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This research empirically investigates various company practices and policies 
associated with high rates of volunteer participation in employee volunteer 
programmes (EVPs). Data were taken from surveys conducted in 2014 and 2015 
among companies in the United States with an annual revenue of $1 billion or more, 
with 166 companies included in the analysis. A multivariate linear regression was 
used to analyse the effects of various company policies on the percentage of 
employees participating in EVPs. The following policies were assessed in this 
analysis: including community engagement on performance reviews; awarding 
“Dollars for Doers” grants for volunteering; providing awards or recognition for 
engagement; offering paid time off to volunteer; and providing employee training on 
community engagement. Findings indicate different levels of comparative benefit 
afforded by diverse EVP policies and practices.
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Increasingly, consumer opinion around the world is putting a premium 
on socially responsible behaviour by companies. While making a profit will 
always be a key function for companies, nine out of ten consumers expect 
companies to do more than make a profit; consumers also expect companies 

to operate responsibly to address social and environmental issues (Cone and 
Ebiquity, 2015). Employees are also viewing their employers through a respon-
sibility lens. In particular, many Millennials (people born between 1980 and 
2000) claim they aim to work for a company that “cares about how it impacts 
and contributes to society” (Mirvis, 2012, p. 94; McGlone et al., 2011). This new 
generation of working Millennials assert that a “sense of purpose” is the key 
reason they chose to work for their current employers (Deloitte, 2015).

Given this new reality, companies are viewing employee volunteer pro-
grammes (EVPs) as a strategy to meet the growing expectations of consumers, 
shareholders and employees for companies to demonstrate social responsibility 
(Rochlin et al., 2015; Kolstad, 2007). EVPs, also called “workplace volunteer” 
programmes or “company-sponsored volunteer” programmes, are typically one 
component of a company’s corporate social responsibility (CSR) programme 
that addresses the company’s involvement in social causes. A practical defini-
tion of employee volunteer programmes is when, “a company invites its employ-
ees to engage voluntarily and actively beyond their specific job description 
in charitable endeavors—often in cooperation with non-profit-organisations, 
while possibly investing additional resources” (Lorenz et al., 2011, p. 184). 

Consistent with other CSR initiatives, EVPs are justified as a strategy to 
deepen the engagement of customers (Korschun et al., 2014), recruit new 
employees (Harter et al., 2002), enhance the commitment and engagement 
of employees (de Gilder et al., 2005; Bhattacharya et al., 2008; Wilson and 
Hicks, 2010) and reduce employee turnover (DaSilva and Dailey, 2016; Harter 
et al., 2002). It is viewed as a cost-effective means of developing certain core 
competences of staff (Wilson and Hicks, 2010). Research involving millions 
of employees across several industries, found that, on average, each employee 
participating in an EVP could add up to $2,400 of value to the company as 
a result of decreased turnover and improved employee performance (Kropp, 
2014). Likewise, a Deloitte survey revealed that Millennials are twice as likely 
to be very satisfied with their career progression, and may have higher com-
mitment to the company when they have opportunities to volunteer through 
their employer (2011). 

Business case justifications for implementing EVPs are complemented with 
plausible benefits to the communities in which the volunteers work (Rochlin  
et al., 2015). Although the vast majority of studies on EVPs have focused on the 
gains to employees and companies, with far less attention paid to social and 
environmental benefits (see Dreesbach-Bundy and Scheck, 2017), benefits to 
non-profit partners as members of the wider community beneficiary group have 
featured in a number of studies. Non-profit partners benefit from EVPs as the 
volunteers contribute additional physical and mental labour and use their skills 
to help strengthen a non-profit’s organizational capacity and human resources 
(Samuel et al., 2013; Liu and Ko, 2011; Allen, 2012). 
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While many research studies have investigated volunteers’ motivations, less 
attention has been paid to workplace policies or programmes that may function 
as antecedents and incentives for volunteering (Rodell et al., 2016). As manag-
ers consider how to best develop and strengthen EVPs, many ask what struc-
tural policy and programme elements are required to make these programmes 
appealing and accessible to employees? 

