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CAUSAL ANALYSIS OF DISENGAGEMENT
AMONG PAID AND VOLUNTEER CITY EMPLOYEES

Margaret Carson Zimmerman
Old Dominion University, 1989
Director: Dr. Donald D. Davis

This multivariate test of the full Mobley, Griffeth, Hand, and Meglino (1979)
model of turnover used 184 volunteer and 202 paid workers employed as firefighters,
library workers, and rescue squad workers. It addressed the issue of whether the
motives and behaviors of volunteers could be accommodated by the same model that
normally would be applied to paid workers. Little research exists on the characteristics
of volunteer workers, and their worth and manageability are commonly denigrated.
The study of volunteers in similar jobs to paid workers might reveal much about the
disengagement process since the need to maintain a source of income will not mask
their affective responses. Volunteers represent cost-reduction potential for the cities
using them wisely. The Mobley et al. (1979) model included cognitive, affective, and
behavioral processes as determinants of turnover. Path analysis, tested with the Specht
(1975) procedure for goodness-of-fit, determined that the Mobley model fit the
volunteer data as well as it did the paid worker data but with only a low goodness-of-fit
index (Q = .20 for both samples). An augmented model, which included Organiza-
tional Commitment and Intent to Alter Involvement, was tested for for the entire sample,
the paid workers, and the volunteer worker sample, but its fit was unsatisfactory.
Finally, a trimmed model which included just six outcome variables and 24 paths fit
the paid worker data at Q = .77 and the volunteer data at Q = .80. No general
conclusions about the validity of the trimmed model can be made prior to cross
validation. The disengagement patterns of volunteers could be understood by the same

models as were applied to paid workers although the weighting of variables varied
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somewhat as a function of pay. Fluctuations in the effects of job characteristics were
tied to occupational category, demonstrating that pooling information from various
occupations in research of this sort leads to the instability of relationships found across
studies. Greater precision in specifying variables and paths in models is called for but

must be based on occupation-specific empirical data.
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Introduction

This study addresses a topic of concern to managers in all organizations—
employee turnover and emotional disengagement. Recruiting, selecting, and training
replacement personnel are expensive. Even when workers do not leave, emotional
detachment from work and the organization can have destructive effects. Thus,
understanding the determinants of both behavioral and emotional disengagement is of
major importance. Based on a review of the theoretical models and research which
attempt to account for disengagement, a model first described by Mobley, Griffeth,
Hand, and Meglino (1979), was chosen and tested. Paid and volunteer employees in
a city administration were used as subjects in a path analytic study of the complex and
interactive causes of disengagement.

A unique feature of this research is the inclusion of volunteer city employees as
a part of the sample. Comparison of volunteers’ attachment and disengagement
patterns with those of paid workers may reveal causal factors which are hidden by
economic concerns. Pay and economic security are powerful incentives, so powerful
that they may mask the effects of other values and on the worker’s desire to stay or
leave; however, the research literature has not addressed the disengagement behavior
of volunteer workers. Thus, one aim of this research was to explore the generalizability
of Mobley’s model to volunteer workers.

After testing the Mobley et al. (1979) model for goodness-of-fit with both paid
and volunteer workers, an altered form was analyzed which included organizational
commitment as a precursor to intent to quit. Several authors, including Mobley, have

suggested that this relationship might enhance models of disengagement.
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isengagement Behaviors

The linkage between the worker and the organization is characterized by several
forms of commitment and disengagement. Mowday and his associates divided these
into two basic dimensions having to do with membership status and quality of
membership (Mowday, Porter, and Steers, 1982). Behaviors associated with member-
ship status include joining, staying, absenteeism, and turnover. Quality of membership
includes more psychological features such as loyalty, attachment, involvement, and
commitment.

The general term used in this paper to refer to weakening of such linkages is
“disengagement.” Other terms frequently found in the literature include withdrawal
and turnover, but problems with these concepts make disengagement a better choice.
Withdrawal carries with it the idea of active escape or avoidance of some aversive
condition such as dissatisfaction with the job. This connotation is misleading and
unnecessarily limiting since the availability of other, more attractive, or higher priority
activities can motivate turnover as well (Mobley et al., 1979). Turnover is the term
used by Mobley and many other authors; but, as Mobley points out, turnover can be
thwarted by contractual commitments or by beliefs about the nonwork consequences
of quitting (Mobley et al., 1979). As this study will show, workers beliefs about the
organization’s need for their unique services can also prevent voluntary separation. In
each of these cases, turnover will be prevented but alternate types of unlinking can take
its place. Unlinking responses can be behavioral, as in sabotage, absence, or work
slowdown; they can be cognitive, as in increased thinking about quitting and intending
to search for alternative activities; and, finally, they can be affective, as in reduction of
organizational commitment or reduction of involvement in the goals and activities of
the organization. This emotional disengagement, while not so obvious and dramatic

as the behavioral alternatives, can lead to loss of creativity, slipshod work, and infection
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of the work group with similar apathy. Thus, the broader term of disengagement,
rather than just turnover or withdrawal, seems more appropriate.
Early Disengagement Research

The research on disengagement and its covariates is voluminous with more than
one thousand studies having been reported (Mowday et al., 1982). Bivariate studies
have predominated in this body of work, and until recently there has been no unifying
theoretical model guiding the selection of variables. The piecemeal nature of this line
of research makes complete understanding of the relationships involved in such
complex outcomes as turnover, disengagement and alienation next to impossible.

Another problem in this type of research stems from the poor correspondence
between attitudes and outcomes when attitudes are used as predictors and actions are
the outcomes. Ajzen and Fishbein (1977, p. 891) attribute the weakness of these
relationships to an improper pairing of predictor and outcome elements. In differen-
tiating attitudes toward the action (such as intent to leave) from attitudes toward a
target (such as job satisfaction), they state that the former is the more appropriate
predictor of the single-act criterion. Improper pairing of predictor and outcome is a
recurring problem with bivariate studies. Fortunately, the multivariate, process-
oriented approaches to disengagement modeling discussed below have corrected this
problem of pairing predictors and outcomes.
Multivariate Process Models of Disengagement

Multivariate process models use this attitude-toward-the-action approach to
assess intention to do something. Studies have found the highest correspondences to
be between such model elements as intent to quit and actual quitting (Bannister &
Griffeth, 1986; Hom, Griffeth, & Sellaro, 1984; Mobley, 1982). Steel and Ovalle
(1984) conducted a meta-analysis based on a large number of such studies and found
that intentions were more predictive of attrition than overall job satisfaction, satisfac-

tion with work itself, or organizational commitment. These process models include a
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variety of target-directed attitudes in their use of work values, job involvement and
organizational commitment. Instead of trying to relate broad target elements to a
specific “single-act™ criterion such as quitting, the designers of these models have
attempted to link attitude and behavior in a logical chain of immediate and specific
precursors and outcomes. This approach achieves Ajzen and Fishbein’s objective of
high commonality of target and behavioral elements in both the predictor and criterion
variables because of their step by step connections.

Subjective perceptions as determinants of turnover. March and Simon (1958)
proposed the earliest formal multivariate model of turnover which presented two
variables, the perceived desirability of leaving the organization and the perceived case
of movement from the organization, as the determinants of turnover. In this model,
satisfaction with the job and the perceived possibility of intraorganizational transfer
determine the subjective assessment of the desirability of leaving. The immediate
precursor of perceived ease of movement is the perception of extraorganizational
alternatives. Mobley (1982) credits this with being one of the most influential
integrative models of employee turnover and its strong influence can be seen in his and
his colleagues’ work (Mobley, 1977, 1982; Mobley et al., 1979).

The structural approach to turnover modeling. Having reviewed the turnover
research in sociology and psychology, Price (1977) developed a model using the most
reliable bivariate relationships he was able to find. He presented five structural
variables as determinants of satisfaction which, as it decreases, interacts with oppor-
tunity to produce turnover. This is a structural model; that is, it is a model that
delineates the factors proposed as influential, but does not emphasize the dynamic
interplay among variables that result when cognition, beliefs, expectancies, and subjec-
tive probability estimates that modify the effects of the more static demographic and
organizational variables. Price’s model, shown in Figure 1 (Price, 1977, p. 84), is

useful in that it supports the more tenuous explanatory connections generated by
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Figure 1. Structural model of determinants and intervening variables leading to

turnover. (Price, 1977, p. 84.)

psychological theorists. It does not include cognitive and motivational variables,
however, and so is not as useful by itself in understanding individual differences in
disengagement.

Mobley’s initial cognitive process model. Mobley produced four variants of a
cognitive process model of turnover (Mobley, 1977; Mobley, Horner, &
Hollingsworth, 1978; Mobley et al., 1979, and Mobley, 1982). The third version
(Mobley et al., 1979) is the most complete model and was tested in the present paper.
The initial cognitive process model (Mobley, 1977), and its simplified version (Mobley
et al., 1978) are the ones investigated by most researchers, however, and so they and
the research they generated will be discussed first.

The initial model focuses on the mediating connections between satisfaction
and turnover. This model (Figure 2) stresses the cognitive activities engaged in by a
worker. These cognitive activities include comparative evaluation of the present job,
of the expected utility of job search, of the alternatives, as well as present job
satisfaction. Later cognitions include thoughts about quitting, intentions to search for
another job and intentions to quit. As Steers (1984) remarked, this model and its

variants assume that employees make conscious decisions to leave. Thus, it is necessary
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for these models to detail the cognitive steps leading to termination. Although the
process might be conscious, it would be naive to assume that it is fully rational. Tversky
and Kahneman maintain (for example, Tversky & Kahneman, 1974), that human
beings cannot be counted on to attend to all the pertinent information available when
making decisions. People also do not make rationally-based estimates of the prob-

abilities of different outcomes, although they act on the basis of such biased percep-

»>
1

I e

Evaluation of existing job

|
L

Experienced job satisfaction- by (a) Alternative forms of withdrawal
xliispseatisfactio’n sc?g., absentecism, passive job behavior)

=
1!
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Evaluation of expecred utility of scarch
and cost of quittng

'__
I

(b) Non-job-related factors (e.g.
Intention to scarch for alternatives [*~=====—transfer of spouse) may stimulaté
intention to searc|

r
|

Search for alternatives
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alternatives may sumulate evaluation

d) One alternative may be withdrawal
{:om labor market

Evalvation of alternatives  [eemsmse————

Comparison of alternatives and present

H - job

I Intention to quit/stay

J . . .
Quit/stay (¢) Impulsive behavior

Figure 2. The initial cognitive process model of the determinants of an individual’s

decision to quit or stay with an organization. (Mobley, 1977, p. 238.)
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tions. For this reason, knowledge of perceptions may provide better predictors of
behavior than knowledge of actual, objective facts.

Using a sample of 203 hospital employees and a one year follow-up, Mobley,
Horner, and Hollingsworth (1978) tested a simplified version of this model in which
job satisfaction was hypothesized to have an indirect effect on turnover, mediated by
Thoughts of Quitting, Intent to Search, and Intent to Quit. Intent to Quit was the only
variable expected to have a direct effect on actual quitting. They found general support
for the model as did several independent studies of it(e.g., Coverdale & Terborg, 1980;
Griffeth, 1979, 1981 as discussed in Hom et al., 1984, and in Mobley, 1982).

