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Abstract: In this study, the effects of relationships with immediate supervisors, 
or Leader-Membership Exchange (LMX), on volunteers’ intentions to stay 
with their organisations through motive fulfilment are examined. Data were 
collected from 213 volunteers working in community non-profit organisations 
in Queensland, Australia, and hypotheses tested with simple and multiple  
linear regression analysis. The findings show that the fulfilment of values, 
understanding, enhancement, social, and career motives partially mediated the 
effect of LMX on volunteers’ intentions to stay. The results indicate that 
motive fulfilment is important in promoting positive workplace outcomes by 
enhancing volunteer-supervisor relationships. 
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1 Introduction  

Volunteering rates in Australia are declining (Smerdon, 2015; Australian Bureau of 
Statistics, 2010; Same et al., 2020), resulting in fewer volunteers and negatively 
impacting the supply of services in Non-profit Organisations (NPOs). This situation 
applies to many other countries as reports have shown a continued decrease of 
volunteering rates. For example, surveys have shown consistent decrease in the number 
of people participating in formal volunteering in the USA (US Bureau of Labour 
Statistics, 2016) and a steady decline in the number of volunteers in the UK (Department 
for Digital, Culture, Media and Sport 2019). Besides decreasing volunteering rate, 
Bortree and Waters (2014) observed that volunteers do not stay long in an organisation, 
which means that remaining volunteers face an increased workload and the possibility of 
burnout. One of the consequences of burnout is an increased intention to leave, and in 
most cases, it results in high dropout or turnover rates (Huang et al., 2010; Millette and 
Gagné, 2008; Moreno-Jiménez et al., 2012). 

High turnover is a challenge across all types of organisations, but for NPOs, changes 
in the social conditions of volunteers (Taylor et al., 2006) have further decreased 
participation, as young volunteers are contributing fewer hours (Australian Bureau  
of Statistics, 2010). This has led to a reduction in the ability of NPOs in Australia to 
provide the services demanded by their clients (Australian Council of Social Services 
[ACOSS], 2009; Volunteering Australia, 2016). Volunteer dropout rates and decreasing 
participation are therefore crucial concerns that need to be addressed to promote 
sustainable volunteer management practices in NPOs. Scholars have recognised the 
dropout rate as a challenge and have asserted that community NPOs need to do all they 
can to retain their existing volunteers (Bang et al., 2013; Lee et al., 2013; Starnes, 2007) 
by addressing volunteers’ intentions to leave and reducing the rate of dropping out. In 
light of this context, understanding of the factors that predict the decisions of volunteers 
to remain volunteers is necessary and more research is required to provide a more 
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comprehensive evidence-based knowledge from which managers can make better 
decisions to improve volunteer’s service tenure.  

Past studies have identified several factors as predictors of volunteers’ intentions to 
stay. One such predictor is Leader-Member Exchange (LMX) (see Bang, 2011; Usadolo, 
2016; Usadolo and Usadolo, 2019), which refers to subordinate’s satisfaction with the 
relationships that develop between themselves and their supervisors. LMX is a typical 
Social Exchange Theoretical (SET) variable because it assumes that effective workplace 
relationships deliver tangible and intangible benefits to the individual, their supervisor 
and the organisation. The dynamics of SET, and in turn, LMX are explained later in the 
paper. The construct LMX has been used by researchers to examine how leaders at the 
supervisor level can influence their subordinates’ workplace outcomes (Mathieu et al., 
2016; Teoh et al., 2016; Wang et al., 2019) such as their intention to stay. According to 
previous research (see Brunetto et al., 2017; Nelson, 2012; Usadolo and Usadolo, 2019), 
it is expected that the nature of the relationship between supervisors and their 
subordinates, if characterised by mutual benefit, will result in several workplace 
outcomes, among them, intention to stay and commitment. There is a body of research 
about the impact of LMX on employee outcomes in public and private sector 
organisations (see Michael, 2014; Usadolo et al., 2019; Wang et al., 2019). However, less 
research has been undertaken for the volunteer-supervisor relationship within the NPOs, 
especially in Australia. 

Another view that has gained attention in studies is the robust effect of motive 
fulfilment on the intention to stay. Several studies have found that motivational factors 
impact volunteers’ decisions to begin volunteering in organisations (Omoto and Snyder, 
1995), and the fulfilment of motives has been identified as a key predictor of positive 
experiences that result in high levels of intention to remain (Same et al., 2020; Willems  
et al., 2012). Cho et al. (2020) and Penner (2002) argued that volunteers’ perceptions 
about their experiences and the organisation’s management practices affect their 
volunteering behaviour. Thus, the nature of relationships in organisations, as embodied 
by supervisor-subordinate relationships, which are a reflection of management practices, 
may determine whether volunteers’ motives are fulfilled or not. Dwiggins-Beeler et al. 
(2011) and Penner (2002) noted that organisational variables (such as LMX), or 
dispositional variables (such as motive fulfilment) alone may not fully explain 
volunteers’ workplace outcomes. However, Penner (2002) suggested that dispositional 
variables can be mediators in the relationship between organisational variables and 
workplace outcomes, or organisational variables can mediate the impact of dispositional 
variables on workplace outcomes.  

It is therefore necessary to look at the interactive consequences of these variables. 
However, in this study, the focus will be on examining the impact of one dispositional 
variable (motive fulfilment) as a mediator of the relationship between the independent 
variable (LMX) and one workplace outcome (intention to stay). This is a gap in the 
literature, especially given that a recent study has shown that LMX has an indirect 
relationship with intention to stay (see Usadolo and Usadolo, 2019). Moreover, 
Boezeman and Ellemers (2007, 2008) and Craig-Lees et al. (2008) all stated that there is 
a need to understand how individual factors (such as volunteers’ motivations) affect 
volunteers’ levels of interest and volunteer retention rates. Previous research has shown 
that motive fulfilment is a predictor of positive experience, which in turn, should ensure 
that the right workplace ingredients are in place to retain volunteers. 
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Hence, we expect that in the context of this study, motive fulfilment has a role to play 
in mediating the relationship between LMX and intention to stay.  

In light of this, without understanding the likely level to which different factors affect 
volunteers’ intention to stay, scholars and human resource managers cannot draw 
rigorous conclusions about theoretical relationships with respect to the nature of 
relationships between LMX, motive fulfilment and volunteers’ intentions to stay 
volunteering in the community NPOs. Given the foregoing argument, the influence of 
two factors on volunteers’ intentions to stay is examined. One factor pertains to 
management: The quality of the relationships between supervisors and volunteers 
(captured using the Leader-Member Exchange [LMX] construct). The other is an 
individual factor: volunteers’ motive fulfilment.  

The contribution of this paper is that it provides greater clarity for NPO managers 
about the following:  

1 The importance of the influence of supervisors’ relationships with volunteers on 
volunteers’ intentions to stay, and 

2 The influence of motive fulfilment on the relationship between LMX and intention 
to stay.  

The findings may enable NPOs to make informed decisions about strategies to increase 
volunteers’ willingness to continue to volunteer. 

In the following section, the theoretical framework of Social Exchange Theory (SET) 
that will be used as a lens of analysis will be explained. LMX, as a construct of SET, is 
fundamentally about workplace relationships in an organisation and SET is the umbrella 
theory providing a lens for interpreting the findings based on its assumption that argues 
the mutually beneficial outcomes likely to result from effective workplace relationships.  

2 Social exchange theory 

In this article, SET is used as a lens to explain the impact of relationships such as LMX 
on volunteers’ intention to stay and the possible role motive fulfilment plays  
in LMX relationships. As stated, SET assumes that when effective workplace exchange 
relationships develop, there are potential benefits likely to result for both employees and 
their organisations. In particular, SET argues that social interactions between supervisors 
and employees that are open, result in positive and trust-building relationships, which in 
the end, become mutually beneficial (Cropanzano and Mitchell, 2005). LMX is a SET 
variable because the same assumptions about the benefits of effective workplace 
relationships apply to LMX. Previous research has shown the benefits of effective 
supervisor-subordinate relationships, in each case identifying how effective LMX leads 
to the reciprocal exchange of resources, knowledge, time, and emotional support for all 
the stakeholders, with the added benefit of high employee outcomes (Brunetto et al., 
2017; Story et al., 2013; Aggarwal et al., 2020; Vila-Vázquez et al., 2020). The theory is 
relevant to this study because in the absence of a monetary reward for their volunteer 
labour, it is important for managers to understand the value of effective LMX in the 
workplace. 

In line with SET, and as stated by Snyder et al. (2000) and Morse et al. (2020), the 
extent to which an individual’s volunteer motivational concerns are met by their 
organisation or their organisational agents, will determine volunteers’ levels of 
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commitment to continuing as a volunteer. Furthermore, Clary and Snyder (1999) stated 
that the degree to which the functional motives of volunteers are fulfilled by the 
opportunities provided by their working relationships in the organisation influences their 
level of commitment to continuing their participation in the organisation. The above 
arguments are consistent with Homans’ (1961) explanation of the importance of 
resources exchange in determining the responses of a recipient. An exchange of resources 
takes place in the volunteers’ relationships with their supervisors. The nature of 
relationships in organisations, as conceptualised through the LMX variable, is explained 
in the section below. 

