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ABSTRACT
ORGANIZATIONAL EMPOWERMENT OF
VOLUNTEER CITIZEN MONITORS:

A FIELD EXPERIMENT
By

Marion Ann Terenzio

One purpose of the present study was to provide a conceptual framework derived
from theories of empowerment and organizational behavior, with particular emphasis
on volunteer satisfaction, commitment, self-efficacy and participation within an
advocacy agency. Another purpose of the present study was to empirically test an
empowerment intervention that was collaboratively implemented by volunteers and
the investigator to address low volunteer perceived self-efficacy. The study
participants were volunteers who monftored the quality of life of adults with
developmental disabilities who were living in group homes.v After three years of
monitoring, the volunteers felt ineffective in their ability to make changes in the
group homes. They, in collaboration with the investigator, developed and
empowerment intervention that addressed their concerns. The intervention strategies
which represented the independent variable in the present study, involved role
clarification and access to appropriate information. A repeated measures
experimental control group design was used to test the impact of the empowerment
intervention on volunteer self-efficacy, satisfaction, commitment and program
participation trends. Volunteers filled out a questionnaire prior to and three months

after the intervention implementation. Archival data was used to ascertain the



volunteers' level of participation. Regression analyses were performed to test the
mediational model between and the volunteers ' level of participation and their levels
of perceived self-efficacy, satisfaction and commitment. Results indicated that the
volunteers in the experimental group significantly inéreased in their levels of program
self-efficacy, satisfaction and participation, while the volunteers in the control group
displayed a significant decrease in these variables. The intervention did not
significantly increase the volunteers' sense of program commitment, nor their overall
perceptions of general self-efficacy. Results from the regression analyses did not
support a mediational model. This study demonstrated the need to further examine
the relationship between volunteers and agencies, particularly in terms of meeting
volunteer expectations and agency goals. This study also provided an example of

how to broaden the application of the construct of empowerment.
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INTRODUCTION

In times of financial constraints and budgetary cuts, more and more service
oriented agencies have to rely on volunteers to perform tasks once done by paid
employees. However, individuals who in the past may have been able to devote time
to voluntary endeavors now need to seek employment in order to maintain their own
financial security. As the potential volunteer pool shrinks, and the demand for
volunteers increases, an acute shortage of human resources has resulted, which has
forced organizations to pay more attention to the issues of volunteer recruitment,
participation and retention (Gamm & Kassab, 1983). The competition for volunteers
has been exacerbated by the fact that individuals have become more selective in their
choice of agencies to which to volunteer their time (Gidron, 1987). One example of
this is that individuals have begun to expect agencies to provide them with
opportunities for personal growth and development (Houghland, Turner, &
Hendricks, 1988).

As the role of the volunteers become more critical in agencies, researchers of
volunteerism have begun to focus on the relationship between volunteers and
agencies, particularly in terms of the ability of agencies to fulfill volunteers’ personal

expectations. This focus directs us to take into account the organizational behavior
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of volunteers, such as their perception of self-efficacy, satisfaction and commitment,
and level of participation (Gidron, 1987).

Although the notion of organization and volunteer interaction is relatively new
to the realm of volunteer research, this concept has received some attention. Several
researchers (Dailey, 1986; Gam & Kassab, 1983; & Ilsley and Niemi 1981) have
borrowed from models explicated in the organizational and employee behavior
research literature. One tenet that these researchers have supported is that
organizations that rely on volunteers should closely examine their internal structures,
in particular their volunteer management practices. One purpose of the present
study was to apply organizational models that depict the interactional relationship
between volunteer characteristics and organizational structures in a field setting.

Through his research with volunteers and supervisors of an agency, Dailey
(1986) demonstrated that the application of organizational behavior models to
explain volunteer behavior within an organizational context is plausible. His process
model of volunteer commitment, which was tested in his study, delineated the
interactions between the various organizational factors and the individual volunteers,
and the possible enhancement of active participation and future retention of
volunteers. Borrowing from Porter and Lawler (1968), Dailey emphasized that
volunteer perceived satisfaction with outcomes, which is a function of the values that
volunteers place on those outcomes, is a key element for successful volunteer
recruitment and retention.

Another purpose of the present study was to test the effects of an
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empowerment intervention that was developed and implemented by the volunteers
in collaboration with the investigator. The theoretical premise which framed the
intervention was partly derived from expectancy theories of organizational
satisfaction, commitment and participation, and partly from theories of
empowerment. The intervention was developed to enhance the volunteers’ perceived
self-efficacy in terms of their involvement with the program, and their general
satisfaction and conimitment, (mediating variables of the study), and their level of
participation (dependent variable).

The theory of employee commitment, first explicated by Porter and Lawler
(1968), and later adapted to the volunteer sector by Dailey (1986), suggested that
complex interactions exist among many factors related to employees or volunteers
and the organization, and that the outcomes of the interactions can be manipulated
and influenced through many diverse mechanisms. One such mechanism that seemed
to appropriately address the issue of enhanced perceived self-efficacy and increased
satisfaction and commitment among volunteers was the process of empowerment.
Empowerment, as explicated in the present study, was defined as the process through
which volunteers clarified their roles and gained access to appropriate information.
The anticipated end result was the enhancement of perceived self-efficacy,
satisfaction and commitment, and an increased level of participation.

Conger and Kanungo (1988) provided an empowerment model that
accommodated the factors and issues identified in this study. The model stipulates

that change should occur in the organizational setting, and not within the individuals.



The application of this model to the present study seemed appropriate because; (a)
it has specific application within an organizational context, (b) it is based on the
notion of interactions between the individual and the organization, and (c) it is a
process through which individuals manipulate the environment in order to increase
self-efficacy.

In summary, the major purpose of this study was to test the effects of an
empowerment intervention that was collaboratively implemented by a group of
citizen advocate volunteers and the investigator. The purpose of the intervention
was to increase the volunteers’ sense of self-efficacy in their advocacy tasks and
enhance their sense of satisfaction with and commitment to that program. It was also
hoped that pertinent information as to the interactive relationship between volunteers

and the organization in which they participate would be obtained.

Theoretical Perspective of the Study

The theoretical perspective of this study explicates a reciprocal interaction
process between volunteers and the agency, which determines the levels of self-
efficacy, satisfaction and commitment on the part of the volunteers, and their level
of participation in the agency (Dailey, 1985; Rothman, Erlich & Teresa, 1981; Porter
& Lawler, 1968). According to this view, individuals join a particular agency as

volunteers with expectations as to valued future outcomes or rewards. The level of
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satisfaction and commitment that these volunteers experience is contingent upon the
agency’s ability to fulfill their expectations. Fulfillment of volunteer expectations will
most likely enhance volunteer participation and intent to remain.

The nature of the reciprocal interaction between the volunteers and the
agency is dynamic and nonrecursive. The overall description of the process is
dependent upon the initial point of examination. For example, if the process is
initially viewed from the point of the volunteers’ perceptions of self-efficacy and
satisfaction toward their roles, tasks and overall involvement with the agency, then
these perceptions are seen as influencing their level of participation and performance
(Bandura, 1982; Conger & Kanungo, 1987; Mento, Steel, & Karren, 1987, Locke,
Latham & Erez, 1988; Locke, Lee & Bobko, 1984). As Bandura (1982) has asserted,
individuals who do not feel that they can accomplish a task will not attempt that task.
Decreased attempts at tasks will impact on the level of participation. The level of
participation, which has been partly determined by the volunteers’ perceptions, can
eventually affect the potential fulfillment of the volunteers’ expectations. Thus, a
decrease in volunteer participation can result in the obtainment of fewer goals. The
realization of fewer goals can adversely impact on the volunteers’ levels of
satisfaction with and commitment to the program. These lower levels of satisfaction
and related experiences can then determine the future levels of volunteer perceived
self-efficacy and expectations, which affect future levels of volunteer participation
(Porter & Lawler, 1968; Locke, Lee & Bobko, 1984). This process is further refined

and explicated in terms of its relationship to the empowerment strategy employed in



the present study.

