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Abstract 
Grounded in the conceptual lens of Deci and Ryan’s self-determination 
theory, the strategies nonprofit healthcare leaders use to reduce volunteer 
turnover were explored in this single-case study. The participations included 
5 nonprofit healthcare leaders from a single organization in the Southwestern 
United States. Data were collected using semistructured interviews, internal 
and external organizational documents, and publicly available data. Analysis 
of internal and external organizational documents and publicly available data 
were manually coded and thematically organized. The use of a methodologi-
cal triangulation process and member checking increased the reliability of 
data interpretation. Using the thematic approach, 3 themes emerged: volun-
teer recognition improved volunteer turnover, open communication im-
proved volunteer turnover, and relationship building improved volunteer 
turnover. The findings from this study may contribute to positively social 
change by providing nonprofit leaders with strategies to reduce volunteer 
turnover, enhance operational processes, and improve organizational per-
formance. The results of this study indicated that nonprofit healthcare leaders 
who develop volunteer engagement strategies could increase organizational 
success and develop successful work habits among volunteers to improve 
economic growth in the communities they serve. 
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1. Background and Introduction 

This study is structured by section one: The abstract, purpose statement, the re-
search question, assumptions, limitations, delimitations, and the literature re-
view. In addition, Section two contains the research structure, data collection, 
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and analysis. Section three contains the findings, recommendations, and conclu-
sion. In this study, I used the 2017-2018 Baldrige Performance Excellence Frame-
work as a tool to help ensure a holistic, systems-based assessment of an organiza-
tion (Baldridge Performance Excellence Framework, 2017). 

The foundation of the nonprofit world has changed and improving volunteer 
engagement for increased sustainability is a growing challenge for nonprofit 
healthcare organizations. Volunteers managed 85% of charitable nonprofits and 
contributed 7.97 billion hours of volunteer labor in 2014 (Selcoe, 2016). Guntert 
and Wehner (2015) noted that leaders understand what motivates volunteers 
and focused on the individual’s experience of autonomy, competence, and rela-
tedness to foster motivation and engagement, increased organizational produc-
tivity, and retained volunteers. Oostler, Guntert, Van Schie, Wehner, and Posner 
(2014) indicated that researchers established a relationship between volunteer 
engagement, effective leadership, and volunteers’ retention. However, research 
to improve nonprofit organizations’ volunteer engagement is minimal (McBey, 
Karakowsky, & Ng, 2017). Only a limited number of researchers have shared 
volunteer engagement strategies to reduce volunteer turnover in organizations 
(Newton, Becker, & Bell, 2014). 

Bortree and Waters (2014) suggested increasing volunteer engagement re-
quires nonprofit volunteer leaders that design job tasks around meeting volun-
teers’ needs, resulting in volunteer engagement and increased sustainability. 
Chiniara and Bentein (2016) proposed leaders that focused less on power-driven 
and self-interest leadership styles promoted a culture that empowered the indi-
viduals, improved performance, and established an environment of trust to mo-
tivate individuals. A servant leadership style in organizations reduces employee 
turnover, empowers volunteers, and increases followers’ engagement (Begzadeh 
& Nedaei, 2017; Nencini, Romaioli, & Meneghini, 2016; Palumbo, 2016). Non-
profit organizations must adopt innovative strategies to reduce volunteer turno-
ver rates, enhance operational processes, improve organizational performance, 
and meet the community’s needs with engaged volunteers. 

1.1. Purpose Statement 

The purpose of this qualitative single-case study was to explore strategies non-
profit healthcare leaders use to reduce volunteer turnover. The targeted popula-
tion comprised five healthcare leaders of a nonprofit organization located in the 
southwestern United States who had developed strategies to reduce volunteer 
turnover. 

1.2. Research Question 

The central research question guiding this study was what strategies do nonprof-
it healthcare leaders use to reduce volunteer turnover? Data derived from semi-
structured interviews, public documents, and data supplied by the nonprofit 
healthcare organization’s leaders. 
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1.3. Assumptions, Limitations, and Delimitations 

Assumptions are unexamined beliefs subject to critique in the research 
(Wolgemuth, Hicks, & Agosto, 2017). In this study, the first assumption I made 
was that the participants would honestly respond to the research questions. My 
second assumption was that supporting documentation and data were accessible 
and accurate. Another assumption was that the participants chosen for this 
study would offer truthful and unbiased knowledge of the volunteer engagement 
and turnover characteristics to explore strategies nonprofit healthcare leaders 
use to reduce volunteer turnover. My final assumption was that using the 
2017-2018 Baldrige Performance Excellence Framework and criteria would help 
ensure a holistic systems-based review of my client organization’s strengths and 
opportunities for improvement (Baldrige Performance Excellence Program, 
2017). 

Limitations refer to uncontrollable weaknesses researchers postulate during 
the qualitative study process (Chenail, 2011). The first limitation of this study 
that I identified was the small sample size. A small sample size may not produce 
the results needed to answer the research question. The sample size for this sin-
gle-case study included five healthcare leaders of a nonprofit organization lo-
cated in the southwestern United States. The second limitation was that partici-
pants could withdraw at any time; therefore, participants who finished the study 
might not have been truly representative of the population. The final limitation 
of this study was excluding data related to volunteers with less than 1 year of ex-
perience in volunteering. The research was dependent on reliable and accurate 
data from volunteers. Employees who understood the organization’s mission 
and skills needed to contribute to the organization’s needs were excluded. 

Delimitations help clarify the study’s focus by indicating the areas included 
and excluded to clarify the phenomenon (Barratt, Choi, & Li, 2011). One deli-
mitation of this study was selecting healthcare leaders with volunteer manage-
ment knowledge five leaders of a nonprofit healthcare organization in operation 
for six years in the southwestern United States. The participants’ views may not 
have represented the views of other nonprofit healthcare leaders in other geo-
graphical regions of the United States. Another delimitation for this study was 
researching a nonprofit healthcare organization operated for more than three 
years and used volunteers to contribute work hours. Other nonprofit healthcare 
organizations were not included. 

