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such, it was expected that they (POS and LMX) would significantly predict these three 

workplace outcomes in the context of volunteers in community NPOs in Queensland, 

Australia. However, in the literature, these two independent variables have not been 

thoroughly examined in terms of their influence on volunteers’ job satisfaction, 

affective commitment and intention to stay in community NPOs. 

 

With regard to POS, the findings of this study support the findings of prior studies and 

contribute new information regarding the connection between POS and volunteers’ job 

satisfaction in community NPOs in Queensland, Australia. Farmer and Fedor (1999) 

indicated that organisational support was related to high levels of job satisfaction. 

Similarly, Lo Presti’s (2013) qualitative study of volunteers found job satisfaction was 

positively associated with the level of organisational support received. The results from 

this study support and confirm Farmer and Fedor’s (1999) and Lo Presti’s (2013) 

findings that POS has a direct, significant and positive relationship with volunteer job 

satisfaction. The results from this study show that the job satisfaction of the volunteers 

in the community NPOs investigated was positively affected by perceived 

management support (β = .614). However, the impact of POS on job satisfaction has 

not previously been thoroughly investigated in the context of volunteering, particularly 

in regard to volunteers in community NPOs. There are some studies on volunteers’ 

levels of satisfaction in the literature, their connection with management factors such 

as POS has not been examined in significant detail. Therefore, the findings of this 

study contribute new knowledge and provide a better understanding of the importance 

of volunteers’ experiences of how they are treated by others in their organisations, and 

their experiences of the recognition and rewards they receive from their organisations 

for their contributions. This information is important for both theory development and 

for practical applications, and will be discussed in Sections 7.5 and 7.6 respectively.   

 

The findings of this study also add to existing knowledge about the relationship 

between POS and affective commitment. Addae, Parboteeah and Davis (2006) found 

perceptions of management support (being respected and valued) strengthen 

employees’ emotional ties with the organisation. The findings of this study are 

consistent with past findings (see Addae, Parboteeah & Davis 2006; Eisenberger et 

al. 2002; Maertz et al. 2007) that POS predicts affective commitment. The results from 

this study show that the affective commitment of volunteers in the community NPOs 
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investigated was positively affected by perceived management support (β = .621). The 

present study’s finding with respect to the relationship between POS and affective 

commitment is not only consistent with previous results but extends existing 

knowledge about the influence of POS on volunteers’ affective commitment in the third 

sector, specifically in community NPOs in Queensland, Australia. The influence of 

POS on volunteers’ affective commitment has not received much attention in past 

studies.  

 

Previous studies have indicated that employees use the extent to which organisations 

respect and value their contributions to make judgements about whether the 

organisation has fulfilled its obligations to them (Eisenberger, Fasolo & Davis-

LaMastro 1990). Perceptions of being respected and valued strengthen employees’ 

emotional ties with their organisations (Addae, Parboteeah & Davis 2006). However, 

this is more important in the case of volunteers in community NPOs because such 

perceptions serve as a relational currency which volunteers receive in exchange for 

their contributions to their organisations.  

 

Furthermore, the existing literature has consistently shown that POS significantly 

predicts intention to leave or stay in an organisation. Allen, Shore and Griffeth (2003) 

and Rhoades and Eisenberger (2002) found that the daily experiences (related to 

perceptions of being valued and cared for) of paid employees have a significant 

influence on their attitudes, such as intention to stay. The results of this study show 

that POS is directly related to volunteers’ intentions to stay (β = .654, p < 0001). The 

findings support and confirm the findings of previous studies of volunteers (Boezeman 

& Ellemer 2007, 2008). Penner (2002) found that the extent to which volunteers derive 

satisfaction from an organisation’s attributes, practices and management programmes 

influences their intention to leave or stay in that organisation.  

 

Apart from the fact that the results of this study support previous findings, it also 

contributes new knowledge to the existing literature. From the analysis of this study, 

perceived support from the organisation explains the highest variance (43%) in 

intention to stay. This shows its importance in determining how long a volunteer will 

stay with an organisation. Thus, by exploring the impact of POS on volunteers’ 

intentions to stay, this study has shown that management of community NPOs can 
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increase their retention rates or reduces dropout rates by ensuring that there are 

policies that enhance volunteers’ daily experiences and beliefs that the organisation 

cares for their wellbeing and values their contributions. This is an important factor that 

has implications for practice (see further discussion in Section 7.6).   

 

In addition to the discussion of the impact of POS on the three identified workplace 

outcomes in this study, the impacts of LMX on the three outcomes support the findings 

of previous studies about the importance of LMX in determining volunteers’ job 

satisfaction in community NPOs in Queensland, Australia. Bang (2011) indicates that 

LMX influences volunteers’ job satisfaction in sport NPOs. Furthermore, Gerstner and 

Day (1997), Liden, Sparrowe and Wayne (1997) and Liao, Hu and Chung (2009) 

conclude that a consistent and positive association exists between LMX and job 

satisfaction. In the findings of this study, LMX had a direct and significant relationship 

to the job satisfaction of volunteers in the community NPOs examined (β = .509). Thus, 

this study’s findings support the existing knowledge indicating that high-quality 

relationships between volunteers and their supervisors are important.  

 

The results also support previous studies that have found a significant and positive 

relationship between LMX and affective commitment. Maertz et al. (2007) found that 

the quality of the relationship between a supervisor and an employee influences the 

employee’s commitment in the public service. Past studies on nurses have found 

significant relationships between LMX and nurses’ affective commitment (Farr-

Wharton & Brunetto 2007; Nelson 2012). In line with these studies that have indicated 

that there is a positive relationship between high-quality LMX and affective 

commitment, the present study also finds a direct relationship between LMX and 

affective commitment (β = .583). This indicates that a good exchange relationship 

between supervisors and volunteers in community NPOs in Queensland, Australia 

increases trust in, and commitment to, the supervisor and the organisation. Although 

there are studies that have explored the direct influence of LMX on the affective 

commitment of paid employees (see Brunetto et al. 2013; Dulebohn et al. 2012) on 

volunteers in sport (see Bang 2007; Shiva & Suar 2010), none of these studies has 

examined the impact of LMX on volunteers in community NPOs in Queensland, 

Australia. The present study contributes new knowledge by providing a better 



172 
 

understanding of the impact of lower level management (LMX) relationships on 

volunteers’ affective commitment in community NPOs. This information is important 

for both theory development and for practical applications, especially in relation to 

other variables considered in this study. These applications will be discussed in 

Sections 7.5 and 7.6 respectively.   

 

The findings of the present study are consistent with Ansari et al.’s (2007) findings 

which have shown that LMX negatively influences turnover intention. They are also 

consistent with Elanain’s (2014) findings in the non-western context of the United Arab 

Emirates that the quality of LMX perceptions has a significant impact on intention to 

leave. The hypothesis used in this study to test the impact of LMX on intention to stay 

was supported. The findings showed that LMX has a direct and positive effect on 

intention to stay (β = .614). Therefore, the findings from this study directly support 

previous studies’ findings on the impact of LMX on volunteers’ intentions, and they 

also contribute new knowledge by explaining the direct positive impact of LMX on 

intention to stay of volunteers in community NPOs in Queensland, Australia. 

 

6.2.2 The influence of volunteer motive fulfilment in the association between 

management and their supports and the workplace outcomes 

The direct effects of POS and LMX on the three identified workplace outcomes (job 

satisfaction, affective commitment and intention to stay) have been addressed above 

(Section 6.2.1). In this section, the indirect impacts of management and their supports 

(POS and LMX) on the three identified workplace outcomes will be discussed. It is 

evident in the literature that community NPOs in particular and other types of NPOs in 

general are finding it difficult to retain volunteers, and that effective management 

functions can lead to appropriate workplace outcomes, which can mitigate high 

dropout rates. Past studies show that positive volunteering experiences that fulfil 

volunteers’ motives results in job satisfaction, emotional ties and increased intention 

to stay (see Bang 2007; Davis, Hall & Meyer 2003; Finkelstein 2007). However, there 

have been limited empirical findings about how managements’ actions impact on 

volunteers’ workplace outcomes in community NPOs through motive fulfilment. 

Therefore, the findings of this study contribute new knowledge to the literature, as 

stated below. 
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The findings of this study support previous results that suggest that when volunteers’ 

motives are fulfilled, they become more involved in ensuring that their organisation 

achieves its goals and they intend to stay longer. However, except for few studies such 

as Davis, Hall and Meyer (2003), the role of values (altruism) fulfilment as a possible 

factor through which other organisational factors can increase volunteers’ workplace 

outcomes has been ignored. Chelladurai (2006) reports that values (altruistic) motives 

are significantly associated with the length of service of volunteers. On the other hand, 

Omoto and Snyder (1995) found positive relationships between self-centred (egoistic) 

motives and length of service. The findings of this study are somewhat consistent with 

previous findings, as the fulfilment of both values (altruism) and some egoistic motives 

(understanding, enhancement, social and career) significantly predicted the workplace 

outcomes of volunteers in community NPOs in Queensland, Australia. The results 

from this study also contribute new knowledge to the literature by showing the indirect 

effects of POS on volunteers’ job satisfaction, affective commitment and intention to 

stay through the fulfilment of values (altruistic) motives.  

 

This study found that the fulfilment of the values motive partially mediated the impact 

of POS on job satisfaction (β = .223), affective commitment (β = .187) and intention to 

stay (β = .167). This indirect effect of POS on these workplace outcomes of volunteers 

in the community NPOs examined suggests that supportive organisational policies and 

procedures are ones that allow volunteers to express their altruistic concerns for the 

less privileged. In addition, volunteers’ job satisfaction, affective commitment and 

intention to stay will increase if the organisation’s environment supports positive 

volunteering experiences, not only in terms of enabling volunteers to reach out to 

people in need, but also as a result of the organisation’s focus on helping people. Such 

actions form part of the socio-emotional needs of altruistically motivated individuals, 

the fulfilment of which will enhance volunteers’ perceptions of organisational support 

which in turn will affect their job satisfaction, affective commitment and intention to 

stay because they serve as valuable rewards. 