The following literature review will discuss various theoretical perspectives and
research studies which have influenced the development of the above noted
theoretical orientation of the present study and the effects of an empowerment
intervention on volunteer perceived self-efficacy and participation. = The two
fundamental constructs which provide the framework for the review and the rationale
for the present study are volunteerism and empowerment. The definition of the
dynamic interaction between the individual and the organization for the present study
will be explicated through a discussion of self-efficacy, organizational satisfaction and
commitment, and feedback and goal setting constructs and concepts. The review will

begin with a discussion of volunteerism.

Literature Review

lynteerism

No single definition of volunteerism exists. However, several attributes of
volunteerism seem to emerge in the literature (Jenner, 1982; Schorr, 1970). These
attributes are: (a) volunteers actively participate; (b) volunteers join a particular
organization with expectations as to outcomes of their efforts, and potential

satisfaction of their needs; (c) volunteers do not receive financial renumeration for
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their involvement; (d) and the function of volunteerism is dependent upon the social,
political and moral orientation of an individual volunteer within a particular social
structure.

One attribute that has been shown to be of particular import is that the roles
of volunteers are influenced by the environmental context. Both Rothman, Erlich
and Teresa (1981) and Gidron (1987) found this to be the case in terms of the
fulfillment of volunteer expectations for different groups of volunteers. According
to these researchers, individuals choose to volunteer based on their expectations that
agencies will provide certain benefits. If there is congruence between the volunteers’
expectations and the agency’s ability to provide the expected benefits, the level of
volunteer participation increases. Thus, Rothman, et al. (1981) and Gidron (1987)
both concluded that, to foster voluntary participation, an organization must provide
appropriate benefits. Such benefits may be either instrumental, or expressive.
Instrumental benefits include concrete results such as policy reform or increased
allotment of resources; where-as expressive benefits include psychosocial results, such
as increased satisfaction, or worthwhile social interactions.

Anderson and Moore (1977) corroborated the findings of Rothman, et al.
(1981) and Gidron (1987), and concluded that if voluntary agencies have knowledge
as to why people volunteer, these agencies can gain an understanding as to what
types of expectations volunteers have. Such knowledge could then be used by the
agencies to develop programs that address potential and current volunteer

expectations. Anderson and Moore obtained a comprehensive list of voluntary
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voluntary agencies. The investigators asked the directors of each agency to randomly
distribute the questionnaires (with self-addressed stamped envelopes) to their
volunteers. The sampling procedure yielded 1062 responses, which represented a 37%
response rate. The results supported the conclusion that most individuals volunteer
for humanitarian reasons, and that the motivation to continue to volunteer stems
from expectations of self-fulfillment and growth.

In their review of the literature, Ilsley and Niemi (1981) found that most
researchers assert that volunteer participation issues should be addressed through the
assessment of the interactive relationship between the organization and the volunteer.
Ilsley and Niemi compiled a list of organizational factors gleaned from their review,
that represent potential mechanisms which can influence an organization’s ability to
fulfill volunteer expectations. The factors included; (a) the mission of the
organization, (b) the goals and objectives that have been developed to obtain the
mission, and (c) the financial support provided for the volunteer program. Although
researchers call for a need to examine the issue of volunteer participation and
retention within the context of the organization, very few have proposed a conceptual
model that explicates the interaction between the individual characteristics of the
volunteer and organizational factors. Dailey (1986) was successful in adapting an
organizational commitment model to a volunteer population. The basic tenet of
Dailey’s model of volunteer commitment, which was borrowed from models of

employee organizational commitment (Porter & Lawler, 1968; Porter, Mowday,
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Steers, & Boulian, 1974). The basic tenet of the model is that there is an interaction
between the individual characteristics of the volunteer, and the organizational factors
which influences the volunteer’s sense of satisfaction and level of participation with
the organization.

Dailey (1986) collected data from a convenience sample of volunteers and
their supervisors who were affiliated with a charitable organization. The study
examined the hypothesis that volunteers’ satisfaction with their role and involvement
with an agency are correlated with their commitment to that agency. Dailey’s results
demonstrated that general volunteer satisfaction was predicted by three task
dimensions; task significance, skill variety, and task identity. Task significance was
found to be the strongest predictor of satisfaction. Personal characteristics did not
significantly predict commitment, but satisfaction did.

Dailey’s study provides support to further examine volunteer behavior in terms
of employee organizational paradigms. Although Dailey’s results are not unique to
the volunteer sector, several implications can be drawn, the first is that satisfaction
with volunteer tasks plays an important role in volunteer commitment. The second
implication is that the volunteers’ personal characteristics alone are not strong
predictors of volunteer commitment. Dailey’s results support the need for
researchers to examine organizational characteristics such as task identity, variety and
significance, and uses of feedback, along with volunteer perceptions of organizational
structures to better understand volunteer participation.

In summary, the trend in volunteerism research is to examine the issue of
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increased volunteer participation and eventual increased volunteer retention rates,
as the public and private service sectors become more reliant on volunteer resources.
In order to assess the critical factors involved with increased participation,
researchers need to search for appropriate conceptual models that capture the
pertinent dynamic relationship between volunteers and their agencies. It has been
asserted by Ilsley and Niemi (1981) and Dailey (1986) that conceptual models should
include an interaction between the expectations of volunteers and the agency’s ability

to meet such expectations.

Oreanizational Commi

As noted earlier, volunteers have expectations as to their future satisfaction
as well as to their sense of self-efficacy with their participation within an agency’s
program. In turn, enhanced satisfaction and fulfilled expectations of positive
outcomes associated with their participation can enhance individuals’ levels of
commitment to the agency or program. Research on organizational commitment can
provide some important theoretical links and guidelines for the understanding of the
relationship between volunteers and agencies and potential strategies to strengthen
that relationship.

The literature on organizational commitment is varied, however Naylor,

Pritchard and Ilgen (1980) have provided an initial broad conceptual explication of
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organizational commitment in relation to organizational motivation. These authors
defined organizational motivation as a process which involves allocating personal
resources to certain activities. The process of allocation, which they labelled as
commitment, can be described in terms of time and energy expended to cause the
maximum gain in an individual’s anticipated affective level or level of satisfaction.
The strength behind the resource allocation process is dependent upon the
individual’s affective level, his or her cognitive appraisal of past experiences and
related prediction of future outcomes.

This definition seems to indicate that an individual’s perception of future
outcomes can be a determinant of commitment. However, it is not that simple.
Many factors, including but not limited to outcomes that are valued by the person,
can play a role in the individual’s expectation of future outcomes and rewards, as
well as choice of behavior used to obtain personal and organizational goals. This
assertion was first put forth by Porter and Lawler (1968) who identified some of the
factors that could influence outcomes. Such factors included self-esteem, affective
and cognitive appraisals of the individuals as to their expectations, and the work
environment itself.

Commitment reflects variations in the level of motivation through the arousal
of factors outside and within an individual’s control. Thus, the assessment of only
effort expended by an individual and the end products obtained through a particular
act of resource allocation precludes the identification of other factors that play a

significant role in the determination of the relationship between the motivation and
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commitment process and outcomes.

The discussion of commitment as provided by Naylor, et al. (1980) focuses on
a general resource allocation process. Porter, Steers, Mowday, and Boulian (1974)
and Porter (1979) provided a definition of commitment in relation to a specific
context, namely the organization. They conceptualized organizational commitment
as an individual’s desire to remain with an organization and his ore her ability to
identify with the organizational goals. According to the Porter et al. (1974)
definition, three characteristics comprise organizational commitment. They are: (a)
a strong belief in the acceptance of the organization’s goals and values, (b) a
willingness to exert considerable effort on behalf of the organization and, (c) a strong
desire to maintain membership in the organization. Mowday, Porter and Steers
(1982) further recognized the existence of exchange mechanisms that operate in the
establishment of organizational commitment. These mechanisms are represented by
(a) the extent to which expectations of the individual are being met by the
organization, (b) the extent to which the individual feels important, and (c) the
individual’s social involvement with the organization.

