport itself. He or she may continue in the role and 

develop a sense of identification with other individuals on the committee. 

Furthering their 'career' as a volunteer administrator, a degree of congruence may 

develop between their value system and that of the wider organisation. Hence, their 

motives become more intrinsic as they internalise the values of the organisation, 

rather than seeking rewards such as status, recognition or peer approval; factors 

which may have been important factors in their initial decision to volunteer. 

Etzioni (1980), drawing on his 1961 work, argued that compliance exists 

universally in all social units, is a central element of organisational structure and can 



be used as a basis to classify organisations. He asserted that organisations must 

continually recruit participants with a positive orientation to organisational power, 

and distinguished among three kinds of power (coercive, remunerative and 

normative) and three kinds of involvement (alienative, calculative and moral). 

Associations between power and involvement constitute compliance relationships 

that may be congruent (e.g., normative power and moral involvement) or 

incongruent (normative power and alienative involvement). According to Etzioni 

(1980), involvement exists on a continuum and has dimensions of intensity and 

direction. Individual involvement can be moral (strong and positive commitment), 

calculative (weak commitment), or alienative (strong and negative commitment) and 

is based on control mechanisms often employed by organisations to encourage 

compliance with organisational goals. Moral involvement represents a "positive and 

intense orientation to the organization and is based on the internalization of the 

organization's goals, values, and norms and on an identification with authority" 

(Mowday et al., 1982, p. 21). The basis of moral involvement tends to be normative 

and rests with the allocation of symbolic rewards. Calculative involvement is less 

intense and is based largely on the exchange relationship. Members become 

committed to an organisation because they see a beneficial or equitable exchange 

relationship between their contributions to the organisation and the rewards or 

recognition that they receive. Remunerative power is often associated with 

calculative commitment. For example, a volunteer administrator may develop 

greater commitment to the organisation when given an opportunity to travel with a 

representative team. Alienative involvement, most often based on coercive power, is 

a negative orientation toward the organisation and is typically found in organisations 

where individual behaviour is severely restricted. An example in the sporting 



context might be the coercion experienced by the parent of a junior player to 

'volunteer' to officiate as a condition of their child's participation. 

Kanter (1968) also suggested that there are three forms of commitment but that 

each results from different behavioural requirements being imposed on individuals 

by the organisation. Kanter's three forms of commitment are highly interrelated in 

contrast to Etzioni's categorical approach. Organisations simultaneously rely on all 

three mechanisms to strengthen commitment. Continuance commitment is a 

member's dedication to the survival of the organisation and is believed to be based 

on members making personal sacrifices to join or to remain with an organisation. 

Cohesion commitment is an attachment to the social relationships in an organisation. 

According to Kanter, organisations engage in a variety of activities (e.g., public 

announcements of new members, badges, uniforms) to develop an individual's 

psychological attachment to the organisation. Such practices exist in many sporting 

organisations and are aimed at increasing cohesion among group members and as a 

result, commitment. Control commitment occurs as a result of attachment to the 

norms of the organisation to the extent that they shape behaviour in desired 

directions. It exists when an individual believes that the norms and values of the 

organisation are important guides to suitable behaviours in everyday acts. The term 

"organisation man" has been used to describe such individuals who live their lives 

by what is good for the organisation or by what the organisation would approve 

(Randall, 1987). 

The theoretical frameworks postulated by Kelman, Etzioni and Kanter share several 

commonalities and some important differences in explaining the theoretical 

propositions that underlie the behavioural and attitudinal commitment constructs 

discussed earlier. For example, the cohesion and control processes identified by 

Kanter that elicit required behaviours within an organisation are quite similar to the 



identification and internalisation processes of Kelman. Kanter's position that 

several processes can operate simultaneously to strengthen commitment contrasts 

strongly with that of Etzioni who points to several quite distinct power-compliance 

relationships that lead to different forms of commitment to social organisations. 

Kanter also indicated that commitment is a much more unidimensional concept 

compared to Etzioni. Further contrasts are also evident in the attitudinal approach 

taken by Etzioni, compared to the more behaviourally oriented stances of Kelman 

and Kanter. 

These theories draw attention to some important differences between the 

behavioural and attitudinal conceptualisations of organisational commitment. In the 

behavioural approach organisational commitment is viewed in terms of the 

perceived costs and benefits (sunk costs) of long term organisational membership 

and is characterised by consistent lines of activity and making personal sacrifices. In 

contrast, the attitudinal approach is characterised by an emphasis on a sense of 

attachment between individuals and organisations which develops in the affective 

domain. These perspectives have been driven to a large extent by the temporal 

ordering of behavioural and attitudinal commitment. Does a consistent line of 

activity lead to the formation of positive attitudes towards an organisation? 

Alternatively, does an individual initially develop an attitude towards an 

organisation and behave in a manner consistent with that attitude? In the following 

section, the reciprocal relationship between behavioural and attitudinal commitment 

is examined. 

Reciprocal influences between attitudinal and behavioural commitment 

A dominant theme underlying the approach of Mowday et al. (1982) was the 

notion of exchange, in which employees seek desirable outcomes from the 



organisation in 'exchange' for their commitment to the organisation. While a 

somewhat simplistic notion, the exchange process provides a link between two 

otherwise divergent theories of organisational commitment. On the one hand, 

organisational commitment can be seen as a relatively low intensity and calculated 

relationship in which individuals weigh up the costs and rewards associated with 

their membership of an organisation (behavioural commitment). On the other hand, 

organisational commitment is characterised by a more intense and positive 

orientation to the organisation that typically develops within the affective domain 

(attitudinal commitment). 

Mowday et al. (1982) argued that while the distinction between attitudinal and 

behavioural commitment may be useful, neither approach is superior. They argued 

that behavioural and attitudinal commitment are cyclical and closely related. 

Cognitive dissonance theory would suggest that a committing behaviour leads to the 

development of congruent attitudes, which in turn lead to further committing 

behaviours. Attitudinal commitment is concerned with the process of how 

individuals feel about an organisation and the extent to which they consider their 

values to be congruent with those of the organisation. Individuals with a positive 

view of an organisation are more likely to retain their membership and act in ways 

that contribute to furthering the goals of the organisation. Alternatively, behavioural 

commitment investigates the problem from the perspective that individuals become 

bound to an organisation through certain actions. Under conditions that increase felt 

responsibility, behaviour may influence attitudes that, in turn, influence subsequent 

behaviour. 

Meyer and Allen (1991) pointed out that the two approaches reflect differing 

research traditions. They posit that in the attitudinal approach, much of the research 

effort has aimed at identifying antecedent conditions that lead to the development of 



organisational commitment and the behavioural outcomes of commitment. The 

behavioural approach has focussed on studying the conditions that tend to encourage 

a behaviour to be repeated and the effects of this behaviour on attitude change. 

According to Meyer and Allen (1 99 1) 

In the attitudinal approach, the behavioral consequences of commitment 
are likely to have an influence on the conditions that contribute to 
stability or change in commitment. In the behavioural approach, 
attitudes resulting from behavior can be expected to affect the likelihood 
of that behavior occurring again in the future (p. 62). 

There is empirical evidence that has lead to this viewpoint. For example, in a 

longitudinal study of psychiatric technician trainees, Porter, Steers, Mowday and 

Boulian (1 974) found that organisational commitment measured as an attitude was a 

significant predictor of subsequent behaviour (employee turnover) and was better 

able to discriminate between stayers and leavers than various components of job 

satisfaction. Pierce and Dunham (1 987) also found that organisational commitment 

had a significant association with behavioural intentions to leave an organisation, 

which in turn was significantly associated with actual turnover behaviour. 

A major limitation with the view that attitudinal and behavioural commitment 

are reciprocally influential is that, by implication, there is a direct relationship 

between the two approaches. Drawing from the theoretical work of Fishbein and 

Ajzen (1975), an individual will value his or her membership of an organisation or a 

specific part of it (e.g., management committee) and work towards furthering its 

goals if he or she believes that certain expectations will be met (e.g., they will enjoy 

the experience), and that relevant others (e.g., family, team mates, friends) think that 

he or she should. Therefore, an individual who has a positive form of attachment to 

an organisation will act in a manner consistent with their view if their attitude to that 



behaviour and subjective norms have significant weight and they feel that their 

actions will lead to certain expected outcomes. 

The point is that viewing the nexus between attitudinal and behavioural 

commitment as a direct and cyclical relationship is over-simplifying the issue. It 

ignores the complex interactions experienced by individuals as they attempt to 

reconcile latent differences between their actions and feelings within the context of 

the expectations of significant others both within and outside an organisation. This 

raises the issue that the state of being organisationally committed can hold different 

meanings for different individuals and that the process of becoming committed is 

somewhat individualistic. Organisational commitment is likely to develop as a 

result of a range of interrelated and at times quite distinct processes. It can also vary 

in terms of its nature, direction and level of intensity both within and across 

individuals and within organisational settings. 

Meyer and Allen (1991) have attempted to deal with these complexities in the 

relatic~ship between attitudinal and behavioural commitment in their three 

component model of organisational commitment. In incorporating the separate 

research traditions of the attitudinal and behavioural approaches, Meyer and Allen 

have taken the position that organisational commitment is a psychological state that 

reflects a "desire, a need andfor an obligation to maintain membership in the 

organization" (p. 62). They labelled these psychological states as affective (desire), 

continuance (need) and normative (obligation) commitment (see Figure 2.2). 

Affective commitment is a virtually identical construct to that of Mowday et al. 

(1982). It refers to emotional attachment to, identification with, and involvement in 

an organisation. Continuance commitment tends to incorporate the theoretical tenets 

of side-bet theory in that it "refers to an awareness of the costs associated with 



Figure 2.2 

A three-component model of organisational commitment 

(Meyer and Allen, 1991, p. 68). 

leaving the organisation" (Meyer and Allen, 199 1, p. 647). Earlier, Mathieu and 

Zajac (1 990) labelled this conceptualisation of commitment as calculative 

commitment. Normative commitment is an obligation to remain with an 

organisation based on socialisation, organisational investment and the strength of the 

reciprocity norm. 



Synthesis 

The question of whether organisational commitment should be conceptualised 

attitudinally or behaviourally is far from being resolved in the research literature. 

Mowday et al. (1982) have argued that neither approach is superior. This study 

takes the attitudinal approach wherein organisational commitment is characterised 

by an intense and positive orientation towards an organisation that largely develops 

within the affective domain. Consistent with the conceptualisations of Mowday et nl. 

(1982) and Buchanan (1 974) and the affective commitment component of the Meyer 

and Allen (1991) model, organisational commitment is viewed as the adoption of the 

organisation's goals as one's own, identifying affectively with an organisation, 

placing value on membership, and wanting to exert considerable effort on behalf of 

the organisation in order for it to achieve its goals. 

Theories of behavioural commitment emphasise the exchange process and the 

influences of sunk costs. Such concepts have more relevance to employees than to 

volunteers. Volunteers operate in what have been described as behaviourally weak 

environments (see Pearce, 1993). As such, behavioural indicators of commitment 

(e.g., regular meeting attendance) are more situationally constrained for volunteers 

than employees with the potential for quite erroneous indicators of commitment to 

exist if measured solely in behavioural terms. 

Even though organisational commitment is conceptualised primarily as an 

affective construct in this study, the importance of behavioural conceptualisations 

should not be overlooked. The actions of volunteer administrators are in and of 

themselves likely to influence the direction and intensity of their commitment to an 

organisation. Just as it is important to understand the relationships between 



organisationally relevant attitudes and the needs and perceptions of individuals, it 

will also be prudent to explore the influence of past behaviours on organisational 

commitment (e.g., years as an organisational member, hours spent volunteering and 

the proportion of time spent volunteering in comparison to other roles). This study 

aims to measure organisational commitment at several points in time and examine it 

in relation to other variables. Although viewed as an attitudinal concept, in this 

study organisational commitment will be examined both as a predictor and an 

outcome variable. 

Significant progress has been made in the development of statistically reliable 

and valid psychometric instruments to operationalise organisational commitment 

attitudinally. These instruments have been developed, tested and applied across a 

wide variety of organisational settings. Many of the behavioural measures of 

organisational commitment used in studies of work organisations, such as rates of 

absenteeism and turnover, are not routinely recorded by amateur sporting 

organisations. Thus the measurement of organisational commitment in behavioural 

terms would be reliant on volunteers recalling past behaviours, but such indicators 

may lack reliability. 

The foregoing discussion has concentrated on the state of being committed to 

an organisation from two general perspectives. It has highlighted the complexities 

of interrelationships between behavioural and attitudinal conceptualisations of 

organisational commitment. The intensity and direction of organisational 

commitment experienced by an individual is subject to a range of influences but 

does not begin to develop until that individual anticipates joining and actually joins 

an ,organisation. Attention is now directed to organisational commitment as a 

developmental construct that is subject to the personal dispositions of individuals 



and to their perceptions about various stimuli within a particular organisational 

setting. 

The development of organisational commitment 

Although organisational commitment has been established in the literature as a 

stable construct, like job satisfaction and other attitudes in the workplace, it is 

subject to changes in intensity and direction over time. Consistent with the 

assumption that the behaviours and attitudes of individuals are subject to influences 

within their environment, organisational commitment develops in response to 

changing perceptions and personal circumstances. Further, organisational 

commitment is experienced at differing levels of intensity, its rate of change varies 

within and across different individuals, and is the result of a variety of personal and 

situational factors. 

Mowday et al. (1982) took the position that organisational commitment 

develops through several career stages and is largely the result of reciprocal 

influences of commitment attitudes and committing behaviours that strengthen over 

time. Organisational commitment is characterised by increasing consistency among 

attitudes, perceptions and behaviours as tenure in an organisation increases (Staw, 

1980; Salancik, 1977). Mowday et al. (1982) suggest that organisational 

commitment begins to develop prior to organisational entry (anticipation), through a 

stage of early employment (initiation) to mid and later career stages (entrenchment). 

They proposed, and provided empirical evidence, that different factors are important 

at different stages of career development and they supported the earlier findings of 

Buchanan (1 974). 

Reichers (1986) has also proposed a developmental model and postulated that 

different categories of antecedents or correlates may be operative at various points in 



time. Reichers noted that antecedents of commitment can be "roughly classified as 

psychological (expectations, challenge, conflict), behavioral (volitional, irrevocable 

acts) andlor structural (tenure in the organization, accumulated investments/sunk 

costs)" (p. 5 13). In proposing his developmental model, Reichers argued that 

psychological attachments to the organisation tend to occur in the very early stages 

after organisational entry. Behavioural linkages emerge over time to bind the 

individual to the organisation and in turn individuals attribute the commitment 

attitude to themselves. In later career stages, structural variables such as 

investments, sunk costs and lack of opportunities elsewhere, act in concert with 

behavioural and psychological linkages to further strengthen the individual's 

attachment to the organisation. It should be noted that Reichers used the term 

"commitments" as plural on the basis that organisations are made up of a number of 

constituencies and that each of these organisationally relevant groups (e.g., co- 

workers, top-managers, customers and unions) may pursue goals that are in conflict. 

Meyer and Allen (1991) have also focussed attention on the process of 

becoming organisationally committed. They proposed a model in which it was 

postulated that each of the three components of commitment develop as a result of 

quite different influences (cf. Etzioni, 1961). Much of their research effort has been 

directed at developing parsimonious measures of their three components of 

commitment. Their Continuance Commitment Scale (CCS) seems to measure an 

independent construct in that it does not correlate significantly with either the 

Affective Commitment Scale (ACS) or the Normative Commitment Scale (NCS). 

However, the ACS and NCS correlate significantly. Not unexpectedly, 

organisational commitment measured with the ACS correlated strongly with 

organisational commitment measked with the OCQ of Mowday et al. (1982). 



Meyer and Allen (1 99 1) emphasised the importance of the person-environment 

fit hypothesis in the development of affective commitment and ask whether there is 

a universal set of needs that workers seek to satisfy, and whether there are individual 

differences, or if employees see the organisation as responsible for the fit. The 

development process may be most straight forward with continuance commitment. 

It is argued that employees whose primary attachment to the organisation is a high 

level continuance commitment tend to exert more effort for the organisation where it 

is believed that continued employment requires such performance. Conversely, 

where employment is virtually guaranteed performance may be minimal. Drawing 

on the work of Wiener (1 982) normative commitment is said to result from the 

internalisation of normative pressures and that socialisation experiences may be 

important in this process. 

The models proposed by Mowday et al. (1982) and Reichers (1986) maintain 

that commitment is a linkage between an individual and an organisation that 

develops through several stages with different categories of antecedents emerging to 

assume greater importance at each stage. In the Mowday et al. (1 982) model, 

behavioural and attitudinal influences play a reciprocal role. In contrast, Reichers 

(1 986) believes that attitudinal, behavioural and structural influences are more linear 

and their effects on commitment are cumulative. Meyer and Allen's (1991) three 

components of commitment develop simultaneously but "somewhat independently 

of the others as a function of different antecedents" (p. 4). The major distinguishing 

feature of their developmental model is that organisational commitment is viewed as 

a multi-faceted concept that does not always progress through particular stages of 

development. However, their organisational commitment scales do not clearly 

discriminate between affective and normative commitment. Furthennore, their 

conceptualisation of affective commitment is quite similar to Mowday et al. (1 982). 



There are some important linkages between the assumptions that underpin the 

organisational commitment models of Mowday et al. (1982), Reichers (1986), and 

Meyer and Allen (1991) and the theories of commitment discussed earlier. 

Kelman's (1 958) compliance process of accepting influence in the expectation of 

gaining a specific reward is similar to Etzioni's (1961) calculative form of low 

intensity involvement and provides a theoretical basis for Meyer and Allen's 

continuance commitment. In contrast, affective commitment is based on a positive 

and intense form of attachment to the goals, values and norms of the organisation 

(cf., Etzioni's moral involvement; Kanter's continuance and control commitment; 

and, Kelman's internalisation process). Normative commitment, as described by 

Meyer and Allen is conceptually similar to moral involvement as described by 

Etzioni (1980) but is statistically related to affective commitment. 

In summing up, the attitudinal conceptualisation of organisational commitment 

as a form of affective attachment to an organisation is well established in the 

theoretical literature. Organisational commitment, as an affective construct, has 

greater relevance than other conceptualisations of organisational commitment to 

individuals in voluntary association settings. As an affective construct it is not 

directly related to side-bet theory or the behavioural expectations likely to be evident 

amongst employees who, in comparison to volunteers, have an economic 

dependence upon their organisations. Before a review of empirical studies, two 

issues of concern about the organisational commitment construct are addressed .in 

the'following section. 

Concept redundancy and the focus of commitment 

There are two substantial problems with the concept of organisational 

commitment - concept redundancy and the focus of commitment. First, in 



presenting the view that there is concept redundancy in the area of work 

commitment in organisational research, Morrow (1983) identified more than 25 

commitment related concepts and measures. She criticised many researchers who 

have formulated "their own definition of and measure of work commitment rather 

than rely on an existing approach to commitment" (p. 486). Using a facet design, 

Morrow described the interrelationships among the protestant work ethic, career 

salience, job involvement or work as a central life interest, union commitment and 

organisational commitment. In terms of epistemic correlation (construct validity) 

alternate concepts in the domain of organisational commitment are organisational 

involvement and organisational identification. Despite the potential for overlap with 

other concepts, Morrow (1983) asserted that the conceptualisation of Mowday et al. 

(1982) maintains an organisational focus and does "not appear to overlap empirically 

with any of the other work commitment measures. In addition, they do not preclude 

allegiance to other life sectors" (p. 491). 

Blau (1987) also held the view that career commitment, job involvement and 

organisational commitment are three forms of commitment that are often correlated, 

but are theoretically distinct and may have different causes. Using factor analysis, 

Blau (1988) found career commitment to be operationally distinct from 

organisational commitment using employee samples from newspaper and insurance 

industries. Other research has confirmed that the organisational commitment 

construct is empirically, operationally and theoretically distinct from other 

constructs of commitment and involvement. For example, Brooke, Russell and 

Price (1988) surveyed a sample of Federal hospital employees and concluded that 

even though moderately intercorrelated, organisational commitment, job satisfaction 

and job involvement attitudinal measures were empirically distinct constructs. 



To summarise, organisational commitment is a distinct and measurable 

construct that can be distinguished from other attitudes in organisational and work- 

related domains. There seems to be sufficient grounds to justiQ organisational 

commitment as a parsimonious concept even though it has been shown to be 

empirically related to other constructs such as job involvement, job satisfaction, 

organisational involvement, identification and loyalty. 

A second problem pertains to the focus of commitment. Taking a political 

systems view in which organisations are seen as coalitions of powerful 

constituencies, Reichers (1 985) argued that many conceptualisations of 

organisational commitment do not take into account the multiple constituencies that 

comprise organisations. He asks "what is it that employees are committed to?" (p. 

470). Individuals within an organisation may be committed to a greater or lesser 

degree to any one of a number of constituencies such as top management, co- 

workers, clients or customers, or the public at large. Individuals may well 

experience conflict between the goals and values espoused by each of these 

constituencies. 

Following Reichers line of reasoning, volunteer sports administrators may 

develop a sense of commitment to a number of organisational constituencies rather 

than the entire organisation. For example, a member of a management committee in 

making a decision whether to fund a representative team or to further develop the 

skills of junior participants may be placed in a position of deciding between two 

constituencies within one organisation. They often have to decide which "hat to 

wear" in making a commitment to one group or another within the same 

organisation. Such a decision could be further complicated and commitment 

fragmented when the administrator also has a role within the representative team or 

the junior development program. Reichers (1985) makes a valid and important point 



that serves to recall the purpose of this study which is to measure the level of 

commitment of individuals to the whole sporting organisation. 

The concept of organisational commitment has been introduced as an 

important construct that is useful in understanding the behaviours of members within 

organisations, social institutions and voluntary associations. Organisational 

commitment can be conceptualised in various ways but attitudinal and behavioural 

conceptualisations have been predominant in the literature. Some writers (see 

Reichers, 1985; Morrow, 1983) have called into question the parsimony of the 

organisational commitment construct and the potential for conflict to arise where 

organisational commitment is conceptualised globally, especially when 

organisations are made up of multiple constituencies. These concerns have been 

resolved in so far as organisational commitment has been found to be a theoretically 

and operationally distinct construct. Provided that an organisational focus is 

emphasised when organisational commitment is measured, it is possible to overcome 

the problem of multiple constituencies found in many social organisations including 

sporting clubs and associations. 

Empirical studies of organisational commitment 

The purpose of this study is to examine the development and outcomes of 

organisational commitment amongst volunteer sports administrators. As there is a 

quite limited amount of research into the development of organisational commitment 

within the setting of voluntary associations and less in sporting organisations, the 

early part of this review briefly summarises the findings of studies conducted in 

work organisations. It endeavours to isolate what is currently known about the 

variables that are associated with organisational commitment. The focus initially is 



on organisational commitment as a dependent variable. Following sections consider 

the outcomes of organisational commitment, outline criticisms, and synthesise this 

information before drawing together the major implications for this study. A review 

of studies of organisational commitment in voluntary associations and sporting 

organisations is part of a later section of this chapter. 

The existence of several narrative reviews (Meyer and Allen, 199 1; Morrow, 

1983; Mowday, Porter and Steers, 1982; Reichers, 1985; and Steers, 1977) and 

meta-analyses (Cohen and Lowenberg, 1990; and Mathieu and Zajac, 1990) is 

testimony to the extent to which organisational commitment has been studied 

empirically. For the most part, these reviews are thorough (e.g., the meta-analysis of 

Mathieu and Zajac included 48 variables published in 124 studies and representing 

174 samples) and provide a useful framework for categorising and synthesising the 

findings of what is a large number of empirical studies. Most of these reviews were 

based on the antecedent and outcome categories developed by Steers (1977) and 

elaborated by Mowday et al. (1982). 

Due to the difficulties of establishing rigorous experimental design conditions 

within social organisations most studies have used a cross-sectional research design. 

Field studies within individual or a narrow range of organisations using self- 

administered questionnaires have been the most prominent methodology. Some 

studies have taken a behaviourist approach to assess levels of commitment through 

the use of employer's personnel records (e.g., work appraisals, absenteeism and 

turnover records). Such direct observations are not available when organisational 

commitment is operationalised attitudinally, nor are these records regularly kept by 

voluntary sporting organisations. Endeavouring to overcome some of the limitations 

inherent in cross-sectional research designs and to investigate the temporal 

relationships between variables, some researchers have used longitudinal methods 



(e.g., Allen and Meyer, 1990b; Bateman and Strasser, 1984; Blau, 1987; Buchanan, 

1974; Curry, Wakefield, Price and Mueller, 1986; Johnston, Parasurarnan, Futrell 

and Black, 1990; Meyer and Allen, 1988; Meyer, Bobocel and Allen, 199 1 ; Pierce 

and Dunham, 1987; Porter et al., 1974; Stumpf and Hartman, 1984). 

Correlates and antecedents of organisational commitment 

In keeping with the affective conceptualisation of organisational commitment 

this section of the review focusses on the results of such studies and summarises 

their findings within several categories (side-bet theory, personal characteristics, role 

states and job characteristics, and group-leader relations and work or organisational 

experiences). Importantly, the operationalisation of commitment as either attitudinal 

or calculative (behavioural) was found to be a significant moderator variable in 9 out 

of 18 comparisons in a meta-analysis conducted by Mathieu and Zajac (1990). This 

point was made some years earlier when Angle and Perry (1981) suggested that the 

relationship between organisational commitment and behaviour "very likely depends 

on the form that commitment takes" @. 12). 

Side-bet theory 

The meta-analysis of Cohen and Lowenberg (1 990) tested side-bet theory and 

concluded on the basis of 50 published journal articles that no meaningful or 

generalisable relationships with organisational commitment were found. Because 

age and tenure were considered the best indicators of side-bets, they were subjected 

to further sub-group analysis. Mean corrected correlations were in the expected 

direction for tenure (i.e., increasing with increased tenure). However, age was the 

opposite to what was predicted from Becker's theory with corrected correlations 

stronger for younger employees. They also reported the findings of a number of 



correlational studies in which the impact of side:bets disappeared in multivariate 

analysis when variables from other categories (such as role-related characteristics 

and work experiences) were included in the model. 

Cohen and Lowenberg (1990) concluded from their analysis that side-bet 

theory, either had been operationalised inappropriately or it was of limited utility in 

explaining the commitment of individuals to organisations. The most widely used 

measures of behavioural commitment have been the scales of Ritzer and Trice 

(1 969) and Alutto, Hrebiniak and Alonso (1 973). Following the recommendations 

of Meyer and Allen (1 984), Cohen and Lowenberg (1 990) suggested that a more 

meaningful approach would include individual's perceptions of the number and size 

of side-bets. Theoretically, there is sufficient literature to suggest that side-bet 

theory is a valid proposition and rejection would seem premature. For example, 

Morris and Sherman (1981) have suggested that exchange based measures of side- 

bet theory, such as the scale developed Alutto et al. (1973), have had limitations 

because they have been based on member's propensity to leave their organisations. 

There is lack of empirical evidence that exchange based measures are actually 

related to particular organisational behaviour outcomes. Attitudinal measures 

according to Morris and Sherman (1 981) "depict a decidedly positive, high-intensity 

orientation toward the organization . . . they include, but go beyond, the hesitancy to 

leave component" (p. 5 14). 

Furthermore, Morrow (1983) suggested that "the presence of 'side-bets' serves 

to strengthen organizational loyalty as the costs of changing organizations increase 

with age and time invested" (p. 494). Often side-bets are viewed in economic terms 

such as pension plans, salary levels attributable to seniority and are not discussed in. 

terms of the investment of self. Drawing from the work of Becker (1960), Haworth 

(1 984) stated that "the presentation of an image of oneself through involvement in a 



pursuit may also necessitate continued commitment to maintain that image" (p. 207). 

Considering the evidence available, it would seem that there have been significant 

limitations in the methods used to operationalise the concept. However, given the 

attitudinal focus of this study and the weak empirical support for side-bet theory the 

results of such studies are not further reported here. 

Personal characteristics 

Personal characteristics have been reported in numerous studies as being 

empirically related to organisational commitment. Age, education (inversely), 

gender (women more committed than men), marital status, job level, salary, and 

personal competence have been reported in the literature as being significantly 

related to organisational commitment. Allen and Meyer (1 993) found that age, 

position tenure and organisational tenure were used to define career stages and 

reported inconsistencies in the literature with respect to the influence of career stages 

on the development of organisational commitment. Correlations between 

organisational conmitment and most personal characteristics have tended to be 

small and inconsistent. For example, the results of a meta-analysis reported 

corrected correlations with a range of r = -. 145 and r = +. 182 among eight personal 

characteristics and organisational commitment (Mathieu and Zajac, 1990). Further, 

they suggested that most researchers have included personal and demographic 

variables as descriptors rather than as explanatory variables and it is likely that many 

of these variables share common variance. 

Other studies have considered personal dispositions and motives including the 

need for achievement, affiliation and autonomy, personal or protestant work ethic, 

central life interest, locus of control and found that they correlated modestly with 

organisational commitment (Meyer and Allen, 1991). Among studies of the 



influence of personality characteristics, Mowday et al. (1982) also reported that 

achievement motivation, sense of competence and various needs satisfactions were 

related to organisational commitment. Meyer and Allen (1 991) concluded that these 

correlations suggest that employees may "differ in their propensity to become 

affectively committed to an organization" (p. 70). 

Role states andjob characteristics 

Role states (e.g., role ambiguity, conflict and overload) and job characteristics 

(job scope and challenge) have also been the subject of a substantial amount of 

research into organisational commitment. Mowday et al. (1 982) reported consistent 

findings in the relationship between job scope and increased commitment. It was 

their view, however, that where job roles are ambiguous or lead to role conflict or 

stress, the influence on commitment tends to be negative. These findings were 

confinned by Mathieu and Zajac (1990) who reported that role conflict, role 

ambiguity and role overload were all negatively and significantly related to 

organisational commitment. These findings were consistent with earlier studies 

(Morris and Sherman, 198 1 ; Stevens, Beyer and Trice, 1978). In a time-lagged 

study, Johnston et al. (1990) also found role ambiguity to be a direct determinant of 

organisational commitment. The results of a meta-analysis (Mathieu and Zajac, 

1990) did not confirm that job scope correlated positively with organisational 

commitment. Giving consideration to extra-organisational roles, Randall (1 988) 

reported that the level of organisational commitment was not "substantially related 

to effort devoted to outside work claimants nor to their perceived importance" (p. 

309). She concluded that employees' levels of organisational commitment were 

relatively immune fiom outside work influences and greater commitment to the 

work organisation does not generally mean less effort devoted to competing 



claimants of commitment. Romzek (1 989) supported this view and reported that 

psychological attachment to a work organisation yields personal benefits for 

individuals. She concluded that: 

. . . high levels of psychological attachment to a work organization does 
not necessarily mean a lack of psychological energy to sustain 
commitments to family or other aspects of nonwork life (p. 657). 

Organisational experiences 

Group-leader relations and work or organisational experiences have been 

widely researched in relation to organisational commitment because of the belief that 

organisations have some control over the experiences that workers encounter within 

an organisation. Most of these studies have focussed on the pre-organisational entry 

and early employment periods because as Meyer and Allen (1988) stated that the 

"early months of employment have been identified as a particularly important period 

in the development of work attitudes" (p. 197). Work experience was the strongest 

of several broad categories of organisational commitment correlates in a study by 

Steers (1 977). Variables such as group cohesiveness (Welsch and LaVan, 198 l),  

task interdependence, leader initiating structure (Morris and Sherman, 1981) and 

consideration (Mathieu and Zajac, 1990), participative leadership (Rhodes and 

Steers, 198 1) revealed low to medium positive correlations with organisational 

commitment. Conversely, an inverse relationship was found between organisational 

commitment and group cohesiveness (Howell and Dodinan, 198 1). Mathieu and 

Zajac (1990) suggested that the generally low levels of association between these 

variables and organisational commitment may be related to the effects of moderator 

variables that either substitute or neutralise leader behaviours. With average 

corrected correlations of r = 0.386 and r = 0.454, participatory leadership and leader 



communication were found to be likely influences on organisational commitment 

but there was evidence of these relationships also being contingent on other factors 

in the work environment. 

Importantly, a study by Meyer and Allen (1988) provided support for the 

reciprocity process between attitudinal and behavioural commitment first proposed 

by Mowday et al. (1 982). They provided evidence of both prospective and 

retrospective rationality explanations for the work experience-commitment 

relationship. Work experiences in the first month of employment influenced 

commitment measured later in the first year and commitment after 6 months 

influenced subsequent work experience perceptions. Meyer, Bobocel and Allen 

(1 99 1) found support for the prospective-rationality explanation of the relationship 

between work experience and affective commitment. 

Variables such as organisational dependability (Buchanan, 1974; Hrebiniak, 

1974), feelings of personal importance and the extent to which employee 

expectations were met (Buchanan, 1974), co-worker and group attitudes towards the 

organisation (Buchanan, 1974), group norms regarding hard work (Steers, 1977; 

Buchanan, 1974), and social involvement in the organisation (Fukami and Larson, 

1984) were also related to organisational commitment. Worker ownership, 

participation and decision making were also reported to positively influence 

commitment, but the level of an individual in the hierarchy of the organisation was 

unrelated (Mowday et al., 1982). However, the results of a meta-analysis (Mathieu 

and Zajac, 1990) were not supportive of an hypothesised relationship between 

increased organisational commitment and perceived decentralisation or participative 

decision making. 



Buchanan (1974) found that organisational experiences explained 68 per cent 

of the variance in commitment and concluded that there were sharp variations in 

commitment-relevant experiences at different career stages. Treatment by the 

organisation (e.g., the way my boss handles hisher employees; competence of 

supervisor in making decisions; working conditions; praise for doing a good job) 

emerged as the most salient independent variables in several multiple regression 

analyses in a study by Angle and Perry (1 983). They concluded that organisational 

commitment was mostly a matter of reciprocation between the individual and the 

organisation, and that the extent of commitment could be influenced by 

management. Caldwell, Chatman and O'Reilly (1990) concluded from their study 

that organisational commitment was related to the organisational experiences of 

individuals and that organisational experiences may differentially affect the form 

that individual attachment to an organisation takes. 

Meyer and Allen (1 99 1) asserted a lack of a comprehensive taxonomy of 

commitment-related work experiences and argue that greater attention needs to be 

directed to identifying "basic needs and work values and to the fit between these 

personal dispositions and work experiences" (p. 71). The person-environment fit 

hypothesis seems to have particular relevance to the relationship between work 

experiences and organisational commitment. According to Hackman and Oldham 

(1 976) the extent to which work experiences are compatible with the personal 

dispositions is a significant factor in the development of work attitudes. Blau (1987) 

found the person-environment fit model predicted job involvement, but that it was 

not useful for predicting organisational commitment. Sturnpf and Hartman (1 984) 

used path analysis to research the influence of person-job (italics mine) congruence 

and concluded that it was a central factor in the organisational entry and socialisation 

process. They reported that it was "an important common cause of several 



relationships, including work motivation with perceived work performance, job-unit 

influence with perceived work performance, and organizational commitment with 

work satisfaction" (p. 324-325). 

Summary 

In summing up, despite some limitations (e.g., lack of taxonomy and some 

contradictory and non-significant fmdings) work and organisational experiences 

have been empirically linked to organisational commitment in a wide range of 

studies and have been a dominant concern amongst researchers. Such experiences 

have been researched because of the belief that employee perceptions can be 

influenced by the organisation especially prior to and immediately after 

organisational entry. As a consequence, their level of commitment can be increased 

and their likelihood of leaving the organisation decreased. However, employees 

perceptions of organisational experiences are also subject to the effects of what the 

employee brings into the organisation. There is ample justification therefore, to 

study both perceptions about work or organisational experiences and the needs 

dispositions of individuals in the development of organisational commitment. Job or 

role-related characteristics are beyond the scope of this study, not least because of 

the lack of clear role statements within many voluntary sports associations and the 

relatively short time often spent by volunteers within specific roles. Side-bet theory 

has not been well supported by empirical studies and may not have a great deal of 

relevance in explaining the commitment of volunteers to organisations. It is now 

appropriate to turn attention to the literature that examines organisational 

commitment as an independent variable or predictor of subsequent organisational 

behaviour. 



Outcomes of organisational commitment 

Of particular interest in this study is whether organisational commitment is 

predictive of turnover among volunteer sports administrators. A significant line of 

research has viewed organisational commitment as an independent variable and it 

has been hypothesised that organisational commitment is related to andlor predictive 

of a number of behavioural outcomes including various aspects of work performance 

and withdrawal behaviours. Mowday et al. (1 982) asserted that: 

. . . the strongest or most predictable behavioral outcome of employee 
commitment should be reduced turnover. Highly committed employees 
by definition are desirous of remaining within the organization and 
working toward organization goals and should hence be less likely to 
leave (p.38). 

Porter et al. 's (1 974) pioneering longitudinal study of psychiatric technicians 

concentrated on the link between organisational commitment and turnover and 

reported that organisational commitment was better able to discriminate between 

stayers and leavers than did various components of job satisfaction. It was also 

found that relationships between attitudes and turnover were strongest at points in 

time close to when an individual leaves an organisation. A number of other studies 

have found support for an inverse relationship between organisational commitment 

and employee turnover (Angle and Perry, 198 1 ; Hom, Katerberg and Hulin, 1979; 

Koch and Steers, 1978; Larson and Fukami, 1984). In contrast, Marsh and Mannari 

(1 977) undertook a predictive study of turnover among Japanese electrical workers 

and found that organisational commitment had no significant effect on turnover. 

However, according to Stumpf and Hartman (1984) the relationship between 

organisational commitment and turnover seems to be mediated by decision-making 

processes and behavioural intentions (cf., Fishbein and Ajzen, 1975). 



An investigation by Randall (1990) using a meta-analytic technique on the 

results of 35 studies provided a thorough summary of the findings of many studies 

of the organisational commitment-work outcome linkage. She concluded that the 

relationship between organisational commitment and work outcomes is empirically 

positive, but weak. Reichers (1985) reported the findings of I1 studies whereby 

organisational commitment was found to be negatively associated with turnover and 

with other withdrawal behaviours including increased absenteeism, tardiness and 

decreased performance. Blau and Boal (1 987) argued that two distinct work-related 

attitudes, job involvement and organisational commitment interact, to effect turnover 

and absenteeism. In a 1989 study, Blau and Boal concluded that employees with 

low levels of job involvement and organisational commitment were the highest risk 

category for subsequent turnover. Their findings also suggested that job 

involvement and organisational commitment are not equally important in preventing 

turnover and that organisational commitment was "a more powerful predictor of 

turnover than job involvement" (p. 125). Bateman and Strasser (1984) found that 

organisational commitment was antecedent to job satisfaction and that several other 

variables such as leader punishment behaviour, job tension, leader reward behaviour 

and motivating potential of the job were significant predictors of satisfaction but not 

commitment. In contrast, Curry et al. (1986) found no evidence for time-lagged 

effects on job satisfaction with work experiences or organisational commitment. 

Following the argument that the form that commitment takes influences 

behavioural outcomes, Meyer, Paunonen, Gellatly, Goffin, and Jackson (1 989) 

found that affective commitment correlated positively, whereas continuance 

commitment correlated negatively with three indexes of supervisors' evaluations of 

job performance. They concluded that it is important to distinguish between 

commitment based on desire and commitment based on need and suggested that 



organisations should foster affective commitment. These findings were generally 

supported by Randall, Fedor and Longenecker (1 990) who examined the behavioural 

expression of organisational commitment using respondent generated behaviours in 

relation to several components of organisational commitment and work outcomes. 

Randall et al. (1990) used the conceptualisations of both Porter et al., (1974) and 

Meyer and Allen (1 991) to differentiate various components of organisational 

commitment. They argued that the low and inconsistent correlations between 

organisational commitment and work outcomes may have been a result of narrowly 

defining work outcome variables. In contrast to previous studies, none of the 

conceptualisations of organisational commitment used by Randall et al. (1 990) were 

significantly linked to tardiness and absenteeism. They concluded that "apparently 

employees in the organization studied did not express commitment through 

attendance or by coming to work on time, while other types of behavior, particularly 

sacrifice behaviors, were more strongly correlated with dimensions of orgariizational 

commitment" (Randall et al., 1990, p. 220). Further, the affective conceptualisation 

of commitment (using the OCQ and ACS) was reported as superior at predicting 

behavioural expressions of commitment than the continuance and normative 

conceptualisations (see Meyer and Allen, 1991). 

In summing up, turnover among volunteers has been identified as a significant 

problem in many sporting organisations (see Daly, 1991a) and to a large extent 

precipitated this study. Among a range of on-the-job performance measures and 

withdrawal behaviours, turnover has been shown to be significantly influenced by 

organisational commitment. Assuming the same behaviours in a non-work setting, 

such as voluntary associations, if a sporting organisation is to be successful in 

achieving its goals it is important that volunteers have a strong belief in and 

acceptance of the organisation's goals and values. They need a willingness to exert 



considerable effort on behalf of the organisation and a strong desire to maintain 

membership in the organisation. A certain level of turnover is expected and even 

desirable within sporting organisations. However, the effectiveness of sporting 

clubs and associations may be weakened when turnover among volunteers is 

excessively high. In so far as organisational commitment is predictive of turnover, 

sporting organisations are in a position to indirectly influence rates of turnover by 

increasing the commitment levels of volunteer administrators. This study aims to 

examine the influence of organisational experiences on the development of 

organisational commitment amongst volunteer administrators. 

Criticisms of organisational commitment research 

Some of the criticisms of much of the completed research into organisational 

commitment include the generalisability of models of organisational commitment, 

reliance on cross-sectional research designs and the probability of reciprocal 

causation. Other criticisms are a lack of theoretical underpinnings, failing to define 

commitment fiom the standpoint of the committed, and the use of scales which 

either lack or fail to report psychometric properties. 

Several studies have looked at the generalisability of widely used models of 

organisational commitment. Morris and Sherman (1 98 1) investigated the Steers 

(1 977) model and concluded that there was evidence for the utility of the model and 

that it appeared to be generalisable across differences in job focus and hierarchical 

levels. In a cross-validational study using separate samples of hospital employees, 

scientists and engineers, Steers found support for his model in that all three 

categories of antecedents were significantly related to organisational commitment 

for both samples. 



Aryee and Heng (1990) criticised the Mowday et al. (1982) model (see Figure 

2.1) in a study that demonstrated moderate to strong support for the antecedents- 

organisational commitment but that it did not predict uniformity across levels of 

respondents in two types of organisations (manufacturing and service oriented). 

Barling, Wade and Fullagar (1990) also suggested that the Mowday et al. model was 

not generalisable to all types of organisations. They found through separate multiple 

regression analyses completely separate predictor variables for the company and for 

the union amongst a sample of white-collar workers. 

A widely reported criticism of most studies of organisational commitment is 

that they have been based on cross-sectional research designs and lacked a clearly 

articulated theoretical basis. Even studies critical of theoretical models have relied 

on cross-sectional research designs (see Ayree and Heng, 1990; Barling et al., 1990). 

Causal relationships in such studies are limited to the inferences of researchers and it 

is difficult to understand whether particular variables influence the development of 

organisational commitment, or whether the same variables are an outcome of 

commitment. Correlational studies have therefore lacked explanatory potential and 

pointed to the need for more rigorous research designs. Mowday et al. (1982) 

argued that if progress is to be made in understanding organisational commitment, 

longitudinal studies are needed. They were critical of much of the completed 

research, when they wrote: 

What is clearly lacking in many of these findings [reviewed studies] is 
an explanation for the dynamics [italics mine] of organizational 
commitment. That is, we know little about the processes by which the 
identified factors interact to influence employees' affective responses to 
the organization (p. 35). 

Reichers (1 985) argued that studies often lack theoretical reasons why certain 

variables should be related to or predictive of organisational commitment. He 



criticised what he saw as a 'laundry list' approach to the study of significant 

antecedent or correlate variables. In contrast, Randall (1990) has pointed to a lack of 

input from study participants of their experience of being committed. She suggested 

that past theoretical development has been largely undertaken independent from the 

participant's understanding of the organisational commitment construct and argued 

in favour of grounded models. Failing to study commitment from the viewpoint of 

organisational members places emphasis on organisational commitment as a 

theoretical construct that may or may not reflect the commitment actually 

experienced by individuals. 

Whether organisational commitment should be studied as a theoretical 

construct or based on grounded theory raises the issue of the nature of the construct. 

The moderator effects of commitment measured as a calculative (behavioural), as 

opposed to an attitudinal, construct have been reported by Mathieu and Zajac (1 990). 

Randall (1 990) has also contributed to this debate stating that "the conceptualization 

decision contributes more to the explained variation" (p. 375) than the type of work 

outcome, methodological decisions such as research design, sampling, 

operationalisation and observation technique. Caldwell et al. (1990) held the view 

that in contrast to the Mowday et al. model, organisational commitment was a 

multifaceted construct and the researcher must specify which dimension or 

dimensions of organisational commitment are being investigated. This point has 

been repeatedly raised by Meyer and Allen (1 988, 1990, and 199 I), and Allen gnd 

Meyer (1 990a and 1990b) who concluded that organisational commitment was 

related to the organisational experiences of individuals and that such experiences 

may differentially affect the form that individual attachment to an organisation takes. 

Furthermore, organisations may "recognise the level of commitment in their 



employees and consequently treat committed employees differently" (Meyer and 

Allen, 1988, p. 206). 

These limitations have been exacerbated by the range of instruments used to 

measure organisational commitment (Ritzer and Trice, 1969; Hrebiniak and Alutto, 

1972; Buchanan, 1974; Howat, 1978; London and Howat, 1978; Cook, Hepworth, 

Wall, and Warr, 1981; Mowday et al., 1982; Meyer and Allen, 1991) and the 

unreported psychometric properties of several of these instruments. These 

shortcomings have also contributed to some of the inconsistencies and variability in 

identifying antecedents, correlates and outcomes of commitment. For example, as a 

measure of affective commitment, the widely used OCQ has been criticised for the 

inclusion of items that measure intention to turnover (Morris and Sherman, 198 1). 

Meyer and Allen's scales have not escaped criticism either. McGee and Ford (1987) 

have reported that the CCS includes two dimensions of continuance commitment; 

high sacrifice and low alternatives. Further, they found significant correlations 

between affective commitment and the high sacrifice sub-scale (positive) and the 

low alternatives sub-scale (negative) which raised concerns about the parsimony of 

these constructs. 

Summary and implications 

Over the past two decades, the concept of organisational commitment has 

emerged as an important variable in understanding and explaining the organisational 

behaviour of employees. It has precipitated a significant research effort as 

organisational behaviourists have tried to come to terms with better understanding 

its measurement, development and implications for the field of organisational 

behaviour. Organisational commitment has two dominant theoretical bases that 

reside in the attitudinal and behavioural domains and has been studied from several 



perspectives (antecedent, correlate and outcome) using a range of methodologies, 

but predominantly cross-sectionally designed survey research. This review has 

raised several conceptual and methodological concerns that have implications for 

this study. 

The concept of organisational commitment is of central importance to 

understanding the linkages between a range of personal, role-related and perceived 

organisational experiences in explaining behavioural outcomes within organisations 

such as job performance and turnover. As a dynamic construct, the intensity and 

direction of organisational commitment experienced by an individual is subject to 

changes in response to a wide range of intrapersonal, interpersonal and 

organisational stimuli. 

For several reasons, organisational commitment has been conceptualised in 

this study as an attitudinal construct. Firstly, there is little empirical support for 

side-bet theory, which is a basic tenet of the behavioural approach to 

conceptualisations of organisational commitment. Secondly, volunteers in sport 

typically operate in weak behavioural environments (see Pearce, 1993) in which 

there are few overt demands that compel individuals to behave in certain ways. For 

the most part, volunteers are in short supply and have a wide range of alternative 

volunteer experiences fiom which to choose. In comparison, wage earning 

employees are financially dependent on their work organisations and may have few 

alternatives, especially during periods of high unemployment. They are also 

situationally constrained in many of their actions through work place practices such 

as requirements to work set hours or days under close supervision. Furthermore, in 

most work organisations, records of attendance and in some instances regular 

performance appraisals are kept on file. It is therefore likely that the behavioural 

conceptualisation of commitment has much greater relevance to employees than it 



has to volunteers (see Figure 2.2). Finally, a lack of clear linkages between the 

conceptualisation and operationalisation of organisational commitment (Meyer and 

Allen, 1991) has led to problems of inconsistency in the reported findings of 

antecedents and correlates of organisational commitment (Reichers, 1985). 

Behavioural commitment has been the target of a significant proportion of these 

criticisms. The existence of psychometrically well-founded and stable measures of 

affective commitment such as the OCQ and ACS and their wide spread empirical 

use by researchers strengthens the argument to conceptualise organisational 

commitment in attitudinal terms. 

The empirical literature has also raised some methodological issues concerning 

linkages between attitudinal and behavioural commitment, 'career stage' influence 

in the development of commitment, the focus of commitment, and the temporal 

ordering of causal and outcome variables found to be correlated with organisational 

commitment. Each of these concerns has implications for this study. 

Whether the arrow should point fiom the direction of attitudinal to behavioural 

commitment or vice-versa (Meyer and Allen, 199 1) is an important consideration 

that is far fiom being resolved in either the theoretical or empirical literature. There 

have been difficulties in establishing direct causal links between organisational 

commitment and behavioural outcomes, not the least because of the complexities of 

the relationships between attitudes, behavioural intentions and the actual behaviour 

of individuals. By implication it will be necessary in this study to gather some data 

about the behavioural manifestations of commitment such as the nature and extent of 

an individual's role as a volunteer administrator. 

Organisational commitment is a developmental construct that changes in 

response to a range of stimuli which assume varying levels of importance in relation 



to the years an individual has been a member of an organisation, the types and 

frequency of changes of positions held, and their progression through the ranks of 

the organisation (so called 'career' stages). The literature suggests the 'career' stage 

of individuals needs to be a consideration in assessing the influence exerted by 

organisational and personal factors in the development of organisational 

commitment (see Buchanan, 1974) which implies that the 'career' stage of volunteer 

administrators may be an influential factor and needs to be measured in this study. 

Within organisational settings, organisational commitment can also be directed at 

different foci (objects or targets) such as the overall organisation, co-workers, 

clients, occupations and the work itself (Reichers, 1986). This study will need to 

ensure the focus of commitment to the organisation is in fact the commitment that is 

measured. This might be achieved by ensuring that the commitment being measured 

has a quite specific organisational focus. 

A majority of empirical studies have relied on cross-sectional research designs 

that have failed to contribute to a better understanding of the temporal relationships 

between organisational commitment and a range of other variables. The use of a 

longitudinal methodology will go some way towards addressing this concern. 

However, selecting an appropriate time-lag has been a problem for researchers. For 

example, Pierce and Dunham (1 987) used 3 and 6 month periods and suggested that 

such time periods could be limiting, but chose these time periods because there "is 

little guidance in the literature" @. 175) regarding the temporal development of 

organisational commitment. Meyer and Allen (1988) used 5 month intervals in one 

study, and 6 month intervals in another (Meyer and Allen, 1990). Other researchers 

have used time intervals as short as 4 to 8 weeks (Porter et al., 1974), four to nine 

months (Sturnpf and Hartman, 1984), up to 11 months (Blau, 1987). Most sporting 

organisations are seasonal (i.e., winter or summer sport) and normally include in 



their operations an Annual General Meeting (AGM). Since organisational entry and 

departure can occur at any time, with pre and post-season and the AGM being 

significant time periods any longitudinal study of this type needs to span at least one 

season and one AGM. Therefore, time periods of approximately 6 to 12 months 

seem appropriate. 

In summary, this study maintains that organisational commitment is an 

attitudinal construct that is characterised by a strong desire to maintain membership 

in an organisation, acceptance of its goals and values, and a willingness to exert 

considerable effort on the organisation's behalf. Organisational commitment 

develops through the processes of identification with and involvement in a particular 

organisation within the affective domain and is subject to the influences of an 

individual's needs dispositions, their perceived organisational experiences and 

behaviours within a particular organisational setting. It is now appropriate to turn 

attention to volunteers in voluntary association settings, and to discuss more closely 

the results of research that have considered questions such as identification with, 

involvement in and commitment to such organisations. 

Volunteers and voluntary associations 

Volunteers participate in and influence to varying degrees the goals, structure, 

and processes of sporting clubs and associations as committee members, team 

coaches and managers, referees, umpires and officials, time keepers and scorers or 

recorders, equipment stewards, providers of food and beverage services, and the less 

'visible' roles of transporting participants and laundering uniforms among a variety 

of other forrnal and informal roles. Volunteers design and implement policies, raise 

funds, supervise and deliver programs and generally lend-a-hand. From an 



organisational perspective, they are an invaluable resource and central to the success 

of most sporting clubs and associations. Simultaneously, volunteers experience 

personal benefits through their role as a volunteer. Schindler-Rainman and Lippitt 

(1 975: 15) state that: 

. . . volunteer activity not only represents a significant contribution of 
energy and skill and individual resources to the functioning of 
democracy, but also makes a significant contribution to the volunteer's 
own psychological health and self-actualization (p. 15). 

