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“If our hopes of building a better and safer world are to become more than wishful thinking, 

we will need the engagement of volunteers more than ever.” 

– Kofi Annan (Babazada, 2021:1) 
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Abstract 

 

With volunteers being a backbone and vital resource for non-governmental 

organisations, understanding how best to attract and retain volunteers in an 

environment where volunteer numbers are steadily declining has become a key focus 

for managers of volunteer programmes. Without a proper understanding of volunteer 

motivations, NGOs are unable to design effective volunteer management practices, 

resulting in a decrease in volunteer numbers, paired with a poor brand image and 

reputation as a desired NGO to volunteer one’s time. To address the research 

problem, this study considered the seminal work on topics of volunteer motivation and 

volunteer management, in conjunction with the Multi-Paradigm Model of Volunteering 

and the ADKAR Model of Change Management.  

 

For this exploratory qualitative study, semi-structured interviews and a focus group 

were conducted with purposively sampled participants from a South African NGO. 

Data was analysed utilising a qualitative content analysis approach to produce the vital 

findings and outcomes of the study. The findings indicate an in-depth understanding 

of volunteer motivation by both volunteers and managers, however there was a lack 

of effective volunteer management practices in place, resulting in unsatisfied 

volunteers, limiting the number of volunteers attracted and retained at the NGO.  

 

As part of the analysis, volunteers were categorised by volunteer type as well as by 

the phase in which volunteers were in the Volunteer Lifecycle, which created the basic 

knowledge on the practices best suited to manage and motivate these types of 

volunteers. Using the Multi-Paradigm Model of Volunteering and the ADKAR Model of 

Change Management, this study recommends a new model for implementation by the 

NGO which proposes effective volunteer management practices. The new model 

creates a solid foundation to address the research problem and enhance the NGO’s 

knowledge and understanding required to improve their volunteer management and 

their brand image in the market. 
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Chapter 1: Introduction 

 

Volunteers are often considered the valuable backbone to non-profit and non-

governmental organisations (NGOs), providing a core and indispensable component 

in the delivery of their tasks (Ashfaq, Butt & Ilyas, 2021:189). Volunteerism has 

evolved as the most essential element for sustained service in both public and non-

profit sectors (Krishnakumar, 2019:2846), and NGOs therefore need to ensure a 

strong brand image to attract and retain volunteers (do Paço, Rodrigues & Rodrigues, 

2014:13). By incorporating brand management into volunteer management, NGOs are 

able to create a favourable brand image, which is essential to attracting and retaining 

volunteers (do Paço et al., 2014:12).  

 

For the purpose of this study, a South African NGO was selected to understand how 

their volunteer management practices and brand image attract and retain volunteers. 

During the study, a concentration and focus was on understanding the motivational 

factors of volunteers in order to categorise volunteers into types, allowing for 

recommendations on the best design for volunteer manangement practices.  

 

With a need to attract and retain volunteers and ensure their effective engagement 

with the NGO, it is important to understand how the NGO’s brand and image together 

with their volunteer management practices attract and retain the required volunteers. 

Chapter one provides the necessary background to the study, together with 

highlighting the research problem and objectives.  

 

1.1. Background to the study 

The importance and reliance on volunteers by NGOs has resulted in a growing body 

of literature focusing on NGO volunteer management practices (Knepper, D'Agostino 

& Levine, 2015:212). Volunteerism contributes significantly to society and the NGO 

volunteer workforce is considered an indispensable resource (Power & Nedvetskaya, 

2022:2). Effective volunteer management practices positively influence volunteer 

experiences, performance, and retention, which in turn enhance the quality of NGO 

services through the maintenance of a consistent volunteer workforce (Power & 

Nedvetskaya, 2022:2). Volunteer attraction and retention are directly related to 
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volunteer management practices, leadership styles, change management, and brand 

management. Without a favourable brand image or effective volunteer management 

practices that focus on the right leadership strategies, communication strategies, and 

branding strategies, NGOs are unable to attract and retain volunteers. 

A review of prior volunteer literature reveals useful and insightful studies on a wide 

range of volunteer-related subjects, including understanding volunteers, volunteer 

motivation and retention, and volunteer management practices (Zievinger & Swint, 

2018:108). Many of these earlier studies have been quantitative in nature, with little 

research concentrating on understanding the motives and experiences of volunteers. 

Furthermore, there is a gap in the literature regarding the classification of volunteers 

by type, which provides an essential indicator of the motivation and intention to stay 

based on the category of volunteer (Aboramadan, Abderrahman, Alharazin, Dahleez 

& Albashiti, 2019:407). Understanding volunteer types will help NGOs better 

coordinate their volunteer management practices to attract and retain more volunteers. 

 

The Multi-Paradigm Model of Volunteering (Macduff, 2006:31) has been utilised to 

categorise current NGO volunteers into types, which will provide important indicators 

of the motivations and intentions to stay of each volunteer type. Based on this 

information, the efficiency of the NGO’s volunteer management practices has been 

assessed on their ability to attract and retain the volunteers included in the sample. 

Furthermore, understanding the NGO's brand image to attract and retain volunteers 

will be assessed by understanding how volunteers perceive or view the NGO and their 

reasons for selecting one NGO brand over another (Mitchell & Clark, 2020:2). Finally, 

using the ADKAR Model of Change Management, changes to volunteer management 

practices are recommended using a change management approach to improve not 

only their brand image as a favourable NGO but also the number of satisfied and 

retained volunteers. 

 

1.2. Preliminary literature review 

 

With the research background in mind, the literature review aimed to provide an 

overview and analysis of previous research on the topic of volunteerism and NGO 

brand image. Using a thematic approach, the literature was broken down into four 
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themes, namely volunteer motivation, volunteer management practices, Volunteer 

Lifecycle, and NGO as a brand. Volunteer motivation is a key focus in the study, 

looking to understand the factors that motivate volunteers and identified through the 

use of seminal work by Nencini, Ramaioli, and Meneghini (2016:618) and Ackermann 

(2019:1121) which indicates that there is a strong correlation between volunteers’ 

motivation and their intention to remain with a NGO and highlights how organisations 

may lack the proper understanding of why people volunteer in the first place 

(Ackermann, 2019:1119). 

 

In addition, the literature review looked at a deeper understanding of volunteer 

motivation by assessing which phase volunteers fall in the Volunteer Lifecycle, 

presented by Ferreira, Proença, and Proença (2009:9), and whether volunteers are in 

the exploratory, developmental, or mature phase (Aboramadan, 2019:9). The phases 

indicate to NGOs where their attention and resources should be focused for a positive 

impact on volunteer attraction and retention. This Volunteer Lifecycle was linked to the 

Multi-Paradigm Model of Volunteering (Macduff, 2006:31) in which volunteers are 

classified according to volunteer types and which provides a breakdown of the tasks 

and activities best suited to motivate these categorised volunteers (Macduff, 2006:31).  

 

The management of volunteers was highlighted as one of the most important but 

challenging tasks as successful volunteer management practices would lead to 

improved volunteer motivation, attraction, and retention. This was supported by the 

work of Krishnakumar (2019:2205) and Zievinger and Swint (2018:112) which states 

that volunteer management practices must be linked to motivational factors to 

effectively manager volunteers, otherwise it would lead to decreased numbers and 

demotivated volunteers (Zievinger & Swint, 2018:108). 

 

The NGO as a brand is a fundamental aspect to consider as to why volunteers would 

select one brand over another brand, as without the proper branding strategies, NGOs 

would be unable to attract and retain the volunteers required to achieve their strategic 

goals (Mitchell & Clark, 2020:2). Brand is a valuable assest to NGOs, linked to their 

repuation, image, and identity in the market; and those with a more favourable brand 

image would have greater potential for volunteer numbers (do Paço et al., 2014:12). 
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This links to the need to implement the right volunteer management practices to satsify 

the needs and wants of volunteers and be viewed as the go-to NGO for volunteering. 

 

The focus shifts to incorporating the knowledge gained in the literature review into a 

theoretical aspect by utilising the ADKAR Model of Change Management to improve 

the volunteer management practices within an NGO in order to improve their volunteer 

motivation, attraction, and retention whilst focusing on their enhanced brand image 

and reputation. Both the Multi-Paradigm Model of Volunteering and the ADKAR Model 

of Change Management were incorporated into a new recommended model for the 

NGO to follow to assess their volunteer management and brand and implement the 

required changes that would focus on the motivation of volunteers. This consolidated 

model is further explained in Chapter two and Chapter five of this dissertation. 

 

1.3. Problem statement 

 

Volunteer retention in South African NGOs is steadily declining due to poor volunteer 

management practices, which has resulted in a decrease in volunteer motivation and 

has left volunteers questioning their decision to stay with the NGO (Zievinger & Swint, 

2018:107). Recruitment, retention, and management of volunteers is becoming a key 

concern for volunteer managers (Ilyas, Butt, Ashfaq & Maran, 2020:190). According 

to Hager and Brudney (2004; cited by Cho, Wong, & Chiu, 2020:1), ineffective 

volunteer management practices within NGOs have resulted in two-fifths of volunteers 

ceasing to volunteer (Cho et al., 2020:1). 

 

With volunteers not being paid for their services, NGOs create a negative brand image 

around those who volunteer, fearing a reputation of exploiting volunteers and reducing 

future donations of time and money to the NGO. It is important to develop a favourable 

brand image, as the more positive the image, the greater the potential for time and 

monetary donations (do Paço et al., 2014:12). NGOs experiencing a decline in 

volunteer numbers are finding it difficult to achieve their strategic goals because of 

their unstable volunteer base and high turnover rate (Cho et al., 2020:1). 
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To achieve their strategic goals, management of NGOs must engage with and include 

their volunteers to reach meaningful outcomes that are in line with volunteers’ 

motivations and create a positive brand image (Ilyas et al., 2020:190). However, NGOs 

must first understand the different volunteer types, as well as the motivations and 

intentions of each volunteer type, to design effective volunteer management practices 

(Cho et al., 2020:2). The purpose of this research is to address this problem and 

contribute to filling the knowledge gap for brand image and volunteerism. 

The problem statement of this research is thus: 

 

A lack of understanding of volunteer management practices, negatively impacts the 

brand image of NGOs and their ability to attract and retain volunteers to achieve their 

strategic goals. 

 

1.4. Research aim 

 

The aim of this research is to understand the role of volunteer management practices 

to attract and retain volunteers in a South African NGO brand. 

 

1.5. Research objectives 

 

• To explore the role of volunteer types in motivational factors that attract and 

retain volunteers within a South African NGO. 

• To explore the role of volunteer management practices in attracting and 

retaining volunteers within a South African NGO. 

• To assess the role of current volunteer management practices in fostering a 

positive brand image of the South African NGO. 

• To identify practices that can be implemented as part of a change management 

strategy to address volunteer attraction and retention in a South African NGO. 

 

1.6. Delimitations, limitations, and assumptions 

 

With regards to the delimitations of the study, the research was conducted using 

volunteers and managers from a South African NGO in KwaZulu-Natal. The data 
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collected from volunteers focused on categorising volunteers by type, understanding 

their motivations and experiences within the selected NGO. Despite volunteers 

potentially having previous experience at other NGOs or organisations, data was 

limited to the specific NGO and any other comments or comparisons with previous 

experiences were not included. Volunteers and managers were selected based on 

specific population parameters and participants who did not meet these requirements 

were excluded. 

 

The research has some limitations which may detract from the value of the research 

findings. The research study is limited to one South African NGO which may differ from 

other NGOs thus limiting the relevance of the findings to one NGO. Additionally, 

collecting data from a variety of volunteers from differing NGOs or organisations may 

have provided contrasting or corresponding findings, which would have allowed for a 

deeper understanding of different volunteers and organisations. Additional limitations 

are discussed in Chapter five.  

 

With regards to the research problem for this study, there is an assumption that a poor 

brand image or brand reputation does not inspire volunteers and may cause a 

decrease in the number of volunteers choosing to stay or choosing to join the NGO. 

When comparing an NGO to an everyday organisation, which perhaps has a dedicated 

team and resources allocated to marketing and branding, NGOs may not experience 

the same level of commitment or resources, limiting their ability to attract and retain 

volunteers with the right volunteer management practices. Previous research 

assessed in the literature review provides evidence that there is not enough of a focus 

on understanding the reasons why people volunteer, resulting in NGOs not 

implementing the best practices to attract and retain volunteers through the lifecycle 

of volunteering.  

 

A further assumption, based on previous research, is that the NGO image as brand 

may not be strong enough against other brands, with limited brand awareness and 

brand touchpoints, reducing their competitive edge or key differentiation in the market 

for non-profit and non-governmental organisations (do Paço et al., 2014:12). 

 



 

7 

 

1.7. Research methodology 

 

The research methodology that was employed for this exploratory research study is 

outlined below. Chapter three provides a more detailed understanding of the research 

methodology for the study and each element is discussed in more detail further on. 

The figure below provides a graphical depiction of the key elements of the research 

methodology in the study, using the concept of Saunders’ Research Onion (2007:1) 

which describes the different decisions that need to be made in research methodology 

(Phair & Warren, 2021:1). 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1: Research Methodology Depicted in Research Onion (Authors Own) 

 

With the main aim to assess current volunteer management practices of a South 

African NGO whilst developing an understanding of volunteer motivation, volunteer 

types, and brand image, this study followed a qualitative research approach. An 

interpretivist paradigm is used interchangeably with qualitative research 

(Nieuwenhuis, 2016a:53). The study follows a relativist ontology and subjectivist 

epistemology. A relativist ontology assumes that reality is constructed intersubjectively 

through meanings and understandings developed socially and experientially (Cohen 

& Crabtree, 2006:1). A subjectivist epistemology assumes that individuals cannot 
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separate themselves from what they know, and how they understand the world, 

themselves, and others (Cohen & Crabtree, 2006:1). 

 

The design followed an exploratory, qualitative approach in which the researcher 

gathered data using exploratory questions to identify additional knowledge and 

research on the topic of volunteer motivation and volunteer management practices as 

existing research was unclear or presented limitations on the topics (Bougie & 

Sekaran, 2020:56). The research followed an inductive approach as it aimed to 

generate meanings from the collected data by identifying patterns and relationships. 

Inductive research focuses on exploring a previously researched phenomena from a 

different perspective and is best suited to qualitative methodology (Gabriel, 2013:1). 

Data was collected by means of semi-structured interviews and a focus group, which 

are viewed as the best of both worlds as they contain elements of structured and 

unstructured questions to produce reliable, flexible, and comparable results and 

utlised best within exploratory studies (George, 2022:1).  

 

The research instrument designed to gather an in-depth understanding of the topic 

followed a set of questions designed for both the semi-structured interviews and focus 

group. These questions and interview guide are provided in Annexure one and two. 

Questions were designed based on previous research and structured in such a way 

as to gain valuable and in-depth data. Participants were able to talk at length about a 

topic while the researcher gathered vast amounts of information on ideas, attitudes, 

feelings, and experiences. 

 

The time outlined for the collection of the data was one day, to schedule the semi-

structured interviews with the managers and the volunteers on the same day for ease 

of convenience. Thereafter the researcher moved through the study in a cross-

sectional manner, which is best suited to collecting data that is pertinent to the purpose 

of the study (Bougie & Sekaran, 2020:112). 

 

With regards to the sample size of the study, the use of non-probability sampling was 

employed to select a sample from the population. The population consisted of 

individuals at a South African NGO based in Kwa-Zulu Natal. The target population 
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included both NGO managers and volunteers. For the NGO managers the parameters 

involved managers who had been employed at the NGO for longer than a year and 

who were specificlly involved in the management of volunteers. For the volunteers, the 

parameters included individuals with experience in volunteering with the NGO for a 

minimum period of three months.  

 

Through the use of purposive sampling, individuals were selected from the population 

based on their ability to fulfil the required parameters. Purposive sampling was best 

suited to the study as the researcher worked within the NGO and was able to select 

individuals who would provide data-rich repsonses. With the unit of analysis involving 

human participants, the sample size for the volunteers was between 10 and 12 

volunteers and two to three managers in order to achieve data saturation to enchance 

the validity and reliablity of the study. The necessary permission was obtained by the 

NGO to conduct the study on the NGO as a brand and the researcher contacted a 

senior manager for assistance to schuedule a group of volunteers available for the 

focus group and managers available for the semi-structured interviews. 

 

The focus group and semi-structured interviews were recorded with the informed 

consent of the participants and the researcher took notes on body language and other 

important points which were vital for the analysis of the data. The audio recordings 

were then transcribed verbatim to allow for more convenient qualitative content 

analysis. 

 

1.8. Ethical considerations 

 

With the study focused on understanding volunteers’ motivations and managers’ 

perceptions of the NGO’s volunteer management practices, there was an element of 

human interaction which highlights a greater need to ensure ethical guidelines were 

followed. Chapter three discusses the ethical considerations and outlines the 

guidelines that were followed by the researcher to ensure the protection of the well-

being and interests of the voluntary participants. Guidelines such as ensuring 

transparency of the process to participants, obtaining the necessary informed consent 

for participation and audio recording, as well as a detailed explanation on their 
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involvement as a voluntary participant with the ability to withdraw at any point in the 

study are addressed. The researcher had a responsibility to the participants to remain 

neutral and impartial, communicate the findings, ensure confidentiality, and build a 

rapport with volunteers. In addition, as the study was focused on a particular NGO, 

institutional consent to use the brand’s name was obtained. 

 

Utilising the work by David, Resnik and Shamoo (2011:1) and the Belmont Report 

(Department of Health, Education, and Welfare, 1979:4) the researcher had to ensure 

additional factors of honesty, comprehension, respect, accountability, and 

professionalism, which are explained in more detail in Chapter three. 

 

1.9. Chapter outline 

 

Table 1: Chapter Outline (Authors Own) 

 

Chapter Number and Title Outline 

Chapter 1: Introduction 
The background, problem statement and research purpose 
are identified. The research questions, objectives and 
significance of the study is outlined. 

Chapter 2: Literature Review 

The theoretical framework is discussed with a review of 
relevant research on volunteer motivation and effective 
volunteer management practices to attract and retain 
volunteers. The research is organised according to key 
concepts. 

Chapter 3: Research 
Methodology  

The research design is presented, and sample population 
identified with the outlined qualitative data collection and 
analysis process followed. 

Chapter 4: Data Analysis 

The findings and insights derived from the data collected is 
analysed and presented according to research objectives. 
The ethical considerations and reliability and 
trustworthiness of the study will be outlined. 