Steers (1977) and Morris and Sherman (1981) provided empirical evidence
that supports the above definitions of organizational commitment. Steers’ model of
commitment, although it merely defines clusters of variables associated with
commitment, represents a two fold process; the first identifies antecedents of
organizational commitment, and the second identifies commitment outcomes. The

three major antecedents of commitment are: personal characteristics, job
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characteristics, and work experiences. The personal characteristics include age,
education and central life interest; where as the job characteristics include, job
challenge, opportunities for social interaction, and feedback related to performance.
Work experiences include, organizational dependability and trust, group attitudes
toward the organization, and perceptions of personal investment and importance to
the organization. The outcome components of commitment include the intent and
desire to remain, attendance, retention and job performance.

Steers collected data from a randomly selected sample of employees in two
separate organizations, a hospital and an independent research laboratory. Measures
of self-reports were administered to the employees and their respective supervisors,
and behavioral measures recorded the outcome variables. Steers’ findings
demonstrated that personal characteristics, job characteristics and work experiences
are important antecedents of commitment.

Morris and Sherman (1981) performed a study which tested the
generalizability of the existence of the antecedent variables of organizational
commitment as identified in the Steer’s model, with one alteration. They added
another characteristic in the personal characteristics category, the sense of
competence. The results that Morris and Sherman obtained through a regression
analysis using data from three different agencies that service developmentally
disabled individuals were similar to the findings of Steers. In addition, a sense of
competence was also found to be a highly significant predictor of organizational

commitment. Morris and Sherman concluded that Steer’s model provides a grounded
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theoretical framework of organizational commitment which can be utilized across a
heterogenous group of organizations.

Further empirical evidence which supports the outcome component of the
Steers model comes from a study designed by Koch and Steers (1978) that examined
the predictive roles of job commitment and satisfaction. The results indicated that
organizational commitment played a significant predictive role in employee turnover.
Data for the study was collected from a random sample of entry-level employees in
three public sector agencies. Zero order correlations between satisfaction and
turnover were not significant. In addition, when satisfaction was partialled out, the
relationship between commitment and turnover did not significantly change. When
commitment was partialled out, the relationship between satisfaction and turnover
significantly increased. Thus, commitment was demonstrated to be a stronger
predictor of outcome, in this case turnover, than satisfaction.

It has been empirically demonstrated that the Steer’s model of organizational
commitment can be applied to a diverse group of individuals in organizations. Thus,
it can be assumed that the model can be applied to volunteers and their
organizations in determining the antecedent factors and outcomes of volunteer
organizational commitment, and its relationship to self-efficacy.

To summarize, four points of interest concerning commitment have emerged
from the research that may have implications for volunteer participation and
- retention. The points are: (a) both a sense of competence and role conflict were

found to be significant predictors of commitment, (b) commitment is significantly



15

related to the desire to remain, (c¢) commitment represents a dynamic interaction
between the individual and the organization, and (d) satisfaction is a strong predictor
of commitment.

As stated earlier, satisfaction maybe a strong predictor of organizational
commitment, which may have important implications for the understanding of
volunteer behavior and ways to enhance the volunteer experience. The following
discussion will provide some insight as to the role of satisfaction in an organizational

context.

rganization isfaction

A review of the literature on organizational satisfaction reveals that its role
in determining employee expected outcomes and future performance levels and its
relationship with organizational factors are not directly linked. There is evidence
that mediating factors, such as supervisors, co-workers, pay, career progress and work
related tasks can influence the various types of satisfaction relationships and
interactions with other variables (Shore & Martin 1989, Van De Ven & Ferry, 1980).
The implications from such literature for the present study is that manipulation of
the mediating variables may enhance volunteer satisfaction, and perhaps increased
length of affiliation with an agency.

Although various theories of satisfaction exist, Hackman and Lawler’s (1971)
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model and measurement of the construct seemed to address the most salient factors
related to the volunteer experience in terms of organizational satisfaction. The
Hackman and Lawler model of satisfaction, which was based on the tenets of
expectancy theory as delineated by both Vroom (1964) and Porter and Lawler (1968),
represents an attempt to identify the complex relationships and pertinent factors
involved. The major tenets of the model that have received empirical support were;
(a) an individual believes that a valued outcome can be reached through the
engagement of a particular behavior and (b) the value of the outcomes is partly
determined by an individual’s ability to satisfy his or her needs directly and indirectly.
According to Hackman and Lawler, the work environment should provide the
necessary conditions that will allow for valued outcomes to be reached. In addition
to environmental work factors, individual characteristics such a sense of personal
responsibility and higher ordered need strengths could also affect an individual’s level
of satisfaction with his or her job. The organizational characteristics that could
impact on satisfaction included the specific task that the individual performed in
terms of its identity and the opportunity for variety. Task identity refers to the
opportunity afforded to the employee to gain a sense of the entirety of the task.
Task variety refers to the degree to which an employee is allowed to utilize a variety
of skills and talents within a particular task, as well as perform a variety of tasks.
Although Hackman and Lawler (1971) delineated two separate task
dimensions (entirety and variety), they maintained that it is not the mere existence

of the environmental aspects that determine the level of satisfaction, but how these
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(1975) further articulated the sense of satisfaction as an intrinsic motivation that is
derived from the tasks themselves. The basic tenets of their theory is that high levels
of satisfaction can be obtained when three psychological states, which include: a
sense of meaningfulness with the job, a sense of responsibility of the outcomes
produced and an awareness of the work outcomes are present for the employee.
These psychological states are primarily caused by the actual parameters of the tasks
of the job. For example, a sense of job meaningfulness seems to be enhanced by the
significance of the task, the variety of skill that the task demands and the capability
the task affords the individual to perform it in its entirety. Other task parameters
include feedback from the performance of the task itself, feedback from other
individuals, autonomy and the amount of interaction employees have with each other
in order to perform the tasks.

Although, Hackman and Oldham have claimed that the task itself provides the
sense of satisfaction felt by an individual, personal and environmental factors may act
as mediators between satisfaction and outcomes (Naylor, Pritchard & Ilgen, 1980;
Morris & Sherman, 1981; Mowday, Porter & Steers, 1982). Well articulated
examples of the role of mediating factors on outcomes have been supplied by
research in the areas of feedback processes and goal setting behavior. Below is a
brief overview of the research findings and explication of feedback and goal setting

and their applicability to the volunteer sector.
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Iigen, Fisher and Taylor (1979) provided a comprehensive definition of
feedback and identified three essential components: a message, someone to send that
message (the source), and someone to receive it (the recipient). The actual feedback
component of this process is the message or information which specifically pertains
to the recipient. Although the source is not considered part of the feedback content,
assessment of the impact of the feedback message can only be ascertained through
the identification of the source.

According to Ilgen, et. al (1979) three distinct types of sources of feedback
have emerged from the research findings. They are: (a) other individuals who are
both internal and external to the particular organizational setting, (b) the task
associated with the overall performance orientation, and (c) the individual. The
influence that each source has on the feedback process is dependent upon factors
such as, the credibility of the source, the power the source has over the rewards, and
the trustworthiness of the source.

Although the feedback message, or information may be generated from
external sources, it is the individual receiver who interprets the information, through
his or her own psychological and cognitive perspectives. The individual then interacts
with the feedback stimulus, which eventually determines the utilization of the

feedback information in future behavior.
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Ilgen, et al. (1979) presented a conceptual model of the feedback process, and
discussed specific interactions that may occur between the three feedback
components mentioned above. The model outlined four stages that an individual
may engage in when he or she receives feedback information. The execution of the
stages, and consequent decisions and behaviors are contingent upon the nature of the
source, the feedback stimulus interaction, the recipient’s personal cognitive and
affective styles, and environmental factors. The four stages are: (a) perceived
feedback, (b) acceptance of feedback, (c) desire to respond to the feedback, and (d)
the intended response or goals. The final segment of the model is the response that
follows from the employment of this four stage process.

As noted earlier, the source of the feedback can play an influential role in the
outcome of the feedback process. Some evidence points to the fact that the most
relied upon sources of feedback are those that are perceived to be close to the
recipient, with the individual recipient being the closest. Greller and Herold (1975)
provide empirical evidence that individuals do rely on their own perception of
performance efficacy more often than the other sources of feedback.

The purpose of the Greller and Herold study was to assess the importance of
different feedback sources on job information. A convenience sample of 64 evening
division students at an urban community college participated in the study.