Mobley et al. (1978) found some puzzling results with their age/tenure
composite variable which produced direct effects on both Intent to Search and Intent to
Quit. This, and problems with the statistical technique, led Bannister and Griffeth
(1986) to conduct a reanalysis of the 1978 data with path analysis. They found that
the only immediate precursor to quitting was Intent to Quit. Job Satisfaction played a
larger role than Mobley et al. (1978) found, and Age and Tenure had unpredicted
diverse and significant effects on the outcome variables. Bannister and Griffeth (1986)
note that while Intent to Quit is obviously the best predictor of quitting, if managers
wait until intent has been made public, they will not be able to intervene in time to
prevent turnover. They suggest that attention should be directed to earlier deter-
minants in an attempt to develop more useful indicators. They also note that the
Mobley (1977) model is a nonrecursive one which cannot be fully tested using path
analysis which assumes one-way relationships. The simplified version (Mobley et al.,
1978) is a recursive model which can be handled by such techniques, but it does not
allow conceptually for feedback loops changing the pattern of causation over time.

Hom, Griffeth, and Sellaro (1984) tested the full 1977 Mobley model (shown
in Figure 2) using the operational definitions given by Mobley et al. (1979) for their

central constructs (Job Satisfaction, Attraction—Esxpected Utility: Present Job, and Attrac-
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tion—Esxpected Utility: Alternatives). Hierarchical regression analysis confirmed most
of the relationships postulated in Mobley’s 1977 model. Generally, the antecedents of
most criteria predicted them significantly and accurately, with the immediate precur-
sors accounting for the greatest amount of variance in the criterion. One exception was
the prediction of Turnover by its immediate antecedent, Intent to Quit. While its
predictive power was significant, it did not exceed that of other, more remote predic-
tors. Search Intent predicted Intent to Quit itself better than its direct precursor,
Comparison of Alternatives. In addition, Hom et al. (1984) found a need for a path
between Expected Utility of Search and Quitting and Turnover. They believe that this
shows that employees carefully weigh the cost of quitting and decide if the alternative
job can offset investments in the present job before they decide to resign. After that
cost evaluation is made, the decision to quit follows and leads to Intent to Search and
to Search behavior. This interpretation fits the suggestions made by other researchers
(Baysinger and Mobley, 1982; Hom, 1980; Parker and Dyer, 1976) that employees
switch jobs only if the alternative is sufficiently attractive to warrant the cost of
changing jobs.

In addition to the test of the original Mobley model, Hom et al. (1984) tested
a modified model which included perceived social pressure from significant others,
including referents other than family members. Hom et al. include the variable twice:
as a subjective norm to search for alternative employment and as a subjective norm to
quit the present work role, noting that these expectations may be more immediate and
powerful determinants of turnover than the usual demographic variables. The addition
of the subjective norm to search accounted for significantly more variance in search
behavior than Mobley’s antecedents alone, but adding the subjective norm to quit to
the antecedents of quitting intention failed to increase explained variance in that
outcome. The authors note that constructs that exist in the 1979 Mobley et al. model

conceptually include these two subjective norms. These constructs, centrality of
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nonwork values and roles and nonwork consequences of quitting, were not present in
the Mobley 1977 model.

Mobley and his associates continued to test and develop different versions of
their model. Although others validated the original model (e.g., Miller, Katerberg, and
Hulin, 1979), particularly the relationship between Intent to Quit and turnaver, Mobley
(1982) drew attention to the fact that the internal relationships associated with the
probability of finding acceptable alternatives proved to be unclear. Studies related it,
as predicted, to thinking of quitting (Mobley et al., 1978; Coverdale and Terborg,
1980 as cited in Hom et al., 1984) but failed to relate it to search or intentions despite
predictions (Miller et al., 1979; Coverdale & Terborg, 1980 as cited in Hom et al.,
1984; Mobley et al., 1978; Mowday et al., 1982). A need to extend the range of the
variables assessed was also apparent, so the final cognitive process model was
developed.

Mobley’s revised process model. Mobley and his colleagues (Mobley, Griffeth,
Hand, and Meglino, 1979) revised the original model (see Figure 3). Like its
predecessors, this newer version stressed cognitions as mediators between organiza-
tional variables, individual variables, labor market features and decisions to quit.

The revised model specifies job dissatisfaction, the expected utility of alternative
roles both within and external to the organization, and nonwork values and contingen-
cies as the primary determinants of intentions to search and to quit and later turnover
(Mobley, 1982). Job-related perceptions and individual values shape satisfaction.
Satisfaction and the two expe:ted-utility elements may be correlated but all three
independently affect intent to search and intent to quit.

Mobley (1982) warns that overemphasizing any one of the four general classes
of determinants (economic, organizational, individual and nonwork) could lead to
incomplete understanding of turnover. It is for this reason that this research tests the

entire model.
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Appendix A shows intercorrelations of the variables cited ir recent multivariate
studies of turnover, organizational commitment, or job satisfaction published since the
major reviews discussed earlier, highlighting correlations with the major outcomes
noted in the key models. The findings that were reported in these and the earlier
studies that pertain to the variables specified by Mobley et al. (1979) are summarized
below.

Demographic variables. Mobley included a number of demographic variables
and personal factors in his model, specifically, age, tenure, sex, family responsibilities,
education, personality, other personal considerations and information taken from
weighted application blanks (Mobley et al., 1979). Younger age tends to be associated
with higher turnover. Mobley et al.(1979) report correlations of —.22 and -.25
between Age and Turnover in the studies they reviewed. The relationships between
demographic variables and disengagement behavior are considerably weakened in
multivariate studies by the addition of mediating variables; Hom and Hulin (1981)
note that the correlation between Age and Turnover drops from —.41 to —.14 when
effect of Behavioral Intent to Reenlist is removed. Still, demographic variables have
enough effect that it would be wise to include certain of them in any causal analysis.
For instance, Rhodes’ (1983) analysis of multivariate studies showed that the direct
effect of age on turnover was negligible but that significant indirect effects could be
found, particularly through work role and sex-role related family responsibilities.
Accordingly, my study included age and family responsibilities in its analysis.

Gender is less important than the effect that gender has on the assignment of
family responsibilities and their interference with work role. For instance, all reported
correlations between gender and turnover are small and inconsistent in direction
(Arnold & Feldman, 1982; » = .12; Gould & Werbel, 1983, » = -.23; Spencer &
Steers, 1980, whole 7 = -.14, partial # = —,12). Hom and Hulin (1981), working with

1169 National Guardsmen, failed to find a significant relationship. On the other hand,
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small to moderate, significant, negative correlations have been found between number
of dependents and turnover (Arnold & Feldman, 1982; Hom & Hulin, 1981; Rhodes,
1983). These findings about the role of dependents strongly suggest that the assign-
ment of financial and caretaking duties for dependents is the key causal factor affecting
turnover directly and indirectly rather than gender per se.

Price (1977) found a strong association between Tenure and Turnover, although
several multivariate studies have not supported this finding. MacKay, Boddy, Brack,
Diack, and Jones (1971), for instance, found that controlling for the influence of Age
eliminated the Tenure and Turnover relationship. Both Hom and Hulin (1981) and
Michaels and Spector (1982) reported a nonsignificant relationship between Tenure
and Turnover. Tenure’s relationship with other variables is also mixed or wecak. In
addition, Motowidlo (1983) found that Age and Tenure correlated at a moderately
high level (r = .71). Itis possible that Tenure and Age may function as proxies for each
other. On the other hand, if tenure represents an investment, potential loss of the
institutionalized rewards earned over time may restrict freedom of choice. In such a
case, both tenure and age are causal factors, and Tenure should probably enter into a
causal analysis somewhere towards the middle as a mediator, where the appeal of
alternative jobs contrasts with estimates about the future potential of this job. In any
case, despite mixed findings, there is enough evidence to support the measurement of
tenure in addition to age in any causal analysis of disengagement behavior.

Spencer and Steers (1980) reported nonsignificant simple and partial correla-
tions between education and turnover. Gould and Werbel (1983) found that for
municipal employees, the direct relationship of education with turnover is nonsig-
nificant; however, they found a small but significant negative correlation between
education and organizational commitment. This could have an indirect effect on

disengagement.
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Organijzational commitment. Mobley and others note that commitment is

more closely related to the intent to quit and actual quitting than is job satisfaction or
any other variable. This has not been a universal finding (e.g., Michaels & Spector,
1982), but it is borne out by most of the recent multivariate research (for instance,
Mobley, 1982; Motowidlo, 1983, except for satisfaction with pay; Mowday, Steers,
and Porter, 1979). The problem is that, as Morrow (1983) notes, there are over 25
commitment-related constructs in the literature. O’Reilly and Chatman (1986)
remark on the lack of consensus on the definition and proper measurement of
commitment. The same basic construct yields a confusing array of descriptive terms.

Mowday, Porter, and Steers (1982) identify at least three aspects of commit-
ment: a strong belief in and acceptance of the organization’s goals and values; a
willingness to exert considerable effort for the organization; and a strong desire to
maintain membership in the organization. This definition is as close to being the
benchmark as any in the literature, but it by no means is the only definition.

Other researchers agree with Mowday et al. (1982) about outcomes but they
emphasize process more. Ajzen and Fishbein (1977), for instance, differentiate two
attitude constructs, attitude toward a target and attitude toward an act. Commitment
involves the organization as “target,” quitting as “act,” and intent as “attitude.”
O’Reilly and Chatman (1986) point out that in all definitions of commitment,
psychological attachment to the organization is a theme which continues to reappear,
with the core mechanism for attachment being the process of identification with the
attitudes, values, or goals of the organization. Organizational commitment, in their
view, reflects internalization of the organization’s values. The O’Reilly and Chatman
(1986) approach fits the two sets of attitudes postulated by Ajzen and Fishbein, target
and action attitudes, while encouraging the differentiation of attachment and its
outcome—intent to stay or quit. This distinction between antecedents and

consequences is not made by most measures of commitment, including the most widely
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used one, the Organizational Commitment Questionnaire (Mowday, Steers & Porter,
1979). This is a particularly difficult problem for the researcher who attempts to
evaluate the effect of organizational commitment on turnover and intent to quit.

The studies reported in Appendix A indicate that the average correlation
between Organizational Commitment and Age is .26. With gender the only significant
correlation is —.17. With number of dependents, commitment’s average correlation is
.18. With Tenure, one study reports 7 = .13 (Gould and Werbel, 1983) while the other
reports 7 = —.31 (O’Reilly and Chatman, 1986). Correlations with Job Involvement
(-46) and Job Satisfaction(mean » = .67)are higher than those with the demographic
variables. The average significant correlation between Oyganizational Commitment and
disengagement intentions (including Intent to Search and Intent to Quit) is -.56.
Finally, the average correlation with Turnover is —34. The scale used to measure
commitment for these data, however, included the question about Intent to Quit.

[ob satisfaction. Most studies of global and facet satisfaction report low or
nonsiguificant correlations with turnover. The correlation associated with the satisfac-
tion-with-work facet (» = -.46; Hom & Haulin, 1981; see Appendix A) was only
moderate and no longer significant upon removal of the effect of the behavioral
intention to reenlist. This is an example of the type of effect that is hidden by simple
bivariate reporting. If job satisfaction is related to turnover, the relationship is not a
simple one. In fact, more and more authors question the idea that these disengagement
behaviors result from dissatisfaction with the job.