3 Leader-member exchange (LMX) 

As stated, LMX theory is underpinned by SET assumptions and is therefore used to 
explain the potential benefits of the two-way relationships between supervisors and 
subordinates (Brunetto et al., 2017; Graen and Uhl-Bien, 1995; Han et al., 2018) 
including the likely outcomes in terms of high employee performance (Buch, 2015; 
Dechawatanapaisal, 2018; Mardanov et al., 2008). Hence, LMX theory is important in 
the context of volunteering because it helps to explain the relationships between 
supervisors and volunteers. In the context of volunteering, the nature of the resources 
exchanged defines the quality of the LMX relationship, which will either be high-quality 
and characterised by mutual support and appreciation (Mueller and Lee, 2002) or low-
quality and characterised by poor communication and low trust (Usadolo and Usadolo, 
2019). In high quality LMX, the exchange of resources (both tangible and intangible) 
benefits both parties. 

High-quality LMX relationships create feelings of mutual obligation (Brunetto et al., 
2017; Schyns, 2006) that are capable of influencing workplace outcomes such as 
intention to stay. A high-quality LMX is very important in the context of NPOs because 
it increases supervisors’ abilities to coordinate and motivate the efforts of volunteers in 
order to avoid non-cooperation and non-acceptance of leadership, which, according to 
Pearce (1993), are often observed among volunteers working in NPOs. Pearce (1993) 
argued that when leaders’ relationships with volunteers involve an appreciation of their 
significant contributions to the NPOs, it inspires and encourages volunteers. When these 
types of relationships are present, the question of volunteer non-cooperation in the NPOs 
will not arise, and there is an increased likelihood of volunteers remaining in their 
organisations. 

Researchers have pointed out that when supervisors provide high levels of 
information sharing, individual attention, trust and emotional support, employees will 
reciprocate with positive workplace outcomes such as lower employee turnover and 
higher job satisfaction (Brunetto et al., 2013; Eisenberger et al., 2010). These are vital 
elements in developing good relationships between supervisors and volunteers in 
community NPOs because they will not only help the NPOs to retain volunteers but will 
also provide a disincentive to quit. In contrast, low-quality LMX is generally recognised 
as a predictor of voluntary turnover (Harris et al., 2005). Thus, it is of paramount 
importance that high-quality supervisor-subordinate relationships are apparent because 
supervisors at the lower levels of management are tasked with executing and evaluating 
policies that affect their day-to-day working relationships with volunteers in community 
NPOs. 
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LMX, as a construct of SET, highlights the development of high-quality relationships 
between volunteers and their supervisors, as articulated by Homans’ (1961) value 
proposition. This proposition states that the more valuable a resource is to the recipient, 
the more the recipient will feel obliged to reciprocate. Gouldner (1960) and Emerson 
(1972) argued that the degree to which an exchange is viewed positively depends on the 
subjective psychological value an individual assigns to what he/she receives. In other 
words, the responses of the recipients, who in the context of this study are volunteers, are 
influenced by the extent to which the resources they are given meet their needs.  

In NPOs, the provision of resources in the form of non-monetary rewards are 
determined by the volunteers’ supervisors, and the degree to which this results in 
sustainable LMX relationships depends on whether it is high-quality or low-quality 
LMX. High-quality LMX is in line with (Schaefers, 2009) notion of positive reciprocal 
beneficial relationships, and it is a requirement for the development of positive 
relationships between supervisors and their subordinates. In particular, the value of a 
resource exchanged in the working relationship between a supervisor and a volunteer in a 
community NPO is determined by the perceived benefit the volunteer obtains, which in 
turn, influences the development of a positive and sustainable relationship. This is a 
relationship that in all likelihood will increase a volunteer’s intention to stay in the 
organisation. This is because volunteering does not involve monetary rewards. Hence, 
volunteers will only feel obliged to reciprocate with longer stays in the organisation when 
the resources provided by their supervisors satisfy their motives for volunteering (Davis 
et al., 2003; Finkelstein, 2008; Zollo et al., 2017). Resources exchanged in high-quality 
LMX in the context of volunteering are usually non-monetary rewards, and scholars have 
stated that such rewards should satisfy volunteers’ motives for volunteering. Put 
differently, supervisors have to make sure that the resources exchanged with volunteers 
address their motives for volunteering. This is an essential requirement for increasing the 
intention to stay of volunteers in community NPOs. 

4 Intention to stay 

An individual’s conscious plan to keep serving in the organisation is referred to as 
intention to remain (Blau and Holladay, 2006), while intention to leave is a “subjective 
probability that an individual will leave the organisation within a certain period of time” 
(Zhao et al., 2007, p.651). A volunteer’s intention to remain is likely to be linked to the 
amount of satisfaction he/she derives from receiving rewards that meet his/her needs or 
motives for volunteering. 

Intention to stay is essential to the effectiveness of the organisation because it is 
usually associated with low rates of absenteeism and high retention rates (Griffeth et al., 
2000). These outcomes are beneficial to the organisation because they reduce the cost of 
recruitment and training. Being able to retain volunteers also reduces the negative 
impacts of turnover, which can be devastating for community NPOs because they depend 
mostly on volunteers. In addition, strong intentions to stay minimises the loss of 
volunteers who have acquired valuable knowledge and experience and whose departure 
would therefore reduce the organisation’s effectiveness and efficiency. Hence, 
understanding the factors that influence volunteers ‘intention to stay is important for 
community NPOs’ success as it will enable managers to develop more effective 
volunteer retention strategies in NPOs. 
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Volunteers’ experiences with respect to their relationships with their organisations 
and their organisations’ agents are among the factors that affect how long they will stay 
with the organisation (Cho et al., 2020; Taylor et al., 2006). Some studies have identified 
high-quality LMX-related attributes such as good relationships with other staff such as 
supervisors, working conditions (Hidalgo and Moreno, 2009) and opportunities for 
positive peer interactions (Haski-Leventhal and Bargal, 2008) as determinants of 
intention to stay or to leave. 

Employees’ perceptions of quality LMX will be positive if they receive from their 
supervisors timely and appropriate information, respect, trust, and empowerment 
(Gerstner and Day, 1997). This may, in the case of volunteers, result in the development 
of effective relationships with their supervisors, which will encourage continuous 
volunteering. Another possible LMX factor that could increase volunteer intention to stay 
is positive feelings developed in the working relationship in the organisation. Willingness 
to engage, consult, and exchange ideas is one of the defining characteristics of high-
quality relationships. Reflecting this view, Garner and Garner (2011) stated that 
volunteers are more inclined to continue volunteering when they perceive that 
organisations or their agents, such as supervisors, are open to their ideas. Hence, 
according to Wheeler et al. (2007), turnover will decrease – implying intention to stay 
will increase – when employees experience high-quality LMX. 

High-quality LMX was found to be negatively related to turnover intention in a meta-
analytic study conducted by Gerstner and Day (1997), while Griffeth et al. (2000) found 
LMX was negatively related to actual turnover. These results indicate that as the quality 
of LMX increases, intention to stay increases, and that poor relationships between 
supervisors and subordinates in the workplace result in turnover intentions. Turnover 
intentions have been found to be high among employees who perceived their 
relationships with their supervisors to be unsatisfactory (Harris et al., 2005). Given the 
above discussion, it is expected that high-quality LMX will increase volunteers’ 
intentions to stay in community NPOs in Australia. Thus, the following hypothesis is 
formulated: 

Hypothesis 1: High-quality LMX is positively related to volunteers’ intention to stay. 

5 Motive fulfilment 

According to the literature, motive fulfilment is different from motive. Motive, in terms 
of the functional approach used by Clary et al. (1998), refers to the functions or reasons a 
volunteer has decided to give his/her time for unpaid activities in an organisation. When 
the reasons (motives) have been achieved, this is referred to as motive fulfilment. The 
functional approach, which focuses on motive fulfilment, seeks to understand how people 
identify their motives for volunteering, seek opportunities that fulfil those motives, and 
sustain their involvement over time (Snyder and Omoto, 2000). In this regard, individual 
motives are an important antecedent to the decision to volunteer. 

Volunteer motivations have been looked at in terms of the functions they serve for 
individuals. In this regard, six personal and social functions of volunteerism have been 
identified. They are values (selfless concern for the welfare of others), understanding  
(a desire for personal growth and to learn new skills), self-enhancement (a desire to 
increase self-esteem and self-confidence), social (a desire to belong to a group and 
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increase social networks), career (a desire to improve career prospects), and protection  
(a desire to reduce feelings of guilt or preoccupation with a particular problem). The 
functional approach to motivation is one of the commonly used approaches in studies of 
volunteers because it can uncover the diversity of motives that bring about volunteerism 
and encourage continued involvement in volunteering (Mannino et al., 2011). 

Previous studies have shown that volunteers feel obliged to reciprocate with a longer 
stay in an organisation when the resources they are provided fulfil their functional 
motives (Davis et al., 2003; Finkelstein, 2008; Morse et al., 2020). Motive fulfilment is 
said to occur only when at least some of the reasons for volunteering are met. Studies 
about volunteers have reported a significant positive relationship between the importance 
given by volunteers to various initial motives and the degree to which each motive is 
fulfilled. For example, Davis et al. (2003) and Finkelstein (2008) found that for 
volunteers, the strongest predictor of the fulfilment of motives (such as the value motive) 
was the initial importance they attached to that motive. Moreover, Pearce (1993) 
suggested that motivation to volunteer is a better predictor of the initial decision to 
volunteer, but the fulfilment of motives is likely to be a better predictor of a volunteer’s 
future behaviour in an organisation because fulfilment results in more satisfied 
volunteers. These studies have shown that people seek out activities that are likely to 
fulfil their strongly held motives and that fulfilment is likely to increase positive 
workplace outcomes. In line with this view, a second hypothesis is formulated: 

Hypothesis 2: Each initial motive is positively related to its fulfilment. 