The questionnaires, which tapped two types of information, sources of information

and issues, were administered to the students. Issues were broken down into two
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categories: the role of the source in providing information concerning job
requirements (referent), and the extent to which the source provided information
about how well a person is doing on the job (feedback). Five separate sources were
identified: self, task, supervisor, co-workers and organization.

Results from a factorial repeated measures ANOVA design, with issue by
source, indicated that job attributes, such as friendly atmosphere, types of rewards,
and type of tasks performed, had an impact on the relative importance of sources.
Individuals relied more on sources that were closer to them for feedback issues
rather than referent issues, regardless of the job attributes. Internal sources (self and
task) became more relevant as sources of referent information when certain job
characteristics, such as autonomy, task identity, enjoyable atmosphere, were present.

It has been demonstrated that the source of feedback can affect the validity
of the message given. In addition to the type of source that gives feedback, the
frequency of information or the message given in the feedback process can partly
affect the outcome response of the recipient. In general, the more frequently positive
feedback is given, the more accurate the recipient will be in his or her interpretation
of the message, the more competent he or she will feel, and the more likely the
appropriate subsequent behavior change will occur. This relationship, however, is
not always simple. It seems that the type of feedback, positive or negative, interacts
with its frequency and the recipient’s cognitive appraisal and can produce situations
in which the feedback can be detrimental, and may even inhibit future performance

(Ivancevich & McMahon, 1982).
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Although it is evident that the source of information and the frequency of
giving such information, along with other related factors, can influence the recipient’s
acceptance of the message, the individual characteristics of the recipient can also
impact on the outcome of the feedback process. For example, the intentions of the
recipient in terms of his or her response to the feedback can dictate the
consequences of the entire feedback process. If recipients perceive that they have
control over setting the goals which will determine the type and level of their
participation, then their expectations of their future performance and rewards will
be enhanced. Goal setting theories, as first postulated by Locke (1968), and later
elaborated on by Steers & Porter (1974), and Ivancevich and McMahon (1982)

address the salient issues involved in recipients’ intentions and the feedback process.

Goal Setting and Feedback

In their review of the relevant research on the role of task-goal attributes,
Steers & Porter (1974) and Latham (1983) could not provide a universal conclusion
regarding the effects of employee participation in goal setting and their performance.
Both sets of researchers concluded that contextual and personal factors should be
taken into account in determining performance implications of participation in goal
setting procedures. The main point here is that the relationship between
participation in goal setting and increased performance is more a function of
mediating factors that impact on both rather than a direct linkage between the two

activities.



22

Feedback is one such mediating factor that seems to play an influential role
in goal setting and its impact on performance is the feedback that is given about
performance. Feedback seems to be most effective when coupled with goal setting,
but the type of feedback is dependent upon many factors. Specific feedback given
to specific goals was found to be the most effective enhancement of motivation and
performance (Locke, 1968; Latham, Mitchell, & Dossett, 1978; Ivancevich &
McMabhon, 1982). However, few studies have been done that specifically look at the
role of feedback in goal setting behavior.

Ivancevich and McMahon (1982) examined the motivational impact of goal
setting and performance feedback on performance, intrinsic and extrinsic satisfaction
and organizational commitment. They hypothesized that goal setting combined with
feedback would enhance performance, satisfaction and commitment more than
feedback alone. The study participants were randomly selected from six separate
engineering organizations, and randomly assigned to six different conditions. In the
first three conditions, the groups were involved in goal setting. They varied on the
following dimensions: (a) received extrinsic supervisory feedback only, (b) received
extrinsic supervisory feedback and positive evaluative praise, and (c) received self-
generated feedback only. The three groups in the second condition were not
involved in goal setting, and varied on the following dimensions: (d) received general
feedback from their supervisors on their performance, (e) received feedback from
their co-workers, and (f) received only annual evaluations on performance. Data was

collected over three quarterly periods.
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A repeated measures ANOVA was used to test the relationship between the
conditions and the performance outcomes. Both a significant main effect of time
period and an interaction effect by time and control costs were obtained. A follow-
up repeated measures ANOVA was then used to determine the location of the
significant differences, followed by a post hoc contrast coding comparison that further
examined the main and unique effects of each condition.

The general results of the contrast coding were that goal setting was found to
have a stronger effect on performance than non-goal setting, and that self-generated
feedback had a more profound effect on performance than external feedback. In
terms of specific outcomes, goal setting conditions coupled with self-generated
feedback had a higher impact on intrinsic satisfaction than the non-goal setting, and
external feedback goal setting conditions. In terms of commitment, both goal setting
conditions had the same impact. However, the conditions with feedback had a
greater impact on commitment than the non-feedback conditions, and the self
generated feedback was more significant than the externally generated feedback.
These results support the results found by Greller and Herold (1982) cited above.
Internal feedback mechanisms of information seem to be the most effective source.

Further support for the above findings of Ivancevich and McMahon (1982)
comes from the meta-analytic study of goal setting behavior and performance
conducted by Mento, Steel and Karren (1987). Although, they found that feedback
as a moderator variable between goal difficulty and performance could not be

substantiated, a significant zero order correlation was found between feedback and
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goal specificity/difficulty-performance in the multiple regression analysis.

Mento, et al. were able to provide substantial support for the two major
premises that Locke postulated in 1968. They demonstrated that hard goals lead to
a higher level of performance, and that specific hard goals lead to higher
performance than do general goals. Seventy studies that examined goal difficulty,
and forty nine studies that examined specificity/difficulty in relation to performance
were assessed across five moderator variables. These variables were: the experiment
setting (laboratory versus field), study type (experiment versus correlation), feedback,
level of education, and incentives. The overall conclusion of the meta-analysis is that
none of the five variables were able to moderate the relationship between goal
difficulty and performance, and that only the setting of the study (laboratory versus
field) was found to significantly moderate the relationship between goal
difficulty/specificity and performance.

Based on these findings and other empirical results, Mento, et al. (1987)
contended that feedback is desirable for the setting of specific goals that are
perceived as difficult to obtain in order to enhance effective performance. In
general, they supported the goal setting paradigm.

The provision of a self-generated feedback mechanism for the present study
was included in the intervention or independent variable. Goal setting strategies
were the first intervention tasks performed by the volunteers. The specific targets
for intended change were not identified until the goals for both the volunteer

program and the intervention were in place. It was assumed by the researcher in this
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study that the effectiveness of the intervention strategies were going to be partly
influenced by the level of commitment that volunteers felt toward the goals that they
set.

Locke, Latham and Erez (1988) provided empirical support for the notion that
a relationship exists between performance and goal commitment. Through their
review of the research they concluded that it is important to examine the major
determinants of goal commitment in order to better identify the relationship between
goal commitment and performance. Locke, et. al also identified three major
categories of goal commitment determinants which include, external factors,
interactional factors and internal factors.

These researchers found that the reason why the studies that they reviewed
did not produce similar results between the salient factors involved in goal
commitment and performance was methodological. Most studies used different
design and measurement techniques that made it virtually impossible to compare or
contrast results in a meaningful fashion. Future studies that use a within rather than
a between subjects design to better ascertain the existence and influence of
commitment differences are needed.

Although, Locke, et al. (1988) provided a brief, but comprehensive discussion
about each category of determinant factors of goal commitment, they contended that
the one internal determinant that shows strong promise as to its influential role in
goal commitment and consequent performance is self-efficacy. It has already been

noted that Sherman and Morris (1981) found self-competence to be an important
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mediator between commitment and outcome behaviors. As suggested by Bandura
(1986) low self-efficacy can override the beneficial impacts of incentives, because the
initial motivation for people to perform is not present. Thus Locke, et al. (1988)
suggested that rewards may play a more minor role in performance expectation than

originally thought when self-efficacy is taken into account.