Chapter 5: Findings and 
Recommendations 

The limitations of the study as well as the contribution of 
the study and suggestions for future research will be 
outlined. 

Chapter 6: Conclusion 
The study is concluded with a discussion of results in 
relation to the research question.  
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1.10. Rationale 

 

The purpose of the research study is to explore how volunteer management practices 

attract and retain volunteers within a South African NGO. In the search for effective 

volunteer management practices, understanding volunteer motivation and retention 

was chosen as the main focal area. The study will add to knowledge in the field of 

volunteerism and provide insight into types of volunteers, volunteer motivation and 

retention, and existing volunteer management practices. The study analysed the 

factors that influenced volunteers’ decisions to support one NGO over another.  

 

The study's recommendation of a potential model for change management, combining 

the Multi-Paradigm Model of Volunteering and the ADKAR Model of Change 

Management into one consolidated model, contributes to addressing the research 

problem. This model can be used by the NGO to improve volunteer management 

practices and foster a positive brand image of volunteering. The enhancement of 

volunteer management practices will result in a greater understanding of volunteers 

and how to best attract and retain them as a core part of NGO services, enhancing 

their brand reputation and assisting in achieving strategic goals. 

 

The above outlines the research problem, aim, and objectives that were addressed 

during this exploratory study on volunteer management practices to attract and retain 

volunteers in a South African NGO. The following chapter presents the relevant 

literature and theoretical aspects to understand volunteerism and brand image within 

the selected NGO. The key themes for the study are identified in the review of the 

literature and linked to the themes used for the thematic content analysis of the data. 
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Chapter 2: Literature Review 

 

The goal of this literature review is to provide an overview and analysis of previous 

research on volunteerism and brand image for NGOs. The literature review is divided 

into four themes, namely volunteer motivation, volunteer management practices, 

Volunteer Lifecycle, and NGO as a brand. Each theme provides critical insight into 

how an NGO can improve volunteer attraction and retention and outlines the themes 

that are required as part of a change management process in their pursuit of improving 

their brand image. The theoretical framework, consisting of the Multi-Paradigm Model 

of Volunteering and the ADKAR Model of Change Management are presented and 

their incorporation and utilisation for the study are discussed. The key concepts are 

conceptualised to develop a deeper understanding of the research purpose to improve 

the volunteer management practices and brand image of the selected NGO. 

 

Volunteering literature is extensive and spans a variety of topics and disciplines, with 

early volunteer research focusing on a particular population of interest or volunteering 

types (Kragt & Holtrop, 2019:2). The act of volunteering typically consists of the 

contribution of time to provide help or assistance without financial compensation 

(Gallegos, 2018:1). However, the recent focus on volunteer research centres 

predominantly on volunteer motivation and to a lesser extent volunteer retention. The 

focus of the studies identified below explores a variety of theoretical models aimed at 

predicting the motivations of volunteers to enable organisations to align their strategies 

to attract volunteers.  

 

2.1. Volunteer motivation 

 

Volunteer motivation is a key focus area in this study, highlighting the need to develop 

an in-depth understanding of volunteering and the best practices that can be 

implemented to attract and retain volunteers. Research conducted by Nencini et al. 

(2016:618) focuses on the factors that motivate volunteers. However, this research is 

addressed from the perspective of NGOs (Nencini et al., 2016:618). According to 

Ackermann (2019:1119), volunteering is identified as an essential element in modern 

society that lacks an understanding of why people volunteer in the first place 
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(Ackermann, 2019:1119). Ackermann (2019:1121) further identifies three key types of 

volunteering, namely formal, informal, and online. Using the Swiss Volunteering 

Survey, the findings attempted to determine a relationship between a volunteer’s 

personality traits and their decision to volunteer (Ackermann, 2019:1121). Although 

the study provides key insight into volunteer traits that motivate them to choose to 

volunteer, the study lacks an exploration of the motivational factors for volunteering 

within an NGO.  

 

Nencini et al. (2016:618) focus on the factors that promote satisfaction and sustained 

volunteerism from a non-profit and non-governmental perspective. The data collected 

by Nencini et al. (2016:618) was quantitative, however the findings presented are 

useful for the purpose of this study, as volunteer satisfaction was linked to the positive 

relationship volunteers had with NGO managers (Nencini et al., 2016:631). The study 

aimed to identify the motivations of volunteers and the organisational activities that led 

to increased volunteer satisfaction and the intention of volunteers to remain at the 

NGO. The type of activities with which volunteers were tasked within an NGO, has a 

strong correlation with their motivation and intention to remain as the activities should 

be characterised by a degree of autonomy, variability, and significance (Nencini et al., 

2016:632). 

 

With the role of volunteering being highlighted as crucial by Nencini et al. (2016:632), 

the need to understand volunteers is an important task of NGOs to effectively attract, 

manage, and retain these valuable resources (Nencini et al., 2016:632). The first step, 

according to Ashfaq, Butt, and Ilyas (2021:191) is to understand motivation, as 

volunteers devote their time based on some form of motivation, either intrinsic or 

extrinsic in nature (Ashfaq, Butt & Ilyas, 2021:191). The key to improving volunteerism 

within an organisation is to ensure that potential volunteers are exposed to activities 

that are aimed at satisfying their motivational needs and link to the characteristics 

identified by Nencini et al. (2016:632) to feature activities that showcase a varying 

degree of autonomy, variability, and significance to the volunteer (Ashfaq et al., 

2021:191; Nencini et al., 2016:632). This positively links to the theoretical Multi-

Paradigm Model of Volunteering through which volunteers are classified according to 

a certain volunteer type. These volunteer types have a set structure or method of 
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management and motivation to follow. Therefore, for NGOs to effectively advertise the 

activities best suited to attract and retain potential volunteers, knowing the type of 

volunteers can provide an indication to the NGO of which activities to advertise to 

recruit and attract the right volunteer and target their motivational needs. 

 

According to Ashfaq et al. (2021:192), volunteer motivation is different for every 

volunteer, as each has a different reason for volunteering, linking to four key 

aspirations of motivaiton: affiliation, beliefs, career development, and egoistic. To 

support these four key directions, Aboramadan et al. (2019:408) highlight the five 

factors from the Volunteer Functions Inventory (VFI) that relate directly to these points, 

such as values, enhancement, career, social, and protective (Aboramadan et al., 

2019:408). Clary and Snyder (1991, cited by Ashfaq et al., 2021:190) propose six key 

areas of motivation for volunteers, highlighting the key focus for designing or creating 

activities that motivate volunteers, namely enhancement (to feel useful and important), 

career (obtaining career experience), social (strengthening relationships), values 

(expressing humanitarian motives), protective (avoiding any negative feelings) and 

understanding (exploring new experiences and skills) (Ashfaq, et al., 2021:190). 

Aboramadan et al. (2019:408) analyse motivational factors through the use of a 

detailed set of questions, and their findings indicate that career and protective were 

the key drivers for volunteering, with social, values, and enhancement featuring not as 

significantly in volunteer motivation (Aboramadan et al., 2019:408).  

 

According to Aboramadan et al. (2019:414), the main factors of volunteering are 

enhancing their careers and feeling protected in their ventures, rather than building 

relationships and expressing humanitarian purposes (Aboramadan et al., 2019:414). 

In order to deisgn the right activities to attract and retain volunteers, NGOs need to 

understand the reasons and drivers for volunteers to donate their time. This will be 

addressed by the data collected from the focus group, comparing volunteers 

responses in the set of questions of their key factors for motivation and relate this to 

the VFI drivers. Through this comparision, volunteer motivational factors will be 

identified, filling the gap in volunteer management practices by designing activities that 

are focussed on these key drivers of the VFI. However, it is at this point that the 
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volunteer lifecyle becomes an important factor to consider, as volunteers will have 

different motivational factors at different points in their volunteer journey. 

 

2.2. Volunteer lifecycle 

 

To assist with developing a deeper understanding of volunteer motivation, an article 

by Aboramadan (2019:1) was reviewed as it focuses on identifying the factors that 

drive volunteering in non-profit organisations, which could be related to non-

governmental organisations. These factors are categorised as subjective dispositions 

(which included empathy, agreeableness, social phobias, solidarity, openness to 

experience, self-interest, and religion) and demographic characteristics (which include 

gender, race, age, and education) (Aboramadan, 2019:1).  

 

Through Aboramadan’s (2019:9) exploratory study, two non-profit organisations were 

compared with each other, one organisation fully reliant on volunteers to carry out 

daily, essential tasks and the other organisation that had paid employees to carry out 

these tasks. The study’s concept of centrality was determined by measuring the 

importance of volunteers’ contribution to the organisation mission. In organisations 

where volunteers are central to achieving their mission, good volunteer management 

practices are required (Aboramadan, 2019:9).  

 

Within this focus on volunteer practices, an interesting topic is addressed by Ferreira 

et al. (2009:9) in which volunteers fall within a lifecycle of three phases: exploratory, 

developmental, and mature phase (Aboramadan, 2019:9), as depicted in Figure two 

below. Each phase provides a vital understanding of a volunteer’s motivational factors 

and identifies potential activities or practices that should be followed to motivate, 

attract, or retain a volunteer, depending on which phase they are currently presenting 

within the NGO. The phases provide an indication to the NGO of where the most 

attention and change should be implemented for a positive impact on volunteer 

attraction and retention. 
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Figure 2: Volunteer Lifecycle (Ferreira et al., 2009:9) 

 

In the exploratory phase, volunteers are still indecisive about their reasoning to remain 

within the organisation (Aboramadan, 2019:9). In the developmental stage, volunteers 

feel more confident in their decisions and tend to contribute positively to the 

organisation (Aboramadan, 2019:9). In the mature phase, volunteers are actively 

contributing at a maximum level and can give to others (Aboramadan, 2019:9). 

Volunteers follow the Volunteer Lifecycle as indicated in the figure above by moving 

through the exploratory phase, through developmental by learning their key 

motivations and drivers of volunteering, and finally into the mature phase in which their 

volunteering has a positive impact on themselves and others around them. Ideally the 

attraction of a volunteer to an NGO is to develop them into the mature phase where 

they are an asset to the organisation (Aboramadan, 2019:9).  

 

This concept of the Volunteer Lifecycle has been linked to the Multi-Paradigm Model 

of Volunteering by identifying the type of volunteer as well as identifying which phase 

in the Volunteer Lifecycle the volunteer falls. Through this valuable classification of 

volunteers by type and by Volunteer Lifecycle, the tasks and activities designed in the 

volunteer management practices can be assessed to best suit the volunteer’s needs 

and motivations, increasing their satisfaction and intention to remain with the NGO.  

 

Understanding this lifecycle raises the important issue of volunteer retention, as event 

organisers and NGOs that rely on volunteers often struggle with volunteer shortages 

(Compion, Meijs, Cnaan, Krasnopolskaya, von Schnurbein & Abu-Rumman, 2021:2). 
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NGOs often have difficulty recruiting new volunteers and training enough available 

volunteers from which to draw future help as they lack understanding of the best 

practices to attract and retain these volunteers and develop volunteers into the mature 

phase (Compion et al., 2021:2).  

 

Questions posed to the volunteers aim to identify at which phase of the lifecycle they 

are currently in as it is vital for NGOs to design effective management practices that 

will motivate and support volunteers in the three different phases. The exploratory 

phase of the lifecycle involves practices that will be used to recruit and convince 

volunteers who are indecisive. The developmental phase involves practices centred 

around training volunteers to provide the necessary resources. The mature phase 

involves recognition and rewards to volunteers for their valuable contribution to the 

NGO (Aboramadan, 2019:10). Although the insight provided into the Volunteer 

Lifecycle by Aboramadan (2019:9) is an important aspect of this study, the 

recommendations for volunteer management practices to target the volunteers at each 

phase lack a deeper understanding and connection for NGOs. In response to this gap, 

the next theme of volunteer management practices will highlight additional steps that 

can be put in place in conjunction with the steps identified above for the Volunteer 

Lifecycle. 

 

2.3. Volunteer management practices 

 

According to Krishnakumar (2019:2195), volunteer management is defined as a 

systematic utilisation of volunteers in such a way for overall achievement of 

organisational goals, whilst ensuring these practices are unique to recruit and select 

the best volunteers to join the NGO (Krishnakumar, 2019:2195). Volunteers offer a 

diverse range of knowledge and skills to an NGO through their different backgrounds, 

educations, cultures, beliefs, and values. The management of volunteers within an 

NGO is one of the most challenging tasks and is pivotal to ensuring effective 

management without volunteers being underutilised (Krishnakumar, 2019:2195). The 

success of volunteer management practices is largely dependent on sustaining 

volunteers’ motivation levels, which were discussed in an earlier theme of volunteer 

motivation above. 
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Krishnakumar’s (2019:2205) study focuses on the volunteer management practices 

adopted by non-profit organisations in India and focuses mainly on managers within 

the volunteer programmes to gain their input and preferences of managing volunteers. 

The results indicate that despite the management abilities or skills of managers, the 

lack of a systematic framework with policies and strategies was evident, resulting in 

improper management of volunteers (Krishnakumar, 2019:2205). Limitations of this 

study include not developing an understanding that volunteer motivations differ from 

NGO to NGO and limited research on the retention of volunteers. In response to this 

limitation, the purpose of the present study is to gain a deeper understanding of the 

retention of volunteers, and although the study will only look at the motivational factors 

of volunteers within the selected NGO, it aims to provide a model that can be utilised 

by the NGOs to identify these unknown or misunderstood motivational factors. 

 

With a positive relationship established between volunteer management practices and 

volunteers’ intention to continue volunteering, there is a bigger shift in focus to 

ensuring an NGO implements the most effective volunteer management practices 

(Nencini et al., 2016:632). Cho et al. (2020:2) provide an additional definition of 

volunteer management in conjunction with Krishnakumar’s (2019:2195) definition 

above, in which volunteer management is involved in the activities contained in the 

management of volunteers’ service delivery and ensuring the establishment of 

required conditions for volunteers (Cho et al., 2020:2). Their qualitative study aims to 

look at volunteer management as the primary influence in the relationship between 

volunteers and the NGO, recognising volunteers’ potential and providing the 

volunteers with the right activities that target their motivation, improving their 

experience, and helping to retain them within the organisation (Cho et al., 2020:2).  

 

Practices that are recommended to enrich the volunteer experience, as posed by Cho 

et al. (2020:8) include volunteer empowerment by inviting volunteers to partake in 

decision-making, training and coaching, orientation to feel welcomed by the 

organisation, sense of satisfaction, social connections, and reward and recognition 

programmes (Cho et al., 2020:8). Limitations of the study include a limited sample, 

without results being generalisable to all volunteers. As indicated above, previous 
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research by Krishnakumar (2019:2205) could not be generalised to all NGOs as each 

NGO is different, which follows a similar issue with volunteers being different and 

thereby being unable to generalise the results of volunteer management to all NGOs. 

The exploratory research attempted to produce an effective and easy-to-follow 

approach that can be implemented within the selected NGO, based on the results 

obtained from the previous research.  

 

Cho et al. (2020) recommend future research be conducted outside of Singapore, with 

a range of volunteer demographics to gain deeper insight as well as measure the 

personal factors that influence volunteerism with emotional and behavioural 

responses. This volunteer study takes findings from the study in Singapore and 

explores a similar study from a South African perspective, with the incorporation of 

understanding volunteer motivation to address the research gap identified by Cho et 

al. (2020:8). 

 

In addition to the practices identified above, ensuring the right leadership style within 

the NGO to effectively manage and sustain volunteerism has been incorporated as a 

key practice, as the right leadership can enhance volunteer motivation and experience. 

Aboramadan (2019:9) identifies a leadership style that focuses on a nurturing 

approach to influence volunteers, which links to an important volunteer management 

practice identified by Bauer and Lim (2019:4) in which leadership and the relationship 

that a volunteer has with a supervisor within the NGO are valuable and an important 

focus (Bauer & Lim, 2019:4).  

 

The more connected volunteers feel with the organisation in question, the more likely 

they are to remain in their roles (Bauer & Lim, 2019:1). Ashfaq et al. (2021:198) also 

provide an indication of a leadership style in their study as the best practice for non-

profit organisations which follows along the style of a charismatic leader, who aims to 

maintain the intense contact, empowering followers, creating positive images, and 

articulating the mission and vision (Ashfaq et al., 2021:198). 

 

A greater level of support, appreciation, and engagement can lead to higher volunteer 

satisfaction and intention to remain (Bauer & Lim, 2019:4). Further to this, having the 
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right communication and branding strategies in place can also play a role in the 

satisfaction of volunteers, linking to additional research conducted by McCannon and 

Hahrie (2016:2) outlining six lessons that should be followed by NGO management to 

avoid the mismanagement of volunteers and ensure proper engagement with 

interested volunteers (McCannon & Han, 2016:2). These six valuable lessons for 

NGOs include ensuring volunteers dreams come true, create a sense of fellowship, 

build easy ways for volunteers to start, build rhythm that helps to grow and sustain 

volunteer excitement, create benchmarks and access to data for volunteers to track 

their progress, and ensure the volunteer programme is kept free of any fear or criticism 

(McCannon & Hahrie, 2016:2). McCannon and Hahrie (2016:2) highlight the 

importance of actively engaging with these six lessons to create a high-functioning 

group of volunteers, able to accomplish bigger goals (McCannon & Hahrie, 2016:5). 

 

This is further supported by Zievinger and Swint (2018:108), who focus on the need 

to link volunteer management practices to motivational factors to effectively manage 

volunteers (Zievinger & Swint, 2018:108). According to their study, there are certain 

factors that lead to decreased volunteer motivation such as lack of proper training, 

lack of verbal recognition, and lack of communication, however there is limited 

research on how volunteers perceive their ideal management and motivation to 

convince them to remain at an NGO (Zievinger & Swint, 2018:107). During the 

exploratory study, an in-depth understanding of the volunteers’ preferred management 

style and activities is investigated through a series of open-ended questions to 

discover their opinions.  

 

Zievinger and Swint’s (2018:112) conducted online surveys with volunteers to identify 

their motivational factors in relation to their intention to remain volunteering at the 

NGO. Based on their results, they identified key motivational factors as vital in 

volunteer management practices, such as training and recognition (Zievinger & Swint, 

2018:112). In their study, reference is also made to the Volunteer Functions Index 

(VFI) and a model is presented in which training, support, and recognition are required 

to target the six factors of volunteer motivation, social, value, career, understanding, 

protective, and esteem (Zievinger & Swint, 2018:108). A recommendation presented 

is to not only look at a volunteer’s intention to remain within an NGO for one year or 
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more years to come, but to rather measure their intention to stay for days or months 

from the point of questioning (Zievinger & Swint, 2018:113). 