Much of the literature concerning volunteers in amateur sporting organisations 

has focussed on the practical aspects of planning and managing a volunteer program. 

Topics such as recruitment, training, retention, evaluation and recognition of 

volunteers have been prominent considerations. Some program manuals also point 

out the benefits of volunteerism both for organisations and for individuals. 

However, there is a strong tendency to focus on the 'how to', often on the basis of 

past experiences of what may have succeeded elsewhere (e.g., Volunteer 

Involvement Program (VIP)) rather than relying on outcomes of theoretical or 

empirical research to inform practice. This is not to deny the importance of having 

sporting organisations understand the practical issues involved in conducting a 

volunteer program. However, a limitation of many of the 'how to' guides in 

volunteer program manuals, especially with respect to the retention of volunteers, is 

a focus on extrinsic motivational strategies and the use of symbolic rewards. 

Extrinsic rewards and sanctions may lead to short-term compliance with 

organisational requirements. However, the long-term volunteers will be disinclined 

to feel compelled to comply with organisational requirements through singular 

reli,ance on extrinsic reward systems or the application of sanctions. It is assumed 

that volunteers dislike token reward systems and disingenuous recognition schemes. 

Based on the findings of research undertaken in work organisations, under such 



circumstances, volunteers would be unlikely to become committed to a sporting 

organisation. 

A problem currently being faced by many sporting organisations is the rate of 

turnover of volunteers. Little attention has been directed towards understanding the 

intrinsic or personally valued benefits of volunteering and the organisational 

experiences that might influence volunteers to become involved in, and identify 

with, a sporting club or association. Why do some volunteers continue to volunteer 

from one season to the next, while others fail to see out a whole season? Put another 

way, why do some sporting organisations experience higher levels of volunteer 

turnover than others? Just as the operations of work organisations are disrupted by 

employee absenteeism and turnover, amateur sporting organisations are less 

effective and efficient when there is a lack of volunteers. Volunteers are critical to 

sporting organisations, especially for relatively permanent and formal organisations 

found within the hierarchical structure of amateur sport. Understanding 

organisational experiences salient to the development of commitment amongst 

volunteers may lead to the development of strategies that reduce turnover. 

Consideration of the perceived benefits of volunteering is also important in 

developing a better understanding of what motivates volunteers to become 

organisationally committed. Sporting organisations may be in a better position to 

respond to the needs of volunteers when they have knowledge of the benefits sought 

by volunteers in deciding whether to take on or to continue in the role of sports 

administrator. 

As has been discussed, organisational commitment is a construct that has been 

widely used in work organisations to measure the extent to which employees are 

likely to identify with, retain membership of, and work towards furthering the goals 

of an organisation. It is conceived in this study as an attitudinal construct and 



provides a reliable and valid method of examining the nature of the attachment that 

exists between individuals and formal organisations. On the basis of empirical 

research completed in work organisations, the personal dispositions of volunteers 

and their perceptions of organisational experiences seem to be important 

considerations in understanding their commitment to sporting clubs and 

associations. Hence, much of what has been written about voluntary associations 

has relied heavily on concepts and theories developed and tested within the domain 

of work organisations. This is to be expected, since workers and work organisations 

have been subjected to increasing research efforts since the advent of Taylorism late 

in the 19th century. Even though a number of voluntary associations in sport have 

been in existence since the development of Taylor's theory of scientific 

management, research efforts have lagged well behind the progress that has been 

made in work organisations. It could be argued that researchers in work 

organisations (organisational behaviourists) have set the research agenda for 

voluntary associations. This situation can be both advantageous and limiting. In so 

far as voluntary associations resemble work organisations, the development of 

totally new theoretical approaches will be redundant. However, the treatment of 

voluntary associations simply as another category of work organisations and the 

uncritical acceptance and application of concepts and theories developed within such 

organisations can limit the development of a unique research agenda for the 

voluntary association sector. 

Due to the organisational context of this study of volunteers it is necessary to 

examine the organisational typologies of voluntary associations and how these may 

have an impact on the formation of volunteers' attitudes and their behaviour as 

sports administrators. 



Typologies of voluntary associations in sport 

A number of classification schemes have been proposed in an endeavour to 

better understand and describe the diverse characteristics of formal organisations and 

the behaviours of organisational members. Pearce (1993) provides a comprehensive 

review of the structural uncertainty of organisational settings and their impact on the 

individual and interpersonal behaviour of volunteers. 

In portraying some of the fundamental differences between formal (work and 

work-like) organisations and voluntary associations, Pearce (1993) raised several 

important issues. She asserted that organisational versus individual purposes, legal- 

rational to value-rational settings and the legitimacy of work that are taken for 

granted in studying "the organizational behavior of employees will apply to some, 

but not all, volunteers" (p. 3 1). Further, there are a number of structural features in 

voluntary associations which result in egalitarian practices, weak behavioural 

demands and low performance expectations being placed on volunteers. Pearce 

raised some important issues that serve to highlight one of the contributions of this 

study which is to examine the development of commitment in organisational settings 

that are significantly different to work organisations. 

In classifying formal organisations, various approaches have emphasised 

differences between organisations on the basis of size, function, ownership and 

membership criterion. According to Mitchelson and Slack (1982) several typologies 

have been applied to the study of amateur sporting organisations, including those of 

Gordon and Babchuk (1959) and, Blau and Scott (1962). 

Mitchelson and Slack (1982) argued that the functional typology of Gordon 

and Babchuk (instrumental, expressive and instrumental-expressive activities) has 



been used most frequently when considering amateur sporting organisations. Citing 

the findings of studies by Bratton (1970) and Beamish (1975, in Mitchelson and 

Slack, 1982) they concluded that sporting organisations should be categorised as 

instrumental-expressive. Instrumental organisations, according to Gordon and 

Babchuk (1 959) "do not exist primarily to furnish activities for members as an end 

in itself, but serve as social influence organizations designed to maintain or create 

some normative condition or change" (p. 25). On the other hand, expressive 

organisations exist to provide activities that satisfy the interests of members, 

whereas instrumental-expressive organisations address both functions. Sporting 

organisations are instrumental to the extent that many executive members see their 

participation as serving a larger social system (Bratton, 1970). But they are also 

expressive because individuals satisfy their interests by participating in sport and 

socialising with others through being a member of a sporting organisation. The 

instrumental-expressive typology suggests that individuals who occupy control 

positions in instrumental activities tend to have incompatible role orientations and 

psychological characteristics to those involved for expressive activities (Etzioni, 

1964). 

Blau and Scott (1962) proposed a system that categorised individuals in 

relation to any given formal organisation. They distinguished between: (1) members 

or rank-and-file participants; (2) owners or managers; (3) the clients or people 

outside the organisation but who have regular contact with it; and, (4) the public-at- 

large. Their classification system is based on the criterion of 'who benefits?' and 

results in four types of organisations (with the prime beneficiary shown in 

parentheses): (1) mutual-benefit associations (membership); (2) business concerns 

(owners); (3) service organisations (clients); (4) commonweal organisations (public- 

at-large). They argued that a shift in the prime beneficiary radically alters the nature 



of ah organisation. Amateur sporting organisations are best classified as mutual- 

benefit associations due to their primary focus on members. The crucial issue facing 

mutual benefit organisations, according to Blau and Scott, is internal democracy 

which involves dealing with membership apathy and oligarchical control. Apathy is 

a problem for many sporting organisations because most members are willing to 

leave the running of their organisation to an active minority. Increased centralisation 

of control is often used as a mechanism to more effectively accomplish objectives. 

Due to the hierarchical structure and bureaucratised nature of many sporting 

organisations (Kikulis, Slack, Hinnings, and Zimmermann, 1989; Thibault, Slack, 

and Hinnings, 1991) there is a tendency to concentrate power and control at the 

upper echelons. More centralised control coupled with membership apathy could be 

a recipe for disaster for sporting organisations due to the risk of alienating the 

membership at large. Alternatively, volunteers may find it difficult to identify with 

and become committed to a sporting organisation that is too highly decentralised. 

Pearce (1993) raised a related issue asserting that voluntary association members are 

divided into core and peripheral members. Core members often identify more 

strongly with their organisation than those who are peripheral. Therefore, those who 

are in greater control by virtue of their higher positions will identify more strongly 

with their organisation and may develop stronger feelings of commitment than those 

in lower or more peripheral positions. 

The compliance relationships (power and involvement) theory of Etzioni 

(1 961) discussed earlier has also been used to classify organisations as either 

coercive, utilitarian or normative and has relevance to understanding volunteers 

w i h n  sporting organisations. Voluntary associations are normative to the extent 

that volunteer involvement is positive, moral, of high intensity, and is based on the 

allocation of symbolic rewards and sanctions. In contrast, employee commitment is 



often calculative and compliance is based on remunerative power. As a 

consequence, work organisations achieve moderate levels of commitment fiom their 

employees compared to voluntary associations. In contrast, Knoke and Prensky 

(1 982, in Pearce, 1993) asserted that voluntary associations are weak because the 

larger cause [organisational goal] is more significant than an individual organisation 

that works towards furthering the cause. They argued that, as a result, volunteers 

have few incentives to commit themselves to a particular organisation. This view is 

reinforced by Peace's (1993) observation that volunteers are subjected to weak 

behavioural demands and low performance expectations. 

The typologies outlined above provide linkages with the theoretical 

frameworks of organisational commitment discussed earlier, and the formation of 

attitudes and organisational behaviour of volunteer sports administrators. Weak 

behavioural demands and expectations may have little impact upon the affective 

commitment that volunteers feel towards voluntary associations. However, 

following the value-rational line of reasoning accorded to voluntary associations, 

despite lower behavioural demands, volunteers may experience higher levels of 

commitment compared to individuals in legal-rational settings. Using Etzioni's 

compliance relationships typology, such individuals would experience positive 

affective commitment of high intensity akin with the definition of organisational 

commitment used by Mowday et al. (1982). 

In most instances, one must first become a member of a sporting club or 

association to participate in its expressive activities (e.g., sports participation). This 

initial action involves a process of compliance (Kelrnan, 1958) or continuance 

(Kanter, 1968) through paying a membership fee and accepting the rules of the 

sporting organisation. Further, sporting organisations rely on at least some members 

to extend their participation beyond expressive activities for the organisation to 



continue to function and sustain benefits for members. Through a process of 

cohesion (Kanter, 1968) or identification (Kelman, 1958) individuals form social 

relationships and develop psychological attachments to an organisation. The 

wearing of a club shirt is a behavioural manifestation of identification. Without 

members, whose involvement and commitment is more intensive, sporting 

organisations may cease to exist and the opportunities for participation in expressive 

or instrumental activities are lost and as a consequence so are the mutual benefits. 

Despite weak behavioural demands, some volunteers become highly committed to 

voluntary associations through a process of internalisation (Kelman, 1958) or control 

(Kanter, 1968) in which the organisational norms and value systems closely 

resemble their values and shape subsequent behaviour. Volunteers become 

committed to differing degrees depending upon their perceptions about the 

functioning of the organisation and processes such as democratic control and 

compliance relationships. Voluntary associations such as those in sport also provide 

a setting in which volunteers can satisfy a diverse range of personal needs and 

exercise some influence over the nature of the organisation of which they are a 

member. 

Prior to examining personal and organisational factors salient in the 

development of organisational commitment, it is necessary to consider the nature of 

turnover amongst volunteers. Later sections discuss the characteristics of 

volunteers, put volunteerism into a leisure context, consider the motives of 

volunteers and explore organisational experiences that may influence their level of 

commitment. 



Volunteers and turnover 

From an organisational viewpoint, the participation of volunteer administrators 

can be categorised as those who stay and those who leave an organisation. From the 

theoreticai standpoint of Becker (1960) and Salancik (1977), stayers tend to 

demonstrate consistent lines of activity which can be inferred from the length of 

time which they are a member of the organisation, a member of its committee or the 

number of other roles (e.g., coach, official, player or competitor) currently or 

previously held. Committee meeting rate of attendance or hours put into volunteer 

roles are other ways to characterise the consistent lines of activity displayed by 

sports administrators. When conceived attitudinally, the work organisation 

empirical literature has consistently found organisational commitment to be 

predictive of intention to turnover and actual turnover behaviour amongst 

employees. However, the relationship between these variables may not be as a 

straightforward in voluntary associations. A volunteer may resign his or her position 

on the committee, but continue his or her membership of the organisation with little 

or no discernible change in attitudinal commitment to the organisation. 

Babchuk and Booth (1969) studied voluntary association membership over a 

four year period. They found that membership turnover was lower in organisations 

with characteristics that included sizeable membership numbers, the expectation that 

the group would remain financially solvent, organisations that had been established 

for a number of years and had multiple objectives. Babchuk and Booth (1969) 

suggested that voluntary associations with these characteristics were structured to 

accommodate variable levels of participation amongst their members and the level of 

involvement of members was largely a matter of self-determination. They also 

argued that groups organised on a season-to-season basis were better structured to 



accommodate turnover. Most sport~ng clubs and associations are organised on a 

seasonal basis and many of these organisations exhibit the characteristics outlined by 

Babchuk and Booth (1 969). However, it should be noted that membership was 

defined by Babchuk and Booth (1969) as any individual affiliated with the 

organisation. They were not necessarily studying individuals who took on 

committee roles within voluntary associations. 

Rates of turnover are difficult to gauge in sporting organisations, not least 

because of the limited extent to which records about volunteer administrators are 

kept in many voluntary associations. Turnover can either be voluntary or 

involuntary and can occur in relation to the management committee or the 

organisation itself. For example, individuals are rarely fired fiom their position on 

the committee, but can fail to attract enough votes to retain their position at an 

AGM. In some instances, committee positions by virtue of the constitution and by- 

laws of sporting organisations have limited tenure. Despite a high level of 

organisational commitment and an exemplary performance in a committee role an 

individual may be required to leave their position simply because a rule states that 

their time is up. Adding to the complexity of assessing voluntary turnover rates, a 

volunteer administrator has the option of resigning from the committee or not 

seeking re-election, but still retain their membership of the organisation. In order to 

understand the turnover behaviour of volunteers it is necessary to look at who 

volunteers and why they volunteer. 

Characteristics of volunteers and volunteering 

Early studies of volunteers were primarily concerned with describing 

sociodemographic and participation characteristics of volunteers and contributed 

little to understanding why patterns of participation occurred. Studies by Scott 



(1957) and Wright and Hyman (1958) are typical of the dominant early approaches. 

In reporting the results of a 1947 study, Scott (1957) found that more men than 

women were members and increased education, increased social status, being 

married, home ownership and being a non-manual worker or a student were related 

to participation. Wright and Hyman (1 958) found that race, religious grouping, 

social stratification and level of urbanisation were related to voluntary association 

membership. In support of Scott's findings, married persons were more likely to be 

members and home ownership was also positively related to membershp. 

Mitchelson and Slack (1 982) reviewed a number of studies and reported that 

sports administrators tended to be males, particularly in leadership positions, married 

and from higher socioeconomic classes. Rates of participation increased with age 

then gradually decreased from age 50 to 60 years onwards. They also reported that 

membership of other voluntary associations varied widely. Daly (1 99 1 a) found the 

age range of volunteers in sport was generally 30 to 50 years and some volunteers 

had volunteered for other organisations in the past. Many volunteers had more than 

one role, most gave up to 10 hours per week and 50 per CeIii had given up to 10 

years senice. Many studies have operationalised voluntary association participation 

as membership and did not distinguish between those who were actively involved as 

core members (e.g., held committee positions and regularly attended) and those who 

were less active or peripheral members. Most studies have provided little in the way 

of explaining how and why demographic characteristics influenced the attitudes of 

volpnteers towards their organisations or their behaviour other than that they were 

members. A small number of researchers have studied volunteering and have 

pursued the notion that the activity, from the perspective of many individual 

volunteers, is a leisure experience. 



Volunteering-a leisure perspective 

Volunteering has been considered a parallel of work, more often than it has been 

aligned with leisure in that it has been regarded as extrinsically motivated and outer 

directed (Henderson, 198 1). Adding weight to the need for volunteering to be 

studied in greater depth, Tedrick and Henderson (1989) suggest that volunteering is 

an excellent link between the work and non-work spheres of life. They argued that 

apart from the monetary rewards, volunteers seek many of the personal benefits 

often associated with work, such as problem solving, socialisation, status and 

feelings of achievement. However, when volunteering is studied from the 

perspective of volunteers it seems to take on characteristics synonymous with leisure 

rather than work (Henderson, 198 1 and 1984). The shifting focus of volunteering 

from service-oriented involvement to participation that is either more self-directed or 

directed towards social change has been identified by Watts and Edwards (1983). 

Pearce (1993) also supported the view that service reasons for volunteering declined 

in importance after joining an organisation with a corresponding increase in social 

motives. 

Volunteering is often regarded by those who participate as a leisure activity in 

its own right. (Daly, 199 1 b; DASETT, 1989). In defining leisure, Kaplan (1 975) 

stated that: 

Leisure consists of relatively self-determined activity experiences that 
fall into one's economically free-time roles and is seen as leisure by the 
participant, is psychologically pleasant in anticipation and recollection, 
potentially covers a whole range of commitment and intensity, that 
contains characteristic norms and constraints, and that provides 
opportunities for recreation, personal growth and service to others. (p. 
26). 



Embodied in Kaplan's definition are inferences quite consistent with the 

activity of volunteering. Of particular relevance are notions such as non-economic 

and self-detemined activity, and service to others (see Stebbins, 1982; Tedrick and 

Henderson, 1989). Significantly, for this study, Kaplan's definition also introduces 

the concept of commitment. Leisure is experienced across a range of commitment 

levels as described by Buchanan (1 985) and unlike work, volunteering does not 

attract the tangible economic reward of pay. In order to more fully understand the 

motives for volunteers to become committed to sporting organisations, it is 

important to study volunteering from the perspective of leisure. 

Exploring the notion of volunteering as leisure, it is iwtructive to consider 

how the activity is encompassed by some of the widely accepted conceptualisations 

of leisure. Godbey (1990) conceptualised leisure as time, activity, and state of 

existence or being (attitude). It is generally accepted that leisure takes place at times 

when work and personal obligations have largely been met. Volunteering occurs 

within blocks of discretionary time. Similar to leisure conceptualised as non- 

obligated or free time, volunteering takes place predominantly in the time available 

outside that allocated to work and personal commitments. Volunteering for sporting 

organisations also concurs with the activity paradigm of leisure in that sport itself is 

widely accepted as a form of leisure behaviour. To be considered to be volunteering 

as a sport administrator one must be participating in some form of activity related to 

sport. Unfortunately, the discretionary time and activity conceptualisations do not 

take into account the complex and individualistic nature of, or the benefits sought 

through, leisure. Making the link between volunteerism and leisure within the 

context of an individual's state of mind or being is more difficult, but also 

fundamental to exploring the nature of volunteering and better understanding 

commitment. 



Consistent with Kaplan's definition, an experience is regarded as leisure when 

it is intrinsically motivated, voluntarily and freely chosen and leads to personally 

valued outcomes. Research undertaken by Henderson (1981) substantiates the view 

that there is a conceptual link between volunteering and leisure. She found that I1 

out of 13 descriptors were shared between leisure and volunteering. Reasons such as 

volunteering is interesting, provides for interaction, is its own reward and maintains 

personal growth ranked highly among a sample of 4-H adult volunteers in the United 

States. Releasing energy, tension and emotion, and opportunities to relax were 

ranked lowest among the 13 descriptors tested. Voluntary association membership 

as a form of leisure has been the subject of several other studies over a number of 

years (Crandall, 1979; Caldwell and Andereck, 1994; Deffee, Schultz and Pasewark, 

1974; Stem and Noe, 1973; Reissman, 1954; Stem and Noe, 1973). The nature of 

this link between leisure and volunteering may be in the fulfilment of intellectual 

motives or higher order needs. Among several leisure motives, Dennis and'zube 

(1988) found a relationship between intellectual pursuits and voluntary association 

memberskip in a sample of outdoor recreation participants. 

It was Stebbins (1982) who first contrasted serious leisure with casual leisure 

and work. He identified volunteering as one of three forms of serious leisure and 

suggested that serious leisure requires "the development of skills and knowledge, the 

accumulation of experience and the expensing of effort" (p. 267). In conceptualising 

serious leisure, Stebbins identified a number of qualities that distinguish it from 

other fonns of leisure. Among these qualities were the occasional need to persevere, 

the tendency towards a career-type of endeavour or enduring involvement, 

significant personal effort, durable benefits, a unique ethos associated with the 

pursuit and strong identification. ' He conceded that many of these terms are often 

used to describe and analyse the world of work. However, the notion of serious 



leisure provides a useful perspective from which to study the retention of volunteers. 

Volunteering is a specific and identifiable type of leisure activity or experience that 

seems to provide a link between needs and attitudes often associated with the 

separate, but not necessarily opposite, domains of work and leisure. 

Conceptualising volunteering in this way raises the question whether leisure, 

often associated with freedom of choice and expression, can be congruent with 

commitment to furthering the goals of a sporting organisation. Buchanan (1985) put 

forward a theoretical perspective on commitment and leisure that addressed this 

issue. Relying heavily on the earlier work of Kanter (1 968), she stated that 

"commitment involves some degree of affective attachment to the goals and values 

of a role, an activity, or an organization" (p. 405). 

The benefits of volunteering 

A substantial amount of literature has investigated the motivations of 

volunteers. Largely, it attempted to characterise those who volunteer or provided 

lists of reasons for volunteering and sought to differentiate individuals by their 

motives. For example, Heidrich (1990) provided a list of categories of reasons that 

people volunteer including to increase social contact, help others, fill leisure time, 

meet the expectations of others and gain recognition, and pointed out that her list 

was not exhaustive. 

It is not the purpose of this chapter to provide a review of the volunteer 

motivation literature. Pearce (1993) undertook an ample review and concluded that 

volunteers seek satisfaction of a wide range of personal needs, but volunteering to 

serve (altruism), for social contact, and promoting the goals of the particular 

organisation appear across a wide range of studies. The purpose of this section of 

the review is to discuss the findings of empirical studies that have investigated the 



motivations and benefits of volunteering in relation to developing a sense of 

identification with and involvement in voluntary associations. A following section 

will elaborate on the influence of organisatiorial experiences in developing 

commitment to sporting organisations. 

A small number of studies have attempted to identify the benefits volunteers 

receive for their work (Pearce, 1993). Understanding the psychological outcomes or 

the benefits sought by volunteers through their volunteer experience may help to 

explain the individual factors that motivate volunteers to identify with an 

organisation. It has been suggested that motivating volunteers involves a process of 

integrating individual goals with those of the group (Heidrich, 1990; Wilson, 1976, 

in Tedrick and Henderson, 1989). Schindler-Rainman and Lippitt (1975) pointed 

out that there are a number of internal, interpersonal, group member and situational 

forces that influence the decision of individuals in "trying to decide whether to 

commit their volunteer time and energy to some activity or program" (p. 47). Once 

this decision is made, volunteers must decide whether to put more or less effort into 

the activity, and whether to continue to volunteer. This i~iiplies that volunteers 

continually assess their decision to volunteer and whether they will commit time and 

effort to furthering the goals of their sporting organisation. 

Stebbins (1 982) identified altruism and self-interest as the motivations for 

volunteering and helping and satisfaction as the contribution or outcomes of 

volunteering. In contrast, Gidron (1983) argued that altruism is a very minor factor. 

Briggs (1983) suggested that volunteers are conscious of an inner-orientation and 

participate because of needs for self-growth, work experience, self esteem, 

enjoyment, relationships with others, contributing to goals, and affiliation. Within 

the context of University intra-&al programs, Roberts-Du Bord (1 989) categorised 

volunteers' motives as altruistic (or increasing others' welfare), egoistic (or 



increasing the volunteer's welfare), and social obligation. Malenfant (1 987) also 

categorised sports volunteer motives as altruism and self-satisfaction and went on to 

describe some of the characteristics of volunteers in each of these groups. Those 

with altruistic motives were influenced by their nuclear family to volunteer, were 

middle-aged or older and looked for good relationships with sports people. 

Volunteers who sought self-satisfaction were characterised as being influenced by 

their friends, were seeking friendship and were younger people. Using McClelland's 

needs-based theory of motivation, Henderson (198 1) found that in her sample of 

volunteers, the need for affiliation was a significantly greater motive than the need 

for achievement or the need for power. Clearly volunteers are motivated by a desire 

to fulfil a wide range of benefits that can be categorised as self-interest, social 

interaction, or altruism. 

A frequent problem in examining the motives of volunteers, especially 

concerning altruism, is the confounding influence of social desirability. volunteers 

are likely to give service-related reasons for volunteering rather than emphasise the 

importance of self-interested motives. Pearce (1993) provided some interesting 

insights into the 'altruism' debate and asserted that many of the problems could be 

overcome through the use of the term prosocial behaviour to describe the 'service to 

others7 motive for volunteering. Notwithstanding, the findings of a number of 

studies highlight the importance of altruism, social interaction and the satisfaction of 

self-interests in motivating volunteers. Extrinsic rewards have not been prominent 

in $he literature, although interacting socially can provide opportunities for 

individuals to enhance their status within a group. Rewards for service (e.g., club- 

person awards and life memberships) are also made from time to time in most 

sporting clubs and associations, but their value is symbolic rather than tangible (cf., 

Etzioni's compliance relationships). 



Many of the theories of motivation that have been applied to or discussed 

within the context of volunteerism have been developed to explain why people 

work. Although cognisant of the importance of intrinsic sources of motivation, a 

limitation with many theories of work motivation in examining the formation of 

attitudes and the organisational behaviour of volunteers is the prominence of 

extrinsic reward systems. Rewards such as pay, promotion and improved working 

conditions are some of the many extrinsic rewards used in work organisations to 

motivate employee behaviour. The value-rational as opposed to legal-rational nature 

of voluntary associations, coupled with the weak behavioural demands and low 

expectations often placed on volunteers makes it difficult to reconcile the application 

of work motivation theories to volunteers. However, theories that emphasise the 

satisfaction of higher-order needs (e.g., personal growth, creativity, a sense of 

personal competence, need for recognition, status and respect) and the influence of 

significant others can go some way towards explaining the act of volunteering. 

In conceptualising volunteering as leisure it is important to ascertain the extent 

to which it is perceived to be meeting higher order psychological benefits or needs. 

Furthermore, different individuals may perceive that volunteering provides a range 

of benefits and may be motivated by the achievement of different perceived benefits 

at different times. Two teams of researchers led by, Tinsley and Driver respectively, 

have developed inventories designed to measure the relative importance of 

subjectively appraised leisure benefits or psychological outcomes that imply benefits 

(Driver, Tinsley and Manfiedo, 1991). They posit that subgroups of individuals 

participating in the same activity derive a wide variety of psychological benefits and 

differ in the extent to which they value these benefits. 

Tinsley, Barrett and Kass (1977) identified 44 psychological needs that may be 

gratified by participating in leisure activities, 17 of which are met to about the same 



degree by participating in a range of leisure activities. Twenty-seven needs (labelled 

leisure activity specific) can be satisfied to a significantly greater extent by 

participation in some leisure activities than by participation in others. Subsequent 

work undertaken by Tinsley and Kass (1979) has identified eight general 

psychological benefits of leisure labelled self-expression, companionship, power, 

compensation, security, service, intellectual aestheticism and solitude. Driver et al., 

(1 991) cited the results of research of 18 leisure activities, including several that 

have similarities to volunteering. They reported that volunteer service activities, 

volunteer professional activities, and attending meetings of social groups were all 

high on the psychological benefits of power, intellectual aestheticism and service. 

Two out of the three activities were also high on self-expression and companionship, 

but all were low on solitude. In contrast, watching sports (not on TV) was low on 

most benefits, particularly power, intellectual aestheticism and service. The 

theoretical basis of the work of Tinsley and his colleagues is that behaviour is a 

function of needs, and leisure experiences contribute to the satisfaction of higher- 

order needs. 

For two decades, Driver et al., (1 991) have been interested in the 

"development of psychometric instruments to identify and assess the relative 

importance of benefit implying reasons why [sic] recreationalists select particular 

activities and environments" (p. 272). Like the work of Tinsley, Driver et al. based 

their work on the "unmet needs" hypothesis in an endeavour to measure the breadth 

of needs satisfied by leisure experiences. From there however, Driver et al. 

developed a quite different approach to the evaluation of how particular leisure 

activities and settings were of benefit to different types of participants. Theirs is an 

applied orientation concerned primarily with managerial activities and how these 

lead to the satisfaction of individual benefits such as physical and mental health 



through recreation experiences. The theoretical basis of Driver's work is 

expectancy-valency theory that is central to the motivation theory of Porter and 

Lawler (1968). It also rests on the assumptions underlying the theory of reasoned 

action (Fishbein and Ajzen, 1975). Porter and Lawler (1968) expanded Vroom's 

theory to include the concept of perceived equity of rewards as the link between 

performance and satisfaction. They also emphasised the distinction between 

intrinsic and extrinsic rewards and argued that intrinsic rewards were more likely to 

produce satisfaction and further motivation than extrinsic rewards. Intrinsic rewards 

are those that fulfil higher order needs and an individual is more likely to continue to 

perform provided that the activity (e.g., volunteering) satisfies intrinsic rewards that 

are perceived to be equitable and deserved. To use Fulmer7s (1983) words, 

. . . if the reward for performance equals or exceeds what is perceived as 
being fair, the satisfaction will motivate repeated action. If the reward 
falls short of perceived equity, however, dissatisfaction will occur and 
prevent motivation to continue efforts (p. 294). 

The theory of reasoned action is based on the assumption that individuals are 

rational and reasoning animals who use information available to them. The theory 

attempts to link: 

(1) behavior to intentions; (2) intentions to a weighted combination of 
attitudes and subjective norms; and, (3) attitudes and subjective norms to 
behavioral and normative beliefs. (Fishbein and Manfiedo, 1992, p. 30, 
in Manfredo, 1992). 

Using this theory, Driver et al. (1991) stated that the choice of a particular 

recreation behaviour is a function of: 

(1) the salient beliefs regarding the outcomes of making a specific 
recreation choice, (2) the strength of beliefs about these outcomes, (3) an 
evaluation of the desirability of these outcomes, and (4) beliefs about 
what others feel the person should choose and the motivation to comply 
with others (p. 272). 



An individual would choose to volunteer if they held strong beliefs about the 

expected outcomes of volunteering, that these outcomes were desirable and would 

result from this action, whether significant others would approve, and whether they 

were motivated to comply with such approval. Putting this into the context of 

organisational commitment, an individual would value membership of a sporting 

club or association and work towards fixthering its goals if they believed that certain 

expectations would be met, they perceived relevant others (e.g, family, team mates, 

friends) think that they should and if they had a strong need to comply with this 

approval. 

The utility of the theory of reasoned action is that it overcomes the tendency to 

link attitudes such as organisational commitment directly to behavioural outcomes. 

It emphasises that behaviour is a function of intention, which in turn is a h c t i o n  of 

attitudes (individual) and subjective norms (social). Attitudes and subjective norms, 

in turn, are influenced by underlying behavioural and normative beliefs. 

There are two important implications of the work of Driver et al. (1991). 

Firstly, an individual's beliefs that a behaviour leads to certain outcomes, and their 

evaluation of the desirability of these outcomes, have been identified as important 

factors that ultimately lead to performing a certain behaviour such as volunteering. 

Secondly, the influences of normative or social influences, such as perceived equity 

of rewards and specific referent others, are important in explaining the performance, 

or intention to perform a certain action such as volunteering. A criticism that has 

been levelled at the theory of reasoned action is that it is predictive of behaviour 

only under conditions of volitional control. There may be circumstances where one 

intends to go to a meeting, but could miss the meeting because of circumstances 

beyond one's control (e.g, a family emergency). That is, individual behaviour could 

be incompatible with attitudes and behavioural intentions due to situational 



constraints. However, this theory serves to highlight the complexities of predicting 

the behaviour of volunteers even those highly committed to a sporting organisation. 

Driver et al. (1 991) developed the Recreation Experience Preference (REP) scale 

that aims to "measure the extent to which specific experiences are desired and 

expected from leisure activities" (p. 275). The REP includes 43 scale items that 

have been grouped empirically in 19 general experience preference domains. Many 

of these domains are salient to the activity of volunteering such as achievement, 

stimulation, independence, teach or lead others, and sharing similar values. Despite 

its relevance, the REP scale seems to have been applied to a quite limited extent in 

the area of sport (McIntyre, Boag, Cuskelly and Coleman, 1992). 

To focus solely on the satisfaction of individual needs that may be sought and 

met through the activity of volunteering would be to consider only one side of the 

problem. Aside from being a leisure activity for many individuals, volunteering is 

an activity that is engaged in regularly, often occurs over a number of years, and in 

the case of sport, mostly within a formal organisational setting. Therefore, it is 

important to consider the retention of volunteers from an organisational perspective. 

This might be best achieved through the identification of the characteristics of the 

functioning of organisations that seem to elicit feelings of positive affect 

(organisational commitment) and possibly enhance the retention of volunteers by an 

organisation. 

Organisational influences in the retention of volunteers 

As has been discussed, a prominent aspect of the volunteer literature pertaining 

to the planning and management of an organised volunteer program is the retention 

of volunteers. Implicit in this view is the notion that if volunteers are to be retained 

by an organisation then conditions must be established which facilitate the 



development of attitudes and behaviours consistent with being organisationally 

committed. It was a concern for the effects of different types of organisational 

environments and managerial styles on the attitudes and behaviour of organisational 

members that has led to the development of several theories of organisational 

behaviour. Prominent among these have been the works of Blake and Mouton 

(1 978), Herzberg, Mausner and Snyderman (1 967), Likert, (1 961, 1967), Likert and 

Likert (1 976), and McGregor (1 960) who have built upon the precepts of the human 

relations school of organisational theory in the management of complex 

organisations. 

Concerned with the effectiveness of organisations as social systems, Likert and 

Likert (1 976) developed a theory that distilled four recognisable systems of 

management that exist on a continuum from exploitative-authoritative (System 1) to 

participative (System 4). They have developed a profile of organisational 

characteristics that focussed on the social system within organisations. Their profile 

identified a number of processes including leadership, motivation, communication, 

interaction, decision making, goal setting, control and performance that affect the 

performance of an organisation and its members. Likert and Likert (1 976) used their 

profile of organisational characteristics to describe the operating characteristics of 

the different management systems and argued that their 'System 4' incorporates the 

basic principles used by the highest-producing managers. Studies of voluntary 

associations revealed that the same basic principles of organisation and leadership 

were found to be associated with high levels of performance (Likert and Likert, 

1976). They concluded that high levels of interaction, communication and 

influence, along with the development of a supportive climate were characteristic of 

highly effective organisations. 



Often criticised for being universalists and advocating a general organisational 

theory in contrast to the contingency approach, Likert and Likert (1 976) 

acknowledged that while the "principles of the highest-producing managers are 

essentially the same from industry to industry or for different kinds of work, the 

specific methods for applying them usually differ markedly from situation to 

situation" (p. 16) and must be applied in a "culturally relevant manner" (p. 55). 

They cited a large number of studies that support their theory and stated that there 

were "findings now emerging which reveal the superiority of the System 4 model is 

as great in nonbusiness fields as in business" (p. 55) and suggested that there have 

been far fewer studies of management systems used by voluntary organisations. 

Significantly, Likert and Likert (1 976) stated that: 

As a rule, the studies in voluntary organizations reveal much more 
marked relationships among the variables [described by the profile of 
organisational characteristics] than is found in organizations which make 
use of economic motivation (p. 104). 

Likert and Likert emphasised the importance that should be placed on 

participation in matters as diverse as decision making, goal setting, leadership and 

communication throughout an organisation. Despite its wide use in a range of 

organisational settings including recreation organisations (Nogradi, 1977) and its 

intuitive appeal, one problem with their profile of organisational characteristics is 

the absence of psychometric data. 

In a similar vein, a number of management and organisational theorists have 

drawn on the principles established by the Hawthorne experiments and emphasised 

the importance of creating a social organisation in which each individual may 

participate to the greatest possible extent and with which everyone feels a sense of 

close identification (Lupton, 1983). Herzberg's (1968) concerns lay with the causes 



of job satisfaction and dissatisfaction and he developed his two factor theory. 

Feelings of job dissatisfaction (hygiene factors) were most often associated with the 

context of the job (e.g., working conditions, salary). Job satisfaction (satisfier 

factors) was largely a result of job content (e.g., sense of achievement and personal 

growth). He argued that managers' attention needed to focus on satisfier factors if 

opportunities for job satisfaction were to be enhanced. Organisational commitment 

has been consistently found to be related to various aspects of job satisfaction in the 

work organisation literature (Mathieu and Zajac, 1990) and amongst a sample of 

employees in voluntary human service organisations (McDonald, 1993). 

McGregor (1960) developed a theory in which human nature was viewed 

dichotomously by managers as either Theory X (organisational members viewed as 

irresponsible, resistant to change and lacking initiative) or Theory Y (willing to 

accept responsibility, enthusiastic, creative). McGregor argued that Theory X 

managers were excessively directive, relied on impersonal control and used punitive 

sanctions with the result that subordinates became dependent and passive, and 

presumably less organisationalIy committed. Theory Y suggests that if individuals 

were invited to participate in decision making, offered autonomy and task variety 

they would work more effectively and happily together. 

Research that began in the late 1940's at Ohio State University identified two 

orthogonal dimensions of leader behaviour (initiating structure and consideration). 

At about the same time, the University of Michigan's Survey Research Centre 

identified two similar dimensions of leadership behaviour - production oriented and 

employee oriented. Armed with this knowledge, Blake and Mouton (1 978) 

developed the New Managerial Grid and argued that a high concern for people and a 

high concern for task was the preferred managerial style and led to a participative or 



democratic organisation with good economic and socio-psychological results (i.e., 

benefits). 

The work of these theorists has been criticised for its lack of conclusive 

supporting evidence and minimal reference to factors such as organisational size, 

structural complexity, the nature of technology and the supply of labour (Lupton, 

1983). These theories also assume that the degree to which individuals participate is 

under the control of management. While bureaucratic in the sense of having a 

system of abstract rules, for example, sporting organisations are also democratic and 

the extent to which individuals participate is largely their own decision. 

Notwithstanding such criticisms, theories that emphasise the importance of 

participation have influenced the direction of managerial thought and practice in 

work organisations over a number of decades. Further, they have demonstrated that 

social organisations by their nature are dynamic. They both influence and are 

influenced by the degree to which individuals are organisationally committed and 

the extent to which they provide opportunities for individuals to participate. Earlier 

in this chapter, the significance of organisational expenences in the development of 

organisational commitment was discussed. A substantial component of these 

experiences is the degree to which individuals feel free to participate in processes 

such as goal setting, decision making, communication, democratic control and 

conflict resolution. 

These theories have particular importance for individuals in sporting clubs and 

associations where there are virtually no economic incentives to participate. 

Voluntary associations should be particularly cognisant of the factors that contribute 

to a harmonious environment whereby individuals can feel free to become involved 

and develop a sense of identification. Theoretically, sporting organisations that 

develop and maintain a positive group environment with processes that emphasise 



high levels of cohesion, support, trust, openness and member participation are more 

likely to have highly committed volunteer administrators and a stronger possibility 

of retaining their services. 

Volunteers are motivated when they see how their tasks contribute to what the 

organisation is trying to accomplish, find self-esteem in their 'work', have access to 

legitimate training and recognition for their effort (Kennedy, 1985, in Tedrick and 

Henderson, 1989). Schindler-Rainman and Lippitt (1 975) argued that there are a 

number of forces that influence volunteer commitment. They discussed factors such 

as a sense of making a difference (instrumental activities), learning or being excited 

by experiences and insights (expressive activities), the support of significant others, 

and adjustments made by the organisation to facilitate participation by the volunteer 

as influential in the decision of a volunteer to change their level of commitment. 

These factors are also consistent with the theories of motivation and the 

instrumental-expressive organisational typology discussed earlier. Among the 

negative influences Schindler-Rainman and Lippitt discussed were a lack of 

appreciative feedback, disapproval of their commitment by others whose opinians 

the volunteer values (cf., Fishbein and Ajzen, 1975), general morale and 'working7 

conditions. These negative influences are largely extrinsic and are consistent with 

the hygiene factors referred to by Herzberg (1968). Schindler-Rainman and Lippitt 

(1975) postulated that situational forces tend to become influential when the 

volunteer has already developed negative attitudes towards their volunteer role or 

organisation, such as when commitment to the organisation shows signs of 

decreasing. 

Most of the organisational theories discussed have been developed in complex 

organisations, often with a large number of departments and employees. When 

viewed from the macro-perspective (i.e., where local, regional and state 



organisations are seen as the components of a national sporting organisational 

structure) most sport bureaucracies resemble complex and geographically dispersed 

work organisations (e.g., hierarchical structure, impersonal rules and procedures, 

formal lines of communication and authority). However, when the clubs and 

associations that are the building blocks of sport bureaucracies are viewed from a 

micro-perspective as discrete entities, as they are in this study, most sporting 

organisations are not of sufficient size or complexity to be routinely compared with 

the highly formalised organisational structures found in many work organisations. 

Furthermore, in relation to the whole membership of a club or association, only a 

small proportion of members take on administrative (instrumental) roles. Although 

there are a number of specialised roles to be filled (e.g., president, treasurer, 

secretary, registrar) there is rarely evidence of the formally established job 

descriptions and functional departments often observed in work organisations. 

Because individuals in most voluntary sporting organisations are not in frequent 

contact, such as on a day-to-day basis in work organisations, the influence of a 

particular managerial style may be difficult to detect and impossible to measure. 

Moreover, it may not be all that crucial for members whose primary interest might 

be as a participant in the sporting activity itself (expressive activity). The overall 

administration of the sporting club or association however, is dependent upon the 

persistent efforts of a core of volunteer administrators. 

Mindful of this sense of scale (micro rather than macro-organisational 

perspective), it is appropriate to research the influence of organisational processes on 

the attitudes and behaviours of volunteer administrators at the management 

committee or board level. The management committees of sporting organisations 

are synonymous with the work teams or groups that form functional units within 

complex work organisations. This is not to deny the philosophies that underlie the 



organisational theories discussed previously. To the contmry, the importance of 

organisational experiences that encourage high levels of member participation and 

involvement, trust, support and opportunities for personal growth are salient at all 

levels within organisations. The point is the necessity to place the study of the 

influence of organisational processes on the members of sporting organisations at an 

appropriate level. This is to ensure that perceptions about important organisational 

experiences that occur within the management committee are not overlooked by 

focussing on what takes place at an organisational level where there is a distinct 

possibility of structural uncertainty (see Pearce, 1993) at least from the perspective 

of volunteers. 

Properties and processes of effectively functioning committees 

An important organisational focus for volunteer administrators is their 

management committee or board. Where the primary concern of a coach is' with 

their athletes and team, players on their individual performance and the game, 

volunt-er administrators constantly have to take a wider view of the organisation and 

its performance. Reichers (1 985) discussed this issue in relation to organisations 

being composed of multiple constituencies. Unlike work organisations, volunteer 

sports administrators are not always in frequent contact with other organisational 

members. For many administrators, especially those who do not take on other roles 

(e.g., coach or player) their major and for some, only, source of formal contact with 

an organisation is at regularly scheduled management committee or board meetings. 

Under these conditions, the effectiveness with which a committee functions is 

potentially a significant influence on the development of attitudes towards the 

org'anisation amongst volunteer administrators. Committee meetings are an essential 

component of a democratically run sporting organisation, but are also a source of 



sigsficant frustration and sometimes derision amongst administrators and other 

members of sporting clubs and associations. 

The management committees of sporting organisations are formal groups 

entrusted with the responsibility of acting on behalf of the members of that 

organisation. Sessoms and Stevenson (1 98 1) stated that: 

. . . all groups have certain characteristics, including a definable 
membership, some sense of purpose or awareness, a pattern of 
interaction, and a common or agreed-upon goal or goals and a system of 
order (p. 58). 

Importantly, they added to their formal definition the concept of social groups 

in which people recognise others as members of a group and interact accordingly. 

Reinforcing this view, Schermerhorn (1 989) argued that committees were 

psychological groups in which the members were aware of "one another's needs and 

potential resource contributions, and acheve high levels of interaction and inutual 

identification in pursuit of the common purpose" (p. 387). Groups such as 

committees progress through z number of recognisable stages of development from 

the initial entry of members into a group through to high levels of integration 

(Sessoms and Stevenson, 1981) in which there are high levels of task performance 

and human resource maintenance (cf. Blake and Mouton, 1978). 

The committee of a sporting organisation is a group or collection of 

individuals in pursuit of common goals who meet and interact with one another on a 

regular basis. Sporting organisation committees are formal groups because they are 

created by the authority of the constitution and by-laws of incorporated clubs and 

associations that specify certain rules and procedures. The constitution may also 

specify the membership, methods of election or appointment of members, define 

roles and responsibilities, and delineate lines of authority within the committee 



among other matters. The forces that operate within a group are known as group 

dynamics and they affect group outcomes, the nature of the group and the responses 

of individuals to it. In turn, individuals develop attitudes towards the group and 

ultimately towards the whole organisation. 

Assuming that the characteristics of group processes that occur within 

committee settings can be identified and measured, the committees or boards of 

sporting clubs and associations can be classified according to the level of 

bct ioning or dysfunctioning of these processes. Just as organisations respond to 

internal and external influences, the committees of sporting organisations are 

dynamic both in their structure and functions and subject to, in some instances, 

radical change. Structural and functional changes may be caused by the turnover of 

members (e.g., resignations and new appointments), the way in which individuals 

interact with each other as their roles within the group evolve, or changes in the 

overall size of the organisation. Although beyond the scope of this study changes 

may also occur in response to the more subtle influences of changing social, 

political, legal and economic factors external to the organisation. 

A number of authors, for example, Camrnann et al., (1983), Houle, (1 989), 

Likert and Likert, (1976), McGregor, (1960), Schein, (1988), and Vamey, (1977) 

have identified the characteristics of what are regarded as effective groups or teams. 

Effectiveness refers to the extent which groups achieve their goals (task 

performance) and satisfy the needs of individual members (human resource 

maihtenance). These characteristics are process-oriented, dynamic and based on the 

human relations approach to organisational theory. 

Taking a process consultation approach, Schein (1988) identified a range of 

task and maintenance functions that must occur inside a group for the group to 



function and develop effectively. He also added a boundary maintenance function 

and elaborated that groups exist within organisations or social environments and 

must manage their relationship with these environments such as managing the entry 

and exit of members (turnover). Among the task functions identified by Schein were 

initiating, opinion and information seeking and giving, and consensus testing that 

contributes to effective group problem solving. The maintenance functions 

emphasise the concern that members should have about the building and 

maintenance of 'good' relationships within the group and include harmonising, 

compromising, encouraging and diagnosing. Schein developed a questionnaire for 

analysing effectiveness of group functioning that included a number of indexes such 

as goals, participation, leadership, decision making, trust, creativity and growth. 

Varney (1977) has also discussed the need for people to work together in groups and 

identified the importance of developing effective teams. He also explicated a 

number of conditions that contribute to the development of an effectively 

functioning team. Among these variables were mutual trust and support, conflict 

resolution, and utilisation of member resources. 

In his book The Human Side of the Enterprise, McGregor (1960) developed a 

list of the characteristics of successful and productive teams: 

The atmosphere is informal, comfortable and relaxed; 

Virtually everyone participates in goal-directed discussions; 

The objectives of the group are well understood and accepted by the 

members; 

The members listen to each other; 

Disagreement is openly expressed and resolved, rather than dominating 

the dissenter; 



Most decisions are made by a kind of consensus; 

Criticism is frequent, fiank and relatively comfortable; 

People are fiee in expressing their feelings as well as their ideas; 

When action is to be taken, clear assignments are made and accepted; 

The chair or leader does not dominate the group; 

The group is self-conscious of its own operation. 

More recently, Houle (1989) provided a list of the characteristics of boards 

that have outstanding group spirit. According to Heidrich (1 990) most of Houle's 

characteristics are "indicators of excellent process skills and apply to other volunteer 

work groups in addition to boards" (p. 148). Further, Heidrich argued that the 

success of volunteer boards, committees, task groups and advisory panels rests on a 

foundation of group process skills. 

Summary 

In summary, while intuitively appealing, as is much of the human relations 

approach to organisational and management theory, there is little substantive 

evidence to support the contention that groups characterised by high levels of task 

and human resource maintenance functioning are more effective than groups in 

which either or both of these dimensions receive less emphasis (Robbins, 1984). 

However, this study is not about examining the effectiveness of sporting clubs and 

associations in achieving predetermined goals. Its focus is on the influence of 

perceptions about committee functioning in the development of organisational 

commitment and behavioural outcomes such as turnover. 

In this study, the characteristics of management committee group processes 

have been defined as perceived committee functioning. It is important to 



differentiate between the terms committee functions and committee functioning. The 

functions of committees in most sporting organisations focus on the management 

and administration of the club or association. Committee functions are task and 

outcome oriented. Depending upon the size, nature and hierarchical level of the 

committee or board its functions range fiom day-to-day tasks such as receiving and 

replying to correspondence to the development and review of broad policy 

statements and strategic plans. In contrast to the outcomes of the functions of a 

committee or board in the discharge of its responsibilities, committee functioning 

refers to the perceptions committee members have about the processes that take 

place within their committee or board. 

One problem with the measurement of committee functioning is the separation 

of the actual processes fiom the member's evaluation of these processes. 

Theoretically, it should be possible to distinguish between the effectiveness of the 

functioning of committees and individual's evaluation of committee functioning. 

For example, input to decision making might be high but some volunteer 

administrators may perceive that their level of input is low. The separation of 

objectively observed committee functioning and members' perceptions of these 

processes is theoretically important. However, if the goal is to measure the 

effectiveness of committee functioning fiom the perspective of individual members 

then objective measures, such as researcher observations, would be less relevant than 

the perceptions of individual members who have first-hand experience of the 

functioning of their committee. 

There is limited consensus about the characteristics of effectively functioning 

committees, due to the assumption of differences in the situational contexts in which 

they can be differentially emphasised and influenced by individuals within various 



groups. This lack of consensus about a universal set of committee functioning 

characteristics is consistent with the contingency theory of organisational behaviour. 

There may be no need to settle on a universal set of characteristics due to the diverse 

structures, goals and methods of operation used by different committees and boards. 

However, the problem remains that the ways in which members perceive 

organisational experiences such as through the functioning of their committee may 

be influential in the formation of attitudes such as organisational commitment. What 

is needed is a way to operationalise the perceptions of volunteer administrators about 

the extent to which they feel their committee or board is functional or dysfunctional. 

Cammann et al. (1983) developed a work group functioning (WGF) scale as 

part of the comprehensive Michigan Organisational Assessment Questionnaire 

(MOAQ). It was designed to provide information about work group members 

perceptions of the properties of and processes that occur within their immediate 

work group. They argued that work groups are prominent features of work 

environments and can have a significant impact on an individual's feelings about the 

workplace. The work group functioning scale measures five dimensions - 

homogeneity, cohesiveness, goal clarity, openness of communication and influence, 

and internal fragmentation or friction within the group. In contrast to the 

constraining influences of structural and goal or outcome oriented conceptualisations 

of committees, boards or work groups, a process oriented approach may be more 

generalisable across a range of organisational settings. 



Empirical studies of organisational commitment in 
voluntary associations and sport and recreation organisations 

Commitment has been studied across a diverse range of voluntary associations 

and sport and recreation organisations of which, some employ paid staff. Consistent 

with the study of work organisations, organisational commitment has been 

conceptualised from both behavioural and attitudinal standpoints and has been found 

to be associated with a range of organisational variables and individual 

characteristics. Commitment to particular roles (e.g., playing football, sport 

spectating and running) and concepts closely related to commitment, such as 

enduring involvement and recreation specialisation for example, have been the 

subject of a number of studies in sport and recreation literature (see Hickman, 198 1 ; 

Koslowsky and Maoz, 1988; Lee and Ziess, 1978; McIntyre, 199 1; Yair, 1990) and 

have strengthened the capabilities of researchers to explain leisure behaviour and its 

psychological benefits. The following sections review empirical studies of 

organisational commitment, particularly in sport and recreation settings, in relation 

to the characteristics and motives of volunteers and their perceived organisational 

experiences. 