1.4. Significance of the Study 

The results of this study could add value to the practice of business because some 
nonprofit healthcare leaders lack strategies to reduce volunteer turnover. En-
gaged volunteers contribute to nonprofit organizations’ success and sustainabil-
ity, reducing the amount of paid working hours, thereby reducing operating 
costs (Scherer, Allen, & Harp, 2016; Van Schie, Guntert, & Wehner, 2014). The 
findings of this study could be applied by professionals or practitioners to im-

https://doi.org/10.4236/ojbm.2021.93074


S. K. Hudson 
 

 

DOI: 10.4236/ojbm.2021.93074 1370 Open Journal of Business and Management 

 

prove processes for managing volunteers and achieving organizational sustaina-
bility. 

The results of this study contribute to positive social change by supplying to 
nonprofit leaders effective strategies to reduce volunteer turnover rates, enhance 
operational processes, improve overall performance, and meet the needs of the 
community by engaging volunteers. Nonprofit organizations with knowledge of 
the strategies and processes that improve volunteer engagement might increase 
their numbers of volunteers and promote community needs awareness. Com-
munities benefit when volunteers develop successful work habits that can en-
hance economic growth and continue serving the nonprofit organizations. 

The theoretical significance includes Therefore leaders who meet the needs of 
volunteers might motivate and retain volunteers. Researchers use the SDT to 
measure the effect of self-determined motivation on volunteer role identity and 
organization role identity (Guntert & Wehner, 2015). 

2. A Review of the Academic Literature 
2.1. Self Determination Theory 

Deci and Ryan’s (1985) SDT represents a framework that stipulates individuals 
require the need for autonomy, competence, and relatedness for psychological 
growth and well-being. Leaders that understand what engages volunteers and 
focus on the three constructs associated with SDT increased productivity and 
retained volunteers (Guntert & Wehner, 2015). Guntert and Wehner (2015) 
proposed leaders who recruited volunteers that demonstrated the reason for vo-
lunteering associated with SDT created value to meet the organization’s needs. 
Nonprofit healthcare leaders can use the SDT theory constructs to assist with 
developing a volunteer screening process that identifies the reasons why indi-
viduals want to volunteer to improve volunteer recruitment, retention, and en-
gagement. Nonprofit healthcare leaders who fail to meet volunteers’ basic psy-
chological needs reduce volunteer engagement and retention (Bidee et al., 2017). 

The need for autonomy relates to an individual’s choice of flexibility and the 
freedom to make choices (Nencini et al., 2016). Nonprofit healthcare leaders 
who allow volunteers to experience ownership of tasks and autonomy of deci-
sion-making increase productivity, enhance engagement levels and allow intrin-
sic motivation to develop (Alfes & Langner, 2017; Chiniara & Bentein, 2016; 
Kang, 2016). Intrinsic motivation refers to behavior driven by an individual’s 
interest, enjoyment, and satisfaction with a task (Bidee et al., 2017). Nonprofit 
organizations require high levels of intrinsically-motivated workers to meet the 
organization’s social mission when monetary compensation is reduced (DeVaro, 
Maxwell, & Morita, 2017). 

The need for competence satisfaction refers to individuals’ perceived feeling of 
effectiveness and confidence to achieve favorable outcomes (Chiniara & Bentein, 
2016; Haivas, Hofmans, & Pepermans, 2014). Nonprofit healthcare leaders that 
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implement structured training for volunteers enhance the need to feel efficacy in 
performing a task while achieving desirable outcomes. Wu, Li, and Khoo, (2016) 
posited competence satisfaction increased intrinsic motivation, job satisfaction, 
and volunteers’ intention to remain loyal to the organization. To measure the 
constructs from SDT, nonprofit healthcare leaders can use the Perceived Com-
petence Scale (PCS) to assess volunteers’ feelings of competence to complete a 
task. The PCS is a short questionnaire that evaluates an individual’s confidence 
in a task (Wu et al., 2016). 

The need for relatedness reflects the desire to have a secure relationship and a 
sense of belonging (Reznickova & Zepeda, 2016). Job performance increases 
when volunteers maintain a good relationship with other organization members 
and receive support from staff and other volunteers (Romaioli, Nencini, & Me-
neghini, 2016). Volunteers remain committed to nonprofit organizations when 
they identify with the organization, set boundaries to overcome controlled forms 
of motivation, perceive a positive image of the organization, and receive guide-
lines that outline consequences of activities (Romaioli et al., 2016). Although 
meeting individuals’ psychological needs is essential (Guntert & Wehner, 2015), 
the benefits justify increasing volunteer engagement and retention strategies. 

Suddaby (2015) concluded researchers use theories to organize knowledge and 
provide valuable information to explain or justify a course of action. I chose the 
SDT as the conceptual framework for this study because of the validity of when 
leaders focus on the human needs, values, intrinsic motivation, development, 
culture motivation, individual differences, and workers psychological well-being 
performance increases and volunteer turnover decreases (Bidee et al., 2017). 

2.2. Volunteer Management Theory 

The volunteer management theory postulates leaders use the organization’s 
brand heritage to engage and retain volunteers (Curran, Taheri, MacIntosh, & 
O’Gorman, 2016). Healthcare leaders may consider using the organization’s 
history and mission through effective marketing to enhance a volunteerism pro-
gram. Rose, Merchant, Orth, and Horstmann (2016) stipulated that committed 
individuals relate to an organization’s heritage. Some of the reason’s individuals 
volunteer is to give back to the community (Stukas, Hoye, Nicholson, Brown, & 
Aisbett, 2014). 

Curran et al. (2016) used the volunteer management theory to explore how 
brand heritage affected volunteer retention, engagement, and satisfaction of ac-
tive volunteers. Satisfaction with the administration and brand heritage increase 
levels of engagement for volunteers (Curran et al., 2016). For example, Curran et 
al. noted a symbolic representation of providing volunteers with uniforms and 
including them in company activities increased volunteers’ participation. 
Therefore, nonprofit leaders should implement strategies that enhance brand 
heritage to meet the relatedness needed to demonstrate a sense of value and ap-
preciation for service. 

https://doi.org/10.4236/ojbm.2021.93074


S. K. Hudson 
 

 

DOI: 10.4236/ojbm.2021.93074 1372 Open Journal of Business and Management 

 

Nonprofit healthcare leaders can use brand heritage to market to existing and 
potential volunteers to meet the needs of the organization. Branding of an or-
ganization that aligns with culture increases volunteers’ and stakeholders’ en-
gagement (Curran et al., 2016). Positive brand perception and trust in leadership 
increase a volunteer’s intention to remain loyal to the organization (Coetzer, 
Bussin, & Geldenhuys, 2017). 