Self-Efficacy

Bandura (1977) defined self-efficacy as individuals’ expectations of their ability
at mastering behaviors, skills or tasks. Without this belief or expectation, individuals
will not attempt to perform particular behaviors or tasks. Wood and Bandura (1989)
further articulated the nature of the construct in that obtainment of a personal goal
can enhance an individuals’ expectations for future rewards, and provide the
standards against which individuals measure their capabilities. Self-efficacy enables
an individual to pursue performance goals, as set by external sources, while utilizing
self-directed behavior and developing personal incentives. In light of this definition,
the examination of the construct of self-efficacy within a volunteer population seem
appropriate, because volunteers are identified as group that strives to obtain personal
goals. Although the notion of the fulfillment of personal incentives is inherent in a
volunteer population, the findings of Morris and Sherman (1981), Locke, Latham and
Erez (1988), and Locke, Frederick, Lee and Bobko (1984) for employee populations
empirically support the notion that an individual’s sense of competence can be a

significant predictor or determinant of organizational and goal commitment and can
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play an influential role in enhanced performance.

Researchers have suggested that other internal factors may also play mediating
roles between goal commitment and performance, which may have specific relevance
for volunteers. Pierce, Gardner, Cummings and Dunham (1989) contended that
there exists a strong relationship between self-esteem, defined as a belief in the
ability to fulfill needs through a particular role within an organization, and self-
efficacy in terms of an individual’s ability to fulfill a role within an organization. The
implications for the present study is that volunteer perceived efficacy and self-esteem,
as they relate to role identity within a particular agency, may be good predictors of
commitment and thus produce higher levels of participation and eventual increases
in volunteer retention. This implication can be well served in the model presented

by Steers (1977) and Morris and Sherman (1981).

rganization-B If- m

Pierce, Gardner, Cummings and Dunham (1989) proposed that self-esteem is
a function of the interaction of the individual and the organization to which he or she
is affiliated. The rationale behind this tenet is that most of the psychological
constructs that are studied in organizational perspectives are functionally related to
the role of the employee within an organization. Factors that impact on a person’s
motivation, performance and desire to remain with an organization are deeply
embedded in the organizational context, be it the characteristics of the organization

itself, or the interaction between personal and external characteristics.
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Pierce et al. (1989) defined organization-based self-esteem (OBSE) as "the

degree to which organizational members believe that they can satisfy their needs by
participating in roles within the context of an organization" (p. 625). Those
individuals who possess a high organization-based self-esteem (OBSE) perceive
themselves as competent members who have been able to satisfy their needs through
their member roles. Thus, it can be inferred from the above definition that OBSE
is an index of a sense of value and worthwhileness that individuals have of
themselves in terms of their roles and organizational affiliation.

Pierce et al. (1989) contended that individuals who possess high OBSE also
possess self-efficacy, and feel confident in their ability to perform a task. Such
expectations, as noted earlier by Bandura (1977, 1982), Steers (1977), Morris and
Sherman (1981), and Dailey (1985) can lead to enhanced organizational commitment
and participation.

Although Pierce et al. (1989) labeled an individual’s sense of organizational
worthwhileness as self-esteem, it should be noted that it is the explication of a global
construct within a specific context that is being proposed. Justification for this
hypothesis comes from other researchers who have demonstrated the application of
global psychological constructs to the organizational context. Just as other
researchers have claimed, the contention of Pierce et al. was that global self-esteem
measures do not adequately capture the essence of the construct within
organizational settings.

The Pierce et al. (1989) model of organization-based self-esteem identifies
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antecedents and consequences of the self-esteem construct. The antecedents are
primarily organizational characteristics that impact upon the individuals’ sense of
worthwhileness and value. The sense of value that individuals develop in terms of
their affiliation with the organization will result in consequences such as their sense
of intrinsic motivation, organizational satisfaction and commitment, participation and
performance.

Now that the important constructs and variables of the study have been
identified and discussed, an overall framework in which to explain the relationship
among these variables needs to be articulated. This framework should take into
account the dynamic interaction between individuals and their environment, the
impact of personal and contextual characteristics on outcome behaviors, and the
feedback processes and roles necessary for access to appropriate information. The
concept of empowerment as defined by Rappaport (1984) can provide such a

framework.

Empowerment

Rappaport (1984) provided a definition of empowerment that conceptually
links this construct with the identified tasks noted above, and volunteer commitment,
perceived self-efficacy and participation. It states that:

Empowerment is viewed as a process: the mechanism by which people,
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organizations, and communities gain mastery over their lives. However, the

content of the process is of infinite variety and as the process plays itself out

among different people and settings the end products will be variable and
even inconsistent with one another. The inconsistency is in the ends rather

than in the process; yet the form of the process will also vary (p. 3)

This definition depicts the construct as a dynamic process that can only be activated
by those individuals who design, develop and implement the components of that
process, and who have identified not only the goals of the process, but what aspects
of their lives should be and have become to be under their specific control. Mastery
over one’s life, as stated above, can only be identified and gained by those people
who are experiencing the empowerment process.

Kieffer’s (1984) definition of empowerment provides further conceptual
support for the use of empowerment as a mechanism to enhance volunteer perceived
self-efficacy, which can influence satisfaction and commitment. Kieffer identifies the
construct of empowerment as a transition through which individuals develop and
enhance personal skills and resources needed to influence social policy. Although,
Rappaport (1984) did not mention social policy in his definition of empowerment,
Kieffer demonstrated what Rappaport meant when he said that the process of
empowerment can be utilized in very diverse settings. Kieffer applied Rappaport’s
general definition of empowerment to grass roots movements as they attempted to
gain mastery over instituting social policy change.

Conger and Kanungo (1988) proposed a four stage process model of
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empowerment that captured the above stated definitions within an organizational
context. The model suggests that a state of psychological powerlessness can exist
within the employees of an organization, which can be altered by managerial
strategies and techniques. Such strategies target contextual factors or organizational
structures that have a detrimental impact on employees’ sense of self-efficacy, and
thus increase their sense of powerlessness. Contextual factors may include, poor
communication networks, low incentives, arbitrary reward allocations, lack of role
clarity, unrealistic goals, low task variety, limited participation in programs or
meetings, and lack of training and technical support.

Once the empowerment strategies which have been developed to alter the
organizational structures that have been deemed detrimental to employees are in
place, employees should be able to receive information concerning their perception
of self-efficacy. After such information is received, employees can then adopt
behavior that not only makes them feel efficacious, but leads to the fulfillment of the
organization’s goals as well.

Conger and Kanungo (1988) not only provided a conceptual link between
empowerment and perceived individual mastery, but also explicated empowerment
as a process through which individuals accomplish personal and organizational goals.
Conger and Kanungo (1988) stated that, "Empowerment is a process of enhancing
feelings of self-efficacy among organizational members through the identification of
conditions that foster powerlessness and through their removal by both formal and

organizational practices and informal techniques of providing efficacy information”
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(p. 474).

This definition provides the conceptual link between the tenets of volunteer
participation and retention as stated by Ilsley and Niemi (1981), Anderson and
Moore (1977), Dailey (1986), and Rothman, Erlich and Teresa (1981), and
organizational constructs that pertain to commitment and satisfaction (Porter &
Lawler, 1968, Hackman & Lawler, 1971; Hackman & Oldham, 1975; Naylor,
Pritchard & Ilgen, 1980). Voluntary organizations must be cognizant of and address
the contextual factors that impact on volunteers and their participatory role within
that agency.

Two factors have been identified by both Rappaport and Conger and Kanungo
which are central to the empowerment process. The factors are the roles that each
key player has access to and the information necessary to carry out those roles. In
terms of the present study, this implies that through the empowerment intervention
the volunteers secure opportunities for access to roles that they have identified as
necessary for enhancing their self-efficacy and increased satisfaction, and information
and support that will enhance those roles.

Although, Rappaport did not specifically identify particular settings that seem
to be the most conducive for the emergence of empowerment, other researchers
have. Zimmerman and Rappaport (1988) proposed that settings which involve
citizen participation are appropriate contexts in which to examine the process of
empowerment, because individuals have the opportunity to experience self-efficacy

within a social context. Zimmerman and Rappaport defined citizen participation as,



"an organized activity in which an individual participates without pay in order to

achieve some stated goal" (p. 726).