Job satisfaction and organizational commitment. The average correlation be-
tween job satisfaction and organizational commitment (based on four correlations
shown in Appendix A) is .67. This is one of the highest correlations seen in all the
studies pertaining to disengagement and its precursors, suggesting either a strong
relationship or some redundancy of measurement. Interpretation is made difficult by

the inconsistency of the correlations among job satisfaction, organizational commit-

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



15

ment, and turnover. The Hom and Hulin (1981) study, in which removal of be-
havioral intentions turned a moderate relationship with turnover into a nonsignificant
one, reduces confidence in the bivariate findings. This result suggests that if
organizational commitment (without the intent to quit element) plays a role in causing
turnover, its effect should be more pronounced further back in the model rather than
immediately antecedent to turnover and intent. One of the purposes of my study was
to determine if organizational commitment (with behavioral intent is removed from the
construct) and job satisfaction have independent roles in predicting disengagement.

Organizational commitment and job involvement. Steers (1984) concludes
that there is a relationship between organizational commitment and job invelvement
but that it is not very strong. Jobs, according to him, represent the key mechanism for
contributing to an organization’s goal attainment (hence the source of what relation-
ship there is), but employees may remain uninvolved in the actual task requirements of
the job despite being committed to the organization and faithful in performance of
their duty (Steers, 1984, p. 466).

The approach to job involvement suggested by Koch and Steers (1978) is an
example of how the meanings of job involvement and organizational commitment can
lose their distinctiveness. These authors describe “job attachment” as an attitude
reflecting the fit between the real and the ideal job, occupational identification and
reluctance to seek alternative employment. Because this definition includes both iden-
tification and reluctance to seek alternative employment, it overlaps the definition of
job commitment proposed by Mowday et al. (1979). Kanungo’s approach, on the
other hand, separates these constructs into distinct, unidimensional attributes whose
effects on turnover can be independently measured (Kanungo, 1981, 1982a and
1982b).

Alienation and involvement are often used to represent parallel dimensions of

work-related affect. Both ultimately refer to psychological states of the individual,
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although alienation tends to be the preferred term of sociologists who describe the
phenomenon at the collective level (Kanungo, 1981). Following the general practice
in psychology, this paper will use the term involvement.

Kanungo defines work involvement as an identification with work, a perception
of work as having the potential to satisfy one’s salient external and internal needs and
expectations (Kanungo, 1981, pp. 8-9). Job and work involvement are independent
constructs. Job involvement focuses on beliefs about a particular job while work
involvement deals with attitudes about the value of work in its more abstract form
(Kanungo, 1981, p.9). One can be highly work-involved but not job-involved because
the particular job does not meet salient needs (and vice versa).

Gorn and Kanungo (1980) and Kanungo (1981, 1982a and 1982b) note that
the job involvement construct has been confused in the past with the issue of intrinsic
motivation on the job. They cite the scale developed by Lodahl and Kejner (1965) as
an example of that problem. The finding of Gorn and Kanungo (1980) that job and
work involvement covary for extrinsically motivated subjects but not necessarily for
intrinsically motivated subjects implies that these are separate constructs. Kanungo
(1982a) further reports that when the experimenter controls job satisfaction, job
involvement levels do not vary significantly on the basis of whether the subject is
intrinsically or extrinsically motivated.

Kanungo (1981, 1982a, 1982b) cautions that work involvement is not identical
with the Protestant Work Ethic. While socialization stemming from the Protestant
Work Ethic may result in work involvement, such involvement may also develop
independently.

Based on considerable research and close analysis of the literature, Kanungo
(1981, 1982a, 1982b) concludes that the scales which are used most today to measure
job and work involvement (Blood, 1969; Lodahl & Kejner, 1965; and Saleh & Hosek,

1976) cannot produce valid results. He therefore developed and tested his own Work
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Involvement Questionnaire and Job Involvement Questionnaire (Kanungo, 1982a).
This study will use these two instruments to measure work values.

Variables that link affective responses to disengagement. A few studies have
reported on the relationships among the elements which cluster closer to Turnover in
the path diagram suggested by Mobley et al. (1979). According to Hom et al. (1984),
Thoughts of Quitting are well connected to Job Satisfaction (r = —.64), to Intent to Search
for alternative jobs (r = .70), and Intent to Quit (r = .66). The relationship with actual
quitting behavior, however, is much weaker (# = .23). Generally speaking, evaluation
of alternatives was only marginally correlated with anything. Since this variable
appears to resemble Mobley’s Attraction—Expected Utilivy: Alternatives variable, these
findings raise questions about the usefulness of the construct. It may be that alterna-
tives are sought after the decision to quit rather than before, or that simultaneous
analysis of the Attraction—expected Utility: Present Job variable includes this subjective
assessment.

Williams and Hazer (1986) tested two causal models of turnover using LIS-
REL and concluded that neither personal characteristics nor the work environment
have a direct effect on turnover intentions. They stress that, in models of turnover, the
intervening variables Satisfaction and Commitment reflect the affect that results from
very diverse antecedents. They also report that personal and organizational factors
directly affect only satisfaction; they influence commitment indirectly, suggesting that
all determinants derive their effects through satisfaction. Their research shows stronger
support for the idea that satisfaction leads to commitment than for the reverse and
indicates that commitment, as they measured it, has a more important effect on intent
to leave than does satisfaction. They criticize the organizational commitment instru-
ment, however, because it contains statements about intent to leave and strongly advise
stripping this element from commitment questionnaires when they are to be used with

an Intent to Quit outcome.
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Based on this literature, the present study follows the advice of Williams and
Hazer (1986) who recommend concentrating on the sequence of emotional responses
that lead to turnover. This study downplays the importance of objective information
about the organization, the individual, and the economy, although some details have
been collected. For instance, the questionnaire records perceptions of job charac-
teristics, the demographic variables discussed above, and paid or volunteer status.

The major focus of this study is on the interrelationship of the affective
meastres. An attempt has been made to measure affective responses to work in
general, to the particular job, and to the organization. The study solicits subjective
estimates about the comparative abilities of this and other organizations to meet the
individual’s needs and values in an attempt to understand the relationship between

these key variables and disengagement behavior.

The Volunteer Employee
The Value of Researching the Volunteer

This study includes both volunteer and paid employees in its pool of respon-
dents because their differences may provide valuable insights into the disengagement
process among all workers. Economic necessity acts as a kind of film that opaques the
operation of the most important and immediate organizational motivation variables.
Understanding the operation of these motivational antecedents of commitment or
disengagement with volunteers may serve to reveal more clearly the operation of such
variables with paid workers. This was one goal of this research.

Another goal was to understand the employee-organization linkage when
unpaid workers are involved because volunteer workers are an important subject of
study. Gidron (1980) points out that the contribution of volunteer workers to
society’s economy has largely been ignored or denigrated in the past. There are, of
course, different types of voluntary activities affecting the welfare of a community (see

Houghland (1979) and Schulman (1980) for taxonomies). Volunteerism, however,
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extends far beyond membership and participation in such formal volunteer associa-
tions. A wide range of volunteer activities has evolved in specific response to
community needs. Examples include community service projects, “hot lines,” crisis
centers, and support groups, manned in part or whole by volunteers. These activities
have a different developmental history from the service-oriented social associations
such as Rotary, the Lions, or the Junior League and involve somewhat different
motives. The reasons for engagement thus may be social or instrumental or they may
involve pure dedication to a cause. These motives should interact with work condi-
tions. Purely social motives would probably fail to compensate for negative experien-
ces and would not prevent disengagement. On the other hand, some instrumental and
altruistic motives might encourage a volunteer to persist despite discomfort. The
differential effects of such motives were assessed in this study as part of the values
variable suggested by Mobley et al. (1979).

Parallel to these special interest groups are the support organizations that
develop around specific institutions such as hospitals, schools, and various arts or-
ganizations. While these activities may begin as a product of common functional
interests among participants and may at first maintain their private nature, in many
communities their structure begins to interact with the formal community structuic,
particularly with local government.

The intimacy of the linkage between the function-oriented volunteer activity
and the community structure varies both within and among communities. For
instance, identification with the volunteer activity or community organization may be
low for corporate volunteers who become involved as part of a boundary-spanning role
within the paying organization. They would probably identify more with the goals and
policies of the parent organization than with the voluntary organization (Corporate
Volunteer Coordinators Council, 1984). Identification with the community organiza-

tion is probably also low for those who perform a variety of short-term tasks such as
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annual fund collection for the organ-of-the-month campaign. Nonetheless, many of
the function-oriented or community-directed organizations do “employ” volunteer
workers on a regularly scheduled basis. These workers perform tasks that are similar
to those of the paid worker. The structure of their work situation may be very close to
that of their paid co-workers, and their roles are less easily differentiated solely as
“volunteer.”

Volunteers as a Human Resource

Some communities have harnessed, structured and coordinated this resource.
Virginia Beach, Virginia, for instance, employs a city-wide coordinator plus coor-
dinators in each functional area who maintain manning level specifications for volun-
teers and regularly collect personnel statistics. The city also makes a concerted effort
to integrate volunteer- and paid-employee services (City of Virginia Beach, 1970).

Not all communities share this view concerning the importance of volunteers.
Gidron (1980) notes that recognition of the worth of volunteer workers and under-
standing the value they place on noneconomic rewards would help in their integration
into a system and in full use of their time and services. Nonetheless, negative
perceptions of volunteers persist. Even within a community system which officially
welcomes their services, some members of that system will view them as unfair
competition or “scab” labor (Hassen, 1982).

Generally speaking, volunteers tend not to be taken very seriously. The ex-
perience they gain has traditionally been discounted in hiring criteria. Their dedica-
tion, commitment and professionalism are suspect (Hassen, 1982), and their motives
and processes of affiliation are only dimly understood (Jenner, 1981; Latham &
Lichtman, 1984; Smith, 1981; Statham & Rhoton, 1985; Tomeh & Chilson, 1981).
Part of the stereotyping and trivialization stems from the lack of recompense given for
their service; no concrete evidence of its value can be perceived. In addition, although

its social aspects are important in paid work’s satisfaction, the general perception of
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greater emphasis on sociability in volunteer associations causes the volunteers them-
selves to depreciate their efforts (Daniels, 1985). Highly valued work activities are
often denied to volunteer workers unless they have some scarce but respected skill or
attribute which makes them exempt from such social control, as in emergency rescue
personnel (Oldham, 1979). Such socially-imposed role restriction predictably leads to
depreciation of the volunteers contribution since they do not perform the more valued
tasks. Concurrently, the volunteers themselves, aware of other peoples’ low evaluation
of their efforts, will lower both their desire to volunteer and their commitment to the
organization. Such perceptions generate a downwardly spiraling feedback process and
limit voluntary participation and the profitable use of that participation by potential
beneficiaries.

One problem with using volunteers is that their part-time schedule may prevent
them from participating meaningfully in decision making and the continuing shifts and
changes i influence, policy, planning, and implementation. Knoke (1981) suggests
that such involvement loss can be partially compensated for through more effective
communication procedures which allow the volunteers to keep their perceptions and
expectations current.

One other fact interacts with this problem. There are situations when higher
level jobs may be given to volunteers if an institution-wide policy is enacted to ensure
such status sharing. However, special provisions must be made to determine who will
carry authority in crisis situations when volunteers and paid workers interact in a
command situation. For instance, when equivalently-ranked volunteer and paid fire-
company chiefs might be present at the same fire sites, prior determination must be
made about which officer will have authority over the other. Routine determinants
such as date of rank do not carry the same meaning when paid and volunteer workers
compete because of differences in training, experience, and day-to-day involvement.