In the literature, there are two complementary arguments relating to motive fulfilment. 
One is that if volunteering activities are satisfactory due to the fulfilment of motives, it 
will result in positive outcomes such as a long-term commitment to the organisation  
(see Moreno-Jiménez and Villodres, 2010; Morse et al., 2020). The other is that if there 
is dissatisfaction with volunteering because of a lack of motive fulfilment, it will result in 
negative outcomes, including decisions to leave. People’s initial motives are important, 
not only in initiating volunteer activities, but also in helping volunteers to determine the 
nature of their experiences, depending on whether the motives are fulfilled or not. 
According to Al-Mutawa (2015) and Snyder et al. (2000), the extent to which a 
volunteer’s motives are fulfilled will determine whether they will continue as a volunteer. 
Similarly, Morse et al. (2020) stated that the satisfaction of important volunteer’s motive 
will determine their persistence in the organisation. 

In addition, motivation is a process that involves drive, direction and persistence 
geared towards easing the internal tension created by unsatisfied needs. This means the 
initial phase of volunteering consists of the decision to act as a result of the force 
generated by the tension from unsatisfied needs. However, the continuation (persistence) 
of such an action depends on whether the goal (satisfaction of a particular need) is 
achieved. If the action does not provide the intended satisfaction, the individual may 
discontinue the action. Hence, fulfilment of motives would be a better predictor of a 
volunteer’s intention to stay. Based on the above argument, a third hypothesis is 
formulated: 

Hypothesis 3: Volunteers’ motive fulfilment is positively related to intention to stay. 

Motive fulfilment is a mediator between LMX and intention to stay. Researchers have 
consistently shown that favourable perceptions of supervisor-subordinate relationships 
influence employees’ positive workplace-related outcomes (Brunetto et al., 2017; Cascio, 
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2006). However, the findings are inconsistent. Harris et al. (2005) and Schyns et al. 
(2007) suggested the possibility of intervening variables such as motive fulfilment in the 
case of volunteers because intention to stay is said to increase if volunteers perceive that 
important functional motives have been appropriately met. 

The view that there are intervening variables is based on the analysis of the three 
stages of the volunteering process within an organisation. They are the antecedent stage, 
the experience stage, and the consequence stage (Davis et al., 2003; Omoto and Snyder, 
1995). The antecedent stage consists of the various motives for volunteering, while the 
experience stage consists of the degree of fulfilment of the six functional motives. The 
consequence stage consists of possible workplace outcomes such as involvement, time 
spent volunteering, and length of service (Davis et al., 2003; Finkelstein, 2008). Since 
volunteers’ obligations to their organisations are not bound by monetary rewards, the 
volunteer’s experience becomes very important because it determines the volunteers’ 
continuity and involvement. According to Omoto and Snyder (1995), the future 
behaviour of volunteers (the experience stage) largely depends on the relationship 
between the volunteer and the organisation. This means that factors within the 
organisation have a direct effect on the length of time spent volunteering. One of these 
factors is the supervisor-subordinate relationship that evolves as a result of the match 
between volunteer benefits and the individual’s important personal and social motives. 
This is consistent with Homan’s (1961) value proposition of SET that the continuation of 
a positive behaviour depends on whether previous behaviour has yielded a reward or 
valuable benefit to the recipient. 

High-quality LMX is characterised by the provision of resources that meet both the 
physical and psychological needs of supervisors’ subordinates. Hence, for unpaid 
employees such as volunteers, it is expected that intention to stay will be high when 
relationships with supervisors lead to the fulfilment of important motives. Therefore, it is 
plausible to suggest that volunteer motive fulfilment (i.e., fulfilment of the six functional 
motives) will mediate the association between LMX and intention to stay. The following 
hypothesis is therefore formulated: 

Hypothesis 4: Volunteers’ motive fulfilment will mediate the relationship between high 
quality LMX and intention to stay. 

6 Method 

A self-administered survey (using a cross-sectional design) was used in this study for 
data collection. Questionnaires were distributed to 680 participants in five community 
NPOs in Queensland, Australia, and a total of 213 were returned. Before the distribution 
of questionnaires, the researcher held meetings with different volunteer coordinators in 
NPOs to explain the research project and seek permission for data collection. Meetings 
were organised by the volunteer coordinators for the researcher to meet with volunteers 
and explain to them the importance and objectives of the research project. Both volunteer 
coordinators and volunteers were assured that the information collected would be kept 
confidential and findings would be reported anonymously. 

Most questionnaires were handed out and collected by the researcher after these 
meetings. Those who were not able to complete their questionnaires at the meetings were 
given the option to either bring them to the next meeting or send them by post using the 



   

 

   

   
 

   

   

 

   

   10 Q.E. Usadolo et al.    
 

    
 
 

   

   
 

   

   

 

   

       
 

stamped self-addressed envelopes provided. Postage-paid envelopes were used to make it 
easy for the participants to send the surveys back to the researcher and still retain their 
anonymity. In addition, some questionnaires were left with the volunteer coordinators to 
give to those volunteers who were absent. After the data collection, descriptive statistics 
such as means, frequency distributions and standard deviations within the SPSS package 
were used to analyse the demographic data and other variables. 

6.1 Measures 

All measures used in this study were adapted from previous studies. The unidimensional 
LMX-7 instrument developed by Graen and Uhl-Bien (1995) for examining supervisor-
subordinate relationships was adapted for use in this research. This instrument consists of 
seven questions and was selected because of its high reliability and sound psychometric 
properties (Graen and Uhl-Bien, 1995). Participants were asked to indicate their levels of 
agreement or disagreement on a six-point Likert-type scale ranging from Strongly 
Disagree (1) to Strongly Agree (6). An example of the question is: ‘I have a good 
working relationship with my supervisor.’ Consistent with previous studies, the 
Cronbach’s alpha for the scale was 0.91, suggesting a high level of internal consistency. 

Clary et al. (1998) Volunteer Functions Inventory (VFI) was used to measure both 
volunteer motives and degree of fulfilment. The VFI has a total of 42 questions. Some 
modifications were made to make the questionnaire easier and more understandable for 
the respondents. For example, one of the modified questions for the fulfilment of values 
was “People I am genuinely concerned about are being helped through my volunteer 
work at this organisation” instead of the original question, which was, “I am genuinely 
concerned about the people who were helped.” As for enhancement, one of the modified 
questions was “From volunteering at this organisation, my self-esteem has been 
enhanced,” instead of the original question which was “My self-esteem was enhanced.” 
All questions were measured using a six-point Likert-type scale, with responses ranging 
from Strongly Disagree (1) to Strongly Agree (6). The VFI has been widely used to 
examine volunteers’ motives because of its excellent psychometric properties and 
consistent internal reliability (Davis et al., 2003; Finkelstein, 2008). The Cronbach’s 
alphas for the motives scale ranged from 0.80 to 0.92, and for motive fulfilment they 
ranged from 0.85 to 0.89, indicating a high level of internal consistency and reliability. 

Intention to stay was examined with the Irving et al. (1997) turnover intention 
measure, which consists of three items, and all questions were measured with a six-point 
Likert-type scale ranging from Strongly Disagree (1) to Strongly Agree (6). The 
questions were reworded to reflect the extent to which each respondent was thinking of 
staying with their present organisation. Participants were asked to indicate their levels of 
agreement with statements such as: “I intend to keep on volunteering in this organisation 
for the foreseeable future.” The Cronbach’s alpha was 0.91, indicating a high level of 
internal consistency and reliability. 

6.2 Demographic analysis 

As indicated above, data were collected from five community NPOs in Queensland that 
provide services to the vulnerable and less privileged in their communities. These NPOs 
will henceforth be referred to as organisations A, B, C, D and E. Prominent among the 
community services these NPOs (A, B and C) render are settlement of refugees, 
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advocacy to refugees, community development and engagement with communities and 
between communities, reskilling and employment services, and sourcing and delivery 
clothes to the needy. The other two of the NPOs (D and C) are involved in community 
respite, advocacy and transport services for people with a disability. The percentage of 
the total data collected from the five community NPOs was 32.7%. The number of 
respondents from the organisations was as follows: A, 51 (24% of all returned 
questionnaires); B, 34 (16%); C, 46 (21.6%); D, 43 (20.2%) and E 39 (18.3%). Similar to 
past studies about volunteers (see Barraket et al., 2013; National Survey of Volunteering 
Issue, 2011), most of the volunteers in the sample were females (140 = 65.7%). The age 
distribution of the participants was also consistent with findings from the literature 
(Hoye, 2004; National Survey of Volunteering Issue, 2011). For example, an ACOSS 
(2009) survey of community NPOs in Queensland found that older people were 
participating more in voluntary services than were younger people. This was evident in 
the age analysis of this study, as 108 (49%) were aged 43 and above. With respect to 
hours spent volunteering, the largest cohort (82, or 38.5% of respondents) volunteered for 
three to four hours per week. Most of these respondents had volunteered for their 
organisations for more than five years. The age distribution and hours spent volunteering 
are shown in Table 1. 