Present Study

Model of an Empowerment Intervention

As noted earlier, Conger and Kanungo’s (1988) model of empowerment
identifies strategies which can be utilized in organizational settings. However, they
did not adequately identify who would determine the strategies to be used or how to
set such strategies into motion. O’Connor (1989) proposed an intervention model
of competence that provides guidelines as to who should implement empowerment
strategies, and under what circumstances change is warranted. Even though the
model addresses the issue of competence, its application to an empowerment
intervention can be justified.

The O’Connor model is based on two assumptions; the first being that
competence does not hold to one specific definition. The second assumption asserts
that the values upon which competence criteria are based are subject to change. The
implication here is that competence is perceiver bound, which is similar to the
explication of empowerment (Rappaport, 1984). Figure 1 depicts the model.

The O’Connor model (1989) is two dimensional, with each dimension

33
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containing two levels, internal and external. The first dimension is the source from
which standards are developed and competency is determined for a particular group
or organization. The standards can be derived from an internal or external source
as it relates to that particular group or organization. The second dimension is the
assessment, be it internal or external to the particular group or organization, of the
level of competence obtained or acquired by that group or organization. Thus, cell
one in Figure 1 represents standards of competence which are developed by a
particular group for itself (internal), and the assessments that are performed by that
same group in regards to the achievement of the competencies set forth by that
group (internal).

O’Connor proposed that when standards and assessments are congruent within
or across the cells, there is no need for intervention. It is when discrepancies exist
either between sources of standards, or between assessors of achievement, or
between the sources and assessors that intervention is warranted. Such incongruities
can be played out in a myriad of ways within and across the cells. This takes into
account the relationships between individuals and their environments, and among
individuals themselves. Thus, according to O’Connor, the change agent has to be
aware of the origin of both dimensions (standards and achievement), the
incongruities that have prevailed, and the know how to infuse him or herself into the
dynamics of the situation.

O’Connor’s (1989) model represents the conceptual framework upon which

the present empowerment strategy was designed. After listening to all the
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Sources of Competence

Standards
Assessment
Internal External
Internal internal only internal judges
external
CHANGE AGENT
External external judges external only
internal
Figure 1

Note. From paper presented at the Second Biennial Division 27 Conference,
Community Action and Research, East Lansing, Michigan. "A competency model for
community interventions: A theoretical proposal for change agents" P. O’Connor,

1989, p. 14.
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stakeholders involved in the monitor program, and carefully reviewing the issues
presented, this researcher, as the potential change agent, decided to frame the
situation as defined by the volunteers as sources of standards and achievement (cell
one of the model). Viewing the situation in this manner directed this researcher to
collaboratively develop an intervention strategy with the volunteers that addressed
their concerns. If this researcher chose to assess the situation in terms of other
sources of standards and achievements in the monitor program, a different
intervention strategy would have emerged. The volunteers detected an incongruence
between their standards, their ability as citizen monitors to initiate positive quality
of life changes for individuals with developmental disabilities who reside in group
homes, and the actual situation in which the volunteers felt that they have not made
a difference (internal sources and internal assessors). This situation represents cell
one of O’Connor’s model. The intervention strategy in this study addressed the

perceived incongruities of the volunteers.

Setting for the I :

In 1983, the Michigan Association for Retarded Citizens (ARC/M) received
a grant from the Department of Mental Health to implement a citizen, advocacy
monitor program. The program’s mission was to monitor the level of quality of life

in the group homes and provide direct feedback to the group home providers, and
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to the Department of Mental Health as to the extent that individuals who resided in
the homes were experiencing a quality of life. The primary advocacy activity that the
volunteers performed were group home visits, which entailed filling out assessment
forms as to the presence of normalization principles, and providing suggestions to the
group home staff to enhance the quality of life.

The Michigan Association for Retarded Citizens (ARC/M) is a collective
advocacy organization primarily comprised of local chapters which are located
throughout the state, with its headquarters in Lansing. Although there is a state level
ARC/M office, it is within the individual local ARC chapters that the advocacy
efforts take place, and to which monitors are specifically affiliated. The overseeing
supervisors of the monitor program are state level staff who work closely with the
volunteer liaisons, known as local coordinators, within the local chapters. The local
coordinators are the immediate volunteer monitor supervisors for the specific local
chapters.

Three years after the implementation of the program, the volunteer monitors
had not been consistently monitoring the group homes, because they felt frustrated
about their roles as monitors. Thus, their level of participation dropped, as seen
through the infrequent visits to the group homes, and attendance at monitor
meetings. Their primary complaint was that they felt ineffective in their role as
monitors. In collaboration with the investigator, the volunteers, with support from
their state level ARC supervisors, decided to revamp the monitor program in an

effort to enhance their perceived self-efficacy as advocates. The following
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intervention has been developed in response to this need.

The premise behind this intervention was that changes in the monitor program
procedures and increased access to other sources of information and agencies
involved with group home operations could enhance the roles of the monitors as
effective advocates. It was also assumed that increased feelings of self-efficacy would
increase levels of monitor satisfaction and level of participation. The goal of this
intervention was for the monitors to utilize an empowerment process through which
they would gain a sense of self-efficacy in their activities and increase their level of
satisfaction with and commitment to the monitor program. For the purpose of the
present study, an empowerment process indicates that the volunteers identified the
problems or incongruities between their perceived standards of advocacy
participation and their level of achievement, and developed the strategies to address
the incongruities.

The practical application of the empowerment process was operationalized
through two different global strategies. The goal of the first strategy was to increase
and enhance the opportunity for influence on the part of the monitors in terms of
access to other types of channels of communication and feedback within the group

home network, including local and state level regulatory agencies. The second
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strategy involved the development and mobilization of support systems within
ARC/Michigan and within the local community for each local chapter. Both
strategies targeted the contextual factors and not the volunteers. The empowerment
process, as defined by the two primary strategies, served as the independent variable

in the present study, and was under the control of the monitors and the investigator.

Research has demonstrated that the mission of the organization, the goals and
objectives that are utilized to realize that mission, the amount of financial support
and the ability of the organization to fulfill volunteer expectations are important
influential factors that impact upon a volunteer’s decision to remain (Ilsley & Niemi,
1981; Gidron, 1987; Ivancevich & McMahon, 1982). In the case of the ARC/M
monitor program, some of these factors were lacking. For example, the volunteers
were aware of the program mission: to improve the quality of life of the adults who
live in group homes. But, the volunteers perceived the procedures to be
inappropriate to realize the mission and the program objectives to be vague. The
volunteers’ primary role was to visit the group homes and provide various types of
feedback to different agencies which were directly or indirectly involved with the
operation of group homes. During the visits the volunteers performed two tasks; one

was filling out the assessment form which addressed the homes’ responsiveness to
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quality of life related behaviors, atmosphere and issues. The second task involved
the volunteers providing suggestions to the group home staff as to how they could
enhance the quality of life in the homes.

The volunteers felt frustrated with both tasks for various reasons. The
volunteers found the forms to be too rigid and the information contained on the
forms to be incomplete and inappropriate for dissemination to agencies involved with
group home operatioﬁs. Although the group home staff had direct contact with the
adults in the homes, the volunteers felt that the staff were in no position to
implement the suggested changes in the homes due to their status in the group home
organization.

The articulation of these frustrations led the volunteers, in collaboration with
the investigator, to target those organizational and program factors that the
volunteers perceived to be barriers to their monitor role and tasks. The targeted
factors were primarily identified as channels of communication and feedback
processes. After identification of the perceived barriers, the group developed the
empowerment intervention strategies which particularly focused on the
communication and feedback channels between the volunteer monitors and the
ARC/M, group home providers, state level regulatory agencies and local community
agencies involved with group home operation, as well as general local community
systems. An example of a feedback barrier as perceived by the monitors was that
they needed to be publicly endorsed by ARC/M as credible sources of feedback for

the Department of Mental Health and those agencies who owned and operated
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group homes. ARC/M was responsive to this concern, and implemented the
proposed changes that the monitors made. Three of the proposed changes included:
the formation of a task force to revise the assessment forms and review the training
program, the formation of a task force which dealt with sexuality issues and their
relationship to quality of life, and a ARC/M sponsored working conference in which
the monitors took an active role in presenting, discussing issues and problems, and
formulating recommendations.