Since such a decision normally favors the paid officer, this describes conditions in which
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both social and institutional controls reduce the status of the volunteers, even when
their level of professionalism would appear to free them from such control (Chief H.
E. Diezel, personal communication, June, 1985).

These are not the only perceptions and attributions which can limit the value of
volunteer workers as a community resource. Their use by a city government can
engender considerable dissatisfaction among paid workers if they interpret it as a way
to reduce union control or to make the city immune to salary demands (Chief H. E.
Diezel, personal communication, June, 1985).

Issues in management of the volunteer worker. Managers tend to believe that
without the threat of income loss it is difficult to regulate the behavior of volunteer
workers. However, Smith (1981) reports on the basis of a research review that, like
paid workers, volunteers are also motivated by instrumental interests, volunteering to
achieve rewarding, though not directly monetary, outcomes. While these interests may
not necessarily be selfish, altruistic motives may not dominate with the volunteer any
more than with the paid worker.

It would be foolist to stress too greatly the difference in monetary incentives
between the voluntary and the paid worker. While pay is obviously a primary work
motive, it does not necessarily drive all the connections among the causal variables
leading to disengagement. Seldom is pay handled on a performance-contingent basis
except for piece-rate and pure commission workers. When extrinsic rewards such as
pay and benefits are dispensed without any consideration of merit, the paid worker is
not too different from the volunteer; in both cases the continuation of their economic
welfare is relatively independent from the quality of their job performance. Ultimately,
when the choice process has passed all the intermediate steps and the individual
confronts the single decision of whether to leave an organization or to stay, the paid
worker must consider that the organization is a prime source of economic welfare. The

choice for this worker must therefore entail evaluation of alternative financial sources
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or a reduction in expenses. At the same choice point, the volunteer’s income is not
affected, although sources of self esteem, social reinforcement, expression of skill, and
other satisfiers are reduced. Up until that point, however, the paid and volunteer
workers are influenced by the same personal and organization variables.

Formalized exchange systems. Some cities are beginning to treat volunteers
more formally as a human resource (Gidron, 1980). That is, they deal with volunteers
as if they volunteer work in exchange for the noneconomic resources that the city can
provide. Sometimes work is exchanged for training. Sometimes it is exchanged for a
chance to make one’s skills known in the hopes that paid employment will follow.
More intrinsic satisfiers are exchanged in other circumstances. Some voluntary jobs
allow satisfactory expression of skills and talents; others exchange unpaid work for
exposure to valued stimuli such as art for the gallery docent, or historical material for
the museum worker. Very often the exchange is social contact with similar others.

Whatever the exchanged “commodity,” the identical process accompanies
economic exchange with the paid worker. These incentives are not different for
volunteers; it is more likely that their effect on paid workers is simply masked by pay.
In fact, dissatisfaction with these nonpay, commodity exchanges could affect the paid
worker and the volunteer to a similar degree. The power of such exchanges over the
paid worker’s disengagement decisions might well be hidden until another financial
alternative is available. At that point it would be too late for management to take
corrective action, and a worker would be lost as soon as economic circumstances made

departure feasible.

Disengagement Models and the Volunteer
Comparison of Paid and Volunteer Workers

There is very little literature examining differences and similarities between
volunteer and paid workers (Pearce, 1983). Consequently, it is difficult to determine

whether the disengagement models describing paid workers will generalize to unpaid
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ones. In fact, Knoke and Prensky (1984) claim that the many differences they believe
to exist between firms and voluntary associations preclude organizational theories
having any usefulness for voluntary associations. However, when volunteers work in
the same organizations as paid workers, with similar requirements for attendance and
performance quality, it is reasonable to predict that more process-oriented models (as
opposed to structural models) would pertain also to the volunteers. This is one of the
empirical questions tested in this study.

Only three studies were found comparing paid and volunteer workers.
Schoderbek, Schoderbek and Plambeck (1979) found the average need-satisfaction
scores of volunteers to be consistently lower than those of paid workers for almost every
measured need; however, the validity of generalizing the findings may be limited
because of the nature of their instrument. A second study failed to distinguish paid and
unpaid workers on the basis of characteristics of “the helping personality” (Hobfoll,
1980).

Pearce (1980, 1983) provides the most comprehensive direct comparisons of
both types of worker. She found volunteers to be less willing to assume leadership
positions (Pearce, 1980). She reported that paid and volunteer workers holding
similar jobs showed no significant differences in intrinsic motivation levels, but that
volunteers scored significantly higher on social motivation, service motivation, global
job satisfaction and job praiseworthiness (an approximation of sufficient justification
cognitions) (Pearce, 1983). Finally, paid workers scored significantly higher on four
intent-to-quit items, but, as she cautioned, these comparisons should be evaluated
carefully, since it is easier for a dissatisfied volunteer to quit (Pearce, 1983). That is, a
larger proportion of volunteers would already have left by the time this information
was solicited.

Characteristics of volunteer participants. Very few studies have examined

individual and organizational characteristics affecting membership and participation in
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voluntary organizations. Furthermore, there appear to be differences in findings as a
function of the time period in which the data were collected; socioeconomic status and
sex were reported as more salient in the past than in the present. Some researchers,
particularly earlier ones, report that volunteers tend to have higher socioeconomic
status than do nonvolunteers (Dotson, 1951; Gallup, 1979; Phillips, 1967). In
contrast, Smith, Luloff and Taranto (1981) found that education, income and
socioeconomic status could discriminate only weakly between people who are active in
or apathetic toward community-oriented organizations. A longitudinal study of
women volunteers by Statham and Rhoton (1985) reveals that while employed women
who do volunteer work ultimately earn less than those who do not volunteer, increased
voluntary activity is associated with higher education, training, work experience and
occupational prestige. Education level is included in the present study because of such
conflicting findings.

Traditionally, there has been a sex difference in the types of volunteer activities
undertaken. McPherson and Smith-Lovin (1982) report that even in more modern
times men tend to belong to larger organizations and to organizations which are more
central to economic institutions, while women affiliate more with peripheral, smaller
organizations that are associated with domestic or community affairs. Hoyt,
Ollenburger, and Gosselink (1985), however, note that in the last 20 years this pattern
has been changing. Women have been moving into the volunteer fields previously
associated with men, those fields that are more central to the economic realm. As
women’s role in work changes, so may their volunteer pattern.

The individual’s relationship to the organization. Quite probably there is an
interaction among several personal situation variables and the degree of involvement
of the volunteer in the organization. Jenner (1983) noted that there are typical sets of
activities found more frequently at different stages in adult life, the nature of these

demands affect the nature of the volunteer work undertaken. Jenner’s female subjects
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reported that their volunteer involvement was influenced more by their children’s needs
and opportunities than by their own or their husband’s, and that the age of their
youngest child was significantly related to the number of volunteer hours worked.
Jenner believes that the adult development stage is therefore a major determinant of
the volunteer role assumed and in degree of involvement. Another way of looking at
this has to do with role rather than with “development” or gender. If people are
primarily responsible for taking care of dependents and monitoring the activities of
others, then both their paid and volunteer activities will be affected. In our culture, of
course, women may assume this role more than men. A related issue, not directly
addressed in the literature, could be the responsibility to run errands for elderly or
handicapped household members. Such care-giving should be included in the family
responsibilities variable specified by Mobley et al. (1979).

The organization’s effect on the individual. Commitment correlates strongly
with being wanted by others in the organization and has a significantly higher
association with social needs than with the material benefits to be derived from
association with an organization (Latham & Lichtman 1984). Situational variables
such as orientation process, staff support, and time spent on administrative tasks have
more of an effect on commitment of correctional volunteers than any personal variables
(Pierucci & Noel, 1980). Thus, characteristics of the job can be expected to play a
causal role in the commitment or disengagement of volunteers as well as of paid

workers, indicating that yet another variable typically found in the disengagement

models affects both.
Purpose of this Study

The research reviewed above on disengagement and on the volunteer worker
indicated that a full test of the Mobley et al. (1979) model should be made. Addition-
ally, the role of a wider range of affective responses specific to work, job, and

organization appeared to merit further investigation in such a model. Finally, the
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literature suggested the appropriatencss of either attempting to expand the boundaries
of the model to include the volunteer worker or constructing an alternate model to
accommodate both types of worker.

Since very little of the research material suggests concrete steps to be taken in
enhancing the commitment and participation of volunteers, the results of this inves-
tigation will allow managers to frame their approaches to the volunteer in the same
context as they would their paid employees even though some of the variables will

differ in importance for the two groups.

Description of the Models

Figure 3 showed the general model as it was proposed by Mobley et al. (1979).
It specified the central determinants of turnover as Satisfaction, Attraction—Expected
Utility: Present Job, Attraction—Expected Utﬂity: Alternative Job, and Intentions to Seavch
and Quit. These principal determinants have been retained in the version of the model
tested in the present research. Mobley et al. (1979) also indicated that a number of
other exogenous and endogenous variables were involved in turnover. The sets of
variables fit on five levels: structural, cognitive, affective, intentional, and behavioral.

Path diagrams for both the Mobley et al. (1979) model and the modification of
it suggested by this review of the research literature are shown in Figures 4 and 5. Both
the Mobley model (Figure 4) and the modified model (Figure 5) were to be analyzed
for all subjects and separately for paid and for volunteer workers.

Mobley’s Individual Values (Mobley et al. 1979) has been broken into three
categories in this study: Job Involvement, Work Involvement, and Nonpay-Related
Work Values. Organizational Commitment, without its connotative component, was
added before Job Satisfaction in the augmented model. It was predicted that these
different affective responses to the work role and work climate would bring unique

sources of variance to the outcome variables. The instruments used to measure work
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involvement and job involvement differ from those used in previous research, in that
their excess meaning has been reduced. Job involvement and job satisfaction were

expected to be complementary.

Propositions

Fit of the Mobley et al. (1979) model. It was proposed that path analysis
would confirm the fit of the Mobley et al. (1979) model to the data provided both by

volunteer workers and by paid workers. It was further proposed that the augmented
model, when adjusted for alterations in partial regression coefficients, would provide
better fit for both volunteers and paid workers when Organizational Commitment and
a disengagement variable, Intent to Alter Involvement Level, were added.

The particular hypotheses concerning relationships among the variables in the
models are indicated in Figures 4 and 5. Signs on the paths represent predicted
relationships. Question marks on the paths signify that a prediction is not possible
based on the reviewed research. The following commentary provides the rationale
behind some of these predicted relationships.

Turnover. It was proposed that the immediate precursors to turnover would
be the separate disengagement intentions and Mobley’s Quitting Enbhancement or
Constraint construct. Based on the different aspects of this variable that Mobley
suggested, it has been broken into a number of constituent variables which are
discussed below. Disengagement intentions include several covert outcomes which are
measured and specified separately as Intent to Quit, Intent to Search for Alternatives,
and, in the angmented model, Intent to Alter Involvement Level. The overt behavior,
Search for Alternatives, is included because of Mobley’s recommendations and because
his colleagues, Hom, Griffeth, and Sellaro (1984) also found a direct path between
search behavior and turnover. It was predicted that this relationship would be found

for the paid workers; however, no prediction was made for volunteers.
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Quitting enhancement or constraint. For Mobley et al. (1979) there are non-

work consequences of quitting that include beliefs about consequences to the organization,
family, and others; ethical considerations; and contractual limitations. It was predicted that
two sets of these beliefs would directly affectInzent to Search: beliefs about the consequences
to the organization having to do with the organization’s needs for the worker’s particular
skills, and beliefs about the consequences of quitting to significant others.