 

In addition to the above literature, the NGO included in this study had presented at the 

conference for Education, Advocacy and Actions to Advance ESD in Southern Africa. 

A topic of discussion presented during the conference was the pitfalls and possibilities 

experienced by the volunteers (Burger, 2023:1). The focus was to better understand 

the highs and lows of volunteering, looking at opportunities and barriers. The topic 

highlighted a need for volunteerism to evolve into a co-learning space between 

volunteers and managers, supporting inclusivity, access, environmental practice, and 

increasing competencies (Burger, 2023:2). The NGO is focused on planning for the 

future, managing the present, and listening to the voices of the youth but requires an 

initial understanding of volunteer motivation and how best to improve volunteer 

management, improving their brand image as an NGO to be selected to volunteer their 

time (Burger, 2023:6). 

 

2.4. NGO as a brand 

 

An important theme to address is understanding the NGO as a brand and not only 

focusing on the reason why people volunteer, but rather why they would select one 

NGO brand over another. Mitchell and Clark (2020:2) offer a strong argument in the 

pursuit of understanding the role of branding in driving the volunteer choice between 

NGOs, as this is vital to obtain their strategic goals and mission (Mitchell & Clark, 

2020:2). Mitchell and Clark (2020:2) emphasise that non-profit and non-governmental 

organisations, need to attract and retain volunteers in order to achieve their mission, 

but they need to understand how best to appeal to these volunteers through minimal 

marketing and investment to attract the right volunteers (Mitchell & Clark, 2020:2). In 

their article, they note that previous literature on volunteers has focused on the 

motivational factors but there needs to be a shift in focus to brand as a strong driver 

in motivating volunteers to donate their time and resources (Mitchell & Clark, 2020:2). 

 

The role of branding from a non-profit perspective is understood from a deeper aspect 

of knowledge, highligting the importance of brand awareness as the significant 
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determinant of individuals’ selection between NGOs to volunteer their time and 

resources (Mitchell & Clark, 2020:4). In additon, the importance of touchpoints with 

volunteers at different stages helps to strengthen the brand image and positive brand 

experience (Mitchell & Clark, 2020:4). The touchpoints can be improved through the 

volunteer management practices implemented within the NGO. Their recommendation 

for future research involves developing an understanding of brand choice by 

volunteers during the decision-making process between different NGO brands. 

Questions posed to the volunteers who participated in the study aimed to exlpore the 

theme of NGO as a brand, by requesting qualitative responses to the reasons why 

volunteers had selected the NGO in question, to donate and volunteer their services, 

and why they had selected this NGO over others in the industry. 

 

Do Paço et al. (2014:12) support this approach in their article highlighting that brand 

can be a valuable asset to an NGO and it is a source of differentiation in the 

competitive markert of non-profit and non-governmental organisations (do Paço et al., 

2014:12). The brand of an NGO is linked to its repuation, image and identity, and how 

the brand is viewed by different stakeholders. With a more favourable brand image, 

there is greater potential for donations and volunteers, therefore it is vital for NGOs to 

focus on their brand image and reputation to attract and retain volunteers. Within the 

context of the purpose of this study, understanding how to improve volunteer 

management will create a more favourable experience and atmosphere for volunteers, 

improving the NGO’s brand image in the market. Implementing the right volunteer 

management practices to target the right volunteer types, adds to the strategy to 

improve brand image. Do Paço et al. (2014:13) recommend adapting the right 

marketing stratgies to center on satisfying the needs of their main stakeholders such 

as volunteers (Paco et al., 2014:13).  

 

Bennett and Gabriel (2003, cited by do Paço et al., 2014:13) suggest five key points 

to consider when creating a favourable brand image. These points include 

compassion, dynamism, idealism, focus on beneficiaries, and non-political image, 

resulting in more donations and volunteers. These five points will be linked to the 

suggested volunteer management practices incorporated in the framework through 

change management with ADKAR (do Paço et al., 2014:13). 



 

23 

 

2.5. Theoretical framework 

 

For this study, two key theories were selected that both explore an important aspect 

of volunteer motivation and management within an NGO. These theories include the 

Multi-Paradigm Model of Volunteering and the ADKAR Model of Change 

Management. Each theory has been selected purposefully and incorporated into the 

study to provide valuable insight into the management of volunteers through 

determining their volunteer type and motivational factors, to improve the attraction and 

retention of volunteers by improving the brand image and reputation of the NGO. 

 

2.5.1. Multi-Paradigm Model of Volunteering 

 

The Multi-Paradigm Model of Volunteering developed by Macduff (2006:31) proposes 

four basic types of volunteer types, namely traditional, serendipitous, social change, 

and entrepreneurial (Macduff, 2006:31). 

 

This model, which highlights the pattern with volunteer types, is based on the idea of 

a paradigm. The paradigm is a theoretical construct measuring volunteers against two 

continuums of volunteer behaviour, as depicted in Figure two below (Macduff, 

2006:31). It is rare to categorise a volunteer as one pure type, but rather to categorise 

them as falling between two continuums of the paradigm (Macduff, 2006:31). 

 

 

 

 

 

 

 

 

Figure 3: The Multi-Paradigm Model of Volunteering (Macduff, 2006:32) 
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To understand how to categorise volunteers, it is important to develop an 

understanding of the continuums, namely subjectivism to objectivism and stability to 

radical change.  

 

2.5.1.1. Subjectivism and objectivism 

 

On the one end, a subjective volunteer believes that the manager is driven and 

motivated by the organisational mission and believes that individuals are in control of 

creating their own reality. Within this belief, volunteers perceive that there are 

numerous ways to experience life and any difference is celebrated (Macduff, 2006:32). 

A serendipitous and entrepreneurial volunteer fall into this category. Whereas in 

comparison, an objective volunteer believes that seeking the truth or reality comes 

from a different place than oneself and is largely reliant on the structure and order that 

is standardised by the manager in the programmes or projects that they participate in. 

Traditional and social-change volunteers fall into this category (Macduff, 2006:32). 

 

2.5.1.2. Stability and radical change 

 

Within this continuum, the volunteer at one end prefers the stability or control of a 

situation and does not wish to change the status quo. Volunteers prefer an 

environment in which they know what to expect and can predict the outcomes. 

Serendipitous and traditional volunteers fall within this side of the continuum (Macduff, 

2006:32). From the radical change perspective, volunteers want to achieve a 

fundamental change and look for programmes that stimulate their vision and need for 

change. The entrepreneurial and social-change volunteers are motivated within this 

side of the continuum (Macduff, 2006:32). 

 

In understanding the continuum, questions posed to volunteers during the focus group 

interview were designed in such a way that responses would provide an indication of 

where each volunteer falls along the continuum and which category of volunteer they 

would most identify with. The volunteer types are centred around four main categories, 

which are defined and the key defining factors of motivations discussed below. These 

motivations and best suited practices proposed by Macduff (2006:31) provide vital 
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input to the NGO in designing their volunteer management practices as this knowledge 

provides a basic understanding of the types of volunteers they have and how best they 

can motivate, attract, and retain them through different practices or strategies. 

 

2.5.1.3. Traditional volunteer 

 

The most familiar type of volunteer found in NGOs is referred to a traditional volunteer 

in which individuals enjoy constant, incremental change and are happy to follow a set 

outline of activities selected by the organisation and are paired by the organisation to 

activities based on activities and experiences (Macduff, 2006:33). These types of 

volunteers impact organisations in a predictable manner and organsiations rely on 

their extended presence and skill to carry out the tasks successfully.  

 

To effectively manage and motivate these traditional volunteers, NGO management 

has to ensure that volunteers feel that their service is part of a history of service and 

the volunteer programmes follow a set hierarchical structure with a set leader and 

reporting procedures. These volunteers are not motivated by surprises, they want 

predictable work, with required materials readily available upon their arrival to the 

programme. Being included in the change process with regular communication 

between the volunteer and NGO is a requirement and they are motivated by 

expressions of apprecaition for their work (Macduff, 2006:33). Key requirements for 

volunteer management programmes include defined job responsibilities, supervision, 

contact to management, and recognition and acknoledgment for their service 

(Macduff, 2006:33). 

 

2.5.1.4. Serendipitous volunteer 

 

In comparison to traditional volunteers, there are serendipitous volunteers who choose 

to volunteer at a particular point in time, with a flexible schedule and no rigid 

organisational structure. Like traditional volunteers, they like a level of stability and 

want to be part of incremental change, but this is a more informal type of volunteering 

in which the individuals prefer to have tasks available when they are available to 

volunteer (Macduff, 2006:34). Flexbility is their key motivation and having the ability to 
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work within an interactive group. Serendipitous volunteers like to be part of an 

organisation but with a loose relationship, only called upon when there is a task and 

the volunteer can decide how and when they will provide their services (Macduff, 

2006:34). 

 

Volunteer management practices need to incoproate the option for volunteers to 

design their own tasks as they deliver services in their own time. There should be a 

meeting in person to discuss the expectations between the volunteer and NGO and 

providing access to consensus with decision-making. Gentle guidance with sharing 

information is the preferred management style of serendipitious volunteers rather than 

an organisation dictating their tasks, as these volunteers have little patience and do 

not respond to strict supervision. The opportunity for connections to be made between 

real-world problems and volunteer work is vital for serendiptious volunteers to feel that 

their service is contributing positively (Macduff, 2006:34). 

 

2.5.1.5. Social-change volunteer 

 

This type of volunteer actively seeks something new and radical such as a new 

system, product, or service as the response to their perception of an unmet need of 

the market or community. With change and action being the goal, these volunteers are 

driven by the self-fulfilment of pursuing the avenues to achieve these goals. Motivation 

is linked to innovation and the search for solutions to problems (Macduff, 2006:35). 

They have a desire to experiement with new approaches to achieve the ultimate 

outcome, which is the driving force behind their actions. These are individuals who 

advocate for social change and are cause-driven (Macduff, 2006:35). 

 

The management of these volunteers involves providing activities that are challenging, 

with high expectations. Activities that involve sitting or repetition offer no interest to 

social-change volunteers and they are known to raise conflict to stir up change on their 

path to social change. Volunteer management practices need to incorporate creative 

ways to channel this conflict, while providing room for the development of new 

strategies. These volunteers are perceived as dangerous or out of control by traditional 
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NGOs but given the right platform, these volunteers can be vital to improve a stale 

programme (Macduff, 2006:35).  

 

2.5.1.6. Entrepreneurial volunteer 

 

An entrepreneurial volunteer is least likely to respond to conventional management 

strategies and requires a different volunteer management practice to motivate and 

retain these volunteers within an NGO. These volunteers title themselves as doers of 

good, acting outside of the NGO boundaries, driven by the need to act on justice in 

their own way (Macduff, 2006:35). The biggest difference is that entrepreneurial 

volunteers act individually in their pursuit to find what is not working and implement 

empowering solutions. Although they can operate outside of an NGO, they can also 

cooperate within an NGO to benefit their mission or task (Macduff, 2006:35). 

 

Management of entrepreneurial volunteers is not an easy task as they can become 

unhappy with traditional management systems and are not easily recruited or attracted 

by NGOs. To attract entreprenuerial volunteers, NGOs need to offer tasks that can be 

done independently with substantial change. These volunteers are willing to offer their 

ideas to a cause but have to have the right channels to provide their ideas and be able 

to work independently to action these solutions (Macduff, 2006:35). 

 

The understanding gained from the above definitions of volunteer types provides 

insight into the volunteer management practices and the strategies that can be 

implemented to best manage these volunteers. The questions posed to the NGO 

managers aimed at understanding their current volunteer management practices and 

to look for areas of improvement. During the focus group interviews with the 

volunteers, questions posed aimed to classify the participating volunteers into one of 

the four types identified above, based on their responses to the questions. The 

recommendations for volunteer management will be utilised as insights in the ADKAR 

Model of Change Management, to take the NGO through the necessary change 

management to improve their volunteer management and brand image as an NGO 

that positively motivates volunteers in their attraction and retention strategies. 
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2.5.2 ADKAR Model of Change Management 

 

Change is viewed as an inevitable moment that organisations must endure and within 

non-profit or non-governmental organisations, change can lead to resistance, 

uncertainty, and misalignment of the vision. For this study, the proposed change is to 

improve the volunteer management practices within an NGO in an attempt to improve 

volunteer motivation, volunteer attraction and retention, as well as the brand image 

and reputation of the NGO. To assist the NGO with this proposed change, a 

recommendation for a change management model is required. 

 

The ADKAR Model of Change Management has featured in some of the best change 

management models for NGOs, utilised to achieve the greatest benefit from their 

change initiative (Angtyan, 2019:179). In addition, it is viewed as a practical answer to 

effective change management (Angtyan, 2019:179).  

 

The ADKAR Model of Change Management was developed by Jeff Hiatt, first 

published in 2003, and is an outcome-orientated model to set clear milestones to take 

an organisation through change (Malhotra, 2019:1). The model focuses on five actions 

necessary for organisational change, with ADKAR – an acronym for Awareness, 

Desire, Knowledge, Ability, and Reinforcement, as depicted in Figure four below 

(Malhotra, 2019:1).  

 

 

 

 

 

 

 

Figure 4: ADKAR Model (Malhotra, 2019:1) 
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2.5.2.1 Awareness 

 

Understanding why there is a need for a certain level of change is the first important 

step for an organisation to act. The reasoning and planning behind the change are 

identified in this stage and through detailed communication, the organisation shares 

the awareness with others to ensure everyone understands why the change is 

necessary. Factors to consider in this stage include assessing the current state of the 

organisation, circulation of miscommunication, and how people perceive the problem 

(Angtyan, 2019:180). 

 

2.5.2.2 Desire 

 

This step represents the motivation of an individual to make the personal decision to 

support and participate in the proposed change. An organisation needs to understand 

the factors that influence an individual’s desire and not make the common mistake of 

assuming that by creating awareness they have created the necessary desire. By first 

creating full awareness, an organisation can move to the next step of creating the 

necessary desire for others to support the change (Angtyan, 2019:180). 

 

2.5.2.3 Knowledge 

 

Through education, coaching, and training, the knowledge of how to implement the 

change is shared with others. However, this is not only limited to identifying how to 

change but also identifying how to perform once the change has been implemented. 

There are additional factors to consider such as the availability of resources to train, 

capacity of individuals to understand, and access to the required knowledge (Angtyan, 

2019:180). 

 

2.5.2.4 Ability 

 

This refers to the organisation’s ability to implement the required changes and achieve 

the desired performance and outcomes. Looking at understanding the difference 

between theory and practice, to take the theory of the change gained in the previous 
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steps and put this into action in the organisation. This takes time and is encouraged 

through training, coaching, and mentoring (Angtyan, 2019:180). This involves looking 

at factors of any blocks and obstacles, ensuring sufficient time and availability of 

resources (Angtyan, 2019:181). 

 

2.5.2.5 Reinforcement 

 

This focuses on sustaining the change that was implemented and that no one reverts 

to the old ways through positive feedback, encouragement, and taking corrective 

action. This can be the most difficult stage, to ensure the change is sustained and 

organisations need to take into consideration the degree to which reinforcement is 

meaningful, the absence of negative feedback, and that accountability is in place to 

measure the change (Angtyan, 2019:181). 

 

According to Hiatt (2006:1), the five actions are viewed as building blocks, each vital 

for organisational change and following a sequential approach in which each step 

needs to be completed, before moving to the next step (Angtyan, 2019:180). This is 

an important element of this study, as the NGO will need to go through each step of 

the model to understand the change that is required. The ADKAR Model was selected 

as the preferred model within the study due to the simplistic and easy to understand 

and follow design. 

 

An important advantage of the ADKAR Model is the intense focus on human resources 

during the change process, taking into consideration the employee or volunteer 

involvement in the change as a vital step (Hamdo, 2021:9). In connection with Hamdo 

(2021:9), the usefulness of the ADKAR Model is mirrored by Angtyan (2019:181) in 

their assessment of the model as important for individual change, ensuring that each 

person is taken through the transition (Angtyan, 2019:181). 

 

Although the ADKAR Model is an excellent framework for change management, it 

does offer an improved opportunity to be incorporated with a human element such as 

considering the volunteer types and behaviours in the Multi-Paradigm Model of 

Volunteering. There are limited research and examples of the ADKAR Model being 
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incorporated with a human element of behaviour and type, therefore this will be a new 

aspect to explore and contribute to the body of change management knowledge. 

 

The Multi-Paradigm Model of Volunteering by Macduff (2006:31) is an example of how 

best to understand volunteers, as through a series of questions posed to volunteers, 

the researcher can identify the type of volunteer they are based on the four types 

mentioned above (Macduff, 2006:32). Once the volunteer has been identified, the 

model provides more information on how to motivate, encourage and work with these 

volunteers. This provides vital information to an NGO but if they are unable to 

understand how to utilise this information in the correct manner, it will be useless and 

ineffective to improve their strategies or brand image. In addition to classifying the 

volunteers as types, the volunteers, through their responses to certain questions, were 

classified according to the Volunteer Lifecyle, identifying at which stage they fall as 

this will also contribute to understanding how best to motivate these individuals 

depending on whether they are in the phase of exploratory, developmental, or mature. 

 

The effectiveness of the ADKAR Model becomes an important step in this research as 

the model will be combined with the Multi-Paradigm Model of Volunteering to provide 

an in-depth model that an NGO can use to take their organisation through the 

necessary change to improve brand image and volunteer attraction and retention. In 

this case, it is therefore proposed for a change in the volunteer management practices 

that are designed to attract and retain volunteers based on the information obtained 

from the Multi-Paradigm Model of Volunteering.  