2.3. Factors Affecting Engagement 

A range of factors affects the reasons volunteers remain engaged and committed 
to the organization. This section includes factors affecting engagement. The 
subheadings include studies related to 1) collaboration, 2) communication, 3) 
feedback, 4) knowledge management, 5) psychological empowerment, 6) train-
ing, and (g) trust and transparency. Engaged individuals that find meaning with 
assignments contribute to the organization and remain loyal (Howell, 2017). 

2.3.1. Collaboration 
Leaders who focus on creating an environment that encourages collaboration, 
team building, and developing workers’ skills may create value for volunteer 
healthcare organizations. Leaders with a strategy to develop and support indi-
viduals who demonstrate the ability to collaborate eliminate the barrier of divi-
sion among stakeholders (Sanford, 2016). A collaborative approach and input 
from all healthcare stakeholders, including patients, payers, and providers, pro-
vide solutions to the financial solvency of the United States healthcare system 
(Bosco, Iorio, Barber, Barron, & Caplan, 2016). Team collaboration amongst in-
dividuals inspires relatedness satisfaction, competence satisfaction, and autono-
my satisfaction (Bidee et al., 2017). 

Corporate leaders that encourage employees to volunteer for nonprofit or-
ganizations might increase their social responsibility (Caligiuri & Thorough-
good, 2015). To increase the corporate organization’s reputation, leaders should 
consider a marketing strategy of collaborating with a nonprofit organization to 
enhance a volunteerism program. Andriopoulou, Birkos, and Lymberopoulos 
(2015) researched the benefits of collaboration in the healthcare sector. Data re-
sults showed that collaboration with a peer-to-peer approach increased oppor-
tunities to share data and eliminated errors with individuals that shared a com-
mon interest. Nonprofit healthcare leaders that implement collaboration ap-
proaches may increase the relatedness need for volunteers and enhance engage-
ment, retention, and productivity. Nonprofit organizations that collaborate with 
other organizations decrease duplication of efforts that improve healthcare access 
to reduce healthcare disparities (Meng, Gull, Ashby, & Akiko, 2017). 

Volunteers are vital in communities with healthcare disparities associated 
with high palliative care levels (Pesut et al., 2018). The use of volunteers provid-
ing navigation support for nonprofit healthcare organizations through collabo-
ration with community leaders and other healthcare stakeholders ensures the 
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resolution of the most vulnerable healthcare needs (Pesut et al., 2018). Nonprofit 
volunteer healthcare organizations with a limit of volunteers to meet the supply 
and demand of healthcare disparities and medical needs should consider the 
benefits of implementing a community health workers program. Vareilles, Pom-
mier, Marchal, and Kane (2017) focused on the benefits of community health 
volunteers (CHVs), to generate positive outcomes to meet healthcare needs in 
underserved areas. Vareilles et al. explored ways to improve CHVs performance 
in communities to reduce service gaps in organizations. The researchers noted 
trained CHVs in underserved areas enhance task sharing strategies and reduce 
worker shortages. 

2.3.2. Communication 
In the healthcare market focused on quality-of-care outcomes and patient satis-
faction, successful communication skills and team collaboration approaches 
create value for healthcare organizations. Landry and Erwin (2015) found valua-
ble communication skills reduced misunderstandings in healthcare organiza-
tions. Nonprofit healthcare leaders that effectively communicate with volunteers 
may help volunteers achieve increased productivity and inspire innovative 
thinking. Landry and Erwin (2015) also found drivers that influenced team effec-
tiveness included the quality of team communication, the accuracy of information, 
the effectiveness of the communication process, and openness in sharing informa-
tion. Servant leadership enhances communication in the workplace through 
communicative techniques focused on subordinates’ best interests and helping 
subordinates grow (Abu Bakar & McCann, 2016). Likewise, Kang (2016) con-
cluded that effective communication with volunteers improved organizations’ 
reputation through positive word-of-mouth marketing techniques. Thus, while 
Landry and Erwin’s findings demonstrated how communication approaches de-
termined individuals’ motivation level, Kang showed how ineffective communica-
tion with volunteers might damage the reputation of organizations. Management 
style and precise communication create value to keep workers motivated and 
engaged (Grujicic, Bata, Radjen, Novakovic, & Grujicic, 2016). 

A range of factors determines volunteer engagement that leaders should con-
sider developing strategies to enhance productivity while understanding the 
consequences of work engagement. Whiteoak and Mohamed (2016) proposed 
communication created value to enhance worker engagement. Swensen, Gor-
ringe, Caviness, and Peters (2016) emphasized that culture and operation design 
increased employee engagement. Van der Walt and Swanepoel (2015) proposed 
workplace spirituality linked to job involvement enhanced engagement from a 
distinct perspective. Failure to communicate effectively at all levels of the organ-
ization may result in adverse health outcomes and reduce volunteer engagement 
to meet nonprofit healthcare organizations’ organizational goals. 

2.3.3. Feedback 
Nonprofit leaders that acknowledge the value the volunteer brings to the organ-
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ization increase volunteer engagement and retention (Howell, 2017; Soria & 
Thomas-Card, 2014). Soria and Thomas-Card (2014) found volunteer students 
that receive positive feedback on how their contributions created positive com-
munity change inherited interest to continue volunteering after graduation. 
However, Romaioli et al. (2016) emphasized that volunteers remain loyal to 
nonprofit organizations when they do not anticipate positive feedback from re-
cipients. A serving culture encourages followers or individuals to focus on help-
ing others (Liden, Wayne, Chenwei, & Meuser, 2014). Developing approaches 
that recognize volunteers’ contributions, providing guidance, and support in-
creases volunteer engagement and retention (Walker, Accadia, & Costa, 2016). 
Leaders that satisfy the relatedness need of volunteers through effective feed-
back, support, and recognition increase engagement and retention (Fallon & 
Rice, 2015). Harrison, Xiao, Ott, and Bortree (2017) noted that leaders thanked, 
and recognized volunteers developed workplace environments of trust, com-
mitment, and satisfaction. A gesture of appreciation or verbally acknowledging 
the value of a volunteer’s contribution to the organization increases volunteer 
commitment. 