Expectations about alterpative jobs. Individual needs and values make dif-
ferent aspects of work salient to different subjects as they evaluate available alternatives.
The individual weighs information about the job market while implicitly considering
those motives, deriving conclusions about the availability of desirable jobs and his or
her qualifications for the jobs that are available. The results of this covert process affect
perceptions about the labor market which determine alternative job expectations. A
direct relationship between optimistic perceptions of labor market conditions and
positive assessment of alternative job expectations was expected.

Organizational commitment. It was proposed that Job-Related Perceptions,
Nonpay-Related Work Values, Work Involvement and Job Involvement would determine
Organizational Commitment. Since direct questions about quitting intentions were to
be removed from the Organizational Commitment scale because of overlap with the
Intent to Quit variable, it was predicted that Organizational Commitment would enter
the path to disengagement earlier in the process than it has in previous studies.

A moderate, positive correlation with Job Satisfaction was expected. If the only
difference between what the job satisfaction and organizational commitment scales
measure is intent to quit, then the removal of that element should still yield a high
correlation between the variables. However, a moderate or low correlation would tend
to confirm that although both variables assess the subject’s affective response to the

work situation, they tap unique dimensions of that response.
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Individual work values. The relationship between pay status and job involve-
ment was difficult to predict because of an absence of previonsly reported correlations.
While volunteers may claim that the intensity of their job involvement is proved by
their working for nothing, paid workers similarly claim that their professional iden-
tification with the job enhances their job involvement (Hassen, 1982). It is reasonable
to expect both paid workers and voluntary workers to have a flexible mix of extrinsic
and intrinsic needs which are brought to bear on perceptions of the job and organiza-
tion and its satisfactoriness. Work values that are unrelated to pay are expected to
moderate affective responses to work and expectations about the job and the ability of
alternatives to provide satisfaction. In certain types of jobs there are strong instrumen-
tal reasons for volunteering. For example, most firefighters “apprenticed” in a volun-
teer program, using the volunteer work as a spring-board to paid firefighting work.
The status and public recognition associated with fire and rescue work and the close
camaraderie found in such cohesive work groups could be expected to provide extrinsic
incentives for both career and volunteer workers in these areas. It was proposed that
volunteers would endorse work involvement for its own sake more than paid workers,
and that they would also subscribe more widely to the nonpay-related work values.
Predicted Differences Between Paid and Volunteer Workers

The literature on the differences and similarities between paid and volunteer
employees is far from definitive, yet certain relationships can be predicted when the two
groups of employees are considered in the light of the Mobley et al. (1979) model. Both
groups are motivated by instrumental interests. Paid workers are motivated, of course, to
carn their salary. Volunteers work to achieve rewarding, though not directly monetary,
outcomes. While these interests may not necessarily be selfish, altruistic motives may not
dominate for either group (Smith, 1981). Both groups of workers are influenced by the
same personal and organization variables up until the point where departure choice is

affected by economics. Thus it can be predicted that so long as economic factors do not

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



33

enter into the equation, there will be no differences in response to structural and
personal variables. However, when personal and family income are involved, differen-
ces can be expected. Similarly, intrinsic motivation levels and dissatisfaction with
nonpay, commodity exchanges could affect the paid worker and the volunteer to a similar
degree, although intent to leave and actual departure might vary for the two groups because
of financial constraints. Selection factors might affect which characteristics and personal
responsibilities the worker is likely to bring to the work situation. Education and
socioeconomic levels probably cannot be investigated in an unbiased fashion in this
study since the work itself demands certain levels of education and background. The
family responsibility variable, particularly as it refers to the regular caregiving role, may
concentrate on volunteers since too many family responsibilities would mitigaic against
full-time employment. In terms of nonpay-related work values and satisfiers associated
with work, no difference between the two groups can be predicted, since there are
instrumental reasons for good job performance in both situations, and the status and
public recognition factor is balanced across groups in this study.

Since the major difference between the two groups is the economic welfare
associated with the paid worker’s position, when the choice to quit or stay has passed
to financial considerations, the paths that the two groups will take should be quite
different. Actual quitting should be easier for the volunteer since he or she does not
have to wait for a viable alternative before acting; thus more turnover is expected with
the volunteer, and the reasons for disengagement may be less directly tied to the work
situation. External factors could have a more potent effect on the volunteer than on
the paid worker since the volunteer activity is not so central to the individual’s financial
welfare and that of his or her family.

Two relationships are important but not necessarily predictable. First, pay
status should moderate the effects of family responsibilities, with increases in family

responsibility reducing quitting constraints for volunteers but increasing them for paid

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



34

workers.  Secondly, the relationship between pay status and job involvement was
difficult to predict because of conflicting claims and a lack of empirical data. Clarifica-
tion of the issue is made difficult in this research because self-selection has probably
eliminated uncommitted personnel from the more physically or emotionally traumatic
jobs. Job involvement should be more pronounced with volunteers, since nothing
binds them to the job in adverse circumstances except their own commitment to some
cause or to the nonpay “commodities” offered by the: situation. Finally, work involve-
ment should be higher for the volunteers (that is a strong reason for volunteering?),
but, as noted above, job involvement cannot be predicted.

The global prediction is that a path analytic model incorporating the variables
suggested by Mobley et al. (1979) should be able to account for the data produced by
both paid and volunteer municipal workers. An augmented model including organiza-
tional commitment and the intent to alter involvement should fit the obtained data

even better once its paths are trimmed to adjust for the new interplay of variables.
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Methods

Subject Sampling Procedures

Sampling frame, Seven hundred and ninety-six line personnel of the Fire
Department, Emergency Medical Services (Rescue, or EMS), and Library Department
of the City of Virginia Beach, Virginia, constituted the subject population from which
participants were drawn. This included 413 volunteer and 383 paid workers. When
data collection began, there were 316 Rescue workers on the rolls (all volunteer), 46
volunteer and 260 paid firefighters, plus 51 volunteer and 123 paid librarians. Turn-
over and out-of-town training assignments changed the numbers slightly in some cases
during the data collection period. The collected data were still analyzed if the question-
naire had been answered before such status changes took place. If not, the subject was
dropped from the pool and a replacement was sought through random selection.

Each department prepared rosters of its personnel. The lists were completely
accurate for the paid workers and voluntary librarians, but were inaccurate for the
voluntary firefighters and rescue squad workers. Since having a large membership was
considered to be politically important to these units, there was some reluctance to take
names off the roster; furthermore, record keeping quality was not uniform. Conse-
quently, the lists of firefighters and rescue squad workers had to be verified before
sampling could take place. Each rescue or volunteer fire commander was interviewed
and asked to verify the roster. This served to purify the lists to a certain degree, but it
was not until actual attempts were made to find the individuals listed that accurate
information about their active or inactive status was received. The numbers of
personnel shown above are considered accurate.

There are 16 paid and 15 volunteer fire companies in Virginia Beach. Each paid
company operates three shifts with a captain and two to eight firefighters or master

firefighters per shift. Shift hours vary for the volunteer companies, and the number of
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volunteers per company and shift ranges from zero to four. Most rescue workers work
on a nightly shift. Those in the rural squads (Sandbridge, Creeds and Blackwater)
respond to “beeper” calls from their homes or places of business. Members of the
6thcr, more urban squads work out of the fire stations.

When the survey began, there were five regular library branches plus a special
services building. Pending completion of the central library building, the department
distributed its central library staff members and specialized departments among these
branches. Most of these units use both paid and volunteer workers.

The sampling frame included no fire or Rescue personnel above company level
since volunteer positions do not exist at higher levels. Also, clerical workers in fire and
EMS were not sampled since they cannot be matched across pay status.

Active status determination is clear-cut and consistent for all paid workers and
for library volunteers; however, procedures vary somewhat from company to company
for fire and rescue volunteers. To have been considered for inclusion in the sample,
volunteers in fire and rescue must have been standing duty on a regular basis (at least
twice a month) and must have traveled regularly as crew on the emergency vehicles
during the survey period.

Sampling design. Random numbers were used to produce a 60% stratified
sample that yielded 476 potential subjects. The strata included three departments
(Fire, EMS and Library) and two categories of pay status (volunteer and paid) running
orthogonally to the department strata. Missing elements occurred under the paid/res-
cue category.

Data Gathering Procedures

Questionnaire administration. Administration procedures varied somewhat

from department to department because of the nature of the work and because of

preferences of the senior administrators. All potential subjects, supervisors, and
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department heads were made aware of the steps taken to safeguard the rights of the
subjects and the rights of units to confidentiality.

For the Fire Department, the researcher or an assistant visited each shift of every
fire company and explained the research to the shift captain. The captain assembled
the randomly-selected firefighters and the researcher again explained what was re-
quired. In cases where a firefighter was absent or was temporarily assigned to another
unit, return visits were made until the respondent completed the questionnaire.
Substitutes for subjects who were to be absent for a long time were randomly selected
from the personnel of that unit. Since most shifts were small, there usually was no real
choice about who the substitute would be. In the two cases of outright refusal, no
replacement was made. The two who refused to participate were asked to give their
reasons and were reassured that their refusal would not engender any reprisals. The
refusals were caused by the firefighters’ fears that management would see their answers
and that they would lose their jobs.

At the volunteer fire companies, the chief reviewed the roster supplied by the
Fire Department. In all cases the list was inaccurate. Names were deleted as appropriate,
and all members who did not actually ride the vehicles were removed from the pool.
For six weeks, the volunteer companies were visited biweekly in an attempt to contact
all the remaining firefighters either directly or through the chiefs; however, attendance
tends to be erratic in most companies and only the active members were reached.
While this reduced the size of the sample, it also ensured that one assumption of this
study was met; that is, the comparison should be between active, currently working
paid and volunteer employees who have a professional orientation and regular atten-
dance.

For the rescue squads, the monthly meeting was the most feasible time for
introducing the research. The squad president or chief updated the researcher’s roster

(provided by EMS) before the meeting and computer-generated random numbers
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were used to select the initial 60% sample. A randomly-generated list of substitutes
was also prepared at that time. Questionnaire packets were distributed during the
squad meeting.

Since the Chief of Finance had approved the administration of the questionnaire
during working hours, library supervisors specified the time they preferred for their
own workers to complete the questionnaire. For both paid and volunteer librarians,
the library supervisors handed out, explained and collected the questionnaires.

Packets containing the questionnaire, a full-disclosure sheet and an informed
consent form were given to the selected subjects. Upon completion of the form, the
subjects sealed the envelope and returned it to the station house or library supervisor
for pick-up by the researcher. Since the rural rescue squad members did not report on
a regular basis to the station house, a second questionnaire was mailed to those rural
squad members who had not returned theirs within a reasonable time and a stamped,
self-addressed envelope was included to facilitate their return of the completed questionnaire

Each station was visited twice a week, on the average, from the time the
questionnaire packets were handed out until the collection period was officially closed.
Pick-up of completed questionnaires from the library personnel was scheduled accord-
ing to the appointment times set by the local library supervisors.