 

The ADKAR Model will assist in assessing the NGOs’ current effectiveness of their 

volunteer management, to then incorporate an understanding of volunteers and the 

desired strategies to attract and retain those volunteers, whilst improving their brand 

image. In addition, the five points to consider when creating a favourable brand image, 

as proposed by Bennett and Gabriel (2003:13) – compassion, dynamism, idealism, 

focus on beneficiaries, and non-political image – will be incorporated into the ADKAR 

Model to ensure the volunteer management practices that will be implemented will 

effectively attract volunteers and create the brand awareness as a reputuable NGO to 

volunteer their time and services. 
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Figure five below provides a breakdown of the key concepts and theoretical models 

that were identified in the literature review and showcases how these concepts were 

incorporated to provide the overall model recommendation for the NGO at the end of 

this study. The first section incorporates the Multi-Paradigm Model of Volunteering and 

Volunteer Lifecycle to identify the type and phase as the first step in understanding the 

volunteer motivations and the desired activities that focus on volunteer attraction and 

retention. In the second section, the ADKAR Model of Change Management is 

incorporated to assess the current NGO’s volunteer motivation practices in relation to 

understanding the types and phases of volunteers that are currently volunteering their 

time at the NGO. In the third section, focusing on the five points of creating a 

favourable brand image, the NGO is provided with an identified, if required, possible 

recommendations on methods they can implement to improve their brand image and 

reputation as an NGO at which to volunteer as the NGO focuses on the volunteer 

motivational factors and providing the best practices to attract and retain volunteers. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 5: Consolidated Model of Research Purpose (Authors Own)  
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2.6 Conceptualisation 

 

Volunteer: Wilson (2012, cited in Ackermann, 2019:1121) defines volunteers as 

acting in an informal or formal manner to freely provide time to benefit another person, 

group, or NGO (Ackermann, 2019:1121). 

 

Volunteerism: volunteerism has been defined as a planned social behaviour, through 

offering voluntary service to gain benefits and participation is based on motivation to 

serve community and society (Aboramadan et al., 2019:406). 

 

Volunteer motivation: according to Reinklou and Rosén (2013:2), volunteer 

motivation influences a volunteer’s behaviour and gives necessary energy to make the 

effort to achieve set goals. Kyi (2021:28) states that volunteer motivation is the feeling 

of enthusiasm and passion by a volunteer towards their work. This motivation will 

result in volunteer retention. Volunteer motivation increases when volunteers receive 

effective management support (Kyi, 2021:28). 

 

Volunteer Functions Index (VFI) includes six functions of volunteer motivation: 

values (desire, person), understanding (training, skills, knowledge), social (belong, 

relationships, people), career (job, internships, experience), protective (guilt, 

loneliness), and enhancement (self-development, growth) (Aboramadan et al., 

2019:408). The VFI will be utilised in conjunction with the Multi-Paradigm Model of 

Volunteering to identify the factors that motivate the volunteers within the NGO. 

 

Change management is a process through which an organisation enables change 

and improves organisational capabilities for effectiveness (Hiatt & Creasey, 2022:1). 

The use of the ADKAR Model will provide a change management framework that can 

be followed by the NGO to improve their volunteer management practices. 

 

Volunteer management practices comprise the management activities that work to 

create the required condition for volunteers to thrive such as recognising the potential 

in volunteers and maximising the volunteers’ experience to be meaningful and 

worthwhile (Cho et al., 2020:3). The practices include having the correct leadership 
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strategies, communication strategies, and branding strategies to attract and retain 

volunteers. 

 

Volunteer retention and volunteer attraction form a crucial component of volunteer 

management and the organisation’s ability to keep and engage actively with their 

volunteers over a period as well as the ability to attract volunteers using initiatives 

(Waters, 2022:1).  

 

Non-governmental organisation: an NGO falls within the category of a non-profit 

organisation operating independently from government funding or programmes and 

operating for the benefit of society (Gresham, 2017:1).  

 

NGO as a brand: brand is understood as the perceptions of stakeholders about an 

organisation linked to the reputation, identity, and image. A strong brand is an asset 

for NGOs and instead of the term brand being linked to products or services but rather 

to the organisation itself (do Paço et al., 2014:2). 

 

The above concepts provide insight into the main discussion points that were 

assessed during the study, together with understanding the key seminal literature 

sources that have provided a basis for moving forward with volunteerism. Exploring 

the limitations or gaps within the above literature highlights the importance of this study 

to address these concerns and provide knowledge into this field. Using the theoretical 

frameworks identified, an integrated model will be developed for the NGO to follow.  

 

With the energy of volunteers viewed as such a vital force in sustaining non-profit 

organisational goals, the importance of volunteers as valuable backbones to the 

survival of NGOs has increased. Organisations need to develop the necessary 

understanding of how best to manage these volunteers, to improve their brand image 

and reputation for volunteers to donate their time, and to attract and retain the right 

volunteers who will contribute to the strategic goals of the organisation.  

 

Considering the above analysis of the literature, the study aims to provide an NGO 

with this in-depth understanding and tools that can be utilised through change 
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management to improve their volunteer focus. The next chapter, titled research 

methodology, outlines the process followed during the study to obtain valuable and 

insightful information to incorporate into the proposed integrated model. The research 

methodology outlines the method, sample population, data collection instruments, and 

constraints of the research methodology employed. Through semi-structured 

interviews and a focus group, a detailed awareness of the current volunteer 

management practices as well as detailed responses of the factors that motivate 

individuals were obtained and utilised as the insight into creating an integrated model 

that the NGO can follow, highlighting the importance of brand management and 

change management to improve volunteer management practices and the NGO’s 

brand image. 
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Chapter 3: Research Methodology 

 

Careful thought and consideration have been given to identifying the research design 

and method followed during this exploratory study. This chapter outlines how the 

design was applied to the study by identifying the paradigm and type of study followed, 

and how the data was collected and analysed with the use of different research 

instruments and tools available for a qualitative study (Hofstee, 2018:108). 

 

3.1. Research paradigm 

 

This qualitative research study assesses the current volunteer management practices 

of a South African NGO whilst understanding volunteer motivation, volunteer types, 

and brand image. Following an interpretivist approach, the research explores the 

phenomenon of volunteer management practices in more detail. The interpretivism 

paradigm is associated with the position of idealism and groups together diverse 

approaches such as social constructivism, phenomenology, and hermeneutics 

(Gabriel, 2013:1). Interpretivism is used interchangeably with qualitative research 

(Nieuwenhuis, 2016:53). Access to reality is only possible through social constructions 

such as language, consciousness, shared meanings, and instruments. Interpretivists 

attempt to understand phenomena through the meanings that people assign to them 

(Antwi & Hamza, 2015:218), which results in understanding the subjective experiences 

of individuals. The interpretivist researcher therefore is the research instrument, 

applying their skills to receive information in natural contexts to uncover meaning by 

exploratory procedures (Dudovskiy, 2023:1).  

 

The study follows a relativist ontology and subjectivist epistemology. A relativist 

ontology assumes that reality is constructed intersubjectively through the meanings 

and understandings developed socially and experientially (Cohen & Crabtree, 2006:1). 

A subjectivist epistemology assumes that individuals cannot separate themselves 

from what they know, and the investigator and object of investigation are linked such 

that who they are and how they understand the world is a central part of how they 

understand themselves, others, and the world (Cohen & Crabtree, 2006:1). 
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3.2. Research design 

 

The research design followed an exploratory, qualitative approach in which the 

researcher gathered data using semi-structured interviews and a focus group, 

following informal discussions. Exploratory questions were implemented when existing 

research was unclear or had certain limitations or there was a lack of knowledge about 

a particular topic, such as volunteer motivation and volunteer management practices 

(Bougie & Sekaran, 2020:56).  

 

The research design entailed data collected by means of semi-structured interviews 

and a focus group developed based on information required (Bougie & Sekaran, 

2020:119). Semi-structured interviews and focus groups are viewed as the best of 

both worlds as they contain elements of structured and unstructured questions to 

produce reliable, flexible, and comparable results and utlised best within exploratory 

studies (George, 2022:1).  

 

The use of semi-structued interviews and focus groups is valuable for an exploratory 

qualitative study as the researcher is able to ask additional questions, not part of the 

interview protocol, based on information provided by volunteers, providing access to 

new information and factors, leading to a deeper understanding (Bougie & Sekaran, 

2020:120). Semi-structured interviews with the NGO managers were used to gain a 

deeper understanding of the current volunteer management practices and brand 

management employed by the NGO.  

 

NGO managers have detailed knowledge of the purpose and implementation of 

volunteer management practices and were able to provide in-depth knowledge on the 

effectiveness of these practices. This allowed the researcher to assess the current 

practices utilising the data obtained through the analysis of previous literature outlining 

the recommended activities and practices that should be followed by an NGO to attract 

and retain the volunteers. The questions were structured from previous volunteer 

management practice research which was utilised to create a best practice approach 

or ideal management practice to implement for the purpose of improving attraction and 

retention of volunteers as well a brand image and reputation. 
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Furthermore, the focus group with current NGO volunteers was used to understand 

volunteer motivations and identify volunteer types and phase in the Volunteer 

Lifecycle. Questions were designed in a logical flow, with warm up questions to make 

respondents feel more comfortable and understand the purpose of the study. Using 

probing tactics and follow up questions, the researcher aimed to gain deeper insight 

into responses. The questions were designed in such a way as to determine a 

response that will categorise the volunteer in terms of volunteer type and Volunteer 

Lifecycle phase. Participants can talk at length about a topic while the researcher 

gathers vast amounts of information on ideas, attitudes, feelings, and experiences.  

 

With the data gathered, volunteers were categorised into different types of volunteers 

and phases in the Volunteer Lifecycle by the researcher, identifying potential new 

volunteer management practices to attract and retain those volunteers. This 

categorisation of volunteers into types and phases in the lifecycle, was utilised to 

assess the current NGO volunteer management practices and identify and 

recommend potential new volunteer management practices to attract and retain those 

volunteers. 

 

Through the semi-structured interviews with managers and focus groups with 

volunteers, the researcher incorporates a guide that can be followed to assist with the 

moderation and control of the manager and volunteer participants in the study. These 

guides, which include an outline of the semi-structured interview and focus group, 

have been provided in Annexure one and two, including a breakdown of the questions 

designed for the NGO managers and volunteers.  

 

The research followed an inductive approach as it aims to generate meanings from 

the collected data in order to identify patterns and relationships. Inductive research 

focuses on exploring a previously researched phenomena from a different perspective 

(Gabriel, 2013:1). Analytic induction is a best-fit strategy to qualitative studies in which 

the researcher attempts to gain universal explanations of a phenomenon, such as 

volunteer motivation through the collection of data using qualitative methods such as 

semi-structured interviews.  
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With the responses collected from participants on volunteer motivation to attract and 

retain individuals within the selected NGO, the responses were analysed to address 

the research problem. Inductive reasoning allows the researcher to modify the 

phenomena explanation during the process of the research (Bougie & Sekaran, 

2020:321). 

 

3.3. Research methodology 

 

3.3.1. Population and sampling  

 

The population for the study consisted of staff and volunteers at a South African NGO 

based in Kwa-Zulu Natal. The target population consisted of NGO volunteers and 

managers. The population parameters for volunteers of the South African NGO were 

individuals who had experience volunteering with the NGO for a minimum period of 

three months. The population parameters for NGO managers included those who had 

been employed by the NGO for a minimum period of one year, were full time 

employees of the NGO, and were specifically involved with the management of 

volunteers for the NGO.  

 

Non-probability sampling was utilised to sample participants from the population using 

a subjective method. Through purposive sampling, the individuals who fulfilled the 

population parameters were purposefully selected. This was deemed the most 

appropriate sampling method as the researcher works within the NGO and could 

identify participants that fulfil the specific parameters and are able to provide 

information-rich responses. The time outlined for the collection of the data was one 

day, to schedule the semi-structured interviews with the managers and the volunteers 

on the same day for ease of convenience. Thereafter the researcher moved through 

the study in a cross-sectional manner, best suited to collecting data that is pertinent to 

the purpose of the study to understand volunteer motivation (Bougie & Sekaran, 

2020:112). 

 

The unit of analysis for this study were human participants. The sample size for this 

study consisted of between 10 and 12 NGO volunteers and two to three NGO 
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managers. The researcher aimed to achieve data saturation where no new information 

will be obtained. A saturation point helps to ensure validity and reliability of the study, 

saving the researcher valuable time and resources. With semi-structured interviews, 

when there is repetition with responses, saturation has been reached and, according 

to Hennink and Kaiser (2022, cited by Mwita, 2022:3), saturation levels for semi-

structured interviews are between the 9th and 17th interview, with an average of the 

13th interview reaching the saturation point (Mwita, 2022:3).  

 

The researcher aimed to interview a total of 14 individuals, with 12 volunteers and two 

managers, sufficiently reaching the average saturation point. With the volunteers and 

managers that were available to attend the scheduled sessions, there were 10 

volunteers and two managers, effectively providing 12 individuals for data collection. 

In addition, the data saturation point does not only depend on the number of individuals 

or that there is only one focus group, it is also reliant on the number of questions and 

the data obtained from the questions to gain access to the information required to 

address the research objectives and questions. 

 

Much of the previous literature on volunteerism, volunteer management practices, and 

volunteer motivation were conducted quantitatively and therefore did not provide much 

insight into qualitative sample sizes. Sample adequacy in qualitative research refers 

to the appropriateness of the sample composition and size (Vasileiou, Barnett, Thorpe 

& Young, 2018:1). Sampling adequacy for this study was achieved by adhering to the 

specific population parameters and purposively selecting participants to yield rich 

information and reach data saturation. For the sampling process, it is important that 

the sample strategy generates rich information and transferability of findings and be 

feasible in terms of money and resources.  

 

3.3.2. Data collection 

 

The development of semi-structured interview questions was guided by an extensive 

analysis of previous literature. Past sources were used to generate a set of questions 

for both the interviews and focus group, with questions based on a review of the 

literature and an understanding of the proposed theories. The researcher utilised the 
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questions to guide through the theories of Multi-Paradigm Model of Volunteering and 

the ADKAR Model of Change Management.  

 

The purpose of a semi-structured interview is to obtain research-relevant information 

and the questions were therefore centred on accessing the data required to achieve 

the research objectives of describing the phenomenon (Dilshad & Latif, 2013:192). A 

focus group approach was used to assess volunteers’ attitudes, behaviours, 

preferences, and dislikes towards the series of questions posed by the facilitator. 

These questions followed a semi-structured approach, where specific questions were 

asked to categorise volunteer types and Volunteer Lifecycle phases and the ability to 

ask ad hoc questions based on the responses of volunteers. Semi-structured 

interviews and focus group can be conducted in a natural manner, with a set of pre-

determined questions but with the option to expand and ask additional questions 

based on responses to gain deeper insights from the volunteers who are able to 

express their opinions and views of the selected NGO as well as lived experiences. 

The Multi-Paradigm Model of Volunteering informed the questions required for 

volunteer type categorisation. 

 

Permission was obtained from the NGO to conduct research with its managers and 

current volunteers using the required consent forms. The researcher contacted a 

senior manager at the NGO to obtain the required approval. The senior manager used 

their judgment, experience, and knowledge of the NGO to identify the managers to be 

interviewed. An email detailing the relevant date and time of the focus group as well 

as the purpose of the research was sent to the NGO senior manager who then shared 

this information and invited the selected volunteers to participate in the session to be 

moderator by the researcher.  

 

The design of the semi-structured interviews and focus group set of questions was 

pre-tested as a requirement for qualitative studies to ensure that the questions are 

understandable and relevant to volunteers. The semi-structured interviews with 

managers were scheduled and recorded after obtaining informed consent. In addition, 

the researcher took note of any body language associated with questions as well as 

references for later analysis.  
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3.3.3. Research instrument 

 

With the goal of qualitative research in mind – to gather an in-depth understanding of 

a particular phenomenon – the research instrument and tool utilised in the research 

design were designed in such a way as to gain access to valuable and in-depth data 

to address the research problem. The research instrument selected as the preferred 

method over instruments available was a set of questions in the form of a 

questionnaire. The research instrument allowed the researcher to get to know the 

individuals included in the study, make detailed notes of the thoughts and feelings of 

respondents, and consolidate the data to search for the common trends (du Plooy-

Cilliers et al., 2014:182). For this research, there were two different approaches to 

collecting the valuable data from the participants, namely semi-structured interviews 

with the NGO managers and the focus group with the NGO volunteers.  

 

A set of questions was designed for both collection methods. With the set of questions 

in hand, the researcher was able to conduct the interviews and focus group in a more 

cost and time effective manner and administer the questions personally in a local area, 

allowing the researcher to gain access to all responses in a short period of time 

(Bougie & Sekaran, 2020:143). The selected reserarch instrument allowed the 

researcher to build rapport, introduce the research topic, motivate responses, and 

clarify any questions or instances of doubt immediately (Bougie & Sekaran, 2020:144). 

The semi-structured interview and focus group have been outlined as set of questions 

in the form of a questionnaire provided in Annexure one and two with a guide outlining 

the process flow. 

 

3.4. Trustworthiness of the research study  

 

Within qualitative research, the purpose is to provide an in-depth understanding of a 

selected research topic or problem, not aiming to generalise the findings to the broader 

population, therefore the findings presented by the researcher need to be trustworthy 

(Koonin, 2014:253). Qualitative researchers rely on the term ‘trustworthiness,’ which 

is broken down further into the concepts of credibility, transferability, dependability, 

and confirmability, to enhance the reliability of their research (Koonin, 2014:258).  
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Establishing trustworthiness involves improving credibility by implementing correct 

research methods and design, having an early connection with participants, and 

providing detailed concept description. To ensure credibility, findings have been 

divided using a variety of field-related sources to repeatedly establish identifiable 

patterns (Stahl & King, 2020:26). The researcher has practiced reflective self-analysis 

using notes in research logs (Stahl & King, 2020:27).  

 

Transferability has been improved by providing detailed understandings so 

connections can be created. Improving the dependability of the study may be done by 

documenting any revisions and observations noted during the interview and focus 

group. By reducing the reader bias in the study, one can improve the confirmability of 

the findings (Maree, 2016:125). Trustworthiness depends on the detail and 

transparency provided in the research methodology section, with each step of the 

research methodology process being explained, motivated, and justified.  

 

The concept of validity and reliability are predominantly used in quantitative research 

to ensure measurement elements; however, aspects of reliability and validity can be 

addressed in qualitative research. The purposeful selection of participants, or 

‘criterion-based selection’ (Maxwell, 2005:88), established the validity of the selected 

sample by allowing the study to (a) achieve representativeness of typicality, (b) 

adequacy capture of heterogeneity in the population, (c) deliberately examine data 

and participants necessary for the theoretical framework of the study, and (d) establish 

detailed comparisons for understanding the differences between settings or 

individuals (Maxwell, 2005:89-90).  

 

Reliability for qualitative research can be used to test the quality of the study and 

reliability in the analysis and presentation of research findings by using inter-coding, 

where analysed transcripts are checked and verified by a second researcher (Sadik, 

2019:147). Second researchers assist in assuring that findings reported are not biased 

and that all data has been presented (Sadik, 2019:148). From the above, there is a 

strong case for the validity of the data in the study, despite a limitation in reliability. 