Commitment and the characteristics of volunteers 

A number of studies have investigated relationships between organisational 

commitment or involvement and a range of sociodemographic variables. Many of 

the relationships were either not statistically significant or significant but weak. For 

example, Wright and Hyman (1958) found no relationship between the incidence of 

affiliation with voluntary associations and factors such as length of residence in a 



community, length of residence at the same address, type of residence, and travel 

time to work. In contrast, Haggerty and Denomme (1 99 1) found reduced travel time 

to club activities and being male was significantly related to organisational 

commitment. Manzo and Weinstein (1987) reported that demographic variables did 

not account for any between group differences on behavioural commitment to an 

environmental protection organisation but that previous club and volunteer 

participation were related to commitment. In a study of a sample of parks and 

recreation employees, London and Howat (1 979) found organisational commitment 

to be positively related to age, number of children, salary and community size. 

Knoke (198 1) reported that the income levels of volunteers (lower), duration of 

membership and more hours available for community activities were related to 

commitment. Using the OCQ, Jemer (1984) found that organisational commitment 

was a significant predictor of the number of volunteer hours contributed by junior 

league members two years later. 

Commitment and volunteer's motives 

While the literature on volunteer's motives for joining voluntary associations 

is extensive, the study of relationships between motives and commitment has been 

the subject of a quite limited amount of research. Opportunities for social 

interaction have been found to be a significantly associated with involvement and 

organisational commitment in several studies (Daly, 1 99 1 a; Haggerty and 

Denomme, 199 1 ; Knoke, 198 1 ; Latham and Lichtman, 1984; Manzo and Weinstein, 

1987). Feelings of personal importance (perceptions of being wanted and needed by 

the organisation) was also reported to be significantly related to organisational 

commitment (Latharn and Lichtman, 1984) as was a lack of emphasis placed on 

status related items (Haggerty and Denomme, 1991). In contrast, a study of 



volunteer hockey coaches indicated that they were involved at all levels of amateur 

coaching for instrumental reasons as opposed to personal need satisfaction (Hansen 

and Gauthier, 1988). 

Researching the problem in another way, Daly (1 99 1 a) investigated reasons 

that volunteers gave for quitting or moving to another sport. Frequently cited 

reasons included that their children had left the sport, 'overwork', dissatisfaction in 

the volunteer role, career changes, pressure of work, age and ill health. 

Dissatisfaction seemed to stem from complaints from 'those who do not contribute', 

being taken for granted or petty arguments. Indicative of their level of commitment 

to either the volunteer role or to the sporting organisation itself however, 93 per cent 

of the volunteers studied said that they intended to remain a sport volunteer. 

Daly raised an important issue when he reported that parents who 

'volunteered' felt an obligation to assist others who were looking after their children. 

He observed that when being 'obliged' to help, people were not volunteers in the 

real sense of the term. Within the context of Etzioni's compliance relationships, the 

commitment experienced by obligated volunteers would develop a sense of 

calculative commitment based on an exchange relationship. A parent would 

continue to 'volunteer' while they perceived there was an opportunity for their child 

to fully participate. A potential outcome for sporting organisations is that when the 

child becomes too old for the junior ranks the 'volunteer' parent also leaves the 

organisation. Turnover of 'volunteer' parents might also become an issue when they 

that their child is being denied adequate opportunities to participate. The 

child may not be given sufficient playing time when there is a shift away from the 

goal of equitable participation for all players to a position of win at-all-costs. This 

situation is akin to the problem alluded to by Blau and Scott (1962) in that a shift in 



the prime beneficiary can alter the nature of an organisation. As a consequence, the 

commitment levels of affected members could be reduced. 

Commitment and organisational experiences 

Consistent with the literature in work organisations, organisational experiences 

play a crucial role in determining system norms and values, and confirm the view 

expressed by Katz and Kahn (1978) that voluntary associations start with greater 

"value commitment on the part of their personnel" (p. 390) than do business and 

industrial enterprises. Nogradi and Koch (1 98 1) found that decisionally-deprived 

recreation administrators exhibited a significantly lower level of organisational 

cornmitrnent than those who were involved in as many or more decisions than they 

wished. Knoke (1 98 1) reported that decision participation and communication to be 

significantly related to commitment. Using the OCQ, McDonald (1 993) also 

illustrated that participation in decision making among a sample of employees in 

voluntary human service organisations was related to organisational commitment. 

Among parks and recreation employees, the commitment of subordinates to the 

organisation increased the more they perceived that their supervisors were effective 

in their job. Conversely, supervisors' organisational commitment increased the 

more they perceived subordinates to be following agency rules and regulations 

(London and Howat, 1979). Amongst a sample of recreation staff members and 

supervisors, Nogradi (1 979) examined the relationships between administrative 

processes and organisational commitment and reported that communication was the 

single most influential of the six administrative processes examined. Based on the 

Likert's systems theory, Nogradi (1 98 1) found that recreation department employees 

who perceived that they worked in a participative setting expressed higher levels of 

commitment (measured with the OCQ) than those who felt that their work setting 



was consultative. Further, communication, motivation and control processes were 

the most influential of six managerial activities. Searle (1 989) tested whether there 

was a relationship between municipal recreation directors and advisory board 

members based on the reciprocity norm. He found that some elements of reciprocity 

exist, but it was not generally the norm in these relationships. 

Structural characteristics also seem to be of importance in voluntary 

associations. Knoke (198 1) found larger budgets to be associated with the 

commitment of volunteers. Volunteer members holding higher positions withn 

voluntary associations were found to be significantly more committed than those 

who were lower in the hierarchy in community (Knoke, 198 1) and amateur sporting 

organisations (Williams, 198 1 ; Williams and Jackson, 198 1). 

The findings of these studies reflect the influence of organisational 

experiences, such as decision participation, communication, feelings of personal 

importance, social interaction and the structural characteristics of organisations. 

However, many studies relied on cross-sectional research designs, had limited 

theoretical bases and in some cases failed to specify whether commitment was 

conceptualised attitudinally or behaviourally. The reciprocity effect provides an 

explanation for the relationship between attitudinal and behavioural commitment, 

but contributes little to understanding the temporal ordering of these variables. For 

example, it is difficult to explain whether feelings of personal importance or 

increased participation in decision making lead to increased commitment or whether 

those who were more committed experienced stronger feelings about being wanted 

or needed by their organisation and participated in more decisions. h o k e  (1 98 1) 

pointed to the heavy reliance placed on the work-organisation literature and that 

even though work and volunteer organisations have some aspects in common, many 



conventional concepts such as span of control, formalisation and hierarchical level, 

do not apply to voluntary groups. 

In summary, similar to work organisations, organisational commitment among 

volunteers develops over time and is subject to the complex interaction of a wide 

range of influences including personal needs and perceptions about organisational 

experiences, among other variables. Part of the problem in trying to understand the 

organisational commitment of volunteers is to adequately classify and describe the 

experience of being a volunteer. Identifying what individuals see as the important 

benefits of continuing as a volunteer and how they perceive the functioning of their 

voluntary association setting are important considerations. 

Synthesis and implications 

It has been argued that organisational commitment is a construct that i s  

relevant to understanding and explaining the development of attitudes amongst 

volunteers in sport and their behaviour within voluntary associations. Compared to 

work organisations, there has been only a small number of studies in voluntary 

associations that have focussed on organisational commitment. Hence, much needs 

to be done to explain the development of organisational commitment amongst 

volunteers and whether this construct provides a useful insight into declining 

volunteerism in sport. 

Volunteer sports administrators operate in value-rational settings in which 

egalitarian practices are emphasised. In contrast to the legal-rational settings of 

work organisations where the legitimacy of work is not questioned, there are weak 

bel-iavioural demands and low performance expectations placed on volunteers 

(Pearce, 1993). Despite the predominance of such limited demands and 



expectations, a number of volunteers continue to offer their services as 

administrators to sporting clubs and associations well beyond the time that they 

cease to benefit as a player or competitor. This infers that a high degree of 

congruence develops between the values of individuals who volunteer and the 

systemic values of the sporting organisations for which they volunteer. It follows 

that volunteers are more highly committed to sporting clubs or associations than 

employees are to work organisations. 

Sporting clubs and associations exist to pursue goals which, if left to 

individuals, are less likely to be achieved without the burden of increased financial 

outlays for individual players or competitors. In order to achieve their goals, 

sporting organisations have to continually recruit individuals who are likely to 

comply with organisational power. According to the power-compliance schema of 

Etzioni (1980), volunteers develop a positive and intense orientation towards their 

sporting organisation based on their moral involvement and normative sources of 

power through the allocation of symbolic rewards. Under these circumstances, 

volunteers develop a strong sense of organisational commitment. They will have 

moved beyond being motivated to volunteer to seek status and recognition to a point 

where there is congruence between organisational and individual value-systems. In 

contrast, a volunteer who is obligated to volunteer will feel much less compelled to 

develop a strong sense of organisational commitment. Using Etzioni's (198 1) 

power-compliance relationships, obligated volunteers might have to be coerced to 

volunteer and their involvement would be either alienative (intense and negative 

commitment) or calculative (weak commitment). The measurement of 

organisational commitment amongst volunteers will indicate the direction and 

intensity of the attitudes of volunteer administrators and may illuminate the basis of 

their participation. 



A substantial amount of theory and empirical research points to organisational 

commitment developing in response to changing perceptions about organisational 

experiences. Several longitudinal studies have provided evidence of prospective and 

retrospective relationships between commitment and perceived organisational or 

work experiences within organisations. Organisational experiences have been 

conceptualised in this study as perceived committee functioning because of the 

belief that the ways in which committees handle their tasks and facilitate group 

maintenance functions will influence the formation of member's attitudes towards 

the organisation. The extent to which volunteers perceive that the committee takes a 

participative approach in its operations will influence the degree to which they 

become committed to the organisation. 

Sessoms and Stevenson (1 98 1) stated that "it is axiomatic that the more 

involved the members of a group are in determining their goals and directi.on, the 

more committed they are to carrying them out" (p. 65). They further argued that "a 

favorable social climate and communications pattern can strengthen the commitment 

of members" Op.65). Volunteers are unlikely to identify with or become involved in 

a committee that they perceive as dysfunctional. The committee chairperson has a 

particularly important role to play in establishing and maintaining the tone of 

committee meetings. Furthermore, volunteering like a leisure activity, is one in 

which there is freedom to choose whether to become more or less committed. A 

favourable social climate is likely to encourage volunteers to become more 

committed to the committee and to their organisation. 

Earlier discussion about the typologies of voluntary associations raised a 

concern about the development of oligarchical control where volunteers become 

divided into a core and periphery. Volunteer administrators who are part of the core 



are likely to be more committed to a sporting club or association than those who see 

themselves as peripheral. However, there is a risk of alienating peripheral 

volunteers who may feel a sense of apathy at not being consulted in the decision 

making processes that occur within committees or boards. This could result in a 

number of individuals feeling less committed to their sporting club or association 

and less positive about the functioning of their committees or boards. Shifting the 

balance towards the decentralisation of control will resolve the problem of forming 

an oligarchy but could result in committee inaction and frustration amongst 

committee members. 

There is strong evidence of a reciprocal relationship between behavioural and 

attitudinal commitment (Mowday et al. 1982; Meyer and Allen, 199 1) which 

implies, for example, that individuals with more years membership within a sporting 

organisation will be more highly committed to that organisation. The reciprocity 

explanation provides a bridge between the behavioural and attitudinal 

conceptualisations of organisational commitment but at the expense of over- 

simplifying the complex relationships between attitudes and behaviour. The actions 

of volunteers are situationally constrained, perhaps more so than those of employees 

who are financially dependent upon their work organisations. Unlike work, 

volunteering is an optional activity for most individuals that is often accorded a low 

priority when work, family and other life interests emerge. Volunteers may feel a 

strong sense of commitment to a sporting organisation, however that does not 

necessarily translate into shouldering more responsibility on behalf of their club or 

association. 

Volunteering has been conceptualised as a leisure experience because 

volunteers participate in sporting organisations to fulfil altruistic needs and a number 



of self-interests (Malenfant, 1987). In contrast to perceptions about organisational 

experiences, sporting clubs and associations have virtually no influence over the 

benefits sought by volunteers because they are rarely expressed and to a large extent 

are self-determined. Other than those who feel obligated to volunteer, individuals 

who ascribe high levels of importance to the benefits of volunteering are likely to be 

more organisationally committed than volunteers who rate the benefits of 

volunteering with less importance. A frequent problem in studying the motives of 

volunteers is the confounding influence of social desirability (Pearce, 1993). It is 

generally expected that individuals volunteer to be of service to others while at the 

same time apportioning less importance to self-interested reasons. 

Initial entry to an organisation and a change of position within an organisation 

have been identified as events that have a significant impact on levels of 

organisational commitment (Meyer and Allen, 1991). Several developmental 

models of commitment, but particularly Reichers (1 986), identified the importance 

of psychological attachments for individuals in the period soon after organisational 

entry. The level of organisational commitment of committee neophytes may be 

particularly sensitive and likely to change significantly as they psychologically 

adjust to becoming attached to a sporting club or association. 

Following the developmental line of reasoning, behavioural and structural 

concerns in relation to organisational commitment tend to emerge over longer 

periods of time. These factors may be influential in the development of commitment 

amongst volunteers but the relationships are likely to be weak and difficult to detect. 

For example, the level of organisational commitment of volunteers may vary in 

relation to hierarchical levels, the nature and extent of organisational roles other than 

as a volunteer, the involvement of other family members and structural variables 



such as organisational size. However, the variance in organisational commitment 

explained by behavioural and structural variables may be shared making it difficult 

to apportion and will not necessarily imply a cause and effect relationship. 

The multiple constituencies found in most work organisations (Reichers, 1985) 

are also evident in many sporting clubs and associations. In separate studies of 

commitment to multiple constituencies amongst recreation professionals, Howat 

(1982) reported that organisational commitment was lower than commitment to the 

profession, which in turn was lower than commitment to the community. In 

contrast, Nogradi (1 982) found commitment to the organisation was greater than to 

the profession. Some volunteer administrators hold formal positions in more than 

one sporting organisation or hold several positions in one sport but at different 

hierarchical levels. The commitment of volunteer administrators will vary in its 

intensity and direction for each constituency. It is likely that the level of 

commitment to one organisation or constituency is influenced by commitment to 

another. It will not be possible to gauge the relative importance of a particular 

sporting club or association to an individual without examining their commitment to 

other sporting organisations. 

Problem Statement 

The problem to be investigated in this study is to determine the relative 

importance of the personal benefits of volunteering and the perceptions of volunteer 

administrators about the hctioning of their committee in predicting levels of 

organisational commitment. This study will examine the nature of the relationship 

between behavioural and attitudinal commitment through a determination of the 

utility of organisational commitment in differentiating between volunteers who stay 



and those who leave their committee or organisation. Other factors such as 

structural, demographic and behavioural variables will be examined for their 

moderating affects in the development and outcomes of organisational commitment. 

Instruments used to collect data about the benefits of volunteering as a leisure 

activity, committee functioning characteristics and organisational commitment will 

be developed or modified from existing research instruments. 

The contribution of this study will be to extend what is known about the 

development and outcomes of organisational commitment in voluntary associations. 

It will examine the relative importance of organisational processes, individual 

predispositions and situational variables in the development of organisational 

commitment. Furthermore, a longitudinal methodology should enable this study to 

contribute to explaining the temporal ordering of organisational commitment and 

perceived organisational experiences amongst volunteer sports administrators. 

Finally, the relevance of organisational commitment in explaining whether 

volunteers are likely to stay with or leave a sporting organisation will be examined. 



CHAPTER 3 
DATA COLLECTION 

AND INSTRUMENTATION 

The purpose of this chapter is to describe the methods and procedures used to 

collect the data used in this study. The first part of this chapter identifies the 

sampling frame, and procedures used in the selection of subjects and the collection 

of data. The latter part of this chapter outlines the instnunentation used to measure 

major concepts, the research design and the research instruments used to collect the 

data. 

Sampling frame and selection of subjects 

The study population consisted of volunteer administrators in amateur sporting 

organisations from the local club level to the level of State Sporting Organisations 

(SS07s) which were based in the Australian Bureau of Statistics' Brisbane Statistical 

Division. The units of analysis, referred to as subjects in this study, were volunteer 

sports administrators. Due to the organisational context of the study however, the 

process of selecting subjects was undertaken in two steps. Selection of a sample of 

sporting organisations was followed by meetings with volunteer sports 

administrators from each of the organisations. 

In the initial step, a sampling frame of amateur sporting organisations was 

assembled from existing records such as Local Government Authority Community 



Services Directories and the Queensland Department of Tourism, Sport and Racing 

Sports Directory. Some amateur sporting organisations may not have been listed in 

these directories and this was accepted as a limitation to this sampling method. Due 

to the seasonal nature of sport, many sporting organisations meet less frequently or 

not at all during their off-season. Therefore, organisations concerned only with 

summer sports were excluded from the study. Excluding summer sports, a total of 

1,824 amateur sporting organisations composed the final sampling frame. A 

systematic random sampling technique (Babbie, 1986) was used to select 100 

organisations as representative of amateur sporting clubs and associations. A 

representative of each organisation, usually the President, Secretary or in larger 

organisations, a senior employee (e-g., Executive Director) was initially contacted by 

telephone to explain the nature of the study. The telephone call was also used to 

'screen' the organisation for its suitability to be included in the study (see criteria for 

selection below), update organisational contact details and to seek the cooperation of 

the organisation in the collection of data. A script and schedule of screening 

questions were used to ensure that each organisation was treated in a consistent 

manner and that they received the same information about the nature of the study 

(see Appendix 1.1 a). 

Aside from being 'in-season7 the criteria used to determine whether each 

organisation was to be included in the study was that it: 

1) Conducted formal meetings on a regular basis at least every two months, 

when the sport is in-season; 

2) Had a committee comprised of at least five volunteer sports administrators; 

3) Elected its committee members at an AGM at least once every two years; 



4) Demonstrated it was active by currently participating in or conducting 

regular competition fixtures; 

5) Described itself as either amateur or not-for-profit; 

6) Did not have its AGM scheduled at a time which fell between data 

collection time 1 (t,) and time 2 (t,). 

Of the 100 organisations initially 'screened', 82 were considered suitable for 

inclusion in the study and were mailed a package. The package included a cover 

letter (see Appendix 1. ld), an organisational preliminary information self- 

administered questionnaire (see Appendix I. 1 b) and a reply paid envelope. The 

questionnaire sought responses to questions about the size and nature of the 

organisation and its management committee or board. Three organisations could not 

be contacted by telephone and 15 did not meet one or more of the initial selection 

criteria. Of the 82 organisations that were mailed a questionnaire package, 69 

responded (84%). Fifty-two organisations completed an organisational preliminary 

information questionnaire, returned it on time, met the selection criteria and were 

included in the study. Thirty organisations were excluded from the study sample of 

which 13 did not respond after two follow-up letters. The responses of nine other 

organisations to the organisational preliminary information questionnaire conflicted 

with the information given in response to the initial screening questions and they did 

not meet the selection criteria. Seven other organisations opted not to participate 

and one organisation responded too late to be included in the study. 

The second major step in selecting subjects for the study entailed visits to each 

of the 52 selected organisations. .The visits served two important purposes. Firstly, 

they provided a setting that helped to ensure that subjects completed Part A of the 



questionnaire with reference to the organisation selected for the study (see Reichers, 

1985). Secondly, a high response rate for time 1 (t,) was achieved by making direct 

contact with the subjects (n = 469). This also enabled a follow-up questionnaire to 

be mailed directly to subjects and helped to minimise response rate decay. 

Telephone contact was made with a representative of each organisation to 

establish a mutually convenient time for the researcher and the committee members, 

to meet. All of these meetings took place at a regularly scheduled committee or 

board meeting of the sporting organisation concerned between 2 March and 20 May, 

1993. The purpose of meeting was to introduce the study, recruit subjects and 

commence the data collection process for t,. The subjects were all voluntary sports 

administrators who were members of the management committee or board within 

the 52 selected organisations at t,. Volunteer sports administrators were 

operationally defined as individuals who were formally elected or appointed to the 

current board or committee which was responsible for the administration of the 

organisation and were not paid for their services by the organisation. 

Data collection procedures and response rates 

Data collection was undertaken in several stages and included a pilot study, 

gathering of organisational level data and the collection of data from individual 

subjects on three separate occasions over a twelve-month period. The procedures 

and research instrument used to gather organisational level data were discussed 

previously. Details of the research design and instruments used to gather data from 

individual subjects are discussed in later sections of this chapter. The research 

instruments (questionnaires), pro-forma used to gather personal contact details, 



sample cover letters and follow-up cards used in the collection of data from 

volunteer administrators have been included in Appendix 1.2f. All questionnaires, 

pro-formas and letters used in the study were marked with a code number to ensure 

that the responses of individual subjects at different points in time could be matched 

without violating confidentiality. Ethical clearance for the methodology used in this 

study was granted by the Faculty of Health and Behavioural Sciences Research 

Committee. 

Data collection for the pilot study 

A pilot study was conducted by the researcher using ;! convenience sample of 

19 sporting organisations based in the Northern Rivers region in the State of New 

South Wales during November and December, 1992. The pilot study was conducted 

to establish and refme a protocol that maximised subject response rates but 

minimised inconvenience for the subjects. The pilot study was also used to identify 

potential sources of researcher bias in the process of collecting data. A total of 159 

volunteer administrators completed questionnaires during committee meetings with 

the researcher present. The questionnaire included the Organisational Commitment 

Questionnaire (OCQ), along with questions about participation as an administrator 

and in other roles, indexes of demographic data and organisational characteristics. 

Also included were draft scales to measure the perceived benefits of volunteering 

and perceptions about committee functioning. 

As a result of the pilot study several procedural adjustments were made. 

Foremost among these was the removal of organisational level data from individual 

questionnaires, development of separate sections concerning participation data for 

volunteers at the local club and other hierarchical levels, and the decision to present 

the t, questionnaire in two parts. These changes were primarily aimed at reducing 



the amount of meeting time required by the researcher and to make minor 

modifications to clarify the wording of several items and scales to be included in the 

research instruments. 

Data collection time 1 (t,) 

Data collection for t, was undertaken in accordance with the data collection 

protocol detailed in Appendix 1.3. Members present at the meeting attended by the 

researcher were introduced to the purpose of the study, told that their participation in 

the study was voluntary, given assurances about the confidentiality of their 

responses, and were handed a package. The package included a personal contact 

details pro-forma, two questionnaires (Parts A & B) and a reply paid envelope (see 

Appendices 1.2a and 1.2b). 

The numbering system used to code every component of the questionnaire 

package was carefully explained to the subjects. In many cases the individual 

contacted as an organisational representative was also eligible to be included in the 

study as a subject. As these individuals were not required to provide any 

idormation about their personal involvement in their organisations, it was decided 

to include them as subjects provided that they met the definition of a volunteer 

administrator. 

Subjects indicated agreement to participate by completing a code numbered 

personal contact details pro-forma (see Appendix 1.2e). The pro-forma was folded 

by the subject and placed in an envelope retained by the researcher. At no stage 

were subjects coerced to participate. A total of three volunteer committee members 

who were present at meetings opted to not take part in the study and were not 

included as part of the sample. Where the committee agreed, the names and 



addresses of absent committee members were collected and questionnaire packages 

with a cover letter and reply paid envelopes were mailed the next working day after 

the meeting. 

At a majority of the meetings, Part A of the questionnaire was completed by 

the subjects and collected by the researcher. The subjects were asked to write their 

name on and retain the package that included Part B of the questionnaire. This 

procedure reduced the probability that subjects completed a Part B questionnaire 

code numbered differently to either their personal contact details form or Part A of 

the questionnaire. The subjects were left with instructions to complete Part B as 

soon as possible after the meeting and return it in the reply paid envelope provided. 

In some instances, the meeting agenda did not allow sufficient time to complete Part 

A of the questionnaire during the meeting attended by the researcher. The only 

modification to the data collection protocol under these circumstances was that 

subjects were requested to complete and return both Parts A and B in a reply paid 

envelope as soon as possible after the meeting. A total of 137 Part A questionnaires 

(29%) was returned by mail after the meeting attended by the researcher. 

To encourage a high response rate for this and the later data collection periods, 

a follow-up procedure adapted from the Dillman (1978) technique was implemented. 

Subjects who returned completed questionnaires within 10 days of the meeting 

received a thank you card. Non-respondents were sent a reminder card (see 

Appendix 1.2f). Within a further fourteen days non-respondents were sent another 

questionnaire package with a personally addressed cover letter and reply paid 

envelope. Within a five week period after the meeting, non-respondents were 

contacted by telephone. Subjects were declared as non-respondents in cases where a 

completed questionnaire was not received within 7 weeks of the meeting attended by 



the researcher. Of the 469 questionnaire packages distributed (mean = 9 per 

organisation), 444 subjects completed and returned Part A (94.7%) and 428 subjects 

completed and returned Part B (91.3%). There was a 15 day mean time delay 

between the receipt of Part A (mean = 6.8 days) and Part B (mean = 21.4 days). 

For the purposes of this study, subjects who indicated that they had left either 

the committee or the organisation during the data collection process were 

categorised as 'leavers'. Subjects who failed to return one or more questionnaires 

were categorised as 'non-respondents'. Subjects who retained their membership 

during the data collection period and completed all questionnaires were categorised 

as 'stayers'. Leavers and non-respondents were not mailed questionnaires in 

subsequent data collection periods. 

Data collection time 2 (t,) 

Data collection for t2 used a mail out self-administered questionnaire protocol 

adapted fiom the Dillman (1 978) method. A package that contained Part C of the 

questionnaire (see Appendix 1 . 2 ~ ) ~  a personally addressed cover letter and reply paid 

envelope was mailed to respondents 4 to 6 months after t,. The two month time lag 

in the mailing of this package was an artefact of the time taken by the researcher to 

visit each of the organisations during t, data collection. It was also necessary to 

ensure that the time between t, and t, was maximised up to 6 months without 

running into organisation's AGM's when turnover is likely to be inflated or the post- 

season period when meetings were scheduled less frequently or not at all. The mean 

time lag between the t, meeting date and mail out of t2 questionnaires was 179 days. 

To ensure that the mailing .addresses provided by the respondents at t, were up- 

to-date a letter to this effect was mailed two weeks prior to the mailing of 



questionnaire packages. Several changes of address were noted. As 41 subjects 

were declared non-respondents after t,, 428 subjects were mailed questionnaires for 

t,. After two follow-up mailings consistent with the procedures used at t,, 

questionnaires were returned by 387 (90.4%) subjects with a mean response time of 

14 days. No questionnaire packages were returned as undeliverable. In this case, 

telephone follow-ups were not considered necessary due to the high response rate. 

Another 41 subjects were declared non-respondents (total = 82 subjects) and 34 

subjects indicated they had left either the organisation or its committee between t, 

and t, resulting in a total sample size of 353 subjects for t,. 

Data collection time 3 (t,) 

Data collection for t, also used a mail out self-administered questionnaire 

protocol. A package that contained a questionnaire (Part D), personally addressed 

cover letter and a reply paid envelope was mailed to a total of 353 subjects on 1 

March, 1994 (see Appendix 1.2d). This date was set to coincide with the 

commencement of a new season for many sporting clubs and associations even 

though it resulted in an elapsed time differential of up to two months between data 

collection t, and t,. The mean time lag between t, to t, was 329 days (approximately 

1 1 months). Of the 353 questionnaires mailed, 328 (92.9%) were returned after two 

follow-up mailings with a mean response time of 15 days. Telephone follow-ups 

were considered unnecessary. No questionnaire packages were returned as 

undeliverable. A total of 25 subjects was declared non-respondents (total for t,, t,, 

and t, = 107 subjects). Of those who responded to the t, mailing 71 subjects 

indicated that they had left the organisation or its committee. 

In summary, response rates for t,, t, and t, have been tabulated in Table 3.1. 

There was an overall response rate from t, to t, of 69.9 per cent ((total number of 



Table 3.1 

Questionnaires distributed and returned and commirtee membership status of 

subjects by data collection period. 

t, t2 Overall 

Part A questionnaires 
Distributed 
Returned 

Non-respondents 
Response rate 

Part B questionnaires 
Distributed 
Returned 

Non-respondents (Parts A & B) 
Response rate 

Part C questionnaires 
Distributed 
Returned 

Stayers 
Leavers 
Non-respondents 

Response rate 
Part D questionnaires 

Distributed 
Returned 

Stayers 
Leavers 
Non-respondents 

Response rate 

subjects who completed all questionnaires (n=328) divided by the total number of 

subjects originally agreed to participate in the study sample (n=469)). The decline in 

the overall response rate between t, to t, indicated a response rate decay of 30.1 per 

cent. Of the originally recruited subjects (n=469), a total of 107 (22.8%) were non- 

respondents. 



Instrumentation 

The purpose of this section is to discuss the selection, adaptation and initial 

refinement of the scales used in the operationalisation of organisational 

commitment, perceived committee functioning and recreation experience 

preferences. The reliability and validity of the scales and their suitability for use 

with volunteers in 

amateur sporting organisations or adaptation for such purposes were the dominant 

concerns in the selection of instruments. 

Organisational Commitment 

The level of organisational commitment of volunteer sports administiators at 

several points in time was of central concern in this study and a wide range of 

m~asures was considered. Organisational commitment was operationalised as an 

affective construct and the following discussion reviews several measurement 

techniques. It points to the reasons for rejecting a range of organisational 

commitment measures in favour of the widely used Organisational Commitment 

Questionnaire (OCQ) developed by Mowday, Porter and Steers (1982). 

Several measures of organisational commitment have been used in the 

literature. A widely used scale has been developed by Alutto, Hrebiniak and Alonso 

(1 973). Based on work by Ritzer and Trice (1969), Alutto et al., (1973) used 12 

items initially to develop a four-item scale which measured organisational 

commitment as calculative involvement in which high levels of commitment were 

reflected in an unwillingness to change organisations for moderate personal gains. 



Spearman-Brown reliability for the four-item measure was 0.79, but no validity data 

were presented. Their four items were concerned with pay, professional freedom, 

status and relationships with co-workers. The Alutto et al. (1973) scale was rejected 

because of its conceptual basis in side-bet theory. Further, Meyer and Allen (1 984) 

argued that the scale may have been a measure of affective attachment rather than or 

in addition to cost-induced commitment. 

Several scales have been developed to measure attitudinal commitment 

(Buchanan, 1 974; Cook et al., 1 98 1 ; London and Howat, 1 978; Meyer and Allen, 

199 1 ; Mowday, Steers and Porter, 1979; Mowday et al., 1982; Pearce, 1993). A 

scale by Buchanan (1974) was developed on the basis of responses of 279 managers 

in 8 different work organisations and reported coefficient alphas for the total 23 -item 

scale of 0.94 and 0.86,0.84 and 0.92 for the identification, job involvement and 

loyalty sub-scales respectively. No validity data were reported. The scale was 

considered unsuitable for use in this study mainly due to its focus on managerial 

employees. Cook et al. (1 98 1) used the work of Buchanan (1 974), and Porter, 

Steers, Mowday and Boulian (1 974) when they developed a scale of organisational 

commitment. They used two samples of full-time male employees in the British 

manufacturing industry and reported coefficient alphas of 0.87 and 0.80 for the two 

samples. Coefficient alphas ranged from 0.60 to 0.87 for the sub-scales of 

identification, involvement and loyalty. The Cook et al. scale was also considered 

unsuitable for use in this study due to its development among predominantly blue- 

collar workers who were all male. London and Howat (1 978) developed a five-item 

scale of commitment to the organisation which was part of a larger scale and applied 

to employees in parks and recreation service delivery. Due to the low internal 

reliability (Spearman-Brown = 0.52) and lack of other psychometric data for the 

scale it was not considered suitable for this study. In the context of voluntary 



associations, Pearce (1 993) developed a three-item scale of organisational 

commitment. She reported a coefficient alpha of 0.81, but did not report any other 

psychometric statistics for her instrument. A problem common to many of these 

measures has been the lack of rigorous psychometric evaluation. Most quoted 

internal consistency reliability, fewer discussed test-retest reliability, and aside from 

face validity most have not reported evidence of the convergent, divergent or 

predictive validity of their scales. 

The OCQ was developed by Mowday et al. (1982) on the basis of earlier work 

of Mowday, Steers and Porter (1979). Mowday et al. (1982) provided ample 

evidence of the psychometric properties of the OCQ based on a series of studies of 

2,563 individuals across nine divergent work settings. The coefficient alpha 

reliability estimates for the OCQ ranged from 0.82 to 0.93. Average item-total 

correlations ranged from 0.36 to 0.72 with a median correlation of 0.64. The 

homogeneity of the OCQ items also resulted in a single-factor solution, indicating 

that the items were measuring a single underlying construct. The test-retest 

reliabilities for the scale ranged fiom 0.53 to 0.72. 

The validity of the OCQ was also tested in a number of ways. Earlier, 

Mowday et al. (1 979) provided evidence of convergent, divergent and predictive 

validity. Comparisons between the OCQ and Sources of Organisational Attachment 

Questionnaire resulted in convergent validity scores that ranged fiom 0.63 to 0.74. 

They reported that common method variance was not a problem in this analysis 

because of the structural differences between the two scales. Convergent validity 

was also evident in comparison to a number of intention to stay or leave items, 

motivational force, intrinsic motivation, central life interest included in other scales 

and behavioural ratings of commitment by the employee's superior. Mowday et al. 



(1982) argued that organisational commitment would be expected to be related to 

other job-related attitudes, but if it is to be a useful variable in the study of 

organisational behaviour, it must demonstrate discriminant validity when compared 

to other attitudes. They pointed to evidence that the OCQ shared common variance 

with other measures such as job involvement, career satisfaction and various scales 

of the Job Descriptive Index of generally less than 25 per cent and without 

exceeding 50 per cent. Conceding that some correlations were higher than what 

might be desired, especially when calculated between instruments with less than 

perfect reliability, Mowday et al. (1982) suggested that the OCQ provided some 

evidence of an acceptable level of discriminant validity. However, Price and 

Mueller (1986) argued that discriminant validity was not adequately assessed. They 

asserted that the researchers had not factor analysed the OCQ items with items 

designed to measure other concepts (e.g., job satisfaction). Based on the theory that 

more highly committed employees will be less likely to leave their organisation, the 

OCQ provides evidence of predictive validity. Significant inverse correlations were 

found between commitment and voluntary turnover in eight out of nine data points 

across five studies (Mowday et al., 1982). However, many of the significant 

correlations were quite low, clearly demonstrating that other variables were 

important influences on voluntary turnover. 

Meyer and Allen (1 988 and 199 1) and Allen and Meyer (1 990a) have been 

prominent in more recent developments in the conceptualisation and measurement of 

organisational commitment. On the basis of their three component conceptualisation 

of organisational commitment they developed three 8-item scales from a 66-item 

pool which included the 15-item OCQ. These were labelled Affective Commitment 

Scale (ACS), Continuance Commitment Scale (CCS) and Normative Commitment 

Scale (NCS). Alpha reliability coefficients obtained from studies using these 



instruments range from 0.74 to 0.89 for the ACS, 0.69 to 0.84 for the CCS, and 0.69 

to 0.79 for the NCS. (Meyer and Allen, 1991). Convergent validity for the ACS 

was confirmed with correlations between the OCQ and the ACS which typically 

exceeded 0.80. Allen and Meyer (1 990) reported that items from each of the three 

scales loaded on separate orthogonal factors. However, a correlation among the raw 

scores of 0.5 1 between the ACS and NCS revealed that affective and normative 

commitment may not be completely independent constructs. Further, they also 

reported a correlation of 0.51 between the NCS and the OCQ. 

McGee and Ford (1987) have been critical of part of the scale development 

work of Meyer and Allen. They confirmed the factorial independence 

(unidimensionality) of the ACS a?d its internal reliability. However, their findings 

suggest that the CCS was constructed of two unique components: (1) low 

alternatives-the respondent perceives few employment alternatives if he or she left 

their existing organisation; and, (2) high sacrifice-the respondent feels that leaving 

his or her existing organisation may result in a loss of benefits. Furthermore, the 

low alternatives continuance commitment (CC:LoAlt) and high sacrifice 

continuance commitment (CC:HiSac) scales were significantly, though 

differentially, correlated (CC:LoAlt negatively and CC:HiSac positively) with 

Meyer and Allen's ACS. In so far as this study is concerned with the measurement 

of affective commitment to the organisation the CCS and NCS of Meyer and Allen 

are superfluous. Furthermore, the ACS seems to be measuring the same construct as 

the OCQ (r = 0.83) without offering any significant advantages over the OCQ in 

terms of psychometric properties. For these reasons the Meyer and Allen scales 

were not used in this study. 



In summary, the OCQ was selected as the preferred method of measuring 

organisational commitment in this study for several reasons. Firstly, organisational 

commitment has been conceptualised as an attitudinal construct which is an affective 

attachment between an individual and an organisation. The OCQ has demonstrated 

acceptable psychometric properties in the measurement of organisational 

commitment as an affective construct across a range of organisational settings. 

Secondly, the OCQ has been widely used in published research and according to 

Reichers (1985) "may lend more consistency and coherence to studies of 

organizational commitment in the future" (p. 468). Thirdly, the OCQ does not have 

any items that might be seen as invalid in voluntary association settings by including 

references to levels of pay or the availability of promotion. Finally, the OCQ could 

be used in voluntary sporting organisations verbatim or with minimal adaptations 

without the need to drop or completely replace any items. 

In this study several of the OCQ items were used without any changes to their 

wording. Of the items that were adapted substitution of the word 'volunteer' for 

'work' and the inclusion of the word 'sporting' in fiont of 'organisation' were the 

major changes. The adapted OCQ was included in the pilot study questionnaire to 

test its factor structure and reliability prior to inclusion in the research instrument. 

This step was considered necessary due to the limited extent to which the OCQ had 

been used in voluntary association settings. 

An exploratory factor analysis' using a principal components, listwise deletion 

of cases and varimax rotation (SPSS Inc., 1990) was performed on the pilot study 

data to determine whether the OCQ was unidimensional. Results of the pilot study 

factor analysis have been presented in Appendix 1.4 and revealed a three factor 

According to Tabachnick and Fidell(1989) a large number of extraction and rotation techniques is 
available and in practice differences are slight. Principal components analysis and varimax rotation 
have been used here because they are the methods most commonly used by researchers. 



solution which was in contrast to the findings of Mowday et al. (1982). The items 

that loaded above 0.62, except for item 13 that loaded slightly below 0.6, on Factor 1 

made up the nine-item short form of the OCQ. However, due to the small number of 

cases (n = 159) in the pilot study and the fact the all nine items on the short form 

were positively worded it was decided not to further adapt the OCQ or reduce the 

number of items from fifteen prior to its inclusion in the research instrument. 

Committee functioning 

The perceptions of volunteer administrators about the functioning of the 

management committee or board of their organisation was described in Chapter 2 as 

an important type of organisational experience that influences the development of 

attitudes such as organisational commitment. The work group functioning module 

(scale) which is a component of the Michigan Organizational Assessment 

Questionnaire (Camrnann, Fichman, Jenkins & Klesh, cited in Seashore et al., 1983) 

was selected as an appropriate basis to develop a suitable method to measure 

perceived committee functioning. 

A number of indexes and scales have been developed and widely used to 

measure individual's experiences of organisational and group processes. Some take 

a broad organisational focus such as Payne and Pheysey's (1971) Business 

Organizational Climate Index, and Likert7s Profile of Organizational Characteristics. 

Other scales measure more discrete sets of processes such as those developed to 

measure organisational practices (e.g., House and Rizzo, 1972) or focus on the 

A factor loading criterion of 0.6 has been applied to all rotated factor matrices in this study. Single 
item factors or items which loaded within 0.1 on two or more factors were excluded. According to 
Tabachnick and Fidell(1989) only variables with a loading of 0.3 and above are interpreted. 
However, factors with greater ioadings are more pure measures of a factor. A loading of 0.6 was 
selected in this study to help ensure the parsimony of factors and because at cutoffs below this level 
some factors could not be interpreted (see Tabachnick and Fidell , 1989. p. 640). 



processes of groups within larger organisations such as the group atmosphere scale 

(Fieldler, 1967), a scale to measure co-worker relationships (Newman, 1977) and 

Taylor and Bowers' (1972) scale for measuring group processes. Most of these 

scales and instruments have exhibited adequate levels of reliability and validity. 

However, they were not deemed suitable for this study either because of their broad 

organisational focus, or quite narrow small group or single process approach, or 

theoretical basis that differed substantially from this thesis. 

The Michigan Organizational Assessment Questionnaire (MOAQ) was 

designed to assess the attitudes and perceptions of members about a wide range of 

organisational attributes (Camrnann et al., 1983). The Work Group Functioning 

(WGF) scale encapsulated many of the important aspects of the internal functioning 

of committees and, moreover, had a similar theoretical base in the organisational 

behaviour literature as this study. The 14-item scale purported to measure group 

homogeneity (2 items), group goal clarity (2 items), group cohesiveness (2 items), 

open group process (4 items) and internal fragmentation (4 items). Although, 

Cammann et al. (1 983) reported the results of a factor analysis in which the goal 

clarity, cohesiveness and open process items all loaded on one factor. 

Despite its suitability, several issues had to be resolved prior to administering 

the WGF scale to the sample of volunteer sports administrators. These issues 

included the scope of the WGF scale in capturing the complexities of committee 

functioning, the referent of the term work group, applicability of the term 'work 

group' for committees, and the validity and reliability of the instrument. 

Consistent with the advice of Camrnann et al. (1983) that the MOAQ was a 

'living' instrument and in need of adaptation each time it was used, a number of 

items were developed and added to WGF scale. The purpose was to measure more 



comprehensively the complex nature of the processes that occur within voluntary 

association committees. The new items were based on the theories of McGregor 

(1960), Varney (1977) and Schein (1988) about the functioning of effective groups 

or teams (see Chapter 2). Items pertaining to decision making processes, 

communication, conflict resolution, member growth and group control were added 

to bring the total number of items to 38 initially. The significantly expanded WGF 

scale was renamed the Perceived Committee Functioning (PCF) scale and subjected 

to a process of field testing (discussed below) prior to its inclusion in the research 

instrument. 

An important issue identified by Carnmann et al. (1983) was the referent of the 

term work group. To overcome this problem, the term 'work group' was replaced 

by the word 'committee'. There were several other minor adjustments that were 

made to the wording of the WGF items to make them more relevant to committee 

members. Camrnann et al. (1983) also reported reliability and validity estimates for 

the WGF scale. Internal consistency reliabilities for the five sub-scales ranged fiom 

0.61 to 0.79. Commenting on its validity, they reported significant sub-scale 

correlations with job satisfaction, challenge and involvement, intention to turnover, 

social reward satisfaction and role conflict in the predicted directions. 

The 38-items that made up the initial draft PCF scale were administered to a 

convenience sample of 139 subjects familiar with the operation of committees in 

voluntary clubs and associations. As a result of an inter-item reliability analysis, 

four items were dropped fiom the scale. The wording of several other items was 

adjusted prior to their inclusion in the pilot study instrument which was administered 

to 159 volunteer administrators. Data from the pilot study respondents were factor 

analysed (principal components and varimax rotation) and resulted in a seven factor 



solution. As a result of this process, four more items were dropped from the scale. 

Due to case-to-item ratio of less than five, the 14 items that made up the original 

WGF scale were retained in the PCF scale even though two items did not meet the 

factor loading criteria. The remaining 30 items made up the PCF scale which was 

included in the research instruments (see Appendix 1.2). 

Recreation experience preferences 

The reasons volunteers give for being a volunteer are important to developing 

an understanding of the formation of attitudes such as organisational commitment. 

A significant and presently not well researched aspect of the volunteer motivation 

literature is the perceived personal benefits of being a volunteer (see Chapter 2). In 

the leisure behaviour literature, the Recreation Experience Preferences scale (REP) 

has been widely used (Driver, Tinsley and Manfredo, 1991 in Driver et al., 1991) 

and is well established as a of means of measuring the psychological benefits of 

participating in leisure activities with reasonable levels of reliability and validity. 

The REP scale shares a similar basis in the expectancy-valency theory of motivation 

and beliefs about the consequences of choosing a particular leisure behaviour such 

as volunteering (see Chapter 2). 

The 43 items that make up the REP scale are arranged in 19 more general 

domains. Average Cronbach alpha reliability coefficients for the REP have been 

reported in the range of 0.46 to 0.86 and averaging 0.68 to 0.72. (Driver et al., 

1991). Measures of validity including construct validity, content validity and 

statistical independence of the domains have been reported as reasonable (Driver et 

al., ,1991). On the basis of previous research on motives for volunteering, selected 

items from 10 of the domains of the REP scale were included in an instnunent to 



measure the benefits perceived as important for volunteer administrators. Due to the 

significance of altruism as a reason for volunteering, a number of items were 

developed and added to the REP scale prior to its inclusion in the research 

instrument. These items included to "help this sport to develop", "help others enjoy 

their sport", "share what I have learned with others", and "express my care and 

concern for others". 

Behavioural and sociodemographic characteristics 

Other variables selected on the basis of previous research and measured as part 

of the study were largely to do with the behavioural and sociodemographic 

characteristics of the subjects. Responses were sought to a number of questions 

about the levels of experience and current participation in various sport-related roles 

to assess the behavioural characteristics of the subjects. Levels of experience were 

measured in years as a member of their sporting organisation, its committee or 

board, and in their current position on the committee. Other questions took a 

broader view and measured overall years of experience in roles such as 

administrating, coaching, officiating, playing, spectating and generally helping out. 

Current levels of participation were measured as hours spent per week in roles 

including administration, coaching, officiating and playing at t, and t,. In order to 

measure turnover at t, and t, subjects were asked to indicate their current status 

regarding membership of their organisation and its committee or board. Responses 

were also sought to a number of closed-ended questions that measured 

sociodemographic characteristics including age group, education, gender, marital 

status, employment status and occupational prestige. 



Research design 

This study used a panel study longitudinal research design (Babbie, 1986) in order to 

describe the inter-relationships between a number of variables over time with the 

same subjects. The basic research design is outlined in Figure 3.1. A range of 

constraining factors were taken into account in designing the study. These included 

the seasonal nature of many sports, the timing of AGM's, the time required for 

subjects to complete questionnaires, the influence of non-response bias and the 

adequacy of time lags between data collection points. Other considerations included 

the exposure of subjects to other influences such as the changing nature of their 

committee as turnover occurred and the costs of conducting longitudinal research. 

Figure 3.1 

Summary of the research design including phases of data collection 

In-season 
AGM timing 

Variables measured: 
Organisational commitment 
Committee functioning 
Recreation benefits 
Behavioural characteristics: 

Years experience 
Hours per week 
Membership status 

Sociodemographics 

Key to symbols used in table: Y = Yes; N =No; --- =Not applicable. 



Working within these constraining factors the basic design parameters were 

three phases of data collection evenly spread over a 12 month period. Organisations 

were selected for inclusion in the study on the basis that they were 'in-season7 fiom 

t, to t, and did not have an AGM scheduled during this time period. Sporting 

organisations, particularly at the club level meet much less frequently, if at all when 

they are out of season and the attitudes of committee members may be less likely to 

change when they are not in frequent contact with their organisation, formally or 

informally. AGM7s are watershed events on the annual calendar of most sporting 

organisations when membership of the committee is most likely to change. 

Research instruments 

Five research instruments were developed specifically for the study. One of 

these which sought organisational level data was discussed earlier. The four other 

research instruments sought responses from individual subjects. They were 

designed as self-administered questionnaires labelled Part A, B, C and D. Parts A & 

B were distributed at t,, Part C at t, and Part D at t,. The scales that measured 

organisational commitment (OCQ), perceived committee functioning (PCF) and 

perceived benefits of volunteering (REP) formed a large part of the research 

instruments. Data about subject's behavioural and demographic characteristics were 

also included in the research instruments. 

Part A of the questionnaire sought responses to questions about subject's 

experience and participation in various roles within in sport and their level of 

organisational commitment using the OCQ. Part B included the REP and PCF 

scales that gathered data from subjects about the personal benefits they felt were 

important as a volunteer and their perceptions of the functioning of the 



organisation's committee. Part B also collected demographic data and included 

several open-ended questions about why subjects initially decided to, and chose to 

continue, as a volunteer. Only those subjects who had some experience of the 

committee of their sporting organisation by virtue of having joined prior to the last 

AGM were directed to complete the section about perceived committee functioning. 

Part C of the questionnaire included measures of organisational commitment (the 

OCQ) and perceived committee functioning (the PCF scale). It was considered 

redundant to ask subjects to respond a second time to questions about the benefits 

they felt were important in their role as a volunteer. This action was taken so as to 

not lengthen the questionnaire unnecessarily and because it was assumed that there 

would be a low likelihood of being able to measure changes in subject's perceptions 

about the benefits of volunteering over such a short time. It also questioned the 

committee and organisational membership status of subjects. Part D of the 

questionnaire was essentially the same as Part C, except for the inclusion of several 

follow-up questions about the subjects' current participation (hours per week) in 

various roles similar to those included in Part A. 

Summary 

Volunteer administrators fiom amateur sporting clubs and associations were 

selected via a systematic random sampling technique to participate in this study. It 

investigated the influence of perceived committee functioning, the perceived 

benefits of volunteering, a number of sociodemographic and behavioural variables 

on the development of organisational commitment and the decision of volunteers to 

stay with or leave a sporting club or association. The instrumentation used to 

measure variables was developed fiom a review of the literature and refined through 



a pilot study procedure. Using a longitudinal research design, data were collected 

using self-administered questionnaires on three occasions over a twelve-month 

period that commenced in March, 1993. 



CHAPTER 4 
TREATMENT AND ANALYSIS OF 

QUANTITATIVE DATA 

The purpose of this chapter is to describe the analytical and statistical 

procedures applied to the quantitative data before its analysis in addressing the 

central research questions. It provides details of the methods used to screen and 

explore the data collected in this study. The procedures used to refine, reduce and 

transform the data prior to analysis are also detailed. 

Initial data treatment and screening 

Quantitative data from each of the completed questionnaires was 

systematically coded according to a purpose designed codebook after the completion 

of each phase of the data collection process. Data was then entered into and saved in 

a computer file on a case-by-case basis and checked for invalid codes by the 

frequencies command of the SPSS software program. The frequency distributions 

and where appropriate, the means, standard deviations, minimum and maximum 

values were checked to identify unrealistic results and out-of-range values. When 

encountered, such results or values were compared with the original questionnaires 

and either confirmed or corrected before M e r  analysis. Data from the 

Organisational Commitment Questionnaire (OCQ) and the Perceived Committee 

Functioning (PCF) scales were scored on a seven point scale (1 = 'Strongly 

disagree' to 7 = 'Strongly agree'). Negatively worded items were reverse coded 



prior to the calculation of mean scale scores for each subject using the SPSS 

compute command. Data from the Recreation Experience Preference (REP) scale 

was scored on a five point scale (1 = 'Unimportant' to 5 = 'Very important') and 

was reduced to sub-scales using SPSS factor analysis before the calculation of mean 

scores. 

After coding, entry and checking, the data was screened according to 

procedures recommended by Tabachck  and Fidell(1989). The data screening 

process addressed issues such as the normality of distributions, identification and 

treatment of univariate outliers and the treatment of missing values. Normality was 

addressed by graphically and statistically checking the distributions of each of the 

continuous variables. Frequency histograms with normal distribution overlays were 

used to graphically check each variable. Statistically, normality of the distributions 

was assessed by checking the values of kurtosis and skewness. Variables that were 

found to deviate from normality were transformed using the SPSS compute 

command and their distributions checked again. The procedures used to transform 

variables mostly involved the use of square root and logarithmic transformations for 

mildly and moderately skewed distributions, respectively. A median split using the 

SPSS recode command was used to dichotomously categorise variables that were 

severely skewed and did not respond well to more radical transformation procedures 

such as inversion. The specific transformation procedures applied to the data are 

discussed in appropriate sections later in this chapter. Variables that were normally 

distributed or that achieved normality after transformation were checked for outliers 

through the calculation of standardised scores (z-scores). Standardised scores in 

excess of & 3.00 were classed as outliers and excluded from further analyses. Due to 

the size of the t, sample (n = 444), cases with missing data were generally excluded 

from multivariate analyses on a listwise basis. Mean substitution was used in 



several instances when the low number of cases threatened to violate the 

assumptions underlying the statistical procedure being used. Statistical significance 

was set at the p < .05 level for all inferential analyses. 

Organisational commitment 

Responses to the OCQ for t,, t, and t; were subjected to exploratory factor 

analyses using the methods detailed in Chapter 3. The rotated factor matrices have 

been presented in Appendix 2.1. The fifteen-item OCQ did not achieve 

unidimensionality on any of its administrations. However, the 9-item short form of 

the OCQ exhibited a robust unidimensional structure with two separate samples 

(pilot study and longitudinal study) and across four administrations. Results of the 

four factor analyses for the OCQ-short form are surnmarised in Table 4.1. The 

factor loadings of all items, except item 13 in the pilot and at t, were above the 

criterion of 0.6 and all but a few items exceeded a loading of 0.7. 