As companies have invested resources to develop and support EVPs, a variety 
of programme options have emerged over the past few years. These company 
strategies aim to create an enabling environment or organizational culture of 
service in the organization by developing policies that appeal to and support 
employees’ intrinsic and extrinsic motivations (Grant, 2012; Points of Light, 
2015; Rodell and Lynch, 2016; Gatignon-Turnau and Mignonac, 2015). Exam-
ples of such policies include offering volunteer time off and volunteer grants, 
adding volunteer participation to employee performance reviews, extending 
awards for volunteering, providing training, and having leadership support 
for EVPs at all levels within the company (Peloza et al., 2009; Basil et al., 2011; 
Gatignon-Turnau and Mignonac, 2015; DeVoe and Pfeffer, 2007; Turner, 2016). 

In this paper, we first explore employee motivations for volunteering in 
EVPs. We then link these motivations to EVP policies and describe how dif-
ferent company policies might appeal to these motivations and create a better 
organizational culture for volunteering. After presenting survey findings, we 
offer insights as to how managers at companies can build EVPs that foster 
broad-based participation and, in turn, greater business and social impact.

Creating an organizational culture of volunteering

Given the growing body of research demonstrating the competitive and plau-
sible financial advantages of EVPs, additional research has emerged to provide 
guidance on how to create effective programmes, and how to generate the 
highest levels of participation among employees. An overriding theme of this 
work is how to create a culture of service in organizations by adopting policies 
and practices that support and incentivize volunteerism in the workplace. While 
each of these policies and practices can play an important role in creating a 
culture of service, new research suggests that certain policies drive volunteer 
participation more than others (Hurst et al., 2016; Cycyota et al., 2016). 

As examples of these differences, research has uncovered a number of moti-
vations that drive employee volunteers. Understanding motivations for volun-
teering is important because the types of volunteer activities and policies that 
companies offer can be designed to explicitly appeal to employees’ motivations. 
The diverse motivations that drive employees to volunteer are often described 
as falling into three key areas: social, career and purpose-orientations (Pajo and 
Lee, 2011; Points of Light, 2015; Caligiuri et al., 2013). These categories have 
alternately been described by Grant (2012) as filling particular characteristics of 
employee needs including social (i.e. belonging and self-protective), knowledge 
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(i.e. developmental and career) and task (prosocial and contribution) needs.  
A portion of employees are also generally uninterested in volunteering. These 
employees often fail to engage because they do not have a strong belief that vol-
unteering creates a positive impact worthy of their efforts (Points of Light, 2015). 

Social-oriented employees may look to a company’s volunteer events where 
they have the chance to volunteer with their peers, friends or family (Points of 
Light, 2015). For instance, days of service featuring “hands-on” volunteering, 
such as park cleanups, home-builds, kit-packing projects or helping at the local 
soup kitchen or homeless shelter would appeal to social-oriented volunteers. 
These volunteers also desire social support from staff and other employees 
during the volunteer assignment (Farmer and Fedor, 1999; Geroy et al., 2000). 
Volunteers may be most likely to participate when their social needs affiliation 
are not being fully met in their regular jobs (Grant, 2012).

Career-oriented volunteers, on the other hand, are more motivated by skills-
based or pro bono volunteer opportunities that allow them to build their skill-
sets, network with others in the company and advance their careers (Caligiuri 
et al., 2013). Some volunteers may seek to develop unmet development skills or 
knowledge that they could not easily achieve in their regular jobs (Grant, 2012). 
Opportunities for volunteers to develop skills that can be directly applied to their 
regular work role are viewed as particularly motivational (Caligiuri et al., 2013). 
These volunteers may be interested in activities such as mentoring, board serv-
ice, being part of a pro bono consulting project, a hackathon, or participating 
in an international volunteer assignment. Career-oriented volunteers are also 
strongly motivated by formal recognition of their service accomplishments, 
and look for opportunities to volunteer during work hours, or right after work 
(Points of Light, 2015). 

Purpose-oriented volunteers are motivated by projects that contribute mean-
ingfully to a non-profit’s functioning—particularly when the mission of the 
non-profit has a direct social impact (Caligiuri et al., 2013). These volunteers 
desire to make long-term sustainable contributions to the performance and 
missions of non-profits aligned with a particular social or environmental out-
come (Hall and Chandler, 2005). This motive is particularly important for the 
Millennial generation (Hershatter and Epstein, 2010; Grensing-Pophal, 2013). 
They are more likely to continue engaging in volunteerism activities if they 
perceive volunteer tasks to be more meaningful than work completed during 
their regular jobs (Grant, 2012). Because these employees care about having 
a direct impact, they may appreciate understanding more about the hosting 
organizations and communities, and how their volunteer efforts can contribute 
to meaningful progress.