Chapter four provides a further breakdown of the actions taken during the study in 
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order to uphold the reliability and validity with the trustworthiness of the study through 

credibility, transferability, dependability, and confirmability (Koonin, 2014:258).  

 

3.5. Constraints of research methodology 

 

In order to ensure the above outline of the research methodology employed was best 

suited to the purpose of this qualitative and exploratory study, this section provides a 

reflective analysis of certain constraints or disadvantages of the research 

methodological choices made by the researcher. The constraints will assess the 

decisions made for a qualitative research design and data collection methods of semi-

structured interviews and a focus group. 

 

Although a qualitative research design is best suited to understanding volunteer 

motivations and managers’ perceptions of volunteer management practices, there are 

certain benefits that a quantitative research method may have contributed to the study. 

A quantitative study follows a systematic and objective approach by utilising numerical 

data from a selected study and generalising the findings to the broader population 

(Maree & Pietersen, 2016:162). From a different perspective of this study, the 

numerical data utilising the statistical information on volunteer numbers could have 

been assessed to determine the current volunteer retention and attraction rates within 

the NGO. From a research instrument perspective, the use of a questionnaire with 

scales could have been employed to gain further valuable insights on volunteer 

motivations from volunteers and this is an aspect that can be looked at in a future 

research study perspective to incorporate a quantitative element. 

 

With regards to the selection of semi-structured interviews to collect the necessary 

data from the NGO managers, there is a disadvantage that can occur during the study 

in which the researcher guides the questions to participants and probes for responses. 

However, it can be easy for the conversation to be side-tracked to trivial topics 

unrelated to the study and it requires the researcher to be able to lead the participant 

back to the focus of the interview (Nieuwenhuis, 2016a:93). This shift in focus can 

cause an issue with the data analysis, having to factor in unrelated points of 

discussion, leading to additional time and resources having to be employed that could 
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have been reserved for the valuable data gained, if there were no side-tracked 

conversations. 

 

With regards to the selection of a focus group as the form of data collection for 

volunteers, there are certain factors that must be considered, such as building a 

rapport with the participants. If the volunteers do not feel comfortable during the 

session, it can impact the value and trustworthiness of the responses as they will not 

volunteer the information easily. An additional pitfall of focus groups is the way in which 

the researcher, acting as the facilitator, understands and interprets the group, which 

could lead to biased or inaccurate assumptions (Strydom & Bezuidenhout, 2014:188). 

With focus groups, all participants must be together at the same place and time which 

can become difficult to coordinate and may cause the sample size to be smaller. In 

addition, there may be more dominate individuals in the group, making it difficult to 

assess the opinions of less assertive participants (Nieuwenhuis, 2016a:97). 

 

The above constraints pinpoint certain factors to consider for a researcher as a post 

reflective exercise and outline points that could be changed or handled differently in 

future studies to not experience the same issues. Together with the importance placed 

on understanding the constraints, it is necessary to identify and understand the ethical 

implications and considerations that must be followed by the researcher during the 

course of the study. 

 

3.6. Ethical considerations 

 

Researchers must ensure that ethical guidelines are followed during a study that 

involves human interaction. When there are human participants, the process should 

be designed to pose little risk to respondents. There are high-risk research topics that 

should be avoided that involve vulnerable groups, may cause any physiological or 

physical harm, or involve sensitive information (The IIE, 2023:13). During the study, 

the participants were not from a vulnerable group, nor did the study aim to obtain 

sensitive information or cause harm. 
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The ethical considerations that were put in place to protect the well-being and interests 

of the participants are outlined below:  

 

• Transparency to inform participants of the purpose, procedures, and plan of the 

study as well as their rights and responsibilities.  

• Informed and written consent obtained that includes an explanation of the 

research aim, a description of what the participant is expected to do, any 

potential risks, and an indication of the expected time and compensation if 

required. 

• The individuals included in the study are volunteering their time to participate, 

therefore are voluntary participants who have not been forced to join the study 

and can leave at any point. 

• The consent form offered volunteers the option to withdraw at any time or refuse 

to answer a specific question.  

• An additional consent form was obtained for the permission granted for audio-

visual recording.  

• The consent forms are kept safe by the researcher in a password-protected 

folder, to provide surety that responses will not be shared. 

• Confidentiality and anonymity have been maintained. 

• The researcher commits to treating participants in a manner free of coercion 

and undue influence (Secretary, 1979). 

• Findings were communicated with participants to avoid any misinterpretation 

and deception. 

• The researcher remained sensitive to any cues of discomfort and built a rapport 

with the individuals by hosting the interview in an environment where they are 

comfortable and with people with whom they are comfortable. 

• The researcher remained neutral and impartial, without bias, to be open and 

understanding of volunteers’ opinions. 

 

As the study focuses on a selected NGO, with the semi-structured interviews and 

focus group hosted on the premises favoured by the managers and volunteers, with a 

group of managers from the NGO, additional institutional consent was required, in 

particular to use the NGO’s brand name. In the case of permission for using the name 
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not being granted, the NGO must be replaced with a pseudonym. The NGO has 

provided the necessary consent and signed the necessary gatekeepers letter 

providing the researcher with permission to use the brand name.  

 

Additional ethical principles proposed by David et al. (2011:1) state that the researcher 

should embody elements of honesty, accountability, professionalism, and stewardship 

(David, Resnik & Shampoo, 2011:1). In addition, the Belmont Report (Department of 

Health, Education, and Welfare, 1979) outlines three key principles such as respect 

for persons, justice, and beneficence (Secretary, 1979:4). It was important for the 

researcher to consider the element of comprehension in which there is a risk of 

presenting the questions in a disorganised, rapid fashion, reducing the time for 

respondents to consider the question, and impacting their ability to make an informed 

decision. The volunteers had different abilities to respond based on their intelligence, 

maturity, and language proficiency, therefore the researcher needed to amend 

questions to suit their capabilities. During the interviews, requests for questions to be 

repeated or explained in a different manner had to be actioned by the researcher to 

ensure full understanding and clarity to the voluntary participants. 

 

An understanding of the ethical considerations undertaken to ensure the credibility 

and trustworthiness of the study, and the outline of the research methodology above, 

create the platform for the researcher to conduct the necessary semi-structured 

interviews with the NGO managers and focus group with the volunteers. The valuable 

and insightful data collected during these outlined research methods is analysed 

according to a qualitative content analysis. The findings have been highlighted in the 

following chapter using the content analysis according to central themes, showcasing 

the links of the data to the research objectives and purpose. 
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Chapter 4: Data Analysis 

 

With a qualitative research study, the methods employed to analyse the data should 

follow an interpretative philosophy, focused on identifying the meaning of participants’ 

perceptions, attitudes, understanding, or values (Nieuwenhuis, 2016:109). With the 

main purpose to identify the research findings from the raw data, an inductive analysis 

approach is best suited to this qualitative study, allowing the themes to emerge from 

the raw data, reducing constraints, and improving the trustworthiness of the study 

(Nieuwenhuis, 2016:109). 

 

Relying on the three essential elements of data analysis, namely noticing, collecting, 

and thinking, as proposed by Seidel (1998), the researcher was able to ensure the 

data was analysed in a systematic and disciplined manner (Nieuwenhuis, 2016:110). 

The researcher noticed key points in the study, collected all these key points, and 

thought about how they link to themes. With these three elements in mind, the 

researcher followed an analytical and systematic approach best suited to the inductive 

and qualitative nature of the study, to utilise qualitative content analysis to analyse the 

data. 

 

4.1. Qualitative content analysis 

 

Describing the process of content analysis within a qualitative study entails 

understanding content analysis as a systematic technique, compressing a large 

amount of data with relative ease into smaller, more manageable sections based on 

coding (Nieuwenhuis, 2016:111). In addition, content analysis is best suited to analyse 

transcriptions from recordings of interviews, enabling the researcher to analyse the 

textual data identifying the presence of certain words or themes in the participant 

responses (Bougie & Sekaran, 2020:320). With the main aim of the study to explore 

the role of volunteer management practices in attracting and retaining volunteers, 

content analysis was a useful technique to describe the actions, people, and places 

linking with an interpretivist and descriptive study (Maree, 2016:6).  
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Qualitative content analysis involves eight steps in analysing the data obtained: 

preparing the data, defining the coding unit, developing categories, coding scheme, 

testing the coding scheme on a sample text, code the data, assessing the coding 

consistency, drawing conclusions, and reporting findings (du Plooy-Cilliers et al., 

2014:235). The processes followed by the researcher to transcribe the data and the 

breakdown of the eight steps of content analysis is presented below in more detail 

based on how the research was collected during the study. 

 

As mentioned, the researcher employed the use of an audio recorder to capture the 

participants’ responses in the semi-structured interviews and focus group. Participants 

had provided their informed consent for the audio recording (see Annexure four). All 

recordings were saved on the researcher’s computer in a password-protected folder 

to ensure confidentiality and anonymity.  

 

The researcher prepared the data for the transcription, ensuring the interviews with 

both the managers and volunteers were transcribed using Microsoft Word Voice 

Transcription Service by uploading the audio files and requesting verbatim 

transcriptions. The researcher reviewed the transcriptions for accuracy and to ensure 

that aspects such as accent, multiple participants speaking at once, and all tone and 

tenses were not corrected by the tool during the transcription. This review of the 

transcription allowed the researcher to become familiar with the data. The transcribed 

data was analysed in conjunction with the notes taken during the volunteer focus group 

and manager interviews was analysed to add depth to the narrative. 

 

Bezuidenhout and Cronje (2014:235) provide an easy-to-follow outline and description 

of the eight steps involved in qualitative content analysis (du Plooy-Cilliers et al., 

2014:235). Each step is identified below, with a theoretical discussion and indication 

of how the research was collected during the study. 

 

Step 1 involved preparing the data in which the data collected during the audio 

recording is organised and transcribed into written text (du Plooy-Cilliers et al., 

2014:236). During this stage it is advised to ensure that the data is organised to 

become more useful during the analysis, becoming more familiar with the data as you 
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transcribe the audio recording to text. In addition, it is recommended to practice taking 

notes or memos during the analysis of the data (du Plooy-Cilliers et al., 2014:236). 

This was a key step followed by the researcher, adding trustworthiness to the study 

as the researcher made notes while reading and coding the data, highlighting 

impressions, understanding, links, reminders, insights, and questions, serving as 

evidence of the process followed. The transcription was highlighted with different 

colours, linking to different themes, with notes and comments made on points to 

remember and links to be made. 

 

Step 2 involved defining the coding unit or concept that would be utilised for the 

analysis of the data by the researcher and is a way to organise the data into 

manageable sections of text (du Plooy-Cilliers et al., 2014:237). Through assigning 

the codes or themes, the researcher can sift through the large text and break it down 

into sections in terms of similarities or differences. The research questions can be 

used as a source of identifying the coding unit (du Plooy-Cilliers et al., 2014:237). For 

the researcher, it was a combination of the research questions and literature review 

that were utilised as the source of the coding units. Using comments and different 

highlighted text colours, the large data was broken down into these coding units to 

organise the data based on what fits into the same section. 

 

Step 3 involved developing the categories or coding framework to be employed by the 

researcher to assist with coding the data, such as a conceptual map (du Plooy-Cilliers 

et al., 2014:238). These codes are labelled, and should be exhaustive, mutually 

exclusive, and specific to create the coding manual (du Plooy-Cilliers et al., 2014:239). 

The idea is for the central themes to follow along with the similar key concepts 

identified in the conceptualisation such as volunteer motivation, volunteer types, 

volunteer management, retention, and attraction as well as brand management and 

strategy. However, the data was inductive and only once the data had been collected 

and analysed, the themes were identified further using thematic coding to divide the 

text into concepts as well as line by line coding. Below is an example of the coding 

framework that was utilised for volunteers and managers. 
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Figure 6: Coding Framework for Volunteers (Authors Own) 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 7: Coding Framework for Managers (Authors Own) 

 

Step 4 involved testing the coding scheme on a sample text to ensure the coding was 

effective in breaking down the data into manageable sections (du Plooy-Cilliers et al., 

2014:240). Through this stage of testing the coding unit, consistency and clarity are 

improved by correcting any problems (du Plooy-Cilliers et al., 2014:240). For the 

researcher, with the above coding units in mind, a sample text of the volunteer focus 
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group transcription was used to test the scheme. The researcher was happy with the 

scheme, although when testing there was another code that presented itself as 

important to the understanding of the volunteer, which was the concept of behaviour. 

Therefore, this was added to the coding framework and the researcher was able to 

move forward without any issues or doubts to analyse the data. 

 

Step 5 involved coding the data with the coding scheme after it had been tested on a 

sample section in the previous step, with a focus on carefully scrutinising the data, 

taking the necessary notes, highlighting the sections with the relevant colours, words, 

and codes (du Plooy-Cilliers et al., 2014:240). The researcher employed two coding 

forms, namely line by line coding and thematic coding. Line by line coding enabled the 

researcher to micro analyse the data, reading through the data line by line, highlighting 

certain words that were relevant to the study. Although this was time-consuming, it 

assisted the researcher to create the conceptual framework. This led to the 

development of the thematic inductive coding approach in which the codes emerged 

from the text as the researcher was going through the data line by line. The more 

dominant and recurring patterns or phrases were marked as the coding themes in the 

conceptual framework. The data was analysed iteratively, with each iteration 

identifying new codes or code categories. Once coding and code categorisation were 

achieved, the researcher analysed relationships between codes and code categories 

to identify themes.  

 

Step 6 involved ensuring consistency with the coding by going through the data to re-

check the coding and ensure there no sections of the data had been missed, leaving 

out valuable insights (du Plooy-Cilliers et al., 2014:242). Through this extra step of 

rechecking the work, the researcher can ensure consistency and validity of the data. 

The researcher read through the transcriptions an additional two times, with the coding 

framework, to ensure there were no points left incomplete in the analysis. Although a 

time-consuming exercise, it is necessary to add to the validity of the study. 

 

Step 7 involved drawing conclusions or interpreting the data based on the codes (du 

Plooy-Cilliers et al., 2014:242). This is the more detailed section of the data analysis 

through which the researcher was required to make recommendations and present 
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findings of the meanings extracted from the data. The researcher here relied on notes 

made on the transcriptions about how the responses linked to the themes in the 

literature review, theoretical framework, research questions, and research problem 

and purpose. The interpretation involves the researcher being able to explain the 

relationships found in the data, any irrelevant or unrelated data was taken into 

consideration as well as avoiding any false interpretations made (du Plooy-Cilliers et 

al., 2014:242). The interpretation and conclusions made by the researcher are 

identified in more detail in Chapter five. 

 

Step 8 is the final step within qualitative content analysis and involved reporting the 

methods and findings utilised by the researcher in the coding, analysis, and 

interpretation as truthfully and in the most detail as possible (du Plooy-Cilliers et al., 

2014:243). The presentation of the data is indicated further in Chapter four and in a 

more detailed, graphical depiction and interpretation in Chapter five. 

 

With the above steps in mind, outlining the process of qualitative content analysis, one 

is able to see the value and usefulness of this technique in discovering and describing 

participants’ actions, opinions, places, or people, making this the best suited approach 

in this exploratory study (Nieuwenhuis, 2016:112). Following a qualitative content 

analysis approach leads to certain additional factors ensuring the trustworthiness, 

credibility, and reliability of the study which will be assessed below. 

 

4.2. Trustworthiness, credibility, and reliability 

 

The purpose of qualitative research is to provide an in-depth understanding of a 

selected research topic or problem, not to generalise the findings to the broader 

population, therefore the findings presented by the researcher need to be trustworthy 

(Koonin, 2014:253). Qualitative researchers rely on the term ‘trustworthiness,’ which 

is broken down further into the concepts of credibility, transferability, dependability, 

and confirmability to enhance the trustworthiness and reliability of their research 

(Koonin, 2014:258). As mentioned, the study presents a strong case for validity of the 

data but is limited in terms of reliability, therefore a breakdown of how the 
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trustworthiness of the study was enhanced to improve the reliability and uphold the 

validity of the findings is provided below. 

Credibility focuses on the accuracy of the data interpreted by the researcher, providing 

believable and trustworthy results (Nieuwenhuis, 2016:123). Transferability refers to 

the ability of the findings and conclusions to be applied to other situations, producing 

similar or the same results (Koonin, 2014:258). Dependability focuses on the quality 

of the data collection, data analysis, and theory generated from the study (Koonin, 

2014:259). Confirmability refers to how the data has been shaped by the participant 

responses and not the bias or motivation of the researcher (Nieuwenhuis, 2016:125). 

 

The strategies that were adapted from the work of Koonin (2014:259) and 

Nieuwenhuis (2016b:125) to enhance the above criteria for trustworthiness of the 

research study are outlined in the table below. 

 

Criteria Strategy 

Credibility ▪ Established an early connection with the participants 

through email communication. 

▪ Reflective self-analysis in researcher’s notes. 

▪ Collected data from both managers and volunteers to 

close the loop in understanding. 

▪ Purposefully selecting participants’ quotes to include in 

the context of the study and being clear on the reason for 

why they will be utilised. 

▪ Findings are divided using a variety of field-related 

sources to identify patterns. 

▪ Limitations were stated upfront to ensure a better 

understanding of the findings and conclusions made. 

Transferability ▪ Providing thick and detailed descriptions of the context of 

the study, participants, and research design. 

▪ Purposeful sampling, selecting participants that could be 

representatives of the entire population. 

▪ Detailed accounts of responses and explanations, as data 

is recorded. 
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▪ Verbatim transcriptions of the participants responses. 

▪ Avoiding generalisations; focusing on understanding the 

volunteers and managers perspectives. 

Dependability ▪ Keeping notes of decisions made during the research 

journey, to help others follow the reasoning. 

▪ Documented the themes or categories that were created. 

▪ Detailed account of the data analysis process, indicating 

how the researcher arrived at interpretations. 

▪ Negative data was recorded and analysed. 

▪ The context in the literature review and theoretical 

framework was expanded on when the research findings 

were interpreted. 

Confirmability ▪ Eliminating research bias with the use of a second 

researcher to ensure findings presented are not biased. 

▪ Limitations stated upfront increase the confirmability of the 

research. 

▪ Audio recorder was utilised in the study for both the focus 

group and semi-structured interview to allow for the 

verbatim account of participants’ responses. 