The six items that were not part of the short form were excluded from the data 

reduction and analysis processes on the basis that the 9-item short-form of the OCQ 

was unidimensional. Furthermore, the long-form OCQ has been criticised for 

including items that measure intention to turnover (see Morris and Sherman, 198 1). 

Data fiom each of the three administrations of the OCQ was reduced to mean scores 

foreach case using the SPSS compute command. Mean scores were calculated only 

for cases that had valid values for all 9 items on the OCQ-short form. The 

distributions of mean scores for organisational commitment were checked for 

normality and outliers using the SPSS frequencies (histogram with normal curve 

overlay) and descriptives (z-scores) commands. The distributions at t,, t, and t, were 



Table 4.1 

Factor analysis of the OCQ-short form for pilot study, t,, t, and t,. 

Factor Loadings a 

Item pilot 

I am willing to put in a great deal 
of effort beyond that normally 
expected in order to help this 
sporting organisation be successful ..................... 0.7 1 
I 'talk up' this sporting organisation to 
my friends as a great organisation to join ............ 0.73 
I would accept almost any task in order 
to keep volunteering for this sporting 
organisation ......................................................... 0.68 
I find that my values and this sporting 
organisation's values are very similar ................. 0.74 
I am proud to tell others that I am part 
of this sporting organisation ................................ 0.80 
This sporting organisation really 
inspires the very best in me in my 
performance as a volunteer .................. : ............... 0.76 
I am extremely glad that I chose to 
become a member of this sporting 
organisation ......................................................... 0.63 
I really care about the fate of this 
sporting organisation ........................................... 0.58 
For me this is the best of all possible 
sporting organisations for which to 
volunteer .............................................................. 0.77 

Eigenvalue .............................................................. 4.57 4.6 5.23 4.99 
Variance explained (%) ........................................ 50.8 5 1.1 58.1 55.5 

Valid n ............................................................... 150 415 377 298 

a Factor loadings were not rotated due to single factor solution on each occasion. 

found to be moderately negatively skewed with positive kurtosis and there were a 

small number of outliers. At t,, four cases had z-scores in excess of * 3.00 and were 

potentially outliers. Six cases were potential outliers at t,, as were two cases at t,. 

The organisational commitment mean scores including outliers were reflected and 

logarithmically transformed according to procedures recommended by Tabachnick 



and Fidell (1989). Examination of the transformed and re-reflected distributions 

revealed that there were no outliers and that skewness and kurtosis were also brought 

to within acceptable limits (see Table 4.2). 

A check of the frequency histograms revealed the presence of a substantial 

group of scores at the upper end of the transformed organisational commitment 

distributions. A group of subjects found to have consistently very high 

organisational commitment scores and although not outliers, 63 cases were 

considered a substantially different group of cases and excluded from further 

analysis. The criterion used to exclude these cases was they scored on average over 

the three administrations of the OCQ-short form in the top 5 per cent of the scale 

(equal to or greater than 6.667 on a 7 point scale). The behavioural and perceived 

committee functioning characteristics of these cases were further analysed using 

direct discriminant function analysis and confirmed that the group had abnormally 

high organisational commitment scores that were significantly different from the 

remainder of the sample (see Appendix 2.2). Once the 63 high organisational 

commitment cases were removed from the sample, the distributions of the 

transformed organisational commitment scores were checked and found to be 

normal (see Table 4.2). 

Following removal of the 63 high organisational commitment cases, 38 1 cases 

were available for analysis. At t,, 16 subjects were non-respondents and 15 cases 

were declared missing due to having one or more missing values on the OCQ-short 

form scale, leaving 352 cases for analysis. At t,, 4 cases were declared missing, 

leaving 3 14 cases for analysis. At t,, a further 30 cases were declared missing, 

resulting in 235 cases for analysis. The cases with missing values were randomly 

distributed throughout the sample. 



Table 4.2 

Skewness and kurtosis for the OCQ-short form before and after transformation 

and after the removal of high scorin, cases. 

-- 

Skewness Kurtosis Valid n 

I 

All cases -1.12 1.10 415 
Transformed -0.35 -0.84 415 

High OCa scores group removed -0.23 -0.80 3 52 

All cases -1.35 1.88 377 
Transformed -0.34 -0.63 377 
High OC scores group removed -0.29 -0.42 3 14 

All cases -1.22 1.58 ,298 
Transformed -0.30 -0.73 298 
High OC scores group removed -0.16 -0.46 23 5 

a OC is an abbreviation for organisational commitment 

Inter-item reliabilities of the OCQ long and short forms were computed using the 

SPSS reliability command. Coefficient alpha (Cronbach, 195 1) provides a 

commonly used technique to measure the internal consistency of multi-item scales. 

Nunnally (1967, p.226) suggested that values in the criterion range of 0.5 to 0.6 are 

adequate for hypothesised constructs and up to 0.8 for basic research. The Cronbach 

alpha reliability coefficients for all administrations of the OCQ are summarised in 

Table 4.3. All the OCQ-short form reliability coefficients exceeded the 0.8 criterion 

and were marginally better than the corresponding coefficients for the OCQ-long 

form. Details of the OCQ-short form reliability analyses are included in Appendix 

2.1. The test-retest reliability coefficients for the OCQ-short form were also within 



Table 4.3 

Cronbach alpha reliability coefficients for OCQ-long and short forms. 

Orzanisational commitment Valid n Cronbach a 

OCQ long form (1 5 items) 
Pilot 

OCQ short form (9 items) 
Pilot 

t2 
t. 

an acceptable range of r = 0.53 to 0.68 (see Table 4.4) when compared with the r = 

0.53 to 0.72 range for the 15-item OCQ reported by Mowday et al. (1982). .Without 

the 63 high organisational commitment cases, the transformed organisational 

commitment mean scores for t,, t2 and t, were considered suitable for multivariate 

and inferential statistical analysis. 

Table 4.4 

Test-retest (Pearson r) coefficients for the OCQ-short form. 

Organisational commitment t~ t2 

0.53 
(n=292) 

0.54 0.68 
(n=22 1) (n=230) 

All significant at p < .0001 



Perceived committee functioning 

Data from each administration of the PCF scale was initially examined for 

inter-item reliability using the SPSS reliability command (see Appendix 2.3). Of the 

30 items used on each of the three administrations of the PCF scale, five were found 

to have poor reliability with item-total correlation coefficients of consistently less 

than 0.50. The five items that were excluded from further analysis included two 

items that made-up the group homogeneity sub-scale (item 4, 'members of the 

committee vary widely in their skills and abilities'; and item 8, 'this committee 

contains members with widely varying backgrounds') of the Work Group 

Functioning (WGF) scale (Cammann et al., 1983). The three other items excluded 

from further analysis were item 18, 'this committee depends very much on a single 

person or small group for leadership'; item 23 'the committee is inflexible in the 

way it operates'; and, item 28, 'formal voting is regularly used as the only way to 

make a decision on this committee'. 

Based on the 25 items, the Cronbach alpha reliability coefficients for t,, t2 and 

t, are displayed in Table 4.5 and all exceeded the 0.8 criterion advocated by 

Nunnally (1967). The test-retest reliability coefficients for the PCF scale were 

within a range (r = 0.58 to 0.72) that compared favourably with the OCQ-short form 

(see Table 4.6). 

After exclusion of the five unreliable items, the factor structure of the PCF 

scale was examined using the SPSS factor command with a principal components 

analysis and varimax rotation. Due to the risk of a low number of cases-to-variables 



Table 4.5 

Cronbach alpha reliability coefficients for the PCF scale. 

Committee functioning (25 items) Valid n Cronbach a 

Table 4.6 

Test-retest (Pearson r) coefficients for the PCF scale. 

Committee functioning (minimum 20 items) t* 

t2 0.63 
(n=2 1 2) 

0.58 0.72 
(n=146) (n=191) 

All significant at p < .0001 

ratio1 means were substituted for variables with missing values and the 63 cases that 

made up the high organisational commitment group were included in each of the 

factor analyses (n=444). 

The factor analysis of the 25 item PCF scale resulted in a two factor solution at 

t, and t,, and a three factor solution at t, (see Appendix 2.3). Sixteen of the 25 items 

loaded on the same factor over the three administrations of the PCF scale at or above 

As a general rule of thumb, Tabachnick and Fidell(1989) recommend at least five cases for each 
observed variable when using factor analysis (p. 603). Comrey (1973, in Tabachnick and Fidell, 
1989) provides a guide to the adequacy of sample sizes for factor analysis and describes 300 as good 
and 500 as very good. The 444 cases used in the factor analyses in this study fall within this range. 
However, the number of 'valid' cases for each administration of the PCF scale was less than 444. 



the factor loading criteria discussed in Chapter 3. Of the 9 items that failed to load 

consistently, five loaded on the appropriate factor but at less than 0.6, and four 

loaded within 0.1 on two factors on one or more of the administrations of the PCF 

scale. Mean scores were calculated on the basis of the factor loadings for t,, t, and t, 

for each administration of the PCF scale and used to calculate a correlation matrix. 

The inter-correlations between the factor mean scores were all significant at p < 

.001 and ranged from r = 0.28 to r = 0.72 (see Table 4.7). The correlation 

coefficients between the factor mean scores within each of the three administrations 

were stronger and within a much narrower range from r = 0.42 to r =0.72. On this 

basis it was considered appropriate to compute one mean perceived committee 

functioning score for each case for t,, t, and t, based on the subject's responses to the 

Table 4.7 

Pearson r correlation coefficients for the PCF scale factor mean scores. 

Time 

Factor a 

1. Factor 1 
2. Factor 2 0.65 

t2 

' 3. Factor 1 0.64 0.40 
4. Factor 2 0.47 0.52 0.64 
5. Factor 3 0.43 0.3 1 0.63 0.42 

ti 
6. Factor 1 0.49 0.28 0.69 0.42 0.43 
7. Factor 2 0.33 0.51 0.48 0.45 0.36 0.72 - 

All significant at p < .001 
a Refers to rotated factor matrices (see Appendix 2.3) 



25 most reliable PCF scaie items. The items used to compute mean perceived 

committee functioning scores have been displayed in Table 4.8. 

To reduce the risk of excluding a case for having a small number of missing values, 

means were calculated for all cases that had valid values for at least 20 of the 25 

items selected to compute mean perceived committee functioning scores. At t, 

Table 4.8 

Perceived committee functioning scale items used in the computation 

of mean PCF scores. 

Item a 

I feel I am really part of this committee. 
Members of this committee know exactly what things have to get done. 
Members who offer new ideas on this committee are likely to get "clobbered". 
Committee members are afraid to express their real views. 
Each member of this committee has a clear idea of the e goals. 
If we have a decision to make, everyone is involved in making it. 
Committee members tell each other the way they are feeling. 
Some of the people on this committee have no respect for others. 
In this committee everyone's opinion gets listened to. 
I look forward to being with the members of this committee. 
There are feelings among members of this committee which tend to pull the group apart. 
There is constant bickering on this committee. 
When conflicts occur they are either suppressed or ignored. 
The goals of this sporting organisation are not well accepted by committee members. 
The important decisions do not get made by the committee of this sporting organisation. 
The knowledge, skills and experiences of individual members are utilised by the committee. 
Decision making rests with only part of this committee. 
There is a high degree of mutual trust among members of the committee. 
The goals of this organisation were discussed openly by the committee when they were being 
formulated. 
Conflicts are resolved on this committee by dominating the dissenter. 
Most committee members listen to each other during discussions. 
Committee members are stereotyped and rigid in their roles. 
Committee members do not feel afraid of appearing foolish by putting forward creative ideas. 
Committee members feel free.to express their ideas about how the committee operates. 
The focus of this committee is how to get the job done and not who is in control. 

aRefers to item number used in the questionnaire. 



subjects who were not members of the committee prior to the last AGM were 

directed not to respond to the t, administration of the PCF scale. This was to ensure 

committee neophytes (93 cases) who were likely to have had little or no experience 

of the functioning of their committee, were excluded from this part of the analysis. 

The distributions of perceived committee functioning mean scores were 

checked for normality and outliers. The distributions were found to be moderately 

positively skewed with positive kurtosis. Due to the size of the sample and after 

graphical examination of the distributions they were considered suitable for 

multivariate and inferential statistical analysis (see Tabachnick and Fidell, 1989). 

There was evidence of univariate outliers with four cases at t,, and two cases at both 

t, and t,. These cases were excluded from further analysis involving perceived 

committee functioning mean scores. At t, and as discussed previously, 93 subjects 

who were committee neophytes and were asked not to respond to the PCF scale. 

Another 16 subjects were non-respondents and four were outliers, leaving 268 valid 

cases for analysis. 

No subjects were considered committee neophytes after t,. At t,, a further 41 

subjects were non-respondents, 34 were 'leavers7, five did not complete sufficient 

PCF scale items to compute a mean score and two were outliers, leaving 283 valid 

cases for analysis. At t,, there were an additional 25 non-respondents, 71 'leavers' 

and two outliers, leaving 192 valid cases for analysis. 

Comparison of the WGF and PCP factor structures 

To assess the validity of adapting the Work Group Functioning (WGF) scale to 

measure the functioning of committees composed of volunteer sports administrators, 

data from the three administrations of the PCF scale was also subjected to an 



exploratory factor analysis. The 14 items that made up WGF were factor analysed 

using principal components analysis and varimax rotation. To reduce the risk of a 

low number of cases-to-variables ratio the 63 cases that made up the high 

organisational commitment group were used in the factor analysis and means were 

substituted for variables with missing values (see Appendix 2.4). 

In comparison to the WGF scale the factor structure of the corresponding items 

from PCF scale was highly consistent. Thirteen of the 14 items loaded on the same 

three factors as those reported by Carnrnann et al. (1 983) and eleven items loaded at 

0.6 or higher. One item, number 5 'Committee members are afraid to express their 

real views', loaded on the second factor in this study compared to the first factor in 

the results reported by Cammann et a!. (1983). The factor structure was replicated at 

t, and t,, except that item number nine dropped to a factor loading of 0.52 at t,, and 

item number three loaded at 0.5 1 at t, and 0.58 at t,. All other items loaded 

according to the factor loading criteria established for this study and confirmed the 

robustness of the adapted WGF items. 

Recreation experience preferences 

Data from the 30 item Recreation Experience Preference (REP) scale was 

subjected to an exploratory factor analysis to identify underlying dimensions of the 

perceived benefits of volunteering (see Appendix 2.5). The 63 high organisational 

commitment cases were included in the factor analysis and item means were 

substituted for missing values to ensure an adequate case-to-variable ratio. Fourteen 

items met the factor analysis criteria used for this study and made up four 

parsimonious and conceptually plausible perceived benefit sub-scales. 



The wording of the items that made up the four REP sub-scales is presented in 

Table 4.9. Factor 1, labelled altruism and was made up of five items. All but one of 

the items that loaded above the 0.6 criterion on factor 1 included prosocial elements 

directed towards being of service to others. One item worded, 'Do something which 

I want to do' was somewhat at odds with the other items in this factor. Factor 2 was 

named learning because the four items that made up this factor included elements of 

learning, developing and experiencing new or different things. Factor 3 was termed 

recognition and included items in which the benefits of volunteering were perceived 

as extrinsic through seeking the approval and acknowledgment of other people. 

Factor 4 was labelled relaxation, and included two items concerned with tension 

release. Cronbach alpha reliability coefficients for the four sub-scales were 

acceptable and ranged from 0.61 to 0.85 (see Table 4.9). Detailed inter-item 

reliability statistics for each of the REP sub-scales have been included in Appendix 

2.5. 

Data from the REP sub-scales was reduced to mean scores for each case that 

had valid values for all items within each factor. The distributions of mean scores 

for each of the REP sub-scales were checked for normality and outliers. The mean 

scores for learning and recognition were found to be normally distributed and did 

not have any outliers. Altruism was moderately negatively skewed and relaxation 

was severely skewed in a positive direction. The altruism scores were 

logarithmically transformed and found to be normally distributed. Two outliers 

were identified and excluded from further analysis. The relaxation mean scores did 

not respond well to transformation and were dichotomously recoded at the median 

score according to the recommendation of Tabachnick and Fidell(1989). 



Table 4.9 

Recreation Experience Preference (REP) sub-scale factor loadings and 

Cronbach alpha reliability coefficients. Items ranked by factor loading within 

each sub-scale. 

Item a Cronbach ci (valid n) 

Altruism (Factor 1) 
21. Help this sport to develop. 
30. Help others enjoy their sport. 
24. Share what I have learned with others. 
16. Do something which I want to do. 
25. Express my care and concern for others. 

Learning (Factor 2) 
9. Learn what I am capable of. 
12. Learn more about things. 
19. Develop my skills and abilities. 
4. Experience new and different things. 

Recognition (Factor 3) 
6. Do what others expect of me. 
17. Have others think highly of me for doing it. 
8. Be in control of things that happen. 

Relaxation (Factor 4) 
1. Release or reduce some built-up tensions. 
3. Give my mind a rest. 

aRefers to item number used in the questionnaire. 

Behavioural and sociodemographic characteristics 

Data concerning the behavioural characteristics of the subjects was also 

subjected to screening, reduction and where necessary transformation processes. 

Several indices were constructed to reduce the number of items concerning current 

level of participation, years of experience in sport and rate of meeting attendance. 



Of central importance to this study was whether subjects stayed with or left 

either the sporting organisation or its committee during the data collection process. 

'Stayers7 were those who responded to all questionnaires and indicated they were 

still a member of the committee at t,. Subjects who responded and indicated that 

they had left either the committee or the organisation after data collection ti or after 

data collection t2 were categorised as 'leavers'. It was difficult to establish whether 

t,, t, or t, non-respondents were 'stayers' or 'leavers'. Advice was received that one 

non-respondent had passed away and three others had moved interstate or overseas. 

The 46 organisations that did not demonstrate 100 per cent response rates for all 

three periods of data collection were requested to provide information on the 

organisational and committee membership status of non-respondents. This data, 

which is presented in Chapter 5, was used to categorise non-respondents as 'stayers7 

or 'leavers' and to give a more accurate picture of the turnover rate amongst 

volunteer sports administrators. However, it was not possible to determine from this 

data whether the non-respondent 'leavers' left after t, or t2. Most amateur sporting 

organisations do not routinely keep readily accessible data about such matters. 

Current levels of participation were measured as hours spent per week in 

various sport-related roles at t, and again at t,. Hours of participation in roles other 

than as an administrator for their sporting organisation were summed to form an 

index (hours-other tl  and hours-other t3) of current participation in other sport- 

related roles. Hours-other was calculated as the mean of these two variables. Hours 

per week as an administrator (hours-administration) for their sporting organisation 

was calculated as the mean of hours administration measured at t, and again at t,. 

Six items about years of experience in sport in various roles was averaged to form an 

index of years experience (years-average). Years as a member of the club or 



association (years-member), years on the committee or board (years-cornittee) and 

years in current position (years-position) were not incorporated into indices and were 

used alone. On two occasions the self-reported number of committee meetings 

attended were divided by the self-reported number of committee meetings held to 

form two indices called rate of meeting attendance (t, and t,). The mean of these two 

scores was calculated to give an average rate of meeting attendance. 

Frequency distributions of each of the behavioural characteristics and indices 

were examined and all were found to be positively skewed except for rate of meeting 

attendance which was negatively skewed. Mean rate of meeting attendance and 

years-position did not achieve normality following transformation and were 

dichotomously categorised at their median scores. Hours-other and years-member 

were moderately skewed. They were transformed by taking their square root and 

were found to be normally distributed after the removal of up to three cases 

categorised as outliers. The moderately skewed hours-administration and years- 

average index were logarithmically transformed, rendering their distributions 

normal. 

The sociodemographic variables were also screened for invalid or out-of-range 

values and their distributions were checked. Age group, education level and 

occupational prestige were found to be normally distributed. Seven cases whose 

occupational prestige was 'other' were excluded fiom further analysis. Employment 

status was a categorical variable with large differences between group sizes and was 

recoded dichotomously as employed or not employed for the purposes of 

multivariate analysis. Marital status was not used in any multivariate analyses 

because of the very high proportion (85.4%) of married subjects in the sample. 

There were no outliers in the sociodemographic variables. 



Structural characteristics of the organisations 

The size and nature of the sporting organisations and their committees were 

measured to determine their structural characteristics. Among the variables 

measured to gauge the size of the organisation were the number of registered players 

or competitors and total income for last financial year. The variables used to assess 

the nature of the organisation were whether paid administrators were employed, 

whether it had a formally adopted constitution and was incorporated, the year it was 

first established, the hierarchical level at which it operated and the proportion of its 

members who were junior or senior and male or female. Several structural 

characteristics of the management committee were also measured including the size 

of the committee, the number of vacant positions, estimated level of committee 

turnover and frequency of committee meetings. 

The distributions of these variables were checked for normality or in the case 

of categorical variables, large discrepancies between group sizes. The frequency 

distributions of committee meetings and juniorJsenior members were found to be 

normally distributed. Several dichotomous variables were excluded from 

multivariate analyses due to disproportionate distributions in their group sizes or a 

large number of missing values. These included whether the organisation had a 

formal constitution (98.0%), was incorporated (83.0%), whether the players or 

competitors were males or females (13.5% catered for mostly females), and the 

number of positions on the committee not filled (77.0% had all committee positions 

filled). The year the organisation was first established was subtracted from 1994 to 

compute the number of years thi organisation had been in operation. The 



distribution of this variable was found to be moderately positively skewed and was 

transformed to normality by taking its square root. The number of registered players 

or competitors and income last financial year were also moderately positively 

skewed. The distributions of both variables were rendered normal by undertaking a 

logarithmic transformation. There was no evidence of outliers in the variables to be 

included in multivariate analyses. 

Regression analysis 

Time-lagged effects were examined using regression analyses that were 

similar to those employed in earlier longitudinal studies by Bateman and Strasser 

(1984), and Meyer and Allen (1988) to determine the influence of perceived benefits 

of volunteering and perceived committee functioning on the criterion variable, 

organisational commitment. Measures of organisational commitment and perceived 

committee functioning were undertaken on three separate occasions but treated as 

three separate two-wave, two-variable, longitudinal panels with the t, and t,, t, and t;, 

and t, and t, data constituting the three panels (Rogossa, 1980). 

Because prediction was the goal, an incremental variance partitioning 

approach (Pedhazur, 1982) was used to assess the contributions of sets of variables 

in explaining the variance of organisational commitment. Using a hierarchical 

regression approach, the order in which variables or groups of variables entered the 

equation was controlled by the researcher. Selected structural, sociodemographic 

and behavioural variables were entered first because they are relatively fixed and the 

contribution of other factors above the effects of these variables was of greater 

interest. Prior organisational commitment was entered as a second separate block 

because of the need to control for tl scores when using t2 as the dependent variable 



(Dalecki and Willits, 1991). Perceived benefits of volunteering were entered in the 

third step as a separate block because they were only measured at tl  and were 

assumed to be relatively fixed variables. Because the unique contribution of 

perceived committee functioning was of primary interest it was entered as a separate 

block in the final step. 

Comparison of the extent to which various combinations of independent 

variables explained the estimates of variance of the dependent variable over the three 

panels facilitated assessment of the relative contributions of the perceived benefits of 

volunteering and perceptions about committee functioning. Variables that were 

transformed to avoid violating the assumption of normality were used in all 

regression analyses. SPSS prograa default values (SPSS Inc., 1990: 592) were used 

for tolerances, P-to-enter and P-to-remove independent variables in the equations. 

Histograms, normal probability plots and scatterplots of standardised residuals 

were used to check the normality and distribution of residuals and to identify 

residual outliers for each analysis. Where residual outliers were detected, these 

cases were removed and the regression analysis repeated. The number of cases2 

used in each regression analysis varied and reflected the influences of non- 

respondents, 'leavers', univariate outliers, and residual outliers. Means were 

substituted for cases with missing values. While reducing the amount of variance 

that could be explained by the regression equations, this action reduced the risk of 

unacceptably low cases-to-independent variables ratios. 

Tabachnick and Fidell(1989) recommend that when hierarchical or standard multiple regression 
analysis is used the cases-to-independent variables ratio should be 20 times (p. 128-129). 
Notwithstanding the number of independent variables, if there are fewer than 100 cases, power may 
be unacceptably low. They recommend as a bare minimum requirement at least five times more 
cases than independent variables. In most instances the regression analyses were not far below the 
recommended 20 cases-to-independent variables ratio. In a number of instances this criterion was 
exceeded and the minimum 100 cases criterion was generally exceeded, except in some sub-group 
analyses. 



Analyses were first performed independently for each cross-lagged 

combination of organisational commitment and perceived committee functioning 

using a method similar to that used by Meyer and Allen (1988). These analyses 

involved the use of structural regression models in which the influence of one 

variable x on another y is represented by the regression parameter for the path from x 

at an earlier time toy  at a later time after the influence of the prior measure of y is 

removed. In a similar vein, the influence of priory on subsequent x is represented 

by the regression parameter for the path from y at an earlier time to x at a later time 

after the influence of prior x is removed. Under the usual assumptions of linear 

regression analysis, the influence of one variable on the other was indicated by a 

value significantly different from zero for the relevant cross-lagged regression 

parameter. Where both cross-lagged regression parameters were significant, 

reciprocal influence was indicated (Rogossa, 1980). Meyer and Allen (1 988: 199- 

200) state that this analysis has the advantages of: 

(a) allowing for the consideration of causality in both directions, (b) 
controlling for the possibility of reverse causation while testing for the 
influence of one variable on another, and (c) providing partial control for 
the influence of common method variables (e.g., common method 
variance) (pp. 199-200). 

Discriminant function analysis 

Discriminant function analysis was used to examine the influence of 

organisational commitment, perceived committee functioning, perceived benefits of 

volunteering, personal and structural factors on the turnover of volunteer sports 

administrators. Because there was no a priori reason to identify which variables 

would be 'good' predictors of turnover, a direct discriminant function procedure was 



used to identify a reduced set of predictors (Tabachnick and Fidell, 1989, p. 527). 

Consistent with other analyses, means were substituted for cases with missing data 

except where contraindicated (e.g., structural variables) and transformed or 

dichotomously recoded variables were used. Univariate outliers were excluded fiom 

the analysis. Assumptions of linearity, normality, multivariate outliers 

(Mahalanobis' distance) multicollinearity or singularity (SPSS default tolerances) 

and homogeneity of variance-covariance matrices (Box's M) were also evaluated. 

The discriminant function analyses were evaluated initially by the significance 

of the discriminant function (Wilk7s lambda and chi-square). Where a significant 

discriminant function was observed, the strength of association between group 

membership and the set of predictors (canonical correlation squared), importance of 

the predictor variables (correlation with the discriminant function), group means on 

variables with significant univariate F ratios, and adequacy of classification were 

used to evaluate the results (Tabachnick and Fidell, 1989). By convention, pooled 

within group correlations between the discriminant function and the discriminating 

variables (predictors) less than 0.3 were not interpreted (Tabachnick and Fidell, 

1989). 

Classification results were also used to assess the utility of the discriminant 

function analysis in predicting turnover. Tabachnick and Fidell(1989) asserted that 

classification coefficients ccusually work too well for the sample from which they 

were derived" (p. 545). To overcome this problem, where group prediction was the 

goal, approximately one third of the cases used discriminant analyses were randomly 

selected out of the sample for use in cross-validation of the group classification 

function and called the cross-validation sample. The remaining two-thirds of the 

cases were used to develop the discriminant function and classification equation, and 

were called the developmental sample. 



The subjects were separated into two groups, 'stayers7 and 'leavers'. 'Stayers' 

were those subjects who were still members of their committee at t,. Those subjects 

who indicated they had left either the committee or the organisation after t, were 

categorised as 'leavers' and used in this analysis. Prior probabilities were used in 

the classification function for each analysis to overcome the problem of unequal a 

priori sample sizes. 

Summary 

Data from each of the questionnaires was coded and entered as valid or 

missing values on a case-by-case prior to being subjected to a systematic screening 

process to assess the normality of distributions and the occurrence of outliers. In 

some instances variables were mathematically transformed to render their 

distributions normal. Several variables were dichotomously recoded about their 

median score to overcome problems with their distributions deviating from 

normality. Statistical significance for all inferential analyses was set at p < .05. The 

specific procedures used to screen and transform organisational commitment, 

perceived committee functioning, recreation experience preferences, behavioural, 

sociodemographic and structural characteristics were detailed in appropriate 

sections. Rotated factor loadings, inter-item reliability statistics and details of the 

procedures used to calculate scores were reported for multi-item variables. Test- 

retest correlation coefficients were reported for variables measured on repeated 

occasions. Detailed tabular information was presented in the appendices. A group 

of subjects found to have consistently very high scores on the organisational 

commitment questionnaire were.considered a different sub-group and were not 



included in any inferential analyses. .Finally, the predominant statistical analysis 

techniques used in tkis study, multiple regression analysis and discriminant function 

analysis, were discussed. 



CHAPTER 5 
RESULTS 

There were three major research questions investigated in this study. Firstly, 

were structural or personal characteristics predictive of organisational commitment? 

Secondly, to what extent did perceptions about committee functioning and perceived 

benefits of volunteering predict later levels of organisational commitment after 

accounting for the influence of significant structural and personal characteristics? 

Thirdly, was the turnover of volunteer administrators best predicted by levels of 

organisational commitment, perceptions about committee functioning, the benefits 

of volunteering as a leisure activity, structural attributes or personal characteristics? 

The purpose of this chapter is to present the results of the data analysis processes 

used to address these questions. Each question is addressed in turn with descriptive 

statistics about the variables used in each analysis followed by the results of 

inferential analyses. The first section of this chapter provides an overview of the 

organisations and individuals that comprised the sample. 

Description of organisations and subjects studied 

A summary of the characteristics of the organisations that took part in the 

study has been presented in Table 5.1. The large variances in the distributions of the 

number of registered participants and income last financial year indicated that the 

organisations were representative of a wide cross-section of sporting clubs and 



associations. However, the positive skewness of their distributions revealed that 

there was a large proportion of small clubs and associations with 40 organisations 

(77.0%) that operated at the club level (table not shown). Equal proportions of the 

organisations studied were either district or regional associations (1 1.5%) or SSOYs 

(1 1.5%). The organisations catered equally for junior and senior participants, but 

three-fifths (59.6%) were predominantly or exclusively for males compared to 13.5 

per cent of organisations that catered mostly or only for female participants. Most 

had a formal constitution (96.0%) and were incorporated under the Queensland 

Associations Incorporation Act (82.7%). On a per organisation basis, there was a 

mean of 10.5 committee members and questionnaires were delivered to 9.0 

individuals (85.7%). Committee member completed questionnaires were received at 

a mean of 8.5 per organisation at t, (8 1.0%) and 6.3 at t, (6 1.9%). Committee 

meetings were held at an average rate of once per month (12.5 per year) and the 

organisations had been established for a mean of 33 years (see Table 5.1). 

Descriptive statistics of subjects studied 

The sociodemographic characteristics of the sample at t, are surnmarised in 

Appendix 3.1 A total of 381 cases were used in this analysis following the exclusion 

of the 63 high organisational commitment cases. More than two-thirds of the sample 

were males (70.9%) and the largest proportion were aged 40 to 49 years (41.9%). A 

large number of the subjects had completed a post-secondary education (43.7%) and 

a further 36.9 per cent had completed a high school education. Most were married 

(85.4%) and were either employed full-time (44.0%) or self-employed (24.2%) with 

very few unemployed (1.6%). Of those who were employed the predominant 

occupational categories were management or administration (28.2%) or professional 

(23.4%). 



Table 5.1 

Descriptive statistics of the structural attributes of the organisations studied. 

Mean s.d. Median Range 

Number of registered 
participants 1,897 7,243 220 18 to 50,000 

Income last financial year ($) 138,000 276,000 44,000 1,000 to 
1,500,000 

Number of members on management 
committee or board 10.5 3.9 10 4 to 21 

Number of formal committee 
or board meetings per year 12.5 4.8 12 4 to 30 

Year organisation first 
established 1961 2 1 1968 1890 to 199 1 

(n = 52). 

There were no substantial differences in the subjects' levels of experience or 

participation as a volunteer administrator by the hierarchical level of the organisation 

(see Table 5.2). However, before transformation most of the distributions of 

behavioural characteristics were strongly skewed in a positive direction, indicating 

there were many volunteer administrators with low levels of experience and 

participation. The subjects had been a member of their organisation (years-member) 

for a mean of 9.3 years, a committee member (years-committee) for 5.1 years and 

had held their current position (years-position) on the committee for 3.0 years. 

Overall, the subjects reported that they participated in all sport related activities for 

16.3 hours per week. Of this total, 6.8 hours (42.0%) was spent in administration for 

their .club or association. Volunteer administrators at hierarchical levels above the 

local club level (i.e., SSO's, district and regional associations) reported more total 

hours participation per week (hours-administration plus hours-other) in all sport- 

related activities (mean = 18.9 hours) compared to local club administrators (mean = 



Table 5.2 

Descriptive statistics of the behavioural characteristics of volunteer 

administrators by organisational hierarchical level. 

Behavioural characteristics a Valid n Mean s.d. Missing 

Years-member 3 76 9.3 7.6 5 
Local club 294 9.3 7.7 
District, Regional and State 80 9.2 7.0 

Years-committee 3 64 5.1 5.3 17 
Local club 285 5.2 5.3 
District, Regional and State 79 5.1 5.5 

Years-current position 3 50 3 .O 3.5 3 1 
Local club 27 1 2.9 3.5 
District, Regional and State 79 3.3 3.4 

Years-average (sport experience) 373 9.1 6.1 8 
Local club 293 9.2 6.2 
District, Regional and State 80 8.9 5.4 

Hours per week (in season) 
-administration (mean tl and t3) 3 64 6.8 6.9 17 
Local club 287 6.4 6.6 
District, Regional and State 77 8.3 7.9 3 

Hours per week -other (mean tl and t3) 342 9.5 7.3 3 9 

Local club 266 9.2 7.0 
District, Regional and State 76 10.6 8.1 

Rate of meeting attendance 
(mean tl and t2) 340 0.88 0.14 4 I 
Local club 260 0.89 0.12 
District, Regional and State 80 0.85 0.17 

a Behavioural characteristics were measured at t l ,  unless indicated otherwise 

15.6 hours). As a group, State, district and regional level volunteers spent 23 per 

cent more time than local club volunteers on administration. One-third of the 

subjects (34.1%) reported that they had not been a player or competitor in the sport 

they now administrated (table not shown). Rate of meeting attendance averaged 88 



per cent, with the attendance rate slightly higher for club level administrators 

compared to those at other hierarchical levels. Other behavioural characteristics are 

surnrnarised in Appendix 3.1. 

Initial entry to the committee was largely through a process of election for club 

administrators (37.5%) and for higher level administrators (33.1%) or appointment 

(38.1% and 29.7% respectively). However, substantial proportions were recruited to 

fill a casual vacancy (19.7% and 28.4% respectively) on the committee. 

Approximately equal proportions of subjects currently held leadership and core 

positions of president, vice president, secretary or treasurer (see Appendix 3.1). 

For many of the subjects their participation as a volunteer administrator was 

associated with the participation of their family or friends. About half of the 

subjects (5 1.1 %) perceived their sporting organisation to be primarily concerned 

with junior sport. Of these subjects, 77.8 per cent had dependent children and 8 1.5 

per cent had at least one child who was currently a participant in this sport (table not 

shown). Mixing socially with other committee members also seemed to be an 

important aspect of their participation. Almost two-thirds of the subjects (62.8%) 

indicated that they socialised three to four times per year or more often with other 

committee members outside official functions associated with their sport. About 

one-third (32.0%) of the subjects had a spouse or partner who was also a member of 

their club or association (tables not shown). 

Of the four sub-scales, the most important benefit of volunteering was altruism 

(mean = 3.98 on a 5 point importance scale; s.d. = 0.78) followed by learning (mean 

= 3.32; s.d. = 1.05). Recognition (mean = 2.44; s.d. = 0.92) and relaxation (mean 

=1.97; s.d. = 1.08) were somewhat unimportant benefits of being a volunteer sports 

administrator (table not shown). On closer examination, 'helping with the 



development of this sport' and 'helping others enjoy sport', social interaction with 

like-minded individuals and 'doing something I want to do' were the most important 

benefits overall. Least important amongst the benefits listed were 'being away from 

the family', reducing tension and seeking status. Means and standard deviations for 

each of the individual items in the REP scale are tabulated in Appendix 3.2. 

More than one in four subjects (28.4%) had received a formal award for 

service (e.g., life membership, club person of the year) from their sporting club or 

association at t, (table not shown). Less than one in four subjects held any formal 

qualifications related to sport (table not shown). The most frequent qualification 

was coaching (24.1 %) followed by first aid or resuscitation (1 6.1 %), and umpire, 

referee, judge or other type of official (15.1%). Very few subjects held 

qualifications as a sports trainer (2.9%) or as a sports administrator (3.2%). Of those 

subjects who were still playing or had played or competed in the sport for which 

they were now an administrator, three-fifths (60.6%) had not represented their sport 

at above the club level. 

The development of organisational commitment 

Identification of significant structural, sociodemographic and behavioural 
factors 

The findings of previous research (see Mathieu and Zajac, 1990) have demonstrated 

relationships between organisational commitment and factors such as the structural 

attributes of organisations and the sociodemographic and behavioural characteristics 

of individuals. To ascertain the degree to which levels of organisational 

commitment can be explained by the perceptions of volunteer administrators about 

the functioning of their committees and the benefits they ascribe to their volunteer 



activity, the influence of structural, sociodemographic and behavioural factors 

needed to be accounted for first. 

The variables use to measure the structural attributes of the sporting 

organisations such as their size and nature, and the sociodemographic and 

behavioural characteristics of the volunteer administrators were discussed in the 

previous chapter. Relationships between organisational commitment and these 

variables were examined with SPSS correlation command. Prior to examination of 

these relationships an overall mean score for organisational commitment (mean OC) 

was computed from all cases -that had at least two valid organisational commitment 

scores. Correlation matrices for mean OC and the structural, sociodemographic and 

behavioural variables are displayed in Appendix 3.3. 

Organisational commitment and structural attributes 

Statistically significant relationships in levels of mean OC were observed for 

several structural variables. Volunteer administrators whose sporting organisation 

had been established for a greater number of years (r = 0.16, p < .01) were 

significantly more committed to the organisation than volunteer administrators 

whose organisations had been established for fewer years. A significant positive 

relationship was found between organisational commitment and the total annual 

income of the organisation (r = 0.13, p < .05) and sporting organisations that 

employed an administrator to assist with their day-to-day operations had 

sigaificantly higher levels of commitment on the part of their volunteer 

administrators (r = 0.20, p < .01). The level of commitment of volunteer 

administrators was also positively related to the size of the management committee 

or board (r = 0.12, p < .05). While significant, none of these relationships were 

strong and there was a likelihood that several of these variables explained common 



variance in organisational commitment. The four significant structural attributes 

were entered into a standard regression analysis with mean OC as the dependent 

variable. Means were not substituted for cases with missing values due to the high 

cases-to-independent variables ratio in the analysis. The resulting regression 

equation was significant (F (4,257) = 3.80, p < .01) but explained less than 6 per cent 

of the variance in mean OC ( R ~  = 0.056 and none of the four variables had 

significant beta values (table not shown). 

Organisational commitment and sociodemographic characteristics 

Previous research has shown organisational commitment to be related to the 

sociodemographic characteristics of individuals. Except for a negative relationship 

between level of education and organisational commitment however, these findings 

have been inconsistent. Mean OC was found to be significantly and positively 

related (see Appendix 3.3) to the age group of the subjects (r = 0.25, p < .00'1) and 

negatively related to level of education (r = -0.22, p < .001) and occupational 

prestige (r = -0.21, p < .01). As age, level of education and occupational prestige are 

often interrelated and indicative of socioeconomic status these variables were 

entered into a standard regression analysis with mean OC as the dependent variable. 

Cases with missing values were deleted listwise. The results were significant (F 

(3,213) = 9.40, p < .001) and together the three sociodemographic variables 

explained 1 1.7 per cent of the variance in mean OC ( R ~  = 0.1 17). Both age group 

(beta = 0.229) and occupational prestige (beta = -0.156) had significant beta values 

(p < .05). As indicated by the sign of the beta values, older individuals were more 

highly committed to their organisation and higher levels of occupational prestige 

were predictive of lower levels of organisational commitment. Further investigation 

using an independent t-test of mean organisational commitment and employment 



status (employed or retired) revealed that retirees (mean organisational commitment 

= 6.28) were significantly more committed to their sporting organisations (t = 3.54, 

df = 330, p < .001) than individuals who were employed (mean = 5.81). 

Organisational commitment and behavioural characteristics 

There was evidence of statistically significant (p < .01) and positive 

relationships between seven of the eight behavioural characteristics and mean OC 

(see Appendix 3.3). There was a significant negative relationship between mean OC 

and whether or not a subject was a committee neophyte (r = -0.27). Subjects who 

were relatively new to their committee were less committed than those who had been 

on the committee since before the last Annual General Meeting (AGM). In order of 

the strength of the observed positive relationships, mean OC was related to the years 

the volunteer had been a member of their organisation (r = 0.28), the average hours 

per week put into administration (r = 0.25), the number of years involved in sport (r 

= 0.24), years as a member of the committee (r = 0.1 8), rate of meeting attendance (r 

= 0.18) and the number of years volunteers had held their current position on the 

committee (r = 0.17). The inter-correlations among the seven significant 

behavioural characteristics ranged from not significant to moderately significant (r = 

0.66). Consistent with previous analyses, the variables were entered into a standard 

regression analysis with mean OC as the dependent variable. The resulting 

regression equation was significant (F (8,225) = 6.01, p < .001) and together the 

behavioural characteristics explained 17.6 per cent of the variance in mean OC ( R ~  = 

0.176). The significant beta values of three variables indicated that self-reported 

hours-administration (beta = 0.150), years-member (beta = 0.212) and rate of 

meeting attendance (beta = 0.154) were the best predictors of mean OC (table not 

shown). 



Comparative injluences of structural, sociodemographic and behavioural variables 

The sociodemographc and behavioural variables that explained significant levels of 

variance in mean OC in the previous but separate regression models were entered as 

independent variables into a single standard regression analysis. Because there was 

no a priori reason to control the order in which these variables entered the analysis, 

all five variables (age group, occupational prestige, hours-administration, years- 

member and rate of meeting attendance) were entered together with mean OC as the 

dependent vaiable. The resulting regression equation was significant (F (5,194) = 

13.61, p < .001) and explained 26 per cent (R2 = 0.260) of the variance in mean OC. 

All except rate of meeting attendance had significant beta values and made 

contributions to explaining some of the variance in mean OC. Age (beta = 0.240), 

hours-administration (beta = 0.237) and years-member (beta = 0.174) all positively 

influenced mean OC. Occupational prestige (beta = -0.274) significantly and 

negatively influenced mean OC (see Table 5.3). In later regression analyses of the 

time-lagged relationships between perceived committee functiuning, perceived 

benefits of volunteering and organisational commitment, age, occupational prestige, 

hours-administration and years-member were categorised as control variables and 

entered as a block. 

Explanation of organisational commitment by perceived committee functioning 
and benefits of volunteering 

The second research question was the extent to which perceptions about 

committee functioning and perceived benefits of volunteering were predictive of the 

level of organisational commitment of volunteer administrators over time. Means 



Table 5.3 

Standard multiple regression of selected personal characteristics on mean 

organisational commitment (mean OC). 

Independent variables B Beta 

Predicting mean OC 
Age group 
Occupational prestige 
Hours-administration 
Rate of meeting attendance 
Years-member 
Intercept 

R .510 
R~ .260 
Adjusted R~ .24 1 
F (5,194) 13.612*** 

* p < .05; ** p < .01; *** p < .001 

and standard deviations for organisational commitment and perceived committee 

functioning are displayed in Table 5.4. On a seven point Likert-type scale (strongly 

disagree to strongly agree) means for organisational commitment were in the slightly 

to moderately agree range and varied fiom 5.54 (s.d. = 1.10) at t2 to 5.88 (s.d. = 

0.87) at t,. Means for perceived committee functioning were within a similar but 

narrower range fiom 5.52 (s.d. = 1.02) at t, to 5.64 (s.d. = 0.96) at t3. Generally, the 

subjects were committed to their organisations and they felt that their committees 

were not dysfunctional. Non-respondents (those who did not complete one or more 

questionnaires) were compared to stayers (those who completed all questionnaires 

and were still committee members at t3) to test for evidence of non-response bias in 

initial organisational commitment scores. A two-tailed independent t-test revealed 

no significant difference between the organisational commitment scores at tl 

between stayers and non-respondents. 



Table 5.4 

Descriptive statistics (raw and transformed) of organisational commitment and 

perceived committee functioning at tl, t2 and t3. 

Valid n Mean s.d. Missing 

Organisational commitment at tl 

Raw 
Transformed 

Organisational commitment at t2 

Raw 
Transformed 

Organisational commitment at t3 

Raw 
Transformed 

Committee functioning at tl 
Raw 
Transformed 

Committee functioning at t2 

Raw 
Transformed 

Committee functioning at t3 

Raw 
Transformed 

The intercorrelations for the perceived benefits, perceived committee 

fkctioning and organisational commitment variables are tabulated in Appendix 3.4. 

All of the correlation coefficients (Pearson r) between organisational commitment 

and perceived benefits of volunteering were significant (p < .05) except for the 

relaxation sub-scale at t1 and t3. The perceived benefits variables that were 

sigdficantly correlated with organisational commitment ranged from r = 0.14 to r = 

0.47. Indicative of the divergence between the perceived committee functioning and 

benefits of volunteering constructs, fewer than half of the committee functioning and 

benefits variables were statistically related. Of those that were related, all had 

correlation coefficients of r = 0.28 or less (see Appendix 3.4). 



Organisational commitment and perceived committee functioning 

All of the interrelationships between organisational commitment and perceived 

committee functioning over the three data collection periods were significant at p < 

.0 1, positive and ranged from r = 0.19 to r = 0.72 (see Figure 5.1). Relationships 

between organisational commitment and perceived committee fimctioning ranged 

from r = 0.19 to r = 0.53. Generally, the cross-sectional and time-lagged 

relationships strengthened over time and the cross-sectional relationships were 

stronger than the time-lagged relationships. It should be noted there was a mean 15 

day time lag between the completion of the OCQ and PCF scales at tl. At t2 and t3 

both the OCQ and the PCF scale were contained in the same questionnaire and 

Figure 5.1 

Correlation coefficients between organisational commitment and perceived 

committee functioning (all significant at p < -01). 



presumably completed by most subjects with minimal time delays. Not shown in 

this diagram were the time-lagged interrelationships between ti and t3 data. The 

relationship between perceived committee functioning at tl and organisational 

commitment at t, was r = 0.26 and in the opposite direction r = 0.28. 

A limitation of a simple correlational analysis is its failure to take account of 

the strong relationships that usually exist between variables measured on repeated 

occasions. To overcome this limitation, the prospective relationships between 

perceived committee functioning and organisational commitment were calculated 

while adjusting for the effects of prior organisational commitment using partial 

correlation. To assess the extent of any retrospective relationships between 

orgabisational commitment and perceived committee functioning, partial correlation 

coefficients were calculated while adjusting for the influence of prior committee 

functioning. The results of this analysis are displayed in Figure 5.2. Not shown are 

the partial correlation coefficients for the tl and t3 data in which perceived committee 

functioning at tl was significantly and positively related to organisational 

commitment at t3 (r = 0.20, p < .01). In the retrospective direction the relationship 

was not significant (r = 0.06). 

There were significant prospective relationships between perceived committee 

functioning and organisational commitment when controlling for prior 

organisational commitment in all three panels. No relationships were significant in 

the retrospective direction. These results provide evidence of the generalisability of 

findings of previous cross-sectional studies and are indicative of the existence of a 

directional time-lagged relationship between these two variables that are worthy of 

closer examination. 



Figure 5.2 

Partial correlation coefficients between organisational commitment and 

perceived committee functioning controlling for prior commitment and 

committee functioning (** significant at p < .01). 

Standardised regression parameters representing the time-lagged influences of 

perceived committee functioning on organisational commitment, and of 

organisational commitment on perceived committee functioning are presented in 

Table 5.5. The pattern of results in each of the three panels provides confirmation of 

the existence of the prospective influence of perceived committee functioning on 

organisational commitment. The positive beta values indicate that those volunteer 

administrators who perceived their committee to be functioning positively would 

become more organisationally committed. There was no evidence of organisational 

commitment influencing later perceptions of committee functioning. 

The time-lagged influence of perceived committee functioning on 

organisational commitment was examined in more detail with a series of expanded 



regression analyses. As outlined in the previous chapter, an incremental partitioning 

of variance approach of hierarchical regression analysis was used to assess the 

contribution of prior organisational commitment, control variables (age, 

occupational prestige, hours-administration and years-member), measures of the 

perceived benefits of volunteering and perceptions about committee functioning on 

organisational commitment over the three data panels (t, to t2, t2 to t, and ti to t,). 

Means were substituted for cases with missing values. Committee neophytes were 

excluded from two of the three following regression models because perceived 

committee functioning at t, was included as an independent variable. 

Table 5.5 

Standardised cross-lagged regression parameters (beta) for 

organisational commitment and perceived committee functioning. 

Time lag 

Beta .181** .013 .191*** -.049 .180* .051 
n of cases 21 1 199 225 189 169 137 
* p < .05; ** p < .01; *** p < .001. 



Table 5.6 presents the successive regression models represented by beta 

coefficients as sets of variables were added in predicting organisational commitment 

at t2 based on t, data. R2 and the appropriate F-test are presented for the regression 

equation at that stage as are R2 and appropriate F-tests for the last added predictors 

at each step. Six cases were excluded from this analysis and the following 

retrospective analysis after being identified as residual outliers. This analysis 

showed that the complete regression model accounted for 32.8 per cent (F (10,255) = 

12.44, p < .001) of the variance in organisational commitment measured at t2 

(adjusted R2 = 0.302). Perceived committee functioning was entered after all other 

variables and explained a significant proportion of the variance (R2,ha = 0.037, Fcha 

(10,255) = 13.95, p < .001) in organisational commitment at t2. The benefits of 

volunteering also explained a significant proportion of the variance (R2,ha = 0.057, 

Fcha (9,256) = 5.12, p < .001) in organisational commitment at t2 as did the control 

variables (R2,ha = 0.044, Fcha(5,260) = 3.77, p < .01). 

Examination of the significant beta values indicated that more positive perceptions 

about committee functioning at t, (beta = 0.204), greater importance placed on 

altruism (beta = 0.154) and relaxation (beta = 0.123), and greater participation as an 

administrator (hours-administration beta = 0.136) were predictive of higher levels of 

organisational commitment at t2. Higher levels of occupational prestige (beta = - 

0.126) were predictive of lower levels of organisational commitment at t2. 

To test whether there was a retrospective relationship between the time-lagged 

t, ahd t2 measures of perceived committee functioning and organisational 

commitment, a regression analysis using the same cases was conducted. A method 



Table 5.6 

Time-lagged hierarchical regression (t, to t,) of organisational commitment (t,) 

on prior organisational commitment (tl), control variables, benefits of 

volunteering and perceived committee functioning. 

Step 1 Step 2 Step 3 Step 4 
Independent variable Beta Beta Beta Beta 

Predicting organisational commitment at t2 

Organisational commitment at tl .434*** .344*** 

Control variables 
Age group 
Occupational prestige 
Hours-admin 
Years-member 

Perceived benefits 
Altruism 
Learning 
Recognition 
Relaxation 

Perceived committee functioning at tl 

Intercept 0.960 1.074 

R2 
Adjusted k' 
F (regression) 

R2 change .I90 .044 .057 .037 
F (change) 61.931*** 3.768** 5.120*** 13.949*** 
(n=266) * pc .05 ;  ** p<.01; *** p<.001 

similar to that used in the previous hierarchical regression analysis was used, except 

that perceived committee functioning at t2 was the dependent variable. The 

influence of perceived committee functioning at ti  (prior perceived committee 

functioning) was partialled out of the analysis in the first step. To maximise the 

opportunity for organisational commitment to explain any of the remaining variance, 

organisational commitment at t, was entered in the next step, followed by the control 



variables with the benefits of volunteering entered in the final step (table not shown). 