Hypothetically, policies that appeal to multiple types of motivations would 
have the greatest influence on participation rates. For instance, policies that 
may appeal to both social and career-oriented employees, such as paid time off 
to volunteer or efforts to develop strong non-profit partnerships, may engen-
der higher participation. Along these lines, purpose-oriented workers may be 
interested in a mix of volunteer opportunities driven by company policies, as 
they experience purpose in their work by having a positive impact on others, 
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achieving personal or professional development, and delivering their work 
through strong relationships (Hurst et al., 2016). 

Creating a wide variety of company-sponsored volunteer opportunities, 
incentives and programmes to harness employee skills, passions and interests, 
therefore, should hypothetically increase participation in employee volunteer-
ing (Points of Light, 2014b). On the other hand, offering employees the wrong 
kind of incentives may actually disempower employees and discourage them 
from volunteering (Li et al., 2014). Although we aim to assess organization-level 
factors that contribute to higher volunteer rates in this study, our conceptual 
framework is linked to individual motivations, which have been closely associ-
ated with volunteer participation in EVPs (Booth and Rodell, 2015). 

Given the research on motivations of volunteers, we hypothesize that com-
pany policies and practices that are designed to harness specific employee 
motivations may be more effective than policies implemented without an 
understanding of what motivates an organization’s workforce. Indeed, regard-
less of well-intended practices and policies designed to shape volunteering 
decisions, employees may choose not to participate if their motivations do not 
align well with these efforts. For instance, policies and practices that appeal 
to employees’ intrinsic motivations—such as socializing or developing new 
skills—are more likely to drive participation in volunteer activities. In the follow-
ing section, we review how different company policies and practices may appeal 
to employees’ motivations differently, and how these practices may influence 
employees’ participation in volunteer activities.

Company-level factors associated with employee volunteering 

Companies have developed a wide array of practices and policies designed to 
strengthen employee participation in EVPs by responding to the needs and 
motivations of their employees. Previous research has considered a variety of 
policies and efforts designed to encourage employee volunteerism including: 
day of service events, time allowances, community involvement incentives, and 
skills-based volunteering opportunities—including non-profit board services, 
co-worker volunteering, dedicated staff and financial resources, group-based 
volunteer events, having top management support, etc. (Cycyota et al., 2016; 
Aluchna, 2015; Hu et al., 2016; Peloza et al., 2009; MacPhail and Bowles, 2009).

In this study, we assess a specific set of policies included in a survey of 
corporate social responsibility based on an initial screening of policies com-
monly offered by large corporations in the United States (Turner, 2016). These 
policies include offering recognition or special awards for volunteer service, 
incorporating community engagement as a formal component of performance 
reviews, providing matching grants such as “Dollars for Doers” to non-profit 
and community-based organizations for volunteer time, offering employees 
paid time off to volunteer, and providing training for skills-based volunteering. 
We also include the size of the company as a control variable—given previous 
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links to employee participation and company size. The effect of each of these 
practices and attributes will be reviewed briefly and then assessed quantitatively 
in this study. 

Size of the company

Although the size of a company is not a planned policy designed to affect 
volunteer rates, size likely influences the environment or culture of the com-
pany in support of volunteering. Larger companies are often more likely to 
sponsor volunteering programmes than smaller ones, and tend to carry out 
more structured, formalized programmes with specific policies governing 
EVPs (Basil et al., 2011, p. 64). Volunteer programmes may also serve a more 
strategic purpose in large companies, meaning that decisions are “based upon 
some given company strategy that are made in an effort to attain certain ends” 
(Basil et al., 2011, p. 63). One study found that only 20% of companies with 
fewer than 200 employees stressed community service, compared with 52% for 
larger companies. The primary reason noted for this discrepancy was a high 
cost associated with supporting volunteering programmes, specifically “worker 
productivity loss, employee compensation, and organizing” (Kilcrease, 2007). 
The costs associated with implementing a volunteer programme may also cre-
ate a perceived barrier to corporate volunteering when the business benefits are 
not clearly understood by company leadership.

Awards and recognition

One of the common practices companies use to support employee volun-
teering is offering recognition or awards for service. According to a Boston 
College (2015, p. 5) report, roughly 60% of companies said they recognized 
exemplary employee volunteers. The most common ways companies recog-
nized employee volunteers were through write-ups in employee newsletters, 
nominating employee “ambassadors” and distributing specific awards (Graff, 
2004). Companies that used both “internal and external” forms of engagement, 
such as external broadcasting of employee volunteering in local and/or national 
news or internal awards, reported a higher average employee participation rate 
(Boston College, 2015). 