▪ Detailed account of the research process, with notes and 

journals to corroborate the findings 

 

Table 2: Trustworthiness Strategies (Authors Own) 

 

With the above strategies in place, the reliability and credibility of the study are 

increased to ensure there is trust and quality in the study from the collection, analysis, 

and presentation of the data. Although validity and reliability are predominantly utilised 

for quantitative studies, the concepts are linked to addressing trustworthiness for 

qualitative studies. From a qualitative perspective, detailing the research process and 

enhancing trustworthiness enable readers and participants to believe the study is 

credible and contribute value to the body of knowledge and research gap (Koonin, 

2014:259). The next step in enhancing trustworthiness of the study is focused on the 

presentation of the data in a detailed and accurate manner. 
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4.3. Presentation of data 

 

With the process of analysis identified above in the eight detailed steps for qualitative 

content analysis, this section provides a detailed account of the data collected during 

the research study. The data collection had two parts. The first part entailed the focus 

group held with volunteers to explore their motivational factors and opinions on the 

NGO. The volunteers were asked a series of questions to assist with the categorisation 

of the volunteer into a volunteer type as identified in Macduff (2006:35) and the stage 

of the Volunteer Lifecycle as identified by Ferreira et al. (2009:9). The second part 

included semi-structured interviews with the NGO’s managers, looking at their 

perceptions of volunteer management, attraction, and retention. Guiding the semi-

structured interviews, the NGO managers were asked a series of questions about the 

current volunteer management practices and the ways of encouraging existing and 

new volunteers with the organisation. Annexure one and two present the focus group 

and semi-structured interview questions. 

 

With regards to the volunteers and managers included in the study, the participants 

were selected based on their adherence to the population parameters or sampling 

selection criteria. With this adherence to the population parameters, the researcher 

was able to ensure sample adequacy of the study using purposive sampling, selecting 

participants who would provide rich, valuable information within the saturation point of 

the study. 

 

Factoring in the feasibility of the researcher’s available time and resources, the 

population consisted of human participants in the form of the staff and volunteers of a 

South African NGO based in Kwa-Zulu Natal, with whom the researcher had a pre-

existing working relationship, having both volunteer and work experience there. The 

study aimed for two to three managers who had been employed full-time by the NGO 

for longer than a year and were actively involved in volunteer recruitment and 

management. For the volunteers, the study aimed to target between 10 and 12 

volunteers based on their availability to join the focus group.  
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The researcher was able to interview two NGO managers and 10 volunteers that 

sufficiently met the population parameters. The number of participants was within the 

required unit of analysis and provided a feasible data saturation point with questions 

and responses. 

 

As the data collection occurred in two parts, the following presentation of the data has 

been divided into two sections: volunteer focus group and manager semi-structured 

interviews. Each section will provide a brief description of the collection process and 

a summary of the questions with an overall indication of the responses from the 

participants to each. 

 

4.3.1. Volunteer focus group 

 

With regards to the volunteers included in the focus group, although the session was 

held in a place that was familiar and convenient to the volunteers and the volunteers 

were familiar with each other, the researcher was required to build a sense of trust 

and rapport with the participants. To assist in this process and make the participants 

feel more comfortable with questioning, the researcher posed an ice-breaker question, 

asking each volunteer their preference of ice cream flavours. It was an interesting way 

to introduce themselves and state their favourite ice cream flavour and created a 

sense of belonging between the participants as some favoured the same flavour. 

 

The first question queried the volunteers’ understanding of the concept of volunteer 

motivation. The consensus in the definition was that volunteering meant giving your 

time to help others and to be passionate about what they were doing; having free time 

and using this time to work towards a different goal, whether that goal involved helping 

the less fortunate and needy or working towards environmental conservation and 

community upliftment. At the end of the session, one of the volunteers asked the 

researcher to provide their definition of a volunteer and volunteer motivation, which 

mirrored a similar answer as in the discussion around an individual who has passion 

and desire, which they channel into doing something good either for people, 

community, or the environment. 
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The second question asked for more detail about what motivates the volunteers to 

volunteer in the first place. The primary response received was the prospect of money 

and receiving compensation for their time volunteering. In addition, volunteering their 

time to an organisation with the hope they would view the person as a dedicated hard 

worker and would lead to a decent salary or a career path. The third question pushed 

for any additional factors that may have motivated them to volunteer. Additional points 

were raised and agreed upon by most of the volunteers that their reasoning to want to 

volunteer stems from their desire to be doing something they are passionate about, 

gaining experience, building connections and networks with people, learning to work 

with other people in the same field, expanding their knowledge base, growth 

opportunities, and learning how to work within communities. 

 

The fourth question prompted an understanding from the volunteers on the factors 

they utilised to select an organisation over another organisation. Responses were 

limited here, indicating uncertainty as to why they select one over the other. In some 

instances, it was the only NGO available so they went straight to volunteering, while 

others searched to find the organisation that would provide the experience and 

exposure they were looking for. The opportunity to gain experience, exposure, and 

travel were the most popular factors when choosing an organisation at which to 

volunteer their time. 

 

The fifth and sixth questions were linked and asked the volunteers to identify what 

their expectations were when they joined the organisation to volunteer and if they felt 

their expectations were being met in full. There was a resounding consensus that the 

expectations when joining the organisation were not met and volunteers were unhappy 

with where they were now. Expectations included being busy daily with new tasks and 

duties, meeting new people, spending time outdoors and not indoors all day, and 

working to earn money for own personal achievements. 

 

Questions seven and eight were designed to allocate volunteers into a volunteer 

category outlined by the Multi-Paradigm Model of Volunteering. Each question 

proposed two different scenarios with an answer of option A and option B as the 

response. The questions were posed to ask volunteers of the two situations, which 
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would motivate them more and when selecting an organisation, which option would 

they have preferred. There were mixed responses given, and in Chapter five these 

responses will be allocated according to the Multi-Paradigm Model of Volunteering to 

categorise the volunteers based on their responses. 

 

Question nine focused on understanding the volunteers’ view of the relationship with 

the organisation and there was a strong statement with their descriptions of the 

relationship as fine or good. A few responses were challenging, highlighting that this 

relationship may not be as happy as the organisation had thought. There was one 

response that indicated a strong bond. In connection with this question, the researcher 

moved to question ten in which the volunteers were tasked with identifying what the 

organisation could do to improve this relationship. There was a resounding response 

and request from the volunteers for communication, respect, and being heard and 

listened to by those in the organisation. 

 

Question eleven aimed to understand the benefits the volunteers have experienced 

since joining the organisation. The responses included sharpening of skills, improved 

knowledge and experience, access to some career paths in the industry, travel, and 

community assistance. Volunteers were requested to keep their benefits in mind for 

the next question and advise if they were willing to remain volunteering at the 

organisation. There was a split between those who are willing to stay and those who 

are not willing to remain at the organisation. 

 

Question thirteen prompted the volunteers to think about the previous points that were 

discussed on some of the things they would like to have such as communication, 

respect, more exposure, and experience, and were asked that if changes were made, 

would their likelihood to remain volunteering at the organisation increase. There was 

a strong reflection on the points they would want to have changed but their ultimate 

answers were yes, they would remain, provided the changes were implemented. 

 

Question fourteen focused on understanding volunteers according to the Volunteer 

Lifecyle and asked for volunteers’ opinion about which stage they felt they belong in 

the lifecycle. The concept was explained, and a description of each stage provided to 
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the participants. There was a mixture of responses, with participants selecting either 

stage one or stage two of the lifecycle, to be in the exploratory and developmental 

stage, and not feeling confident to be in stage three, the mature phase yet. 

 

4.3.2. Manager semi-structured interviews 

 

With regards to the managers included in the semi-structured interviews, although the 

session was held in a place that was familiar and convenient to the managers and 

there was a pre-existing relationship between the researcher and managers, the 

researcher went through the same ice-breaker question as the volunteers, to build a 

sense of comfort and rapport.  

 

The first question posed to the managers was to request a brief description of their 

role within the organisation. Both managers are involved in the membership of the 

organisation and are tasked with assisting with volunteer requests that come through. 

One holds the position of a regional chair and the other co-ordinator and membership 

administrator. Both are actively involved in membership, social media, communication, 

newsletters, and organising events within the organisation. Question two requested 

their understanding of the concept of a volunteer, to which the response was the same 

from both in that volunteers are driven by the desire to do good work but are very much 

looking for experience and the opportunity to socialise and network. In addition, they 

mentioned volunteers, both old and young, regardless of their age, who look for the 

social aspect in volunteering. A volunteer is viewed as someone who gives their time 

with no remuneration but possibly expecting other benefits to their service. 

 

This discussion moved into question three, which looked at the perception of volunteer 

motivation in the organisation which is viewed as understanding why people become 

volunteers. The main reason is for the social and knowledge expansion opportunities. 

This led to the discuss of question four, about the factors that motivate volunteers. The 

same factors as in the earlier discussion emerged: someone with the desire, the need 

for networking, expanding their knowledge, and opportunity to be involved from a 

social aspect. 
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Question five was designed to understand from the managers’ perspective what some 

of the practices that were followed to identify volunteer motivation were and link these 

motives in the volunteer to the right tasks. The response was the explanation of their 

green match making volunteer profile document in which volunteers contact the NGO, 

complete the volunteer profile document as requested with their key information, and 

provide an indication of their focus areas.  

 

This led to question six, which asked managers to describe how they feel about the 

relationship they have with volunteers. Through the green match making document, 

the relationship with volunteers works with them completing the form, and moving from 

volunteer to active supporter, with the managers explaining the requirement for 

volunteers to provide motivational paragraphs on the form, to give them a reason to 

stand out against others. The managers do read the motivational paragraphs to find 

out more about the volunteer and go as far as looking at profile pictures to understand 

the volunteer. Due to reduced capacity within the NGO, the onus is on the volunteer 

to present themselves as a standout candidate. 

 

Questions seven and eight were linked and aimed to understand the impact of 

organisational support and what type of organisational support structures should be 

implemented to attract and retain volunteers. The managers’ responses included 

improved structures, more capacity, a system that links with the green match making 

process to improve follow through, a more personal connection between the NGO and 

volunteers, and improved induction processes for when volunteers first join. 

 

Question nine focused on understanding from the managers if there were any areas 

of weakness or difficulties the NGO faces in managing volunteers. Managers 

emphasised that weakness in capacity and priorities with the NGO hamper their 

management of volunteers. In addition, the managers mentioned certain constraints 

with volunteers that present a weakness when trying to manage, attract, and retain 

volunteers. These constraints include access, transport, funding, and the support of 

family for the volunteer that may impact their ability continue volunteering. 
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Question ten asked for the opinions of the two participants about whether the 

organisation would benefit from an improved volunteer management strategy. In the 

managers’ opinions, although the transition would be difficult, having a more formal 

structure in place would benefit volunteers being placed on the database and having 

nothing happen thereafter. In other words, a team for the volunteers and dedicated to 

the volunteers. In addition, this links to question eleven in which the managers were 

asked if the identification of volunteer types would be of use to the NGO to improve 

their volunteer management strategies. The managers agreed that there is a need to 

understand where motivation is coming from and to avoid mismatching volunteers. 

 

With the presentation of the data above, outlining the questions and dominant 

responses, emergent themes were identified. 

  

4.3.3. Emergent themes 

 

As the data followed an inductive approach, only once the data had been collected 

were the themes identified using thematic coding to divide the text into concepts using 

line by line analysis. As depicted in Figure six and seven, the volunteers and managers 

had different codes or themes that emerged during the analysis of the study. 

 

Volunteers 

• Volunteer motivation (expectations, benefits, and relationships) 

• Volunteer types 

• Volunteer lifecycle 

 

Managers 

• Volunteer management (roles, difficulties, green match making) 

• Volunteer (definition, motivations, and basic/soft skills) 

 

To break the analysis down into more manageable parts for the researcher, the four 

key themes that were identified during the literature review – namely volunteer 

motivation, Volunteer Lifecycle, volunteer management practices, and NGO as a 
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brand – were brought forward as the main themes. The above codes were then 

incorporated into these main themes, as indicated below. 

 

 

Figure 8: Manageable Themes (Authors Own) 

 

With an understanding of the main themes as indicated above in mind, the findings of 

the data will be discussed according to these main themes in the context of the study 

in the following chapter. The findings will be interpreted with meaning associated to 

each and aligned with the theoretical framework, literature review, and research 

objectives. The use of direct quotes will be incorporated into the findings as this helps 

to provide additional meaning and context and provides a true sense of opinion and 

feeling provided by the participant in text. As the researcher was there in person to 

experience the true feelings and emotions behind the words, the use of direct quotes 

helps to convey some of this meaning. Limitations, research outcomes, and the 

potential contribution of this study will be analysed in an insightful manner. 
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Chapter 5: Findings and Recommendations  

 

The detailed explanation of the qualitative content analysis in the previous chapter 

outlined the steps utilised to analyse the data collected during the volunteer focus 

group and manager semi-structured interviews. The data has been presented detailing 

the questions and a summary of the participants’ responses, as well as indicated the 

coding and derivation of themes. Using these themes of volunteer motivation, 

volunteer management practices, Volunteer Lifecycle, and NGO as a brand, the data 

has been interpreted accordingly. These themes are linked to the themes presented 

in the literature review. 

 

Each theme will be described, and data interpreted accordingly from the transcripts, 

with links created to the research purpose, research problem, literature review, and 

theoretical framework. The major findings and outcomes will be summarised together 

with fresh insights to the research problem. 

 

For the data interpretation, it is important to re-introduce the research purpose and 

research problem. The aim of this research was to understand the role of volunteer 

management practices in attracting and retaining volunteers in a South African NGO 

brand. The purpose of the research was to address the problem of a lack of 

understanding of volunteer management practices, which negatively impacts the 

brand image of NGOs and their ability to attract and retain volunteers to achieve their 

strategic goals. Volunteer retention in South Africa is steadily decling due to poor 

volunteer management practices. However, NGOs must first understand the different 

volunteer types, as well as the motivations and intentions of each volunteer type, to 

design effective volunteer management practices (Cho et al., 2020:2). 

 

5.1. Interpretation of findings 

 

As discussed, the interpretation of the findings will be broken down by the themes of 

volunteer motivation, Volunteer Lifecycle, volunteer management practices, and NGO 

as a brand. 
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5.1.1. Volunteer motivation 

 

With volunteer motivation being a key focus in this research, it is necessary to develop 

an in-depth understanding of the factors that motivate volunteers. Questions were 

incorporated into both the volunteer focus group and manager semi-structured 

interviews to request opinions and perceptions on factors that motivate volunteers. 

Volunteers were asked about the factors that motivated them to volunteer at the NGO 

and managers were asked about their perceptions of factors that motivated volunteers. 

To provide a summary of the motivational factors, the below table has incorporated 

the motivational factors that were discussed during the literature review, the factors 

that were pinpointed by the volunteers, and the factors proposed by the managers. 

 

Literature Motivational 

Factors 

Volunteers’ Motivational 

Factors 

Managers’ 

Motivational Factors 

Affiliation Career opportunity Driven by desire 

Belief Money or stipends Experience 

Career development Passionate Socialise 

Social Work with new people Networking 

Exploring new skills Expanding knowledge Career opportunity 

Humanitarian motives Experience Knowledge expansion 

Enhancement New skills  

Strengthening relationships Specialised knowledge  

Protective Travel opportunities  

Values Networking  

 New connections  

 

Table 3: Summary of Motivational Factors (Authors Own) 

 

Quoting a few of the responses from volunteers within the study, their focus was to 

“spend my time doing something I’m passionate about, getting to meet other people, 

adding experience.” Another volunteer said, “I volunteered because I wanted to know 

how to work with the community and to gain experience to work with different people.” 

“Gain experience on a certain field that I decide to volunteer in” or “generate new 
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connections with different people” were pinpointed as common responses amongst 

the volunteers. 

 

When relating the above factors assessed during the focus group to the seminal work 

analysed in Chapter two, there are similarities that become apparent. According to 

Aboramadan et al. (2019:414), the main factors of volunteering are enhancing their 

careers and feeling protected in their ventures, and this connects with the volunteers’ 

statements above. From volunteer responses, the main factors that were shared 

across the group were experience, connections, and career, which when compared to 

managers’ perceptions of the factors that motivate volunteers, there was a close link 

between the two. 

 

Managers expressed their understanding of volunteer motivations as “driven by a 

desire to do good work, but I think they also very much want to gain experience, 

socialise, and contact their network because all those things help them in terms of 

career because we all know jobs are really short.” From the questions posed to both 

managers and volunteers, there is a very close understanding presented on the 

motivational factors of volunteers, indicating that the managers are aware of the 

factors desired by volunteers at the NGO. This perhaps leads the door open to the 

lack of proper volunteer management practices as the cause of declining volunteer 

numbers and retention rates at the NGO.  

 

The managers are aware of the motives of volunteers so the question then remains 

what else could be the reason for the decline in numbers, which leads us to understand 

the expectations, benefits, and relationship the volunteers have with the NGO. This 

will be analysed later, under the theme of volunteer management practices. 

 

In Chapter two, the Volunteer Functions Inventory (VFI) as proposed by Clary and 

Snyder (1991, cited by Ashfaq et al., 2021:190) posed six key areas of motivation for 

volunteers, highlighting the key focus for designing or creating activities that motivate 

volunteers – namely enhancement (to feel useful and important), career (obtaining 

career experience), social (strenghtening relationships), values (expressing 

humanitarian motives), protective (avoiding any negative feelings), and understanding 
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(exploring new experiences and skills) (Ashfaq et al., 2021:190). These six functions 

link to the factors that were listed by the volunteers in the focus group, providing even 

further connections between the volunteers understanding exactly what they expect 

and need from the NGO to be motivated and encouraged to remain at the NGO. 

 

In addition to understanding the motivational factors of volunteers, the Multi-Paradigm 

Model of Volunteering (Macduff, 2006:31) was incorporated into the study as the first 

step in understanding the volunteers from a deeper perspective. The Multi-Paradigm 

Model is indicated below as the paradigm showcasing the four types of volunteers – 

entrepreneurial, social-change, serendipitous, and traditional volunteer – according to 

the continuums of subjectivism to objectivism and radical change to stability (Macduff, 

2006:31). 

 

With the responses received from the volunteers based on questions seven and eight 

in which different scenarios were posed, the volunteers indicated the responses 

summarised in the table below. Their volunteer numbers have been indicated on the 

paradigm below to indicate their volunteer type. 