2.3.4. Knowledge Management 
Volunteers that identify with the organization remain loyal (Kang, 2016). Zapa-
ta, Cantu, and Mondragon (2016) conducted a study of 28 Monterrey, Mexico 
nonprofit organizations to identify how knowledge management practices bene-
fit the nonprofit organization. The researchers focused on identifying organiza-
tional and personal elements that allowed nonprofit organizations to generate 
and transfer knowledge to increase sustainability. The results showed knowledge 
management in Mexican nonprofit organizations provided strategies to enhance 
the organization’s mission, strengthen communication between the organization 
and stakeholders and increase transparency in operations. 

Zapata et al., (2016) suggested effective knowledge transfer strategies required 
a commitment to the organizations’ mission and trust amongst colleagues. 
Leaders of nonprofit organizations with limited resources to gain knowledge can 
benefit from Zapata et al., research when developing strategies to engage and re-
tain volunteers through knowledge transfer approaches. Mentoring systems, in-
novative environment, documentation of processes, and collaboration practices 
enhance knowledge management (Zapata et al., 2016). From a different perspec-
tive, Hume and Hume (2016) examined the value of nonprofit organizations 
implementing knowledge management strategies to identify gaps in knowledge. 

Hume and Hume (2016) proposed the success of a knowledge sharing process 
that increases skills and innovative thinking require leaders to understand the 
psychological elements of socialization. In their research, Hume and Hume 
identified the requirements of a knowledge management process and how lead-
ers can capture and share knowledge within the organization at a minimal cost. 
For example, nonprofit healthcare leaders should consider implementing an in-
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ternal marketing process of volunteers sharing knowledge to provide guidelines 
to enhance policies and procedures to complete assigned tasks efficiently. Non-
profit healthcare leaders can consider the benefits of implementing knowledge 
management protocols to increase the autonomy, relatedness, and competence 
needs of volunteers. 

2.3.5. Psychological Empowerment 
Chen (2016) concluded elderly volunteers learned new or enhanced skills while 
volunteering to help others. The impact of volunteerism creates opportunities 
like educating the public about health and safety issues, answering phones at 
healthcare organizations, providing medical care to patients, or reducing other 
healthcare disparities in communities. For example, a volunteer health organiza-
tion might empower volunteers with decision making power regarding outreach 
to meet the nonprofit organization and community’s needs. Sips et al. (2014) 
posited that leaders who implemented a successful outreach program increased 
their referral networking to link individuals to the organization. 

Paparella-Pitzel, Eubanks, and Kaplan (2016) concluded empowerment helps 
increase individual self-efficacy and enhances the ability to bring about change 
in communities. Sheerin, Stonebanks, Jeffery, and Schouten (2016) suggested 
empowered individuals handle their own beliefs, and organizational change oc-
curs. Therefore, healthcare organizations that seek strategies focused on empo-
wering volunteers and meeting their psychological needs may create value for 
the individuals, organizations, and communities. Begzadeh and Nedaei (2017) 
provided information that suggested a servant leadership style that consisted of 
serving, humility, reliability, kindness, and empowering people created an at-
mosphere of innovative thinking, increased productivity, and competitive ad-
vantage. Begzadeh and Nedaei also suggested organizations that use an empo-
werment strategy created efficiency, productivity, and a happy working envi-
ronment. 

A psychological empowerment environment creates value in motivation, en-
gagement, and organizational behavior (Ugwu, Onyishi, & Rodríguez-Sánchez, 
2014). Van Winkle, Allen, De Vore, and Winston (2014) concluded servant 
leaders created innovative thinking environments that empowered followers to 
do their jobs while increasing knowledge, skills, and productivity. Van et al. also 
recommended encouraging servant leadership in organizations enhanced the 
perception of empowerment to motivate and engage workers towards higher le-
vels of work engagement. Supporting Houger (2015) work, Wellens and Jegers 
(2014) posited the need for nonprofit organizational leaders to develop an effec-
tive governance strategy that outlined meeting the needs of volunteers. Thus, 
creating an environment of innovative thinkers equipped with the necessary 
empowerment tools and self-determination to succeed may enhance the en-
gagement levels of volunteers, retain loyal volunteers, and increase sustainability 
for healthcare organizations (Begzadeh & Nedaei, 2017; Ugwu et al., 2014; Van 
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Winkle et al., 2014). 

2.3.6. Training 
Volunteers with confidence in their ability to contribute to the organization and 
the community remain engaged and loyal to the organization (Harp, Scherer, & 
Allen, 2017). Structured training to meet competence satisfaction in a comforta-
ble environment increases loyalty to the organization (Gorski et al., 2017). Bang 
(2015) encouraged nonprofit organizations to implement training strategies that 
focused on volunteers’ age to increase recruitment and loyalty. Nonprofit leaders 
who develop and implement training programs that reflect volunteers’ needs for 
different ages might increase volunteerism programs. Tsai and Lin (2014) im-
plied self-improvement training programs increase team collaboration and in-
crease productivity. 

Yamashita, López, Soligo, and Keene (2017) researched to explore the motiva-
tional factors of older adults’ volunteering in urban communities. The study re-
sults of 277 middle-aged to older adults concluded creating a learning environ-
ment increased volunteer participation and productivity. However, Tang (2016) 
concluded using social networking of middle-aged and older Americans deter-
mined volunteering behavior. Tang suggested organizations interested in re-
cruiting older adults to volunteer focus on individuals at retirement age or re-
cently retired individuals. 