Although upwards of 60% of companies offer some form of internal or 
external rewards or recognition for volunteering (Boston College, 2015; Turner, 
2016), a United Way survey looking into the volunteering practices of local US 
companies found that only 12% of employees said that their company’s reward 
system actually encouraged them to volunteer (Booth and Rodell, 2015). While 
recognition may motivate employees, these types of motivations have also been 
associated with stigmatization from co-workers and supervisors as a perceived 
distraction from work (Rodell and Lynch, 2016). Other research has found 
that receiving recognition by companies for volunteering does not necessarily 
enhance participation—and in fact, may discourage it (Peloza et al., 2009). 
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Overall, much of the research suggests that, while awards and recognition 
may help create a supportive culture of volunteering at organizations, they 
are not the factors that typically drive employees to participate in volunteering 
programmes.

Performance reviews

Only around 20% of companies surveyed by the Boston College (2015) study 
used an annual development plan or performance review to engage their 
employees in volunteering. On the other hand, more than half of all compa-
nies named in 2016 as socially responsible companies by the Points of Light 
included community engagement as a formal component of their employees’ 
performance reviews (Turner, 2016). The prevalence of this practice in such 
companies may be due to employers’ recognition that volunteering is closely 
linked to higher employee engagement (Basil et al., 2009). Including com-
munity engagement in performance reviews may also stem from the desire of 
companies to more formally institutionalize corporate values such as commu-
nity service into company policies (Points of Light, 2014a). Similar to awards 
and recognition, the inclusion of volunteering on performance reviews is likely 
most appealing to career-oriented employees and may have a less significant 
effect on overall employee participation in volunteer programmes. 

Paid time off

In 2013, about 20% of employers surveyed by the Society for Human Resource 
Management reported giving their employees paid time off to volunteer—an 
increase from only 15% in 2009 (Baxter, 2013). The number of companies 
offering paid time off has continued to grow and in 2016, 82% of companies 
recognized as socially responsible by Points of Light offered paid time off to 
volunteer, recognizing a link between community engagement and employee 
engagement (Turner, 2016). Companies providing paid time off to volunteer 
may attract employees with diverse motivations, including both social-oriented 
and career-oriented motivations (Points of Light, 2015). Because these company 
policies appeal to multiple documented motivations, it will likely be one of the 
most significant predictors of volunteer participation.

Training

Training and support of volunteer employees and leaders at companies is a con-
sistent practice of effective EVPs (Points of Light, 2012). Training is closely asso-
ciated with career-orientated motivations because it contributes to employees’ 
overall career success (Wayne et al., 1999). One study reported that employees’ 
perceptions of acquired skills was directly associated with more volunteer hours 
and more effective training as employees learned and applied new skills in their 
volunteer experiences (Booth et al., 2009). Specific examples of training in EVP 

570429.indd   83 17/10/17   11:20 AM



84 The Journal of Corporate Citizenship Issue 67 September 2017 Informa UK Limited, trading as Taylor & Francis Group

benjamin j. lough, yvonne siu turner

include Kraft Food’s Leadership for Performance programme, which provides 
a five-day course on preparing high-potential employees for long-term, skills-
based service projects. Another is Cisco’s Giving Counselor programme and 
disaster response training (Points of Light, 2012). Skills-based volunteering, in 
particular, adds value to training and development programmes when aiming 
to develop effective business and leadership skills (Deloitte, 2011). It can be 
particularly appealing to employees who would like to learn new skills outside 
of their day-to-day job responsibilities. While training can be beneficial, it is 
also unlikely to drive volunteer participation for a large segment of employees 
(Points of Light, 2014b).

Dollars for Doers

Dollars for Doers programmes allow companies to donate cash grants to non-
profits based on the level of employee involvement, such as volunteering for 
a cause or serving as board members (Geroy et al., 2000), and typically range 
between $250 and $1,500 (Points of Light, 2007; Meinhard et al., 2008). As a 
company match of employee giving, these programmes ostensibly give employ-
ees an opportunity to “give twice”, by volunteering for an organization while also 
indirectly contributing financially to its mission. Dollars for Doers programmes 
may also provide more visibility for both employees and the company, and is an 
important tool enabling large companies to report their activities. As disadvan-
tages, however, this is a comparatively expensive programme option and can be 
time consuming to put in place (Points of Light, 2014a). 