 

Volunteer Question 7 A or B Question 8 A or B Type of Volunteer 

1 B A Traditional  

2 Both A Serendipitous 

3 B A Traditional 

4 B A Traditional 

5 Both A Serendipitous 

6 A B Entrepreneurial 

7 B A Traditional 

8 Both A Serendipitous 

9 B A Traditional 

10 B A Traditional 

 

Table 4: Category of Volunteer Based on Volunteer Responses (Authors Own) 
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Figure 9: The Multi-Paradigm Model of Volunteering with Participants Marked 

(Macduff, 2006:32) 

 

Based on the above feedback, six of the ten volunteers have been classified as 

traditional volunteers, three volunteers as serendipitous volunteers, and one volunteer 

as an entrepreneurial volunteer. There was no volunteer in the focus group that 

presented as a social-change volunteer. According to the theory by Macduff (2006:31), 

there are certain strategies that should be employed by the NGO to motivate these 

types of volunteers (Macduff 2006:31). The below table breaks down the description 

of these types of volunteers and the recommendations on how to manage them. This 

will be further discussed in the section on volunteer management practices. 

 

 

Volunteer 

Type 

Traditional 

Description Purist form. 

Enjoy consistency. 

Prefer programmes that are concrete and predictable. 

Provide consistent and regular service. 

How to 

manage this 

volunteer 

Structure must be hierarchical and must have a programme leader. 

Material/resources should be ready for when volunteer arrives to the task. 

Clear lines of supervision and contact. 

Regular communication in emails, newsletters, and phone calls. 

Require acknowledgement and appreciation for their service. 

Required defined job responsibilities. 
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Volunteer 

Type 

Serendipitous 

Description Work at a particular time when it is convenient for them. 

Flexible supervisor and loose organisational structure. 

Irregular form of volunteering but steadily increasing form that requires 

attention by NGOs. 

Timing and tasks are important; tasks to be available when the volunteer 

is available. 

Be involved in an interactive group. 

How to 

manage this 

volunteer 

Volunteer on an occasional basis; time is flexible, so tasks need to be 

flexible. 

Work under an organisation but with a loose connection. 

Like to have the opportunity to figure out themselves how to provide the 

service. 

Volunteers need to be able to design their own tasks. 

Meet with volunteers to discuss their expectations so roles can be decided 

together by NGO and volunteer. 

Want consensus in decision-making and to be involved. 

Gentle guidance required as have little patience with those who dictate to 

them. 

Connect volunteer to real-world problems so they can draw on real-world 

solutions and experiences to solve them. 

Volunteer 

Type 

Entrepreneurial 

Description Most radical type of volunteer; self-appointed doers of good. 

Act outside of the volunteer programmes. 

Work individually rather than in a group. 

Like to work outside of an organisation but has the personality to work 

with an organisation if required. 

How to 

manage this 

volunteer 

Does not respond to conventional management strategies. 

Can be easily unhappy with traditional forms and are difficult to manage. 

Offer opportunity to work independently or have substantive change. 

Attract them through the need of their specialised skill or service. 

 

Table 5: Types of Volunteers and How to Manage Them (Macduff, 2006:32) 
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5.1.2. Volunteer Lifecycle 

 

Ferreira et al. (2009:9) introduced a concept called the Volunteer Lifecycle in which 

there are three phases: exploratory, developmental, and mature (Aboramadan, 

2019:9). Each phase provides vital insight into volunteers’ motivational factors, and at 

which phase the volunteer falls. The phases showcase an NGO where they should 

allocate their attention and resources to gain as many mature phased volunteers as 

possible as these volunteers actively contribute to the organisation. In the exploratory 

phase, volunteers are still indecisive on their reasoning to remain within the 

organisation. In the developmental stage, volunteers feel more confident in their 

decisions and tend to contribute positively to the organisation (Aboramadan, 2019:9).  

 

The Volunteer Lifecycle was incorporated into the volunteer focus group interviews as 

it was more valuable to determine what phase the volunteers would fall into according 

to the lifecycle rather than the NGO managers. A question was posed to the 

volunteers, based on their opinion, about which phase they felt they fell into after an 

explanation of the Volunteer Lifecycle was provided. The breakdown of volunteers’ 

responses is as follows: 

 

Phase 1: Exploratory Phase – seven volunteers 

Phase 2: Developmental Phase – three volunteers 

 

According to this breakdown, 70% of volunteers felt they were still in the exploratory 

phase, being indecisive about their intention to remain with the NGO and only 30% felt 

that they were in the developmental phase, feeling confident in their decision. One 

volunteer who felt they were in the exploratory phase of the lifecycle and had chosen 

to say no to their intention to remain at the organisation stated that “I still volunteer 

even now. Yes, I volunteer because there is a lot of benefits in volunteering” but at the 

same time this volunteer felt unhappy with the organisation and stated that they 

“wanted a more established volunteering programme.” This highlighted a concern, 

especially with the volunteers that were included in the study, that 70% were indecisive 

in their intention to remain at the NGO, connecting with the research collected in the 

literature review, that volunteer numbers are steadily declining due to ineffective 
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volunteer management practices within NGOs which has resulted in two-fifths of 

volunteers ceasing to volunteer (Cho et al., 2020:1). This links to the research problem 

that with a lack of proper understanding of volunteer motivation and not having 

effective volunteer managemenet practices, it will negatively impact the brand image 

of NGO and their ability to attract and retain volunteers to achieve their strategic goals. 

 

From a brand perspective, having more than half of the volunteers from the focus 

group stating their indecision to remain does not signal much confidence in the NGO 

brand that volunteers are happy and have an intention to remain volunteering. For a 

brand that may have a stronger brand image and reputation, there would be a higher 

level of volunteers indicating mature phase or developmental phase but the results 

from the focus group speak to the volunteers being unhappy and unmotivated to 

remain volunteering. Based on the feedback receieved in the volunteer motivation 

discussion, with poor levels of motivation, it does make sense that there would be a 

smaller percentage of volunteers motivated and with no intention to remain. 

 

With a link to the theoretical framework, understanding at which stage of the Volunteer 

Lifecycle these volunteers fall creates a strong foundation for the recommended model 

of change which is discussed further in the recommendations. The lifecycle has been 

linked to the Multi-Paradigm Model of Volunteering which categorises volunteers by 

type. By identifying the phase, the NGO will be able to determine the required activities 

or focus that needs to be placed to move volunteers from exploratory to mature 

volunteers. The exploratory phase of the lifecycle involves practices that will be used 

to recruit and convince volunteers who are indecisive. The developmental phase 

involves practices centred around training volunteers to provide the necessary 

resources. The mature phase involves giving recognition and rewards to volunteers 

for their valuable contribution to the NGO (Aboramadan, 2019:10). 

 

5.1.3. Volunteer management practices 

 

Considering that volunteer management is defined as the systematic utilisation of 

volunteers for the overall achievement of the organisational goals, NGOs find this to 

be one of the most challenging tasks (Krishnakumar, 2019:2195). The value of the 



 

72 

 

relationship between a volunteer and an NGO is a vital aspect, however when 

volunteers were asked to describe their relationship with the NGO, the descriptive 

words utilised were challenging, fine, and good. This indicates that there is not a 

positive outlook on the value of the relationship, highlighting the need for a change. 

 

When managers were asked a similar question, about how they feel about the 

relationship with volunteers, their response was that due to a capacity issue, the 

relationship is not as strong as desired and although the goal is “wanting to nurture 

them, you want them to be leaders for the future” with the goal being environmental 

leadership, the volunteers may not have the skills required to do this. This links to the 

ideal leadership outlined by Aboramadan (2019:4) in which volunteer leadership 

should focus on a nurturing approach to influencing volunteers and ensuring they feel 

connected to the organisation (Bauer & Lim, 2019:4). 

 

Describing the relationship with volunteers when they first join the NGO, one manager 

says, “We do need a more personal direct connection with that individual, which I think 

we're trying to do as part of the prior to the induction.” However, the conversation must 

shift to what “types of structures, practices that we can implement to maybe assist with 

the volunteers.”  

 

When posing questions to volunteers on their expectations when joining the 

organisation and their opinions on whether these expectations were being met, there 

was a resounding unhappiness among the volunteers and agreement that their 

expectations were not being met. Their descriptions of the relationship as fine or 

challenging highlight a concern that volunteers are not happy with the service or 

experience with the NGO’s current volunteer management. 

 

Volunteers “still volunteer because there are a lot of benefits in volunteering and 

believe if people were to focus on volunteering, there would be growth.” Volunteers do 

not want to sit at home and wait for something better, they want to volunteer to gain 

the experience and growth. 
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Below is a breakdown of the volunteer management practices that were identified in 

the literature review based on research, the volunteer requests on the practices they 

would like from an NGO, and the managers’ opinions of practices that can be 

implemented. Below is also a summary of some practices already in place and some 

that could be implemented. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 10: Summary of Volunteer Management Practices (Authors Own) 
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In addition, having the right leadership with a nurturing, charismatic, personal 

connection, and influence are some of the key words used to describe an ideal 

leadership style for volunteerism. Linking this to the factors required by volunteers, 

they would like to be respected, heard, and their opinions valued. Managers feel the 

relationship could benefit from a more personal connection and feel the relationship 

should be a more nurturing and influencing role, which is their main aim in their 

approaches. 

 

Based on the feedback from the volunteers above, there was a strong sense of 

unhappiness with volunteer programmes having a lack of proper training, lack of verbal 

recognition, and lack of communication which all lead to decreased motivation for 

volunteers. 

 

Utilising the information gained from the Multi-Paradigm Model and Volunteer 

Lifecycle, understanding the basic motivational factors of volunteers by type or by 

phase, NGOs can take the advice of practices that should be implemented into 

consideration. For example, activities that are best suited to attract and recruit 

volunteers are required for those volunteers who fall into the exploratory phase. Those 

in the developmental phase benefit more from training and experience activities. 

Volunteers in the mature phase need to have reward and recognition activities to keep 

them motivated (Aboramadan, 2019:10). 

 

Understanding the types of volunteers is also important, as traditional volunteers 

prefer structure, defined job responsibilities, and regular communication. 

Serendipitous volunteers prefer to design their own tasks, be involved in decision-

making, and like gentle guidance. Entrepreneurial volunteers prefer to work 

independently rather than in a group (Macduff, 2006,35). Ensuring the right volunteer 

management practices is vital to have success with the branding strategies of the NGO 

to achieve their strategic goals. 

 

5.1.4. NGO as a brand 

 

Another important aspect to consider in this study is the element of brand within an 
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NGO. With the aim of the study to assess the volunteer management practices that 

should be implemented to attract and retain volunteers, the assumption made is that 

the NGO perhaps has a poor brand image or brand reputation that is limiting their 

ability to attract and retain volunteers. Understanding the factors that motivate 

volunteers is one part of the process to implement change, but organisations need to 

understand why volunteers select one brand over another. Referring to previous 

literature on the role of branding within an NGO, Mitchell and Clark (2020:4) highlight 

the importance of brand awareness as a significant determinant of a volunteer’s 

selection as well as the different touchpoints that NGO has with existing and potential 

volunteers (Mitchell & Clark, 2020:4). 

 

Questions were posed to volunteers about the reasons why they would select one 

organisation over another. There was initial confusion from the volunteers on this 

question that required clarity by the researcher as volunteers were not too sure about 

the reasons why they had picked the one NGO brand over another. Volunteers looked 

to their expectations they had as a determinant for the NGO selection: “looking at 

whether they [NGO] gonna be able to provide the experience that we [volunteers] are 

looking for,” said one volunteer. Another volunteer mentioned the “exposure to 

different experts in the field as the most important thing.” If we factor in the 

unhappiness of the volunteers on their expectations being met and feeling a lack of 

proper communication, direction, and management, the NGO as a brand is not 

strengthening the brand touchpoints that the volunteer has with the NGO. This is 

damaging the NGO’s brand image, reputation, and identity. Volunteers stated their 

desire to move to a NGO with “a more established volunteering programme,” indicating 

that the current NGO does not have a strong brand image or reputation among 

volunteers for having a clear defined and effecitve volunteer management programme 

and brand. 

 

Do Paço et al. (2014:12) highlight the importance of a brand as a valuable asset to an 

NGO and a source of differentiation in the competitive market (do Paço et al., 

2014:12). Creating a favourable brand image by implementing the right volunteer 

management practices, meeting volunteers’ expectations, and enhancing the brand 

touchpoints can attract and retain volunteers, satisfiying the needs of their volunteer 
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stakeholders (do Paço et al., 2014:13). 

 

In order to improve the current brand image of the NGO, there are five key points to 

be incorporated: compassion, dynamism, idealism, focus on beneficiaries, and non-

political image, as proposed by Bennett and Gabriel (2003, cited by do Paço et al., 

2014:13). These five points will be discussed further in the recommendations as they 

will be incorporated into the new model for NGOs to follow. 

 

 

5.2. Limitations 

 

The researcher, after insightful reflection, identified some limitations with the research 

which may detract from the value of the research findings. The study was limited to 

one South African NGO and as indicated in the literature review, one NGO is different 

from another NGO. The findings are therefore relevant to the specific NGO being 

researched and may limit the transferability of the findings. Additionally, collecting data 

from a variety of volunteers from differing NGOs or organisations may have provided 

contrasting or corresponding findings, which would have allowed for deeper 

understanding of different volunteers and organisations. This encourages future 

research to investigate the volunteer motivations and types in different NGOs. 

 

The research was conducted using volunteers and managers from a South African 

NGO in KwaZulu-Natal. The data collected from volunteers focused on categorising 

volunteers by type and understanding their motivations and experiences with the 

selected NGO. Despite volunteers potentially having previous experience at other 

NGOs or organisations, data was limited to the specific NGO and any other comments 

or comparisons with previous experiences was not included. Volunteers and 

managers were selected based on specific population parameters, excluding 

participants that did not meet these requirements. 

 

The above research design and method increases the validity of the study, to provide 

the necessary steps involved to collect, analyse, interpret, and present the findings to 
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interested parties such as the South African NGO managers and volunteers, as the 

study will be made available to the research participants.  

 

The limitations of the study have been identified to showcase areas of concern but 

there is a need to investigate the potential contribution the study will have on society 

and field of study. 

 

5.3. Anticipated contributions of the research  

 

The findings presented contribute to the body of knowledge on volunteer management 

practices and volunteer motivation, improving an NGO’s understanding of 

implementing effective practices to attract and retain volunteers, whilst improving their 

brand reputation and image. With the increasing competition for donations to non-

profit organisations, the findings presented provide the NGO with guidance for creating 

a favourable brand image, creating a point of difference that increases not only their 

potential number of donations but also the number of volunteers. 

 

The theory from the Multi-Paradigm Model of Volunteering was applied in a practical 

setting, using the selected NGO and volunteer sample, to identify the volunteer types 

and the motivational factors that are important in the attraction and retention of the 

NGO’s volunteer numbers. The research provides a more in-depth understanding of 

the ADKAR Model of Change Management from a volunteer perspective, 

incorporating the factors from the Multi-Paradigm Model of Volunteering into the 

ADKAR Model of Change Management to produce an integrated recommended model 

that the NGO can follow to understand their volunteers, assess their current volunteer 

management practices, and implement new practices that will improve their volunteer 

numbers. 

 

The findings of this study will be made available to the management team of the NGO 

to understand their current strategies and view the recommendations presented of 

how their practices can be improved through change management. The knowledge 

gained about volunteer motivation can be incorporated into designing effective 

practices that will retain existing volunteers and attract new ones, improving their 



 

78 

 

success in the industry with an enhanced brand image as a desired NGO at which to 

volunteer and to which to donate time and resources. The knowledge from the 

perspective of the NGO will contribute to their brand management, change 

management, and volunteer management to improve their current position. In addition, 

the findings contribute to the field of brand management from the perspective of South 

African NGOs with a focus on implementing brand strategies into a change 

management strategy. 

 

5.4. Outcomes and insights on research problem 

 

To understand the outcomes of this research study, the findings outlined above have 

been linked to the research objectives that were identified in Chapter one, showcasing 

an understanding of the data analysis in relation to the primary objectives of the study. 

 

• Objective 1: To explore the role of volunteer types in motivational factors that 

attract and retain volunteers within a South African NGO. 

 

Questions posed to volunteers during the focus group session were designed 

in such a way as to not only request their opinions on the factors that motivate 

them to volunteer but also posed them with certain situational questions that 

were utilised to categorise them according to the Multi-Paradigm Model of 

Volunteering. From the findings presented, the volunteers were categorised 

into three of the four types of volunteers, namely traditional, serendipitous, and 

entrepreneurial. Different types of volunteers have different types of 

motivational factors and what may work for one volunteer may not work for the 

next. Therefore, the role of volunteer types plays a crucial role in attracting and 

motivating volunteers as the NGO must implement activities and design their 

management styles in a way that is effective for different types of volunteers. 

 

Table five provides a breakdown of the volunteer types and the methods best 

suited to manage them. These are the methods to be implemented to attract 

and retain volunteers effectively within the South African NGO. 
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• Objective 2: To explore the role of volunteer management practices in attracting 

and retaining volunteers within a South African NGO. 

 

The questions posed to both managers and volunteers aimed to gain insight 

into their opinions on the current volunteer management practices. Findings 

indicated that there were problems with the current practices, leaving 

volunteers feeling unmotivated due to a lack of training, verbal recognition, and 

communication. The fact that volunteers felt their expectations were not being 

met has left them feeling demotivated and not interested in remaining. 

Therefore, some current practices are causing a decrease in the attraction and 

retention rates. 

 

However, there are certain practices that are currently being followed that do 

assist with the attraction and retention of volunteers. There is active work done 

to link volunteers to industry leaders or knowledgeable individuals. Volunteers 

that speak up on their interests are paired with NGO members or contacts in 

the industry to be given extra exposure, training, and experience. There is also 

a focus on the green match making in which those who are interested fill in a 

form with their details. This is then utilised by the NGO to find out more about 

the volunteer and find ways to have them allocated accordingly. 

 

Volunteers were asked if changes to volunteer management practices would 

result in increased attraction and retention and change the minds of volunteers 

that were undecided about remaining at the organisation, to potentially have 

confidence in their decisions to remain. Therefore, the role of having effective 

volunteer management practices in place would have a positive effect on the 

attraction and retention levels of volunteers within the South African NGO. 

 

• Objective 3: To assess the role of current volunteer management practices in 

fostering a positive brand image of the South African NGO. 

 

Volunteers were questioned about the reasoning behind their selection of one 

brand over another and, although the responses needed further clarification, 
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the outcome indicated that the South African NGO has a poor brand image and 

reputation for volunteering. The volunteers’ responses to the question about 

whether their expectations have been met did not have a positive outcome. 