Tang (2016) included valuable benefits of recruiting recent or partial retirees 
to provide the skills and motivation to volunteer their services. Organizations 
that focus on recruiting retirees that have withdrawn from the work environ-
ment for an extended period are less likely to recruit older volunteers. Marketing 
strategies that focus on collaboration with other stakeholders, adjust to retire-
ment through volunteering, and give back to the community might increase vo-
lunteer engagement for older adults (Tang, 2016). Firmin, Luther, Lysaker, and 
Salyers (2015) provided sufficient evidence that suggested older adults volunteer 
in healthcare organizations to help those in need, to give back to the community, 
and to improve medical recovery outcomes for themselves and others. Leaders of 
nonprofit organizations that identify reasons volunteers offer their services may 
identify the appropriate task to motivate engaging behavior and recruit needed 
workers (Firmin et al., 2015). Nonprofit healthcare leaders should consider 
marketing to older adults with medical licenses to help maintain their licenses 
and continue using their skills to meet the organization’s needs and the commu-
nity (Chen, 2016; Harp et al., 2017; Tang, 2016). 

2.3.7. Trust and Transparency 
Leaders that enhance organizational trust and psychological empowerment in 
individuals increase engagement (Ugwu et al., 2014). Harrison et al. (2017) em-
phasized that volunteers who trusted the organization and worked in environ-
ments that encouraged openness continued volunteering. Nonprofit leaders that 
fail to initiate positive impressions of the organization reduce volunteer reten-
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tion (Carvalho & Sampaio, 2017). Individuals that feel part of the organization 
and trust the leaders remain loyal (McGeehan, Takehara, & Daroszewski, 2017). 
Rowe and Alexander (2015) suggested environments of transparency and open-
ness increase trust in organizations. Likewise, Block (2016) proposed a strategic 
plan to enhance recruitment and retention processes through transparency and 
accountability. 

2.4. Leadership Styles and Engagement 

Leaders that understand and meet the psychological needs of volunteers may 
sustain the services of the volunteers. Nonprofit leaders struggle to effectively 
manage and engage millions of volunteers yearly to meet the organization’s 
needs (York, 2017). Nonprofit leaders must adopt innovative strategies and lea-
dership styles to attract and retain volunteers (Hume & Hume, 2016; Oostlander, 
Guntert, Van Schie, & Wehner, 2014; Posner, 2015). This section includes stu-
dies on different leadership styles that influence volunteer engagement: 1) ethi-
cal, 2) inspirational, 3) servant, 4) transformational, 5) transactional, and 6) par-
ticipative. 

2.4.1. Ethical Leadership 
Ethical behavior is a necessary component of actual business practice and, 
therefore, a continuous inquiry and understanding (Jones & Chin-Yen Alice, 
2015). Ethical leadership beliefs include respecting others, serving others, show-
ing justice, manifesting honesty, and building community (Northouse, 2016). 
Trust and implementing compliance guidelines create value to ensure proper 
ethical behavior in healthcare organizations. Engelbrecht, Heine, and Mahembe 
(2017) concluded with questionnaires completed by 204 workers that leaders 
that encourage and use ethical behavior empower workers to support ethical 
behavior. Ethical leadership combined with leader integrity enhances relation-
ships between leaders and followers (Engelbrecht et al., 2017). 

Northouse (2016) suggested ethical leaders serve others by being altruistic and 
meeting others’ needs for the common good. Management style and precise 
communication keep employees motivated (Grujicic et al., 2016). Leadership 
styles focused on teamwork and collaboration may eliminate communication 
gaps, ensure stakeholders work together to reach a common goal, enhance ac-
countability, and increase ethical behavior. Pozgar (2016) concluded organiza-
tions that implement codes of ethics guidelines created environments of trust, 
awareness of unethical behavior, increased decision-making, and encourage in-
dividuals to report instances of misconduct. Further contributing to ethical lea-
dership, Wolin (2016) posited healthcare leaders should eliminate creating un-
realistic goals to avoid ethical compliance failure. Nurses assessed high ethics in 
healthcare organizations reduced emotional work efforts’ adverse outcomes and 
promoted environments to engage workers (Mauno, Ruokolainen, Kinnunen, & 
De Bloom, 2016). 
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2.4.2. Inspirational Leadership 
Leadership is a process whereby individuals influence a group of people to 
achieve a common goal; it is about how individuals work with people to reach a 
goal (Northouse, 2016; Solomon, Costea, & Nita, 2016). Bonau (2017) posited 
inspirational leaders connect with others on an emotional level, the vision they 
develop is clear, and their communication is effective. Spender (2016) suggested 
leadership is a way to compensate for failure when management theories fail to 
develop the managing science. Spender further noted leadership is the practice of 
attaching a leader’s imagination to specific material contexts of human activity. 

2.4.3. Participative Leadership 
Individuals with participative leadership traits encourage collaboration ap-
proaches with decision making and autonomous behavior (Alfes & Langner, 
2017). In organizations, leaders that use a participative style reduce the amount 
of control they have with making decisions (Lam, Wong, & Tong, 2015). Specif-
ically, participative leaders believe sharing information with workers increases 
productivity. However, Buengeler, Homan, and Voelpel (2016) posited that a 
leader’s age determined the success of a participative leader. For example, the 
authors concluded young leaders with limited experience lack the status-related 
characteristics of experience and competence developed over a period. Re-
searchers that provided an opposing view were Alfes and Langner (2017), who 
postulated volunteer managers, enhancing volunteers’ productivity through a 
participative leadership style. The authors suggested participative, and directive 
leadership behavior engages volunteers in nonprofit organizations. 

Alfes and Langner (2017) suggested that although volunteers require satisfac-
tion of autonomy, relatedness, and competence, a participative leadership style 
without direction might increase product-harm to an organization. For example, 
in nonprofit organizations, volunteers not provided guidance or direction on 
tasks might reduce organizational outcomes and decrease volunteer engagement. 
It is, therefore, apparent that nonprofit healthcare leaders cannot focus on a sin-
gle style that contributes to effective leadership. 