Table 1 Age distribution and hours spent volunteering 

Age Frequency Per cent No of hours Frequency Per cent 

73–77 1 5 11 and above 1 .5 

68–72 35 16.4 9–10 2 .9 

63–67 24 11.3 7–8 5 2.3 

58–62 12 5.6 5–6 41 19.2 

53–57 16 7.5 3–4 82 38.5 

48–52 6 2.8 1–2 80 37.6 

43–47 14 6.6    

38–42 27 12.7    

33–37 20 9.4    

28–32 26 12.2    

23–27 18 8.9    

18–22 12 5.6    

Under 18 1 0.5    

6.3 Data analysis 

A factor analysis of the 52 questions in the questionnaires set at factor loading of .45 as 
the cut-off point revealed 14 latent variables with eigenvalues greater than one. These 
factors explained 80% of the variance, with the first factor accounting for 10.07% of the 
variance. Table 2 shows the factor loading of each of the variables and their reliability 
values.   
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Table 2 Factor analysis and Cronbach’s alpha  

Variables Questions Factor 
loadings 

Cronbach’s 
alpha 

Leader-member 
exchange (LMX)

My supervisor is satisfied with my work. .705 

.906 

My supervisor understands my work problems and 
needs. .715 

My supervisor knows how good I am at my job. .804 

My supervisor is willing to use her/his power to help 
me solve work problems. .835 

I have a good working relationship with my supervisor. .811 

My supervisor is willing to help me at work when I 
really need it. .811 

I have enough confidence in my supervisor that I 
would defend and justify his/her decision if he/she 
were not present to do so. 

.735 

Protective 
motive 

No matter how bad I’ve been feeling, volunteering 
helps me to forget about it. 

.851 

.899 

By volunteering I feel less lonely. .795 

Doing volunteer work relieves me of some of the guilt 
over being more fortunate than others. 

.793 

Volunteering helps me work through my own personal 
problems. .783 

Volunteering is a good escape from my own troubles. .764 

Social motive 

My friends are also volunteers. .906 

.940 

People I know share an interest in community service. .900 

Others with whom I am close place a high value on 
community service. 

.845 

Volunteering is an important activity to the people I 
know best. .796 

People I'm close to want me to volunteer. .779 

Understanding 
motive 

I can learn more about the cause for which I am 
working. .884 

.921 

Volunteering allows me to gain a new perspective on 
things. 

.883 

Volunteering allows me to learn things through direct, 
hands on experience. .857 

By volunteering, I learn how to deal with a variety of 
people. .838 

I can explore my own strengths as a volunteer. .828 

Career motive 

Volunteering can help me to get my foot in the door at 
a place where I would like to work. 

.900 

.916 

I can make new contacts that might help my business 
or career. .878 

Volunteering allows me to explore different career 
options. .834 

Volunteering will help me to succeed in my chosen 
profession. 

.833 

Volunteering experience will look good on my resume. .754 
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Table 2 Factor analysis and Cronbach’s alpha (continued) 

Variables Questions Factor 
loadings 

Cronbach’s 
alpha 

Enhancement 
motive 

Volunteering makes me feel important. .791 

.896 

Volunteering increases my self-esteem. .758 

Volunteering makes me feel needed. .748 

Volunteering makes me feel better about myself. .713 

Volunteering is a way to make new friends. .623 

Values motive 

I am concerned about those less fortunate than myself. .779 

.796 

I feel compassion toward people in need. .699 

I feel it is important to help others. .689 

I can do something for a cause that is important  
to me. .665 

I am genuinely concerned about the particular group I 
am serving. .664 

Intention to stay 

I intend to keep on doing the job in this organisation, 
for the foreseeable future. 

.804 

.907 
I see myself still volunteering for this organisation one 
year from now. .797 

I do not intend to pursue an alternative volunteering 
job in the next two years. 

.793 

Protective 
motive  
fulfilment 

Volunteering at this organisation allows me to escape 
some of my own troubles. 

.894 
.865 

Volunteering at this organisation allows me to feel less 
lonely. .863 

Social motive 
fulfilment 

People close to me know that I am volunteering at this 
organisation. 

.862 
.846 

My friends have found out that I do volunteer work for 
this organisation. .834 

values motive 
fulfilment 

People I am genuinely concerned about are being 
helped through my volunteer work at this organisation 

.903 

.892 
By volunteering at this organisation, I am doing 
something for a cause I believe in. .893 

Career motive 
fulfilment 

By volunteering at this organisation, I have been able 
to make new contacts that might help my business or 
career. 

.907 
.856 

By volunteering at this organisation, I have been able 
to add important experience to my resume. .891 

Understanding 
motive fulfilment

I have been able to explore my own personal strengths 
through volunteering at this organisation. .877 

.848 
I have learned how to deal with a greater variety of 
people through volunteering at this organisation. .856 

Enhancement 
motive fulfilment

From volunteering at this organisation, my self-esteem 
has been enhanced. .801 

.890 
From volunteering at this organisation, I feel better 
about myself. .790 
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The Bartlett’s test of sphericity was significant (with a Chi-square value of 93, 68.620,  
p < .0001). and the Kaiser–Meyer–Olkin measure of sampling adequacy was 0.789, 
which is above the minimum 0.6 requirement. The KMO and Bartlett's test results are 
shown in Table 3. 

Table 3 The KMO and Bartlett’s Test  

Kaiser-Meyer-Olkin Measure of Sampling Adequacy. 

Approx. Chi-Square 

Bartlett’s Test of df 

Sphericity  Sig. 

.789 

9368.620 

1326 

.000 

To assess the credibility of the measures used, it was important to ensure that the items 
used represented the theoretical constructs they were intended to measure (Schumacker 
and Lomax, 2004). Construct validity includes content, convergent and discriminant 
validity (Hair et al., 2010; Kline, 2011), and these were all tested. Content (face) validity 
was established using pre- validated questions and by pre-testing the survey instruments. 
Convergent validity was established by calculating the Average Variance Extracted 
(AVE) for each of the items. The average variance values of the scales ranged from 0.55 
to 0.89 and were above the minimum recommended value of .50 (Gefen and Straub, 
2005; Hair et al., 2010; Vinzi et al., 2010). These values provide support for the 
convergence of the items and indicate that all the latent variables were also distinct from 
each other (discriminant validity). In addition, every item was distinctly different from all 
of the others, as the squares of the correlation values for all pairs of variables were less 
than the sums of the two variables AVE, which is consistent with Hair et al. (2010) and 
Vinzi et al. (2010) recommendations. A correlation matrix was used to determine the 
direction and strength of the relationships between all variables. Table 4 shows the 
correlation coefficients for each variable and the means and standard deviations of all the 
variables examined in the study. 

Multicollinearity and common method bias were not a problem because none of the 
correlations was above .90 (Pavlou et al., 2006). The analysis of the results indicates that 
all the variables correlate positively and significantly at the 0.01 and 0.05 levels. In 
addition, the Harman’s one factor test indicates there is a low chance of common method 
bias as one factor explains 20.00% of the variance, which is much lower than the point of 
concern (60–70%) as indicated by Fuller et al. (2016). 

A simple linear regression was used to explore Hypotheses 1 and 2. Hypotheses 3 and 
4 were tested with multiple linear regressions and the mediation analysis was based on 
Baron and Kennys (1986) conditions of mediation. Gender was controlled for in the 
regression analysis to address the alternative explanation that volunteers’ intention to stay 
was determined by gender. 
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Table 4 Correlation matrix  
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7 Results 

Hypothesis 1 states that “High-quality LMX is positively related to intention to stay.” 
The results from the simple linear regression analysis support this hypothesis. The 
relationship between LMX and intention to stay was positive and significant (R2= .307,  
F = 46.408, p < .0001). This means that LMX accounted for 30.7% of the variance in 
intention to stay. This finding indicates that good exchanges between supervisors and 
volunteers influenced volunteers’ intentions about whether to stay in their organisations. 

Table 5 Regression analysis detailing the relationship between LMX and volunteers’  
intention stay   

Variable  Intention to stay β scores 

Gender .010 

LMX .554** 

R2 .307** 

F 46.408** 

Notes: N = 213, ** Correlation is significant < .001 level. * Correlation is significant 
< .005 level. 

Hypothesis 2 states that “Each of the motives is positively related to its fulfilment.” The 
results from the simple linear regression analysis support this hypothesis. The 
relationship between each of the motives and its fulfilment was positive and significant. 
For example, value motive fulfilment was predicted by value motive (R2 = .076,  
F = 8.590, p < .0001), enhancement motive was predicted by enhancement motive  
(R2 = .128, F = 15.361, p <.0001), and the fulfilment of each of the other motives was 
predicted by the initial motive (see the Table 6). 

Table 6 Regression analysis detailing the relationship between each motive and its’ fulfilment 

Variables β R2 F 

Gender –.116   

Value .264** .076* 8.590 

Gender .088   

Enhancement .342** .128** 15.363 

Gender –.102   

Understanding .198* .043* 4.698 

Gender .096   

Social .186* .046* 5.088 

Gender –.045   

Career .225* .053* 5.835 

Gender –.045   

Protective .333** .108** 12.756 

Notes: N = 213, ** Correlation is significant < .001 level. * Correlation is significant 
< .005 level. 
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The results from the multiple regression provide support for the acceptance of 
Hypothesis 3 which states that “Volunteers’ motive fulfilment is positively related to 
intention to stay.” The relationship between motive fulfilment and intention to stay was 
positive and significant (R2= .353, F = 15.971, p < .001), except for protective motive 
fulfilment that was not significant. Motive fulfilment accounted for 35.3% of the 
variance in intention to stay. 