This analysis showed that the complete regression model accounted for 39.7 per 

cent (F (10,255) = 16.75, p < .001) of the variance of perceived committee 

functioning measured at t2 (adjusted R2 = 0.373). However, it revealed no 

significant time-lagged relationship between organisational commitment and 

perceived committee functioning after the influence of prior perceived committee 

functioning was partialled out of the equation. Almost all of the explained variance 

in perceived committee hctioning at t2 was accounted for by prior perceived 

committee functioning ( R ~  = 0.356). The control variables did not contribute to 

explaining a significant proportion of the remaining variance in perceived committee 

functioning at t,. However, as a block the perceived benefits contributed to a 

2 
significant incremental increase in the variance explained (R ,ha = 0.034, Fcha 

(10,255) = 3.54, p < .01). In contrast to the prospective analysis of the t, to t, panel, 

recognition was the only perceived benefit sub-scale that was a significant predictor 

of perceived committee functioning at t,. The negative beta value (beta = -0.171) 

showed that subjects who attached Lgher levels of importance to recognition as a 

benefit of volunteering were more likely to perceive their committee to be 

functioning negatively. 

t, to t j  panel 

Consistent with the method of data analysis used in the previous model, an 

incremental partitioning of variance approach of hierarchical regression analysis was 

applied to the t2 to t3 data to assess the contribution of prior organisational 

commitment, control variables, measures of perceived benefits of volunteering and 

perceived committee functioning on organisational commitment at t,. Sixteen cases 

were found to be residual outliers and excluded from both analyses of this panel. 



Subjects categorised as committee neophytes were in a position to respond to the 

perceived committee functioning scale at t2 and t3 and were included in this panel. 

Table 5.7 presents the results of the prospective analysis and showed the 

complete regression model accounted for 35.0 per cent (F (10,354) = 19.09, p < 

.001) of the variance of organisational commitment measured at t3 (adjusted R~ = 

0.332). After the entry of all other variables, perceived committee functioning at t2 

2 
explained a significant proportion of the variance (R ,ha = 0.032, Fcha (10,354) = 

17.22, p < .001) in organisational commitment at t3. The positive beta value (beta = 

0.206) indicated that positive perceptions about committee functioning were 

predictive of higher levels of organisational commitment. Prior organisational 

commitment accounted for most of the variance in later organisational commitment 

2 
(R ,ha = 0.282, Fcha(1,363) = 17.22, p < .001). As a block, the perceived benefits of 

volunteering explained a significant proportion of the variance in organisational 

commitment at t3 with altruism the only one of the four sub-scales having a 

significant beta value (r = 0.147). The control variables failed to account for a 

significant increase in the variance explained by the regression equation. It should 

be noted the perceived benefits of volunteering and the control variables were 

measured at t,, well before the other independent variables in the equation 

(perceived committee functioning and prior organisational commitment) which were 

measured at t2. 

The time-lagged t2 and t3 data was also analysed to test whether there was a 

retrospective relationship between perceived committee functioning and 

organisational commitment. A method similar to that used with the t, and t2 panel 

was used but with perceived committee functioning at t3 as the dependent variable 

(table not shown). Prior perceived committee functioning was entered first, 

followed by organisational commitment at t2. In the third and final steps the control 



Table 5.7 

Time-lagged hierarchical regression (t, to t,) of organisational commitment (t3) 

on prior organisational commitment (t,), control variables, benefits of 

volunteering and perceived committee functiooing. 

Independent variable 
Step 1 Step 2 Step 3 Step 4 

Beta Beta Beta Beta 

Predicting organisational commitment at t3 

Organisational commitment at t2 .531*** 

Control variables 
Age group 
Occupational prestige 
Hours-admin 
Years-member 

Perceived benefits 
Altruism 
Learning 
Recognition 
Relaxation 

Perceived committee functioning at t2 

Intercept 1.004 

R' 
Adjusted R* 
F (regression) 

R' change .282 .016 .020 .032 
F (change) 142.727*** 2.059 2.664* 17.220*** 
(n = 365) * p < .05; ** p < .01; *** p < .001 

variables, and perceived benefits were entered respectively. This analysis showed 

that the complete regression model accounted for 42.3 per cent (I? (10,354) = 25.99, 

p < .001) of the variance in perceived committee functioning measured at t3 

(adjusted R~ = 0.407). Afler the influence of prior perceived committee functioning 
2 

was accounted for, no variables other that the altruism benefit (R ,ha = 0.0109, Fcha 



(10,354) = 2.97, p < .05) contributed to a signified increase in the variance 

explained. Consistent with the results in the previous panel, there was no evidence 

of a retrospective relationship between organisational commitment and perceived 

committee functioning in this panel. To examine whether committee neophytes 

were a confounding influence, both the prospective and retrospective analyses were 

repeated. With the committee neophytes excluded, the significance of the results 

was unchanged except for altruism which was no longer a significant predictor of 

either organisational commitment or perceived committee functioning at t,. 

A method similar to that used in all previous regression analyses was also 

applied to the analysis of the t, to t3 panel data with organisational commitment at t, 

as the dependent variable. Six cases were identified as residual outliers and 

excluded from this panel, as were subjects categorised as committee neophytes. The 

successive beta coefficients as sets of variables were added are presented in Table 

2 2 
5.8. R , R change and their respective F-tests are presented for the regression 

equation at that stage and for the last added predictors at each step. This analysis 

showed that the complete regression model accounted for 20.4 per cent (F (10,255) = 

6.52, p < .001) of the variance of organisational commitment measured at t, 

(adjusted R2 = 0.172). Perceived committee functioning at t, accounted for a 

significant increase in the variance of organisational commitment at t, after 
2 

theinfluence of all other variables in the model was removed (R ,ha = 0.01 8, Fcha 

(1 0,25 5) = 5.65, p < .05). The perceived benefits also explained a significant change 
2 

in R~ in the third step (R ,ha = 0.048, Fcha (9,256) = 3.75, p < .01). The positive and 

significant beta values for altruism (beta = 0.178) and relaxation (beta = 0.126) were 



Table 5.8 

Time-lagged hierarchical regression (tl to t,) of organisational commitment (t,) 

on prior organisational commitment (t,), control variables, benefits of 

volunteering and perceived committee functioning. 

Inde~endent variable 
Step 1 Step 2 Step 3 Step 4 

Beta Beta Beta Beta 

Predicting organisational commitment at t3 

Organisational commitment at tl .350*** 

Control variables 
Age group 
Occupational prestige 
Hours-admin 
Years-member 

Perceived benefits 
Altruism 
Learning 
Recognition 
Relaxation 

Perceived committee functioning at tl 

Intercept 1.194 

R2 .I22 .I38 .I86 .204 
Adjusted R2 .I19 .I22 .I58 .I73 
F (regression) 36.739*** 8.350*** 6.502*** 6.524*** 

R2 change .122 .017 .048 .O 18 
F (change) 36.739*** 1.222 3.751** 5.562*** 
(n=266) *p< .05 ;  **p<.01;  ***p<.001 

consistent with the results of the t, to t, data panel. However, the control variables 

did not account for a significant proportion of the variance in organisational 

commitment at t,. 

Using the same cases, the time-lagged tl and t, data was analysed to test 

whether there was a retrospective relationship between measures of perceived 



committee functioning and organisational commitment. A method similar to that 

applied to the two previous data panels was used with perceived committee 

hnctioning at t3 as the dependent variable. Organisational commitment at t, was 

entered after prior perceived committee functioning, which was followed by the 

control variables and finally, the perceived benefits (table not shown). This analysis 

showed that the complete regression model accounted for 22.0 per cent (F (10,255) = 

7.19, p < .001) of the variance of perceived committee functioning measured at t3 

L 

(adjusted R = 0.1 89). In contrast to the previous analyses, there was evidence of a 

retrospective relationship between organisational commitment and perceived 

committee functioning. Organisational commitment at t, (beta = 0.1 13) accounted 

for a significant increase in the variance explained ( R ~ ~ ~ ~  = 0.012, Fcha (2,263) = 

4.12, p < .05) after controlling for prior perceived committee functioning. No other 

variables entered in the equation accounted for a significant proportion of the 

variance in perceived committee functioning at t3. These results contrasted' with 

those of the two earlier panels in that the relationship between committee 

functioning on organisational comaitment after controlling for other variables was 

significant in both the prospective and retrospective directions. 

In summary, the resultsgenerally supported the proposition that perceptions 

about committee functioning and the benefits of volunteering were significant 

predictors of organisational commitment over time. The influence of these variables 

was independent of prior levels of organisational commitment and selected personal 

characteristics. In the prospective analyses, altruism was the most enduring variable 

and predictive of organisational commitment in all three panels. Relaxation was a 

significant predictor of organisational commitment in two of the panels. 

Retrospectively, altruism and recognition each explained significant levels of the 

variance in perceived committee functioning in separate panels. Learning was the 



only benefit that was not a significant independent variable in any of the panels. As 

a block, the control variables were only significant predictors of organisational 

commitment in one prospective panel. Their influence was not evident in any of the 

retrospective analyses. Despite a number of structural (e.g., employment of paid 

administrators) and personal characteristics (e.g., committee neophytes, education 

level and years-committee member) demonstrating significant relationships with 

mean OC, these variables did not uniquely explain large enough proportions of the 

variance in mean OC to emerge as useful predictors of organisational commitment in 

the three time-lagged panels. 

In terms of the temporal ordering of perceived committee functioning and 

organisational commitment, these results provided evidence that organisational 

commitment was an outcome of perceptions about committee functioning over the 

short term. There was no evidence of a retrospective explanation between 

organisational commitment and perceived committee functioning in either of the tl  

to t2 or t2 to t j  panels, despite efforts to maximise the opportunity for organisational 

commitment to predict later perceived committee functioning by entering it in the 

regression equations at an early stage. Over the longer term, however, there was 

evidence of a reciprocal time-lagged relationship between perceived committee 

functioning and organisational commitment. Even though significant, the amount of 

variance in organisational commitment explained by perceived committee 

functioning was small and the most significant predictor of organisational 

commitment was the subiect's prior level of organisational commitment. 



Organisational commitment and turnover 

The final question in this study was to describe the nature and extent of 

turnover amongst volunteer sports administrators and to examine the relative 

influence of factors such as organisational commitment, perceived committee 

functioning and the perceived benefits of volunteering in predicting whether 

volunteer sports administrators stayed with or left the committee of their club or 

association. An initial problem was to ascertain whether each of the volunteers 

recruited as subjects for the study had stayed with or left the organisation and 

whether those who stayed as a member of the organisation remained on its 

committee. The methods used to categorise the subjects as stayers or leavers were 

discussed in Chapter 3. No attempt was made to establish whether those who turned 

over had done so voluntarily. 

Rates of turnover 

Table 5.9 provides a summary of the number of subjects who stayed or left and 

revealed an overall committee turnover rate of 34.8 per cent (102 / 293) during the 

data collection period of the study. Of those who left their committee, almost two- 

thirds remained members of their sporting club or association (n = 66) yielding an 

organisational turnover rate of 12.3 per cent, which was almost one-third of the rate 

of committee turnover. The largest proportion of turnover activity (65.7%) occurred 

after data collection at t (n = 67) which was 'post-season' for most of the sports 

represented by the sample. It should be noted that this figure excluded the 63 

subjects in the high organisational commitment group, of which 62 remained on 



Table 5.9 

Frequency distributions for committee and organisational turnover. 

Organisation a Committee 

Leavers 
Between tl and t2 

Between t2 and t3 

Sub-total (Leavers) 

Stayers at t3 

Sub-total (Valid cases) 

Non-respondents 
Leavers 
Stayers 

----- 
Sub-total (Non-respondents & Valid cases) 356 

Missing 

Total cases 381 381 
a Subjects who left the organisation were no longer members of the organisation's committee. 

These data were gathered through direct contact with the organisations concerned after all 
mailings to the subject failed to elicit a response. 

their committees throughout the duration of the study for a turnover rate of 28.9 per 

cent (104 / 356). 

The membership status of non-respondent subjects was obtained by making 

contact with the subject's sporting clubs and associations at the conclusion of the t3 

data collection period. The rate of committee turnover amongst non-respondents 

was 50.8 per cent (n = 32). However, a majority of the non-respondent group 

(85.7%) were still members of the organisation at the conclusion of data collection 

(n = 54). It was not possible to establish the final organisational or committee 



membership status of 25 subjects. These subjects were non-respondents and 

repeated approaches to their organisations to ascertain their membership status also 

failed to elicit a response (see Table 5.9). As this study was concerned with 

volunteer administrators and an important aspect of that role is to serve the 

organisation through participation as a committee member, subjects who left the 

committee at any time during the data 

collection period were categorised as 'leavers' for the purposes of the following 

analysis. 

Description of stayers and Eeavers 

Table 5.10 provides a profile of the structural, sociodemographic and 

behavioural characteristics and other variables broken down by committee turnover 

status. There were some notable similarities and differences between the two 

groups. Stayers and leavers were virtually identical in terms of their rates of meeting 

attendance, education level, employment status, gender, age and the level of 

importance they gave to altruism and learning as benefits of volunteering. However, 

there was a tendency for higher rates of committee turnover to be associated with 

smaller organisations (e.g., total income last financial year and number of registered 

players), smaller committees (number of committee members), lower hierarchical 

levels, higher number of meetings per year, higher levels of occupational prestige, 

lower importance being assigned to relaxation and greater importance being placed 

on recognition. Level of organisational commitment at t2 and perceived committee 

functioning at t2 were also scored lower by volunteer administrators who left their 

committees. To more thoroughly examine which variables were best able to predict 

committee turnover, a series of discriminant function analyses were conducted. 



Table 5.10 

Descriptive statistics by committee turnover status for variables used as 

predictor variables in discriminant function analyses. 

Stayers Leavers 
------------------- ------------------- 

Variable a Valid n Missing Mean s.d. Mean s.d. 

Organisational commitment tl 202 14 5.94 0.82 5.93 0.75 
Organisational commitment t2 210 6 5.84 0.83 5.34 1.24 
Committee functioning ti 213 3 5.76 0.87 5.53 1.22 
Committee functioning tz 196 20 5.78 1.02 5.13 1.33 

Benefits 
Altruism 
Learning 
Recognition 
Relaxation 

Structural attributes 
Junior or senior sport (l=all juniors) 2 16 0 
Male or female sport (l=all male) 216 0 
Hierarchical level (l=club) 216 0 
Employed administrators (l=Yes) 2 1 1 5 
Number of c'tee members 216 0 
Meetings per year 216 0 
Committee turnover 185 3 1 
Years organisation. established 209 7 
Number registered players (000's) 213 3 
Total income (last FY $000'~) 195 2 1 

Sociodemographic characteristics 
Age (l=19yrs or less to 6=60yrs+) 215 1 4.16 1.02 4.17 1.10 
Gender (l=male) 2 15 I 1.27 0.45 1.28 0.45 
Education (l=prirnary to 5=degree) 2 15 1 3.38 1.16 3.49 1.23 
Employment status (O=not employ) 2 16 0 0.78 0.42 0.79 0.41 
Occupational prestige 153 63 4.96 1.71 5.40 1.35 

Behavioural characteristics 
Mean rate of meeting attendance 2 14 2 0.88 0.1 1 0.90 0.1 1 
Years member of organisation 215 1 10.61 7.84 11.25 8.52 
Years member of committee 214 2 6.13 5.57 6.54 5.62 
Years current c'tee position 205 11 3.72 3.96 3.21 3.24 
Years av. experience in sport 213 3 9.47 5.95 9.24 5.36 
Hours-administration 21 1 5 7.65 6.52 6.08 5.68 
Hours-other sport roles 195 2 1 9.61 7.77 8.68 5.67 

- -  

a Untransformed scores. Excludes committee neophytes. 



Predictors of turnover 

In order to examine whether organisational commitment, perceived committee 

functioning and the benefits of volunteering were useful predictors of turnover 

amongst volunteer administrators the SPSS discriminant command was used to 

conduct a number of direct discriminant function analyses. Non-respondents (n = 

88) and committee neophytes (n = 77) were not used in these analyses, leaving 2 16 

cases available for analysis. One group, labelled 'stayers' was made up of subjects 

who stayed on the committee throughout the data collection period. The other 

group, labelled 'leavers' was made up of subjects who had left the committee at 

some time during the data collection period (see Table 5.9). Group means were 

calculated for stayers and leavers and substituted for cases with missing values on all 

the predictor variables except perceived committee functioning at t,. Using a mean 

substitution strategy for perceived cormnittee functioning at tl was considered 

unsatisfactory because of the number of committee neophytes (n = 77). The 

proportion of cases (26.3%) for which mean scores would have had to have been 

substituted was considered excessive. The number of cases for which group means 

were substituted for the predictor variables ranged from three cases for relaxation to 

20 cases for perceived committee functioning at t2. No t3 data was used in these 

analyses because, by definition, all the turnover occurred before the final phase of 

data collection. 

Structural and personal characteristics 

In order to ascertain whether structural, sociodemographic or behavioural 

characteristics were instrumental in predicting turnover, three separate direct 

discriminant function analyses were conducted. It was not the purpose of these 



analyses to predict group membership, therefore the cases were not split into 

developmental and cross-validation samples. 

The structural attributes of the organisations resulted in one significant 

discriminant function with a chi square (df,lO) = 19.26, p < .05 (Wilk's Lambda = 

0.912). The univariate F-ratios revealed that the best predictors for distinguishing 

between stayers and leavers were the hierarchical level of the organisation (F (1,2 14) 

= 9.23, p < .01) and the number of meetings held per year (F = 3.90, p < .05). 

Leavers were more likely to be committee members of organisations that were at the 

club level and met more frequently (table not shown). It should be noted that Box's 

M statistic was significant (F = 2.1 1, P < .001) indicating that the variance- 

covariance matrices were not homogeneous. Neither the sociodemographic 

characteristics (chi square (df, 5) = 2.50, NS (Wilk's Lambda = 0.98)), nor the 

behavioural characteristics (chi square (df, 8) = 8.39, NS (Wilk's Lambda = 0.961)) 

resulted in significant discriminant functions. The two structural attributes that 

emerged as significant predictors of turnover were included in the following 

analysis. 

Organisational commitment, committee functioning and beneJits of volunteering 

A direct discriminant function analysis was performed using organisational 

commitment (tl and t,), perceived committee functioning (tl and tz), perceived 

benefits of volunteering, hierarchical level of the organisation and number of 

meetings as predictors of committee turnover. Committee neophytes were excluded 

from this analysis because they did not respond to the PCF scale at tl. 

Consequently, of the 195 cases that made up developmental sample, 152 were 

available for use in this analysis. One significant discriminant function maximally 

separated the stayers from the leavers with a chi square (df, 10) = 30.87, p < .001 



(Wilk's Lambda = 0.808). The prior probabilities for the groups were unequal at 

0.658 for stayers and 0.342 for leavers. As these probabilities closely matched the 

proportions of stayers and leavers observed in the sample, they were used in the 

discriminant function analysis. The group centroids for the discriminant function 

were 0.349 for stayers and -0.671 for leavers. One case was identified as an outlier 

on the basis of its discriminant function score and was excluded from the analysis. 

The loading matrix of correlations between predictor variables and the 

discriminant function, and univariate F-ratios are presented in Table 5.1 1. The best 

predictors for distinguishing between the stayers and leavers were perceived 

committee functioning at t2 and organisational commitment at t2. Stayers had more 

positive perceptions about the functioning of the committee (univariate F (1,150) = 

19.5 1, p < .OO 1) and were more organisationally committed (univariate F (1,150) = 

11.41, p < .001). At t2, stayers had significantly higher mean scores on perceived 

committee functioning (untransformed mean = 5.78) and organisational commitment 

(untransfomed mean = 5.84) than leavers with untransformed mean scores of 5.13 

and 5.34, respectively. The strength of the association between group membership 

and the discriminant function was moderate (canonical correlation squared = 0.44). 

Using their correlations with the discriminant function, committee functioning at t2 

(r = 0.74) was the most important predictor of group membership, followed by 

organisational commitment at t2 (r = 0.57). Recognition and relaxation were 

correlated at greater than 0.30 with the discriminant function, but had univariate F- 

ratios that were not significant. 

Despite their significance in a separate discriminant analysis, the two structural 

attributes were not significant predictors of turnover, when the subject's level of 

organisational commitment and perceptions of committee functioning were taken 

into account. Of particular interest was the lack of discriminatory power of 



Table 5.11 

Results of discriminant function analysis 

for stayers and leavers developmental sample. 

Pooled within-groups 
correlations of 

predictor variables 
with Univariate 

Predictor Variable discriminant function F (1,150) 

Organisational commitment t 1 

Organisational commitment t2 
Perceived committee 

functioning t 1 

Perceived committee 
functioning t.2 0.74 

Perceived benefits 
Altruism 0.13 
Learning 0.1 1 
Recognition - 0.32 
Relaxation 0.32 

Structural attributes 
Hierarchical level 0.20 
Number of meetings per year - 0.25 

Canonical R 0.44 
Eigenvalue 0.24 

* p < .05; **  p < .01; *** p < .001 

organisational commitment and perceived committee functioning at t,. This result 

indicated that the commitment level of the leavers and their perceptions about 

committee functioning declined in comparison to the stayers (see Table 5.10) and 

was further investigated by conducting two repeated measures ANOVA's. Time (t, 

and t,) was the within-subjects factor, turnover was the between-subjects factor and 

organisational commitment and perceived committee functioning were the 

dependent variables, respectively. Results of the analysis of the organisational 

commitment scores are shown in Table 5.12 and displayed graphically in Figure 5.3. 



There were significant main and interaction effects between stayers and leavers in 

their level of commitment from ti to t2 (see Table 5.12). Mean level of 

organisational commitment declined for both groups but most noticeably for leavers 

(see Figure 5.3). 

Paired t-tests on organisational commitment at tl  and t2 for stayers and leavers, 

revealed that leavers experienced a significant decrease in commitment fiom t, to t2 

(t = 4.08, p < .001). The decrease in commitment for stayers was not significant. 

The untransformed mean values for both groups are displayed in Figure 5.3. Both 

stayers and leavers demonstrated similar levels of commitment at tl with means of 

5.94 and 5.93 respectively, but at t2 the level of commitment for those who left had 

declined significantly to 5.34 compared to 5.84 for those who stayed. Using 

independent t- tests, differences between the mean levels of commitment for stayers 

and leavers (table not shown) were significant at t2 (t = 2.90, p < .01) but not at tl .  

Table 5.12 

Analysis of differences in organisational commitment of 

stayers and leavers at t, and t2. 

Effect DF SS MS F 

Between subjects 
, Turnover 1 0.15 0.15 4.07 * 

Error 214 8.00 0.04 
Within subjects 

Time 1 0.3 1 0.3 1 20.91 *** 
Turnover by time 1 0.12 0.12 13.79 ** 
Error 214 3.14 0.01 

' * p < .05; ** p < .01; *** p < .001 
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Figure 5.3 

Mean organisational commitment scores for stayers and leavers at t, and t,. 

Results of the analysis of perceived committee functioning scores are 

displayed in Table 5.13 and Figure 5.4. There were significant main and interaction 

effects between stayers and leavers in the perceptions about committee functioning 

from t, to t, (see Table 5.13). Mean levels of perceived committee functioning 

declined for leavers and increased slightly for stayers (see Figure 5.4). 

Paired t-tests on perceived committee functioning at t, and t2 for stayers and 

leavers revealed that leaver's perceptions of the functioning of their committees 

decreased significantly (t = 3.73, p < .001). There was no significant change in the 

perceptions of stayers. The untransfoxmed mean values for both groups are 

displayed in Figure 5.4 and show that compared to stayers (mean = 5.76), leavers 



Table 5.13 

Analysis of differences in perceived committee functioning of 

stayers and leavers at t, and t,. 

Effect DF S S MS F 

Between subjects 
Turnover 1 0.49 0.49 9.50 **  
Error 21 1 10.83 0.05 

Within subjects 
Time 1 0.12 0.12 9.40 **  
Turnover by time 1 0.20 0.20 15.88 *** 
Error 21 1 2.64 0.01 

* p < .05; ** p < .01; *** p < .001 

had a lower mean perceived committee functioning score of 5.53 at t,. An 

independent t-test revealed that the difference between the two groups was not 

statistically significant at tl .  However, an independent t-test between perceived 

committee functioning at t, of stayers (mean = 5.78) and leavers (mean = 5.13) was 

significant (t = 4.47, p < .001). 

Pooled within-group correlations between the predictor variables used in the 

development of the discriminant function are displayed in Table 5.14. Of the 45 

correlation coefficients, 11 were equal to or greater than 0.30. In the discriminant 

function analysis none of the perceived benefits were significant factors in the 

prediction of turnover but, altruism and learning were significantly related to 

organisational commitment at t2, which was a significantly related to the 

discriminant function. Altruism was also significantly correlated with perceived 

committee functioning at t,. These findings indicated that much of the variance in 

the, discriminant function accounted for by organisational commitment and 
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Figure 5.4 

Mean committee functioning scores for stayers and leavers at t, and t2. 

Table 5.14 

Pooled within-groups correlation matrix among predictor variables 

for stayers and leavers in the developmental sample. 

2. OC t, 

3. PCF t, 
4. PCF t, - 
Perceived benefits 
5 .  Altruism .48 .45 .24 .31 1.00 
6. Learning .32 .35 .10 .21 .60 1.00 
7. Recognition .29 .26 -.OO -.05 .34 .35 1.00 
8. Relaxation -.04 .18 .03 .14 . l l  .22 .12 1.00 
Structural attributes 
9. Hierarchical level -.07' . l l  .09 .09 . l8  .09 -.08 -.I1 1.00 
10. Number of meetings .09 -.01 -.I5 -.I6 .06 -.05 .07 -.I5 -.I1 1.00 

(n = 152) 



perceived committee functioning at t, also accounted for much of the variance 

observed in the perceived benefits variables. 

Of the 152 cases in the developmental sample, 1 10 (72.4%) were classified 

correctly by the discriminant function compared to 84 (55.0%) that would be 

correctly classified by chance alone. The 72.4 per cent correct classification rate 

was achieved by classifying a disproportionate number of cases as stayers. Although 

66 per cent of the volunteer administrators were actually stayers, the classification 

process using sample proportions as prior probabilities, classified 87.0 per cent as 

stayers. Therefore, stayers were-more likely to be correctly classified (87.0% correct 

classification) than leavers (44.2% correct classification). The stability of the 

classification procedure was checked by using a cross-validation sample (n = 60) 

that was withheld from calculation of the discriminant function. For the cross- 

validation sample, the correct classification rate deteriorated to 6 1.7 per cent and 

was only marginally (6.7%) better than chance alone (55.0%). This deterioration 

occurred across both groups, with 78.6 per cent of the stayers and only 22.2 per cent 

of leavers classified correctly. Again there was a disproportionate number of cases 

classified as stayers. A z-test (Brown and Tinsley, 1983) of the cross-validation 

sample was conducted to compare the correct classification rate with that expected 

by chance and was not significant (z = 0.77, p > .05). The cross-validation 

classification results indicated a high degree of consistency with the developmental 

sample with a strong tendency to classify the volunteer administrators as stayers. 

This finding suggested that the discriminant scores of the leavers were likely to be 

distributed across the discriminant space occupied by the stayers and that the 

variables measured did a poor job of accurately classifying the committee leavers in 

particular. 



Committee neophytes 

Subjects classified as committee neophytes were an important and substantial 

sub-group (n = 77) that were excluded from the previous discriminant hnction 

analysis because they were not in a position to respond to the perceived committee 

functioning scale at tl. This group of subjects was considered important because it's 

members had not had a great deal of exposure to the functioning of their committee 

and were likely to be deciding whether to become more or less committed to their 

organisation. Descriptive statistics of their levels of organisational commitment and 

perceptions about committee functioning are presented in Table 5.15. 

Notably, in comparison to the non-neophyte committee members (see Table 

5.10) all mean scores for committee neophytes were lower (see Table 5.15). 

Furthermore, the variance in organisational commitment scores at t, for leavers (s.d. 

Table 5.15 

Descriptive statistics of organisational commitment and perceived committee 

functioning scores for committee neophytes by committee turnover status. 

Stayers Leavers 
------------------- ------------------- 

Variable a Valid n Missing Mean s.d. Mean s.d. 

Organisational commitment t, 7 1 4 5.65 0.81 5.50 0.98 

Organisational commitment t2 76 1 5.44 1.00 4.64 1.51 

committee functioning t, 62 15 5.52 1.09 4.99 1.18 

a Untransformed scores. 



= 1.5 1) was greater than that of stayers (s.d. = 1.00) and increased over t i  (s.d. = 

0.98). 

Independent t-tests revealed significant differences between the organisational 

commitment scores of these two groups at ti (t = 3.24, p < .001) and t2 (t = 3.92, p < 

.001). The perceived committee hnctioning scores for committee neophytes and 

non-neophytes at t, were not significantly different. Mean scores for organisational 

commitment at ti were 5.59 and 5.94 and at t2 were 5.1 1 and 5.68 for committee 

neophytes and non-neophytes, respectively. 

As the level of organisational commitment of committee members was related 

to how many years they had been members of their organisations, two analyses of 

covariance were conducted. Organisational commitment at tl and t, were the 

dependent variables in each of the models, whether the subject was a committee 

neophyte was the grouping variable and years as an organisational member. was the 

covariate. The covariate was significant in both models. At t,, beta = 0.214 (t = 

3.55, p < .001) and at t,, beta = 0.227 (t = 3.79, p < ,001). However, the level of 

organisational commitment of committee neophytes was significantly less than that 

of non-neophytes irrespective of how long an individual had been a member of their 

sporting organisation prior to joining its committee or board. The F ratios for the 

grouping variable were F = 4.12 (p < .05) at t, and F = 5.47 (p < .05) at t, (tables not 

shown). 

The rate of turnover amongst the neophytes was slightly higher (40.3%) than 

the rate for non-neophytes of 32.9 per cent (table not shown). A chi-square test 

revealed there was no significant association between the rate of turnover and 

whether subjects were committee neophytes. 



Consistent with earlier analyses, to further investigate differences between 

stayers and leavers in terms of their levels of commitment and perceptions about 

committee functioning a repeated measures ANOVA, paired and independent t-tests 

were conducted. For organisational commitment there was a significant main effect 

for time and a significant interaction effect for turnover by time. However, the main 

effect for turnover was not significant (see Table 5.16). Mean level of organisational 

commitment declined for both groups but most noticeably for leavers (see Figure 

5.5).  

Paired t-tests on organisational commitment at t, and t2 for stayers and leavers, 

revealed that leavers experienced a significant decrease in commitment from tl to t2 

(t = 3.7 1, p < .OO 1). The decrease in commitment for stayers was not significant and 

the overall pattern of the results was similar to the non-neophyte group. Using 

independent t-tests, differences between the mean levels of commitment for stayers 

and leavers (table not shown) were significant at t2 (t = 2.42, p < .05) but not at t,. 

Differences between the perceived committee functioning scores at t2 for stayers and 

leavers were also investigated using an independent t-test. The perception of stayers 

Table 5.16 

Analysis of differences in organisational commitment of 

committee neophyte stayers and leavers at tl and t2. 

Effect DF SS MS F 

Between subjects 
Turnover 1 0.14 0.14 3.30 
Error 75 3.07 0.04 

Within subjects 
Time 1 0.22 0.22 17.24 *** 
Turnover by time 1 0.07 0.07 5.40 * 
Error 75 0.95 0.0 1 

*p< .05 ;  **p<.01;  ***p<.001 
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Figure 5.5 
Mean organisational commitment scores for committee neophyte 

stayers and leavers at tl and tZ. 

about the hct ioning of their committee at t, (mean = 5.52) was significantly higher 

than the mean score of 4.99 for leavers (t = 2.89, p < .01). 

In summing up, both perceived committee functioning and organisational 

commitment at t2 were significantly related to the discriminant function regardless of 

whether or not subjects were committee neophytes. In contrast, neither variable was 

significantly related to the discriminant function at t,. Post-hoc repeated measures 

ANOVAys revealed significant interaction effects for organisational commitment 

and committee functioning by turnover over time. The main effects were also 

significant in all but one instance. A series of paired and independent t-tests 

revealed significant decreases in commitment or committee functioning for leavers 

from t, to t,, and significant differences between stayers and leavers at t,, but not at 

t,. 



Considered separately, the structural attributes of the organisations were 

significantly related to the turnover behaviour of volunteers, but the personal and 

behavioural characteristics measured were not. However, the influence of the 

significant structural attributes was not evident when committee functioning and 

organisational commitment were introduced to the discriminant functions. The 

accuracy of classification of the discriminant function in predicting whether an 

individual was a stayer or leaver was marginally, but not significantly, better than 

what would have been achieved by chance. A disproportionate number of cases 

both in the developmental and cross-validation samples were classified as stayers. 

Summary 

The purpose of this chapter was to report the results of the data analysis 

process in addressing the three major research questions in this study. The results 

demonstrated that organisational commitment developed in response to a range of 

structural, personal and process-oriented factors and is related to whether volunteer 

administrators stay with or leave their committees. Levels of organisational 

commitment were predicted severally by the structural attributes of sporting 

organisations, and the sociodemographic and self-reported behavioural 

characteristics of individual volunteers. However, it was found that the influence of 

these variables waned when the benefits of volunteering and perceptions about 

committee functioning were introduced into the analysis. There was also evidence 

of a temporal relationship between perceived committee functioning and 

organisational commitment. In two out of three panels, organisational commitment 

developed in response to earlier perceptions about committee functioning, but 

perceptions about committee functioning were unaffected by earlier levels of 



commitment. The relationship between these two variables became reciprocal and 

weakened over the longer term. The significant, but low level of variance explained, 

severally and jointly, by the variables related to organisational commitment was 

indicative of the complexity of the organisational commitment construct. 

The rate of committee turnover amongst volunteer administrators was 

approximately 30 per cent and provided support for the concerns expressed by Daly 

(1 99 1 a) that volunteerism in sport was declining. Organisatioilal commitment and 

perceived committee functioning remained at relatively stable levels among 

volunteer administrators who remained on the committees of their organisations, but 

decreased significantly among those who left their committees. However, predicting 

whether a volunteer administrator was likely to be a,stayer or leaver on the basis of 

commitment levels and perceptions of committee functioning was not significantly 

better than that which could have been achieved by chance. 



CHAPTER 6 

DISCUSSION AND CONCLUSIONS 

The purpose of this chapter is to summarise and discuss the conclusions drawn 

from the results of this study and to identify its major limitations. Implications for 

theory are followed by a discussion of the implications for practice, particularly in 

the management of volunteers and sporting organisation committees or boards. 

Finally, some suggestions are made about directions for future research, prior to a 

concluding statement. 

Volunteers have long been acknowledged as the 'backbone' of the sports 

system in Australia and contribute to the development, delivery and administration 

of sport through their role as a volunteers. Despite tkzir acknowledged importance, 

there has been little systematic research that has examined factors which influence 

the development of attitudes and the behaviour of volunteers in sport. Much of the 

published research in this area has described the characteristics of volunteers and 

their reasons for volunteering. 

This study identified a need to address the problem of turnover amongst 

volunteers in sport. In the organisational behaviour literature, organisational 

commitment was found to be a construct that is receiving a substantial amount of 

research attention due to its importance in understanding on-the-job behaviour and 

turnover amongst employees. The literature in the area of leisure has conceptualised 

volunteerism as a leisure experience which is a source of benefits for individuals 



who engage in volunteering. This study sought to better understand the problem of 

organisational commitment amongst volunteers from the perspectives of individual 

and group processes and how these factors might influence volunteer turnover. It 

took the position that the retention of volunteers is important for the delivery of 

sport in the community and that the act of volunteering has psychological benefits 

for those who volunteer. 

This study examined the direction and extent to which perceptions about 

committee functioning and the benefits of volunteering predicted levels of 

organisational commitment amongst volunteer sports administrators. A number of 

structural, sociodemographic and behavioural characteristics were also measured due 

to their potential moderating influence on interrelationships between organisational 

commitment, perceived committee functioning and perceived benefits of 

volunteering. Further, it explored whether the turnover of volunteer administrators 

was best predicted by levels of organisational commitment, perceptions about 

committee functioning or the benefits of volunteering. This study also sought to 

examine the stability of these relationships over time and whether some variables 

were temporally related through the implementation of a longitudinal research 

design. 

Characteristics of the sample 

Volunteer administrators who served on the committee or board of an amateur 

sporting club or association were the population for this study. Sporting 

organisations within the Greater Brisbane metropolitan region were the sampling 

frame for this study and individual sports administrators were the subjects. 

It was concluded that the subjects were a representative sample of volunteer 

administrators in sport. Firstly, their sociodemographic characteristics were 



consistent with the findings reported by Daly (1 99 1 a) and Mitchelson and Slack 

(1982). The largest proportions of the sample were aged 40-49 years, male, married, 

had completed post-secondary education, and were employed in management, 

administration or a profession. Secondly, the overall response rate of 69.9% for the 

three data collection periods minimised the risk of non-response bias influencing the 

results. Finally, the procedures used to select the sample, as detailed in Chapter 3, 

served to minimise researcher bias in the selection of subjects. 

The development of organisational commitment 

The development of organisational commitment was examined in relation to a 

number of personal and organisational influences selected because of their 

theoretical or empirical significance. A number of structural and demographic 

variables and the perceived benefits of volunteering were measured on one occasion 

during the data collection process either before or concurrent with the first 

measurement of organisational commitment. Data about a number of behavioural 

characteristics was also gathered at that time. Some behavioural variables (e.g., 

hours per week as a volunteer) likely to fluctuate due to changing personal 

circumstances were measured on two separate occasions. Organisational 

commitment and perceptions about committee functioning were measured at all 

three phases of the data collection process. 

Structural attributes 

This study found that none of the structural attributes of organisations were 

significant predictors of the level of organisational commitment of volunteer 

administrators. The number of years an organisation had been established, its total 

income in the previous financial year, whether the organisation employed a paid 



administrator and the size of the management committee or board were all positively 

related to commitment. Even though these variables together resulted in a 

significant regression equation it was concluded that the structural attributes of 

sporting organisations were not predictive of the level of commitment of volunteer 

administrators. This was mostly because much of the explained variance in 

commitment was shared across these variables and the overall amount of variance 

explained was quite small. 

This conclusion was contrary to earlier research findings such as those of 

Knoke (1981) who reported that voluntary associations with larger budgets had more 

highly committed volunteers. The influence of structural attributes as a precondition 

to the development of organisational commitment has also been prominent in 

theoretical propositions about employees in work organisations (e.g., Meyer and 

Allen, 199 1 ; Mowday et al. 1982). Volunteers seem less concerned about the 

structural attributes of their organisations than employees because they are less 

dependent on their organisations than employees and spend much less time in their 

organisations than employees. Therefore, volunteers have greater flexibility than 

employees in deciding whether to commit more or less time to an organisation and 

indeed, whether to stay or leave. In effect, a volunteer could easily choose to sever a 

relationship with a sporting club or association if the structural attributes were found 

to be unsuitable. On the basis of this study, volunteers pay less attention to the 

structural attributes of their organisations than employees, so the impact of these 

attributes for attitudes and behaviour is less important for volunteers than for 

employees. It is also possible that the structural attributes of most voluntary 

associations have evolved to a point where most volunteer administrators know what 

to expect and are reasonably satisfied with how their organisations are structured. 



It should be noted that data about the structural attributes for each organisation 

were gathered fiom one representative of each club or association. Had each 

volunteer responded to these items, the results may well have been different. 

Certainly, there may have been a greater amount of variance within many of the 

structural attributes. However, the pilot study revealed that many committee 

members did not have sufficient information to respond accurately, if at all, to many 

of these items. 

Sociodemographic characteristics 

Age and occupational prestige were found to be predictive of the mean level of 

organisational commitment of volunteer sports administrators. It was concluded that 

individuals who were older or who were employed in occupations with lower levels 

of prestige were more highly committed to their sporting clubs or associations. 

Education was also found to be significantly related to organisational commitment, 

but shared common variance with occupational prestige in predicting levels of 

organisational commitment. The conclusion about age and commitment supported 

the theoretical models of organisational commitment developed by Mowday et al. 

(1 982) and Meyer and Allen (1 991) and empirical findings reported by London and 

Howat (1979) and Knoke (1981), but contrasted with the conclusions of Wright and 

Hyman (1958) and Manzo and Weinstein (1987). While age and occupational 

prestige were significant predictors of mean levels of organisational commitment, 

their influence was not sustained over the entire period of the study. Age was not a 

significant predictor of commitment in any of the time-lagged panels and 

occupational prestige was a significant influence on commitment in only one of 

these panels. It was concluded that age and occupational prestige were significant 

predictors of organisational commitment overall, but the variance they explained 



was largely accounted for by other variables when the influence of time was brought 

to bear. 

The negative influence of occupational prestige on commitment to a voluntary 

association is an important finding and worthy of further discussion. Volunteers 

who were employed in prestigious occupations (e.g., management and professions) 

identified less strongly with and were less involved in their sporting club or 

association than volunteers who were employed in less prestigious positions. This 

indicated that for some volunteers, a sporting club or association was a more 

important object with which to identify than it was for others. Individuals employed 

in more prestigious occupations may take a more critical view of their sporting club 

or association than individuals employed in occupations with less prestige. For 

individuals employed in occupations with higher prestige, this may be a result of 

greater job satisfaction or the expenditure of higher levels of psychological energy or 

having fewer hours available for other organisations such as sporting clubs or 

associations. However, Romzek (1 989) concluded that a high level of psychological 

attachment to a work organisation did not mean that less psychological energy was 

available to be directed to nonwork aspects of an individual's life. Unfortunately, it 

was not possible to draw fm conclusions about work hours, job satisfaction, or 

psychological attachments to other objects fiom the results of this study. 

It was not expected that age and occupational prestige would be related in 

opposite directions to organisational commitment. In work organisations, 

occupational prestige is often associated with age. Further investigation revealed 

that this result was related to the employment status of individuals. Retirees were 

significantly more committed to sporting organisations than individuals who were 

employed. Many of the older individuals were retired fiom their occupation and 

may have found they had more time and energy to identify with and become 



involved in a sporting club or association because they were no longer involved in 

their job or a work organisation. 

Behavioural characteristics 

Generally, the distributions of the behavioural characteristics of the volunteers 

were positively skewed and were transformed prior to multivariate analysis. The 

conclusion that volunteers put approximately 7 hours per week (see Table 5.2) into 

their role as an administrator and about 9 hours per week into all other roles in sport 

was somewhat consistent with the 10 hours per week in volunteer roles reported by 

Daly (1 99 1 a). A number of behavioural characteristics were related to mean levels 

of organisational commitment (see Appendix 5.3). However, a regression analysis 

revealed many of these variables shared the variance they explained in 

organisational commitment. It was concluded that the number of years an 

administrator was a member of their organisation, the self-reported nurnber'of hours 

they put into administration and rate of attendance at meetings positively predicted 

levels of organisational commitment. The relationship between organisatioc21 

commitment and hours put into administration was consistent with the findings of 

Jenner (1 984). She reported that organisational commitment was predictive of the 

number of hours volunteered by individuals two years later. Unfortunately, Jenner 

did not report whether the number of hours volunteered earlier predicted later levels 

of organisational commitment. Although not a significant predictor of 

organisational commitment, whether a volunteer was a committee neophyte was 

significantly and negatively related to organisational commitment and most of the 

other behavioural characteristics. 

Due to the methods used to process and analyse the data in this study, it could 

not be concluded whether there was a temporal relationship between organisational 



commitment and the behavioural characteristics of volunteers, despite these 

variables being related to one another. The results did point to a degree of 

consistency in the relationships between a range of behavioural characteristics and 

level of organisational commitment. They were also consistent with empirical 

findings and theoretical models of work organisations. 

BeneJits of volunteering 

Following the work of Tedrick and Henderson (1989) and Pearce (1 993) this 

study conceptualised volunteering as being more like leisure than work. From the 

perspective of the importance assigned to a range of benefits of volunteering, it 

considered the question of why individuals volunteered. Without many of the 

incentives associated with being an employee, the importance of a number of 

benefits was analysed in relation to the development of commitment to sporting 

organisations. It should be noted that it was the importance ascribed to the benefits 

of volunteering that was measured and not the extent to which volunteer 

administrators felt that these benefits were outcomes of their experiences as a 

volunteer. 

It was found that the level of importance of the perceived benefits of 

volunteering were predictive of the level of commitment of volunteer sports 

administrators. The relative importance assigned to the benefits and the extent to 

which they were influential in the development of organisational commitment 

varied. Importantly, this influence was evident over a period of up to one year and 

was sustained above the influence of prior levels of organisational commitment and 

after the influence of significant behavioural and sociodemographic variables was 

removed. However, the amount of variance in organisational commitment 

accounted for by the perceived benefits variables was quite small and ranged fiom 



2.0 to 5.7 per cent. While all four perceived benefit sub-scales were related to 

organisational commitment in at least one cross-sectional or time-lagged panel, 

altruism was the most significant and enduring predictor of organisational 

commitment. This result was as expected, given that the role of volunteer 

administrators is to work towards the goal of facilitating the provision of 

opportunities for sports participants. Furthermore, altruism was rated as the most 

important benefit of being a volunteer and accounted for most of the variance in a 

factor analysis of the perceived benefits items. 

The inconsistency observed in the time-lagged relationships between benefits 

and commitment can be largely accounted for by the measurement of the benefits at 

one time and the measurement of commitment concurrently and after time lapses of 

six and twelve months. It was assumed that the subject's perceptions about the 

benefits of volunteering would not change significantly over a one year period. The 

cross-sectional correlation coefficients for the benefits variables with organisational 

commitment were the strongest (see Appendix 5.4) but were not analysed fiuther 

because the focus of this study was on time-lagged relationships. Volunteers 

classified as committee neophytes had a confounding influence on the predictive 

relationship between altruism and organisational commitment. When they were 

removed from the analysis, altruism was no longer predictive of organisational 

commitment in the t2 to t j  data panel. 

It was concluded that volunteer administrators who initially placed higher 

levels of importance on altruism developed higher levels of organisational 

commitment. Increased levels of psycho!ogical involvement and a stronger sense of 

identification with a sporting organisation were more likely to emerge when 

volunteers felt they were contributing to the welfare and enjoyment of other 



participants and to the development of the club or association or the sport with 

which it was involved. 

Although significant over lapsed time, it was not possible to examine whether 

these relationships were temporal. It is plausible that higher levels of organisational 

commitment are predictive of a greater importance being placed on altruism. A 

belief in the value of sport was a fiequently cited response to open-ended questions 

about initially deciding or continuing to volunteer. Volunteers who aligned 

themselves with the goals and values of a sporting organisation might have felt that 

opportunities for them to help others would dissipate if the organisation did not 

survive. Their commitment to the organisation may have been instrumental because 

they were interested in continued opportunities to experience the benefits of feeling 

as though they were helping others, but in a familiar social and organisational 

setting. 

In contrast to these findings and the literature on volunteer motivation (see 

Heidrich, 1990; Pearce, 1993) a number of individuals indicated a feeling of being 

obligated to volunteer. Feeling obligated to volunteer in sport was identified by 

Daly (1 991 a) and stemmed fiom one of two processes in this study. Some 

individuals volunteered because they perceived that if they did not continue to 

volunteer, there would have been a lack of volunteers for the organisation to 

function effectively. Others felt obligated to volunteer to 'repay' what sport had 

given to them during their years as a player or competitor. Volunteering because of 

the perceived lack of others to fulfil the role could be considered a form of altruism, 

even if the act is one that is not entirely motivated intrinsically. However, 

volunteering to 'repay' a debt to sport was an exchange-like relationship between the 

individual and the organisation. Using Etzioni's (1980) conceptualisation of 



involvement, under such circumstances the commitment of an individual would be 

weak and calculative. 

Even though the self-interested and more leisure-like benefits such as learning 

and relaxation did not emerge strongly as predictors, they were found to be related to 

organisational commitment. Much of the variance in the factor analysis of the 

recreation experience preferences scale used to measure benefits was taken-up by the 

altruism factor. However, volunteers who perceived that learning, recognition and 

relaxation were important benefits were likely to feel a sense of commitment to the 

organisation in which these benefits were given effect. Similarly, more highly 

committed volunteers may have been more positive about the outcomes for 

themselves in that they felt as though they were learning more about their sport and 

were more relaxed in the role as a volunteer within familiar surroundings. Further, 

because they were more closely attached to their organisation they were more likely 

to feel that they received recognition fiom other members. 

It was concluded that, for volunteer sports administrators, service-related 

benefits were of greater importance in the prediction of organisational commitment 

than were self-interested benefits. The confounding influence of social desirability 

is a frequent problem in examining the importance accorded to service-related, 

compared to self-interested, benefits of volunteering (Pearce, 1993). The 

conclusions of this study were consistent with those of previous empirical research 

and theoretical propositions (e.g., Wilson, 1976; Roberts-Du Bord, 1989; Maledant, 

1987; Stebbins, 1982; Pearce, 1993) but were not strongly supportive of the view 

that volunteerism was seen as a leisure experience (e.g., Kaplan, 1975; Henderson, 

198 1 and 1984; Tedrick and Henderson, 1989). Volunteerism was identified by 

Stebbins (1982) as a significant form of expression of the concept of serious leisure. 

This concept may have relevance to some volunteer administrators in sport, 



especially those who identify strongly with their sport and have been involved over a 

number of years. Because of the relatively low level of importance assigned to 

many of the perceived benefits it would seem that most volunteers in this study did 

not construct their experience of volunteering as leisure. For example, the mean 

rating assigned to items including to 'get away from the usual demands of life', 'feel 

independent', 'have a change from my daily routine', and 'relax physically' was less 

than 'moderately important'. However, the inclusion of altruism-type statements in 

the scale may have adversely effected the importance assigned to many of the leisure 

benefits by volunteer administrators. 

Perceived committee functioning 

Theoretically and empirically, individual's perceptions about their 

organisational experiences have been shown to influence their level of organisational 

commitment. It was argued that an important organisational experience for 

volunteer sports administrators is the committee or board meetings they are usually 

expected to attend on a regular basis. Hence, the perceptions of volunteers about the 

processes that occurred within committee or board meetings should have influenced 

the level of commitment of volunteers to their sporting organisation. Questions 

related to this proposition were researched through the collection of data about 

committee functioning and organisational commitment on three separate occasions 

over a 12 month period. The purpose was to ascertain whether there was a temporal 

relationship between these variables and whether it was present after controlling for 

a number of other variables that were significant predictors of organisational 

commitment. 

All cross-sectional and time-lagged correlations in both directions between 

organisational commitment and perceived committee functioning were statistically 



significant (see Figure 5.1). When controlling for prior measurement of the 

dependent variable in the time-lagged correlational analysis, the relationships were 

found to be temporal. Perceived committee functioning was related to later 

measures of organisational commitment, but organisational commitment was not 

related to later measures of perceived committee functioning (see Figure 5.2). Three 

separate, two-wave, two-variable longitudinal panels were the basis of time-lagged 

regression analyses. These analyses examined temporal relationships between 

organisational commitment and perceived committee functioning after controlling 

for other significant predictor variables including prior measurement of the 

dependent variable. 

Consistent with theoretical propositions and empirical evidence in longitudinal 

studies of work organisations and voluntary associations, there was over the short 

term and after removing the influence of other significant variables, a temporal and 

positive relationship between perceived committee functioning and later 

measurements of organisational commitment. Furthermore, there was a weaker and 

positive, but reciprocal relationship between organisational commitment and 

committee functioning over the long term. As expected, the most significant and 

consistent predictor of organisational commitment was an individual's prior level of 

commitment. 

It was concluded that volunteer administrators who perceived their committee 

to be functioning positively, developed a stronger sense of commitment to their 

organisation over the short term. This was irrespective of the extent to which they 

were already committed to their organisation, the importance they ascribed to the 

benefits of volunteering, their age, occupational prestige, hours per week they put 

into administration and how long they have been a member of their organisation. 



Further, it was concluded that perceptions about committee functioning and levels of 

organisational commitment reciprocally influence one another over the longer term. 

While important over periods of time about the equivalent of a sport season, 

over longer periods of time there was a tendency for the distinction between 

commitment and committee functioning to become less clear for volunteer sports 

administrators. There may have been less recall by the respondents over the longer 

period and consequently less consistency in how they responded to the commitment 

and committee functioning scales. There is evidence of this having occurred with 

correlation coefficients for commitment and committee functioning being weakest 

for the longest time-lag. The correlation coefficient for organisational commitment 

over the 12 month panel was r = 0.50, compared to r = 0.52 and r = 0.65 for the 

short-term panels. A similar pattern was evident for perceived committee 

functioning with a correlation coefficient over the 12 month panel of r = 0.58, 

compared to r = 0.63 and r = 0.72 for the shorter time-lags. Less comi t ted  

volunteers may have left their committee or organisation or became non-respondents 

by the time organisational commitment was measured at t,. Thus, an artefact of the 

extended data collection process was that the sample could have become more 

homogeneous. 

No new subjects were recruited into the study sample after tl and this may 

have effected the results in several ways. Firstly, the dynamics of the 

interrelationships between committee members may have changed with the 

introduction of recruits into many of the committees after t,, thereby affecting the 

perceptions of existing members about the functioning of their committees. The 

perceptions of existing committee members about the functioning of their 

committees may have also changed over the duration of the data collection process 

even without the introduction of recruits. Secondly, the inclusion of committee 



neophytes, who were significantly less committed to their organisations, may have 

had a confounding influence on the results by lowering mean scores and increasing 

variance. Thirdly, those who were new to the committee could have been members 

of their organisations and held other voluntary roles prior to joining the committee. 