Although, the main focus of the intervention was for monitors to enhance
their effectiveness through their own initiatives to make changes in the monitor
program, the investigator had hypothesized a mediational effect would result as well.
Through direct volunteer manipulation of targeted program and organizational
factors, the volunteers’ level of satisfaction with and commitment to the program
would increase, which might eventually impact on the volunteers’ future expectation
of obtained future valued outcomes and performance (Naylor, et al., 1980; Porter &
Lawler, 1968; Hackman & Lawler, 1971).

The second global empowerment strategy involved accessing support from
various ARC and local community groups, which would lead to enhanced and
broadened feedback systems for the monitors to utilize. One particular support
strategy involved the formation of the local coordinator dyads. Two local
coordinators were paired with the purpose of providing them a forum in which they
could more effectively problem-solve among and with each other, rather than always

having to turn to the state office for help. External, local community sources of
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support were mobilized with the purpose of seeking more communal understanding
and involvement in the monitor program. Such involvement might lead to new
potential resources for future use.

The basic underlying framework of the study which links the empowerment
intervention with organizational commitment, satisfaction, self-efficacy, goal setting
and feedback processes is that the empowerment intervention was treated as a two
fold process through which volunteers identified goals, roles, tasks and rewards, and
set up the mechanisms which dictated the integration and interaction of these
identified factors. The empowerment intervention process was a representation of
two feedback loop systems; the first one treating the volunteers as recipients of
information that they deemed necessary to possess in order to be more effective and
credible sources of information in the second feedback loop system. This initial
feedback loop process included activities that provided the monitors with information
as to their effectiveness. Such activities included receiving input from the ARC/M
staff, the group home providers and revamping the training program and assessment
forms used on visits. The second feedback loop in the empowerment intervention
included activities such as the development of other types of monitor strategies than
just group home visits and meeting attendance through which the volunteers were
able to provide more accurate information to a broader base of people and agencies.
Such activities in this second loop included writing articles in the newsletter and
holding meetings with group home providers, local community mental health boards

and the Department of Mental Health.
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This researcher assumed that if the monitors felt that they were receiving as
well as providing accurate and appropriate information then they would feel more
efficacious and satisfied with their roles as monitors. As stated earlier by Bandura
(1977) individuals will feel more efficacious if they have positive expectations as to
their ability to perform the necessary tasks. Since the volunteers identified and
modified the barriers to their monitoring performance, then they should begin to feel
effective.

The second basic assumption made by the researcher was that the volunteers
would have an enhanced sense of satisfaction because they valued the outcome of
their efforts; namely to increase their effectiveness to improve the quality of life in
the homes. The volunteers’ satisfaction was a function of their ability to obtain their
desired mission, goals and outcomes. This satisfaction was partially realized by the
type of tasks the volunteers added to their monitoring efforts.. The intervention
provided the context in terms of more tasks and better follow through of tasks as well
as improved channels of communication through which the volunteers set their
valued goals and developed a mechanism to realize those goals.

If the volunteers felt efficacious and satisfied with the outcomes of their
performance, they would probably intend to remain with the program. Thus, the
intervention was also seen as a vehicle to increase the volunteers’ desire to stay.

This, in turn, would increase ARC/M’s volunteer retention rate.



Intervention Procedures

Intervention Overview

As stated earlier, this intervention was a collaborative empowerment project
designed by volunteers to increase their effectiveness as citizen advocates. One
interesting aspect of this intervention was that, although the goals were general, the
operationalization of them took place in each local chapter. The initial starting point
entailed all monitors to review the overall mission of the program as a collective, and
then to move the application of the mission to the local level.

Prior to the implementation of the intervention strategies, the investigator met
with the local coordinators and monitors to discuss the purpose of the intervention,
and to develop the strategies that specifically addressed the needs of each local
chapter. It was made clear to the monitors that they would identify the problems and
develop the intervention strategies. For the sake of cohesion and continuity for the
collective nature of the monitor program, the intervention was implemented through
the same five step process for all local chapters. The specific local chapter issues,

concerns and strategies were addressed in each of the general five steps.

Step one. The first step in the intervention process was the identification and
setting of the goals for the monitor program by monitors in each local chapter. This
procedure was the crucial link between the stated mission of the monitor program

and successful accomplishment of the mission as defined by each local chapter.
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The investigator compiled a list of goals for the monitor program from various
sources of the ARC organization. The monitors in each local chapter reviewed the
list of goals and identified those that represented the collective monitoring efforts of
all local chapters of ARC/M, and goals that particularly pertained to their specific
local chapter program. The monitors included other goals not listed that they felt
were important to the mission of the program, both on an overall and local level.
Once the program goals were established for each local chapter the monitors

prioritized them and developed strategies accordingly.

Step two. The second step, which was guided by the identified goals, entailed
the implementation of the opportunities for influence strategy, which expanded
certain identified processes and targets of feedback, and curtailed others. The
expansion and curtailment strategies were different for each local chapter, depending
on the list of goals that they identified and prioritized.

In addition to developing specific strategies, all local chapters addressed the
following strategies; (a) involvement in the publishing of the monitoring newsletter,
(b) involvement with the preparation of the quarterly report that is sent to the
Department of Mental Health, and (c) the development and implementation of
presentations to state level regulatory agencies concerning the goals, objectives and

progress of the program.
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Step three. This step was a further refinement of the opportunities for

influence strategy and represented activities that expanded the primary role; that of
group home visits. The monitors hoped that these activities would enhance their
assessment efforts and provide them with more monitoring mechanisms. Such
activities included: the establishment of a People First Group, which is a self help
advocacy group for people with developmental disabilities, the training of individuals
who reside in the group homes to become citizen monitors, and the establishment
of a sexuality task force which dealt with the relationship between problems and

issues of sexuality and quality of life.

Step four. This step entailed the development and mobilization of within
agency support for each local chapter. The formation of the local coordinator dyad
involved the pairing of two local coordinators into a problem-solving, information-
sharing, support unit. The main goal of the dyad process was to provide a peer
support system for the local coordinators. The dyad structure would also help link
the local chapters with each other and allay the sense of isolation and frustration felt
by the monitors. It was hypothesized that this type of structure would allow for
better flow of information between the local chapters which were in close proximity
to each other and enhance collaborative efforts in targeting potential providers,
agencies and future monitors. The inclusion of dyad feedback mechanism would also
help create a comprehensive feedback information system for the collective efforts

of ARC/M.
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Step five. The last step involved the mobilization of external support systems

for each local chapter. Particular outside agencies within the local communities were
targeted by each local chapter as providers of either potential resource or support
for the monitor program. This was accomplished through various channels including;
dissemination of monitoring findings and information, invitations of key individuals
in the community to monitor meetings, invitations of monitors and coordinators to
speak at various community agencies, increased involvement with the local

community mental health boards and other policy making agencies.

Summary

In summary, this intervention represented a collaboratively developed
empowerment process that targeted organizational and program factors that were
perceived to act as barriers to the monitoring efforts of volunteer citizen advocates.
The process was a two pronged strategy: enhancement of the opportunities for
influence, and the mobilization of support systems. The goal of the intervention was
to enhance the perceived self-efficacy of the monitors, as well as increase their level
of satisfaction, commitment and participation. The monitors set the standard for

efficacy and provided the means to achieve it.



Hypotheses

Two statistical strategies were used to test the hypotheses in the present study.
The first contained two types of analyses, the first being correlations which were used
to examine the relationships among self-efficacy, satisfaction and commitment
(mediating dependent variables) and volunteerism as defined by group home visits
and attendance at meetings (primary dependent variables). Only pre-test data were
used in the these analyses in order to assess the relationships between and among the
mediating and dependent variables without the effects of the intervention. The
second set of analyses in the first statistical strategies were regression equations
which tested the existence of a mediational model. Post-test data were used, since
the effects of the independent variable needed to be included. Hypotheses One and
Two address the relationship between and among the mediator and dependent
variables.

The second statistical strategy was a repeated measures analysis which was use
to assess the impact of the intervention on the trend of the primary and mediating
dependent variables within the experimental group. Embedded in the experimental
study were manipulations of structural and contextual factors (independent variable;
empowerment intervention) identified by the monitors as either barriers to their
monitoring tasks or necessary to effectively perform their tasks. Change in the
dependent variables over time in the experimental group would demonstrate that

empowerment strategies did affect volunteerism. Hypotheses Three through Six
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represent the second assessment strategy.