The results from the multiple regression partially supported Hypothesis 4 (R2= .462, 
F = 54.973, p < .001) which states that: “Volunteers’ motive fulfilment will mediate the 
relationship between high-quality LMX and intention to stay.” The β coefficient of LMX 
on intention to stay became smaller (β = .328, p < .001) when the mediating variables 
were included in the multiple regression model. The analysis clearly shows that the 
fulfilment of five volunteer motives (values, understanding, enhancement, social and 
career) plays a significant role in the association between community volunteers’ LMX 
and intention to stay. A relationship was not found for the protective motive. The steps 
taken to ensure that the model met all the conditions of mediation analysis are shown in 
Table 7. 

Table 7 Mediated multiple regression detailing the relationships between LMX and intention 
to stay through the mediators  

Model 1 (LMX on all motives fulfilment) 

Variables Values 
fulfilment 

Enhancement 
fulfilment 

Understanding 
fulfilment 

Social 
fulfilment

Career 
fulfilment 

Protective 
fulfilment 

Gender –.070 .074 –.050 .129 –.036 .028 

LMX (β) .227* .419** .327** .370** .186* .203* 

R2 .058* .178** .111** .148** .037* .042* 

F 6.157 22.730 13.171 18.299 4.017 4.659 

 Model 2 Model 3 

 
All motives fulfilment on  

intention to stay; 
LMX and motives fulfilment  

on Intention to stay 

 β scores β scores 

Gender –.027 –.005 

LMX  .328** 

Values fulfilment .154* .124* 

Understanding 
fulfilment 

.182* .128* 

Enhancement 
fulfilment .254** .172* 

Social fulfilment .250** .168* 

Career fulfilment .152* .117* 

Protective 
fulfilment 

.030  

R2 .353**  

F 15.971**  

∆R2  .120* 

∆F  8.565* 

Notes: N = 213, ** Correlation is significant < .001 level. * Correlation is significant 
< .05 level. 
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The mediation effects were further confirmed with a Sobel test. The Sobel analysis 
showed that LMX had a significant indirect effect on intention stay via the fulfilment of 
the value motive (Sobel = 2.97, p < .001), the understanding motive (Sobel = 2.55,  
p < .05), the enhancement motive (Sobel = 2.17, p < .05), the social motive  
(Sobel = 2.09, p < .05), and the career motive (Sobel = 1.80, p < .05). 

8 Discussion 

The purpose of this study was to examine the influence of one management factor, LMX, 
on volunteers’ intentions to stay with their organisations and the mediating role of motive 
fulfilment in the relationship between LMX and volunteers’ intention to stay. The results 
from the regression analysis revealed that LMX had a positive impact on volunteers’ 
intentions to stay, and the impact was significantly influenced by the fulfilment of five of 
the six motives, which are values, understanding, enhancement, social and career 
motives. However, fulfilment of the protective motive did not significantly mediate the 
relationship between LMX and intentions to stay. With respect to the direct association 
between LMX and intention to stay, the findings support previous research by Bang 
(2011) that LMX predicts volunteers’ intentions to stay, and Brunetto et al. (2013) 
findings that positive relationships with supervisors have a significant effect on the 
retention of public and private sector nurses in Australia. Hence, Hypothesis 1 was 
supported; the findings show LMX had a direct and positive effect on volunteers’ 
intentions to stay (β = .554). Therefore, the findings contribute new knowledge in 
explaining the direct positive effect of LMX on the intention to stay of volunteers in 
community NPOs in Australia. 

The findings of this study also support previous findings of Davis et al. (2003) and 
Finkelstein (2008) that initial motives are better predictors of motive fulfilment and that 
motive fulfilment is a better predictor of volunteers’ workplace outcomes. However, not 
much is known about the role of motive fulfilment on the effect of LMX on intention to 
stay. Therefore, the findings of this study contribute new knowledge to the literature by 
providing a deeper understanding of how supervisor-subordinate’s workplace social 
exchange relationships affect volunteers’ intentions to stay in community NPOs in 
Australia. In particular, this study found that the effect of LMX on intention to stay was 
partially influenced by the fulfilment of the values motive (β = .124), the understanding 
motive (β = .128), the enhancement motive (β = .172), the social motive (β = .168) and 
the career motive (β = .117). The partial mediation of the fulfilment of the five motives 
of the relationship between LMX and intention stay suggests that when opportunities 
such as new learning experiences, the use of skills and abilities, and the development of 
self-esteem and confidence (which characterise fulfilment of the understanding and 
enhancement motives) are made possible by volunteers’ supervisors, volunteers’ 
intentions stay will increase. High-quality relationships between volunteers and their 
supervisors enable supervisors to be familiar with volunteers’ abilities and needs. In the 
context of volunteers in the community NPOs, reciprocity depends on the fulfilment of 
these important motives by their supervisors. These supports from volunteer’s 
supervisors are important rewards because they fulfil the volunteers’ functional motives 
which in turn cause them to feel obligated to reciprocate with positive workplace 
outcomes such as intention to stay. Consequently, supervisors should be given the ability 
to provide the necessary training, career opportunities and relational and organisational 
elements that will fulfil the volunteer motives examined in this study.  



   

 

   

   
 

   

   

 

   

    The mediating impact of motive fulfilment 19    
 

    
 
 

   

   
 

   

   

 

   

       
 

Considering motives in terms of the reciprocal exchange of benefits and rewards in 
workplace relationships, the findings of this study indicate that the fulfilment of these 
motives provide valuable rewards that indirectly predict the effect of LMX on 
volunteers’ decisions about whether to remain volunteers in an organisation. That 
providing valuable and important rewards increases volunteers’ intentions to reciprocate 
is in line with the findings of other studies, for example, Homans (1961), that show that 
the effect of LMX on the intention to leave may be mediated by variables such as 
organisational commitment and job satisfaction (Elanain, 2014), supportive supervisor 
communication (Usadolo and Usadolo, 2019) and social and economic exchanges  
(Loi et al., 2009). With its focus on motive fulfilment, this study provides additional 
understanding about the indirect effect of LMX on a volunteer’s intention to stay. 

This study has helped to fill some gaps identified in the literature. Clarke (2010) and 
Van Quaquebeke and Eckloff (2010) called for more research on the role of leadership 
processes in NPOs and on volunteer work outcomes. Some scholars have argued that 
little is known about the causal mechanisms that might help to explain the relationship 
between management factors and positive work outcomes for volunteers (Jenkinson  
et al., 2013). For example, the examination of mediating factors was suggested by Lee  
et al. (2013) as a means of obtaining a clearer understanding of their influence on 
volunteers’ workplace outcomes. The findings of this study have addressed this gap in 
the literature. The investigation of the causal relationships between these variables 
explains how LMX can be improved in the context of volunteers in community NPOs. 

This study found that fulfilment of the protective motive was not a significant 
mediator between LMX and intention to stay. The expectation was that fulfilment of the 
protective motive would mediate the influence of LMX on volunteers’ intentions to stay, 
given that most of the community NPOs involved in this study provided services to 
people who are less fortunate, those on low incomes, refugees and other disadvantaged 
groups. Our expectation was influenced by the observations of Clary et al. (1998) and 
Phillips and Phillips (2011) that in the case of volunteerism, the protective motive serves 
to reduce guilt over feelings of being more fortunate than others. Therefore, there is a 
need for future studies to test the influence of the fulfilment of protective motive on the 
relationship between LMX and intention to stay. 

Omoto and Snyders (2002) assertion that individuals volunteer in order to fulfil one 
or more motives helps to provide an explanation for why the fulfilment of the protective 
motive was not a significant mediator of the relationship between LMX and intention to 
stay. Based on Omoto and Snyders (2002) argument, it is logical to conclude that the 
volunteers who took part in this study had more than one motive they wanted fulfilled, 
and whether or not these motives were fulfilled was dictated by circumstances in the 
organisation. Finally, another possible reason why the fulfilment of the protective motive 
was not found to be significant may be the limitations of the measurements used in this 
study. The measures for LMX were designed for paid employees; it is possible that some 
factors relevant to volunteers may not have been fully captured in the measurement. 

9 Theoretical and practical contributions of the study 

This study contributes to theory and the literature because the findings support Farmer 
and Fedors (1999) suggestion that a perceived lack of reciprocity between volunteers and 
supervisors may result in volunteers feeling that they are being unfairly treated. By 
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analysing the role of the fulfilment of some types of motives as intervening variables, this 
study offers a unique perspective on the link between volunteer motive fulfilment and the 
value assumptions of SET as explained by Homans (1961) and others (Blau, 1964; 
Gouldner, 1960). The analysis of the influence of mediating factors supports the value 
propositions of Homans (1961) regarding the importance of resource exchanges in 
determining both the extent of the reciprocal attitude and the behaviour of the recipient. 
Based on this, it can be concluded that the motives that mediate the relationship between 
LMX and intention to stay are valuable resources that will cause volunteers to want to 
reciprocate in a manner that they believe is proportionate in their  relationships with their 
organisations. 

In addition, the study contributes to the literature by shedding light on the importance 
of the effect of high-quality relationships on volunteers’ intentions to stay. Intention to 
stay has been associated with low rates of absenteeism and turnover (Griffeth et al., 
2000). High turnover and absenteeism are costly to NPOs because they increase the need 
for recruitment and training. The findings of this study will enable organisations  
to reduce turnover rates and their associated negative impacts by improving  
workplace relationships. High-quality relationships between supervisors and subordinates 
should be facilitated in community NPOs to ensure that volunteers stay longer  
in their organisations. Given that several studies have linked supervisor- subordinate 
relationships with intention to stay, this study makes a contribution by providing further 
evidence of the direct influence of lower-level management (supervisor) support on 
volunteers’ intention to stay. 