Although 98% of Fortune 500 companies surveyed in 2014 reported offer-
ing a Dollars for Doers programme to their employees, less than one-quarter 
of employees actually took advantage of the opportunity (Parker, 2015). Some of 
the reasons cited for the low engagement of employees include low awareness, 
clumsy processes (employees did not know how to record their hours through 
online tools), low eligibility (companies often required a minimum of 40–50 
hours of volunteering in order to qualify), and incompatible motivations (many 
employees expressed that they would rather simply donate money to a cause) 
(Parker, 2015). Other research concluded that Dollars for Doers programmes 
provide few benefits to volunteers and companies, and are unlikely to drive 
employee participation—particularly compared with other evidenced practices 
such as offering paid time off to volunteer, company-sponsored volunteer days, 
or other types of matching grants (DaSilva and Kerkian, 2008; Parker, 2015; 
Peloza and Hassay, 2006; Peloza et al., 2009).

Because social motivations appear to encourage more employee participation 
in volunteering, practices that appeal to these motivations should have a sig-
nificant influence on participation. Keeping this in mind, we hypothesize that 
company practices and policies that appeal to intrinsic motivations (i.e. freedom 
through paid time off to volunteer) will be positively correlated with a higher per-
centage of employee participation in a company volunteer programme. Extrin-
sic practices and those that primarily appeal to career-oriented motives, such 
as Dollars for Doers and including community engagement on performance 
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reviews may create a supportive and enabling environment for volunteering, 
but may not be key factors that drive it. Policies that appeal to mixed motivations, 
such as receiving awards and recognition, may be a key driver depending on the 
type of recognition. In the following section, we investigate the effect of these 
different policies on employee participation in a company EVP. 

Methods

Data collection

Data for this analysis was taken from an independent national initiative called 
The Civic 50, which is a survey conducted each year to recognize the 50 most 
community-minded companies in the United States. The Civic 50 is an initia-
tive of Points of Light and was founded as a partnership between the National 
Conference on Citizenship, Points of Light and Bloomberg LP in 2012. It was 
developed with a working group of lead researchers and industry thought 
leaders. A variety of corporate advisers provided strategic guidance on the pro-
gramme’s objectives, including defining indicators, developing methodology 
and identifying partners and participants. In the first two years, The Civic 50 
evaluated and recognized only S&P 500 companies. The survey was expanded 
in 2014 to include participation by all companies with annual revenue of  
$1 billion and over.

The survey was, therefore, open to all large public and private companies 
with community engagement programmes in the US. The Global Industry 
Classification Standard (GICS) was used as a basis to classify eligible business 
sectors. These sectors included telecommunications, consumer discretionary, 
consumer staples, energy, financials, healthcare, industrials, materials, infor-
mation technology, utilities and real estate. Eligible companies from these sec-
tors used web tools to securely complete the survey online. Data used in this 
analysis included two years of responses gathered during the national initiative, 
and represents responses from 166 companies. Although the initiative was ini-
tially launched and piloted in 2012, the survey instrument was changed in 2014. 
Therefore, only data from 2014 and 2015 were available at the time of writing. 
All data reflected the companies’ activities during their previous reporting year.

Study variables

The dependent variable used in this analysis measures the reported percentage 
of a company’s US employees participating in any type of company-sponsored 
volunteerism (including hands-on, skills-based and pro bono volunteering). 
Five independent variables were included in the analysis to assess their cor-
relation with employee participation. These variables were: 1) engagement on 
performance reviews; 2) “Dollars for Doers” grants for volunteering; 3) awards 
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or recognition for engagement—including both internal and external awards;  
4) paid time off to volunteer; and 5) training on community engagement. Each 
of the responses options for these variables were yes/no binomial answers based 
on whether or not the company offered this resource or activity.

Data analysis

A multivariate linear regression was used to analyse the effects of various com-
pany policies on the percentage of employees participating in EVPs. Prior to 
entering variables in the regression model, univariate analyses were completed 
to verify that assumptions of regression were met (i.e. multivariate normal-
ity where applicable, a linear relationship, low multicollinearity, and relative 
homoscedasticity of error terms). In cases where a violation of assumptions was 
detected, variables were transformed or otherwise corrected. Only one variable 
required transformation (size of the company), which necessitated computing 
the natural log of the total number of employees due to a high positive skew. 
Although the company policies are not fully independent of each other, bivari-
ate correlations between variables in the model were all well within acceptable 
ranges (i.e. well below 0.70), indicating no warning of multicollinearity.