2.4.4. Servant Leadership 
Leadership is critical to all organizations, and preferred leadership styles vary 
depending on the culture or country (Gahye, Youngsam, Froese, & Shin, 2016). 
Thus, the leadership styles in nonprofit organizations staffed with volunteers 
differ from organizations that pay workers for services performed (Posner, 
2015). Servant leadership increases trust, commitment, and empowerment in 
individuals (Begzadeh & Nedaei, 2017). Servant leaders use a role model beha-
vior to assist followers in their development and growth (Abu Bakar & McCann, 
2016; Neubert, Hunter, & Tolentino, 2016). The personality traits in leaders im-
pact the engagement levels of workers (Howell, 2017). Servant leaders possess 
strong theoretical skills, high levels of honesty, and demonstrate a genuine con-
cern for followers (Liden et al., 2014). A servant leader creates innovative think-
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ing environments that empower followers to perform their tasks while encour-
aging them to learn and grow (Neubert et al., 2016). Kang (2016) concluded vo-
lunteers satisfied with leadership, sense of empowerment, and recognized for 
contributions to the organization remain engaged and committed to the organi-
zation. Furthermore, studies indicate that servant leaders reduce worker burnout 
and enhance work engagement (Coetzer et al., 2017). Leadership styles that fo-
cused on trust, commitment, integrity, and meeting the volunteers’ psychologi-
cal needs increased engagement, productivity and produced innovative thinking 
environments (Birtch, Chaing, & Van Esch, 2016; Chiniara & Bentein, 2016; 
Kang, 2016; Waters & Bortree, 2012). 

2.4.5. Transformational Leadership 
Communities benefit from leadership styles that articulate a commitment to the 
organization’s mission and inspire engagement behavior in volunteers (Posner, 
2015). Valero, Jung, and Andrew (2015) noted individuals with transformational 
leadership traits possess innovative, inspirational, and innovative characteristics 
to meet followers’ needs. Mayr (2017) explored the relationship between trans-
formational leadership and volunteer engagement of 213 firefighter volunteers. 
Mayr noted transformational leaders enhance the workers’ intention to continue 
volunteering. Transformational leadership encourages innovative thinking and 
personal growth and supports individual coaching and workers’ support 
(Hentrich et al., 2017). Furthermore, Hildenbrand, Sacramento, and Binnewies 
(2018) noted transformational leadership style reduced burnout and stress levels 
only for individuals with medium to high levels of open-minded behavior traits. 
Nonprofit volunteer leaders might benefit from a transformational leadership style 
when volunteers join the organization with a belief and support of its mission. 

Further contributing to transformational leadership, Tung (2016) examined 
the role of transformational, ambidextrous, and transactional leadership in em-
ployee innovation and psychological empowerment. The author concluded that 
leaders that demonstrate transformational or ambidextrous leadership behaviors 
have followers that have a higher degree of psychological empowerment. Leaders 
that possess a transformational trait have workers that seek high degrees of re-
ward for performance (Tung, 2016). 

Creativity and innovative thinking improve work environments that encour-
age openness between leaders and workers (Tung, 2016). Sudha, Shahnawaz, and 
Farhat (2016) posited a transformational leadership style that included mutual 
admiration with a shared vision and creative exchange of ideas. Leaders with 
ambidexterity traits possess the capability to alter styles depending on the cir-
cumstance (Kelman, Sanders, & Pandit, 2016). Ambidextrous leaders use differ-
ent behaviors when making decisions that affect the organization (Kelman et al., 
2016). It is, therefore, apparent that leaders cannot focus on any meticulous or 
consistent leadership style in determining strategies to engage and retain the 
services of volunteers to maintain organizational sustainability (Howell, 2017; 
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Scherer et al., 2016; Van Schie et al., 2014). 
Other notable contributors to the transformational leadership style’s devel-

opment and knowledge include Hawkes, Biggs, and Hergerty (2017). The au-
thors examined the relationship of transformational leadership on resources 
with a moderating role of recovery experiences. Hawkes et al. hypothesized job 
resources would mediate the relationship between transformational leadership 
and engagement. Hawkes et al. determined that recovery experiences did not 
mediate job resources and engagement. The development of an engaged work-
force is the foundation for organizational success. Transformational leadership 
links to high organizational performance and innovation crucial for the devel-
opment of engagement. Researchers concluded a definite positive correlation 
between transformational leadership and engagement (Hawkes et al., 2017; 
Mayr, 2017). 

Hawkes et al. (2017) posited that leaders who demonstrate transformational 
leadership behaviors link to higher engagement; however, no direct correlation 
exists between transformational leadership and engagement. Hawkes et al.’s 
study’s implications include a deeper understanding of how transformational 
leadership behaviors impact workers. When leaders use transformational lea-
dership styles, they use their psychological empowerment to enhance and en-
courage creativity in workers (Tung, 2016). 

2.4.6. Transactional Leadership 
Transactional leaders provide the resources followers need to complete goals. 
Buch, Thompson, and Kuvaas (2016) explored the impact leader political skills 
have on followers’ work performance in the transactional leader-member ex-
change theory. Previous researchers have found a relationship between lead-
er-member exchange quality and follower work performance. The authors found 
that leader political skills moderated the negative impacts of transactional lead-
er-member exchange. A single downward flow of influence typically defines 
transactional leader-member exchange relationships (Buch et al., 2016). 

Buch et al. (2016) hypothesized a negative relationship between transactional 
leader-member exchange relationships when a leader restrains follower work 
performance with high political skill. Transactional leader-member exchange 
relationships correlated with lowered work performance (Buch et al., 2016). So-
cial leader-member exchange relationships associated with higher work perfor-
mance. The moderator is the skill of the leader and the variable is the work per-
formance of the follower. The study by Buch et al. provided additional data 
about the impact of transactional leader-member exchange and followers’ beha-
vioral outcomes. 

2.5. The Relationship between Engagement and Sustainability 

In today’s healthcare environment, communities’ benefit when volunteers de-
velop work habits to improve economic growth and continue serving the organ-
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ization. Volunteerism is a pervasive activity in the United States and 62.6 million 
people engaged in volunteering in 2016 (Selcoe, 2016). Stukas et al. (2014) im-
plied volunteerism benefits communities with positive outcomes and enhanced 
volunteers’ physical and mental health. Individuals who volunteer for organiza-
tions work without pay and make choices to provide services to organizations to 
help society (Loosemore & Bridgeman, 2017). Therefore, engaged volunteers 
help to meet the needs of nonprofit organizations and support continued sus-
tainability. 