In organisations with paid workforces, salaries and benefits are two of the primary 
rewards for employees. These rewards are not available to volunteers in NPOs because 
they do not engage in volunteering activities for monetary rewards; volunteers seek 
rewards of another kind. As such, it has not been made clear in the literature what the 
focus should be when examining reciprocal exchanges between supervisors and 
volunteers. The NPO and volunteer literature provides very little research-based 
information for understanding how supervisor-subordinate relationships are constructed. 
Moreover, there is a lack of knowledge concerning the characteristics that supervisors 
require to encourage their subordinates to have positive work attitudes and behaviours. In 
this context, this study has explained how one core organisational relationship can be 
managed with respect to volunteers in order to achieve high retention rates. In line with 
Homans (1961), this study finds that the fulfilment of the set of motives that mediated the 
impact of LMX on intention to stay is a valuable contributor to decreasing volunteers’ 
intentions to leave their NPOs. This is an important contribution to the literature because 
the findings have shown that volunteers will continue to reciprocate if their supervisors 
keep on providing resources that help them satisfy the motives that are important to them. 

This study includes several practical implications for managements interested in 
increasing their volunteers’ intentions to stay. As indicated previously, a supportive 
workplace environment and supportive organisational policies foster positive workplace 
experiences for volunteers, and supervisors play key roles in ensuring a positive 
workplace environment. The mediation framework examined in this study provides 
useful information that the management and supervisors of community NPOs can use to 
develop and promote future programmes that focus on helping volunteers to meet their 
needs. In the context of this study, this means fulfilling the motives that mediate the 
influence of LMX on intention to stay. The fulfilment of these salient motives by 
supervisors can increase volunteers’ positive work experiences and increase intention to 
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stay. This can help the organisations, not only to save resources through reduced 
expenditure on training new volunteers, but also to reduce the costs of recruitment, as 
volunteers who are satisfied with their volunteering experiences are more likely to help in 
recruiting others to join the organisation. 

10 Limitations of the study and future research 

One limitation of this study is that the analysis of the data with multiple regression tools 
introduces some limitations. Although multiple regression analysis is suitable for 
determining causality, a Structural Equation Model (SEM) is often recommended as 
being more appropriate for testing a complex model with a number of simultaneous 
causal relationships (Byrne, 2010; Kline, 2011). A Sobel test was used to test the 
mediation effect on the data gathered for this study. However, because the Sobel test has 
been criticised for its low statistical power (see Figuerdo et al., 2013; Hertzog, 2018), it is 
recommended that in future studies, using SEM be considered so that the bootstrap 
method can be used to test for mediation effects. The bootstrap method may give more 
information about mediation effects. In addition, data collected at one particular time 
may not be suitable for the effective examination of causal relationships. However, the 
use of both techniques (cross-sectional design and regression analysis) did not pose a 
problem in this study because the issue of common method bias was avoided, and all the 
conditions for undertaking a multiple regression were met. Hence, the study offers 
interesting and important findings that can be generalised to other categories of NPOs 
such as sport and recreation NPOs and religious NPOs. However, future studies should 
consider adopting a longitudinal approach that would allow data to be collected more 
than once from the same sample in order to provide an in-depth explanation of the causal 
relationships involved. Because the focus of this study was on workplace relationships, it 
is suggested that Social Identity Theory (SIT) be used as a theoretical lens to examine 
supervisor-volunteer relationships in future studies. SIT may assist with the identifying 
how an employee defines or identifies him/herself in terms of a group’s norms and how 
such identification influences his/her attitudes to and in the organisation. 

11 Conclusion 

The findings of this study have demonstrated that volunteers’ involvement and length of 
service are to a large extent determined by the support provided by their supervisors. In 
addition, the results support the view that motive fulfilment is a significant variable in the 
exchange process. Based on the analysis in the study, it is clear that volunteers’ positive 
experiences depend on the quality of the relationships they have with lower-level 
management (supervisors) in the community NPOs examined. This study has shown that 
volunteer motive fulfilment plays a mediating role on the effect of LMX on volunteers’  
intentions to stay in their organisations. The mentioned recommendations for future 
studies are important as they allow similar research focus to be considered with different 
approaches. 



   

 

   

   
 

   

   

 

   

   22 Q.E. Usadolo et al.    
 

    
 
 

   

   
 

   

   

 

   

       
 

References  

Aggarwal, A., Chand, P., Jhamb, D. and Mittal, A. (2020) ‘Leader–member exchange, work 
engagement, and psychological withdrawal behavior: the mediating role of psychological 
empowerment’, Frontiers in Psychology, Vol. 11, No. 423, pp.1–17. 

Al-Mutawa, O. (2015) Impact of Volunteer Management Practice on Volunteer Motivation and 
Satisfaction to Enhance Volunteer Retention, Unpublished PhD Thesis, Brunel University, 
London United Kingdom. 

Australian Bureau of Statistics (2010) Voluntary work Australia. Available online at: 
http://www.ausstats.abs.gov.au/ausstats/subscriber.nsf/0/404350EEC6509985CA2579 
580013177A/$File/44410_2010.pdf (accessed on April 2015). 

Australian Council of Social Service (ACOSS) (2009) Study into contribution of not for  
profit. Available online at: https://www.acoss.org.au/images/uploads/ACOSS (accessed on  
4 September 2020). 

Bang, H. (2011) ‘Leader-member exchange in nonprofit sport organizations’, Nonprofit 
Management and Leadership, Vol. 22, No. 1, pp.85–105. 

Bang, H., Ross, S.D. and Reio, T. (2013) ‘From motivation to organizational commitment of 
volunteers in non-profit sport organizations: the role of job satisfaction’, Journal of 
Management Development, Vol. 32, No.1, pp.96–112. 

Baron, R.M. and Kenny, D.A. (1986) ‘The moderator-mediator variable distinction in social 
psychological research: conceptual, strategic, and statistical considerations’, Journal of 
Personality and Social Psychology, Vol. 51, No. 6, pp.1173–118. 

Barraket, J., Keast, R., Newton, C.J., Walters, K. and James, E. (2013) Spontaneous Volunteering 
during Natural Disasters, Working paper. Available online at: https://eprints.qut.edu.au/ 
61606/1/Spontaneous_Volunteering_Final_Report_July_31_ (2).pdf (accessed on  
19 September 2020). 

Blau, G. and Holladay, B.E. (2006) ‘Testing the discriminant validity of a four‐dimensional 
occupational commitment measure’, Journal of Occupational and Organisational Psychology, 
Vol. 79, No. 4, pp.691–704. 

Blau, P.M. (1964) Exchange and Power in Social Life, Transaction, New York. 

Boezeman, E.J. and Ellemers, N. (2007) ‘Volunteering for charity: pride, respect, and the 
commitment of volunteers’, Journal of Applied Psychology, Vol. 92 No.3, pp.771–785. 

Boezeman, E.J. and Ellemers, N. (2008) ‘Volunteer recruitment: the role of organizational support 
and anticipated respect in non-volunteers' attraction to charitable volunteer organizations’, 
Journal of Applied Psychology, Vol. 93, No.5, pp.1013–1026. 

Bortree, D.S. and Waters, R.D. (2014) ‘Race and inclusion in volunteerism: using communication 
theory to improve volunteer retention’, Journal of Public Relations Research, Vol. 26, No. 3, 
pp.215–234. 

Brunetto, Y., Teo, S., Shacklock, K., Farr-Wharton, R. and Shriberg, A. (2017) ‘The impact of 
supervisor-subordinate relationships and a trainee characteristic upon police officer work 
outcomes’, Journal of Management and Organization, Vol. 23, No. 3, pp.423–436. 

Brunetto, Y., Xerri, M., Shriberg, A., Farr‐Wharton, R., Shacklock, K., Newman, S. and Dienger, J. 
(2013) ‘The impact of workplace relationships on engagement, well‐being, commitment and 
turnover for nurses in Australia and the USA’, Journal of Advanced Nursing, Vol. 69, No.12, 
pp.2786–2799. 

Buch, R. (2015) ‘Leader-member exchange as a moderator of the relationship between employee-
organization exchange and affective commitment’, International Journal of Human Resource 
Management, Vol. 26, No.1, pp.59–79. 

Byrne, B.M. (2010) Structural Equation Modelling with AMOS: Basic Concepts, Applications and 
Programming, 2nd ed., Routledge, New York. 

Cascio, W.F. (2006) ‘The economic impact of employee behaviours on organizational 
performance’, California Management Review, Vol. 48, No. 4, pp.41–59. 



   

 

   

   
 

   

   

 

   

    The mediating impact of motive fulfilment 23    
 

    
 
 

   

   
 

   

   

 

   

       
 

Cho, H., Wong, Z. and Chiu, W. (2020) ‘The effect of volunteer management on intention to 
continue volunteering: a mediating role of job satisfaction of volunteers’, SAGE Open,  
Vol. 10, No. 2, pp.1–11. 

Clarke, S. (2010) ‘An integrative model of safety climate: linking psychological climate and work 
attitudes to individual safety outcomes using meta-analysis’, Journal of Occupational and 
Organizational Psychology, Vol. 83, No. 3, pp.553–578. 