In effect, the attitudes of these individuals towards their organisation could have 

developed in response to organisational experiences prior to joining the committee. 

Finally, organisational commitment and perceived committee functioning were 

measured concurrently on two occasions, raising the likelihood of common method 

variance being reflected in the results. 

It was concluded that, for perceived committee functioning, the results were of 

more theoretical than practical significance as the overall variance in organisational 

commitment explained by committee functioning was less than four per cent in each 

of the three time-lagged panels. This increment was quite small because prior 

organisational commitment accounted for between 60 and 80 per cent of the 

explained variance in later measures of organisational commitment. After the 

influences of prior commitment, the control variables and the benefits of 

volunteering were removed, perceived committee functioning accounted for between 

22 and 47 per cent of the remaining variance explained in organisational 

commitment (see Tables 5.6,5.7 and 5.8). 

The distributions of organisational commitment and perceived committee 

functioning were all negatively skewed. This indicated that generally, volunteer 

administrators were positively committed to their sporting clubs or associations and 

held the belief that their committees were not dysfunctional. There was a distinct 

contrast in the distributions of the positively skewed behavioural characteristics and 

negatively skewed organisational commitment and committee functioning scale 

scores. These results supported the assertion of Pearce (1993) that volunteers 



operate in behaviourally weak environments. That is, despite reporting high levels 

of commitment and holding positive beliefs about how their committees functioned, 

the positive feelings volunteers held towards their organisations and the processes 

that occurred within them were not necessarily reflected in their behaviour. This 

was in spite of a substantial number of positive relationships between the volunteer's 

self-reported behaviour and their level of organisational commitment. The theory of 

reasoned action (Fishbein and Ajzen, 1975) provides one explanation of the complex 

interrelationships between positive attitudes and beliefs on the one hand, and 

behavioural intentions and behaviour on the other. Even though volunteer 

administrators felt positive about their sporting organisations and the functioning of 

their committees, most did not behave in a manner entirely consistent with their 

perceptions. It was clear that, for many volunteers, there were situational factors 

that constrained either their willingness or their ability to put more hours per week 

into their role as a volunteer or to stay in their volunteer role for more than'a few 

years. 

The conclusions and discussion so far have concentrated on organisational 

commitment as a dependent variable. From an independent variable perspective, an 

important outcome of organisational commitment is whether an individual is likely 

to stay with or leave an organisation. The following section draws conclusions fiom 

the results of this study about the relative importance of organisational commitment 

as a factor in determining whether volunteer sports administrators decided to stay 

with or leave their committee. 

Organisational commitment and turnover 

The final question in this study investigated the extent of turnover amongst 

volunteer sports administrators and the relative influence of various factors in the 



turnover of volunteers. The study examined whether organisational commitment, 

perceived committee functioning or the perceived benefits of volunteering were 

predictors of turnover amongst volunteer sports administrators. Depending upon 

how committee turnover was conceptualised and measured, the annual rate ranged 

from 28.9 to 34.8 per cent. These rates of committee turnover were considered 

sufficiently high to support the contention of Daly (1 99 1 a) that there are problems 

with the retention of volunteers in sport. It was concluded that on average the 

committees or boards of sporting clubs or associations would undergo a generational 

change about once every three years. The rate of organisational turnover was 

approximately one-third of the rate of committee turnover and most volunteers who 

left their committees were retained as members by their organisations. It was not 

ascertained whether those who left the committee did so to take on other volunteer 

roles within the same organisation that did not involve attendance at committee 

meetings. 

The off-season typical of the operations of most sporting organisations had a 

significant bearing on the turnover behaviour of sports administrators. The rate of 

committee turnover doubled during the post-season and it was concluded that once 

volunteers accepted a position as an administrator they were prepared to serve their 

committees until the season expired. They left the committee when it was least 

disruptive to the club or association. This frnding supported the conclusion of 

Babchuk and Booth (1 969) that voluntary associations organised on a season-to- 

season basis were better positioned to accommodate the turnover of volunteers. 

Being organised on a seasonal basis gives volunteers an opportunity to pursue other 

interests and perhaps return to their organisation with renewed enthusiasm in the 

following season. Having an off-season also enabled more committed members to 



direct efforts towards the recruitment of volunteers before the season was back into 

full swing. 

Other than organisational commitment, committee functioning and the benefits 

of volunteering, there were a number of variables positively related to committee 

turnover. Higher rates of committee turnover were associated with smaller 

organisations and committees, lower hierarchical levels within the structure of sport, 

more frequent committee meetings and higher levels of occupational prestige. 

Discriminant function analysis was used to examine the variables that were most 

highly related to turnover behaviour amongst volunteer sports administrators. It was 

concluded that volunteer administrators who left their committee did so because, in 

comparison to stayers, they perceived that their committee was less functional and 

they were less organisationally committed. All other variables tested, including the 

perceived benefits of volunteering, were not significantly related to whether a 

volunteer stayed with or left their committee when influence of committee 

functioning and organisational commitment was taken into account. 

There was also evidence that the level of organisational commitment of leavers 

decreased significantly and they perceived their committees had become less 

functional (see Figures 5.3 and 5.4). These changes were not observed amongst 

those who retained their committee membership. It was concluded that there was a 

period of significant adjustment for leavers who reassessed their attitudes towards 

their organisation and their perceptions about how its committee functioned. 

Furthermore, earlier measurements of commitment and committee functioning were 

not able to discriminate between volunteer administrators who stayed and those who 

decided to leave. 



It was not possible to assess whether there was a decrease in the perceived 

committee functioning scores for committee neophytes because they were not able to 

respond to the first administration of this scale. Even though perceptions about 

committee functioning and levels of organisational commitment declined 

significantly for leavers, their scores remained above the midpoint on both of these 

scales. Leavers maintained that their committees were functioning positively and 

they were still affectively attached to their organisations. 

Using a cross-validation technique, levels of commitment and perceived 

committee functioning did not significantly predict whether a volunteer 

administrator would stay with or leave their committee or board. In most cases, 

volunteers were categorised as stayers on the basis of their discriminant function 

scores. It was concluded that predicting whether a volunteer administrator was 

likely to stay or leave was not improved by knowledge of either their perceptions of 

the functioning of the committee or their level of organisational commitment. 

Committee neophytes were significantly less committed to their organisations, 

but did not perceive their committees to be any more or less functional than other 

volunteer administrators. This was irrespective of whether they ultimately stayed 

with or left their committees and how many years they had been a member of their 

organisation. However, the rate of committee turnover amongst committee 

neophytes was not significantly different from that observed amongst other 

volunteer administrators. It was concluded that the level of organisational 

commitment of committee neophytes was initially reduced by their decision to take a 

position on the committee or board of an organisation. The change from being an 

orgknisational member to a committee or board member may have precipitated a 



reassessment of the attibdes committee neophytes held about their sporting club or 

association. 

In summary, the decision by volunteer administrators to stay with or leave 

their committee was related to their level of organisational commitment and how 

they perceived the functioning of their committee. Volunteers who left their 

committees became less committed to their organisation and held less positive views 

about how their committee functioned than volunteers who stayed. However, 

neither of these variables, jointly nor severally, were significant predictors of 

committee turnover behaviour. Committee neophytes were found to be at a critical 

stage in relation to their level of organisational commitment. Even though they were 

no more likely to leave the committee, their initial decision to join the committee 

may have had a negative impact upon their level of organisational commitment. A 

certain level of turnover is necessary to ensure that an organisation continues to 

change in response to the demands of members and the external environment. 

Limitations 

As with most empirical research there are limitations that may have influenced 

the results and thus the conclusions drawn from this study. This research was field- 

based and used self-administered questionnaires for the purposes of data collection. 

Consequently, the researcher neither had control over the activities and experiences 

of the subjects for the duration of the data collection period nor their interpretation 

of the survey items. The relationships and differences observed in the results could 

have been associated with, or a result of, factors not accounted for in the study. 

A number of subjects dropped out of the study, despite the implementation of 

a rigorous follow-up protocol in the data collection process. Other subjects either 



left their committee or the organisation during the study, and a number of potential 

subjects were never enrolled in the study. Of the 469 subjects who originally joined 

the study, 22.8 per cent became non-respondents and a total of 30.1 per cent failed to 

complete all the questionnaires. However, there were no significant differences in 

the organisational commitment scores at t, between subjects categorised as stayers 

and those who dropped out. Based on an average committee size of 10.5 members 

there was a potential 546 subjects eligible to participate in the study, of which 469 

(85.9%) began and 328 (60%) completed all the questionnaires. Sixty-three cases 

were excluded from a majority of the data analysis process due to their abnormally 

and consistently high mean scores on organisational commitment (see Chapter 4). 

Ninety-three cases were committee neophytes who had limited committee 

experience. These were all sources of potential non-response bias in the results and 

mostly beyond the control of the researcher, but nonetheless could have affected the 

results of the study. 

Due to the seasonal nature of sport and the timing of annual general meetings, 

a number of sporting organisations were not eligible to be included in the sampling 

frame. Furthermore, the study was limited to volunteer sports administrators and its 

conclusions should not be construed as being representative of other volunteers in 

sport including, coaches, team managers, officials or general helpers. It should also 

be noted that many of the subjects held multiple roles within their organisations and 

no attempt was made to assess the relative importance placed on each of these roles 

by the subjects. Hence, the observed levels of organisational commitment and 

decision whether or not to leave may have been more significantly influenced by 

experiences in volunteer roles other than as a sports administrator. 

The instruments used to gather the data were subjected to a substantial pilot 

testing program prior to inclusion in the questionnaires. The self-reported 



behavioural characteristics were not corroborated or objectified, other than by 

measuring some variables on more than one occasion and calculating a mean score. 

Further, the structural characteristics of the organisations were gathered from one 

subject and extrapolated to all other subjects within that organisation. 

The data collection process was followed by a close examination of the 

reliability and factor structures of multi-item scales, the details of which were 

reported in Chapter 4. In each of these scales there was a substantial proportion of 

unexplained variance in the factor structures and a number of items were excluded 

from the calculation of mean scores, either because they failed to load sufficiently in 

the factor analysis or were regarded as unreliable. Hence, the scores for the subject's 

levels of organisational commitment, perceptions about committee functioning and 

the benefits of volunteering can best be described as estimates and were a further 

source of limitations on the results of this study. 

The factor structure of the organisational commitment scale excluded all the 

negatively worded items. Further, the items in this scale were not sufficiently 

sensitive to discern differences in the levels of organisational commitment amongst 

highly committed volunteers. This was evidenced by the exclusion of 63 cases with 

abnormally high organisational commitment mean scores. The factor structure of 

the perceived committee functioning items was somewhat variable over the three 

administrations of this instrument. 

Many of the perceived benefits items were excluded from further analysis 

because they failed to load sufficiently on one factor (see Appendix 2.5). As a 

result, some of the benefits typically associated with leisure experiences were not 

examined in this study. Further, ,the relaxation sub-scale was constructed of only 



two items and the mean scores on this factor could have been substantially 

influenced by the inclusion of another item. 

Finally, the regression models explained only a moderate amount of variance 

even though one of the independent variables in many of the equations was a prior 

measurement of the dependent variable. This was due largely to the use of a mean 

substitution strategy to deal with cases with missing values. This approach was 

conservative and assured a high cases-to-independent variable ratio but contributed 

to reducing the amount of variance that was available to be explained by the 

regression equations. However, not all the unexplained variance could be accounted 

for in this way. Perhaps this is an indication that there were possibly other variables 

influencing levels of organisational commitment, but not accounted for in this study. 

Implications 

Organisational commitment was found to be a concept that was relevant to 

understanding the organisational behaviour of volunteer administrators in spoe. The 

following section considers the implications of this study for theory and practice. 

Implications for theory 

Theoretical models have identified a range of variables that either influence 

the development of organisational commitment or are influenced by commitment. 

Almost all the theoretical development and most of the empirical research on this 

concept has concentrated on employees in work organisations. In this study, 

organisational commitment was conceptualised as an attitudinal construct and it was 

argued that the strength and direction of this attitude developed in response to a 

range of personal characteristics and organisational stimuli. 



In some respects, the nature of voluntary associations, and the experience of 

volunteering, are synonymous with work organisations and the nature of work. For 

example, organisational involvement and identification are equally relevant to both 

voluntary associations and work organisations. However, the behavioural demands 

placed on organisational members and the reward systems used to motivate 

individuals are sources of substantial differences between work organisations and 

voluntary associations. 

This study has contributed to furthering knowledge about the development of 

organisational commitment in relation to perceived experiences within voluntary 

associations and its outcomes in terms of the retention of volunteer administrators. 

The findings of this study were generally supportive of propositions about the 

development and outcomes of organisational commitment. There are also several 

theoretical implications for understanding organisational commitment and the 

experience of being a volunteer in sport. 

Development and outcomes of organisational commitment 

This study was supportive of the notion that organisational commitment is a 

developmental construct in that levels of commitment changed coincidently or 

because of changes in the perceptions and behaviours of volunteers. Significant 

changes in organisational commitment were observed only amongst volunteers who 

left their committees. Volunteer administrators seem to possess an underlying level 

of commitment to their sporting clubs or associations that remains relatively stable. 

Theoretically, volunteers experience much stronger feelings of affective 

attachment to their organisations than do employees. In contrast to the weak 

behavioural demands placed on them, the attitudes of volunteers were quite strong. 



This was in spite of the relatively small number of hours they spend within their 

organisations and the seasonal nature of their involvement compared to employees. 

Furthermore, the relationship that develops between volunteers and sporting 

organisations is different to the relationship between employees and work 

organisations because of the value-rational nature of voluntary associations. 

Volunteers placed high personal value on their involvement and identified strongly 

with sport and their sporting club or association. Their level of organisational 

commitment was not reliant upon the receipt of extrinsic rewards. Even volunteer 

administrators who left their committees, but retained membership of their sporting 

club or association remained positively committed. 

In theoretical models the characteristics of individuals were shown to influence 

organisational commitment directly. There was evidence to support this view when 

personal characteristics were considered in isolation. However, the influence of the 

personal characteristics of volunteers were not significant when prior organisational 

commitment and experiences were included. The personal characteristics of 

volunteers may be influential in the decision to join a voluntary association initially 

or to become more involved by accepting a position as a volunteer administrator. 

There is ample evidence that individuals aged 30 to 50 years, employed in 

administration or professional occupations and having completed post-secondary 

education are more likely to volunteer than others in the community. Personal 

characteristics are important indicators of who is likely to become a volunteer within 

a sporting club or association. However, knowledge of the sociodemographic and 

behavioural characteristics of individuals does not provide an indication of who will 

become committed to a voluntary association. 

The structural attributes of organisations were less influential in the 

development of organisational commitment for volunteers than for employees. In 



effect, volunteers have a high degree of freedom in deciding whether to jcin, 

continue to be involved or to leave a sporting club or association. They are not tied 

to their sporting organisations because of a lack of alternatives or the high sacrifices 

(Meyer and Allen, 1991) that are often influential in the decision of an employee to 

stay or leave. Volunteers are unlikely to increase the extent to which they identify 

with or become involved in a voluntary association if they feel it is poorly organised 

or structured. Being more dependent upon their work organisations, employees are 

not always able to make such a straight forward choice. The structural attributes of 

sporting clubs and associations may influence an individual's decision to join or to 

become more involved in a voluntary association, but they do not appear to directly 

influence the development of organisational commitment. 

A characteristic of almost all sporting clubs and associations is that policy 

formulation, decision making and in some instances day-to-day tasks, take place at 

committee or board meetings that volunteer administrators are usually expected to 

attend. The participation of individuals who volunteer as administrators has changed 

from expressive involvement as an athlete or a competitor to instrumental 

involvement. Volunteer administrators are instrumental in formulating and 

furthering the goals of the organisation but also influence the characteristics of a 

club or association through their input to decision making and group processes. 

Their attitudes towards a sporting club or association are influenced simultaneously 

by the structural and process-oriented characteristics they have been instrumental in 

creating. On balance, volunteer administrators accept the structural attributes of an 

organisation. They are less concerned with how their sporting club or association is 

structured than they are with how well it functions. 

An important theoretical contribution of this study has been the 

conceptualisation and development of a method of measuring group processes that 



occur within the committees or boards of community-based sporting organisations. 

In contrast to organisational commitment which is an attitudinal construct, perceived 

committee functioning is a process-oriented concept. Building on previous research 

on work group functioning, it was apparent that there may have been several 

dimensions encapsulated in the concept of committee functioning. Cammann et al., 

(1 983) reported a three-factor solution to their scale but argued there were five 

dimensions to the work group functioning construct. The factor structure of the work 

group functioning scale was reflected in this study and provided evidence of its 

applicability to voluntary associations. However, the arguments put forward by 

Cammann et al. (1983) for the existence of a five dimensional construct were not 

supported by the findings of this study. 

Additional items were added to the work group functioning scale to more 

comprehensively gather the views of volunteers about the complexities of the 

functioning of their committees. On the basis of field measures on three separate 

occasions, up to three dimensions were evident in the perceived committee 

functioning scale. These factors were not orthogonal nor were they interpretable. 

Group homogeneity was conceptualised as one of five dimensions of work group 

functioning and was evident in the initial factor structure of the perceived cormnittee 

functioning scale items. However, the results of this study placed group 

homogeneity at odds with the concept of perceived committee functioning. Group 

homogeneity did not correlate strongly with the overall measurement of perceived 

cornit tee functioning and should be categorised as a structural rather than process- 

oriented concept. 

Theoretically, perceived committee functioning was conceived as existing on a 

continuum from dysfunctional to functional. It is a discernible and measurable 

concept that has wide applications to voluntary association committees both within 



and outside of sporting organisations. However, perceived committee functioning is 

but one way to conceive of the experience of volunteers within voluntary 

associations. This scale does not to take into account volunteer's perceptions about 

their experiences in the broader organisational context. Hence, there may be many 

processes that occur within voluntary associations which influence the commitment 

levels of volunteers. However, perceived committee functioning was a more 

significant influence in the development of organisational commitment than the 

structural attributes of sporting organisations or the personal or behavioural 

characteristics of volunteers. 

Behavioural and attitudinal commitment 

A vexed question in the theoretical literature concerns the relationship between 

attitudinal and behavioural commitment and whether it is directional. Does being a 

member of a club or association for a greater number of years, or putting in a greater 

number of hours as a volunteer, lead to the development of a higher levels of 

organisational commitment? Or are higher levels of commitment reflected i s  more 

hours per week or years being put into a sporting organisation? In the work 

organisation literature, the relationship between behavioural and attitudinal 

commitment has been found to be reciprocal. 

The findings of this study supported the view that attitudinal and behavioural 

commitment are reciprocally related. However, volunteers generally expressed 

higher levels of attitudinal commitment than behavioural commitment. The 

negatively skewed distributions of their attitudinal commitment scores generally 

were not reflected in their positively skewed, self-reported behaviours as a volunteer 

administrator. Volunteers feel that they have less stringent behavioural demands 



placed upon them by their voluntary associations than the demands placed on 

employees by their work organisations. 

For the most part, the work of voluntary association committees can proceed 

without full attendance at a meeting. Most voluntary associations have constitutions 

and by-laws that enable them to conduct their business with some committee 

members absent. The existence of these rules ensures that the matters before a 

committee can be dealt with in a timely manner. Theoretically, these rules also 

allow volunteer administrators some flexibility in whether they attend meetings. 

Volunteering is often accorded a low priority when life's other demands and 

pressures become too great, even though volunteers are positively committed to their 

sporting organisations in an attitudinal sense. Compared to employees, volunteer 

administrators are not considered tardy if they miss one or two meetings, arrive late 

or leave early. For the most part, volunteers are much less accountable to their 

sporting organisations, than employees are to their work organisations. The 

attendance of both volunteer administrators and employees is monitored, but 

volunteers face less stringent requirements than employees in accounting for their 

absences. 

The absence of volunteers to complete tasks outside of official committee 

meetings can often be covered at short notice by appealing to other club or 

association members. There is a tendency for other voluntary association members 

to be forgiving of the behaviour of volunteers. Perhaps because they are either 

unwilling or unable to take on volunteer tasks themselves, the membership at large 

are loathe to criticise an absent or tardy volunteer and will often lend-a-hand. 

Volunteer administrators report high levels of organisational commitment, measured 

attitudinally, but do not feel pressured to demonstrate commitment to their sporting 



organisation through their behaviour. Furthermore, the appiication of sanctions or 

punitive measures against tady volunteers is -dikely to enhance their commitment 

to a sporting club or association. 

While important to understanding the development of organisational 

commitment in voluntary associations, there may be an inextricable link between 

behavioural and attitudinal conceptualisations of organisational commitment. The 

amount of variance shared between any of the behavioural characteristics of the 

volunteers and their mean level of organisational commitment in this study, 

notwithstanding the influence of other variables, was a maximum of 7.9 per cent. 

Furthermore, only one behavioural variable (hours-administration) was a significant 

time-lagged predictor of organisational commitment and in only one of three panels. 

The view expressed by Meyer and Allen (1991) concerning the behavioural and 

attitudinal conceptualisations of organisational commitment representing different 

research traditions has relevance to the study of volunteers in voluntary associations. 

Theoretical development in voluntary associations must be explicit about how 

organisational commitment is conceptualised. The interrelationship between 

organisational commitment and committing behaviours is theoretically important, 

but complex and empirically difficult to demonstrate. 

Volunteering as a leisure experience 

Volunteering was conceptualised as a leisure experience and operationalised 

by measuring the importance ascribed to a number of benefits typically regarded as 

being associated with participation in leisure activities. Considering the importance 

rating given by volunteer administrators to the benefits examined, there was not 

strong support for the notion that volunteering is a leisure experience. This finding 



was contradictory to a number of theoretical propositions and empirical studies that 

have categorised the experience of volunteering within the leisure domain. 

This points to a need for a taxonomy of volunteerism in relation to domains 

such as work, leisure, level of obligation, institutional versus non-institutional 

volunteering, the degree of training and specialisation required and others. Stebbins 

(1 982) made a promising start with his conceptualisation of volunteering as serious 

leisure. Even though the volunteers in this study were positively committed to their 

sporting organisations, a large proportion did not regard their participation as a 

leisure experience, let alone serious leisure. Stebbins seems to have been referring 

to volunteers with specialised training and skills, who were highly involved and had 

persevered in this activity over an extended time. These characteristics were not 

shared by most of the volunteer administrators in this study. There were several 

possible confounding influences in conceptualising volunteering as a leisure 

experience. These included the measurement of leisure benefits in importance 

terns, the overwhelming importance assigned to altruism and feelings of being 

obligated to volunteer. 

Benefits, defined as a desirable change in state, were measured in terms of 

their importance to the volunteers in their role as an administrator. A benefit is not 

necessarily experienced by an individual even if it is rated as highly important. 

Measuring benefits in outcomes rather than importance terms may have elicited a 

different ordering amongst the benefits examined. For example, "to get away from 

the usual demands of life" is a theoretically important reason for participation in 

many leisure activities yet it was rated as less than moderately important. 

Theoretically, the measurement of this and other leisure benefits in terms such as 

experiences or outcomes, may have led to conclusions that more strongly supported 

the proposition that volunteering as a sports administrator is a leisure experience. 



Due to wide support for altruism in the theoretical and empirical literature on 

volunteer motives, a number of items designed to assess the importance of this factor 

were added to the benefits scale. Altruism emerged as the most important factor in 

terms of the variance accounted for in the benefits scale, the overall importance 

assigned to this factor relative to others, and the extent to which it accounted for 

variance in the organisational commitment scores of volunteers. Theoretically, the 

influence of social desirability affected the perceived importance of these items to 

the detriment of items that targeted self-interested benefits and which were accorded 

less importance. 

A number of volunteers also reported they felt obligated to volunteer. Under 

such circumstances it is understandable that volunteers gave low importance ratings 

to many of the statements purporting to measure leisure benefits. Unobligated time 

is often used to make conceptual distinctions between leisure and other aspects of an 

individual's behaviour. Many other activities such as family, work or personal 

hygiene, often involve differing but typically greater degrees of obligation. It is also 

possible to conceptualise obligation as an affective construct rather than in 

behavioural terms. By definition, individuals are not obligated to volunteer as 

administrators for their sporting clubs or associations. However, many volunteers 

expressed the view that they felt obligated to volunteer. This was either as a result 

of their perception that there was a lack of other volunteers to do the job or that they 

should 'repay' some of the benefits they had received through being a sports 

parlicipant. Either way, it is difficult to reconcile the theoretical proposition that 

volunteering provides similar benefits to other leisure activities when participation 

as a volunteer is, comparatively, less freely chosen. 

To surnrnarise, the findings of this study generally supported theoretical 

propositions and empirical results of much of the published research, particularly 



that concerning the development and outcomes of organisational commitment. 

However, the experience of being and becoming organisationally committed is 

somewhat different for volunteers than it is for employees. 

The initial entry of a volunteer to a sporting organisation, and the monitoring 

of their performance, is much less formal than it is for an employee. Volunteer 

administrators often have a history of organisational membership through their 

involvement as a player, coach, official, spectator or parent of a junior member, prior 

to accepting a position as a volunteer administrator. The initial decision to join the 

committee of a sporting club or association changes the fundamental relationship 

between an individual and the organisation. Committee neophytes were found to 

reassess their level of organisational commitment at about the same time as they 

accepted a committee position. The financial benefits of taking a position as an 

employee may cushion the impact of joining a work organisation and ensures that 

employees live up to the expectations of their employer. Individuals may be 

reluctant to become volunteer administrators, initially, but often become more highly 

committed than employees to work organisations because they tend to assimilate the 

values of the organisation with their own values or they may feel that volunteering 

gives them a greater sense of satisfaction. 

The organisational commitment of volunteers is not based as extensively on an 

exchange relationship as it is for employees. Volunteer administrators are involved 

in sporting clubs and association for altruistic reasons. They are willing to give up 

sorhe of their own time to facilitate the development of their sport and its 

participants. Because their commitment is not based on the receipt of extrinsic 

rewards such as a salary or wage, volunteers feel they have greater freedom to 

choose and to vary their level of behavioural commitment. Volunteers can and do 



vary the amount of time and effort they put into a sporting club or association, but in 

general they remain highly committed in an attitudinal sense. 

Volunteers spend substantially less time in voluntary associations than 

employees do in work organisations. However, the level of commitment of 

volunteers is related to their perceived organisational experiences in much the same 

way as it is for employees. The attitudes of volunteers towards their organisations 

are responsive to organisational processes such as committee functioning, in spite of 

the relatively small amount of time they are exposed to these processes. 

There are some significant differences between the process of becoming 

committed and the state of being committed for volunteers when compared to 

employees. However, the concept of organisational commitment has a high degree 

of relevance to understanding the development of attitudes and the organisational 

behaviour of volunteer administrators in sport. 

Implications for practice 

This study has explored the problem of volunteer turnover fiom the 

perspective of the development of organisational commitment and has sought to 

contribute to a better understanding of volunteers in sport. On the basis of its 

conclusions there are a number of implications for the management of committees 

and volunteers in addressing the turnover of sports administrators. 

Committee management 

A significant contribution of this study was the conclusion that the level of 

orghsational commitment of volunteer administrators is influenced by the 

perceptions volunteers have about the functioning of their committees. The 

implication of this finding is that the committees or boards of sporting associations 



need to develop and maintain an environment that is welcoming, makes its members 

feel part of the organisation, ensures democratic decision making and open group 

processes. This might be best achieved by developing processes that ensure 

volunteer administrators have a clear understanding of the organisation's goals, 

adequate opportunities to use their skills and experience, equitable input to decision 

making, and feedback about their accomplishments. Committees need to pay close 

attention to how they resolve conflicts that inevitably occur between committee 

members. Committee processes that balance the achievement of organisational 

goals with the maintenance of a functional committee environment that is not averse 

to critical examination of its processes, are more likely to develop a greater sense of 

commitment amongst organisational members. 

Chairpersons have a particularly important role to play in the management of 

voluntary association committees. They are largely responsible for directing and 

controlling committee meetings and the group processes that occur within them. It 

has been argued that committees are psychological groups that progress from the 

initial entry of members through recognisable stages of development to high levels 

of integration (Sessoms and Stevenson, 198 1). In many sporting organisations, 

committees consist of individuals who have recently joined the group as well as 

others who may have held committee positions over a number of years or even 

decades. A chairperson has the responsibility of ensuring that a committee fimctions 

in ways that accommodate individuals with varying degrees of experience, wide 

ranging expectations and, at times, divergent points of view. The chairperson should 

also summarise the accomplishments of the group and foreshadow the tasks ahead. 

Committees that operate at high levels of integration or functioning have largely 

assimilated the needs of individual members with those of the committee without 



losing sight of the fact that they were established to act on behalf of their members 

to achieve the goals of the organisation. 

Managing volunteers 

The management of volunteers has often been described as a process of 

recruitment, selection, training, evaluation and recognition. These actions are key to 

the success of any voluntary association and need to occur in a regular and cyclical 

manner. It is often the case that no-one in particular assumes responsibility for 

managing this process until a crisis is thrust upon a club or association through the 

resignation of one or two key administrators, or an acute shortage of volunteers 

develops. Furthermore, volunteer administrators in many instances have uncertain 

roles because they are simultaneously owners, workers and clients of their 

organisation (Pearce, 1993). Not only are volunteer administrators responsible for 

the overall management of a sporting club or association, the volunteers themselves 

are often managed or supervised by other volunteers, and they are often unclear 

about the lines of responsi5ility and authority within their organisation. 

Furthermore, their "uncertainty is exacerbated by the egalitarian cultures of these 

organizations that emphasize independence and autonomy" (Pearce, 1993, p. 169). 

Daly (1 99 1 b) recommended the appointment of a volunteer manager or 

coordinator to alleviate many of the problems associated with the management of 

volunteers. According to the Australian Sports Commission (1994), among this 

person's initial responsibilities would be determining where volunteers are needed, 

the preparation of job descriptions and the planning of a recruitment strategy. This 

process is modelled on work organisations in which labour demands are estimated 

and employees are recruited. Employees are appointed to their positions because of 



their particular skills and abilities and are paid to fulfil what are often a quite clearly 

specified roles within an organisation. 

A potential problem for an individual who assumes the role of volunteer 

coordinator is that volunteer administrators are often elected to a position. They 

may not have the necessary skills or abilities to fulfil a particular role which often is 

not clearly defined in the first place. In other situations, a volunteer might be 

recruited because the organisation needs an extra 'pair of hands' and not because 

they possess particular skills or abilities. These circumstances are difficult to control 

in voluntary associations and are often exacerbated by an under supply of volunteers. 

Even if a volunteer is carefully matched to a job description during the recruitment 

process, there is no assurance that an individual will necessarily develop a sense of 

commitment to the sporting club or association. 

An alternate approach might be to put greater effort into retaining the services 

of volunteers who are already committed to an organisation. The volunteer 

management process might then involve negotiating the tasks an individual is able 

or willing to take on and arranging for additional training where necessary. In this 

way, a sporting club or association is not only investing more resources in volunteers 

who may be less likely to leave, but individual volunteers are given greater choice in 

the range and complexity of tasks they would like to take on. Greater fieedom of 

choice may result in a greater sense of enjoyment and satisfaction and feelings that 

volunteering is a leisure experience. The role of being a volunteer would shift from 

one that is driven by external demands and structural considerations to one that is 

more intrinsically motivated and perhaps more stimulating for the individual. 

This is not to suggest that the process of recruitment should take a back seat as 

part of a planned volunteer program. A volunteer administrator whose level of 



commitment has declined may already have made the decision to leave an 

organisation and is simply waiting for an appropriate time to do so. The decision to 

leave may be one of personal choice brought on by other demands such as increased 

or changing family or work responsibilities, or result fiom dissatisfaction with the 

sporting organisation, or having a sense that they have done their duty and that it is 

someone else's turn. Even well credentialled and highly committed volunteers can 

be challenged by another member and possibly voted out of office. Most sporting 

clubs and associations will continually need to find recruits, irrespective of the level 

of organisational commitment of current committee members. 

Sporting organisations should also be aware of the range of benefits 

individuals seek to fulfil through their participation as a volunteer administrator. 

Many volunteer administrators identified the importance of opportunities to satisfy a 

desire to help others and to develop friendships. 

A number of administrators felt obliged to volunteer and not develop as great a 

sense of commitment under such circumstances. The time and effort put into 

sporting organisations by volunteers has to be balanced with family, career and other 

demands. This point is critical with respect to volunteer administrators because 

many are aged 30 to 50 years, married, and work in management or the professions. 

A recent report based on figures fiom the Australian Bureau of Statistics suggests 

that as many as one in five Australians are working 49 or more hours per week 

(Dusevic, 1995). Over the past 15 years the proportion of men working 49 hours per 

week has almost doubled and the number of women in this category has trebled. 

The "economy is generating more demanding professional and managerial jobs" 

(Dusevic, 1995, p.1). The implication for voluntary associations is that many of 

their volunteers may not be able to absorb additional responsibilities as a volunteer 

administrator. 



Sporting organisations should reasonably expect that if a volunteer takes on a 

committee position he or she will put in sufficient effort to get the job done. 

However, it may be difficult for even the most committed volunteer to maintain a 

positive attitude towards a sporting club or association if demands within or outside 

of sporting organisations become too great. This would be even more critical if the 

benefits they sought as a volunteer were not satisfied, especially under 

circumstances when other demands such as family or work are being placed on their 

time. 

Most sporting clubs and associations are aware that to survive in financial 

terms, the size and timing of cash flows need to be planned and monitored closely. 

The human resource, provided free-of-charge to sporting clubs and associations by 

volunteers, is also valuable and finite. Sporting organisations may have to become 

as prudent with volunteer resources as they often are with their financial resources. 

There may be a need to budget for the volunteer effort through the application of 

planning and budgeting techniques to the available supply of volunteer hours. A 

starting point would be to estimate the size and timing of the volunteer hours 

required to complete the various tasks that make up the annual program of events for 

a club or association. In this way, sporting organisations will be able to make a 

realistic estimate of their human resource requirements and set priorities. 

An outcome for volunteers is that before deciding to commit time and energy 

to a sporting organisation they will be better informed about the size of the task 

ahead of them. This is not to deny the complexities of recruiting, motivating, 

retaining and generally managing volunteers. Individuals will be reluctant to 

volunteer if they are not clear about the nature and extent of what is expected of 

them in a particular role. The outcome for sporting organisations is that they will 



have a better understanding of the extent of the volunteer effort and will be in a 

better position to project and manage future growth. It will also put them into a 

better position to prepare, in an orderly way, for the recruitment, training, 

recognition and hopefully retention of volunteers. 

Committee neophytes 

A number of volunteer administrators in this study were identified as 

committee neophytes. The number of committee neophytes provides another 

indication of the level of turnover that has occurred recently within a sporting club 

or association. An  important finding was that committee neophytes had 

significantly lower levels of organisational commitment than volunteer 

administrators who had been committee members for relatively longer periods of 

time. This finding was not expected, as individuals who volunteer to join a 

committee have already demonstrated an increased level of organisational 

commitment by deciding to take on that role with a club or association. Perhaps 

committee neophytes find it hard to know what is expected of them when they join a 

committee which leads them to question their level of organisational commitment 

until they can confirm that they have made the right decision. 

The literature based on work organisations has argued that as organisational 

tenure increases, employees move further towards becoming entrenched (Buchanan, 

1974; Reichers, 1986; Salancik, 1977; Staw, 1980). A number of studies 

demonstrated the heightened importance of early organisational experiences for new 

recruits in the development of organisational commitment (Allen and Meyer, 1990b; 

Allen and Meyer, 1993; Johnston et al., 1990; Meyer and Allen, 1988, Meyer et al., 

199 1; O'Reilly and Caldwell, 1980; Pierce and Dunham, 1987). 



An important role for a person who takes on the position of volunteer 

coordinator would be to liaise with committee neophytes by acting as an initial point 

of contact with the committee of the club or association. A volunteer coordinator 

could do much to orientate neophytes to a sporting organisation, the purposes and 

functioning of its committee, help them to develop a rapport with other committee 

members and provide general guidance and support. This induction and orientation 

process might reflect much of what occurs in well-managed work organisations. If 

managed in a sensitive and supportive manner, committee neophytes may ultimately 

increase their level of organisational commitment. Importantly, the volunteer 

coordinator would get to know each recruit as an individual and establish which 

benefits they feel are important. The success of the appointment of a volunteer 

coordinator might be reflected in lower turnover rates, higher levels of commitment, 

a better functioning committee and volunteers who feel there are benefits in being a 

volunteer administrator. 

Volunteer turnover 

The average rate of committee turnover observed in this study was high 

enough to be considered a problem for many sporting organisations. Sporting clubs 

and associations are experiencing problems in the retention of volunteers despite 

generally high levels of organisational commitment. A certain rate of turnover 

amongst the ranks of their volunteer administrators is to be expected, and is even 

desirable, to ensure that an organisation continues to respond to its members and 

remains relevant to its external environment. The recruitment of a committee 

member brings with it fiesh points of view and may also help to ease the burden 

often carried by a highly committed and long standing core of volunteer 

administrators. However, high levels of turnover combined with shortages in the 



supply of volunteer labour can significantly disrupt the operations of a club or 

association. Volunteers who stay may feel resentful of the additional work load they 

have been left to carry. Under such circumstances, even highly committed 

volunteers may become dissatisfied and find it difficult to experience the benefits of 

being a volunteer. In extreme cases, very high rates of turnover can seriously 

threaten the continued existence of a sporting organisation. It is difficult to establish 

what is an appropriate level of turnover and this might be a question for further 

research. 

It is important that sporting clubs and associations anticipate and plan for the 

committee member turnover that will inevitably occur. Most turnover occurs post- 

season and at about the time of the annual general meeting. The development of a 

planned approach to the recruitment and retention of volunteers may ease some of 

the hardships endured by sporting organisations that experience acute or chronic 

problems with turnover. 

Rates of turnover were also found to be higher for sporting organisations that 

operated with relatively smaller numbers of registered players and budgets, smaller 

committees and more frequent meetings per year. In a structural sense, it is 

important that annual general meetings be timed to avoid disruptions to the 

operations of a sporting club or association by being scheduled either pre or post- 

season. Sporting organisations also need to meet often enough to deal with their 

business promptly, but risk higher rates of turnover if they schedule too many 

c o h i t t e e  meetings. An organisation that meets too infrequently runs the risk of 

having its committee members becoming detached and less committed, but meeting 

too, frequently may result in perceptions that meetings are unimportant and deal 

mostly with trivial issues or that it is taking too much of their free time. 



There was also evidence that pointed to the need for sporting organisations to 

develop a critical mass in terms of the size of their committees and operating 

budgets. This is particularly important in the current political climate in which State 

and local government in the State of Queensland are funding sport at unprecedented 

levels. Coupled with the increased availability of funds are increased accountability 

and administrative workloads for sporting clubs and associations. Small sporting 

organisations that rely solely on volunteers find it difficult to access many of these 

funding schemes. As a result, they continue to operate fiom a position of being 

under-resourced and struggle to deal with chronic turnover amongst the ranks of 

their volunteers. 

The lower rate of turnover observed amongst sporting organisations positioned 

farther up the sport hierarchy may indicate a higher level of commitment amongst 

volunteer administrators at this level and a greater sense of importance of their job. 

This finding supported that of Williams and Jackson (1981) that volunteers who held 

positions at more senior hierarchical levels in sport were more highly involved. 

Typically, volunteers at higher levels have put extensive time and effort into sport at 

the club level prior to advancing their 'career' as a volunteer. It is also possible that 

volunteers in these positions are less directly accountable to the rank and file 

membership and feel less pressure to achieve the tasks that have immediacy, such as 

getting this weekend's fixtures organised. Volunteers at the club level frequently 

deal with day-to-day issues and short-term goals while administrators at the 

asssciation level tend to determine policy and longer-term strategic goals. 

Furthermore, sporting associations with larger budgets often employ paid staff to 

conduct their day-to-day business under delegated authority. This serves to protect 

volunteer administrators at higher levels fiom constantly being in the front-line as an 

administrator. 



In summary, just as it is important to understand the development of a sense of 

identification with and involvement amongst employees in work organisations, it is 

necessary for sporting clubs and associations to understand the processes by which 

volunteers become committed to sporting organisations. Recognition and reward 

schemes are a prominent aspect of most programs that discuss the importance of 

retaining volunteers. This research has not questioned the utility of extrinsic factors 

in the motivation and retention of volunteers. What it has done, is to focus attention 

on the importance of volunteer's perceptions about the internal functioning of 

committees and the achievement of what are largely intangible benefits in the 

development of organisational commitment. 

Further research 

The conclusions and limitations of this study provide a basis to make several 

recommendations about directions for future research. The following suggestions 

may help to further clarify the personal and organisational processes that lead to the 

development of organisational commitment amongst volunteers. They may also 

contribute to a better understanding of the nature of the experience of volunteering 

and why volunteer administrators stay with or leave sporting clubs and associations. 

It should be noted at the outset that causal interpretations of the relationships 

were not possible, even though several variables were measured on repeated 

occasions. As noted by Rornzek (1989) "design limitations in social science field 

rese'arch generally prevent testing for true causality, but such circumstances can be 

approximated through the use of panel data" (p. 652). Several theoretical models 

argued or inferred that there are causal relationships between organisational 

commitment and a number of other variables. For example, decreasing levels of 



organisational commitment lead to absenteeism, tardiness and turnover (Mowday et 

al., 1982). The directional relationships between organisational commitment and 

perceived committee functioning reported in this study supported these theories and 

are worthy of a more detailed investigation. Further research might attempt to 

establish whether these results can be replicated in other voluntary association 

settings and whether other factors, not accounted for in this study, influence these 

relationships. The use of longitudinal research designs is strongly recommended. 

Committees are known to develop through a sequence of stages (Sessoms and 

Stevenson, 1981) which may have an impact upon the direction and intensity of the 

attitudes of committee members. Further studies might investigate whether 

organisational commitment is related to the maturity or the stage of the life cycle 

(Schein, 1988) of sporting club or association committees. The units of analysis in 

such research would become the whole committee, or significant sub-groups within 

the committee, rather than individual sports administrators. Changes in the overall 

level of organisational commitment of the committee could be monitored. 

Organisations that demonstrated the greatest changes in commitment could be 

further investigated with qualitative methods such as participant observations or 

semi-structured group interviews. 

Application of a qualitative approach to individual volunteers, using 

techniques such as meeting diaries, personal interviews, participant and non- 

participant observations, may also yield some hitherto unreported findings. For 

ex&nple, Randall et al. (1 990) used interviews with employees to generate a series 

of statements used to examine the behavioural expression of commitment. 

There were several other methodological issues that should be addressed in 

further research. It would be useful to begin data collection at an annual general 



meeting to reduce the confounding influence of this event on the turnover and 

recruitment of volunteers. Furthermore, there was little guidance in the research 

literature concerning appropriate time lags in longitudinal studies of organisational 

commitment. It may be useful to implement a research design in which volunteer 

administrators were randomly assigned to several groups. Group members could 

then be surveyed using different time lags to ascertain whether time lags are a source 

of variability in the data. The measurement of independent and dependent variables 

could be off-set to reduce the influence of common-method variance that occurs in 

cross-sectional and panel designed longitudinal studies. 

In the area of scale development there is a need to reduce the items in the 

perceived committee functioning scale to minimise the risk of response-set bias. 

Carnrnann et al. (1983) argued that their work group functioning scale was 

composed of five sub-scales. The perceived committee functioning scale should be 

subjected to further developmental work to establish more clearly whether 

committee functioning has more than one dimension. 

There is ample evidence to firmly establish altruism as a central reason for 

volunteering. A more thorough understanding of volunteering, conceptualised as a 

leisure experience, is likely to be made if altruism was categorised as an underlying 

reason for volunteering. Items that purported to measure altruism could then be 

dropped to provide for a much clearer examination of the relative importance of 

leisure benefits associated with volunteering. It was not considered valid to 

undertake further analysis of the data in this study by post hoc removal of the 

altruism items from the perceived benefits scale. It was likely that responses to 

other items in the scale were influenced by responses to the altruism items. The 

potential influence of feeling obligated to volunteer on the leisure-volunteerism 



nexus needs much closer attention. In the longer term, if research into volunteers is 

going to contribute to the development of a coherent body of knowledge then a 

taxonomy of volunteerism needs to be developed. 

The negatively worded items in the organisational commitment questionnaire 

(OCQ) were problematic and may have contributed to measurement error. These 

items should be removed from this scale when used with volunteers. Alternatively, 

work is needed to establish a single factor measure of organisational commitment 

that includes reliable negatively worded items to reduce the risk of response-set bias. 

The scales developed by Meyer and Allen (1991) in their three component model of 

organisational commitment could be used as a basis for further research. A meta- 

analysis by Mathieu and Zajac (1990) concluded that the operationalisation of 

organisational commitment accounted for a substantial amount of between study 

variance. Regardless of how organisational commitment is conceptualised in further 

studies, there is a need to ensure clear articulation with the operationalisation of the 

construct (Meyer and Allen, 1990a). 

Lee and Zeiss (1978) concluded that spectators with more knowledge about a 

sport were more behaviourally committed to the role of being a spectator. This 

study concentrated largely on the behavioural and affective domains and did not 

consider the influence of cognitive processes in the development of organisational 

commitment. Are individuals who have developed more specialised knowledge 

about their particular sport more highly committed to their sporting organisation? 

Commitment was conceptualised in this study in relation to sporting 

organisations. Volunteer sports administrators, may be committed to other objects 

or groups within the organisational setting and experience differing levels of 

commitment to these other objects or groups, including the role of being a volunteer. 



Reichers (1986) argued for a multiple constituency approach to the study of 

organisational commitment. Earlier studies by London and Howat (1978 and 1979) 

concluded that commitment to the profession and community was greater than 

organisational commitment amongst parks and recreation employees. Further 

research is needed to measure the commitment of volunteers to various 

constituencies within sporting organisations. Analysis of the nature and extent of 

any interrelationships between commitment to various constituencies may provide a 

more thorough understanding of the processes involved in the development of 

commitment and the state of being committed. This might be a particularly fruitful 

area for research given the uncertain roles of volunteers as clients, owners and 

managers of voluntary associations, discussed earlier (see Pearce, 1993). 

The influences of role conflict and role ambiguity on the development of 

organisational commitment were beyond the scope of this study. They have been 

examined in work organisations and may provide a useful theoretical perspective 

fiom which the organisational commitment of volunteers could be researched. One 

possible source of role ambiguity, for example, is the lack of formal j o ~  or task 

descriptions provided to recruits in many voluntary associations. Committee 

neophytes, in particular were found to be at a critical stage in making a decision 

about the extent of their commitment to a sporting club or association. Further 

examination of the influences of role conflict and role ambiguity might be best 

undertaken within the context of career stages measured as organisation, committee 

or position tenure amongst volunteers. The potential moderating effects of prior 

organisational experiences (e.g., as player or coach) and the ad-hoc recruitment 

strategies used by many voluntary associations would need to be taken into account. 

In summary, there are a number of theoretical and methodological concerns 

that need to be addressed in further studies of the organisational commitment of 



volunteers in sport. Improvements in the areas of research design and 

instrumentation wiil overcome some of the limitations of this study. The 

aggregation of individual responses within an organisation and the use of qualitative 

methods might also be beneficial to better understanding the process of becoming 

committed to a sporting organisation. There are a number of other variables that are 

potentially influential in the development of organisational commitment and in the 

decision of volunteers to stay or leave. Reference to committee maturity, role theory 

and cognitive processes may help to clarify some of the complexities of the 

organisational behaviour of volunteer administrators in sport. 

Concluding statement 

This study was based on the assumption that volunteers are critical to the 

success of community-based sport in this country. It identified declining 

volunteerism as a problem for sporting clubs and associations and was designed to 

contribute to furthering knowledge about the development of attitudes and behaviour 

of volunteer sports administrators. The fields of organisational behaviour and 

leisure provided a theoretical and conceptual framework for a longitudinal 

examination of the development and outcomes of organisational commitment. The 

study furthered knowledge of voluntary associations through development of a 

reliable method of measuring a process-oriented concept, labelled perceived 

committee functioning. Knowledge gained from the results of this study enabled 

conclusions to be made about the directional nature of perceptions about committee 

experiences and the development of organisational commitment. The results were 

also able to contribute to furthering knowledge about the nature of volunteering as a 

leisure experience. Several suggestions were made about the management of 



volunteers, voluntary association committees and the turnover of volunteer 

administrators. In addition, a number of questions were advanced for the 

development of theory and empirical testing in further research. 

Having volunteers in sufficient numbers is not a panacea for the successful 

operation of community-based sporting clubs and associations. It does not follow 

that because individuals volunteer for sporting clubs and associations they will 

necessarily become highly committed to such organisations. The rate of turnover 

amongst volunteer administrators, observed in this study, confirmed earlier 

statements that volunteerism may be in danger of being in decline. 

Sporting clubs or associations that work towards providing benefits that are 

valued by individual volunteers and are prepared to reflect on their committee 

processes may find that volunteers begin to develop a greater sense of organisational 

commitment. Volunteers who develop higher levels of organisational corgnitment 

are more likely to stay with a sporting organisation and might encourage others to 

become involved. Furthermore, highly committed volunteers tend to hold more 

positive views about committee processes, may make a greater contribution to 

organisational goals and feel more satisfied with the benefits of volunteering 

compared to individuals who are less committed to a sporting club or association. 

For many individuals volunteering is a positive and personally enriching experience 

that also leads to beneficial outcomes for other members of sporting clubs and 

associations and for the community at large. 
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Phone contact interview script & schedule of 'screening' questions (Jan, 1993) 

Hello, is this - <person's n a m e >  of <sport org's name> ? My 
name is <your name> from Griffith University, School of Leisure 
Studies here in Brisbane. 

We are conducting a study of volunteers in amateur sporting organisations and would 
like to ask you some questions about <sport org's name> 

Your organisation has been selected as part of a representative sample of sporting 
clubs and associations throughout the Brisbane area. 

The purpose of this study is to develop a better understanding of the factors which 
influence the commitment of volunteers to sporting organisations. 

The reason for this call is to find out whether: 
- the contact details we have are correct? and 
- whether your organisation will be suitable for inclusion in this study? 

Can you spare a few minutes now, to answer some questions about your 
organisation? 

< If this is not convenient, what time would you like me to call back? time, 
AND Can I reach you at this number?> 

Before we get started, are the following contact details correct? 

<READ CURRENT CONTACT PERSON, ADDRESS & PHONE # DETAILS> 
<Modify those which are incorrect> 
<Add those which are not on the database - if available> 

IF CONTACT DETAILS NOT CURRENT, FIND OUT WHO CURRENT 
CONTACT ISMIGHT BE & PHONE # AND THANK THF PERSON FOR 
THEIR HELP. 

Date of phone contact/screening questions completed: - I - / 1993 
Name of sporting organisation: 
Name of contact person: 
Database ref #: Initials of research assistant: 

(1) Does this organisation have a committee which meets formally and on a regular 
basis? 
Cl Yes Cl No 

1f 'yes': 
(a) How often are formal meetings held? 

Cl each fortnight 
Cl once each month 
Cl less frequently (specify how often): 



(b) Is the committee elected or re-elected on a regular basis? (say at least once every 
two years) 
R y e s  R N o  

(c) About how many members are there on the committee? 

(2) (a) In which month and year was the last AGM (Annual General Meeting) for 
this club or association? 
Month Year 

(b) In which month and year is the next AGM due? 
Month Year 

(3) Would you describe this club or association as an amateur sporting organisation? 
(i.e., not for profit of individuals) 
O Yes O No 

(4) Is your club or association currently active (i.e., competing in or running a 
regular competition)? 
R Yes No 

(5) Is your sport mainly a winter sport, summer sport or year round? 
CI winter 
0 summer 
R year round 

(6) Would you classify your organisation as? 
R a local club (formed by individual members) 
R a district or regional sporting organisation 

(formed by a group of local clubs) 
R a State sporting organisation 

That's all of the questions I need to ask you. 
Before we finish, I would like to briefly explain to you a little bit more about this 

study. 
When we have finalised our sample, we will send you a letter inviting your 

organisation to participate in this study. You will be asked to complete some 
forms and return them within a few days. 

The'study will start during MarcWApril and be completed early to mid 1994. 
It will involve a visit by a member of the research team here at Griffith to one of your 

committee meetings: 
- to introduce the purpose of the study, and 
- to ,have each committee member complete a questionnaire (about 10 minutes). 
There will be two follow-up questionnaires mailed directly to the committee 

members and the possibility of a final visit to one of your meetings in early to 
mid-1 994. 



Do you have any questions you would like to ask me? 