  

Also, the findings of this study are consistent with Boezeman and Ellemers’ (2008; 

2009) findings that perceptions of reciprocity enhanced volunteers’ beliefs that the 

organisation cared for them and valued their contributions, which in turn impacted on 

their job satisfaction and intention to remain in the organisation. Hence, the findings of 
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this study provide a better understanding of how management can improve and 

develop a high quality relationship with volunteers. This study shows that the impacts 

of perceived care from the organisation on all the workplace outcomes were partially 

affected by the provision of supports that facilitated the fulfilment of understanding, 

enhancement and social motives. The association between POS and job satisfaction 

through the fulfilment of understanding (β = .147) and enhancement motives (β = 

.150), and affective commitment through fulfilment of understanding (β = .177) and 

enhancement motives (β = .203) indicate the importance of individual motives in 

developing a positive organisational relationship. In the same vein, the association 

between POS and intention to stay was partially mediated by the fulfilment of 

understanding (β = .165), enhancement (β = .162) and social (β = .198) motives. 

Therefore, the management of community NPOs will be able to improve the job 

satisfaction, affective commitment and intention to stay of volunteers if they ensure 

that the support and rewards they provide promote the fulfilment of these three 

important motives.  

 

Furthermore, the results from this study contribute to the third proposition of Homans 

(1961) that the exchange of valuable resources results in high reciprocity. In other 

words, for the volunteers in the community NPOs investigated, reciprocity depends on 

the fulfilment of these important motives. This suggests that providing clear processes 

and procedures for volunteers’ job activities, and supporting the personal growth of 

volunteers in areas such as knowledge and skill improvement, will increase their 

perceptions of being supported. These supports from the organisation are important 

rewards because they fulfil the volunteers’ functional motives which in turn cause them 

to feel obligated to reciprocate with positive workplace outcomes (job satisfaction, 

affective commitment and intention to stay). Volunteers who find that their volunteering 

jobs are satisfying their need for more knowledge and self-esteem are likely to 

consider their jobs rewarding because of the reciprocal relationships between them 

and the organisation. Therefore, the findings of this study contribute new information 

to the existing knowledge about the importance of these motives in developing a high 

quality management relationship that will motivate volunteers to stay. This information 

is important for theory development, which will be discussed in Section 7.5, and for 

practical applications, which will be discussed in Section 7.6. 
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As indicated above, in addition to the findings about the intervening variables that 

influence the impact of POS on job satisfaction and affective commitment, one more 

component of egoistic motive fulfilment, which is fulfilment of the social motive, 

contributed to the effect of POS on intention to stay. The fulfilment of the social motive 

contributed a higher variance (β = .198) than the fulfilment of the values motive (β = 

.167), the enhancement motive (β = .162) and the understanding motive (β = .165) in 

the association between POS and intention to stay. This indicates that in community 

NPOs in Queensland, Australia, an organisational environment that enhances social 

interaction and relationships will increase volunteers’ desire or intention to stay.  

 

The significance of the fulfilment of the social motive as a mediator of the influence of 

POS on intention to stay in this study demonstrates the importance of volunteers’ 

desires for opportunities to be with friends and to engage in volunteering activities that 

are viewed favourably by significant others (Akintola 2011; Clary et al. 1998). This 

finding highlights the need to report on individual volunteers’ activities through different 

media such as local community newspapers, as this will not only increase or enhance 

the feel good factor experienced by the volunteer, but will also allow their significant 

others in the community to know of their volunteering activities. A step such as this will 

enable a good fit between volunteers’ expectations, experiences and volunteering 

activities, and it will result in increased intentions to stay, resulting in reduced turnover 

in NPOs (Gazley 2012).  

 

The results from this study also add new information about the indirect impacts of 

supervisor exchange relationships on volunteers’ workplace outcomes. Apart from the 

effect of POS, previous studies have also established the indirect impacts of high-

quality LMX on workplace outcomes. Liden, Wayne and Sparrowe (2000) found 

indirect relationships between high quality LMX and job satisfaction, and between high 

quality LMX and organisational commitment, through psychological empowerment. 

However, not much is known about the roles of motive fulfilment in the impact of LMX 

on the three workplace outcomes examined in this study. Therefore, the findings of 

this study contribute new knowledge to the literature in terms of providing a deeper 

understanding of how supervisor-subordinate relationships affect volunteers’ job 
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satisfaction, affective commitment and intention to stay particularly in community 

NPOs in Queensland, Australia. 

 

The results from this study also contribute new information by examining the 

association between LMX and the three workplace outcomes through altruistic motive 

fulfilment. This has rarely been explored in previous volunteering research. This study 

found that the fulfilment of the values motive (altruism) partially influences the effect 

of LMX on the three outcomes as follows: job satisfaction (β = .374), affective 

commitment (β = .217) and intention to stay (β = .206). These findings indicate that 

the ability of high quality interpersonal relationship between supervisors and 

volunteers to predict positive workplace outcomes is influenced by the fulfilment of the 

values motive. Volunteers’ job satisfaction, affective commitment and intention to stay 

increase when they see the expression of other-oriented or altruistic tendencies 

towards the NPOs’ beneficiaries by their supervisors.  

 

Furthermore, the fulfilment of the understanding motive partially mediated the effect of 

LMX on volunteer job satisfaction (β = .234), affective commitment (β = .210) and 

intention to stay (β = .194). The influence of the fulfilment of understanding motive on 

the relationship between supervisors and volunteers suggests that when supervisors 

enable the fulfilment of the understanding motive among volunteers by providing them 

with opportunities for new learning experiences and opportunities to exercise skills 

and abilities, this increases volunteers’ positive attitudes and behaviours. High-quality 

relationships between volunteers and their supervisors will enable supervisors to be 

familiar with volunteers’ abilities. This will enable supervisors to provide the necessary 

training as required by volunteers. 

 

The same applies to the fulfilment of the enhancement motive. The findings show that 

fulfilment of the enhancement motive partially mediated the effect of LMX on volunteer 

job satisfaction (β = .186), affective commitment (β = .204) and intention to stay (β = 

.168). Indeed, the findings indicate that in their relationships with supervisors or 

managers, volunteers expect a relationship that builds their self-esteem and 

confidence, and as evidenced in this study, this will result in job satisfaction and 

intention to stay. Moreover, volunteers in the NPOs will affectively be committed to 

their organisations when the relationships between them and their supervisors lead to 
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the fulfilment of such needs and goals (self-esteem and confidence) (Shak 2005; Tse, 

Ashkanasy & Dasborough 2012). Poor self-esteem and low self-confidence are in part 

due to feelings of being incapable and of not having the requisite information to deal 

with situations, but if a supervisor makes the volunteering experience one which 

promotes competency, autonomy and an easy flow of information, this will boost 

volunteers’ self-esteem and self-confidence which are important requirements for the 

fulfilment of the enhancement motive.  

 

Considering this in terms of the reciprocal exchange of benefits and rewards in 

workplace relationships, supervisors in community NPOs in Queensland, Australia 

should provide activities and support for tasks which will provide opportunities for 

volunteers to enhance their skills, self-development and self-confidence in their work 

and their lives. In addition, supervisors should also provide ongoing and constructive 

feedback on volunteers’ performance because this may help the volunteers to feel that 

they are important to the success of the organisation. A supervisor’s feedback, and 

their overall relationship with volunteers, should demonstrate that they are viewed as 

key members of the organisation who possess the talents, skills and abilities needed 

to achieve the goals of their organisation, and this will enhance their self-esteem and 

wellbeing. Providing such valuable and important rewards increases volunteers’ 

intentions to reciprocate (Homans 1969). 

 

Furthermore, the fulfilment of social and career motives were equally important factors 

in the impact of LMX, but only on job satisfaction and intention to stay. The effect of 

LMX on job satisfaction was partially mediated by the fulfilment of the social motive (β 

= .234) and career motive (β = .234). The effect of LMX on intention to stay was 

partially mediated by social (β = .204) and career motive fulfilment (β = .204).  This 

suggests that for a volunteer, high-quality LMX depends on the supervisor’s ability to 

structure and organise activities that promote social interaction and networking. Social 

motive fulfilment was relevant to the volunteers examined in this study because it 

enhanced their feelings of belonging to a group and their feelings of connectedness 

or relatedness.  

 

The egoistic (social) motive has consistently emerged as a reason for volunteering 

because volunteering activities are used as opportunities to form social relationships 
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(Akintola 2011; Boezeman & Ellemers 2007; Galindo-Kuhn & Guzley 2002) within 

groups of volunteers in the NPOs. A volunteer in a group that satisfies his/her social 

motive requirements will be committed and involved in the group. Hence, the more 

important a group is to an individual, the less attractive they will find alternative groups 

(Nord 1969). This shows that supervisors should build a positive community of 

volunteers in which there is unfettered social interaction and comradeship. This 

encourage volunteers to remain in their current NPOs instead of seeking alternative 

NPOs to fulfil their social motive. 