Clary, E.G. and Snyder, M. (1999) ‘The motivations to volunteer theoretical and practical 
considerations’, Current Directions in Psychological Science, Vol. 8, No. 5, pp.156–159. 

Clary, E.G., Snyder, M., Ridge, R.D., Copeland, J., Stukas, A.A., Haugen, J. and Miene, P. (1998) 
‘Understanding and assessing the motivations of volunteers: a functional approach’,  
Journal of Personality and Social Psychology, Vol.74, No. 6, pp.1516–1530. 

Craig-Lees, M., Harris, J. and Lau, W. (2008) ‘The role of dispositional, organizational and 
situational variables in volunteering’, Journal of Nonprofit and Public Sector Marketing,  
Vol. 19, No. 2, pp.1–24. 

Cropanzano, R. and Mitchell, M.S. (2005) ‘Social exchange theory: an interdisciplinary review’, 
Journal of Management, Vol. 31, No. 6, pp.874–900. 

Davis, MH., Hall, J.A. and Meyer, M. (2003) ‘The first year: influences on the satisfaction, 
involvement, and persistence of new community volunteers’, Personality and Social 
Psychology Bulletin, Vol. 29, No. 2, pp.248–260. 

Dechawatanapaisal, D. (2018) ‘Nurses’ turnover intention: the impact of leader‐member-exchange, 
organizational identification and job embeddedness’, Journal of Advanced Nursing, Vol. 74, 
No. 6, pp.1380–1391. 

Department for Digital, Culture, Media and Sport (2019) Commusnity life survey: formal 
volunteering. Available online at: https://assets.publishing.service.gov.uk/government/ 
uploads/system/uploads/attachment_data/file/820596/Community_Life_Survey__2018-
19_Formal_Volunteering_fact_sheet.pdf (accessed on 3 September 2020). 

Dwiggins‐Beeler, R., Spitzberg, B. and Roesch, S. (2011) ‘Vectors of volunteerism correlates of 
volunteer retention, recruitment, and job satisfaction’, Journal of Psychological Issues in 
Organizational Culture, Vol. 2, No. 3, pp.22–43. 

Eisenberger, R., Karagonlar, G., Stinglhamber, F., Neves, P., Becker, T.E., GonzalezMorales, M.G. 
and Steiger-Mueller, M. (2010) ‘Leader-member exchange and affective organizational 
commitment’, Journal of Applied Psychology, Vol. 95, No. 6,  pp.1085–1103. 

Elanain, H.M.A. (2014) ‘Leader-member exchange and intent to turnover: testing a mediated-
effects model in a high turnover work environment’, Management Research Review, Vol. 37, 
No. 2, pp.110–129. 

Emerson, R. (1972) ‘Exchange theory, part II exchange relations and networks’, in Berger, L. et al, 
(Eds): Sociological Theories in Progress, Houghton Mifflin, Boston, pp.58–87. 

Farmer, S.M. and Fedor, D.B. (1999) ‘Volunteer participation and withdrawal’, Nonprofit 
Management and Leadership, Vol. 9, No. 4, pp.349–368. 

Figuerdo, A.J., de Baca, T.C., Garcia, R.A. and Gable, J.C. (2013) ‘Revisiting mediation in the 
social and behavioural Sciences’, Journal of Methods and Measurement in the Social 
Sciences, Vol. 4, No.1, pp.1–19. 

Finkelstein, M.A. (2008) ‘Volunteer satisfaction and volunteer action: a functional Approach’, 
Social Behavior and Personality: An International Journal, Vol. 36, No. 1, pp.9–18. 

Fuller, C.M. Simmering, M.J. Atinc, G., Atinc, Y. and Babin, B.J. (2016) ‘Common methods 
variance detection in business research’, Journal of Business Research, Vol. 69, No. 8, 
pp.3192–3198. 

Garner, J.T. and Garner, L.T. (2011) ‘Volunteering an opinion: organizational voice and volunteer 
retention in nonprofit organizations’, Nonprofit and Voluntary Sector Quarterly, Vol. 40,  
No. 5, pp.813–828. 



   

 

   

   
 

   

   

 

   

   24 Q.E. Usadolo et al.    
 

    
 
 

   

   
 

   

   

 

   

       
 

Gefen, D. and Straub, D. (2005) ‘A practical guide to factorial validity using PLS-Graph: tutorial 
and annotated example’, Communications of the Association for Information systems, Vol. 16, 
No. 1, pp.91–109. 

Gerstner, C.R. and Day, D.V. (1997) ‘Meta-analytic review of leader-member exchange theory: 
correlates and construct issues’, Journal of Applied Psychology, Vol. 82, No. 6, pp.827–844. 

Gouldner, A. (1960) ‘The norm of reciprocity: a preliminary statement’, American Sociological 
Review, Vol. 25, No. 2, p.161–178. 

Graen, G.B. and Uhl-Bien, M. (1995) ‘Relationship-based approach to leadership: development of 
leader-member exchange (LMX) theory of leadership over 25 years: applying a multi-level 
multi-domain perspective’, The Leadership Quarterly, Vol. 6, No. 2, pp.219–247. 

Griffeth, R.W., Hom, P.W. and Gaertner, S. (2000) ‘A meta-analysis of antecedents and correlates 
of employee turnover: update, moderator tests, and research implications for the next 
millennium’, Journal of Management, Vol. 26, No. 3, pp.463–488. 

Hair, J., Black, W., Babin, B. and Anderson, R. (2010) Multivariate Data Analysis: A global 
Perspective, Pearson Education, Upper Saddle River, NJ. 

Han, Y., Sears, G. and Zhang, H. (2018) ‘Revisiting the “give and take” in LMX: exploring equity 
sensitivity as a moderator of the influence of LMX on affiliative and change-oriented OCB’, 
Personnel Review, Vol. 47, No. 2, pp. 555–571. 

Harris, K.J., Kacmar, K.M. and Witt, L. (2005) ‘An examination of the curvilinear relationship 
between leader-member exchange and intent to turnover’, Journal of Organizational 
Behaviour, Vol. 26 No.4, pp.363–378. 

Haski-Leventhal, D. and Bargal, D. (2008) ‘The volunteer stages and transitions model: 
organizational socialization of volunteers’, Human Relations, Vol. 61, No.1, pp.67–102. 

Hertzog, M. (2018) ‘Trends in mediation analysis in nursing research: improving current practice’, 
Western Journal of Nursing Research, Vol. 40, No. 6, pp.907–930. 

Hidalgo, M.C. and Moreno, P. (2009) ‘Organizational socialization of volunteers: the effect on 
their intention to remain’, Journal of Community Psychology, Vol. 37, No 5, pp.594–601. 

Homans, G. (1961) Social Behaviour: Its Elementary Forms, Harcourt Brace, New York. 

Hoye, R. (2004) ‘Leader‐member exchanges and board performance of voluntarysport 
organizations’, Nonprofit Management and Leadership, Vol. 15, No.1, pp.55–70. 

Huang, X., Chan, S.C., Lam, W. and Nan, X. (2010) ‘The joint effect of leader-member exchange 
and emotional intelligence on burnout and work performance in call centers in China’,  
The International Journal of Human Resource Management, Vol. 21, No. 7, pp.1124–1144. 

Irving, P.G., Coleman, D.F. and Cooper, C.L. (1997) ‘Further assessments of a three-component 
model of occupational commitment: generalizability and difference cross occupations’, 
Journal of Applied Psychology, Vol. 82, No.3, pp.444–452. 

Jenkinson, C.E., Dickens, A.P., Jones, K., Thompson-Coon, J., Taylor, R.S., Rogers, M. and 
Richards, S.H. (2013) ‘Is volunteering a public health intervention? A systematic review and 
meta-analysis of the health and survival of volunteers’, BMC Public Health, Vol. 13, No.1, 
pp.773–792. 

Journal of Applied Social Psychology, Vol. 40, No. 7, pp.1798–1818. 

Kline, R.B. (2011) Principles and Practice of Structural Equation Modelling, The Guildford Press, 
New York. 

Lee, K.H., Alexander, A.C. and Kim, D.Y. (2013) ‘Motivational factors affecting volunteer 
intention in local events in the United States’, Journal of Convention and Event Tourism,  
Vol. 14, No 4, pp.271–292. 

Loi, R., Mao, Y. and Ngo, H.Y. (2009) ‘Linking leader‐member exchange and employee work 
outcomes: the mediating role of organizational social and economic exchang’, Management 
and Organization Review, Vol. 5, No. 3, pp.401–422. 



   

 

   

   
 

   

   

 

   

    The mediating impact of motive fulfilment 25    
 

    
 
 

   

   
 

   

   

 

   

       
 

Mannino, C.A., Snyder, M. and Omoto, A. (2011) ‘Why do people get involved? Motivations for 
volunteerism and other forms of social action’, in Dunning, D. (Ed): Social Motivation, Taylor 
and Francis, New York, NY, pp.127–146. 

Mardanov, I.T., Heischmidt, K. and Henson, A. (2008) ‘Leader-member exchange and  
job satisfaction bond and predicted employee turnover’, Journal of Leadership and 
Organizational Studies, Vol. 15, No. 2, pp.159–175. 

Mathieu, C., Fabi, B., Lacoursière, R. and Raymond, L. (2016) ‘The role of supervisory behavior, 
job satisfaction and organizational commitment on employee turnover’, Journal of 
Management and Organization, Vol. 22, No. 1, pp.113–129. 