THANK YOU FOR YOUR COOPERATION. WE WILL BE IN CONTACT 
THROUGH THE MAIL VERY SOON. 

If you have any other questions please feel to contact me on 8755663. 
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G R I F F I T H  
U N I V E R S I T Y  

School of Leisure Studies 

A study of factors which 
influence the cornmifment 
of volunteer administrators 

to sports clubs and assodations 
in Queensland 

CONFIDENTIAL 
FOR RESEARCH PUPU'OSES 



Griffith University 
School of Leisure Studies 

VOLUNTEERS IN SPORT RESEARCH PROJECT 

PRELIMINARY INFGIUMATION QUESTIONNAIRE 

Section 1: Background information about this sporting organisation 
INSTRUCTIONS 
(1) Please provide the following information about this sporting organisation. 
(2) The term 'this sporting organisation' refers to the organisation to which the letter is addressed. Eventhough 

this organisation may be part of a larger sporting organisation, if the organisation to which this 
questionnaire has been sent is, for example, specifically for ladies or juniors, which for all intents and 
purposes can be identified as a separate entity, then the questions should be answered for that part of the 
organisation. 

(3) Please indicate any information which is estimated. 

1. What is the name of this sporting organisation? (please be specific) 

........................................ 
2. In which sport(~) is this organisation primarily involved? 

3. Does this sporting organisation (the organisation identified in 'Question #I1) cater for 
players and/or participants at? (tick one only) 
0 the junior level only (17 years and under) 
0 the junior level mostly (i.e., some senior players) 
a both the junior and senior levels (i.e., about an even mix) 
a the senior level mostly (i.e., some junior players) 
O the senior level only (18 years and over) 

4. Does this sporting organisation cater for players or participants who are? 
(tick one only) 
O male only 
17 mostly males (less than 25% females) 
O both males and females (about an even mix) 
0 mostly females (less than 25% males) 
Ci female only 

5. At what level does this sporting organisation operate? (tick one only) 
D Club (i.e.;formed by individual members) 
a District or regional association (i.e., formed by a group of clubs or teams) 

State sporting organisation 

6. Does this sporting organisation have a formally adopted constitution? 
O Yes 
O No 
C1 Not sure 

PLEASE GO TO THE NEXT PAGE 



7. Is this sporting organisation incorporated under the Associations Incorporation Act 
(Qld)? 
C1 Yes 
CI No 
C1 Not sure 

8. In approximately what year was this sporting organisation first established? 
19 - 

9. What is the current size of this sporting organisation in terms of the: 
(a) approximate total number of registered players or 

competitors under its jurisdiction? - - . I - - _  

(b) approximate total annual revenue (income) for 
last financial year (to nearest $1,000)? $-,---,OOO. 

10. Does this sporting organisation have any paid employees (full or part time) who assist 
in the management or administration of the organisations day-to-day operations? 
CI No (please go to Section 2 of the questionnaire) 
0 Yes (please answer the following questions) 

(a) how many staff does this sporting organisation employ in such a role 
(e.g, equivalent of one full time staff = 1.0; one half-time staff = 0.5)? staff 

(b) how many of these staff attend management committee meetings? staff 

(c) how many staff hold voting rights at such meetings? staff 

Section 2: Information about the management committee of this sporting organisation. 
INSTRUCTIONS 
(1) Please provide the following information about the management committee of this sporting organisation. 
(2) Please indicate any information which is estimated. 

1. What is the official title of the management committee (e.g., executive committee, 
board, etc.)? 

2. How many members usually make up the management committee of this 
sporting organisation? ------ 

3. How many positions on the management committee are not currently filled? 
------ 

4. (a) In which month and year was the last annual 
general meeting (AGM) held? Month: Year: 19- 

( b ) h  which month and year is the next AGM 
:due to be held? Month: Year: 19- 

5. Approximately how many times per year does the 
management committee hold formal meetings? times per year 

PLEASE GO TO THE NEXT PAGE 



SECTION 3: Committee meeting schedule I contact details update 

Committee meeting schedule: 
Please provide the following information about when and where the committee meetings 
for this organisation are held. 

which of the following months do  you expect that your committee will meet (please tick 
that apply)? C1 February, 1993 

CI March, 1993 
CI April, 1993 

May, 1993 
CI June, 1993 

Committee meeting day/time/venue details: 
Day of month (e.g., 2nd Tuesday of month, 

and/or specific dates of meetings): .......................... 

Usual starting time of meetings: 

Name of meeting venue: .......................... 

(Room name or number if large venue): 

Street address of meeting venue: .......................... 

Suburb or Town: 

Number of committee members who 
usually attend meetings: 

Organisation/contact person update: 
If any of the details which are printed below are missing, incorrect or out-of-date would you 
please use the space provided to update the information. 

Please make any corrections1 
Current details: updates here: 

Contact name: Title Given name Surname 
Position: Position 
Organisation: Organisation 
Address: Street 

Town or Suburb 9999 
Phone (Home): 
Phone (Work): 999 9999 
DB ReH/LGA: 999/zw. 

THANK YOU FOR YOUR ASSISTANCE IN PROVIDING THIS INFORMATION. 

PLEASE USE THE REPLY PAID ENVELOPE TO RETURN THIS FORM. 
If the reply paid envelope is missing, please post your response to: 
Graham Cuskelly 
School of Leisure Studies 
Griffith University Q 4111 
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Griffith University 
Volunteers in  Sport Research Project 

Organisational Information Update for 

Organisation 

Would you please provide the following information about your organisation. Please respond to every 
question, and indicate which responses are estimates. 

(1) In which month: 

(a) was/wiIl your 1993 AGM be held: 

(b) will your 1994 AGM be held: 

(2) Committee member turnover. Over the past 12 months: 
(a) how many committee members were newly elected or appointed to the 

management committee: 
new committee members = 

(b) how many committee members have resigned from or not stood for 
re-election to the management committee: 

committee members = 

(3) Committee meeting attendance. During this year has attendance at committee meetings been 
(tick one only): 

[ ] poor-failed to reach a quorum at more than a third of our meetings 
[ ] fair-failed to reach a quorum at some meetings 
[ ] good-reached a quorum at all meetings, but attendance was regularly less than 100% 
[ ] excellent-virtually 100% attendance at all meetings 

(4) Number of volunteers. During this year has the total number of volunteers required (e.g., committee 
members, coaches and managers, referees, umpires and officials, and general helpers) to fulfill the roles 
required in this organisation been (tick one only): 

[ ] very inadequate-more than 25% of required positions not filled 
[ ] inadequatesome positions not filled for part or all of this year 
[ 1 adequate-most positions filled for most of the year 
[ ] very adequate-virtually 100% of positions filled for the year 

(5) Total membership numbers. Looking back over the past three years, has this organisation's total 
membership numbers (tick one only): 

[ ] declined on average by 10% per year or more 
[ ] declined but by less than 10% per year 
[ ] remained at about the same level 
[ ] inaeased by up to 10% per year 
[ 1 increased by more than 10% per year 

Thank you for your assistance in providing this information. 

I 

Please return this questionnaire in the reply paid envelope provided. If the reply paid 
envelope is missing please mail your response to: 

Graham Cuskelly 
School of Leisure Studies 
Griffith University Q 4111 

\ J 
Ref: 999 
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5 February 1993 

Title Given name Surname 
Position 
Organisa tion 
Street 
Town or Subur!~ Q 9999 

SCHOOLOF LEISURE STUDIES 
Faculty ot Heallh and Behaviwral Saences 
Mf GravaRCampus Messlnes Rldge Road Brlsbane 
Please Confan 
Teleohone (07)875 5663 Fax(Oq875 5661 
Relerence 999 

Dear Title Surname 

Thank you for responding to our recent telephone call requesting participation by your organisation in this 
important study of volunteers in amateur sport. The role of volunteers has long been acknowledged as critical 
in most sporting clubs and associations throughout Australia. Without the efforts of a large number of 
volunteers to manage, coach, officiate and generally lend-a-hand, the Australian sports 'system' would be in 
turmoil. Unfortunately, volunteers in sport have been the subject of a very small amount of research and little 
is known about why some sporting organisations are more successhl than others at retaining volunteers. 

The purpose of this study is to develop a better understanding of the factors which influence the commitment 
of volunteers m sporting organisations. To better understand the processes which occur within organisations 
data will be collected on several occasions over a 12-month period. Your organisation has been selected to be 
part of a representative sample of sporting clubs and associations throughout the Brisbane area. This study is 
funded by the Australian Sports Commission. 

The first step in this process, and the purpose for this letter, is to gather some further background information 
about your sporting organisation, establish a schedule of committee meeting dates, times and venues, and to 
confirm that your organisation contact details are upto-date. 

The second step in this process will involve a member of the research team attending a committee meeting to 
ask the committee members to complete Part A of a questionnaire. I anticipate that the whole process will 
require about 20 minutes at one committee meeting. My preference is to attend an early part of one of your 
meetings, but I am prepared to attend at a time which is mutually convenient. The committee members will 
also be asked to complete Part B of the questiomnaire in their own time. 

To assist with the scheduling of this research project, would you please complete the enclosed 'Questionnaire 
-Preliminary Information' form as soon as possible, preferably within 7 days, and return it in the reply paid 
envelope provided. It would also be useful if you place notice of this study on the agenda for mention at your 
next committee meeting. Upon receipt of the enclosed questionnaire, a member of the research team will be in 
contact with you to arrange a visit to one of your committee meetings. 

I look forward to receiving your reply and meeting you and your committee members in the coming months. 
When the data collection and analysis process has been completed I will send your organisation a summary of 
the findings of this study. Should you have any questions, please feel free to contact me on the phone or fax 
numbers above or direct (07-8755750). 

Thank you for your assistance. 

Yours sincerely 

7~ &L.y+$ 

Graham Cuskelly 
~ r & t  Coordinator 

in Sport Research Project. 

REPLY TO - ,Gnllith Un~wrsly Oueensland 4111 Australta 

GoldCoasr Unlwrslry Collegeof Gralltth Untverslly PMB 50GotdCoasl Marlcentre Quee~!$lano4217 As~slral8a 

Oueensland Consewator!um ol Musc. Gr8lltlh Unlwrslly PO Box 28 Nonh Ouay Oueensfand 4002 Auslrala 

QuecnslanaConservalor~~rm ol MIIS~C. Grrlltth Untwrslly PO Bor 636 Macuy Queenstana 4740 Australla 

Queensland Colleqeol Art Grcll~lh Un$varsily PO Box 84 Morn~rlqstdeOueansland 41 70 &srralla 
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8 March, 1993 

Title Given name Sumame 
Position 
Organisation 
Street 
Town or Suburb Q 9999 

SCHOOL OF LEISURE STUDIES 
Facuily of Health and Behavlwral Sclences 
MI Gravan Campus Mess~nes Rtdge Road 8nsoane 
Please Conracl 
Telephone (07) 875 5663 Fax (07) 875 5661 
Relereme 999 

Dear Title Sumame 

About four weeks ago I wrote to you seeking the participation of your organisation 
in a study of volunteers in sport. As of today I have not received your reply. 

This research has been undertaken because of the belief that the role of volunteers 
has long been acknowledged as critical in most sporting clubs and associations 
throughout Australia. Further, without the efforts of a large number of volunteers, 
the Australian sports 'system' would be in turmoil. Unfortunately, volunteers in 
sport have been under-researched and little is known about why some sporting 
organisations are more successful than others at retaining volunteers. 

I am writing to you again because of the significance each organisation has to the 
usefulness of this study. The name of your organisation was drawn from a list of 
sporting organisations located in the Brisbane region. In order for the results to be. 
truly representative of volunteers in all sporting organisations, it is essential that 
each organisation in the sample be involved in the study. 

If you have returned your questionnaire over the past couple of days, indicating the 
willingness of your organisation to participat~ in this study, please accept my sincere 
thanks. I will be in contact with you by phone in the coming weeks to arrange at 
time to attend one of your organisation's committee meetings at a mutually 
convenient time. 

If you have not returned your questionnaire, please do so as soon as possible. If 
your questionnaire has been misplaced or if you require further information about 
this study, please call me today direct (07) 8755750 or on the phone fax numbers 
shown above. 

Your cooperation is greatly appreciated. 

Yogrs sincerely, 

REPLY TO c, Gr~ll~lh Unlmrs~ty Oueensland 4111 kstralra 

Gold Coast UWawly Collegeol G~illilh Un~vefstly PMB 50 Gold Coast Mall Cenlre Oueensland 421 7 Aulralja 

Queensland Conservalor~t~m 01 Music. Gnllrlh Unlmrstty PO Box 28 Nonh Ouay Oueensland 4002 Auslral#a 

Oueendano Conservalor!urn ol MUSIC. Gr~ll~lt~ Unrvers~ly PO Box 636 Macby Oueenslano 4740 Auslralha 

OueenslanoColleqe ol An. Grnll~lh Unw?rslly PO Box 84 Morntnqsldn Oueensland 4170Auslral$a 
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1 January 1999 

Title Given name Surname 
Position 
Organisation 
Street 
Town or Suburb Q 9999 

SCHOOL OF LEISURE STUDIES 
Faculty of Health and Behav~wraJ Scierces 
MI GravanCampus Mess~nesRtogeRoad Brlsbane 
Please Conlacl 
Teiephone (07) 875 5663 Fax (07) 875 5661 
Relererce 

999 

Dear Title Surname 

Thank you for the cooperation of your organisation with the 'Volunteers in Sport 
Research Project'. At your next meeting,. would you please convey my sincere thanks 
to all of the committee members who agreed to participate in the study and 
subsequently returned Part B of the questionnaire. Such a study would not be possible 
without the cooperation of sporting organisations such as yours. 

At your next meeting and without identifying particular individuals, it would also be 
helpful if you would ask committee members who have not yet returned Part B, to 
please do so as soon as possible. It is important that the findings of this study reflect 
the diverse range of opinions held by committee members within sporting 
organisa tions. 

I will be sending the first 'follow-up' questionnaire directly to committee members in 
about 4 to 6 months time, depending upon the timing of your AGM. I look forward to 
the continued involvement of your committee members in this study. It should yield 
some important and useful results. 

Please feel free to contact me if you require further information. Your assistance is 
greatly appreciated. 

Yours sincerely 

' Graham Cuskelly 
Pr 'ject Director 
d lun tee r s  in Sport 

REPLY TO D Grtllllh Unwerslly OueenYaM 4111 Australla 

GoldCoasl Un~mrs~ly Cdleged Gr~llllh Unlverslly PMB 50 GoldCoast Mall CenlreOueensland 4217 Pusrralla 

OueenYanaConser~lorum d Mus~c. Grdf~th Untvers~ty PO Bui 28 Norm Ouay Oueendand 4002Auslralla 

Oueensrand Conservalorrurn d MUSIC. Grtfl!lh Unbversify PO Box 636 Mackay Otleenslana 47.10 Australla 

OueenYanoCollegeol Art. Grllllth Un~vers~ly PO Box 84 Morn~nr]s~deOueensIanrl4170 Auslral~a 
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5 April, 1993 

Title Given name Surname 
Position 
Organisation 
Street 
Town or Suburb Q 9999 

SCHOOL OF LEISURE STUDIES 
Facuiw of Health and Behawoural SclenCes 
MI ~ r i m n ~ a m p u s  Messlnes Ridge Road Brlsoane 
Please Contact 
Teleonone (07) 875 5663 Fax (07) 875 5661 
Relerence 

Dear Title Surname 

I am writing to you concerning the study of volunteers in sport which I am 
presently conducting. As of today, I have not received your organisation's 
completed questionnaire. 

The large number of organisations who have returned questionnaires and 
become involved in this study is very encouraging. But, whether it will be 
possible to accurately describe how people view their role as a volunteer in sport 
depends upon your organisation and others that have not yet responded. Past 
experience suggests that those organisations which have not yet returned a 
completed questionnaire may hold quite different views about the involvement 
of volunteers in sport. 

This is the first study of this type that has ever been done in Australia. Therefore, 
the results are of particular importance to all amateur sporting organisations in 
dealing with the problem of how best to maintain the involvement of 
volunteers. The usefulness of the results of this study depends on how 
accurately it is able to describe and analyse the problem as it currently exists. 

In case my earlier correspondence was misplaced or did not reach you, a 
replacement questionnaire is enclosed. May I urge you to complete and return it 
as quickly as possible. 

I'll be happy to send your organisation a copy of the results when the study is 
completed. The contribution of your organisation to the success of this study will 
be greatly appreciated. 

Yours sincerelv 

/ ~ r a h a m  Cuskelly 
Project Director 

' ,Volunteers in 

REPLY TO * Grrllilh Un~verslty Oueensland 4111 &stral!a 

Gold Coav Unwersrly College d Grtlf~tn Untvers~ty PMB.50Gold Coast Ma11 Centre Oueenslano 4217 twstralta 

OueenslanaConservalor~umd M v x  Gr~ll~th Unmrslly PO Box 28 North Ouay Oueensland 4M)Z&sIral!a 

Oueensland Conservalor~um d M u x .  Grttl!lh Unlwrsty PO Box636 Mackay Oueensland 4740Auslralta 

Oueenslano Collegeol Art Grtlf~th Unwerslry PO BOK 84 Mornsngs~de Oueensland 4170A~slralla 
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VOLUNTEERS IN SPORT 
RESEARCH PROJECT 

About this studv --. - ~ ....- 

The role of $olunteers has long been acknowledged as critical in most 
sporting clubs and associations throughout Australia. Without the efforts of 
a large number of volunteers to manage, coach, officiate and enerally lend- 
a-hand, the Australian s orts 'system would be in turmoil. &nfortunately, 
volunteers in sporthave % een the subject of a very small amount of research 
andlittle is known about why some sporting organisations are moresuccessful 
than others at retaining volunteers. 

The p y s e  of this important study is to develop a better understanding 
of factors w 'ch influence the commitment of volunteer administrators to 
s orting organisations. It is funded b a grant from the Australian Sports 
C?ommissiqn Applied Sports Research 5 rogram. 

Your sportina organisation has been selected to be representative of 
sporting clubs anzassociations in the Brisbane region and your participation 
in this study is voluntary. However, it is important that every committee 
member completes this study which will be conducted over a 12 month 

eriod. During this time you will be asked to complete several questionnaires. 
Fn addition to the questionnaires which you receive at this meeting, two 
follow-up questionnaires will be mailed to you at intervals of about 6 months. 

Your name will never be  laced on the auestionnaire and all data will 
remain strictly confidential. ?his project has;esearch ethics approval from 
Griffith University. 

This S orting Organisation 
Aysports administrators are members of several sporting organisations 

or committees. For the purposes of this study, items in the questionnaire 
which use the term 'this sporting organisation' are in reference to the s orting 
club or association at whch this questionnaire is being completed. P f ease be 
sure to res ond with reference to this sporting orgarusation when you read 
the term '&s sporting organisation'. 

About this questionnaire 
This uestionnaire is in two parts (Part A and Part B). Part A should be 

complete 1 during this meeting and handed to the research assistant. Part B 
should be taken home and completed within the next few da s, and returned 
in the re ly paid envelope provided. Eachpart should take a out 15 minutes 
to comp Y ete. 

i 
Before startin Part A, please: 
( 1 )  complete tfe personal contact details form and hand it to the research 

assistant; and 
(2) write your name on the envelope containing Part B of the questionnaire. 

Please read the instructions at the be inning of each section of the 
questionnaire and feel free to ask the resears assistant for help. 

Graham Cuskelly 
Project Director. 
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Section 1 
Information about your involvement in this sporting organisation 

Instructions 
(i) Please answer the following questions about your personal 

involvement with this sporting organisation and this sport. 
(ii) Please try not leave any queshons unanswered. Where a question 

asks for a number of years or number of hours, and your answer is 
'zero' years, write in a '0'. 

(iii) This section has two arts: ; - Section 1A is for clu level sporting organisations. 
-Section 1B is for district, regional and State level s orts associations. 

clarify your response. 
E (iv) Feel free to add comments to your answers, if you t ink they will help 

(1) What is the name of this sporting organisation? 

(2) At what level does this sporting organisation operate? 

a Club-formed by individual members 
(please go to Section 24 on the next page) 

a District, regional or State level association-formed by a 
group of clubs or associations 
(please go t o  Section 1B on page 6)  
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Section 1A 
TO BE COMPLETED BY COMMITTEE .MEMBERS I N  
CLUB LEVEL SPORTING ORGANISATIONS ONLY 

(1) How many years have you been a member of this 
sporting club? -- years 

(2) How many years, in total, have you been a member of 
the committee of this sporting club, in any capacity? years 

(3) How did you first become a member of the committee of this 
sporting club? (tick one only) 

a I was elected by the membership at an AGM (i.e., there was 
at least one other person standing for the same position) 

a I was appointed by the membership at an AGM (i.e., there 
were no other nominations) 

a I was recruited by the coqmittee or a member of the 
committee to fill a casual vacancy 

a Other (please specify): 

(4) Which of the following positions have you held, at any time, on the 
committee of this sporting club? (tick all that apply) 

0 President 
0 Vice-President 
a Secretary 
0 Treasurer 
a General committee member 
a Other type of committee member (please specify title): 

(5)  What is your current position on the cornmitee of this sporting 
club? (tick one only) 

0 President 
0 Vice-President 
a Secretary 
0 Treasurer 
0 General committee member 
0 Other type of committee member (please specify title): 
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(6) How many years have you held your current position 
on the committee of this sporting club? -- years 

(7) How many hours per week are you involved in sport? 
When this sport is 'in-season' please esimate how many hours per 
week (on average) you spend in the following roles: 

(a) as a volunteer administrator for this sporting 
club (include committee meetings)? -- hours/week 

(b) as a volunteer administrator for this sport at a 
district, regional or State level 
(include committee meetings)? -- hours/week 

(c) as a coach, team manager, referee, umpire, 
other official, or general helper in this 
sporting club? -- hours/week 

(d) as a player or competitor in this sport 
(include training or practicing)? -- hours/week 

(e) in all other sports in which you are a re,aular 
participant (whether volunteering, playing, 
competing, practicing or officiating)? -- hours/week 

TOTAL HOURS PER WEEK: 
Please add items (a) + (b) + (c) + (d) + (e) = -- hours /week 
(to give an estimated total number of hours per week 
for your involvement in sports-related activities) 

PLEASE GO TO SECTION 2 (page 8) 
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Section 1B 
TO BE COMPLETED BY COMMITTEE MEMBERS OF SPORTING 

ASSOCIATIONS AT THE DISTRlCT/REGIONAL OR STATE LEVEL 
ONLY 

(1) How many years have you been a member of a 
sporting club which is affiliated with this sporting 
association? -- years 

(2) How many years, in total, have you been a member 
of the committee of this sporting association, in any 
capacity? -- years 

(3) How did you first become a member of the committee of this 
sporting organisation (tick one only)? 

C( I was elected by my home club or association at an AGM 
(i.e., there was at least one other person standing for the 
same position) 

0 I was appointed by my home club or association at an AGM 
(i.e., there were no other nominations) 

C( I was recruited by the committee of my home club or 
association to fill a casual vacancy 

u I was recruited by the committee of this sporting 
organisation to fill a casual vacancy 

a Other (please specify): 

(4) Which of the following positions have you held, at any time, on the 
cornmitee of this sporting organisation? (tick all that apply) 

President 
0 Vice-President 
CI Secretary 
5 Treasurer 
5 Delegate from my home club or association 
a General committee member 

Other type of committee member (please specify title): 
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(5) What is your current position on the commitee of this sport in^ 
organisation? (tick one only) 

0 President 
0 Vice-President 
0 Secretary 
0 Treasurer 
0 Delegate from my home club or association 
0 General committee member 
0 Other type of committee member (please specify title): 

(6) How many years have you held your current position 
on the committee of this sporting organisation? -- years 

(7) How many hours per week are you involved in sport? 
When this sport is 'in-season' please esimate how many hours per 
week (on average) you spend in the following roles: 

(a) as a volunteer administrator for this sporting 
organisation (include conunittee meetings)? hours/week 

(b) as a volunteer administrator for your 
'home' club or association (include 
committee meetings)? -- hours/week 

(c) as a coach, team manager, referee, umpire, 
other official, or general helper in 
this sport? -- hours/week 

(d) as a player or competitor in this sport 
(include training or practicing)? -- hours/week 

(e) in all other sports in which you are a regular 
participant (whether volunteering, playing, 
competing or practicing)? -- hours/week 

TOTAL HOURS PER WEEK: 
Please add items (a) + (b) + (c) + (d) + (e) = -- hours/week 
(to give an estimated total number of hours per week 
for your involvement in sports-related activities) 

PLEASE GO TO SECllION 2 (next  page) 
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Section 2 
Some questions about your roles i n  sportgenerally and other 

commzrnity organisations 

TO BE -COMPLETED BY ALL RESPONDENTS 

(1) In your 'careerr in this sport with all clubs/associations, 
about how many years have you been: 

(a) a volunteer administrator or committee person. years 

(b) a player or competitor ............................................ -- years 

........................................ (c) a coach or team manager -- years 
(d) an official (e.g., umpire, referee, judge, scorer, 

timekeeper or other type of official) .................... years 
(e) a general helper ........................................................ -- years 

(f) a spectator or follower ............................................. -- years 

Concerning your involvement in all sports, other than this sport, 
please indicate whether you are or have been at any time? 
(tick all that apply) 

0 a volunteer administrator or committee person 
0 a player or competitor 
0 a coach or team manager 
0 an official (e.g., umpire, referee, judge, scorer, timekeeper 

or other type of official) 
a a general helper 

a spectator or follower 

(3) In which of the following roles in all sporting clubs and associa- 
tions would you describe yourself as an 'active' participant this 
season? (tick all that apply) 

0 a volunteer administrator or committee person 
0 a player or competitor 
0 a coach or team manager 
a an official (e.g., umpire, referee, judge, scorer, timekeeper 

or other type of official) 
a general helper 
a spectator or follower 
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(4) Do you currently hold any formal sport-related qualifications in 
any sport? (tick all that apply) 

# coach (e.g., NCAS) 
# umpire, referee, judge or other type of official 
# administrator (e.g., ASSA) 
# sports trainer (e.g., A S W )  
# first-aid or resuscitation 
# other type of sport-related qualification (please specify): 

(5) How maiiy other vbluntary organisations (e.g., other sports clubs 
or associations, reli,oibus, community, or educational groups, etc.), 
would you describe yourself as a current and active member? 

- organisations 

(6) (a) Is this sporting organisation primarily concerned with junior 
s ort? (i.e., for players 17 years and under) d' No (please go to question 7 below) 
# Yes 

(b) If 'Yes'to 6(a), do you have any dependent children? 
# No (please go to question 7 below) 
# Yes 

(c) If 'Yes'to 6(b), please describe the involvement of your 
dependent child/children in this sport? (tick all that apply) 
0 At least one of my children is currently a participant within 

this club /association 
# At least one of my children is currently a participant in this 

sport with another club/association 
# At least one of my children was a participant in this sport 
# None of my dependent children have ever been participants 

in this sport. 

(7) Please feel free to add any additional comments about your 
involvement as a volunteer or in other roles in sport. 

PLEASE GO TO SECTION 3 
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Section 3 
Some questions concerning your feelings about this sporting 

organisation 

T O  BE COMPLETED BY ALL RESPONDENTS 

Instructions 
Listed below are a series of statements that represent feelin s that 
individuals might have about the sportin. organisation for w h i s  they 
volunteer. Wlth respect to your own Teelings about this sporting 
organisation, please indicate the extent of your agreement or disagreement 
with every statement. 

U 

U C 

I am willing to ut in a great deal 
of effort bevon ci' that normallv 
expected & order to help thi; 
sporting organisation be successful ... 0 

2) I talk u this sporting organisation 
to my Lends as a great 
organisationtojoin ............................... CI CI CI CI CI CI CI 

3) I feel very little loyalty to this 
sportingorganisation ........................... CI CI CI CI CI CI CI 

4) I would accept almost any task in 
order to keep volunteering for this 
sportingorganisation ........................... a 13 C1 0 

5) I find that my values and this 
sporting organisation's values are 

............................................ verysimilar CI C1 CI C1 CI CI CI 
6) I am proud to tell others that I am 

part of this sporting organisation ....... [Z1 0 a a 
7) I could just as well volunteer for a 

different sporting organisation as 
long as the types of tasks were 

..................................................... similar C I C I C I C I C I C I C I  
8) This sporting organisation really 

inspires the very best in me in my 
performanceasavolunteer ................. 01 CI CI CI C1 CI CI 
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u u 

9) It would take very little change in 
my present circumstances to cause 
me to leave this sporting 

........................................... organisation O C 1 O r Z 1 C 1 Q  
10) I am extremely glad that I chose to 

become a member of this sporting 
organisation ........................................... O Q Q C I C I  

11) There's not too much to be gained 
by sticking with this sporting 
organisation indefinitely ..................... ~ c I ~ z ! Q c l ~  

12) Often, I find it difficult to agree 
with this sporting organisabon's 
policies on important matters 
relating to its members ........................ a 0 0 

13) I really care about the fate of this 
sportingorganisation ........................... Ci C1 C1 C1 Q  O CI 

14) For me this is the best of all 
possible sporting organisations for 

............................... which to volunteer ~ C l ~ ~ ~ C 1  
15) Deciding to volunteer for this 

sporting organisation was a definite 
............................... mistake on my part a CI a a 

Please make sure that yozr have responded t o  eve y statement 

Feel free to make any comments concerning your attitudes about this 
sporting organisation. If you need more space please use the back page. 
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For your information the background to this study which was included in 
Part A has been repeated'below: 

The role of volunteers has long been acknowledged as critical in most 
sporting clubs and associations throughout Australia. Without the efforts of a 
large number of volunteers to manage, coach, officiate and generally lend-a- 
hand, the Australian sports 'system' would be in turmoil. Unfortunately, 
volunteers in sport have been the subject of a very small amount of research and 
little is known about why some sporting organisations are more successful than 
others at retaining volunteers. The purpose of this important study is to develop 
a better understanding of factors which influence the commitment of volunteer 
administrators to sporting organisations. It is funded by a grant from the 
Australian Sports Commission Applied Sports Research Progr.am. 

Your sporting organisation has been selected to be representative of 
s p o k g  clubs and associations in the Brisbane region and your participation in 
this study is voluntary. However, it is important that every committee member 
completes this study which will be conducted over a 12 month period. During 
this time you will be asked to complete two follow-up questionnaires which will 
be mailed to you at intervals of about 6 months. Thank you for your assistance. 
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Section 1 
Some questions about your reasons for being a volzinteer 

Instructions 
Listed below are some reasons people might give for volunteering for 
sporting organisations. Please indicate the extent to which each of the 
reasons listed are important t o  you for volunteering in sport. 

Tick one of the alternativesfor each statement. 

I volzrnteer in sport because it 
provides me with opporttinities to: 

1) Release or reduce some built-up 
tensions .................................................. C I C I Q  

................................ 2) Do something creative a C ] I a L l Q  
.................................... 3) Give my mind a rest L l a a a Q  

4) Experience new and different things ........ a  a  a  
5) Be with others who enjoy the same 

things I do .............................................. a C 1 C f c l  

6) Do what others expect of me .... .; ............... a C 1 o C I  
7)  Feel independent ........................................ a c ' l C I ' z l c l  
8) Be in control of things that happen ........... a a C ] I B  
9) Learn what I am capable of ........................ ~ ~ ~ C 1 Q  
10) Have a change in my daily routine ........... C ] I c I m  

........ 11) Be away from the family for a while a  a a  a 
12) Learn more about things ............................ a  a  a  0 
13) Think about my personal values ............... C I a a a  
14) Help direct the activities of others ............ a  a  a  a  Q 
15) Be with considerate people ........................ Q a c I  
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I volunteer in sport because it 
provides me wi th  opportunities to: 

16) Do something which I want to do ............. 0 0 a 
17) Have others think highly of me for 

doing it ............................................... a a 0 
18) Be with friends ............................................. a a 
19) Develop my skills and abilities .................. a a a 
20) Be my own boss ........................................ a 0 

21) Help this sport to develop .......................... 5 0 
22) Do something with my family ................... 0 0 CI 0 
23) Relax physically ......................................... 0 0 
24) Share what I have learned with 

others ...................................................... CI 0 CI CI CI 
25) Express my care and concern for 

others ...................................................... C1 0 a 
26) Talk to new and varied people .................. Q C I C I C I  
27) Observe other people .................................. a a C]I 
28) Grow and develop spiritually ................... a a a 
29) Get away from the usual demands 

of life for a while ................................... 0 Cjl 0 a 0 
30) Help others enjoy their sport ..................... 0 a a C1 

Please check that you have responded to eve y statement 
before going to the next section. 
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Section 2 
Information about being a volunteer 

(1) On the following scale, please indicate the degree to which you see 
volunteering as work or leisure? (tick one box only) 

Work Leisure 
C I B B C I B C I C I  

(2) Why did you initially choose to become a volunteer for this 
sporting organisation? 

(3) If you were a committee member prior to the last Annual General 
Meeting, what reasons influenced your decision to continue to 
volunteer this year? 

(4) What factors prevent you from volunteering a larger amount of 
your time for this sporting organisation? 

(5) What factors might influence you to decide to quit being a 
volunteer for this sporting organisation? 
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Section 3 
Some questions abozrt your views of thefunctioning of the committee 

of this sporting organisation 

PLEASE A N S W E R  THIS QUESTION BEFORE PROCEEDING. 
Were you a member of the committee of this sporting organisation before the 

last Annual General Meeting? 
0 No (please go to Section 4 on page 9)  
0 Yes (please complete this section of the questionnaire) 

Instructions 
Listed belaw are a series of statements that represent possible processes 
that individuals might experience as a volunteer administrator on the 
committee of a sporting organisation. With respect to your own experiences 
as a member of the committee of this sporting organisation, please 
indicate how much you agree or disagree with each statement. 

Please write the name of 'this sporting organisation' here: 

Tick one of the alternatives 
for each statement. 

1) I feel I am really part of this committee ... CI a 0 a a a 
2) Members of this committee know 

exactly what things have to get done ....... CI a a a 0 
3) Members who offer new ideas on this 

committee are likely to get "clobbered" ..Q 0 0 a 0 
4) Members of this committee vary 

ividely in their skills and abilities ............. C I C l c I ~ ~ C I c l  
5 )  Committee members are afraid to 

express their real views ............................. Q Q Q C I C I L I C I  
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6 )  Each member of this committee has 
a clear idea of the organisation's goals .... C1 

7) If we have a decision to make, 
everyone on the committee is 
involved in making it ................................ '2 

8) This committee contains members 
with widely varying backgrounds ........... C1 

9) , Committee members tell each other 
the way they are feeling ........................ ;.. C] 

10) Some of the people on this committee 
have no respect for others .......................... CI 

11) In this committee everyone's opinion 
gets listened to ............................................ '2 

12) I look forward to being with the 
members of this committee ....................... a 

13) There are feelings among members 
of this committee which tend to pull 
the group apart ........................................... rI71 

14) There is constant bickeringon this 
committee .................................................... C1 

15) When conflicts occur on this committee 
they are either suppressed 

.................................................... or ignored a 
16) The goals of this sporting organisation 

are not well accepted by committee 
members ...................................................... a 

17) The important decisions do not get made 
by the committee of this sporting 
organisation ................................................. C1 

18) This committee depends very much on 
a single person or small group for 
leadership .................................................... 0 

19) The knowledge, skills and experiences 
of individual members are utilised by 
the committee .............................................. 0 

20) Decision making rests with only part 
of this committee ........................................ 0 C1CIOC1'2cl 
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There is a h h degree of mutual trust 
among mem 6 ers of the committee ........... CI 

22) The @als of this organisation were 
discussed openly by the committee 
when they were being formulated ........... [S 

23) The committee is inflexible in the way it 
operates ........................................................ CI CI CI CI CI CI CI 

24) Conflicts are resolved on this committee 
bydominatingthedissenter ...................... 

25) Most committee members listen to each 
otherduringdiscussions ............................ CI 0 CI 

26) Committee members are stereotyped 
and rigid in their roles ............................... C I c u l l C I C I C I C I  

27) Committee members do not feel afraid 
of appearing foolish by putting forward 
creativeideas ............................................... 0 

28) Formal voting is regularly used as the 
only way to make a decision on this 
committee .................................................... Cl CI CI CI CI CI CI 

29) Committee members feel free to 
express their ideas about how the 

.................................... committeeoperates 0 13 0 CI CI 
30) The focus of this committee is how 

to get the job done and not who is 
incontrol ...................................................... CI CI CI CI C1 C1 CI 

Please check that you have responded to eve y statement. 

31) Approximately how . . many committee meetings, for this sporting 
organisation: 
(i) were held during the last 12 months? -- meetings 
(ii) did you attend during the last 12 months? meetings 

32) Please feel free to add any additional comments concerning your 
views about the operation of this committee or this sporting 
organisation. 

PLEASE GO TO THE FNAL SECTION (page 9) 
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Section 4 
Information about you 

Please provide the following information about yourself (tick one box 
for each question). 

(I) Age group? 
0 19 years or less 
0 20-29 years 

30-39 years 
0 40-49 years 
0 50-59 years 
u 6 0  years or more 

(2) Gender? 
a Male 
0 Female 

(3) Highest level of education completed (tick one)? 
0 Primary school 
0 Some high school 
a High school 
a TAFE trade or associate diploma course 
a University/CAE degree or diploma 

Other (please specify): 

(4) What is your marital status? 
0 Married or living with partner 
0 Single 
0 Widowed, separated or divorced 

(5) What is your current employment status? 
a Employed full-time 
0 Employed part-time 
0 Self employed 
0 Not employed outside of home 
a Unemployed 
a Retired 
a Student 
a Other (please specify): 
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(6) If employed, which category best describes your current 
occupation (tick one)? 

Labourer 
0 Plant or machine operator or driver 
0 Sales or personal services 
a Clerical 
0 Tradesperson 
0 Management or administration 
0 Professional 
0 Other (please specify): 
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VOLUiVTEERS IN SPORT 
RESEARCH PROJECT 

Thank you for your participation in this major study of volunteers in sport. 
To ensure that the study is a success Ineed your cooperationby completing 
this,'the third part of the four part series of questionnaires. It will take 
about 15 minutes to complete. Would you please read the instructions 
carefully and use the reply paid envelope provided to return your 
completed questionnaire. 

Many people involved in sport are members of several sporting 
organisations or committees. For the purposes of this study, items in the 
questionnaire which use the term 'this sporting organisation' are in 
reference to the club or associatioq named on the letter which accompanied 
this questionnaire. 

Please do not write your name on the questionnaire. All data will remain 
strictly confidential. This project has research ethics approval from 
Griffith University and is supported by a grant from the Australian Sports 
Commission Applied Sports Research Program. 

Before starting this questionnaire: 
Please read the instructions at the beginning of each section and try not to 
leave any questions unanswered. Feel free to add comments to your 
answers, if you think they will help clarify your response. 

Please call me today on (07) 8755750 (direct) or 8755663 (message) if you 
have any questions at all. 

Graham Cuskelly 
Project Director. 
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Sec t ion  1 
Your current involvment in  this sporting organisation 

(1) Are you still a member of the management committee of this 
sporting club or association? 
Q Yes (please go to the next question) 

No (please go Section 2 of this qtrestionnaire) 

(2) Do you intend to continue as a member of the management 
committee of this sporting club or association beyond this year? 
a Yes (go to the next qzrestion) 
a Undecided (go to Section 3 of this qtrestionnaire) 
a No (go to Section 3 of this questionnaire) 

(3) If Yes to question (2), will you stand for: 
Q the same position you have held this year 
0 a different position to the one you held this year 

whatever position that needs to be filled 

Please go to Sect ion 3 of this questionnaire. 
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Section 2 
For individuals zvho have  lef t  the  organisation or committee 

(1) If you are no longer a member of the committee, are you or any of 
your children still members of this sporting club or association? 
a Yes (go to fhe next  question) 
a No (please go to question 3) 

(2) Why did you leave the committee of this sporting club or 
association? 

(3) Why did you and/or your child/children leave this sporting club or 
association? 

Please complete Section 3 of this questionnaire. Affer completing 
Section 3, please return your questionnaire in the reply paid envelope 
provided. There is no need to complete Section 4. Thank you for 
your participation in this study. 
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Section 3 
Some qzrestions concerning yozrr attitzrdes about this sporting 

organisation 

TO BE COMPLETED BY ALL RESPONDENTS 

Instructions 
Listed below are a series of statements which represent feelinus that 
individuals might have about the sportin organisation for whi& they 
volunteer. Wlth respect to your own !? eel~ngs about this sporting 
organisation, please indicate the extent of your agreement or disagreement 
with every statement. 

Please write the w m e  of 'this sporting organisation' here: 

Tick one ofthe alternatives 
for each statement. 

U 
U 

i? '"l 
._ 
2- a 

3 
--L 

9 
K 
i-, 

v, 

1) I am willing to ut in a great deal 
of effort beyongthat nollnally 
expected in order to help this 
sporting organisation be successful ... 0 n CI 

2) I 'talk up' this sporting organisation 
to my friends as a great 

.............................. organisationtojoin CI C1 CI C1 CI CI CI 
3) I feel very little loyalty to this 

sportingorganisation ........................... O C1 C1 CI CI C1 O 

4) I would accept almost any task in 
order to keep volunteering for this 
sportingorganisation ........................... CI C1 C1 CI O O CI 

5) J find that my values and this 
sporting organisation's values are 
verysimilar ............................................ CI Q C1 O C l  C1 CI 

6) I am proud to tell others that I am 
....... partofthissportingorganisation 0 a 
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7) I could just as well volunteer for a 
different sporting organisation as 
long as the types of tasks were 

.................................................... similar 

8) This sporting organisation really 
inspires the very best in me in my 

................. performance as a volunteer C1 CI Cf CI CI CI CI 

9) It would take very little change in 
my present circumstances to cause 
me to leave this sporting 

......................................... organisation CI CI CI CI CI CI CI 

10) I am extremely glad that I chose to 
become a member of this sporting 
organisation ........................................... CI CI CI CI CI CI CI 

11) There's not too much to be gained 
by sticking with this sporting 

..................... organisation indefinitely Cf 0 

12) Often, I find it difficult to agree 
with this sporting organisation's 
policies on important matters 
relating to its members ........................ a 

13) I really care about the fate of this 
........................... sportingorganisation C1 CI CI C1 CI CI CI 

14) For me this is the best of all 
possible sporting organisations for 
whichtovolunteer ............................ C]I C)I C1 

15) Deciding to volunteer for this 
sporting organisation was a definite 

............................... ; mistake on my part 0 CI CI 

Please make sure that yozr have responded to  eve y statement 
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(16) Look back at the time you have spent in your various roles as a 
volunteer for this s orting organisation over the past 6 months. 

organisa tion: 
R Has the number of ours per week which you put into this 

decreased noticeably 
0 remained about the same 
0 increased noticeably 

(17) If your number of hours has increased or decreased, why has this 
change occurred? 

(18) Feel free to make any comments concerning your attitudes about 
this sporting organisation. If you need more space please use the 
back page. 

Please go t o  the next section of the questionnaire 
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Section 4 
Some questions about yozrr views of the functioning of the committee 

of this sporting organisation 

TO BE COMPLETED BY ALL RESPONDENTS 
WHO ARE STILL MEMBERS OF THE 

MANAGEMENT COMMITTEE OR BOARD 

Instructions 
Listed below are a series of statements which represent possible processes 
that individuals might experience as a volunteer administrator on the 
management committee of a sporting organisation. With respect to your 
own experiences as a member o'f the committee of this club or association, 
please indicate how much you agree or disagree with each statement. 

Tick one of the alternatives 
for each statement. 

1) I feel I am really part of 
thiscommittee ...................................... C1 Cl Cl Cl Cl Cl Cl 

2) Members of this committee 
know exactly what things 

....................... ........ have to get done .. C l Q a c I C l C l  
3)  emb be; who offer new ideas 

on this committee are likely 
to get "clobbered" ................................ El 

4) Members of this committee 
vary widely in their skills 
and abilities .......................................... a 

5) Committee members are afraid to ' express their real views ...................... a 
6) Each member of this committee 

has a clear idea of the 
organisation's goals ............................. C 1 C I C 1 C I C I  
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C) 
C)  C u %  C C) 0 2 2 .s E 

2  .c: & C ) 2  2 3 
. 2 - . . . .  % ? 3  
- y * -  
2 . " $  * 2 x P a  v, 

7) If we have a decision to make, 
everyone on the committee is 
involved in making it .......................... a a  a a  

8) This committee contains members 
with widelyvaryingbackgrounds .... 0 CI a CI 

9) Committee members tell each other 
the way they are feeling ...................... 0 a 0 a 

10) Some of the people on this committee 
have no respect for others .................. a a 0 a  a  

11) In this co&ttee everyone's . 

....................... opiniongetslistenedto CI a CI a 0 
12) I look forward to being with the 

members of this committee ................ a a 0 C 1 a  
13) There are feelings among members 

of this committee which tend to 
............................ pull the group apart a a  Q  a 

14) There is constant bickering on this 
committee ........................................... CI C1 0 C1 CI CI 

15) When conflicts occur on this 
zommittee they are either 

......................... suppressedorignored a a  a CI 0 C]I 0 
16) The goals of this sporting 

organisation are not well accepted 
by committee members ...................... CI a a a  a  

17) The im~ortant decisions do not 
' get maae by the committee of this 

.......................... sporting organisation C I Q C I C I Q C I  
18) This committee depends verv 

' much on a single derson or &all 
groupforleadership ........................... D Q a  

19) The knowledge, skills and 
experiences of individual members 

; are utilised by the committee ............. a 0 0 
20) Decision making rests with only 

part of this committee ......................... 0 a  0 a 
21) There is a high degree of mutual trust 

amongmembersofthecommittee .... 0 a a  a  
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22) The goals of this organisation were 5 a v, 

discussed openly by the committee 
when they were being formulated .... a a a a a Cf Cf 

23) The committee is inflexible in the 
way it operates ..................................... C I C 1 L l C I C f C I  

24) Canflicts are resolved on this 
committee by dominating the 
dissenter ..............~................................a a a Cf Cf a Cf 

25) Most committee members listen to 
eachotherduringdiscussions ........... a a a a a Cf 

26) Committee members are stereotyped 
and rigid in their roles ........................ a a a 0 a 

27) Committee members do not feel afraid. 
of appearing foolish by putting 
fomard creative ideas ........................ a 0 a 0 a a 

28) Formal voting is regularly used as 
the only way to make a decision on 
thiscommittee ...................................... C1 C1 C1 0 Cf 

29) Committee members feel free to 
express their ideas about how the 

............................. committeeoperates CI a Cl Cl 
30) The focus of this committee is how 

to get the job done and not who is 
incontrol ............................................... CI, C1 CI CI CI, Q 

Please check tha t  you have responded t o  every statement. 

(31) To what extent do you feel that the management committee is 
important to the success of this sporting organisation? 

verv verv 
important impo&ant 

CI, CI, 

(32) Look back at your participation in the mana ement committee of 
sporting organisation over the past 6 m o n k .  All things 
considered, have your views about how this committee functions 
changed? 

Yes (xo fo the next qzrestion) - 
No (go to question 34) 
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(33) If to question (32), why have your views changed about how 
t e mana ement committee functions? Please use the back page 
for any a 2 ditional comments. 

(34) Approximately how many committee meetings, for this sporting 
organisation: 
(i) were held this year? 

(ii) did you attend this year? 
-- meetings 

-- meetings 

(35) Please feel free to add any additional comments concerning your 
views about the operations of this committee or this orgarusation. 

Thank you for completing this questionnaire. 

A final follow-up: 
In about March or Aprilnext year, I will write and seek your participation 
in this study for one last time. If you would like further information about 
this study, please feel free to give me a call during business hours on 
8755750 (direct) or 8755663 (secretary). 
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APPENDIX 1.2d 

G R I F F I T H  
U N I V E R S I T Y  

School of Leisure Studies 

A study of factors whid~  
influence the commibncn t 
of volu~~tccr administnton 

to sports clubs and assodations 
UI Queensland 

QUESTIONNAIRE 1 

CONFIDENTIAL 
FOR RESEARCH PUrV'OSES 



VOLUNTEERS IN SPORT 
RESEARCH PROJECT 

Thank you for your articipation in this major stud of volunteers 5, P B in sport. To ensure at the stud is a success I nee your coopera- 
tion by completing this, the fina in a series of questionnaires. 

Many people involved in sport are members of several sporting 
organisations or committees. For the pu oses of this study, items 
in the questionnaire which use the term '$is spgrtin organisation' 

accompanied this questiomatre. 
k are in reference to the club or association named on t e letter which 

Please do not write our name on the questionnaire. All data will 
remain strict1 coddential. This prolect has research ethics a 

I?- proval from diffith~niversity and is su orted by a grant from t e 
Australian Sports Commission, ~ ~ ~ l i e c f $ ~ o r t s  Research Program. 

Before starting this questionnaire: 
Please read the instructions at the beginning of each section and try 
not to leave any questions unanswered. Feel free to add comments 
to your answers, if you think they will help clanfy your response. 

If you have an uestions at all, please call me today on (07) 8755750 P4 (direct) or 87 5 63 (message). 

Graham Cuskelly 
Project Director. 
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Section 1 
Your current involvement in this sporting organisation 

1) Are you still a member of the management committee of this 
sporting club or association? 

Yes (please go to the next question) 
0 No (please go.to' Section 2 of this questionnaire) 

If 'Yes' to question (1)' which one of the following titles best 
describes your present position on the management 
committee/board (tick one)? 
01 President 
a Vice President/ Junior VP/Senior VP 
a Secretary/Assistant secretary 
a Treasurer/Assistant treasurer 
a Registrar/Assistant registrar 
a General committee member 
0 Executive committee member 
a Director/Board member 
0 Delegate 
a Other (please specify): 

Please go to Section 3. 
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Section 2 
For individzrals who have left the organisation or committee 

1) Are you (or your child/children) still a member of this 
s ortin organisation? 

Yes lease go to the next question) 6 ? 
o please go to Question 3 below) Q N  P 

2) (a) If you no longer hold a position on the management 
committee or board did you (tick one)? 
a Resign your position 

Not stand for re-election 
0 Stand, but not get re-elected 
a Other (please specify): 

(b) Why did you decide to leave the management committee 
or board? 

3) Why did you (or your child/children) decide to leave this 
sporting organisation? 

If you (or your child/children) are still members of this sportin6 
organisation, would you please complete both Section 3 & Section 5 
of this questionnaire and return it in the reply paid envelope pro- 
vided. Thank you for your participation in this study. 

If you (or your child/children) are no longer members of this sporting 
organisation, would you please complete Section 5 only of this ques- 
tionnaire and return it in the reply paid envelope provided. Thank 
you for your participation i n  this study. 
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Section 3 
Some questions concerning your aff itudes about this sporting or- 

ganzsatzon 

PLEASE COMPLETE THIS SECTION IF YOU ARE CURRENTLY 
A MEMBER OF THIS SPORTING ORGANISATION 

-. ............. 

Listed below are a series of statements wMch represent feelings that 
individuals might have about the sportmg organisation for which 
they polunteer: Wlth respect to your own feelings about this 
sporhng  organisation, please lndlcate the extent ofmyour agreement 
or disagreement with every statement. This spoeln oruanlsabon 
IS the one named on the letter whlch accompanled%us~uestion- 
nalre. 

Tick one o the alternatives 
for each s f atement. 
1) I am willing to ut in a great deal 

of effort bevon A' that normallv 
expected & order to help thi; 
sporting or anisation be successful . a a 0 

2) I 'talk up' a s  sporting organisation 
to my fnends as a great organisation 
tojoin .................................................. Cl CI C1 C1 C1 CI Cl 

3) I feel very little loyalty to this 
sportin organisation .......................... Cl C1 C1 Cl Cl Cl 

4) I woul d accept almost any task in 
order to keep volunteering for this 
sporting organisation .......................... Cl C1 CI CI C1 Cl C1 

5) I find that my values and this 
sporting organisation's values are 

........................................... very similar C l C I C l C l C l  

6 )  I am proud to tell others that I am 
art of this sporting organisation ..... a 0 0 CI 

7) i'could just as well volunteer for a 
different sporting organisation as long 
as the types of tasks were similar ..... 0 0 

8) This sporting organisation really 
inspires the very best in me in my 
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erformance as a volunteer ............... 
would take very little change in 

a 
my present circumstances to cause 
me to leave this sporting 
organisation .......................................... 
I am extremely glad that I chose to 
become a member of this sporting 

.......................................... organisation 0 

11) There's not too much to be gained 
by sticking with this sporting'. 

.................... or anisation indefinitely Q 
12) d e n ,  1 find it difficult to agree 

with this sporting organisation's 
policies on important matters 

....................... relating to its members 0 
13) I really care about the fate of this 

.......................... s orting organisation 
14) 8 or me this is the best of all 

possible sporting organisations for 
which to volunteer .............................. 