 

In the present study, social motive fulfilment mediated the impact of LMX on both job 

satisfaction and intention to stay, but did not mediate the impact of LMX on affective 

commitment. It may be the case that volunteers whose social aspirations have been 

met will eventually develop emotional ties with their organisations. These findings are 

partly in agreement with those of Galindo-Kuhn and Guzley (2002) who found that 

social integration in the volunteer organisation enhances a volunteer’s intention to 

remain. The findings about the indirect effect of LMX on intention to stay have provided 

another reason to focus on aspects of organisational relationships. Specifically, 

motivational variables that address the fulfilment of a volunteer’s social motive need 

to be emphasised in the relationships between volunteers and their lower level 

management (supervisors) in order to enhance their job satisfaction (see Boezeman 

& Ellemers 2009; Finkelstein 2007). Previous studies have reported high levels of job 

satisfaction when the volunteering experience provides opportunities to communicate 

with other volunteers, opportunities to develop personal networks through meeting 

new people and making friends, and opportunities to obtain career benefits 

(Boezeman & Ellemers 2009; Pauline 2011). However, studies have not examined the 

impact of these opportunities on the indirect effect of LMX on workplace outcomes 

such as job satisfaction. The fulfilment of the social motive and of the career motive 

play a significant role in the indirect effect of LMX on job satisfaction, but not on the 

effect of POS on job satisfaction because organisations’ policies and procedures are 

implemented by supervisors. In terms of fulfilment of the social motive, the 

requirements for its fulfilment occur at the supervisor’s level, where social relationships 

actually take place. In addition, the indirect effect of career motive fulfilment on the 

impact of LMX indicates that the impact of LMX on volunteers’ job satisfaction and 

intention to stay will be high if the supervisor understands their career prospects and 
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assigns work that improves those prospects. Thus, the findings of this study contribute 

new knowledge about the association between LMX and job satisfaction through the 

fulfilment of social and career motives. 

 

Several studies have indicated the relevance of both intrinsic and extrinsic needs 

satisfaction in predicting job satisfaction, especially for volunteers (Galindo-Kuhn & 

Guzley 2002; Wong, Chui & Kwok 2011), but relatively little is known about the effect 

of each need fulfilment on predicting work-related outcomes such as job satisfaction 

(Boezeman & Ellemers 2009). In light of this, the present study has contributed to the 

literature in terms of the examination of LMX as an antecedent of volunteer job 

satisfaction, and in terms of our understanding of the role that motive fulfilment plays 

in LMX’s influence on volunteer job satisfaction.  

 

Previous literature has also shown that there is an indirect link between LMX and 

affective commitment (see Loi, Mao & Ngo 2009; Golden & Vega 2008) but the 

intervening variables examined in those studies are different from the ones in the 

present study. The only exception in the previous literature that partly supports this 

study’s findings is the study of Hepperlen (2002) which found a partially-mediated 

relationship between LMX and affective wellbeing through self-esteem, which is one 

of the elements of the egoistic motive of enhancement. Hence, the findings of this 

study contribute new knowledge about the mediating effects of the fulfilment of each 

of these motives on the relationship between LMX and affective commitment of 

volunteers in community NPOs.  

 

Furthermore, the findings indicate that the fulfilment of these motives provides 

valuable rewards which predict the effect of LMX on volunteer decisions to remain in 

an organisation. While the findings from other studies have suggested that the impact 

of LMX on intentions to remain may be mediated by other variables (see Dunegan, 

Uhl-Bien, & Duchon 2002; Schyns, Torka, & Gössling 2007), there is still a paucity of 

empirical research regarding how LMX influences volunteers’ decision-making 

processes through motive fulfilment. With its focus on motive fulfilment, this study 

contributes new knowledge about another dimension of the indirect effect of LMX on 

intention to stay.   
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6.2.2.1 Key highlights of the mediating variables that were significant 

In this section, some salient findings that were not discussed in Section 6.2.2 are 

discussed. As they are very important to the findings, they are highlighted in this 

section.  

 

As indicated in the introduction to this chapter, there is still a void in the literature 

regarding studies that have examined the mediating role of motive fulfilment in 

determining volunteers’ workplace outcomes in community NPOs in Queensland, 

Australia. The small number of studies that have dealt with motive fulfilment include a 

study by Davis, Hall and Meyer (2003) who found that motive fulfilment partially 

mediates the relationship between volunteers’ motives and satisfaction; and 

Finkelstein (2008) who found that motive fulfilment was predicted by its initial motive. 

Also, Kwok, Chui and Wong (2013) reported that need satisfaction mediates the 

association between intrinsic motivation and life satisfaction. The variables examined 

in these studies (Davis, Hall & Meyer 2003; Finkelstein 2008; Kwok, Chui & Wong 

2013) are different from the ones examined in the present study. The present study 

shows that the fulfilment of motives can act as intervening variables between the 

impact of management and their supports (POS and LMX) on job satisfaction, affective 

commitment and intention to stay. The findings of this study are different to those of 

previous studies because the studies reported above tested the combined the effects 

of the fulfilment of altruistic and egoistic motives, but this study examined the effects 

of the fulfilment of each of six motives (values, enhancement, social, career, 

understanding and protective) separately. As such, there is a need to provide more 

discussion regarding the possible reasons why the fulfilment of some motives was 

significant as a mediator.  

 

The fulfilment of enhancement and understanding motives were conjointly significant 

across all the independent and dependent variables as mediators. The similarity 

between the underlying characteristics of the enhancement motive (which is the need 

for personal growth and self-esteem) and the underlying characteristics of the 

understanding motive (which is the need for learning opportunities, for acquiring new 

knowledge and skills, and for opportunities to use one’s skills) could be a reason why 

the fulfilment of these two motives appears to predict the same variables. This is 
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because the elements that constitute the two motives are not markedly different. The 

fulfilment of the understanding motive promotes empowerment. It is fulfilled through 

training or through being given opportunities to use acquired skills. A volunteer whose 

volunteering experience satisfies his/her understanding motive has not only been 

empowered, but has also been enriched in terms of his/her personal growth and self-

esteem. In addition, these two motives are important to all volunteers regardless of 

their demographic differences. Another possible reason why fulfilment of the 

understanding and enhancement motives is significant in the relationship between 

management and affective commitment is that affective commitment to the 

organisation increases when socio-emotional needs such as esteem, approval and 

affiliation are met (Rhoades, Eisenberger & Armeli 2001; Maertz et al. 2007; Su, Baird 

& Blair 2009). The socio-emotional needs referred to by Rhoades, Eisenberger and 

Armeli (2001), Maertz et al. (2007) and Su, Baird and Blair (2009) are very similar to 

the elements constituting both understanding and enhancement motive fulfilment.  

 

In this study, the fulfilment of understanding, enhancement and altruistic motives had 

a stronger mediating effect on the influence of management and their supports on all 

the workplace outcomes than social and career motives did. However, the fulfilment 

of values motive had a stronger mediating effect than others. One possible reason is 

the fact that the fulfilment of values motive is regarded as a precursor to egoistic 

motives in that a volunteer has to have an other-oriented or selfless tendency before 

they will volunteer and benefit from the additional opportunities that can be gained 

from volunteering.  

 

Furthermore, the egoistic motives of understanding, enhancement and social 

fulfilment are closely related to what Deci and Ryan (2000) refer to as autonomy, 

competence and relatedness, which they regard as individuals’ most important needs. 

They argue that any social environment (for instance, the social environment in an 

organisation) that facilitates the satisfaction of these needs will increase the likelihood 

of positive outcomes. If a volunteer has a sense of autonomy in a community NPO, 

this will promote his/her self-esteem because some measure of independence is 

attached to what he/she does as a volunteer. As such, autonomy can be likened to 

the fulfilment of the egoistic motive of enhancement. Competence and relatedness 

can be likened to the egoistic motives of understanding and social fulfilment because 
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the understanding motive is about the satisfaction of having gained more skills and 

knowledge to improve one’s competency, while relatedness allows volunteers to 

network and interact with others, and in so doing gain social capital. Hence, the 

fulfilment of these three egoistic motives as a set is important in the relationship 

between management and their supports and the three workplace outcomes because 

they are rewards that the volunteers of community NPOs regarded as beneficial.  

 

The findings of this study support the long-held consensus that both altruistic and 

egoistic motives exist (Piliavin & Charng 1990), and that their fulfilment influences 

volunteer workplace outcomes in different ways. For instance, the fulfilment of career 

and social motives did not mediate the impact of POS and LMX on affective 

commitment but it did mediate the impact of LMX on satisfaction. Hence, the findings 

of this study help to clarify Briggs, Peterson and Gregory’s (2010) assertion that the 

relative importance of the fulfilment of altruistic and egoistic motives in predicting pro-

social attitudes, and by extension volunteer work outcomes, is unclear. The claim by 

Briggs, Peterson and Gregory (2010) that this issue remains unresolved underlines 

the importance this study, as it helps to highlight the importance of the fulfilment of 

altruistic (values) motives and egoistic motives (understanding, enhancement, social 

and career). These findings are important for the planning of volunteer recruitment and 

retention, especially in the volunteer management in community NPOs. This will be 

discussed further in Chapter 7.  

 

6.2.2.2 Discussion of fulfilment of some egoistic motives with insignificant 

impacts on the workplace outcomes in the mediation analysis  

As evidenced in the analysis, the fulfilment of some egoistic motives did not act as a 

significant mediator, especially in the relationship between POS and the three 

workplace outcomes in this study. Protective motive fulfilment was not significant 

across all the workplace outcomes, career motive fulfilment was not significant in the 

association between POS and affective commitment, and social motive fulfilment was 

only significant for one of the work outcomes, which was intention to stay.  