In addition to collecting data directly through the survey questionnaire, the
research also involved the collection of turnover information from the units and
departments. Because of the regular visits to the administration sites, it was possible
to validate written records through on-site questioning. In the Fire Department the
researcher had direct access to the monthly attendance and leave reports and was able
to verify turnover first hand. The Library Department assigned a clerk to prepare a
written status report on the list of names provided by the researcher; direct access was
not allowed. Voluntary library staff were simple to monitor for turnover since accurate

and up-to-date records were kept. It was impossible to find an accurate, regular
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attendance report for volunteer fire and rescue workers and reliance had to be placed
exclusively on the verbal information gleaned from supervisors and fellow-workers.
Turnover information was collected at least once a week with each visit to the units
over a 15-month period. The respondents could be identified in all cases and their
status known.,

Response rates. Table 1 shows the return rates for the questionnaires along
with population and sample sizes. Completed, usable answer sheets were received
from 184 volunteers and 220 paid employees for a total of 404. The return rate was

74.8% for the volunteers and 95.7% for paid employees. The overall usable response

rate was 84.9%.
Questionnaire
Ihe Employee Information Form. This instrument was designed for all sub-

jects to answer using an optical scanning answer sheet. The wording was slightly
altered to make the questions fit each department and the pay status of the respondent

but the meaning of the questions was not changed. A copy of the questionnaire is

included in Appendix B.
Table 1
Response Rates by Pay Category and Department
POPULATION 60 % ACTUAL RETURN

DEPARTMENT SIZE SAMPLE SAMPLE RATE
Vol. Lib. 51 30 28 91.5%
Vol. EMS 316 189 132 69.8%
Yol. Fire 46 27 24 87.0%
Volunteers 413 246 184 74.8%
Paid Lib. 123 74 72 97.3%
Paid Fire 260 156 148 94.9%
Paid Employees 383 230 220 95.7%
TOTALS 796 476 404 84.9%
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Pretesting procedures. The average response time to complete the question-
naire was computed from data collected from one shift of a paid fire company in a
neighboring city. This same group also helped to improve the questionnaire’s com-
prehensibility. None of the subjects took longer than three quarters of an hour to
complete it. There were comments about the repetitiveness of some of the questions,
but since these belonged to the standardized questionnaires, these were not changed.
Some of the questions from the three most offending sets were interlaced with each
other to provide some variety.

Scales. The study used 28 scales. These included a number of standardized scales
as well as scales designed specifically to assess the variables in this research. Details of
their psychometric properties and elaboration of the constructs they were used to
measure will be given in subsequent sections. Sample means, standard deviations and,
for the multiple-item scales, coefficients of internal consistency (Cronbach’s Alpha)
appear in Table 2.

Scale construction. After data collection, construct validity of the specially-con-
structed scales was assessed using Principal Axis Factoring with varimax rotation.
Additionally, Cronbach’s Alpha, as a measure of internal consistency, was calculated
for each scale. Anomalous items and scales were removed, leaving six scales. The scales
created for this study include: Nonpay-Related Work Values, Attraction—Expected
Utility: Present Job, Attraction—Expected Utility: Alternatives, Tenure, Adherence
to Rules and Procedures, and Expectancies for Present Job. The standardized scales
were the Job Characteristics Inventory (Sims, Szilagyi, & Keller, 1976), the Minnesota
Satisfaction Questionnaire (MSQ; Weiss, Dawis, England, & Lofquist, 1967), the
Organizational Commitment Questionnaire (OCQ; Mowday, Steers, & Porter,
1979), the Work Involvement Questionnaire and the Job Involvement Questionnaire
(WIQ and JIQ; Kanungo, 1979). These were used as prescribed by their authors with

the exception of the removal of the intend-to-quit question from the Organizational
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Commitment Questionnaire. This item was used separately to measure turnover
intention (Q5).
Predictor Variables

Overview. The predictor variables can be clustered conceptually into four
groups: individual characteristics, work factors, economic factors, and values variables.
While the individual characteristics require fairly straightforward self report that is
verifiable, the other groups require the reporting of situation perceptions rather than
objective data. Since people act on the basis of their perceptions, this is a legitimate
approach.

Individual characteristics. The questionnaire assessed Tenure, both for the job
(Q102) and for the organization (Q103), on a five-point, ordinal scale. The five time
blocks ranged from less than 1 year to over 15 years. Age was measured as a continuous
variable derived from date of birth information found both in the personnel records
(for paid workers) and on the response sheet. The proportion of the family income for
which the respondent was responsible was assessed with Family Income Responsibility
(Q108). Schlep (Q107) recorded how much time and energy had to be devoted to
running errands and being “on call” for the other household members. This is the
second family responsibility scale.

Work Factors. The Job Characteristics Inventory was used to assess percep-
tions of some key organizational qualities (Q33-Q62). Sims, Szilagyi and Keller
(1976), using a variety of multivariate statistical approaches, partitioned the Job
Characteristics Inventory into six subscales which were retained in this study (Varsety,
Autonomy, Feedback, Task Identity, Working With Others, and Friendship). In addition
to these scales, Adherence to Rules and Procedures (Q124-Q127) assesses the influence
of departmental rules, procedures and policies.

Economic Factors. Economic factors that fit under the exogenous perceptions

heading were assessed with a single variable, Labor Market Perceptions. The question
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(Q1) was presented in two forms, one for paid workers and one for volunteers. Ql
for paid workers read “How available are good jobs in the local labor market for people
with your skill, experience, and pay requirements?” The volunteers® question reads,
“How available are good volunteer jobs in the local area for people with your skill,
experience, and working goals?”

Work-Related values. Mobley’s Individual Values construct was represented
by three different variables in this study: Job Involvement, Work Involvement, and
Nonpay-Related Work Values. The Job Involvement Questionnaire developed by
Kanungo (1979) has 10 questions (Q75, Q77-Q85). Work Involvement was assessed
by means of the Kanungo (1979) Work Involvement Questionnaire, which has six
questions (Q73, Q76,Q87, Q91, Q96, and Q101). It addresses involvement in work
for its own sake, regardless of the organization or the particular job or position.
Acceptable construct and predictive validities have been demonstrated by Jain, Nor-
mand and Kanungo (1979), Kanungo, Gorn and Dauderis (1976) and Kanungo,
Misra and Dayel (1975). The final scale in this category, Nonpay-Related Work Values
was composed of nine questions (Q63 to Q71) and assessed the strength of non-
economic motives for becoming involved with the organization and maintaining that
involvement. Respondents were given a list of things that attract different people to
an organization and were asked to rate the strength of the attraction. Typical items
were “Being with the kind of people I like,” and “I find this kind of work exciting.”

Expectations about the future. The two scales that fit this category assess
predictions about the future potential of the job situation and of available alternatives.
They are: Expectancies for Present Job and Expectancies for Alternatives. Expectancies for
Present Job is based on the answers to questions Q112 and Q113 and focuses on
promotion chances. Expectancies for Alternatives uses a single question, Q2, which asks
subjects to rate the strength of their agreement with a statement about the ease of

finding alternative employment or volunteer activities “that would suit my needs and
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skills better than this one.” Q2 asks subjects to rate their chances of being selected over
other candidates for an alternative job or activity.

Attitudes toward the situations. Four variables are attitudes. Two scales give
future projections of attitudes: Attraction—Expected Utility: Present Job; Attraction—
Expected Utility: Alternatives. Two scales assess current attitudes: Job Satisfaction and
Organizational Commitment.

For Attraction—Expected Utility: Present Job, subjects were asked how satisfied
they would expect to feel in three months (Q29) and in one year (Q30) if they were to
continue in their present job. Attraction—Expected Utility: Alternatives is a future-
oriented prediction of satisfaction if the individual were to leave this organization.
Prediction is again based on three month’s time passage (Q31) and one year (Q32).
Job Satisfaction was measured with the Minnesota Satisfaction Questionnaire (MSQ;
Q9-Q28). Only the overall satisfaction score was analyzed in this study. Weiss, Dawis,
England, and Lofquist (1967) report that a revised answer format for the long form
adjusts for ceiling effect and produces mean scale scores that tend to be in the middle
of the range with more symmetrical distribution. In this research, the revised format
is used with the short form. Assessment of Organizational Commitment used nine
items from the Organizational Commitment Questionnaire (OCQ) (Mowday, Steers
& Porter, 1979). They are found in items Q90, Q92 to Q95, and Q97 through Q100.

Attitudes towards actions. Disengagement intent consists of three separate
attitudes: Intent to Alter Involvement in the organization (Q6), Intent to Search for other
activities or jobs (Q8), and Intent to Quit (Q5). Intent to Alter Involvement was not
suggested by Mobley, but consideration of the emotional aspects of attachment and
disengagement seems valid; consequently, it was included in the augmented model.

Mediating variables. Mobley proposed that the mediating variable Quitting
Enhancement or Constraint intervenes between the attitudinal variables and actual

quitting behavior. Two aspects of this variable were included: perception of the

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



44

Consequence of Quitting to others who are important to the subject (Q3), and the
subjects’ beliefs about the Orgamization’s Need for their personal contributions (Q4).
Outcome Variables: Operational Considerations

The ultimate outcome variables are behavioral: search and departure from the
organization. Certain considerations about the operationalization of these variables
must be addressed before they can be specified.

Actual search behavior. Search clearly precedes Turnover; however, it seems
reasonable to assume that it does not always occur before a quit or termination. Paid
workers who are fired or let go because of a reduction in force may not have been alert
enough to their circumstances to begin a job-hunt. Retirees and volunteers may not
have to search for alternative activities; they may have already planned what they intend
to do and might not recognize that activity as “search.” On the other hand, Search may
represent some emotional disengagement and yet not culminate in turnover, perhaps
because of constraints, or perhaps because of feedback from the search process that
made the present situation look better, or because the search process itself was cathartic
and, temporarily at least, reduced the drive to change. Mobley, in the 1979 model
(Mobley et al., 1979), left active search out, but the Mobley, Horner, and
Hollingsworth (1978) study included it, and it was included in the reanalysis of that
data by Bannister and Griffeth (1986). It is the emphasis on these several dimensions
that led to the adoption of the “disengagement” term rather than “turnover” as the
topic for this study.

Turnover. Actual Turnover was determined by the city personnel records.
Since it is difficult to determine when voluntary termination may simply reflect a
worker’s acting upon the courtesy extended to him to quit in lieu of firing, all forms of
turnover were monitored, including involuntary termination, unavoidable resignation,
and avoidable resignation. In the case of the volunteer, “firing” is not the appropriate

word, but in all departments volunteers have been asked to leave when their perfor-
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mance or attendance has been substandard. In some cases, subtle steps may have been
taken to alter the worker’s perception of the expected utility of the present job. For
instance, rescue workers considered unprofessional by their peers were ostracized and
then voted out of the company. An additional path to Turnover with volunteers had
to do with accreditation. Those who failed to keep their credentials current were forced
into an inactive status, although they might be retained on the roll. Careful question-
ing was needed to make sure of the active status of the subjects.

Another situation which made determination of Turnover unclear for the
volunteers in fire and rescue companies was military affiliation. Sailors home-based in
this area who left for long-term sea duty but who might come back were initially
designated as on leave of absence from the company. Those who had not returned by
the time the data were being analyzed had that designation changed to Turnover. The
justification had to do with the disengagement process. Even if they did realign
themselves with a voluntary unit in the future, separation had been long enough (up
to 15 months) to necessitate a new socialization process, learning of group norms and
goals, and the establishment of new social and professional alliances. Furthermore,
professional skills would have to be reestablised and credentials re-earned. The
designation appears to be logical. Not all military absences warranted such treatment,
of course. Some military personnel have a long-established pattern that clearly indi-
cates that they keep up their ties with the unit despite absences. Their spouses, for
instance, are often also active members. In this study, those rescue workers who might
have fallen into this category returned from sea duty in time to reinstate their active
status with their original company.