15) Deciding to volunteer for this 
sporting organisation was a definite 

............................. mistake on my part 0 

Please check that you have responded to  eve y statement 

16) Relative to other members of this committee/board, would you 
describe your level of commitment to this sporting organisation as: 
a much greater than most others 
a greater than most others 
0 about the same level as most others 
a less than most others 

much less than most others 

17) Why do you think other people volunteer for this sporting 
organisation? 
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Section 4 
Some questions about your views of theftinctioning of the committee of this 

sporting organisation 

PLEASE COMPLETE THIS SECTION IF YOU ARE 
CURRENTLY A MEMBER OF THE 

MANAGEMENT COMMITTEE OR BOARD 

~nstructions 
Listed below are a series of: statements which represent possible processes 
that individuals might ex erience as a vo~unteer administrator on the P management comrn~ttee o a sporting organisation. With res ect to your P own experiences as a member of the management committ%e o this club or 
association, please indicate how much you agree or dis-ree with each 
statement. u 3 

to 

Tick one of the alternatives 
for each statement. 

1) I feel I am really part of this 
committee ........................................ Q 0 . 0 . O Q 0 .  

2) Members of this committee know 
exactly what things have 
to get done ....................................... Q Q a c l  

3) Members who offer new ideas 
on this committee are likely 
to get "clobbered" .......................... C H I l Q ~ C l Q  

4) ~ g m b e r s  of this committee vary 
widely in their skills and abilities Q  0. 0. 0. 0. 

5) Committee members are afraid to 
................. express their real views Q  0. 0. O  O  O  O  

6) 'Each member of this committee 
has a clear idea of the 
organisation's goals ....................... Q 0 . 0 . 0 . O 0 . ~  

7) If we have a decision to make, 
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everyone on the committee is 
.................... involved in making it 5  5  0 5  5  

8) This committee coKtains members 
with widely varying backgroundso 5  a a 5  5  5  

9) Committee members tell each other 
................ the way they are feeling C1 5  0 CI 0 5  

10) Some of the people on this 
committee have no respect 
forothers ......................................... 5  5  a o a 5  

11) In this committee everyone's 
................. o inion gets listened to 5  5  CI a 5  

12) I rook forward to being with the 
........... members of this committee 5  5  a 5  5  5  

13) There are feelings among members 
of this committee which tend to 
dl the group apart ....................... 5  5  0  5  5  5  

14) k e r e  is constant bickering on this 
........................................ committee 5 5 Q Q D 5 5  

15) When conflicts occur on this 
committee they are either 

................... suppressed or ignored 5  5  a 0  5  5  5  

16) The goals of this sportin 
organisation are not we1 f accepted 
by committee members ................. 5  

17) The important decisions do not 
get made by the committee of this 

5  

much on a 
...................... 

by the cornmittee ............................ 
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21) There is a high degree of mutual trust 
among members of the committeeu CI CI 

22) The goals of this organisation were 
discussed openly by the committee 
when they were being formulatedu CI 0 

23) The committee is inflexible in the 
way it operates ................................ Cl CI CI Cl 

24) Conflicts are resolved on this 
committee by dominating the 
dissenter ........................................... 0 CI 

25) Most committee members listen to 
each other during discussions ...... 

26) Committee members are stereotyped 
and rigid in their roles ................... 0 a 0 0 

27) Committee members do not feel 
afraid of appearing foolish by 

........ F utting forward crcative ideas CI a 
28) ormal voting is re 

the only way to ma Tlarly e a decision used as 
........................... onthiscommittee Cl C1 Cl CI C1 C1 

29) Committee members feel free to 
express their ideas about how the 
'committeeoperates ................... .....D Cl El CI Cl Cl CI 

30) The focus of this committee is how 
to get the 'ob done and not who is 
in contro 2 .......................................... C I C I C ~ C I C I Q  

Please check that  you have responded to  every statement. 

31) Do you feel that the number of management committee/ 
I board meetings held during the past year by this club or 
association was: 
[ZII far too many 
C1 too many 
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a about the right number 
C1 too few 
a far too few 

32) How many management committee/board meetings do you 
think should be held during one year to adequately deal with 
the business of this club/association? 

-- meetings. 

33) Do you feel that the average len h of the management com- 
mittee/board meetings held by t 's club/association is: 

far too long 
8, 

C1 too long 
about right 

Cl too short 
far too short 

34) On average, how long (number of hours) do you thmk each 
management committee/board meeting should last? 

hours. 

Section 5 
Some final qzrestions abozrt yozrr participation 

in this  sport or this organisation 

If ou are currently a player or have been a player in this sport, 
w g at is thehighest level at which you have played or 
competed? 
CI Local team or club 

District /regional representative team 
State team 

0 National re resentative team 
a Not applica ! le (have never been a player or competitor) 

2) (a) In your service to this s orting club/association have you 
I? received any formal awar s or honours for meritorious service 

(e.g., club person of the year, fife membership or other award for 
service)? 
Cl Yes Cl No 

(b) If, Yes, please specify the name of the award(s): 
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3) Is your spouse or partner a member of this sporting club or 
association? 

Yes a No a Not applicable 

4) Excluding committee meetings, competitions and other official 
functions, how often do you mix socially with other members of 
the management committee of this sporting organisation? 

Never 
a Once or twice per year 
a Three or four tunes per ear 
CI Once or twice per mont Z 

Once a week or more often 

5) When this sport is 'in-season' please estimate how many hours 
per week (on average) you spend in the following roles: 

(a) as a volunteer administrator for this sport 
at the local club, district, regional or State 
level (include committee meetings)? -- hrs/week 

(b) as a coach, team manager, referee, umpire, 
other official, or general helper in this sport? hrs/week 

(c) as a player or competitor in this sport 
(include training or practicing)? -- hrs/week 

(d) in all sporting activities other than this 
one, in which you are a regular participant 
(whether volunteering, laying, competing, 
practicing or officiating$ -- hrs/week 
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APPENDIX 1.2e 

Griffith University 
School of Leisure Studies 

VOLUNTEERS IN SPORT 
IRESEARCH PROJECT 

PERSONAL CONTACT DETAILS FORM 

CTLY CONFIDENTIAL 
LY 

Please provide the following personal contact details. This information will enable two follow-up 
studies to be completed over the next 12 months. Two shorter questionnaires will be mailed to you 
at about 6 monthly intervals. It is important to the findings of this study that you respond promptly 
to each questionnaire. 

All personal information will remain strictly confidential. Your name will never be placed on the 
questionnaire. Your personal details will not be stored with the completed questionnaires and will 
be destroyed when the study has been completed. 

Postcode: 

\ . 



G R I F F I T H  U N I V E R S I T Y  
APPENDIX 1.2f 

I January 1999 

Title Given Name Surname 

SCHOOL OF LEISURE STUDIES 
Facultyol Health and Behav~oural Sciences 
Mt Gravan Campus Messines Rtdge Road Br~soane 
Please Contact 
Teleonone (07) 875 5663 Fax (07) 875 5661 
Relereme 

Position 
Organisation 
Street 
Town or Suburb Q 9999 

Dear Title Surname 

Recently, a member of the research team involved in a study of volunteers in sport 
visited your sporting organisation and left a questionnaire package to be completed 
and returned in a reply paid envelope. As of today I have not received your reply. 

This research has been undertaken because of the belief that the role of volunteers 
has long been acknowledged as critical in most sporting clubs and associations 
throughout Australia. Without the efforts of a large number of volunteers, the 
Australian sports 'system' would be in turmoil. However, little is known about 
why some individuals continue to volunteer year-in and year-out, while others find 
that they are unable to continue in their role as a volunteer for a variety of reasons. 

I am writing to you because of the significance each individual committee member 
has to the usefulness of this study. Your organisation was drawn from a list of 
sporting organisations located in the Brisbane region. In order for the results to be 
truly representative of committee members in all sporting organisations, it is 
essential that each individual in the sample be involved in the study. Your views 
are important and will impact upon the findings of this important study. 

If you have returned Parts A and B of your questionnaire over the past couple of 
days, please accept my sincere thanks. If you have not, please do so today. If you did 
not receive the questionnaire package or it has been misplaced, please call me today 
direct (07) 8755750 or on the phone fax numbers shown above. 

Should you require further information about this study please feel free to give me 
a call. Your cooperation is greatly appreaated. 

Yours sincerely 

I 
Giaham Cuskelly 
Project Director 

.Volunteers in Sport Research Project. 

REPLY TO - Grlllbth Unlwrsity Oueenslana 4111 Auslralta 

Goldcoast Un~ersny Collegeol Grtll~th Unlverslly PMB 50GoldCoast MaflCentreOueensland 4217 Australta 

Oueensland Conservdtor8um 01 MUSIC. Gr!ll!ln U ~ ~ M ; S I ~  PO BOX 28 Nonn Ouay Oueensland4002/\ustralla 

OueenslandConservator~om 01 MUSIC. Grtll~ln Unlvers~ty PO Box 636 Macwy Oueenslanrl4740A~~slrala 

Oueenslalld College ol An GrtII!th Unwefsnrv PO Box 84 Morn4nqstd.e Oueetrslartd 4170 A!rlralta 



G R I F F I T H  U N I V E R S I T Y  

SCHOOLOF LEISURESTUDIES 
Facultyd Health and Behanwrd Sctewes 
Mt GravanCampls Messlnes Ridge Road Brlsaane 
PleavlConracl 
Telepnone (07) 875 5663 Fax (07) 875 5661 
Reference 

Title Given Name Surname 
Position 
Organisation 
Street 
Town or Suburb QLD 9999 

Dear Title Surname 

You may recall several months ago that you completed two parts of a questionnaire 
concerning your role as a volunteer in sport. The response rate so far has been very 
encouraging and your continued participation in this important study is very much 
appreciated. 

The purpose of this letter is to let you know that you should receive a follow-up 
questionnaire package in about two weeks time. When you receive your package, 
please be sure to complete and return your questionnaire promptly. It should take 
no more than 15 minutes to complete. Even if you are no longer a member of the 
committee, I still need you to complete your questionnaire. 

If your mailing address has changed, please telephone me today on 8755750 (direct) 
or 8755663 (secretary) so that I can update my records, and send your questionnaire 
to the correct address. 

Should you require furtber information about the progress of this study, or if you 
feel that I might able to assist you in your role as a volunteer in sport in some other 
way, please feel free to give me a call. 

Thank you for your cooperation. 

Yours sincerely 

REPLY TO t Grbllilh Un~versily Oueenstand 4111 Australla 

Gold Coast Un~vere~CollegedGrtHilh Un~vemly PMB50Gold Coast Ma1lCenlreOueendand4217Auslralla 

Oueensland Consarvalor~um d Mu% Gr~tl~fh Uruvers~cy PO Box 28 Nonh Quay Oueendand 4002 Aunralla 

OueenslandConservalonum d Music, Grtllllh Un~versry PO Box 636 MackayOueensland4740Australla 

OueenslandCollegeol Art. Grill~ln Un~vers~ly PO Box84 Mornlngsde Queensland 4170AuWralla 



G R I F F I T H  U N I V E R S I T Y  

15 September 1993 

Title Given Name Surname 
Position 
Organisa tion 
Street 
Town or Suburb QLD 9999 

SCHOOLOFLEISURE STUDIES 
Facultv of Health and Behawoural Suences 
MI ~ r i v d u ~ a m p ~ s  MesvnesRtoge Road Br~sbane 
Please Contact 
Teleohone1071875 5663 Fax (071875 5661 

Dear Title Surname 

About two weeks ago I wrote to you, requesting your continued participation in a study 
of volunteers in sport. 

Please find enclosed a questionnaire and reply paid envelope. It should take no more 
than 15 millcites to complete. So far, the response rate has been excellent. However, if 
the results are to truly represent the views of the people who are volunteers, it is 
important that you complete and return your questionnaire, even if you are no longer 
a member of the management committee. 

The questionnaire has an identification number for mailing purposes only. This is so 
your name can be marked off the mailing list when your questionnaire is returned. 
Your name will never be placed on the questionnaire nor appear in any results. 

This study is being undertaken because of the belief that the role of volunteers is 
critical in most sporting clubs and associations throughout Australia. Without the 
efforts of a large number of volunteers to manage, coach, officiate and generally lend-a 
-hand, our sports 'system' would be in turmoil. Unfortunately, very little is known 
about why some clubs and associations are more silccessful than others at retaining 
volunteers. This study has been funded by the Australian Sports Commission. The 
results will be used by the Sports Commission and in the completion of my doctoral 
thesis at Griffith University. The results will also be of use to sporting and other 
organisations which rely on the services of volunteers. 

I am happy to answer any questions you may have. Please feel free to write or call. My 
telephone number is (07) 875 5750 or you may leave a message at the following 
number (07) 875 5663. 

Thank you for your assistance. 

Your? sincerely, 

(&;;g;;f;u# 
' ~ d u n t e e r s  in Sport kegearch Project. 
999.999 
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VOLUNTEERS IN SPORT RESEARCH PROJECT. 

Thank you for agreeing to participate in this study of volunteers in sport. I have now received your completed 
questionnaires (Parts A & B). Thank you for returning them so promptly. 

Over the next 12 months, two more questionnaires will be mailed to you. The first will be sent in 4 to 6 months time 
and the final questionnaire will be sent out about a year from now. I hope that you will also respond promptly to 
these 'follow-up' questionnaires. 

If your name and/or mailing address is different to that shown on the other side of this card would you please make 
the necessary corrections, place i t  in an envelope and mail it to me at the address shown below. I look forward to 
your continued involvement in tliis study. 

Yours sincerely 

Graham Cuskelly 
School of Leisure Studies 
Griffith University Q 4111 

VOLUMEERS IN SPORT RESEARCH PROJECT. 

Thank you for agreeing to participate in this study of volunteers in sport. I have now received your completed 
questionnaires (Parts A & 8 ) .  Thank you for returning them so promptly. 
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and the final questionnaire will be sent out about a year from now. I hope that you will also respond promptly to 
these 'follow-up' questionnaires. 

If your name and/or mailing address is different to that shown on the other side of this card would you please make 
the necessary corrections, place it in an envelope and mail it to me at the address shown below. I look forward to 
your continued involvement in this study. 

Yours sincerely 

Graham Cuskelly 
School of Leisure Studies 
Griffith University Q 4111 
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and the final questionnaire will be sent out about a year from now. I hope that you will also respond promptly to 
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the necessary corrections, place it in an envelope and mail it to me at the address shown below. I look forward to 
your continued involvcmcnt in tliis study. 

Yours sincerely 
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VOLUNTEERS IN SPORT RESEARCH PROJECT. 

Thank you for agreeing to participate in this study of volunteers in sport. At a recent meeting you might recall 
completing a questionnaire (labelled Part A) to do with your involvement as a volunteer in sport. At that meeting a 
second questionnaire (Part B) was handed to you seekingother information about your involvement, to be completed 
and returned by mail. 

If you have coi-npleted and returned the questionnaire over the past couple of days please accept my sincere thanks. 
If not, please do so today. It is very important that your opinions be included in the shldy if the results are to 
accurately represent the diverse range of individuals who are volunteers in sport. 

If by some chance the questionnaire has been lost or misplaced, please call me during business hours on (07) 8755663, 
and I will send another one in the mail to you immediately. 

Yours sincerely 

Graham Cuskelly 
School of Leisure Studies 
Griffith University Q 4111 
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completing a questionnaire (labelled Part A) to do with your involvement as a volunteer in sport. At that meeting a 
second questionnaire (Part B) was handed to you seeking other information about your involvement, to be completed 
and returned by mail. 

If you have completed and returned the questionnaire over the past couple of days please accept my sincere thanks. 
If not, please do so today. It is very important that your opinions be included in the study if the results are to 
accurately represent the diverse range of individuals who are volunteers in sport. 
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School of Leisure Studies 
Criffith University Q 4111 



VOLUNTEERS IN SPORT RESEARCH PROJECT. 

Last week a questionnaire (Part C) seeking your views about being a volunteer in sport was mailed to you. 

If you have returned your completed questionnaire over the past couple of days, please accept my sincere thanks. 
If you have not, please do so today. It is very important that your opinions be included in the study if the results 
are to accurately represent the diverse range of individuals who are volunteers in sport. 

If you did not receive the questionnaire package or it has been misplaced, please call me today (07) 875 5663. I will 
send you a new questionnaire package immediately. 

Should you require further information about this study please feel free to give me a call. Your cooperation is 
greatly appreciated. 

Yours sincerely 

Graham Cuskelly 
School of Leisure Studies 
Griffith University Q 4111 
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APPENDIX 1.3 
DATA COLLECTION PROTOCOL FOR t, 



DATA COLLECTION PROTOCOL FOR t, 

Equipment list (CHECK WELL BEFORE MEETING): 
Questionnaire packages X required number 
Committee contact person and meeting address/time/date 
Confirmation of any special instructions (see file) 
List of questionnaire ID numbers 
Supplies: 

12 x pens 
Rubber bands 
Spare Personal Contact Details forms 
Spare reply paid envelopes 
Collection envelope for 'Personal Contact Details' forms 
Collection envelope for 'Questionnaire-Part A' 
Information packet - 1 per organisation: 

Wear ID in plastic holder 
Data collection process: 
(1) Thank chair and introduce self 
(2) Introduce study: 

Purpose and significance 
Explain how this organisation was selected 
Two parts to questionnaire 
Importance of each individual respondent to the success of the study 
Follow-up to study trends over time 

(3) Distribute questionnaire packets: 
Srceen out non-committee members 
Explain data collection process 

(4) Ask respondents to: 
Write name on white (Part B) envelope 
Complete 'Personal contact details' (BLUE) form 
Explain why this is needed & emphasise confidentiality 

(5) Gather 
BLUE Personal Contact Details forms in separate envelope 
Questionnaire Part A in separate envelope 

(6) Explain Part B: 
What data is sought in Part B 
Importance of completing Part B ASAP after meeting 

(7) Thank committee members and chairperson for their time. 
Before leaving meeting venue: 
Check off list of questionnaire ID numbers: 

Received Part A 
Received 'Personal contact details' form 
Note any abnormalities 

QUESTIONNAIRE PACKAGES CHECKLIST: 
Questionnaire Part A including: 

'Cover (with id# starting at 001) - green 
Personal contact details form (with id#) - blue 

Questionnaire Part B including: 
Reply Paid envelope for Part B (with id#) 

Envelope for packaging (with id#) 



APPENDIX 1.4 
FACTOR LOADINGS FOR THE PILOT STUDY OCQ SCALE 



Factor loadings for the pilot study OCQ scale. 

Item 

Rotated Factor Loadings a 

Factor 1 Factor 2 Factor 3 

I am willing to put in a great deal of effort 
beyond that normally expected in order to 
help this sporting organisation be successful .......................... 0.69 
I 'talk up' this sporting organisation to my 
friends as a great organisation to volunteer for ...................... 0.70 
I feel very little loyalty to this sporting 
organisation. ........................................................................... 0.2 1 
I would accept almost any task in order to keep 
volunteering for this sporting organisation ............................. 0.74 
I fmd that my values and this sporting 
organisation's values are very similar. ................................... 0.67 
I am proud to tell others that I am part of this 

. . 
sporting organisation .............................................................. 0.74 
I could just as well volunteer for a different sporting 
organisation as long as the tasks were similar. ....................... 0.30 
This sporting organisation really inspires the very 
best in me by way of my performance as a volunteer ............ 0.71 
It would take very little change in my present 
circumstances to cause to me to leave this 
sporting organisation. ........................................................... -0.26 
I am extremely glad that I chose to become a 

......................................... member this sporting organisation 0.68 
There's not too much to be gained by sticking with 
this organisation indefmitely. ............................................... -0.2 1 
Often, I fmd it difficult to agree with this sporting 
organisation's policies on important matters 
relating to its members. ........................................................ -0.09 
I really care about the fate of this sporting 
organisation. ........................................................................... 0.50 
For me this is the best of all possible sporting 

...................................... organisations for which to volunteer 0.75 
Deciding to volunteer for this sporting organisation 

....................................... was a defmite mistake on my part. -0.29 

Eigenvalues .................................................................................... 5.04 
................................................................. Variance explained (%) 33 -6 
................................................................. Cumulative % variance 33.6 

(Valid n=146) 

a Factor loadings 2 0.5 are shown in boldface. 
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APPENDIX 2.1 
FACTOR LOADINGS ANP) 

ITEM-TOTAL RELIABILITY STATISTICS FOR THE OCQ 



Factor loadings for the OCQ scale at t,. 

Item 

Rotated Factor Loadingsa 

Factor 1 Factor 2 Factor 3 

I am willing to put in a great deal of effort 
beyond that normally expected in order to 
help this sporting organisation be successful .................... 0.72 
I 'talk up' this sporting organisation to my 
friends as a great organisation to volunteer for. ............... 0.78 
I feel very little loyalty to this sporting . . 
organisation. .................................................................... -0.17 
I would accept almost any task in order to keep 
volunteering for this sporting organisation. ...................... 0.55 
I find that my values and this sporting 
organisation's values are very similar. ............................. 0.58 
I am proud to tell others that I am part of this 
sporting organisation. ....................................................... 0.77 
I could just as well volunteer for a different sporting 
organisation as long as the tasks were similar. ................. 0.20 
This sporting organisation really inspires the very 
best in me by way of my performance as a volunteer. ..... 0.71 
It would take very little change in my present 
circumstances to cause to me to leave this 
sporting organisation. ...................................................... -0.11 
I am extremely glad that I chose to become a 

.................................. member this sporting organisation. 0.76 
There's not too much to be gained by sticking with 

.......................................... this organisation indefinitely. -0.33 
Often, I find it difficult to agree with this sporting 
organisation's policies on important matters 
relating to its members. .................................................. 0.04 
I really care about the fate of this sporting 
organisation. ..................................................................... 0.61 
For me this is the best of all possible sporting 

............................... organisations for which to volunteer. 0.60 
Deciding to volunteer for this sporting organisation 
was a definite mistake on my part. .................................. -0.29 

Eigenvalue ........................................................................ 5.3 1 
Variance explained (%) .................................................. 35.4 
Cumulative % variance ................................................... 35.4 

a ~ i c t o r  loadings 2 0.6 are shown in boldface. 



Factor loadings for the OCQ scale at t, 

Rotated Factor Loadings a 

Item Factor 1 Factor 2 

1. I am willing to put in a great deal of effort 
beyond that normally expected in order to 

........................... help this sporting organisation be successful 0.76 
2. I 'talk up' this sporting organisation to my 

....................... friends as a great organisation to volunteer for 0.72 
3. I feel very little loyalty to this sporting 

organisation. ............................................................................ -0.17 
4. I would accept almost any task in order to keep 

............................... volunteering for this sporting organisation 0.78 
5. I find that my values and this sporting 

organisation's values are very similar. ..................................... 0.68 
6. I am proud to tell others that I am part of this 

sporting organisation ................................................................ 0.63 
7. I could just as well volunteer for a different sporting 

......................... organisation as long as the tasks were similar. 0.46 
8. This sporting organisation really inspires the very 

............. best in me by way of my performance as a volunteer. 0.72 
9. It would take very little change in my present 

circumstances to cause to me to leave this 
sporting organisation. .............................................................. -0.28 

10. I am extremely glad that I chose to become a 
member this sporting organisation ........................................... 0.63 

1 1. There's not too much to be gained by sticking with 
this organisation indefinitely. .................................................. -0.46 

12. Often, I find it difficult to agree with this sporting 
organisation's policies on important matters 
relating to its members. ........................................................... -0.07 

13. I really care about the fate of this sporting 
organisation. ............................................................................. 0.47 

14. For me this is the best of all possible sporting 
organisations for which to volunteer. ....................................... 0.56 

15. Deciding to volunteer for this sporting organisation 
was a definite mistake on my part. .......................................... -0.49 

Eigenvalue .............................................................................. 6.66 1.43 
Variance explained (%) .......................................................... 44.4 9.6 
Cumulative % variance ........................................................... 44.4 54.0 

a  adt tor loadings 2 0.6 are shown in boldface. 



Factor loadings for the OCQ scale at t, 

Rotated Factor Loadingsa 

Item 'actor 1 Factor 2 Factor 3 

I am willing to put in a great deal of effort 
beyond that normally expected in order to 

.................... help this sporting organisation be successful 0.55 
I 'talk up' this sporting organisation to my 

............... friends as a great organisation to volunteer for. 0.72 
I feel very little loyalty to this sporting 
organisation ..................................................................... - 0  14 
I would accept almost any task in order to keep 

....................... volunteering for this sporting organisation 0.43 
I find that my values and this sporting 

............................. organisation's values are very similar. 0.47 
I am proud to tell others that I am part of this 
sporting organisation. ....................................................... 0.72 
I could just as well volunteer for a different sporting 

................. organisation as long as the tasks were similar -0.15 
This sporting organisation really inspires the very 

...... best in me by way of my performance as a volunteer 0.46 
It would take very little change in my present 
circumstances to cause to me to leave this 
sporting organisation. ...................................................... -0.36 
I am extremely glad that I chose to become a 

.................................. member this sporting organisation. 0.79 
There's not too much to be gained by sticking with 

........................................... this organisation indefinitely -0.25 
Often, I find it difficult to agree with this sporting 
organisation's policies on important matters 
relating to its members. .................................................... 0.01 
I really care about the fate of this sporting 

..................................................................... organisation. 0.80 
For me this is the best of all possible sporting 

............................... organisations for which to volunteer. 0.56 
Deciding to volunteer for this sporting organisation 

.................................. was a definite mistake on my part. -0.45 

Eigenvalue ................................................................................ 5.3 1 1.49 1.04 
Variance explained (%) ........................................................... 35.4 9.9 7.0 

........................................................... Cumulative % variance 35.4 45.4 52.4 

a Factor loadings 10 .6  are shown in boldface. 



Reliability statistics for the OCQ-short form at t,, t2 and t3 
with high OC group cases removed 

Corrected 
Item- Alpha 
Total if Item 

Item Number a Mean Std Dev Correlation Deleted 

Alpha 
Standardised item alpha 
N of cases 

Alpha 
Standardised item alpha 
N of cases 

Alpha 0.866 
,Standardised item alpha 0.877 
N of cases 235 

"Refers to item number used in the questionnaires. 



APPENDIX 2.2 
DISCRIMINANT FUNCTION ANALYSIS OF 

HIGH AND LOW OC GROUPS 



A total of 63 cases were categorised as having consistently very high 
organisational commitment scores throughout this study. A direct discriminant 
function analysis was performed using several behavioural characteristics and 
perceived committee functioning as predictors of membership in two groups (high 
OC and low OC). The behavioural characteristics used as predictors were 
transformed levels of experience indices (years as an organisation member, years as a 
committee or board member, years in current position) and overall levels of 
participation indices (hours per week as an administrator and hours per week in other 
sport-related roles). Rate of meeting attendance at was split into a low and high 
group at its median. A mean PCF score was calculated on the basis of PCF scale 
scores at t l ,  t2 and t3. Subjects with valid values on all behavioural characteristics 
and a minimum of 20 out of 25 items on the PCF scale on at least two of its 
administrations were included in the analysis. As the distributions for the levels of 
participation indices and mean PCF scores were not normally distributed they were 
transformed to reflect normal distributions. Discriminant analysis is highly sensitive 
to the inclusion of outliers (Tabachnick and Fidell, 1989) so the transformed 
distributions were checked and up to eight outliers were removed prior to analysis. 
Cases with missing values were deleted on a listwise basis. Due to the relatively 
small number of cases in the high OC group, the group sizes were equalised by 
taking a random sample of 33% of cases from the larger low OC group for this 
analysis. 

One discriminant function was calculated, with a chi square (8) = 32.57, p < 
.0001 and maximally separated the high OC group from the low OC group. The 
Box's M statistic was not significant indicating equality of covariances between the 
groups. Eighty-three percent of the high OC group and 84% of the low OC group 
were classified correctly by the discriminant function. The loading matrix of 
correlations between predictors and the discriminant function, as seen in Table 2.2.1, 
suggests that the best predictor for distinguishing between volunteer administrators 
with high and low OC were perceptions about committee functioning (r = 0.67). 
Subjects in the high OC group demonstrated more positive perceptions about 
committee functioning (mean = 6.40) compared to the low OC group (mean = 5.61). 
Rate of meeting attendance was the next best predictor of group membership (r = 

0.5 1) with the high OC group reporting a higher rate of committee meeting 
attendance (mean = 96.3%) than the low OC group (mean = 88.5%). The were 
insufficient cases to run a cross-validation analysis. 

Several other variables were much less reliable predictors of high of low OC 
group membership. The high OC group had held their current position on the 
committee for a greater number of years (mean = 4.8 years compared to 3.0 years) 
and reported putting more hours per week into sport-related roles outside of 
administration of their sporting organisation (mean = 12.6 hours compared to 9.9 
hours) than the low OC group. The high OC group were also members of their 
organisation and its committee for a greater length of time and reported more years 
experience in various sporting roles than the low OC group. However, the value of 
these variables as predictors was negligible. The results of this analysis confirmed 
the high OC cases as having significantly different meeting attendance behaviours 
and views about committee functioning than the remainder of the sample and 
provided sufficient justification for their removal from the remainder of the data 
analysis process. 



Table 2.2.1 
Results of discriminant function analysis of behavioural characteristics and 

perceived committee functioning for low and high OC groups. 

Correlations of 
predictor variables 

with 
Predictor Variable discriminant function F (1,60) 

Years member 
Years committee 
Years position 
Years average 

experience 
Hours administration 
Hours other 
Meeting attend rate 
Perceived committee 

functioning 

Canonical R 
Eigenvalue 



APPENDIX 2.3 
ITEM-TOTAL RELIABILITY STATISTICS AND FACTOR 

LOADINGS FOR THE PCF SCALE 



Reliability statistics for the PCF scale at t,. 

Corrected 
Item- Alpha 
Total if Item 

Item Number a Mean s.d. Correlation Deleted 

Alpha 0.916 
Standardised item alpha 0.915 
N of cases 25 1 
"Refers to item number used in the questionnaires. 



Reliability statistics for the PCF scale at t,. 

Corrected 
Item- Alpha 
Total if Item 

Item Numbera Mean s.d. Correlation Deleted 

Alpha 0.938 
Standardised item alpha 0.937 
N of cases 248 
"Refers to item number used in the questionnaires. 



Reliability statistics for the PCF scale at t,. 

Corrected 
Item- Alpha 
Total if Item 

Item Number " Mean s.d. Correlation Deleted 

Alpha 0.936 
Standardised item alpha 0.938 
N of cases 179 
"efers to item number used in the questionnaires. 



Factor loadings with mean substitution for missing values of the perceived 
committee functioning scale at t. .  

Rotated Factor Loadings a 

Item Factor 1 
-- - 

1. I feel I am really part of this committee. .................................... 0.61 
2. Members of this committee know exactly 

what things have to get done. ..................................................... 0.65 
3. Members who offer new ideas on this committee 

are likely to get "clobbered" ...................................................... -0.34 
5. Committee members are afraid to express their 

real views ................................................................................... -0.32 
6. Each member of this committee has a clear 

idea of the organisation's goals. ................................................. 0.63 
7. If we have a decision to make, everyone is 

involved in making it. ................................................................. 0.72 
9.  Committee members tell each other the way 

they are feeling. .......................................................................... 0.66 
10. Some of the people on this committee have 

no respect for others. ................................................................. -0.20 
11. In this committee everyone's opinion gets 

listened to. .................................................................................. 0.68 
12. I look forward to being with the members of this 

committee. .................................................................................. 0.71 
13. There are feelings among members of this 

committee which tend to pull the group apart. .......................... -0.22 
......................... 14. There is constant bickering on this committee. -0.23 

15. When conflicts occur they are either 
suppressed or ionored. ............................................................... -0.17 P 

16. The goals of t h ~ s  sporting organisation are not 
well accepted by committee members. ...................................... -0.15 

17. The important decisions do not get made by the 
committee of this sporting organisation. ................................... -0.30 

19. The knowledge, skills and experiences of 
individual members are utilised by the committee. .................... 0.60 

20. Decision making rests with only part of this 
committee. ................................................................................ -0.42 

2 1. There is a high degree of mutual trust among 
members of the committee. ........................................................ 0.64 

22. The goals of this organisation were discussed 
openly by the committee when they were 
being formulated ......................................................................... 0.64 

24. Conflicts are resolved on this committee by 
dominating the dissenter. ........................................................... -0.25 

25. Most committee members listen to each other 
during discussions. ..................................................................... 0.54 

26. Committee members are stereotyped and 
rigid in their roles. ..................................................................... -0.26 

27. Committee members do not feel afraid of 
appearing foolish by putting forward 
creative ideas. ............................................................................. 0.55 

29. 'committee members feel free to express 
........................... their ideas about how the committee operates. 0.70 

30. The focus of this committee is how to get the job 
done and not who is in control. .................................................. 0.63 

Factor 2 

-0.09 

-0.32 

0.64 

0.56 

-0.27 

-0.30 

-0.2 1 

0.71 

-0.35 

-0.23 

0.78 
0.71 

0.64 

0.66 

0.5 1 

-0.28 

0.46 

Eigenvalue ................................................................................. 10.24 1.83 
Variance explained (%) .............................................................. 4 1 .O 7.3 
Cumulative % variance ................ : .............................................. 4 1 .O 48.3 

a Factor loadings 2 0.6 are shown in boldface. 



Factor loadings with mean substitution for missing values of the perceived 
committee functioning scale at t,. 

Rotated Factor Loadings a 

Item Factor 1 Factor 2 Factor 3 

I feel I am really part of this committee. ........................ 0.38 
Members of this committee know exactly 
what things have to get done. ......................................... 0.65 
Members who offer new ideas on this committee 
are likely to get "clobbered" ........................................... -0.42 
Committee members are afraid to express their 
real views. ....................................................................... -0.2 1 
Each member of this committee has a clear 
idea of the organisation's goals. ..................................... 0.71 
If we have a decision to make, everyone is 
involved in making it .................................................... 0.69 
Committee members tell each other the way 
they are feeling. ............................................................ 0.67 
Some of the people on this committee have 
no respect for others. ...................................................... -0.27 
In this committee everyone's opinion gets 
listened to. ...................................................................... 0.65 
I look forward to being with the members of this 
committee. ..................................................................... 0.75 
There are feelings among members of this 
committee which tend to pull the group apart. ............... -0.35 
There is constant bickering on this committee. .............. -0.27 
When conflicts occur they are either 
suppressed or ignored. ................................................. ...- 0.24 
The goals of this sporting organisation are not 
well accepted by committee members. ........................... -0.10 
The important decisions do not get made by the 
committee of this sporting organisation. ........................ -0.26 
The knowledge, .kills and experiences of 
individual members are utilised by the committee. ........ 0.72 
Decision making rests with only part of this 
committee. ...................................................................... -0.53 
There is a high degree of mutual trust among 
members of the committee. ............................................ 0.64 
The goals of this organisation were discussed 
openly by the committee when they were 
being formulated ............................................................ 0.58 
Conflicts are resolved on this committee by 
dominating the dissenter. ................................................ -0.28 
Most committee members listen to each other 
during discussions. ......................................................... 0.59 
Committee members are stereotyped and 
rigid in their roles. .......................................................... -0.3 1 
Committee members do not feel afraid of 
appearing foolish by putting forward 
Creative ideas. .............................................................. 0.38 
Committee members feel free to express 
their ideas about how the committee operates. ............... 0.59 
The focus of this committee is how to get the job 
done and not who is in control. ...................................... 0.64 

Eigenvalue ..................................................................... 1 1.84 
Variance explained (%) ................ ; ................................. 47.3 
Cumulative % variance ................................................... 47.3 

a Factor loadings 2 0.6 are shown in boldface. 



Factor loadings with mean substitution for missing values of the perceived 
committee functioning scale at t,. 

Rotated Factor Loadings a 

Item Factor 1 Factor 2 

I feel I am really part of this committee. .................................... 0.70 
Members of this committee know exactly 
what things have to get done. ..................................................... 0.81 
Members who offer new ideas on this committee 
are likely to get "clobbered". ..................................................... -0.2 1 
Committee members are afraid to express their 
real views .................................................................................. -0.32 
Each member of this committee has a clear 
idea of the organisation's goals. ................................................. 0.74 
If we have a decision to make, everyone is 
involved in making it. ................................................................. 0.76 
Committee members tell each other the way 
they are feeling. .......................................................................... 0.58 
Some of the people on this committee have 

................................................................. no respect for others. -0.35 
In this committee everyone's opinion gets 
listened to. .................................................................................. 0.67 
I look forward to being with the members of this. 
committee. .................................................................................. 0.80 
There are feelings among members of this 
committee which tend to pull the group apart. .......................... -0.33 
There is constant bickering on this committee. ......................... -0.17 
When conflicts occur they are either 
suppressed or ignored. ............................................................... -0.19 
The goals of this sporting organisation are not 
well accepted by committee members. ...................................... -0.32 
The important decisions do not get made by the 

................................... committee of this sporting organisation. -0.35 
The knowledge, skills and experiences of 
individual members are utilised by the committee. .................... 0.63 
Decision making rests with only part of this 
committee. .............................................................................. -0.52 
There is a high degree of mutual trust among 
members of the committee. ........................................................ 0.72 
The goals of this organisation were discussed 
openly by the committee when they were 

......................................................................... being formulated 0.60 
Conflicts are resolved on this committee by 
dominating the dissenter. ........................................................... -0.28 
Most committee members listen to each other 

..................................................................... during discussions. 0.64 
Committee members are stereotyped and 

..................................................................... rigid in their roles. -0.35 
;Committee members do not feel afraid of 
appearing foolish by putting forward 

............................................................................. creative ideas. 0.47 
Committee members feel free to express 

........................... their ideas about how the committee operates. 0.68 
The focus of this committee is how to get the job 

.................................................. done and not who is in control. 0.70 

Eigenvalue .................................... ; ............................................ 1 1.82 1.54 
Variance explained (%) .............................................................. 47.3 6.2 
Cumulative % variance ............................................................... 47.3 53.4 

'a Factor loadings 2 0.6 are shown in boldface. 



APPENDIX 2.4 
FACTOR LOADINGS FOR THE PCF 

SCALE ITEMS ADAPTED FROM THE WGF SCALE 
AND THE WGF SCALE ITEMS 



Factor loadings with mean substitution for missing values of the 14 work group 
functioning scale items used in the perceived committee functioning scale. 

Item 

Rotated Factor Loadings a 

Factor 1 Factor 2 Factor 3 

1 

1. I feel I am really part of this committee. ........................ 0.66 
2. Members of this committee know exactly 

what things have to get done ........................................ 0.74 
3. Members who offer new ideas on this committee 

are likely to get "clobbered". .......................................... -0.40 
4. Members of this committee vary widely in 

their skills and abilities. .................................................. 0.12 
5. Committee members are afraid to express their 

real views. ....................................................................... -0.32 
6. Each member of this committee has a clear 

idea of the organisation's goals. ..................................... 0.72 
7. If we have a decision to make, everyone is 

involved in making it. ..................................... : ............ 0.73 
8. This committee contains members with widely 

varying backgrounds. ..................................................... 0.26 
9. Committee members tell each other the way 

they are feeling. .............................................................. 0.68 
10. Some of the people on this committee have 

no respect for others. ...................................................... -0.17 
11. In this committee everyone's opinion gets 

listened to. .................................................................... 0.60 
12. I look forward to being with the members of this 

committee. ...................................................................... 0.67 
13. There are feelings among members of this 

committee which tend to pull the group apart. ............... -0.20 
14. There is constant bickering on this committee. .............. -0.17 

.............................................................................. Eigenvalue 5.77 1.74 1.03 
Variance explained (%) ......................................................... 4 1.2 12.4 7.3 
Cumulative % variance ........................................................... 41.2 53.6 61.0 

1. ;I feel I am really part of this committee. ........................ 0.68 -0.08 0.20 
2. Members of this committee know exactly 

what things have to get done .......................................... 0.72 -0.28 0.23 
3. Members who offer new ideas on this committee 

are likely to get "clobbered" ........................................... -0.47 0.5 1 -0.14 
4. Members of this committee vary widely in 

'their skills and abilities. .................................................. 0.08 -0.07 0.88 
5. Committee members are afraid to express their 

real views. ....................................................................... -0.25 0.64 -0.12 

[cont .] 



Each member of this committee has a clear 
idea of the organisation's goals ...................................... 0.69 
If we have a decision to make. everyone is 
involved in making it ...................................................... 0.79 
This committee contains members with widely 
varying backgrounds ...................................................... 0.24 
Committee members tell each other the way 
they are feeling ............................................................... 0.52 
Some of the people on this committee have 
no respect for others ....................................................... -0.16 
In this committee everyone's opinion gets 
listened to ....................................................................... 0.75 
I look forward to being with the members of this 
committee ...................................................................... 0.74 
There are feelings among members of this 
committee which tend to pull the group apart ................ -0.26 

............... There is constant bickering on this committee -0.32 

Eigenvalue ............................................................................. 6.2 1 
Variance explained (%) ......................................................... 44.4 
Cumulative % variance .......................................................... 44.4 

I feel I am really part of this committee ......................... 0.73 
Members of this committee know exactly 
what things have to get done .......................................... 0.82 
Members who offer new ideas on this committee 
are likely to get "clobbered" ........................................... .0.38 
Members of this committee vary widely in 
their skills and abilities ................................................... 0.14 
Committee members are afraid to express their 
real views ........................................................................ .0.17 
Each member of this committee has a clear 

...................................... idea of the organisation's goals 0.79 
If we have a decision to make, everyone is 
involved in making it ...................................................... 0.77 
This committee contains members with widely 
varying backgrounds ...................................................... 0.13 
Committee members tell each other the way 

............................................................... they are feeling 0.68 
Some of the people on this committee have 

....................................................... no respect for others .0.33 
In this committee everyone's opinion gets 

....................................................................... listened to 0.64 
. I look forward to being with the members of this 

....................................................................... . committee 0.78 
There are feelings among members of this 

................ committee which tend to pull the group apart .0.35 
............... There is constant bickering on this committee .0.17 

Eigenvalue .............................................................................. 6.3 1 
Variance explained (%) ...................... ; .................................. 45.1 
Cumulative % variance ........................................................... 45.1 

a Factor loadings 2 0.6 are shown in boldface . 



Factor loadings for work group functioning scale items a 

(Cammann, et al., 1983, p 101). 

Item Factor 1 Factor 2 Factor 3 

I feel I'm really part of my work group .......................... 0.58 
(I feel I am really part of this committee) 
My work group knows exactly what things it has 
to get done 
(Members of this committee know exactly 

......................................... what things have to get done) 0.54 
People who offer new ideas in my work group 
are likely to get "clobbered" 
(Members who offer new ideas on this committee 

.............................................. are likely to get "clobbered") 
Members of my work group vary widely in 
their skills and abilities 
(Members of this committee vary widely in 
their skills and abilities) ...................................................... 
My coworkers are afraid to express their 
real views 
(Committee members are afraid to express their 
real views) .................................................................... 0.39 -.47 
Each member of my work group has a clear 
idea of the group's goals 
(Each member of this committee has a clear 
idea of the organisation's goals) ..................................... 0.56 
If we have a decision to make, everyone is 
involved in making it 
(If we have a decision to make, everyone is 
involved in making it) .................................................... 0.43 -0.33 
My work group contains members with widely 
varying backgrounds 
(This committee contains members with widely 
varying backgrounds) ......................................................... 
We tell each other the way we are feeling 
(Committee members tell each other the way 
they are feeling). ............................................................. 0.50 -0.32 
Some people I work with have 
no respect for others 
(Some of the people on this committee have 
no respect for others) .......................................................... -0.63 
In my work group everyone's opinion gets 
listened to 
(In this committee everyone's opinion gets 
listened to). ..................................................................... 0.47 -0.49 
I look forward to being with the members of 
my work group each day 
(I look forward to being with the members of this 

...................................................................... committee) 0.57 
There are feelings among members my work group 
which tend to pull the group apart 
(There are feelings among members of this 
committee which tend to pull the group apart) ................... -0.7 1 
There is constant bickering in my work group 

................. (There is constant bickering on this committee) -0.73 

a Items are as worded in the WGF scale. Negatively worded items were reversed scored prior to 
factor analysis on the WGF scale. Item wording used in the PCF scale is shown in parentheses. 
Loadings on other factors, variance explained and eigenvalues were not displayed in the source 
table. 



APPENDIX 2.5 
FACTOR LOADINGS AND ITEM-TOTAL 

RELIABILITY STATISTICS FOR THE REP SCALE 



Factor loadings with mean substitution for missing values of the recreation 
experiences preferences scale at t. . 

Rotated Factor Loadings a 

2 3 4 5 [tem (Mean; Std Dev) 1 

Release or reduce some built- 
up tensions (1.92. 1.19) ................... 0.08 
Do something creative 
(3.24. 1.23) ....................................... 0.3 1 
Give my mind a rest 
(2.01. 1.24) ....................................... -0.01 
Experience new and 

.............. different things (3.18. 1.28) 0.25 
Be with others who enjoy the 

............ same things I do (3.90. 1.13) 0.56 
Do what others expect of me 
(2.17. 1.30) ....................................... 0.09 
Feel independent (2.49. 1.33) ........... 0.04 
Be in control of things that 
happen (3.19. 1.28) ........................... 0.22 
Learn what I am capable of 
(3.16. 1.36) ....................................... 0.19 
Have a change in my daily 
routine (2.86. 1.39) ........................... 0.05 
Be away from the family for 
a while (1.54. 0.97) ........................... -0.07 
Learn more about things 

....................................... (3.34. 1.20) 0.28 
Think about my personal values 
(2.76. 1.34) ....................................... 0.18 
Help direct the activities of 

............................ others (3.33. 1.23) 0.45 
Be with considerate people 
(3.19. 1.27) ....................................... 0.41 
Do something I want to do 

....................................... (4.06. 0.99) 0.66 
Have others think highly of 
me for doing it (1.98. 1.11) .............. 0.06 
Be with friends (3.70. 1.1 1) .............. 0.57 
Develop my skills and abilities 
(3.61. 1.23) ....................................... 0.33 
Be my own boss (2.15. 1.19) ............ 0.04 
Help this sport to develop 

....................................... (4.34. 0.80) 0.76 
Do something with my family 
(3.32. 1.50) ....................................... 0.14 
Relax physically (2.84. 1.40) ............ 0.16 
Share what I have learned 

.................... with others (3.62. 1.16) 0.66 
Express my care and concern 

....................... for others (3.64. 1.09) 0.63 
Talk to new and varied people 

....................................... (3.62. 1.05) 0.57 
.... :Observe other people (3.11. 1.24) 0.35 

'Grow and develop spiritually 
....................................... (2.32. 1.32) 0.15 

Get away from the usual 
............. demands of life (2.80. 1.43) 0.12 

Help others enjoy their sport 
....................................... (4.24. 0.83) 0.76 

Eigenvalue ......................................... 10.1 
Variance explained (%) ............................. 33.7 

............................. Cumulative % variance 33.7 

a Factor loadings 2 0.6 are shown in boldface . 



Reliability statistics for the REP sub-scales (factors) at t,. 

Corrected 
Item- Alpha 

Factor name Total if Item 
Item Number a Mean s.d. Correlation Deleted 

Altruism 
2 1 
30 
24 
16 
2 5 

Alpha 
Standardised item alpha 
N of cases 

Learning 
9 
12 
19 
4 

Alpha 
Standardised item alpha 
N of cases 

Recognition 
6 
7 
8 

Alpha 0.609 
Standardised item alpha 0.612 
N of cases 357 

Relaxation 
1 
3 

Alpha 0.722 
Standardised item alpha 0.723 
N of cases 358 
a Refers to item number used in the questionnaire. 
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APPENDIX 3.1 
SOCIODEMOGRAPHIC AND BEHAVIOURAL 

CHARACTERISTICS OF SUBJECTS AT tl 



Percent frequency distributions of 
socioemographic characteristics of subjects at tl  

Characteristic YO 

Gender 
Male 
Female 

Total 
Missing 

Age group (Years) 
19 or less 
20-29 
30-39 
40-49 
50-59 
60 or more 

Total 
Missing 

Highest level of education completed 
Primary school 
Some high school 
High school 
TAFE certificate or assoc. diploma 
University or CAE degree or diploma 

Total 
Missing 

Marital status 
Married or living with partner 
Single 
Widowed, separated or divorced 

Total 
Missing 

[CONT.] 



Occupational stahs 
Employed full-time 
Employed part time 
Self employed 
Not employed outside of home 
Unemployed 
Retired 
Student 

Total 
Missing 

Occupation category 
Labourer 
Plant or machine operator 
Sales or personal services 
Clerical 
Trade 
Management or administration 
Professional 
Other 

Total 
Missing or not applicable 



Percent frequency distributions for organisational entry and current position on 
committee by organisational hierarchical level at tl  

Local club District, regional or 
administrators State level administrators 

How first became a committee member? 
Elected 
Appointed 
Recruited 
Other 

Totals 
Missing 
Not applicable 

Current position on the committee 
President 
Vice-President 
Secretary 
Treasurer 
General committee member 
Delegate from home club or assoc. 
Other 

Totals 
Missing 
Not applicable 

n/a = not applicable 



Descriptive statistics of 
years experience in this sport in various roles at tl. 

Experience Valid n Mean s.d. Median 

Years participation in this sport as 
Administrator 3 72 6.9 6.9 5.0 
Player or competitor 25 1 12.9 8.9 10.0 
Coach or team manager, 175 5.6 5.2 4.0 
Official 143 7.1 6.4 5.0 
General helper 254 8.6 6.9 7.0 
Spectator or follower 239 14.4 10.3 11.0 

Percent frequency distribution ofhighest level currently playing or 
competingor have played or competed. 

Hierarchical level YO 

Local club 
District or regional team 
State team 
National team 

Total 
Not applicable 
Missing 



APPENDIX 3.2 
PERCEIVED BENEFITS OF VOLUNTEERING 



Perceived benefits of volunteering ranked from most to least important . 

Item Mean s.d. n 

Help this sport to develop .......................................................... 4.34 
Help others enjoy their sport ..................................................... 4.24 
Do something I want to do ........................................................ 4.06 
Be with others who enjoy the same things I do ......................... 3.90 
Be with friends .......................................................................... 3.70 
Express my care and concern for others .................................... 3.64 
Talking to new and varied people ............................................. 3.62 
Share what I have learned with others ....................................... 3.62 
Develop my skills and abilities .................................................. 3.6 1 
Learning more about things ....................................................... 3.34 
Help direct the activities of others ............................................. 3.33 

................................................... Do something with my family 3.32 
Do something creative ............................................................... 3.24 
Be in control of things that happen ............................................ 3.19 
Be with considerate people ........................................................ 3.19 
Experience new and different things ......................................... 3.18 

....................................................... Learn what I am capable of 3.16 
Observe other people ................................................................. 3 . 1 1 

............................................ Have a change in my daily routine 2.86 
Relax physically ........................................................................ 2.84 
Get away from the usual demands of life .................................. 2.80 
Think about my personal values ................................................ 2.76 
Feel independent ........................................................................ 2.49 
Grow and develop spiritually .................................................... 2.32 
Do what others expect of me .................................................. 2.17 
Be my own boss ........................................................................ 2.15 
Give my mind a rest .................................................................. 2.01 
Have others think highly of me for doing it .............................. 1.98 
Release or reduce some built-up tensions .................................. 1.92 
Be away from the family for a while ......................................... 1.54 



APPENDIX 3.3 
CORRELATION MATRICES FOR MEAN OC 
AND STRUCTURAL, SOCIODEMOGRAPHIC 

AND BEHAVIOURAL VARIABLES 
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Behavioural characteristics 1 2 3 4 5 6 7 8 9 

1. Committee neophyte (0 = Neophyte) 
2. Mean rate of meeting attendance 
3. Years member of organisation 
4. Years member of committee 
5. Years current c'tee position 
6.  Years av. experience in sport 
7. Hours-administration 
8. Hours-other sport roles 
9. Mean OC 

* p <: .05; ** p < .01. (Valid n shown in parentheses on diagonal). 



APPENDIX 3.4 
CORRELATION MATRIX OF OC, 
PCF AND BENEFITS VARIABLES 



Correlation matrix of organisational commitment, perceived committee functioning 

and benefits of volunteering. 

1. Organisational commitment t, (352) 
2. Organisational commitment t, .52 **  (314) 

3. Organisational commitment t, .SO **  .65 ** (235) 

4. Committee functioning t, 
5. Committee functioning t, 

6 .  Committee functioning t, 

7. Altruism 
8. Learning 
9. Recognition 
10. Relaxation -.O 1 . I4  * . I2 .O 1 .05 .02 .I0 .17 **  . I8 **  (358) 

* p < .05; ** p < .01. (Valid n shown in parentheses on diagonal) 
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