 

One of the possible reasons for the above findings is that volunteers’ perceptions of 

motive fulfilment rely on a complex set of personal cognitive processes and 

experiences. These perceptions shape their decision-making processes and 
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behaviours. Thus, factors such as individual differences, organisational culture and 

context might have affected the results. For example, Mannino, Snyder and Omoto 

(2011) stress that while volunteers’ actions are due to their relatively altruistic or other-

oriented motives, the possibility exists that during the course of their work, they meet 

other local community members and as a result they may become more interested in 

expanding their social networks. Mannino, Snyder and Omoto’s (2011) assertion is an 

example of how volunteers’ motives may evolve from the initial motive to other motives 

due to the context that presents itself in the organisation. This should also be 

considered in light of the fact that the fulfilment of both altruistic and egoistic motives 

only had a significant partial mediating influence on some of the relationships 

examined. They (the fulfilment of altruistic and egoistic) did not eliminate the impact of 

the predictors completely (full mediation). Partial mediation is an indication that other 

factors may be influencing the relationships – and this may also explain why some of 

the egoistic motives were not significant as mediators in this study.   

 

Another possible reason for the lack of an indirect effect of POS on job satisfaction 

and affective commitment through the social motive fulfilment could be that volunteers 

do not associate their social relationships with perceived organisational support. They 

usually assess the quality of their social relationships based on how well they are able 

to relate with their peers and make new friends, and not on how this has been made 

possible by their organisations. For example, Pauline’s (2011) study of volunteers from 

the 2009 Turning Stone Resort Championship found that volunteers’ relationships with 

other volunteers were the most important predictors of satisfaction. Similarly, Elstad 

(1996) found that a sample of student volunteers at the 1994 Lillehammer Winter 

Olympics reported high levels of satisfaction, with the most positive aspect being the 

opportunity to develop personal networks through meeting new people and making 

friends. This shows that their definitions of social relationships did not involve focusing 

on how their organisation had made social relationships possible; they simply reported 

on how well they related with other volunteers and the extent to which volunteering 

expanded their social capital.  

 

Furthermore, the fulfilment of career, protective and social motives were not significant 

mediating variables on the influence of management and their supports (POS and 

LMX) on affective commitment. One possible factor that could have contributed to the 
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non-significant effect of the fulfilment of social and career motives might have been 

the demographic characteristics of this study’s participants. Most of the volunteers who 

took part in this study had paid jobs and were aged 45 years and above. Consistent 

with Phillips and Phillips’ (2011) finding that most volunteers are paid employees in 

either the private or public sector, volunteers may volunteer only to fulfil only those 

motives that are not being met in their paid work. This may be the reason for the 

insignificant results with respect to career, protective and social motive fulfilment as 

mediators of management and their supports on workplace outcomes (affective 

commitment). In addition, Okun and Schultz (2003) found that as age increases, 

volunteers’ motivations regarding career benefits decrease and the importance of 

social networking, which is a feature of social capital, increases. Thus, it is not 

surprising that the fulfilment of career motives did not have a significant impact on the 

association between management and affective commitment, as career benefits may 

not be important for most of the older volunteers. Hence, the fulfilment of the career 

motive might not have been of much importance to most of the volunteers in 

community NPOs in Queensland, Australia examined in this study. However, unlike 

Okun and Schultz’s (2003) findings, the desire for social interaction did not seem to 

have much effect on the influence of management and their supports on the 

volunteers’ affective commitment. This might be due to demographic characteristics 

specific to the organisations examined. Therefore, this is something that future studies 

need to explore further.  

 

Moreover, the effect of egoistic motives on the relationship between LMX and job 

satisfaction was different to their effect on the relationship between LMX and affective 

commitment. With exception of fulfilment of the protective motive, the fulfilment of both 

career and social motives mediated the effect of the volunteer–supervisor relationship 

on volunteers’ job satisfaction but did not affect the impact of the volunteer–supervisor 

relationship on affective commitment. In other words, the volunteers were satisfied 

with their volunteer jobs but they were not emotionally attached to the organisation 

they worked for. This is an indication that those who volunteer to improve their career 

prospects may be committed to getting a paid job, and as such they may not stay in 

the organisation long enough to develop affective commitment. This view is consistent 

with previous researchers who posit that it takes some time for individuals to develop 

affective commitment to an organisation (Chacon, Vecina & Davila 2007; Chelladurai 
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2006). This could be a reason for the non-significant influence of career motive 

fulfilment on the relationship between supervisors and volunteers in the community 

NPOs examined in this study.  

 

However, with regard to fulfilment of protective motive, one would have expected that 

it would mediate the influence of management and their supports on work outcomes, 

given that most of the community NPOs involved in this study provided services to 

people on low incomes, refugees and other disadvantaged groups. According to Clary 

et al. (1998) and Phillips and Phillips (2011), in the case of volunteerism the egoistic 

‘protective’ motive serves to reduce guilt over feelings of being more fortunate than 

many others. Therefore, there is a need for future studies to test both the direct and 

indirect relationships of the fulfilment of the egoistic ‘protective’ motive with the three 

work outcomes (job satisfaction, affective commitment and intention to stay) through 

both management and lower management.  

 

Omoto and Snyder’s (2002) assertion that individuals volunteer in order to fulfil one or 

more motives also helps to advance the argument that the fulfilment of some of the 

motives was not significantly related to the three workplace outcomes as mediators. 

Based on Omoto and Snyder’s (2002) argument, it is logical to conclude that the 

volunteers who took part in this study had more than one motive they wanted fulfilled, 

and whether or not these motives were fulfilled was dictated by circumstances in the 

organisation. Fulfilment of the protective motive which is a self-centred motive, might 

not have been significant in this study because it was the motive that volunteers in 

community NPOs in Queensland sought to meet but could not because of 

organisational factors, which in the case of this study were POS- and LMX-related. 

The assertions by Brudney (1999) and Omoto and Snyder (2002) also help to explain 

why the fulfilment of these motives did not significantly influence the effect of 

management (POS and LMX) on volunteers’ workplace outcomes (job satisfaction, 

affective commitment and intention to stay). These researchers provided an in-depth 

explanation which indicated that even though volunteers might have joined an NPO 

for the purpose of fulfilling the career motive, this might have changed over time. 

Hence, the fulfilment of this motive may have become less importance.  
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Finally, other possible reasons why the fulfilment of some the motives was not 

significant may be attributed to the limitations of the measurements used in this study. 

The measures for both POS and LMX were designed for paid employees and it is 

possible that some factors relevant to volunteers may not have been fully captured in 

the two measurement scales. This is discussed further in Section 7.7 (Limitations of 

the study).  

6.3 Conclusion 

In this chapter, the findings analysed in Chapter Five have been discussed. The 

findings for both the direct and indirect impacts of management and their supports 

(POS and LMX) on the three workplace outcomes investigated were discussed. The 

discussion of the findings focused on addressing the gaps that were identified and the 

contributions this study has made to the existing literature. Several studies with 

findings that were consistent and relevant to the findings analysed here were cited to 

support the findings of this study. The discussion highlighted the positive relationships 

between management and their supports (POS and LMX) and volunteer job 

satisfaction, affective commitment and intention to stay in community NPOs in 

Queensland, Australia. Motive fulfilment for volunteers was investigated as a mediator 

of the impact of management and their supports (POS and LMX) on the three work 

outcomes, and the findings that emerged were discussed in this study. Also discussed 

extensively were the likely reasons why some forms of motive fulfilment were 

significant mediators of the influence of POS and LMX on job satisfaction, affective 

commitment and intention to stay, and others were not. 
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Chapter Seven: Contributions, practical implications, limitations and 

recommendations  

7.1 Introduction  

In this chapter, a summary of the previous chapters will be provided. The findings of 

the study which were presented in Chapter Five are discussed in regard to how they 

address the research aims and questions stated in Chapter One, Subsection 1.3.1. In 

addition, a brief discussion of the research questions and hypotheses, followed by a 

tabulated summary of the hypotheses’ testing outcomes will be given. The chapter 

also discusses the contributions of this study to the literature, and the practical 

implications of the findings for volunteer management in community NPOs. The 

limitations of the study that may affect the generalisability of the findings are stated. 

Given the limitations identified, some recommendations for future studies will be stated 

and discussed in detail. The chapter ends with the conclusion.  

7.2 Summary of the previous chapters 

In Chapter One, the background details of NPOs, particularly community NPOs, and 

the importance of volunteers to their organisational goals, were discussed. This was 

followed by a presentation of the line of enquiry, the study’s overall aim and its 

justification. The review of the literature revealed the lack of a thorough understanding 

of why community NPOs currently have high dropout rates for volunteers and 

problems in attracting new volunteers. This indicates there is a need for effective 

management to promote desirable workplace outcomes, not only to attract quality 

volunteers, but also to reduce the high dropout rate for volunteers. An understanding 

of the importance of providing desirable workplace outcomes in order to foster 

sustainable volunteer management resulted in the identification of three workplace 

outcomes: job satisfaction, affective commitment and intention to stay. These 

outcomes are important because they are positive attitudes and behaviours that not 

only mitigates the high volunteer dropout rate, but also indicative of effectively 

managed volunteers in NPOs. From the literature reviewed, the influence of 

management and their supports (POS and LMX) on volunteers’ job satisfaction, 

affective commitment and intention to stay have not been thoroughly examined 

(Cuskelly & Auld 2000; Lulewicz 1995; Peach & Murrell 1995). Hence, the present 

study was designed to examine the impact of management on volunteers’ job 
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satisfaction, affective commitment and intention to stay by using SET as a theoretical 

lens.  

 

In order to address this gap, the first research question was developed, which was: 

 

Research Question 1: What is the impact of management and their 

supports (POS and LMX) on workplace outcomes such as the job 

satisfaction, affective commitment and intention to stay of volunteers in 

community NPOs in Queensland, Australia? 

 

Following the review of the literature, it was evident that the underlying dynamics of 

the relationships between management and volunteers have not been well explained. 