Hypothesis One

Organizational satisfaction, commitment and perceived self-efficacy (general
[GSE] and program self-efficacy) should be positively related to the two primary

dependent variables; number of monitor visits and attendance at monitor meetings.

There should be positive relationships between perceived self-efficacy,

organizational commitment and satisfaction and volunteer retention rates.

Hypothesis Three

Members of the experimental group should feel more self-efficacious in their
advocacy efforts than members of the control group. The construct of self-efficacy,
was defined by three independent measures. The first was a four item scale which

assessed the individual’s perception of self-efficacy in terms of their roles and tasks
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in the monitor program. The second measure was the general self-efficacy scale
(GSE) which assessed the individual’s general perception of self-efficacy with no
reference to a particular situation, and the third measure was the organization-based
self-esteem questionnaire (OBSE) which measured the individual’s feelings of worth

and accomplishment with the program.

Hypothesis Four

Members of the experimental group should feel more satisfied with the
monitoring program than members of the control group. Two measures were used
to assess satisfaction with the program: the job diagnostic survey (JDS) sub-scale
which assessed the individual’s general satisfaction with the program, and a
frustration index which assessed the level of frustration individuals had with aspects

of the program.

Hypothesis Five

Members of the experimental group should visit the group homes more often
and attend more monitor meetings than members of the control group. These two

variables represented the original monitoring activities and participation variables



that were subject to change due to the intervention strategy.

Hypothesis Six

Members of the experimental grou;; should have a stronger sense of
commitment to the program than members of the control group. Commitment was
defined as the desire to remain with an organization. The organizational
commitment questionnaire (OCQ) was used to measure the volunteers’ level of

commitment to the program.

Methods
lin,

Fifteen local ARC/M chapters (n=125 volunteers) represented the total
sample for this study. Although sixteen local chapters were involved in the monitor
program, one local chapter declined to participate in the study. This researcher did
not view this as a threat to the validity of the study, because that particular local
chapter was operating under a different set of goals and procedures than the rest of

the local chapters in the monitor program. That local chapter had a monitor
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program in place prior to the implementation of the present monitor program. The
fifteen local chapters who participated in the study were divided into pairs prior to
random assignment and data collection. The pairing was a result of the formation
of the local coordinator dyads. After the dyads were formed, local chapter pairs
were randomly assigned to one of the two experimental groups. Since there were
only three local chapters in the Upper Penninsula, and their geographical location
precluded them from being able to interact with other local chapters, this researcher
formed those three local chapters into a triad. A separate random assignment
process was used for those four Detroit-area local chapters in Wayne County (n =
34 monitors; experimental group n = 18; control group n = 16). One pair of Wayne
county local chapters was randomly assigned to the experimental group and the other
pair was assigned to the control group. The primary reason for this procedure was
that Wayne County was not representative of the rest of the counties in terms of the
number of group homes, the types of overseer boards that dictate policies and group
home procedures, and the location of the city of Detroit, which is more urbanized
than any of the other cities in Michigan. The end result was that there were seven
local chapter dyad/triad pairings, with eight local chapters assigned to the control
group, and seven assigned to the experimental group.

Random assignment according to local chapters was a preferred sampling
procedure, because it best protected against possible contamination of the
intervention between the experimental and control groups. Random assignment of

individuals would not have adequately ensured that monitors in the control group
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would not discuss or engage in the intervention procedures with monitors in the
experimental group prior to the post-test. One weakness with the random assignment
by local chapter rather than individual volunteers was that range of variability would
be limited.

All 125 volunteers in the fifteen local chapters (experimental group = 66,
control group = 59) filled out the pre-test questionnaire, which represented 100%
of the total volunteer population in the monitor program who were eligible to
participate in this study. At post-test, only 109 volunteers (experimental group = S5,
control group = 54) filled out the questionnaire, which represented 87% of the pre-
test sample and total volunteer population in the monitor program. Of the 16
volunteers who did not fill out a post-test questionnaire, eight volunteers
(experimental group = S, control group = 3) terminated the program. This
represented a 6% attrition rate for the total sample, a 9% rate for the experimental
group and a 5% rate for the control group. Program termination was defined by the
local coordinators and this researcher prior to the intervention implementation. This
researcher attempted to collect data on those who terminated the program, but was
unsuccessful. Several volunteers had left the area and others did not want to fill out
the questionnaire.

The other 8 volunteers (experimental group = 4, control group = 4) who did
not fill out the post-test questionnaire were still considered active in the monitor
program, but for various reasons, did not respond to this researcher’s efforts to

collect the post-test data. Two major reasons for why these volunteers did not fill
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out the questionnaire were; they were on vacation and they did not want to fill out
another questionnaire.

To summarize: at pre-test, 100% of the total volunteer population of the
monitor program (15 local chapters, n = 125 volunteers) who agreed to participate
in this study filled out a questionannire. At post-test, 109 volunteers filled out the
post-test questionnaire, which represented 87% of the total population of volunteers
who agreed to participate and who filled out questionnaire at the pre-test. Of the
16 volunteers who did not fill out a questionnaire, 8 terminated the program. This
researcher could not obtain post-test data on any of these 16 individuals

As stated earlier, the local coordinators and this researcher defined program
termination prior to the intervention implementation. The process used by the local
coordinators to determine program termination involved a categorization of monitors
into three different groups: those who actively monitored and went to meetings, those
who had expressed interest in staying with the monitor program, although they had
not monitored within the last month, and those who wanted to keep their names on
the list, but could not be actively involved for several months. A monitor’s name was
dropped from the list if he or she specifically requested to leave, or did not stay in
contact with the local coordinator for a period of several months. This definition
seemed adequate, since the local coordinators communicate, either by phone or in
persoﬁ, with their monitors at least once a month. Thus, the local coordinators could

assess on a month be month basis who terminated and who remained.
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All study participants in both groups (n = 125) filled out questionnaires prior
to the intervention implementation (pre-test) which assessed their perceptions of the
program and their level of participation three months prior to the intervention.
Three months after the implementation of the intervention with the experimental
group (post-test), 109 volunteers filled out another questionnaire which assessed their
perceptions, levels of participation and engagement in the intervention strategies
during that three month time period.

The questionnaires were disseminated through two forums; at the local
monitor meetings and by mail. Since both procedures were used for both groups at
both data collection time periods, procedural bias could be ruled out as a potential
threat to validity. The investigator collected the pre-test data during her initial visit
with all of the local chapters in the study. Time was set aside at the beginning of
each meeting to allow the monitors to fill out the questionnaires. After the
questionnaires were filled out (which were coded for identification and matching at
post-test), the general intervention plans were discussed for the experimental group.
Discussion in the meetings for local chapters in the control group focused on general
monitor program issues, concerns and progress. The local coordinators disseminated
questionnaires to those monitors who were not present at the meetings. A two week
grace period for return was given for those monitors who received their questionnaire

in the mail. If the investigator did not receive a questionnaire within the first week
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of the respondent receiving the form, she called the monitor and mailed another
questionnaire in the self-addressed stamped envelope. All 125 questionnaires were
received within the two week deadline. A grace period of longer than two weeks
would have jeopardized the intervention, and made it harder to control for influences
due to the passing of time. As each pre-test questionnaire was returned, the
investigator recorded the post-test date and a two week grace period for that
particular respondent (three months from the intervention implementation).
Although, the same data collection procedure was followed for both groups at both
time periods, no intervention plans were discussed with the local coordinators and
monitors in the control group at the meetings. They knew that they would be
addressing their perceived problems within the near future.

The procedures that the investigator used in an attempt to obtain the data
from those 8 individuals who terminated the program involved a) a written request
and questionnaire sent to the individual from the local coordinator, b) a verbal
request from the local coordinator to the individual via the telephone and ¢) a
written request from the investigator enclosed with a second questionnaire and a self-
addressed stamped envelope with a follow-up phone call from the investigator.
These procedures are slightly different than the procedures used for active volunteer
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