Findings

Size of the company was used in this analysis as both a control variable and to 
verify the influence of company size on employee participation rates in EVPs. 
Companies in this sample ranged from a minimum of 1,660 to a maximum of 
320,000 employees. As predicted, size is significantly associated with the over-
all percentage of employee participation in a company volunteer programme. 
Relatively smaller companies that have fewer employees have a significantly 
higher percentage of employees participating in a company’s volunteer pro-
grammes (b = e-.059, t = -4.60, p < .01). 

Performance reviews. Findings from the regression model indicate that the 
inclusion of community engagement on performance reviews was not sig-
nificantly associated with the overall percentage of employee participation in a 
company’s volunteer programme.

Volunteer grants. Companies that provide “Dollars for Doers” grants (i.e. the 
company matches volunteer hours with a cash grant to a non-profit organiza-
tion) have significantly lower rates of participation in a company volunteer 
programme. The regression model indicates that companies providing these 
grants have a 9% lower percentage rate of volunteer participation on average  
(b = -.093, t = -2.69, p < .01).

Awards and recognition. There was no significant difference predicted in the 
total percentage of employees participating in the company’s volunteering pro-
gramme when employees are offered awards and recognition. It is important 
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to note, however, that companies that offer internal and external awards and 
recognition to promote their community engagement efforts did have a signifi-
cantly higher percentage of skills-based or pro bono volunteers: 22% compared 
with 5% that do not offer awards and recognition (t = 2.63, df = 160, p < .01).

Paid time off. Companies offering paid time off were significantly more likely 
to report higher rates of employee volunteering after controlling for other vari-
ables in the model. Companies that offered employees paid time off to volunteer 
reported an 11% higher percentage rate of volunteer participation on average  
(b = .101, t = 2.80, p < .01).

Training on community engagement. Companies that offer training as a 
resource to expand or improve employee engagement and/or to support shar-
ing of information between employees on community issues is associated with 
an 11% increase in employee participation in a company’s volunteer programme 
(b = .108, t = 2.11, p < .05).

The influence of the variables included in this analysis (after controlling for 
other variables in the model) are summarized in Table 1. It is estimated that 
these variables combined explain about 20% of the variance in the overall rate 
of people’s participation in a company’s EVP (adjusted R2 = 0.20).

Table 1  Effects of institutional variables on participation in a company’s 
volunteer prog

R2 = 0.229, adjusted R2 = 0.200 b SE ß t p

(Constant) .881 .141 6.27 .001

Number of employees (ln) -.059* .013 -.337 -4.60 .001

Engagement on performance reviews .027 .033  .060 .83 .410

“Dollars for Doers” grants for volunteering -.093* .035 -.192 -2.69 .008

Awards or recognition for engagement -.089 .068 -.094 -1.30 .196

Paid time off to volunteer .101* .036  .202 2.80 .006

Training on community engagement .108* .051  .156 2.11 .036

*p < .05; dependent variable: percentage of employees participating in a company’s volunteer 
programme.

Discussion

When communicating these findings, we must first acknowledge limitations of 
the data used in this analysis. Data in this study was self-reported by companies 
in response to appeals from an independent research firm. The data was used 
to assess and compare companies’ practices and policies as socially responsible. 
Therefore, while we assume that company reports are reliable and accurate, 
they are not externally corroborated. The findings are also based on a relatively 
small number of companies (n = 166), and can only be generalized to compara-
tively large companies in the US with an annual revenue of $1 billion or more.  
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Despite these limitations, findings indicate the relative influence that diverse 
company policies may have on volunteer participation. 

The dependent variable in this analysis also only measures participation 
rates of volunteers without capturing the intensity and regularity of volunteer 
participation. In practice, participation could ostensibly be a one-off experience 
that totals one hour a year during a company-wide day of service. While a com-
pany prioritizing universal but short-term volunteering may report high rates 
of participation, they may have lower impact than companies offering greater 
intensity and regularity of volunteering. We recognize that in practice participa-
tion may be less important than social impact. Indeed, many companies favour 
skills-based activities that may result in low participation compared with high 
rates of participation measured through a company-organized “day of service” 
that aims to include all employees (Pajo and Lee, 2011; Grant, 2012). 