A detailed explanation was still lacking in the literature regarding the relationship 

between individual motive fulfilment and reciprocal social interactions, which have 

implications for workplace relationships, especially in the context of volunteering. This 

was considered critical as one of the objectives of this study is to contribute to our 

understanding of how the value assumption (third proposition) of Homans (1961) can 

be applied in the context of volunteer relationships with community NPOs’ 

management in Queensland, Australia. The value assumption as explained in this 

study basically speaks to the non-contractual relationship of volunteers. It emphasises 

the importance of positive reciprocal relationships, which, as explained, can be 

strengthened by the perception of benefit (value) of the intangible items volunteers 

receive in their dealings with community NPOs management. In other words, the 

degree to which reciprocal interactions are viewed positively depends on the 

subjective psychological value an individual assigns to what he/she receives. In this 

regard, the literature has been silent, particularly about the fact that individual factors 

such as motive fulfilment serve as important psychological values for volunteers in 

their relationship with management, This led to the consideration of volunteers’ motive 

fulfilment as an intervening factor in the association between management and their 

supports (POS and LMX) on the three workplace outcomes for volunteers, particularly 

those in community NPOs in Queensland, Australia. Moreover, there is a need for an 

in-depth understanding of the three volunteer workplace outcomes examined in this 

study, because there has been no clear explanation about how management and their 

supports impact on these workplace outcomes through motive fulfilment. The 
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identification of this gap in the literature led to the development of the second research 

question, which is: 

 

Research Question 2: What impact does volunteers’ motive fulfilment 

have on the relationships between management and their supports (POS 

and LMX) on workplace outcomes such as job satisfaction, affective 

commitment and intention to stay in community NPOs in Queensland, 

Australia? 

 

In Chapter Two, an in-depth review of the literature was conducted to establish the 

theoretical framework. The use of social exchange theory to examine the three 

workplace outcomes was based on findings from several studies about its importance 

in public and private sector workplaces. These studies (see Brunetto et al. 2012; Cole, 

Schaninger & Harris 2002; Cropanzano & Mitchell 2005; Schaefer 2009) posit that 

social exchange creates positive workplace relationships that promote loyalty, trust 

and emotional attachment (affective commitment). In addition, job satisfaction and 

lower staff turnover rates are among the characteristics identified in such relationships 

in previous studies. Hence, social exchange theory was used as an analytical tool to 

explain the impact of workplace relationships on volunteers working in community 

NPOs in Queensland, Australia.  

 

In Chapter Three, to address the research questions presented in Chapter One, two 

common relationships that volunteers are involved in (i.e., with the organisation – POS 

and with their immediate supervisors – LMX) were used to investigate the impact of 

workplace relationships on the three workplace outcomes (job satisfaction, affective 

commitment and intention to stay). The conceptual model developed for this study was 

based on these workplace outcomes because previous studies (involving both paid 

employees and volunteers) have demonstrated the importance of these outcomes in 

organisational relationships (see Bang 2011; Farmer & Fedor 1997; 1999; McMurray 

et al. 2010; Shiva & Suar 2010). As volunteering serves the fulfilment of different 

motives (Clary et al. 1998) motive fulfilment was discussed in this chapter, and was 

also included in the conceptual model. Thereafter, hypotheses were developed to 

address the first research question regarding the connection between management 
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and their supports on volunteers’ workplace outcomes (job satisfaction, affective 

commitment and intention to stay). 

 

Based on previous studies, it was evident that volunteers will seek out the activities 

that are most likely to fulfil their strongly held motives, and that the fulfilment of such 

motives has a more positive influence on workplace outcomes than any other factor 

including initial motives (Finkelstein 2008; Clary et al. 1998). Several studies have also 

posited that volunteers’ workplace outcomes depend on the extent to which their 

needs are being fulfilled (Clary et al. 1998; Galindo-Kuhn & Guzley 2002). In light of 

this, volunteer motive fulfilment was investigated in this study as a mediating variable 

in the association between workplace relationships and workplace outcomes. 

Hypotheses were formulated to address the second research question.  

 

Chapter Four reviewed the methodology and the research methods used to collect 

data. This review included a discussion about the selection of an appropriate research 

paradigm (post-positivism) and a quantitative research method. Post-positivism’s aims 

and processes, and a justification for the use of a quantitative design were then 

presented, with an emphasis on their provision of a clear path for the statistical 

analysis of the data to test the hypotheses. The survey instruments were explained, 

and a detailed description of the data collection process was provided. In addition, 

ethical consideration and the approval of the ethics application for this research were 

discussed in Chapter Four.      

 

In Chapter Five, a clear explanation of the reasoning behind the decision to use a 

quantitative research design to address the research hypotheses was given. This was 

followed by a description of data preparation which included editing and coding non-

metric data for analysis. Following this was an explanation of exploratory factor 

analysis, which was used to determine whether the instruments used to collect data 

were appropriate. The explanation of exploratory factor analysis also included an 

explanation of how irrelevant questions from the survey instrument could be 

eliminated. The reliability testing of the research questions and the use of multiple 

regression for the data analysis were also explained. In addition, the descriptive 

statistics of the data collected and the results from the regression analysis of the 

hypotheses were presented in Chapter Five. Chapter Six provided a detailed 
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discussion of the results in terms of how they address the research questions and 

aims.   

 

7.3 Conclusions regarding the research questions and hypotheses 

As indicated previously, in order to address the two research questions and the overall 

aim of the study, hypotheses were formulated to respond to the gaps identified in the 

literature about factors affecting volunteers’ workplace outcomes (job satisfaction, 

affective commitment and intention to stay).  

 

Research Question 1 examined the direct impact of management and their supports 

(POS and LMX) on job satisfaction, affective commitment and intention to stay, while 

Research Question 2 examined the indirect impact of management and their supports 

(POS and LMX) on these outcomes through volunteer motive fulfilment. The purpose 

of the second research question was to provide a clearer understanding of the nature 

of the exchanges involved, and of what could be responsible for management’s 

influence on the identified workplace outcomes. A summary of the outcomes of the 

hypothesis testing is presented in Table 7.1 

 

Table 7.1: Summary of the hypotheses testing outcomes 

Hypotheses  Findings 

1a. The values motive will be significantly correlated 

to the fulfilment of the values motive. 

 

Supported. This means that the fulfilment of 

the values motive is predicted by the same 

initial motive. 

 

1b. The understanding motive will be significantly 

correlated to the fulfilment of the understanding 

motive. 

 

Supported. This means that the fulfilment of 

understanding motive is predicted by the 

same initial motive. 

 

1c. The enhancement motive will be significantly 

correlated to the fulfilment of the enhancement motive 

 

Supported. This means that the fulfilment of 

enhancement motive is predicted by the 

same initial motive. 

 

1d. The career motive will be significantly correlated to 

the fulfilment of the career motive 

 

Supported. This means that the fulfilment of 

career motive is predicted by the same 

initial motive. 
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1e. The social motive will be significantly correlated to 

the fulfilment of the social motive 

 

Supported. This means that the fulfilment of 

social motive is predicted by the same initial 

motive. 

 

1f. The protective motive will be significantly correlated 

to the fulfilment of the protective motive 

Supported. This means that the fulfilment of 

protective motive is predicted by the same 

initial motive. 

 

2. Volunteers’ perceived organisational support will be 

positively related to their job satisfaction. 

 

Supported, indicating that perceived 

support from management (POS) predicts 

volunteers’ job satisfaction. 

3. Volunteers’ motive fulfilment will mediate the 

relationship between POS and job satisfaction. 

Partially supported (with the fulfilment of 

values, understanding and enhancement 

motives significant. While, the fulfilment of 

career, protective and social motives were 

not significant). 

4. LMX will be positively related to volunteers’ job 

satisfaction. 

Supported, indicating that supervisor-

subordinate relationships predict 

volunteers’ job satisfaction. 

5. Volunteers’ motive fulfilment will mediate the 

relationship between high-quality LMX and job 

satisfaction. 

 

Partially supported (with values, 

understanding, enhancement, career and 

social motive fulfilment significant, while 

the fulfilment protective motive was not 

significant). 

6. Volunteers’ POS will be positively related to their 

affective commitment. 

 

Supported, indicating that perceived 

support from the organisation predicts 

volunteers’ affective commitment. 

7. Volunteer motive fulfilment will mediate the 

relationship between POS and affective commitment. 

Partially supported (with values, 

understanding and enhancement motive 

fulfilment significant, while the fulfilment of 

career, protective and social motives were 

not significant). 

8. LMX will be positively related to volunteers’ 

affective commitment.  

 

Supported, indicating that supervisor-

subordinate relationships predict 

volunteers’ affective commitment. 

9. Volunteers’ motive fulfilment will mediate the 

relationship between high-quality LMX and affective 

commitment 

 

Partially supported (with the fulfilment of 

values, understanding and enhancement 

motives significant with the exception of 
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the fulfilment of social, career and 

protective motives). 

10. Volunteers’ perceived organisational support will 

be positively related to intention to stay. 

 

Supported, indicating that perceived 

support from the organisation predicts 

volunteers’ intention to stay. 

11. The association between POS and intention to 

stay will be mediated by volunteers’ motive fulfilment.  

 

Partially supported (with the fulfilment of 

values, understanding, enhancement and 

social motives significant, while the 

fulfilment of career, and protective motives 

were not significant). 

12. High-quality LMX will be positively related to 

volunteers’ intention to stay. 

 

Supported, indicating that supervisor-

subordinate relationship predicts 

volunteers’ intention to stay. 

13. Volunteers’ motive fulfilment will mediate the 

relationship between high-quality LMX and intention to 

stay. 

 

Partially supported (with the fulfilment of 

values, understanding, enhancement, 

career and social motives significant, while 

the fulfilment of protective motive was not 

significant). 