Involuntary termination includes firing for inadequate performance of duty or
for characterological, moral or legal reasons, rzduction in force terminations without

prejudice, and mandatory retirement. Unavoidable resignation can be caused by such
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factors as transfer of a spouse or oneself (by the primary employer). Health reasons,
involuntary retirement, and family demands can be added.

Avoidable resignation, as Mobley (1982) points out, does not necessarily imply
escape from an aversive situation; it can also reflect approach behavior toward a more
attractive opportunity. Avoidable resignation in this research will include withdrawal
from an aversive, dissatisfying job or work environment; leaving to take a better paying
or more satisfying job, leaving to seek variety, or voluntary retirement, presumably to
sample a different life style.

A volunteer can shift from active to inactive status and still retain some degree
of identification with the organization. This appears to be an important issue for fire
and rescue volunteers. In some units, workers are encouraged to “go inactive” for a
short period of time when stress begins to become a problem. In such cases, both the
unit leadership and the individual fully expect a return to active status. This shift can
be likened to vacation and will be treated as absence. On the other hand, a shift from
active to inactive status when there is no definite plan for reactivation should be
accounted as Turnover despite continued emotional involvement with fire and rescue
in their abstract form. In some units, such shifts are officially designated as such;
however, in others, only failure to sign up on the duty roster or failure to appear for
duty give concrete signs of status change.

Outcome actions: Specification. The question, “have you looked around at all
for another job or voluntary activity,” (Search; Q7) allows a determination to be made
about how active and concrete search behavior has become. Intensity of search
behavior is scaled as an ordinal variable. The lowest level of intensity is none. Answers
are ranked from there through “I've looked for ads for workers with my skills,” “I have
made phone calls to organizations to get job information,” “I have appointments
and/or interviews set up,” to “Ive filled out applications for other jobs.” This is a

measure of intensity, not frequency.
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Turnover, both voluntary and involuntary, was based on fiequeicy counts
derived from the regular visits to the questionnaire adminstration sites and from review
of personnel records maintained in the departments of fire and library. A follow up
check was made with the EMS headquarters representative and the coordinator of Fire
Department volunteers. At that time the entire subject list was formally reviewed for

status changes.
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Results

Overview
The goals of this research were to test the fit of the Mobley et al. (1979) model

of disengagement to all subjects, to paid employees alone and to volunteer employees
alone. A second goal was to compare the fit of the model to paid workers with its fit
to volunteers. The third major goal was to test and compare the fit of an alternative
model with paid and volunteer workers and to adjust that model as appropriate to
determine if a model of disengagement could be generated which would account more
fully for the behavior of both paid and volunteer employees than the Mobley et al.
(1979) model.

In addition to these goals, there were some questions concerning certain
variables that were raised by the literature review and by analysis of what is known
about paid and volunteer work behavior. It was suggested that there would be
differences between the paid and the volunteer workers in the degree of relationship
between the disengagement variables and the following variables: perceptions of the
Organization’s Need for the worker’s services; quitting enhancement or constraint
because of perceptions of the Consequence of Quitting for important others in the
subject’s life; Family Income Responsibility; and Schlep or the degree to which the subject
is responsible for running errands and taking care of the needs of household depend-
ents. A Multivariate Analysis of Variance revealed similarities as well as significant
differences between the volunteer group (N=184) and the paid employee group
(N=220). Pillar’s trace statistic produced ¥V = .60313, (s = 1,m = 15, » = 183);
F = 21.6, (hypothesis df = 32, error df = 368,p < .0001). Univariate analysis
of variance revealed differences between the two groups in several variables (See Table

2).
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Table 2

Variables, Means, Standard Deviations And Coefficients of Internal Consistency
All Subjects Paid Employees  Volunteers

Variable Mean SD Alpha Mean SD  Mean  SD
TURNOVER 111 .33 * 1.03 19 122 A1#
INTENT TO QUIT 123 62 ¥ 1.19 54 1.28 71
SEARCH 1.64 119 d 1.68 113 1.60 1.26
INTENT TO SEARCH 1.63 1.05 * 1.62 1.01 1.64 1.10
INTENT TO ALTER INVOLVEMENT 249 1.02 * 2.45 1.01 253 1.02
CONSEQUENCE OF QUITTING 3.33 1.03 * 3.78 97 2.80 83#
ORGANIZATION’S NEED 4.00 .85 * 3.88 .87 415 80#
ATTRACTION-EXPECTED UTILITY:

PRESENT JOB 348 1.06 97 3.23 1.02 377 1.03#
ATTRACTION-EXPECTED UTILITY:

ALTERNATIVES 2.34 111 94 242 1.09 225 1.14#
EXPECTATION FOR PRESENT JOB 3.33 1.06 62 3.04 85 3.68 1.18#
EXPECTATION FOR ALTERNATIVES 241 84 56 2.60 84 2.19 T7#
JOB SATISFACTION 332 62 90 3.18 63 350 S56#
ORGANIZATIONAL COMMITMENT 355 82 92 328 28 387 69#
WORK INVOLVEMENT 2.62 .64 77 251 68 2.76 S8#
JOB INVOLVEMENT 2.76 72 .88 2.65 .08 2.90 T3#
NONPAY-RELATED WORK VALUES 346 77 85 3.28 79 3.67 69#
LABOR MARKET PERCEPTIONS 343 .88 48 3.01 72 394 79#
FRIENDSHIP 3.85 81 88 371 79 4.02 T94#
WORKING WITH OTHERS 397 79 61 3.89 77 4.06 .81
TASK IDENTITY 357 86 79 3.42 .88 375 804#
FEEDBACK 3.08 92 86 3.01 87 317 97
AUTONOMY 3.25 .80 .78 3.13 82 339 T64#
VARIETY 313 84 82 290 .86 341 73
ADHERENCE TO RULES

AND PROCEDURES 350 70 68 3.46 .69 354 71
FAMILY INCOME RESPONSIBILITY 343 1.39 * 375 1.19 3.05 151#
SCHLEP 315 121 * 318 1.15 311 1.28
TENURE 2.84 1.21 93 3.13 1.19 2.50 1.14#
AGE 3465 1115 * 33.94 775 3551 1418

Minimum N 401 219 182
Range of scale values = 1 to 5.

*  Single question measures.

# Difference between means of paid and volunteer workers significant at « < .05.
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A Multivariate Analysis of Variance was also used to analyze differences among
the five subject groups for all of the variables. Pillai’s trace V' = .25159 (s = 1,m =
14.5, n = 182); F = 3.97 (hypothesis df = 31, error df = 366, p < .0001). The
univariate comparisons which produced significant differences among paid fire, paid
library, volunteer fire, volunteer library, and volunteer Emergency Medical Service
employees are shown in Table 3 along with the means and standard deviations for the
variables for each group. The Scheffé procedure was used when the means for a
variable differed significantly. A superscript in Table 3 marks the mean or group of
means that are significantly different from the rest of the means for that variable.

Path Analyses of the Disengagement Models

The Mobley model. The Mobley model was tested for goodness-of-fit in the entire
subject sample, the paid employees sample, and, finally, in the volunteers sample. In the
test of goodness-of-fit of the model used in this research, path coefficients for both a
just-identified model and an over-identified model must be computed. In a just-identified
model, paths are plotted between each variable and each of the subsequent variables. In an
over-identified model, some of those paths are deleted to fit the theoretical pattern of
relationships proposed. This was done in this case for each analysis. Specht’s technique for
testing the goodness-of-fit of the model was then employed (Specht, 1975). Q, a measure
of goodness-of-fit for an over-identified model (the theoretical model of interest), is based
on the ratio of generalized variance actually accounted for by the model to the amount of
generalized variance available for explanation. Q takes on values from 0 to 1.0, demonstrat
ing an increasing degree of fit as the value approaches 1.0 (Pedhazur, 1982, 618-620). O
was tested for significance using W which has an approximate xZ distribution with af = 4,
where 4 represents the difference between the paths available (just-identified model) and
the number of paths actually used in the over-identified model. Significant values for W
would indicate that the model does not fit. The critical score for rejection of fit for the

Mobley model is W 2 173.69 (df = 145).
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Table 3

Variables, Means, Satndard Deviations for each department within pay group.

Paid Departments Volunteer Departments
Fire Libmsy Fire Libmyy Rescue
Yariable Mean SD Mean SD Mean SD  Men  SD
TURNOVER 102 .14 104 26 150 51 132 48 114  35*
INTENT TO QUIT 116 41 125 75 138 106 136 87 124 .58
SEARCH 162 110 179 119 183 158 164 134 155 119
INTENT TO SEARCH 151 .88 183 122 171 133 207 118 154 102

INTENT TO ALTER INVOLVEMENT 2.49 96 238 112 221 102 296 84 249 1.04*
CONSEQUENCE OF QUTTTING 3.81 96 371 97 308 78 296 69 272 85

ORGANIZATION'S NEED 393 89 378 83 388 104 346 74 434 66
ATTRACTION—EXPECTED UTILITY:

PRESENT JOB 3.20 98 329 109 369 86 366 126 381 101
ATTRACTION—EXPECTED UTILITY:

ALTERNATIVES 244 114 238 97 277 130 264 122 209 104

EXPECTATION FOR PRESENT JOB  2.99 71 316 109 352' 104 214 146 403 84*
EXPEZTATION FOR ALTERNATIVES 2.72° .82 235 84 2.08 73 246 67 215 79*

JOB SATISFACTION 315 55 323 76 352 61 355 63 348 52
ORGANIZATIONAL COMMITMENT 3.23 82 338 82 409" 58 358 73 390 68*
WORK INVOLVEMENT 2.49 68 254 76 298 39 279 58 271 .60
JOB INVOLVEMENT 2.70 68 253 68 325" 62 219 48 299" 70%

NONPAY-RELATED WORK VALUES 3.39 69 307 94 384 .82 320 86 374 .58
LABOR MARKET PERCEPTIONS 314 66 272 76 4.04 72 371 90 397 77

FRIENDSHIP 3.83 67 345 95 398 92 337 100 416 65
WORKING WITH OTHERS 396" 68 376 93 3977 90 310 115 428 51*
TASK IDENTITY 331 80 363 100 369 82 393 59 373 83
FEEDBACK 300 181 304 99 356 106 371 104 298 87
AUTONOMY 2,97 73 346 91 281 92 351 80 348 67
VARIETY 293 J7 284 102 336" 86 264 76 358"  58*
ADHERENCE TO RULES AND

PROCEDURES 345 54 350 92 359 74 306 92 363 61
FAMILY INCOME RESPONSIBILITY  4.15 87 292 132 317 161 229 178 320 139
SCHLEP 311 106 333 130 279 138 282 154 323 120
TENURE 347" 99 244 126 203 102 205 96 267" 1l16*
AGE 3268 621 3655 978 3090 1130 4890' 2120 33.60 11.10*
Minimum N 148 71 23 27 132

Range of scale values = 1 to 5.

* Difference between means of occupational groups is significant at «« < .05.