Conrad, Ghosh, and Isaacson (2015) suggested physicians demonstrated mo-
tivated behaviors in environments focused on variety, challenges, and engage-
ment. Grujicic et al. (2016) reported results consistent with Ferreira, Neto, Vas-
concelos, and Souki (2016) study. These authors’ consistent results indicated 
that financial incentives do not represent healthcare professionals’ fundamental 
motivational factors. For example, health professionals in urban areas are signif-
icantly more motivated than rural health workers (Grujicic et al., 2016). An in-
dividual’s work location may determine the level of engagement. Alfes, Shantz, 
and Bailey (2016) defined engagement as a positive and fulfilling work environ-
ment with dedicated and active participants that benefit individuals and organi-
zational outcomes. 

Leaders who meet the needs of volunteers increase donated hours and accom-
plish the organization’s needs (Scherer et al., 2016). Additionally, McGeehan et 
al. (2017) provided information that suggested physicians may volunteer their 
services through marketing focused on volunteering during a discretionary time 
to eliminate burnout. Herd, Adams-Pope, Bowers, and Sims (2016) suggested 
healthcare organizations that implemented strategies focused on programs to 
support future leaders through education and ongoing development created 
value to address change. For example, independence, reduced administrative du-
ties, and strategies to enhance knowledge may motivate clinical professionals to 
volunteer and benefit the nonprofit healthcare organization. Thus, understand-
ing workers’ psychological needs provides nonprofits with the knowledge to mo-
tivate and empower volunteers to increase engagement and productivity. 

Chiniara and Bentein (2016) used the autonomous motivational framework of 
SDT to determine the relationship between a servant leadership style and meet-
ing the psychological needs of workers. Chiniara and Bentein found a positive 
correlation between a servant leader approach and the three psychological needs 
of SDT (autonomy, competence, relatedness). A servant leader approach creates 
increased productivity and positive organizational outcomes (Chiniara & Bente-
in, 2016). Likewise, Haivas et al. (2014) proposed organizations implement 
strategies focused on two types of subpopulations to motivate and engage indi-
viduals. For example, one subpopulation focused on tasks with favorable chal-
lenges, autonomy, and constant feedback to satisfy independent and competence 
needs. The second subpopulation focused on fulfilling the relatedness need of 
individuals through team collaboration. However, Purohit, Maneskar, and Sax-
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ena (2016) concluded job acknowledgment ranked highest to meet psychological 
needs and motivate individuals towards high productivity. Thus, substantiating 
individuals are different; what motivates one volunteer towards increased en-
gagement and loyalty depends on the individual’s psychological needs. 

Various factors link volunteer engagement that leaders should consider when 
developing strategies to enhance productivity and sustainability. Healthcare or-
ganizations focused on implementing strategies to engage volunteers should con-
sider management styles, collaboration techniques, communication approaches, 
volunteer empowerment, and volunteers’ psychological needs to increase motiva-
tion and innovative thinking. Ugwu et al. (2014) suggested the leadership style of 
managers determined the motivation level of individuals. However, Muckaden 
and Pandya (2016) concluded people inherited the desire to volunteer, possessed 
a need to help others, received personal growth, and enjoyed volunteering to 
meet the community’s needs. 

People volunteer for various reasons, and volunteering plays a vital role in 
strengthening communities by bridging a gap in healthcare disparities, under-
standing what motivates individuals to volunteer, and implementing strategies 
to recruit, retain, and engage volunteers in enhancing teamwork and collabora-
tion in healthcare organizations and the community. Scherer et al. (2016) sug-
gested understanding factors that decreased volunteer engagement created value. 
In nonprofit healthcare organizations, successful leaders understand that engag-
ing volunteers requires understanding the low motivation cause. For example, 
healthcare organizations seeking physician volunteers may market to the prima-
ry barrier eliminating doctors from volunteering. 

Leaders who understand and meet volunteers’ psychological needs recruit and 
retain engaged volunteers (Bidee et al., 2017; Engelbrecht et al., 2017). Health-
care organizations must adopt innovative strategies to engage volunteers. Thus, 
improving the sustainability of healthcare organizations and meeting the needs 
of individuals served. Healthcare organizations that focus on innovative ap-
proaches create value for patients served, the community, volunteers, and other 
stakeholders. Nonprofit healthcare leaders must understand traditional ways of 
providing care to patients for services rendered no longer exist. The various 
changes in policies and regulations to sustain a competitive edge require imple-
menting effective strategies and engaging all stakeholders. 

Additionally, engaged volunteers increase a positive effect on the quality of 
care for patients, volunteers, and community members. Nonprofit leaders who 
engage volunteers may create value in the workplace, meet patients’ needs, 
maintain a competitive advantage to reduce healthcare disparities, and increase 
sustainability. Toader (2014) posited the United States spends more on health-
care than any other developed economy. Alfes and Langner (2017) suggested 
engaged volunteers increased productivity and sustainability for nonprofit or-
ganizations. Therefore, nonprofit healthcare organizations with engaged volun-
teers help to meet the medical needs of patients and communities. Healthy pa-
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tients can become productive members of society and reduce the cost of health-
care. Nonprofit healthcare leaders that influence the quality of patient satisfac-
tion, engage volunteers, and improve healthcare organizations’ professionalism 
may increase sustainability. 

3. Research Method, Design, Population, Data Techniques, 
Reliability, and Validity 

By exploring strategies that nonprofit healthcare leaders used to reduce volun-
teer turnover, this qualitative study’s findings provide value to the field. Crane, 
Henriques, and Husted (2018) noted the appropriate methodology depends on 
the research question. Researchers use the qualitative research method to explore 
a phenomenon and obtain a clearer understanding of the underlying reasons 
and motivations to answer a research question (Crane et al., 2018; Phillippi & 
Lauderdale, 2018; Yates & Leggett, 2016). Qualitative research is a crucial com-
ponent to understanding lived experiences, bridging gaps, and developing 
healthcare organizations’ strategies (Alderfer, 2017; Lewis, 2015). On the other 
hand, quantitative research seeks to confirm hypotheses and examine relation-
ships among variables (Barczak, 2015; Christenson & Gutierrez, 2016; Crane et 
al., 2018). 