 

7.4 Contribution to the literature 

This study contributes to the literature in the following ways: The study focuses on the 

impact of management and their supports on the three identified volunteer workplace 

outcomes through motive fulfilment. This has rarely been explored in previous 

volunteering research. By focusing on these individual factors the study provides a 

clearer picture of the ways volunteers can be motivated to remain in their 

organisations.  

 
This study has also helped to fill some gaps the researcher identified in the literature. 

Many scholars such as Clarke (2010) and Van Quaquebeke and Eckloff (2010) have 

called for more research into the role of leadership in NPOs and volunteerism. Some 

scholars have argued that little is known about the causal mechanisms that might help 

to explain the relationship between organisational factors and positive work outcomes 

for volunteers (Jenkinson et al. 2013). Several studies have advanced knowledge 

about some of the organisational and individual factors affecting volunteers, and this 

has made a fundamental difference to our understanding of volunteers across all 

categories of NPOs. The present study extends this earlier research by proposing and 

testing a model that examines the effect of management and their supports on 
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volunteer job satisfaction, affective commitment and intention to stay in community 

NPOS in Queensland, Australia.  

 

The results of the empirical analysis of variables in this study add new knowledge to 

the existing literature in the following ways. As indicated before, only a small number 

of studies has examined the impact of management and their supports on volunteers’ 

workplace outcomes. The findings in this study are consistent with other studies (Bang 

2007; Davis, Hall & Meyer 2003) that have shown positive volunteering experiences 

that fulfil volunteers’ motives predict high levels of job satisfaction, emotional ties with 

the organisation and increased intention to stay. However, this study contributes to the 

literature by examining reciprocal pathways or processes, and this provides new 

knowledge on how to improve volunteers’ work experiences which have been 

emphasised as an important determinant of volunteers’ attitudes and behaviours. This 

was a gap which the present study has addressed, as not much was known about the 

association between these constructs (POS and LMX) and volunteerism. This 

empirical study has provided a clearer understanding of the impacts of management 

and their supports on volunteers’ workplace outcomes.  

 

In terms of job satisfaction, the findings of this study contribute to the literature by 

examining the effects of management and their supports. Although several studies of 

paid employees have shown that POS engenders job satisfaction (see Paillé, Grima 

& Dufour’s 2012; Rhoades & Eisenberger 2002), the impact of POS in the context of 

volunteers remains relatively unexplored. The examination of POS is important in the 

consideration of volunteers because POS serves not only as a means by which 

organisations reward volunteers’ contributions but also as an indicator of the 

organisation’s willingness to provide aid and resources that enhance job satisfaction. 

The literature has also confirmed that LMX relationships have a direct impact on paid 

employees’ job satisfaction (Farr-Wharton & Brunetto 2007; Erdogan & Enders 2007; 

Gerstner & Day 1997; Mardanov, Sterrett & Baker 2007; Stringer 2006), but not much 

was known about this association in the context of volunteers. The use of volunteers 

as participants in this study contributes to the existing literature because it extends the 

understanding of high-quality supervisor-volunteer relationships in a volunteer context. 

Thus, the findings of this study have shown that the provision of a positive work 

environment with good policies and procedures, and high-quality supervisor 
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relationships, affects volunteers’ job satisfaction in NPOs, specifically community 

NPOs in Queensland, Australia.   

 

The model used in this study contributes significantly to the understanding of factors 

that enhance volunteers’ affective commitment in community NPOs in Queensland, 

Australia. Given the importance of affective commitment, understanding the factors 

that influence it is very important for the success of all organisations, especially NPOs. 

Affective commitment can predict a wide range of work attitudes and behaviours such 

as low turnover rates, high job performance, and good organisational citizenship 

behaviour (Cooper-Hakim & Viswesvaran 2005; DeCotiis & Summers 1987; Farrell & 

Stamm 1998; Porter et al. 1974). Hence, by examining the factors which help to 

develop affective commitment, the findings of this study contribute to the literature by 

showing that support from the organisation and high-quality relationships with 

supervisors increase volunteers’ affective commitment. 

 

In addition, the study contributes to the literature by shedding light on the importance 

of the effect lower management on volunteers’ intentions to stay. Intention to stay has 

been associated with low rates of absenteeism and turnover (Griffeth, Hom & Gaertner 

2000) and this reduces NPOs’ expenditure on the recruitment and training of new 

volunteers. By learning from the findings of this study, organisations will be able to 

decrease high turnover rates and their negative impacts by improving workplace 

relationships. Given that the impacts of high turnover rates are felt more by NPOs 

because they depend mostly on volunteers, management can increase intentions to 

stay by providing a supportive work environment that increases volunteers’ beliefs that 

their organisation cares for them and values their contributions. Also, the present 

research highlights the need to promote high-quality relationships between volunteers 

and their supervisors to ensure that volunteers’ intentions to continue working are 

encouraged. High-quality relationships between supervisors and subordinates are 

possible incentives that community NPOs can use to entice volunteers to stay longer 

with the organisation. Given that several studies have linked supervisor-subordinate 

relationships with intention to stay, this study makes a contribution by providing further 

evidence of the direct influence of management and their supports on volunteer 

intentions to stay. 
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A further contribution to the literature is the provision of useful information regarding 

the psychological processes at work in volunteers’ workplace relationships. As 

indicated in Chapter Three, several studies of paid employees have found positive and 

significant relationships between management and their supports on the one hand, 

and job satisfaction, affective commitment and turnover intention on the other. There 

is a paucity of studies which focus on volunteers, and none has previously given a 

clear explanation of the process involved, as previous findings have mainly been 

descriptive and correlational. As such, there have been several suggestions in the 

literature for further research to explain the process. For example, the examination of 

mediating factors was suggested by Lee, Alexander and Kim (2013), and Bang (2007) 

as a means of obtaining a clearer understanding of how organisational factors 

influence volunteers’ workplace outcomes. The findings of this study have addressed 

this gap in the literature. The investigation of the causal relationships between these 

variables explains exactly how workplace relationship can be improved in the context 

of volunteerism in community NPOs in Queensland, Australia.  

 

In organisations with paid workforces, salaries and benefits are two of the primary 

rewards for employees. These rewards are not available to volunteers in NPOs 

because they do not engage in volunteering activities for monetary reward and they 

seek rewards of another kind. As such, it has not been made clear in the literature 

what the focus should be when examining the reciprocal exchanges between 

supervisors and volunteers. This study has been able to highlight a possible focus by 

considering several types of motives. In line with Homans (1961), this study finds that 

the fulfilment of a set of motives that mediate the relationship between management 

and their supports and the three work outcomes can be used to encourage volunteers 

to feel committed to their organisations. This is an important contribution to the 

literature because the findings have shown that volunteers will continue to reciprocate 

as long as the organisation and supervisors keep on providing resources that help 

them satisfy the motives that are important to them.  

 

In sum, this study contributes to ongoing research about the need to understand the 

organisational factors that influence volunteer work outcomes in NPOs. This is an area 

that has not been examined thoroughly. As formal volunteering takes place in 

organisations, it is most likely that the determinants of volunteer satisfaction, affective 
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commitment and intention to stay will be found in the organisations in which people 

volunteer. This study has provided insights into the organisational factors and how 

they lead to increased job satisfaction, affective commitment and intention to stay 

among volunteers working in community NPOs in Queensland, Australia.  

 

Furthermore, the nature of the volunteer workforce is such that they are not obliged to 

cooperate with the organisation and its representatives (Farmer & Fedor 2001; 

Pearce, 1993), so it is important that they are led and managed in a way that ensures 

optimum results are obtained from their contributions. The present research has 

highlighted the role of LMX in this regard in terms of the need to ensure high-quality 

relationships to achieve positive work outcomes. The NPO and volunteer literature 

provides very little research-based information for understanding of how supervisor–

subordinate relationships are constructed. Moreover, there is a lack of knowledge 

concerning the behaviours that supervisors need to exhibit in order to motivate their 

subordinates to have positive work attitudes and behaviours. In this context, this study 

has explained how two core organisational relationships can be managed with respect 

to volunteers to achieve the three fundamental workplace outcomes (job satisfaction, 

affective commitment and intention to stay).  

 

7.5 Contribution of the study to theory 

The use of social exchange theory as an analytical tool in this study revolves around 

Homans’ (1961) third proposition. This proposition deals with factors relating to 

fairness and the values that people attribute to the resources exchanged. According 

to Homans, people’s perceptions about whether these exchanges are fair will 

determine whether the relationship will be sustainable or transient. The findings of this 

study have been analysed and discussed in terms of how Homans’ propositions, 

especially the third proposition, can be used to strengthen organisational relationships 

and to develop positive and lasting relationships between volunteers and their 

supervisors in the community NPOs examined. The study emphasises the benefits of 

reciprocal relationships and what is required to sustain them.  

 

The findings of this study have demonstrated that volunteers’ involvement and length 

of service are, to a large extent, determined by the support provided by the 

organisation, and by the volunteers’ relationships with supervisors and managers. 
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Based on the analysis in this study, it is clear that volunteers’ social exchange 

relationships with the organisation and with supervisors affect their job satisfaction, 

affective commitment and intention to stay. The findings confirm suggestions in the 

literature that when volunteers perceive that they are getting appropriate levels of 

support, appreciation and care from both the organisations and their supervisors 

(Bang 2007; Boezeman & Ellemers 2008), they will reciprocate with high productivity 

(Lo Presti 2013), long tenure (Davis, Hall & Meyer 2003; Omoto & Snyder 1995) and 

more effort in achieving the organisations’ goals. Thus, the findings draw attention to 

the importance of SET, specifically to its constructs (POS and LMX) in developing 

positive workplace experiences among volunteers. Hence, SET is central to the 

consideration of organisational relationships in the context of volunteering in the 

NPOs.  