* Superscripted means are significantly larger ( < .05) than the unmarked means for the variable.
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The full sample Q = .43, W = 215.04 (N = 401, = < .05). The model did
not fit the full sample data but did weakly fit both the employee and volunteer data
when tested separately. The paid employees’Q = .20, W = 119.14 (N = 219, « > .05).
The volunteers’ Q = .20, W = 59.57 (N = 182, « > .05). Path diagrams for the
over-identified models are shown in Figure 6 for all subjects, Figure 7 for paid
employees, and Figure 8 for volunteers. Path coefficients are included for each path.
Appendix E contains a list of standardized beta coefficients used to estimate path
coefficients and residuals for all models.

x* is very sensitive to sample size and may lead to the erroneous rejection of a
model simply because the sample was large enough to magnify effects. This effect may
account partially for the lack of fit found in the total-subject sample. Since W
approximates the x? distribution, Pedhazur (1982) and Joreskog (1974) recommend
stronger reliance on the Q when judging the fit of the model or comparative fit between
two or more alternative models. Table 3 shows the number of subjects, Q, and W for
each sample. Q is small for each test, indicating that goodness-of-fit is marginal and
that the larger sample size associated with the entire sample was sufficient to show

significant lack of fit.
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The augmented Mobley model. This modification of the Mobley model en-
tailed the addition of two affective variables, Organizational Commitment and Intent to
Alter Involvement. Specht’s goodness-of-fit test was again applied to the full sample and
the paid worker data. Q was calculated for the volunteer data, but W could not be
computed since 4 was greater than the number of subjects. That is, the model was
under-identified and the fit of the model could not be tested. The critical score for
rejection of fit of the augmented Mobley model for the all-subjects and paid-worker
samples is W 2 227.42,(df = 194).

The full sample Q = .10, W = 480.06 (N = 401, « < .05). The model did
not fit the full sample data but did weakly fit the paid employee data. The paid
employees’ Q = .05, W = 76.11 (N = 219, « > .05). The volunteers’ Q = .05 (N =
182). Path diagrams for the over-identified models are shown in Figure 9 for all
subjects, Figure 10 for paid employees, and Figure 11 for volunteers. Path coefficients
are included for each path.

The trimmed model. It can be seen that neither the original Mobley et al.
(1979) model nor the augmented model (which included Organizational Commitment
and Intent to Alter Involvement) fits the obtained data very well. In order to account
for the observed data in a more parsimonious fashion and to provide guidance for
future research, the augmented model was trimmed to obtain the best fit with the data
from the three subject groupings. These additions led to a reduction in the number of
variables required in the model and in the relationships among the variables, producing
a more parsimonious model as well as one that yields higher goodness-of-fit indices.

The trimmed model was applied to the whole data set, to just the paid
employees, and, finally, to the volunteer employees. The critical score for rejection of
fit for the trimmed model is W = 54.452 (df = 39). The full sample Q = .91, W =
35.82 (N = 401, « > .05). The paid employees’ Q = .77, W = 45.89 (N = 219, «
> .05). The volunteers’ Q = .80, W = 31.44 (N = 182, « > .05). W was less than

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



57

the critical score for each of the samples; the trimmed model fit the data in each case.
Furthermore, the Q for each of the trimmed model tests-of-fit was larger than any
of the Q scores provided by the Mobley model. The goodness-of-fit provided by
the trimmed model was better than that of the Mobley model for volunteers, paid
employees and the full sample. These comparisons are shown in Table 4. Separate
path diagrams for the trimmed model are shown in Figure 12 (full sample), Figure
13 (paid employees) and Figure 14 (volunteers).
Table 4

Comparison of Goodness-of-Fit Indices for the Mobley and the Trimmed
Models of Disengagement

Al Paid .

Model djects (N= =219 17 =

’ Q W cs*  Q 134 e Q 214 Cs*
Mobley 43 227.03* 17368 20 13519 17368 20 3258 173.68
Augmented 10 480.06* 227.42 05 7611 227.42 05 # 227.42
Trimmed 91 3582 5445 J7 4589 5445 80 3144 5445

* Goodness-of-fit is rejected if obtained W exceeds critical score (CS)
# W cannot be computed because 4 > N

Table 5 presents a comparison of the residuals associated with each endogenous
variable by group and model. All but one of the dependent variables in the trimmed
model have smaller residuals than those provided by the Mobley model, revealing a
better fit to the data than that provided by the Mobley model despite substantially
fewer predictor variables being used. The residual score for Job Satisfaction for paid
employees is the same in each model. The residual scores for the trimmed model are
smaller than for the augmented model also, except for Organizational Commitment for
paid employees. This fit takes advantage of specific sample characteristics, however,

and can be expected to be reduced in cross-validation attempts.
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Table 5

Comparison of Residuals by Model and by Group

Turnover

Intent to Quit

Search

Intent to Search

Intent to Alter Involvement

Attraction-Expected Utility:
Present Jogc

Expectation for Present Job

Attraction-Expected Utility:
Alternatives

Expectation for Alternatives

Job Satisfaction

Organizational Commitment

Mobley Model A ved Model Trimmed Model
4 Paid Vol 4 Paid Vol, Al DPaii
90 98 .85 90 98 .85 84 .97
.99 95 99 .99 .95 99 79 84
71 72 70 71 72 70 - -
90 77 .95 97 97 97 — —
— — — .88 83 .89 82 79
46 44 54 57 .55 67 41 39
78 78 71 .78 .38 71 - —
.95 90 .98 93 85 .98 — —
85 91 .82 85 91 .82 — —
42 33 55 62 65 69 38 33
— — — 52 A48 .61 50 50

Ve
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Analyses of the significance of specific paths. Since this study focuses on how

volunteers and paid workers are alike and different in the paths that lead them to
disengagement, the beta coefficients that differed substantially for paid and volunteer
workers are shown in Table 6 for the Mobley model, Table 7 for the augmented model and
Table 8 for the trimmed model. The only paths included in these tables are those with

significant path coefficients for one of the samples but not for the other.

Table 6
Differing path coefficients for paid and volunteer worker samples

using the Mobley model

Path

Lrom To Paid Volunteer.
Intent to Quit Turnover 13 39*
Scarch Intent to quit .23* 04
Consequence of Quittin Intent to Search Jd4* 07
Attractuon-Expected Uu it{: Present Job Intent to Search -.32* .02
Expectation for Present Jo Attraction -Expected Utility: Present Job  .11%* .00
Age Expectation for Present Job - 04 -.23*
Tenure Expectation for Present Job -.18% a1
Family Income Responsibility Expectation for Present Job -07 16*
Variety Expectation for Present Job A1 22*
Working With Others Expectation for Present Job 00 19
Job Involvement Artraction-Expected Utility: Alternatives - .27* -12
Expectation for Alternatives Artraction-Expected Utility: Alternatives  .21* 05
Tenure Expectation for Alternatives .05 17*
Working with Others Job Satisfaction .09 -.19%
Varicz Job Satisfaction 23* 02
Friendship Job Satisfaction .06 27*
* significant at « < .05
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Table 7
Differing path coefficients for paid and volunteer worker samples
using the augmented mode|
Path

Erom To DPaid_ Volunteer
Intent to Quit Turnover 13 39*
Search Intent to Quit 23 04
Organization’s Need Intent to Alter Involvement -19*% -12
Job Involvement Attraction-Expected Utilitz: Present Job ~.03 -16*
Age Expectation for Present Jol -.04 -.23*
Tenure Expectation for Present Job -.18* 11
Family Income Responsibility Expectation for Present Job -07 16*
Varicty Expectation for Present Job A1 22
Working with Others Expectation for Present Job -.00 19%
Job Involvement Attraction-Expected Utility: Alternatives  ~.20% =11
Work Involvement Auraction-Expected Utility: Alternadves  .18* 09
Expectation for Alternatives Attraction-Expected Utility: Alternatives . 18* 04
Organizational Commitment Artraction-Expected Utility: Alternatives  -.28% -.02
Age Expectation for Alternative =12 ~.24*

orking with Others Organizational Commitment -01 -.16%
Feedbac| Organizational Commitment 21 04
Friendship Organizational Commitment ~-11 25%
Job Involvement Organizational Commitment 32* 06
Adherence to Rules and Procedures Organizational Commitment A7* 05
* significant ar « < .05

Table 8

Differing path coefficients for paid and volunteer worker samples
using the trimmed model

Path

Erom To Paig Volunteer
Intent to Quit Turnover A1 39*
Tenure Turnover 07 -.18*
Family Income Responsibility Turnover -13 -.16*
Organizational Commitment Intent to Alter Involvement -.08 -.19%
Organization’s Nced Attraction-Expected Utility: Present Job  -.03 .20%
Friendship Job Satisfaction 4% 09
Age Organizational Commitment -.08 26
Tenure Organizational Commitment ~23* -.08
Adherance to Rules and Procedures Organizational Commitment J14* 05

* significant at « < .05
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Discussion

The Mobley Model
Ihe Mobley model and the entire subject sample. The Mobley model did not

fit the data when all the subjects were analyzed together. It did, however, marginally
fit both the volunteer sample and the paid worker sample, accounting for a greater
proportion of variance in turnover among the volunteers than among the paid workers.
Using Intent to Quit as the criterion, the amount of variance accounted for was almost
the same in both samples.

The Mobley model entailed 44 paths among 26 variables. In the full-sample
analysis, twenty-one of these path coefficients were significantly greater than zero. As
predicted, the paths from Intent to Quit to Turnover and Intent to Search to Search were
significant. These data confirm some of the key relationships proposed by Mobley et
al. (1979) for the final steps of the model. However, Mobley et al. (1979) also
proposed that Job Satisfaction would be directly linked with the disengagement vari-
ables, but the path between Job Satisfaction and Intent to Search was not significant. In
addition, the mediating factors that Mobley proposed as affecting disengagement
(Consequence of Quitting to others and Organization’s Need for the worker’s skills) were
not significant when linked to Search.

While Mobley et al. (1979) predicted that both the Expectation variables would
lead to their respective Attraction variables, only Expectations for Alternstives did so.
Mobley et al. (1979) also predicted a significant relationship among Job Satisfaction, the
Attraction variables and the disengagement variables; however, Job Satisfaction’s only
significant path was to Attraction—Expected Utility: Present Job.

The values variables should have influenced Job Satisfaction and both of the
Attraction variables directly. Only the Job Involvement to Attraction—expected Utility:

Alternatives (negative relationship) and the Nonpay-Related Work Values to Job Satisfac-
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tion paths were significant. Job-related perceptions should have affected both Job
Satisfaction and Expectations for Present Job directly. Some of the scales of the Job
Characteristics Inventory did meet those expectations, but not all of them. Variety and
Warking with Others generated significant paths to Expectations for the Present Job while
all the Job Characteristics Inventory scales except Working with Others produced
significant path coefficients for Job Satisfaction. This matches the findings of Caldwell
and O’Reilly (1982) and Moch (1980) who found significant relationships between
Job Satisfaction and Task Identity, Variety, Feedback, and Autonomy.

The path coefficient from Adherence to Rules and Procedures to Expectations for
the Present Job was significantly different from zero but the one to Job Satisfaction was
not. Discussion with city officials gave informal credence to the workers’ valuing both
Autonomy and Adherence to Rules and Procedures. Since both the rescue workers and
the firefighters work in situations where their actions could endanger the lives of others,
rules and procedures give them legal and emotional protection from charges of
improper behavior should their actions make them liable for life or property. Rules,
then, are not resented, and the worker is free to predict that his promotions will reflect
his adherence to the rule structure. Awutonomy, on the other hand, has little effect on
job expectations defined in terms of promotion potential, but does have a significant
effect on satisfaction with the job.

While some of the important relationships in the Mobley et al. (1979) model
have been confirmed, particularly those in<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>