Michael, D.F. (2014) ‘The impact of leader-member exchange, supportive supervisor 
communication, affective commitment, and role ambiguity on bank employees’ turnover 
intentions and performance’, Journal of Business and Social Science, Vol. 5, No. 7, pp.8–21. 

Millette, V. and Gagné, M. (2008) ‘Designing volunteers’ tasks to maximize motivation, 
satisfaction and performance: the impact of job characteristics on volunteer engagement’, 
Motivation and Emotion, Vol. 32, No. 1, pp.11–22. 

Moreno-Jiménez, B., Gálvez-Herrer, M., Rodríguez-Carvajal, R. and Sanz-Vergel, A.I. (2012) ‘A 
study of physicians’ intention to quit: the role of burnout, commitment and difficult doctor-
patient interactions’, Psicothema, Vol. 24, No. 2, pp.263–279. 

Moreno‐Jiménez, M.P. and Villodres, M.C.H. (2010) ‘Prediction of burnout in volunteers’, 

Morse, J.L., Dik, B.J., Shimizu, A.B. and Reed, K.A. (2020) ‘Volunteerism and burnout: does 
satisfaction of motives for volunteering protect against symptoms?’, VOLUNTAS: 
International Journal of Voluntary and Nonprofit Organizations. Available online at: 
https://link.springer.com/article/10.1007/s11266-020-00257-y (accessed on 10 September 
2020). 

Mueller, B.H. and Lee, J. (2002) ‘Leader-member exchange and organizational communication 
satisfaction in multiple contexts’, Journal of Business Communication, Vol. 39, No. 2, 
pp.220–244. 

National Survey of Volunteering Issue (2011) Volunteering Issue. Available online at: 
http://www.volunteeringaustralia.org/wpcontent/files_mf/1377045635VANSVI2011.pdf 
(accessed on 19 September 2020). 

Nelson, S.A. (2012) ‘Affective commitment of generational cohorts of Brazilian nurses’, 
International Journal of Manpower, Vol. 33, No.7, pp.804–821. 

Omoto, A.M. and Snyder, M. (1995) ‘Sustained helping without obligation: motivation, longevity 
of service, and perceived attitude change among AIDS volunteers’, Journal Personality and 
Social Psychology, Vol. 68 No.4, pp.671–686. 

Omoto, A.M. and Snyder, M. (2002) ‘Considerations of community the context and process of 
volunteerism’, American Behavioural Scientist, Vol.45 No.5, pp.846–867. 

Pavlou, P.A., Liang, H. and Xu, Y. (2006) ‘Understanding and mitigating uncertainty in online 
environments: a principal-agent perspective’, MIS quarterly, Vol. 31, No. 1, pp.105–136. 

Pearce, J.L. (1993) Volunteers: The organizational Behaviour of Unpaid Worker, Routledge, 
London. 

Penner, L.A. (2002) ‘Dispositional and organizational influences on sustained volunteerism: an 
interactionist perspective’, ‘Journal of Social Issues, Vol. 58, No.3, pp.447–467. 

Phillips, L. and Phillips, M. (2011) ‘Altruism, egoism, or something else: rewarding volunteers 
effectively and affordably’, Southern Business Review, Vol. 36, No. 1, pp.23–35. 

Same, A., McBride, H., Liddelow, C., Mullan, B. and Harris, C. (2020) ‘Motivations for 
volunteering time with older adults: a qualitative study, Journal of Plos One, Vol. 15, No. 5, 
pp.1–13. 

Schaefer, D.R. (2009) ‘Resource variation and the development of cohesion in exchange 
networks’, American Sociological Review, Vol. 74, No. 4, pp.551–572. 



   

 

   

   
 

   

   

 

   

   26 Q.E. Usadolo et al.    
 

    
 
 

   

   
 

   

   

 

   

       
 

Schumacker, R. and Lomax, R. (2004) A beginner's Guide to Structural Equation Modelling,  
2nd ed., Lawrence Erlbaum, London. 

Schyns, B., Torka, N. and Gössling, T. (2007) ‘Turnover intention and preparedness for change: 
exploring leader-member exchange and occupational self-efficacy as antecedents of two 
employability predictors’, Career Development International, Vol. 12 No.7, pp.660–679. 

Smerdon, X. (2015) Australians abandoning volunteering? Available online at: 
https://probonoaustralia.com.au/news/2015/06/australians-abandoning-volunteering/ (accessed 
on 4 September 2020). 

Snyder, M. and Omoto, A.N. (2000) ‘Doing good for self and society’, in Vugt, M. et al.(Eds): 
Cooperation in Modern Society: Promoting the Welfare of Communities, States, and 
Organizations, Routledge, New York, pp.127–141. 

Snyder, M., Clary, E.G. and Stukas, A.A. (2000) ‘The functional approach to volunteerism’, in 
Moaio G. and Olson, J. (Eds.): Why We Evaluate: Functions of Attitudes, Lawrence Erlbaum, 
New Jersey, pp.365–393. 

Starnes, B.J. (2007) ‘An analysis of psychological contracts in volunteerism and the effect of 
contract breach on volunteer contributions to the organization’, The International Journal of 
Volunteer Administration, Vol. 14, No. 3, pp.31–41. 

Story, J., Youssef, C., Luthans, F., Barbuto, J. and Bovaird, J. (2013) ‘Contagion effect of global 
leaders’ positive psychological capital on followers: does distance and quality of relationship 
matter?’, The International Journal of Human Resource Management, Vol. 24, No. 13, 
pp.2534–2553. 

Taylor, T., Darcy, S., Hoye, R. and Cuskelly, G. (2006) ‘Using psychological contract theory to 
explore issues in effective volunteer management’, European Sport Management Quarterly, 
Vol. 6, No. 2, pp.123–147. 

Teoh, K.R.H., Coyne, I., Devonish, D., Leather, P. and Zarola, A. (2016) ‘The interaction between 
supportive and unsupportive manager behaviours on employee work and attitudes’, Personnel 
Review, Vol. 45, No. 6, pp.1386–1402. 

US Bureau of Labour Statistics (2016) Volunteering in the United States. Available online at: 
https://www.bls.gov/opub/ted/2016/volunteer-rate-down-slightly-for-the-year-ending-in-
september-2015.htm (accessed on 3 September 2020). 

Usadolo, Q.E. (2016) The Impact of Social Exchange on Volunteer's Workplace Outcomes in Non-
profit organisations, Unpublished PhD thesis Southern Cross University, Gold Coast, 
Australia. 

Usadolo, S.E. and Usadolo, Q.E. (2019) ‘The impact of lower level management on volunteers’ 
workplace outcomes in South African non-profit organisations: the mediating role of 
supportive supervisor communication’, VOLUNTAS: International Journal of Management 
and Organization, Vol. 30, No. 1, pp.244–258. 

Usadolo, S.E., Usadolo, Q.E. and Makwambeni, B. (2019) ‘Influence of leader-member exchange 
on teachers’ workplace outcomes at vocational colleges in South Africa’, Journal of African 
Business, Vol. 21, No. 2, pp.264–287. 

Van Quaquebeke, N. and Eckloff, T. (2010) ‘Defining respectful leadership: what it is, how it can 
be measured, and another glimpse at what it is related to’, Journal of Business Ethics, Vol. 91, 
No. 3, pp.343–358. 

Vila-Vázquez, G., Castro-Casal, C. and Álvarez-Pérez, D. (2020) ‘From LMX to individual 
creativity: interactive effect of engagement and job complexity’, International Journal of 
Environmental Research and Public Health, Vol. 17, No. 8, pp.1–18. 

Vinzi, E., Chin, W., Henseler, J. and Wang, H. (2010) Handbook of Partial Least Squares: 
Concepts, Methods and Applications, Springer-Verlag Berlin. 

Volunteering Australia (2016) State of volunteering in Australia: help to create happiness. 
Available online at: https://www.volunteerinaustralia.org/wp-content/uploads/State-of-
Volunteering-in-Australia-full-report.pdf (accessed on 5 September 2020). 



   

 

   

   
 

   

   

 

   

    The mediating impact of motive fulfilment 27    
 

    
 
 

   

   
 

   

   

 

   

       
 

Wang, H.J., Le Blanc, P., Demerouti, E., Lu, C-Q. and Jiang, L. (2019) ‘A social identity 
perspective on the association between leader-member exchange and job insecurity’, 
European Journal of Work and Organizational Psychology, Vo. 28, No. 6, pp.800–809. 

Wheeler, A.R., Gallagher, V.C., Brouer, R.L. and Sablynski, C.J. (2007) ‘When person 
organization (mis)fit and (dis)satisfaction lead to turnover: the moderating role of perceived 
job mobility’, Journal of Managerial Psychology, Vol. 22, No. 2, pp.203–219. 

Willems, J., Huybrechts, G., Jegers, M., Vantilborgh, T., Bidee, J. and Pepermans, R. (2012) 
‘Volunteer decisions (not) to leave: Reasons to quit versus functional motives to stay’, Human 
Relations, Vol. 65, No. 7, pp.883–900. 

Zhao, H., Wayne, S.J., Glibkowski, B.C. and Bravo, J. (2007) ‘The impact of psychological 
contract breach on work‐related outcomes: a meta‐analysis’, Personnel Psychology, Vol. 60, 
No. 3, pp.647–680. 

Zollo, L., Faldetta, G., Pellegrini, M.M. and Ciappei, C. (2017) ‘Reciprocity and gift-giving logic 
in NPOs’, Journal of Managerial Psychology, Vol. 32, No. 7, pp.513–526. 