 

As mentioned previously, few studies have used SET as a lens to examine volunteers’ 

workplace relationships. Bang (2007), and Famer and Fedor (1999) suggest that a 

perceived lack of reciprocity between volunteers and the organisation, and between 

volunteers and supervisors, may result in volunteers feeling they are being unfairly 

treated. Such negative perceptions that develop from unfulfilled expectations may 

result in reduced volunteer performance, reduced job satisfaction, decreased trust, 

disengagement, high turnover, reduced commitment, and a decreased willingness to 

engage in extra-role behaviour (Lester et al. 2002; Knights & Kennedy 2005; Robinson 

& Rousseau 1994; Turnley, Daniel & Feldman 2000). As such, this study has provided 

more insights into the usefulness of SET as a framework for examining volunteer 

behaviour in order to reduce what might be perceived as unfair or unbalanced 

exchanges.  

 
In addition, the results provide further support for the view that motive fulfilment is a 

significant mediator in the exchange process. Research examining the mediating 

effects of volunteers’ motive fulfilment is important because it provides a better 

understanding about the resources that could be used to facilitate the desired 

workplace outcomes. Past studies have examined the mediating role of motive 

fulfilment in volunteer involvement and persistence (Davis, Hall & Meyer 2003) but 

they have not examined how volunteers’ motive fulfilment mediates the influence of 

management and their supports (POS and LMX) on volunteer workplace outcomes 



199 
 

such as job satisfaction, affective commitment and intention to stay. Hence, the 

empirical analysis of motive fulfilment in this study is regarded as a seminal 

contribution to the understanding of the social exchange process.  

 

By analysing the effect of some types of motive fulfilment as intervening variables, this 

study offers a unique perspective on the link between volunteers’ motive fulfilment and 

the value assumptions of SET as explained by Homans (1961) and others (Blau 1964; 

Gouldner 1960). The analysis of motive fulfilment as a mediator supports the value 

propositions of Homans (1961) and others (Blau 1964; Gouldner 1960) as they state 

that the value of the resources that are given to the recipients will determine whether 

they will want to reciprocate or the nature of the reciprocation that follows. In line with 

Homans’ (1961) value assumption, the relationship between management and their 

supports and three work outcomes will be enhanced by the provision of valuable 

resources to fulfil the motives that were found to be significant to volunteers in this 

study. The fulfilment of volunteers’ motives will encourage them to reciprocate in a 

manner that they believe is proportionate. In other words, for the volunteers in the 

community NPOs examined in this study, the fulfilment of the motives that are 

significant to them is equivalent to receiving valuable resources from the organisation. 

This is an important contribution to the application of SET in that the norms of 

reciprocity in the case of volunteers mean that the fulfilment of those motives will 

sustain their volunteering activities. The findings of this study have shown that positive 

social exchanges between the organisation and its volunteers result in positive 

experiences for volunteers. The findings have also shown that what makes the 

exchanges effective or valuable enough for volunteers to consider them worthy of 

reciprocation is the fulfilment of the motives that were found to be significant in this 

study. In this regard Homans’ (1961) third proposition provides useful information 

about SET in terms of its application in community NPOs in Queensland, Australia 

with volunteer workforces. 

 

The fulfilment of values (altruism) motive mediated the impact of POS and LMX on all 

the three workplace outcomes (job satisfaction, affective commitment and intention to 

stay). It is argued in the literature that the effect of values motive should not be 

explained in terms of reciprocity because those motivated by altruism do not expect 

some form of reward. According to Manatschal and Freitag (2014) this misconception 
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is born out of a narrow view of altruism as a selfless act without any expectation of 

rewards. This view implies that satisfaction cannot and should not be based on 

reciprocity which involves some form of reward or expectation. Clohesy (2000) argues 

that the fact that all participants (including volunteers) in the NPOs are there for other-

oriented purposes does not mean that they do not have expectations of, or derive 

satisfaction from, their experiences. According to Clohesy (2000) volunteers derive 

satisfaction from the success of their work in the NPOs, even though this is not their 

fundamental reason for helping. Satisfaction in this instance has to do with a feeling 

that one has helped others, or with an external concern for others’ happiness (Frisch 

& Gerard 1981; Treuren 2009). In other words, the satisfaction that volunteers derive 

from their work can be regarded as an intrinsic reward.  

 

Moreover, volunteers’ satisfaction can also be regarded as a derivative of the actions 

of the organisation towards those in need, or those to whom the volunteers’ services 

are directed. Given the findings about the fulfilment of values motive (altruism), it is 

plausible to argue that the volunteers in this study would want the NPOs’ primary focus 

to be on helping others. Such a focus would be regarded as a valuable reward by an 

altruistically motivated volunteer, prompting them to reciprocate with behaviour 

directed at advancing the good of the organisation or strengthening the relationship 

between themselves and their supervisors. This is the essence of SET, which this 

study has made more explicable by emphasising that volunteers will feel obliged to 

reciprocate in the form of ongoing relationships with the NPOs due to the satisfaction 

they derive from the services of the NPOs that are in line with their altruistic motives. 

Thus, the findings of this study provide further confirmation of the importance of 

reciprocity in enhancing volunteers’ positive work experiences, and the findings 

confirm that support from NPOs may be in the form of enabling volunteers to reach 

out socially to others in the community. 

 

Furthermore, the development of a unique conceptual model which includes 

independent, dependent and mediating variables that have not been considered in 

previous studies has provided contributions at two main levels. First, it has enabled 

the identification of the antecedents of volunteers’ job satisfaction, affective 

commitment and intention to stay in community NPOs in Queensland, Australia. 
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Second, it shows the factors that can affect the influence of the independent variables 

on the dependent variables like no other studies have considered. 

7.6 Practical implications of the study 

This study has several practical implications for management interested in increasing 

their volunteers’ job satisfaction, affective commitment and intention to stay. The 

results from this study will provide useful information that can be used to improve 

policies and strategies that promote antecedents and strategies that encourage the 

three work outcomes identified in this study.  

 

As indicated previously, a supportive work environment fosters volunteers’ positive 

workplace experiences and supportive organisational policies – and supervisors play 

key roles in ensuring a positive workplace environment. As such, the mediation 

framework provides useful information that helps the supervisors of community NPOs 

to develop and promote programmes that focus on helping volunteers to meet their 

needs. In the context of this study, this means fulfilling the motives that mediate the 

influence of management and their supports on the three work outcomes. The 

fulfilment of these salient motives in relation to the volunteers will increase volunteers’ 

positive work experiences and increase their intention to stay. This would help the 

organisations to save resources through reduced expenditure on training new 

volunteers, and through a reduced need for recruitment as volunteers who are 

satisfied with their volunteering experiences are more likely to help in recruiting others 

to join the organisation (Boezeman & Ellemers 2008).  

 

What is clear from this study is that there are no fixed guidelines for managing 

volunteers in community NPOs. Rather, management needs to take volunteers’ 

motives into consideration when designing its models of volunteer management in 

order to be able to deal with the intractable problem of volunteer turnover. As indicated 

by the findings of the study, the managers have to create a healthy work environment 

and recognise the antecedents of the three work outcomes (job satisfaction, affective 

commitment and intention to stay). This requires good organisational policies that 

provide managers with the latitude to manage the resources at their disposal. These 

findings will sensitise the NPOs towards the role of volunteer motive fulfilment and the 

abiding concerns of the volunteers they seek to recruit.  
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While focusing on egoistic motive fulfilment may sound appealing to organisations 

developing volunteer recruitment strategies, the findings of this study indicate that 

community NPOs should use such an approach with caution. In this study, fulfilment 

of the values (altruism) motive was a significant mediator of the impact of management 

and their supports (POS and LMX) on all three work outcomes. In a nutshell, given 

what this study has revealed, volunteer recruitment should emphasise value-oriented 

motives, while finding a way to also stress other benefits such as the fulfilment of 

enhancement, understanding, social and career motives. In fact, an emphasis on 

altruism would help reduce recruitment and management costs because those 

recruited would be more willing to volunteer based on their altruism, even though the 

organisation may use their volunteer experiences to boost volunteers’ fulfilment of their 

egoistic understanding, enhancement and social motives. Where possible, NPOs 

should recruit and invest in value-motivated volunteers, as value-based motivations 

amplify the positive experiences associated with their volunteering experiences. 

 

On a practical level, this study demonstrates that high-quality relationships between 

supervisors and volunteers are fundamental to sustainable volunteer–organisation 

exchanges. Organisational social exchange is associated with several positive 

workplace outcomes including retention, job satisfaction and affective commitment. In 

view of the above, community NPOs in Queensland, Australia should train their 

supervisors to cultivate trusting relationships with their volunteer workforce, and to pay 

attention to volunteers’ motives and their fulfilment. This will increase robust social 

exchange relationships between volunteers and their organisations. 

 

  



203 
 

Table 7.2: Summary of key practical implications for community NPO 

supervisors 

1 Supervisors should encourage an environment where volunteers can interact and share 

information regarding their skills and experiences, for example by organising social 

events. This will promote social cohesion among volunteers. 

2 Supervisors should ensure volunteers are properly oriented and are made to feel 

comfortable right from the beginning as this will make them feel valued and needed. 

This is important because one of the problems is that most volunteers don’t stay long 

enough to understand the organisation’s policies and procedures or get to know the 

supervisors well enough to form a relationship.  

3 Behavioural intention has been shown to be a good predictor of future behaviour 

(Armitage & Connor 2001; Hellman, Hoppes, & Ellison 2006). Therefore, supervisors 

should focus on identifying what influences volunteers’ intentions, and on providing 

resources that will promote positive workplace outcomes. 

4 Supervisors should ensure that activities and responsibilities given to volunteers match 

with the fulfilment of their individual motives in order to increase job satisfaction, affective 

commitment and intention to stay. 