On the other hand, the value of participation depends largely on the organi-
zation’s strategic objectives for volunteering. For example, if one objective is to 
drive up employee engagement for the purpose of developing emerging lead-
ers, then participation rates are important to the extent they can lead to higher 
employee engagement or skill development. Moreover, skills-based volunteer-
ing may fail to engage employees, including many socially oriented volunteers 
who would likely prefer a home-building or soup kitchen project where they can 
be involved in the community while also being social and doing good. There-
fore, although it would help to have a measure of participation intensity, a binary 
rate of participation does have value for certain policy and practice decisions.

Based on our review of prior studies, we hypothesized that company practices 
and policies that appeal to intrinsic motivations will have a more significant 
influence on employee participation in EVPs. We also posited that these prac-
tices may be more effective in combination with policies that appeal to both 
social- and career-oriented motivations or formal recognition. Findings from 
the multivariate analysis largely confirm these hypotheses. From the quantita-
tive analysis, paid time off policies for volunteering and training are positively 
correlated with a higher percentage of employee participation in a company 
volunteer programme. We also see that the practices of including community 
engagement on performance reviews, offering “Dollars for Doers” grants, and 
providing awards and recognition have an insignificant, or negative, relation-
ship with higher participation in EVPs.

Although the size of a company was included as a control variable, the find-
ing that smaller companies have higher rates of participation is also largely 
consistent with prior studies (see Basil et al., 2011; Kilcrease, 2007). While 
the intensity of volunteering is unknown, rates of volunteer participation are 
often impressively high in small- to mid-size companies—sometimes nearing 
full participation (Turner, 2016). This is particularly high compared with aver-
age reported volunteer participation rates across the sector, which are much 
lower (Turner, 2016). Nonetheless, it is not entirely clear why companies with 
relatively fewer employees have higher employee volunteer rates. It could be 
easier for a company with 2,000 employees to personalize and/or market and 
disseminate knowledge about EVPs than a company with 200,000 or more 
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employees; authentic communications and tailored programming may be more 
difficult with a larger workforce. Also, company executives are typically respon-
sible for corporate volunteer programmes in smaller companies, whereas larger 
companies often have a designated lower-level staff person responsible for 
organizing company volunteering (Samuel et al., 2013). Thus, leadership may 
play an influencing role.

Consistent with previous research, the inclusion of community engagement 
on performance reviews does not seem to be a key driver of volunteer participa-
tion. A company’s decision to include community engagement on performance 
reviews does not necessarily mean requiring volunteer participation. Rather, 
it often means that managers consider community engagement as part of an 
employees’ overall performance. To the extent that companies have a high 
proportion of career-oriented employees, the inclusion of community engage-
ment on performance reviews may lead to higher volunteer rates—but likely 
only if companies also offer volunteer opportunities that speak to employees’ 
desire to advance their careers, along with other supportive policies. Despite 
the lack of significant association between volunteer participation and inclusion 
in performance reviews, there may be other reasons why companies continue 
to adopt this practice. For example, the practice often intends to more fully 
integrate community engagement in a company’s organizational culture, and 
to heighten the company’s overall commitment to communities (Turner, 2016; 
Allen, 2012). Regardless, the finding that performance reviews do not necessar-
ily increase volunteer participation is a useful finding in the workplace context. 
Because managers typically link concentrated work time to productivity in the 
work environment, giving back through volunteering can be viewed as potential 
downtime.

Although Dollars for Doers grants were expected to have a negligible effect 
on volunteer rates, the negative relationship between these programmes and 
volunteer participation was unexpected. Parker (2015) argues that many Dollars 
for Doers programmes suffer from low awareness, low eligibility and clumsy 
processes, which make employees less likely to use them. However, the fact 
that Dollars for Doers grants are negatively associated with high volunteer rates 
may be better explained if we consider that employees are often unlikely to take 
advantage of these programmes if they are not motivated to volunteer. This 
finding may indicate that companies offering Dollars for Doers programmes 
are not creating the overall environment needed at their companies to increase 
volunteer participation rates beyond offering a Dollars for Doers incentive. 
Indeed, some employees may simply wish to donate money to support a cause 
rather than giving their time as volunteers. 

Consistent with prior studies, awards and recognition did not appear as a 
critical driver of volunteer participation overall (Booth and Rodell, 2015; Rodell 
and Lynch, 2016; Peloza et al., 2009). Recognition is typically associated with 
extrinsic motivations (i.e. being seen by others, receiving praise or “impres-
sion management”). On the other hand, the secondary finding that companies 
offering awards do have higher rates of skills-based or pro bono volunteering 
suggests that career-oriented volunteers may respond well to formal recognition 
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opportunities (Boston College, 2015). This finding is also consistent with 
research that suggests career-oriented volunteers are more likely to participate 
in skills-based or pro bono volunteering (Points of Light, 2015). Future research 
that concurrently measures employee motivations and company policies may 
be able to make more accurate predictions about this relationship.