There was a resounding unhappy and unsatisfied response from volunteers 

about their expectations within the NGO and a limited want to remain 

volunteering at the organisation. The response was to move to another NGO 

that had a more stable and established volunteer programme. Therefore, the 

current volunteer management practices have a negative impact on fostering a 

positive brand image. 

 

However, this does open the door to have the volunteer management practices 

improved according to the recommendations, to potentially create a positive 

brand image. 

 

• Objective 4: To identify practices that can be implemented as part of a change 

management strategy to address volunteer attraction and retention in a South 

African NGO. 

 

Within the recommendations below, the researcher has utilised the findings 

from the study to create a new recommended model that can be implemented 

by the NGO to improve their volunteer attraction and retention. The findings 

from the two theoretical models of Multi-Paradigm Model of Volunteering and 

the ADKAR Model of Change Management were incorporated into the new 

recommended model to provide a breakdown of possible new practices that 

can be implemented to improve their attraction and retention rates. The new 

practices are identified in the recommendations. 

 

Looking at the research problem identified in Chapter one together with the main aim 

to understand the role of how volunteer management practices attract and retain 

volunteers in the selected NGO, it is important to provide some fresh insights related 

to the following problem statement: A lack of understanding of volunteer management 

practices, negatively impacts the brand image of NGOs and their ability to attract and 

retain volunteers to achieve their strategic goals. 
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The volunteers have a negative impression of the NGO’s brand image, with most 

highlighting the need and want to move to a NGO brand that has a more established 

volunteer programme and indicating that their expectations have not met to their 

standards, has left the volunteers feeling a negative impression of the NGO’s brand 

image. With this negative impression of the brand, the NGO is going to experience a 

decline in the number of volunteers joining or staying, highlighting a need to improve 

the volunteer management practices improving their brand image, satisfy the 

expectations of volunteers, and increase their volunteer numbers. 

 

Another key insight gained during the data collection and a point raised by the 

managers is that the benefit and advantage gained by the volunteer is on the onus of 

the volunteer to receive by going the extra mile and making themselves stand out in 

the crowd. Through action like this, volunteers can receive a stronger focus on their 

expectations being met as the NGO would prefer to assist someone who has the 

passion and desire to stand out amongst the crowd and would be a beneficial 

relationship between the volunteer and NGO. 

 

In addition, a point that was raised by both the volunteers and managers was the topic 

of basic skills. Volunteers felt it was a necessary step to develop and be exposed to a 

range of basic skills, where you “gain experience and do the very basic tasks that are 

needed” or “get exposure to do these basic tasks that you need, that you think would 

help to improve you to be able to get to a higher career.” This mirrors a statement 

made during a manager’s interview: “if you can’t equip them with the basic skills or 

critical thinking or problem solving or empathy, you’re not going to be able to even get 

that position or get them employed.” 

 

This shows that there is a lack of basic skills available to these volunteers that is also 

preventing them from being matched to tasks within the NGO and volunteers feeling 

demotivated because they lack the necessary basic skills or soft skills. This lack of 

basic skills may be adding to the research problem being experienced of reducing 

volunteer attraction and retention and ineffective volunteer management practices at 

the NGO. This is an avenue that can be further researched in future. 
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5.4  Recommendations  

 

As the above breaks down the four central themes of the study in relation to the 

feedback from the volunteers and managers, the below recommended model to be 

followed by the NGO, becomes a vital recommendation of the research. To provide 

insightful and appropriate recommendations that are linked to the above outcomes, 

the researcher has used the valuable information obtained from the study to provide 

a model of change management that can be followed by the organisation to improve 

their volunteer management practices and brand image to attract and retain 

volunteers. 

 

The figure below depicts the initial model created by the researcher, with sequential 

steps to be followed by the NGO. The model has been created for the purpose of the 

selected NGO to follow in their approach, however this model can be utilised in other 

NGOs or organisations facing a similar issue with volunteer attraction and retention. 

 

The first section incorporates the Multi-Paradigm Model of Volunteering and Volunteer 

Lifecycle to identify the type and phase as the first step in understanding the volunteer 

motivations and the desired activities that focus on volunteer attraction and retention. 

Through understadnding the type of volunteer and phase in the Volunteer Lifecycle, 

provides the basic understanding of the practices or steps to be taken to increase 

volunteer motivation, increasing volunteer retention and attraction numbers in the 

NGO. 

 

The second section, the ADKAR Model of Change Management is incorporated to 

assess the current NGO’s volunteer motivation practices in relation to understanding 

the types and phases of volunteers that they currently have volunteering their time at 

the NGO. In the third section, focusing on the five points of creating a favourable brand 

image, the NGO is provided with an identified set, if required, of recommended 

methods they can implement to improve their brand image and reputation as an NGO 

at which to volunteer, as the NGO focuses on the volunteer motivational factors and 

providing the best practices to attract and retain volunteers. 
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Figure 11: Consolidated Model of Research Purpose (Authors Own) 

 

The below steps outline the process that can be followed by the NGO. 

 

Step 1 – Multi-Paradigm Model of Volunteering 

 

During this step, questions are posed to volunteers to determine their volunteer type. 

From the study, the group of ten volunteers presented as traditional volunteers, 

serendipitous volunteers, and entrepreneurial volunteers. Although there were no 

social-change volunteers present, there are still volunteers that would be classified as 

this type and the NGO should still consider implementing some processes or activities 

that would best attract and retain social-change volunteers. As depicted in Table five 

above, the descriptions and best ways to manage these volunteers have been 

indicated. 
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Step 2 – Volunteer Lifecycle 

 

During the second step, volunteers are classified by Volunteer Lifecycle phase, 

thereby providing further crucial information on the best practices to attract and retain 

these volunteers. Based on the information obtained from posing the relevant question 

to volunteers, volunteers were between the exploratory and developmental phase. 

With the information obtained in Step one and Step two, the NGO now has a list of the 

types of volunteers they are dealing with and the best preferred methods to manage 

and attract these volunteers. 

 

To achieve both Step one and Step two, the NGO can take their existing green match 

making document and incorporate a few multiple-choice questions that outline 

scenarios and options. Based on these responses, the volunteers can be categorised 

by type or phase, leading to a higher success rate with matching volunteers to the right 

activities, tasks, or industry leaders. 

 

Step 3 – ADKAR Model of Change Management 

 

According to the ADKAR Model of Change Management, there are five steps that are 

followed to ensure that successful organisational change occurs. With a poor brand 

image and reputation in mind from the above analysis of the volunteer and manager 

interviews, the NGO requires a form of change management to improve their brand 

management approach. The model is simple to follow and focuses on the actions 

required. 

 

The first approach is becoming aware of the issue and need for change. A lack of 

understanding about the volunteer management practices being implemented, 

unsatisfied volunteers, and a poor brand image as an NGO at which to volunteer one’s 

time were identified as the main issues. Next, there is a desire to support and 

participate in the change. The NGO wants to be involved in the establishment of 

improved volunteer management practices, which would increase their volunteer 

numbers to obtain strategic goals in a variety of fields but mainly in environmental 

leadership, having youth leading the fight for environmental, society, and community. 
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The next step is the knowledge of how to change which is provided using the Multi-

Paradigm Model of Volunteering and Volunteer Lifecycle to identify the type and phase 

as the first step in understanding the volunteer motivations and the desired activities 

that focus on volunteer attraction and retention. This provides the NGO with the 

knowledge of what is needed and how to change. 

 

The next step – ability to implement – looks inwards at the NGO based on the 

structures, processes, resources, and capacity that is available to implement the 

changes highlighted in Step three. This is where the NGO may encounter some 

diffficulty, however there are steps that can be implemented that are within the means 

and resources of the NGO. 

 

The final step is the reinforement to sustain the change by incorporating the above 

steps into everyday practice to ensure it is continued to improve the brand image and 

volunteer attraction and retention. 

 

Step 4 – Favourable Brand Image 

 

The next stage focuses on the brand image of the NGO, with the first few steps tasked 

with improving volunteer motivation and volunteer management practices, this will 

ultimately ensure the NGO’s brand image and reputation will improve. Bennett and 

Gabriel (2003, cited by do Paço et al., 2014:13) suggest five key points to consider 

when creating a favourable brand image. These points include compassion, 

dynamism, idealism, focus on beneficiaries, and non-political image, resulting in more 

donations and volunteers.  

 

The NGO faced with an impression of a poor brand image and reputation by the 

volunteers included in the focus group, would benefit from a focus on developing a 

favourable brand image that highlights the needs of compassion and empathy for 

those involved in the process. In addition, creating the ideal volunteer program that is 

sought after by volunteers would be the primary focus. The volunteer program has to 

be a mutually beneficial relationship for both parties involved, namely volunteers and 

managers as both parties are beneficiaries of the relationship. With the organisation 
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being a non-governmental organisation, support and funding is not generated from a 

political relationship or image and relys on the donations and funding from private 

individuals. 

 

Step 5 – Create New Model of Recommendations  

 

The final step in the process is to present the NGO with a list of the new 

recommendations for an improved NGO brand image with volunteer management 

practices that will attract and retain volunteers. With the data collected during this 

study regarding volunteers’ motivations, types, and phases, the NGO has been able 

to see a variety of different strategies that should be implemented to focus on 

improving their brand image and the satisfaction of volunteers joining he NGO. 

 

The NGO does have some volunteer management practices in place, such as their 

green match making form and partnerships with industry leaders, but these can be 

slightly refined to be more effective and additional methods can be incorporated. In 

addition, the expectations of volunteers should be addressed by the NGO and 

informed about the expectations that volunteers should have based on the constraints 

and capabilities that the NGO must be able to achieve these tasks. 

 

In addition to the above recommended model to be implemented, there is future 

research that can be conducted to add valuable input. Additional research should be 

conducted with volunteers from different NGOs as well as managers from different 

NGOs to provide a more detailed comparison with contrasting findings when 

compared to the NGO in question. Focusing the research on NGO volunteer 

management practices may not prove relevant to other types of organisations. The 

study makes use of the Multi-Paradigm Model of Volunteering and the ADKAR Model, 

focusing on categorising volunteers and potential change management strategies.  

 

Previous volunteer management practices research has made use of theoretical 

models linking volunteer management practices to volunteer retention. Most of these 

studies were quantitative in nature, however this research did not follow a traditional 

theoretical approach, thus potentially limiting the effectiveness of the findings. Future 
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research should examine volunteer engagement with the work and activities they have 

been tasked with and consider the level of volunteer engagement that is impacting the 

volunteer intention to remain at the NGO. 

 

In addition, based on the key insights to the research problem, further research can 

be conducted to assess the topic of basic skills as volunteers feel they do not have 

the necessary basic or soft skills for a career and managers are finding it difficult to 

assist or place volunteers who do lack necessary critical thinking, empathy, listening, 

forward thinking, and problem-solving skills. This is potentially creating a further gap 

between the volunteers and managers, decreasing volunteer attraction and retention 

levels within the NGO.  
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Chapter 6: Conclusion 

 

With the importance of volunteers as a valuable backbone to the survival of non-profit 

and non-governmental organisations, it is of vital importance that organisations 

develop the necessary understanding of how best to manage these volunteers, to 

improve their brand image and reputation for volunteers to donate their time and to 

attract and retain the right volunteers who will contribute to the strategic goals of the 

organisation. With volunteers in the sample questioning their reasoning to remain 

within the NGO, it has become a vital step for NGOs to implement the necessary 

change. 

 

Using change management, potential volunteer management practices were 

presented in a new recommended model for the NGO to follow in their journey to 

understand and improve volunteerism. The findings of the focus group with volunteers 

and semi-structured interviews with managers were used as the vital knowledge 

required to incorporate into the new recommended model. The new recommended 

model contributes positively to the field of volunteerism to understand the incorporation 

of change management, brand management, and categorisation of volunteers to 

benefit the organisation. The study aimed to create a solid foundation to address the 

research problem and ensure NGOs have the knowledge and understanding required 

to improve their volunteer management practices and improve their brand image in 

the market. 
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Annexures 

Annexure 1: Focus Group Guide 

 

Focus Group Guide  

Preamble 

• Informed Consent  

• Informed Audio Consent  

Introduction 

Welcome and thank you for agreeing to be part of this focus group today. I really 

appreciate you taking the time to participate in this research project. My name is 

Kendall Dorrofield, and I will be the moderator for the discussion. Today we will be 

discussing volunteer motivation. I expect that discussion to last about 60 minutes. 

Role 

My role today will be to ask specific questions and to keep the conversation going. 

We have a few questions to cover, so we may need to change the subject or move 

ahead with the discussion. But please stop me if you want to add anything or if you 

have any questions. 

Purpose 

As explained in the informed consent section, the purpose of this study is to gain an 

in-depth understanding of the factors that motivate volunteers within the South 

African NGO to provide a deeper insight into the motivational factors, categorising 

volunteers into volunteer types to design effective volunteer management practices to 

attract and retain volunteers within the selected NGO. 

The focus group session will be recorded, and I will be taking notes during the 

session. Everything you say here today will be confidential and your personal 

information will be kept anonymous. The results of this study will be used for the 

purpose of completing my research project. Since you are taking part voluntarily, you 

may at any time withdraw from the focus group or simply say you prefer not to 

answer a question. 

You are free to speak openly and please remember that there are no right or wrong 

answers to any of the questions asked.  

How to participate 

This focus group is a group discussion, not an interview. Instead, I will be putting 

topics or questions to the group and the idea is for everyone to participate in the 

discussion with each other. I want to hear if you agree or disagree with what has 

been said as this assist in my understanding of all opinions. 

START RECORDING 

Ice Breaker Questions 

What is your favourite ice-cream? 

Questionnaire 

1. What is your understanding of the concept volunteer motivation?  

2. Can you explain, what motivated you to become a volunteer? 

3. In relation to your previous answer, were there any additional factors that may 

have motivated you to become a volunteer?  
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4. What factors did you consider when selecting this organisation over other 

organisations to volunteer? 

5. I would now like you to each individually complete the following sentence When I 

choose to become a volunteer for the organisation, my expectations 

were.................. 

6. Has your expectation been met, if yes, how? If no, what could the organisation 

do to change that?  

7. Which of the following situations would motivate you as a volunteer?  

Option A: the ability to suggest potential initiatives for the organisation to consider 

and implement. 

Option B: following prearranged initiatives organised by the organisation (tasks are 

assigned to you) 

8. When selecting an organisation to volunteer your time, would you prefer: 

Option A: organisations with a predictable volunteer programme, in which volunteers 

would know what to expect and there is an order to follow.  

Option B: organisations with a stimulating volunteer programme, one that changes 

constantly with new ideas and changes in the structure. 

9. How do you feel about your relationship with the organisation as a volunteer?  

10. In connection with the question above, what could the organisation do to improve 

this relationship?  

11. What benefits have you experienced or gained from being a volunteer within this 

organisation? 

12. Keeping in mind the answer to the above question, with regards to your intention 

to remain volunteering within this organisation, how likely are you to continue 

volunteering under the current practices or management? 

13. How likely are you to continue volunteering or increase your volunteering, if the 

changes we had discussed earlier were implemented? 

14. According to the Lifecyle of volunteering (Researcher to explain this concept), in 

your opinion, based on the below options, at which stage do you feel you mostly 

connect with? 

Stage 1 Exploratory Stage (undecided if you want to remain within this 

organisation) 

Stage 2 Development Stage (contributing to the organisation and feel more 

inclined to want to remain) 

Stage 3 Mature Stage (actively volunteering and positively contributing to others) 

Debrief  

Thank you so much for your assistance today in trying to understand/explore the 

factors that motivate yourself as volunteers within this South African NGO. The 

information gathered will be utilised to categorise you as a volunteer according to 

volunteer types which in turn will be utilised to design effective volunteer 

management practices to attract and retain volunteers. 
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Annexure 2: Interview Guide 

 

Interview Guide  

Preamble 

• Informed Consent  

• Informed Audio Consent  

Section 1: Introduction 

Welcome and thank you for agreeing to be part of this Interview today. I really 

appreciate you taking the time to participate in this research project. My name is 

Kendall Dorrofield, and I will be asking you a few questions on the NGO’s volunteer 

management practices and volunteer motivation. I expect the interview to last about 

60 minutes/1 hour.  

Role 

My role today will be to ask specific questions and to keep the conversation going. 

We have a few questions to cover, so we may need to change the subject or move 

ahead with the discussion. But please stop me if you want to add anything or if you 

have any questions. 

Purpose 

As explained in the informed consent section, the purpose of this interview is to gain 

an in-depth understanding of the factors that motivate volunteers within the South 

African NGO to provide a deeper insight into the motivational factors, categorising 

volunteers into volunteer types to design effective volunteer management practices to 

attract and retain volunteers within the selected NGO. The main purpose is to 

develop a guide or model that can be followed to improve volunteerism and the NGO 

Brand image as a favourable brand to donate their time or resources to volunteer. 

The interview will be recorded, and I will be taking notes during the interview. 

Everything you say here today will be confidential and your personal information will 

be kept anonymous. The results of this study will be used for the purpose of 

completing my research project. Since you are taking part voluntarily, you may at any 

time withdraw from the interview or simply say you prefer not to answer a question. 

You are free to speak openly and please remember that there are no right or wrong 

answers to any of the questions asked.  

START RECORDING 

Ice-breaker questions  

What is your favourite Ice-cream? 

Interview Questions 

1. Provide a brief description of what your role in the organisation entails.  

2. Explain your understanding of the concept of a volunteer?  

3. Describe your perceptions of volunteer motivation within the organisation?  

4. Describe your perceptions of the factors that motivate volunteers?  

5. What are the practices followed to identify volunteer motivational factors and 

linking these motives and volunteers to the right tasks? 

6. How do you feel about the relationship the organisation has with their 

volunteers?  

7. In your opinion, what type of impact would organisational support have on the 

volunteer experience or engagement? 
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8. What type of organisational support factors or practices do you feel should be 

implemented to attract or retain volunteers? 

9. Do you feel there are any areas of weakness or difficulties with regards to 

managing volunteers?  

10. In your opinion, explain how the organisation would benefit from an improved 

volunteer management strategy.  

11. Do you think once we have identified the different types of volunteers and 

established how they are motivated, this information could potentially be used 

to improve volunteer management strategies? 

Debrief  

Thank you so much for your assistance today in trying to understand/explore the 

factors that motivate yourself as volunteers within this South African NGO. The 

information gathered will be utilised to categorise you as a volunteer according to 

volunteer types which in turn will be utilised to design effective volunteer 

management practices to attract and retain volunteers. 

Would you like to ask me any questions about today’s interview? 
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