5 Volunteers’ roles and activities should be clearly defined by the supervisor.  

6 The organisation’s policies, procedures and goals, and their roles in achieving the goals, 

should be communicated properly to all the volunteers. 

 

7.7 Limitations of the study 

This study has contributed useful information to the existing literature but it does not 

mean the findings are without limitations. Hence, it is important to highlight that the 

results should be treated with some caution.  

 

Firstly, the use of a cross-sectional design for data collection, and the analysis of the 

data with multiple regression tools, introduce some limitations. Although multiple 

regression analysis is suitable for determining causality, a structural equation model 

is often recommended as being more appropriate for testing a complex model with a 

number of causal relationships simultaneously (Byrne 2010; Kline 2011). However, 

the use of multiple regression analysis did not pose any problems in this study because 

the conditions for avoiding common method bias, and all the conditions for undertaking 

a multiple regression, were met.  
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A cross-sectional design was used in this research due to time constraints. This is also 

a limitation because, according to Bowen and Wiersema (1999), data collected at one 

particular time may not be suitable for the effective examination of causal 

relationships. Thus, instead of using a cross-sectional design, a longitudinal approach 

would be preferable as it is an approach that can provide an in-depth examination of 

the causal relationships involved because it allows data to be collected more than 

once. Despite this possible limitation, the study offers interesting and important 

findings that can be generalised to other categories of NPOs such as sport and 

recreational NPOs and religious NPOs. 

 

In addition, the use of questionnaires has also been criticised. Critics of quantitative 

approaches argue that the measurement processes they entail are not true reflections 

of respondents’ views. For example, Bryman (2008, p. 159) argues that using a 

quantitative approach limits responses to the suggested answers, and that the concept 

being measured is ‘assumed rather than real’. Shye (2010) states that questionnaires 

provide participants with questions about their motives for volunteering. This, Shye 

(2010) argues, increases the occurrence of desirability bias. However, the use of a 

questionnaire in this study provided uniform data in terms of the responses from the 

participants (Babbie 2010) and as such the findings from the sample can be 

generalised to the population (Bowen & Wiersema 1999). A mixed methods approach 

would help to overcome the shortcomings of a questionnaire because the researcher 

would be able to seek more clarification from respondents regarding their answers to 

the questions. Thus, the use of a questionnaire in this study created a limitation to the 

generalisability of the findings. 

 

Another limitation of this study is the possible inadequacy of the instrument used to 

measure POS and LMX in the context of volunteers in NPOs. The instruments used 

to investigate the two constructs of workplace relationships were developed for paid 

employees. Because paid employees are different from volunteers in their terms and 

conditions of employment, the instruments may not have captured relevant factors that 

are important to volunteers. Generally, this study examined the impact of management 

and their supports (POS and LMX) on volunteers’ workplace outcomes. It is possible 

that this approach may not have captured all the issues relevant to volunteers in 

community NPOs. Hence, future studies should focus on specific antecedents of 
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management and their supports (POS and LMX) such as procedural and interactional 

justice in order to provide further explanations of how these factors impact on 

volunteers’ workplace outcomes. The instruments for measuring these factors have 

clearer links to protective and social motive instruments. Moreover, although the focus 

of this study was on the effect of organisational factors on volunteers’ workplace 

outcomes, it did not include the effects of teams (co-volunteers) on these outcomes. 

The impact of co-worker relationships has been identified as a factor that may affect 

workplace outcomes (Xerri 2013). 

 

This study utilised a sample of respondents volunteering in one type of volunteer 

organisation (community NPOs). Although the participants were drawn from diverse 

backgrounds, there is a need to exercise caution when extrapolating the findings to 

other categories of NPOs such as sport/recreational NPOs and emergency services 

NPOs. It is likely that the calibre of volunteers and the requirements for being a 

volunteer in these categories of NPOs may be different from the community NPOs. 

These differences may affect the generalisability of the findings of this study.   

 

As is the case in any study dealing with motive fulfilment variables, the survey 

undertaken in this study depended both on the respondents’ ability to correctly identify 

their motives (which is often difficult) and on their responding honestly to questions 

(and their honesty may have been compromised by social desirability bias). This was 

a difficulty I noticed during the pilot stage of the study. Although I responded to the 

problem by re-drafting the questionnaire and having one-on-one and group 

discussions with the volunteers about this, there is the possibility that some volunteers 

were not able to correctly understand their motives, and there is a possibility that some 

volunteers did not respond to the questions honestly. For example, while the 

distinction between the two egoistic motives of understanding and career is clearly 

understood by scholars of organisational behaviour, the distinction may be confusing 

to the participants in this study as both deal with career and job issues. It is issues 

such as these that limit the generalisability of the findings of a study of this nature. 

 

7.8 Recommendations for further studies 

Scholars have argued that quantitative approaches are objective. However, as the 

results of this study have demonstrated, quantitative approaches do not give the 
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researcher room to explore ‘why’ and ‘how’ questions. For example, egoistic 

(protective) motive fulfilment was not found to be a significant mediator in this study. 

If this study had adopted a qualitative approach, it would have been possible to probe 

deeper, or to get an explanation as to why this was not the case. Possibly, the 

researcher could have gone back to seek more clarification that would have provided 

reasons for why this motive was not significant. This is not a statement against the 

objectivity of quantitative approaches, but it would be better for a study of this nature 

to use a mixed methods approach that would allow quantitative and qualitative 

approaches to complement each other. 

 
This study examined the impact of two workplace relationship constructs (POS and 

LMX) on workplace outcomes (job satisfaction, affective commitment and intention to 

stay). It went further to investigate the mediating role of motive fulfilment on the 

influence of POS and LMX on the three work outcomes. This study’s findings should 

be validated with additional studies conducted within multiple categories of NPOs. 

Such studies would provide a wider reach, encompassing NPOs with different 

organisational characteristics, and they would make it possible to see how 

respondents across different categories of NPOs respond to the issues addressed in 

the questionnaire. This would help, not only in dealing with the question of how specific 

rewards impact job satisfaction, organisational commitment, and intention to stay 

across different categories of NPOs, but also in making valid generalisations and 

identifying exceptions. 

 

This study only examined volunteers’ affective commitment. As explained in Chapter 

Three, organisational commitment is multidimensional in that, besides affective 

commitment, it comprises continuance and normative commitment which were not 

examined in this study. These two other categories have been identified as separate 

outcomes that are affected by different factors. As such, future studies should look at 

the influence of management and their supports (POS and LMX) on these two 

categories of organisational commitment (normative and continuance commitment). 

An investigation of all these categories of commitment may help to provide findings 

about organisational commitment in community NPOs, revealing the relative strength 

of the SET constructs.  
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This study examined volunteers’ intentions to stay and did not verify if this actually led 

to retention some months or years later. Despite intention to stay having been 

identified as a strong predictor of actual retention behaviour, this needs to be verified 

because volunteers who indicate initially that they do not intend to leave may change 

their minds after some months. The present study could not test this because of time 

constraints. A longitudinal approach would provide more precise information regarding 

whether intention to stay actually leads to retention. Thus, future research should focus 

on determining the percentage of those who actually stayed by measuring the 

percentages of volunteers who continue their involvement after some time has 

elapsed.  

 

7.9 Conclusion 

In this chapter, the discussion of the study’s contributions to knowledge focused on 

the gaps identified in the literature and how the study has extended earlier research 

on POS and LMX.  Following this, there was discussion of the study’s contribution to 

theory, particularly SET as a mechanism to foster organisational relationships and 

desirable workplace outcomes. This discussion stressed the connection between 

social exchange relationships in the workplace and volunteer job satisfaction, affective 

commitment and intention to stay.  The discussion of the implications of the findings, 

emphasised the central role of motive fulfilment in the exchange process in the context 

of volunteering in the community NPOs in Queensland, Australia. Lastly, the limitations 

and recommendations for further studies were discussed. The discussion of the 

limitations and recommendations for further studies addressed some weaknesses 

noticed in the research that may make the findings less generalisable to other 

categories of NPOs. Hence, suggestions were provided for areas that should be 

investigated further. 
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Appendix B: Letter of invitation to participants 

Survey letter 

Dear participants, 

We humbly request 10-15 minutes of your time to complete this exciting and important survey, 

aimed at collecting information about the effects of workplace experiences on job satisfaction, 

commitment and intention to leave among volunteers. These are important issues for 

managers of not for-profit organisations in view of the impacts of current shortage of volunteers 

and low levels of retention are having on their ability to function effectively. 

 

By taking a few minutes to complete this survey, you will be providing information that would 

enhance our knowledge and also for your organisation to understand and act in organisational 

matters that are relevant to you. Without the knowledge gathered through research on 

workplace experiences, organisational management may not be able to decide appropriately 

in terms of policy or practice to address issues about volunteers’ workplace outcomes. 

 

There is no risk associated with this research as responses will be completely confidential 

and anonymous. The questionnaire does not require you to provide names or any information 

by which you or the organisation could be identified. In addition, participation is entirely 

voluntary and you are free to withdraw from the survey at any time. 

 

A pre-paid envelope is provided with each survey, so all questionnaires can be returned 

directly to Southern Cross University or dropped with any of your supervisors or coordinators. 

 

Thank you in advance for your time and support in this research project, which, for the first 

time will make information available to organisations like yours about how they can effectively 

manage their volunteers. Please, if you have any concerns, do not hesitate to contact your 

volunteer coordinator, who will follow up with myself (Queen) to assist with any questions or 

concerns. Alternatively, you can reach me on my mobile phone 0412407506. I can also be 

reached on q.usadolo.10@student.scu.edu.au.   

Kind regards, 

Queen Usadolo 

 

 