The positive relationship between companies offering paid time off to vol-
unteer and higher employee volunteer rates is also consistent with previous 
research (Points of Light, 2015; Snyder, 2015). Because paid time off is one 
of the few policies that appeal to both socially motivated and career-oriented 
volunteers (Points of Light, 2015), it was expected to have a strong influence on 
volunteer rates. When companies are unable to offer volunteer time off poli-
cies, corporate volunteer leaders could offer alternative times and spaces for 
employees to volunteer—either on company time or on holiday time. Future 
research could investigate to what extent these alternative policies are associated 
with comparative increases in employee volunteer rates.

The positive relationship between training on community engagement and 
employee volunteer rates supports claims that training is necessary to create 
the most effective EVPs (Points of Light, 2014b; Booth et al., 2009). Training 
on community engagement likely helps corporate volunteer leaders commu-
nicate aspects of their volunteer programmes that may appeal to their employ-
ees’ specific social, career or purpose orientations. Training also helps to raise 
awareness about volunteer opportunities and company policies and incentives 
that employees can take advantage of. Additionally, information sharing can 
also take place through corporate volunteer councils or other resources that 
companies make available to support volunteering. 

Although the data measured only training on community engagement, it 
is likely that volunteering may compound when companies offer additional 
trainings, such as trainings about the benefits of volunteering or the impact of 
volunteering on employee skills or societal causes. Given the influence of train-
ing on volunteer rates, it is also likely that participation would increase when 
companies offer more information-sharing opportunities through resources 
such as online portals or corporate volunteer councils. Future research can 
investigate the impact of such additional trainings, and whether sharing infor-
mation on community issues through such trainings may have greater appeal 
to, and more effectively mobilize, social or purpose-oriented employees (see 
Points of Light, 2015; Grant, 2012). 

Conclusion

Overall, findings indicate a potential link between employee motivations to 
volunteer and the policies and practices designed to appeal to these motivations. 
The applicability of these findings could be improved in future research 
through qualitative interviews with leaders, company representatives, and 
volunteers to better understand whether their motivations for volunteering 

570429.indd   90 17/10/17   11:20 AM



The Journal of Corporate Citizenship Issue 67 September 2017 Informa UK Limited, trading as Taylor & Francis Group 91

how to accelerate volunteering through employee volunteer programmes

compare well to the results from this study. Leaders at companies with an EVP 
would benefit from better understanding the factors that drive their workforce 
to volunteer, and then creating an enabling environment for their employees 
to volunteer. Future research would also benefit from concretely analyzing 
how diverse company policies influence employees with specific types of 
motivations—measuring both individual and company-level variables. This 
may be particularly important for recruiting and retaining Millennials, who 
consider social purpose as a motivating factor when choosing a workplace 
(Mirvis, 2012; Deloitte, 2015). 

These and future findings can help companies create policies that can most 
effectively harness their employees’ motivations, skills and passions as they 
volunteer to create value for partnering organizations and communities. As 
consumers and employees continue to prioritize socially responsible behaviour 
by companies, companies have ample opportunity to design and create mean-
ingful employee volunteer programmes that can appeal to their employees’ 
motivations, while also improving the communities in which they operate. 
Understanding the key drivers behind why employees want to volunteer, and 
then designing and adopting policies and programmes in line with a com-
pany’s strategic goals, will almost certainly lead to higher rates of employee 
volunteerism. 

Findings may be understood within the broader context of what it takes to 
create an effective EVP based on the strategic goals of the organization and 
its unique culture. By comparing a handful of popular EVP policies in critical 
perspective and prioritizing these policies based on their utility for engaging 
employees, this study offers a useful contribution to the field. It provides addi-
tional information for companies to use when devising policies to enhance 
employee participation in EVPs—thus allowing these companies to be more 
critical of their focus and priorities. As managers consider how to best develop 
and strengthen EVPs, findings suggest different levels of comparative benefit 
afforded by diverse company policies. Understanding the relative benefit of 
these different practices can ultimately influence employees’ participation in 
EVPs as companies choose strategically among the many options available.
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