I chose a qualitative method because interviews were the primary source to 
collect data from in this study. Interviews help researchers obtain rich data, pro-
vide clarity, and sanction in-depth qualitative analysis (Kenno et al., 2017; Ma-
netti & Toccafondi, 2014; Rostami, Ashcroft, & Tully, 2018). The qualitative 
method was appropriate to collect data and allow for the anonymity needed for 
individuals to speak openly. Qualitative researchers must consider that in-depth 
data increases confidence in the study, and the research method provides tho-
rough descriptions of the phenomena (Barczak, 2015; Sousa, 2014). Using a qua-
litative research method ensured alignment with my research question and pro-
vided in-depth data on strategies to reduce volunteer turnover. 

I selected a single-case study design for this study. Researchers use a case 
study design with multiple types of evidence to explore a phenomenon in-depth 
in real-life settings to produce relevant outcomes (Aulgur, 2016; Loosemore & 
Bridgeman, 2017; Yin, 2018). The qualitative, single-case study design allowed 
me to focus on the strategies nonprofit healthcare leaders implemented to re-
duce volunteer turnover. Ridder (2017) stated that a single-case study design al-
lowed detailed descriptions and analysis to understand how and why things 
happen. When collecting information from in-depth interviews, the case study 
design allowed participants to communicate and explain their perceptions of 
volunteer turnover strategies. 

Researchers use open-ended questions to gather information in qualitative re-
search (Lewis, 2015). In the semistructured interviews with participants, I asked 
open-ended questions to stay focused on and obtain clarity from their responses 
(Kenno, McCracken, & Salterio, 2017). Open-ended questions allowed the study 
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participants to provide more in-depth responses to the questions and reach data 
saturation (Tran, Porcher, Tran, & Ravaud, 2017). 

3.1. Population and Sampling 

The population and group mix for this single-case study included the president, 
board member, directors, and a manager. This study included a purposeful sam-
pling method consisting of five nonprofit healthcare organization leaders in op-
eration for 6 years in the southwestern United States. Qualitative researchers use 
purposeful sampling to obtain rich data related to the phenomenon studied 
when limited resources exist (Benoot, Hannes, & Bilsen, 2016; Palinkas et al., 
2015). Duan, Bhaumik, Palinkas, and Hoagwood (2014) stated that purposeful 
sampling identifies common patterns to formulate and evaluate assumptions. 

Boddy (2016) suggested a method did not exist to enumerate the appropriate 
sample size for a qualitative study, but sampling until data saturation reached 
justifies the size. In a case study, saturation occurs when selecting participants or 
the data examined does not lead to new information and themes (Boddy, 2016; 
Palinkas et al., 2015; Valeau, 2015). I reviewed the data to determine if saturation 
occurred within the first three participants. The data did not provide sufficient 
evidence that saturation occurred; therefore, I interviewed two more participants 
until no new information and themes occurred (Tran et al., 2017). When data 
and information gathered from semistructured interviews and documents re-
viewed revealed no further information, I achieved data saturation. 

The participants for this study had to meet the eligibility criteria of being 
leaders of a nonprofit healthcare organization in the southwestern United States 
and agree to participate in an interview by providing their consent. Diversity in 
the participants provided a rich quality of data from different leadership levels 
within the organization. The assigned client leader ensured I received the signed 
informed consent agreements to interview the participants via e-mail. 

The semistructured interviews consisted of open-ended questions that lasted 
around 60 minutes over the telephone. Using open-ended questions allowed 
participants to reflect on their familiarity and provide more in-depth and new 
insights on the subject (Lewis, 2015; Loosemore & Bridgeman, 2017). All partic-
ipants answered the same questions but allowed follow-up questions to probe for 
unique insights. I aligned the interview questions with the 2017-2018 Baldrige 
Performance Excellence Framework to ensure coverage of all areas (Baldrige 
Performance Excellence Program, 2017). Methodological triangulation was used 
to analyze the participants’ data, documents gathered to study the phenomenon, 
and achieve data saturation (Lorhan, van der Westhuizen, & Gossmann, 2015). 
The information gathered was grouped into individual themes that expressed a 
coherent idea. I used an Excel spreadsheet to track themes from the interviews. 
The themes aligned with ABC Company’s operational challenges related to vo-
lunteer turnover. 

To collect rich and thick data, I conducted an organizational assessment of 
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ABC Company and factors that impacted volunteer turnover. The data types in-
cluded but were not limited to: financial statements, patient demographic doc-
uments, ABC Company website, board minutes, promotional material for vo-
lunteers and stakeholders, volunteer orientation documents, and public compet-
itor data. The analysis of the collected data determined the effectiveness and effi-
ciency of leadership and organizational sustainability. 

3.2. Data Collection Instruments 

In qualitative research, the researcher is often the primary instrument for data 
collection (Fusch & Ness, 2015; Van den Berg & Struwig, 2017). I served as the 
primary data collection instrument in this qualitative single case study. Fusch 
and Ness, (2015) posited that researchers collect data using different qualitative 
research methods, including interviews or focus group discussions. I used semi-
structured interviews, public documents, and data supplied by the nonprofit 
healthcare organization’s leaders. The research questions and objectives deter-
mine methods to gather data and efficiently use it (Fusch & Ness, 2015). 

I used the 2017-2018 Baldrige Performance Excellence Framework and criteria 
to collect the data from the nonprofit healthcare organization’s five leaders 
(Baldrige Performance Excellence Program, 2017). The semistructured inter-
views provided insight on the strategies nonprofit healthcare leaders used to re-
duce volunteer turnover. Semistructured interviews facilitate opportunities to 
obtain information, provide clarity, and help the researcher stay focus (Kenno et 
al., 2017; Manetti & Toccafondi, 2014). Romaioli et al. (2016) found semistruc-
tured interviews in a study on volunteer commitment allowed participants to 
attribute meaning to their voluntary work. Interviews with the five nonprofit 
healthcare leaders include eight open-ended interview questions and started with 
an interview protocol. Leaders participated in 30 to 45-minute interviews. How-
ever, up to 60 minutes allowed additional time to gather the leader’s perceptions 
or experiences. With the participants’ permission, I audio-recorded the inter-
views, transcribed, and de-identified them with a member checking process to 
ensure the accuracy of information gathered. 

Researchers use member checking as part of the data collection process to 
check for dialogues’ accuracy and eliminate misrepresentation (Debono et al, 
2017; Thomas, 2017; Varpio et al., 2017). Therefore, using member checking in-
volved inviting the research participants to review, comment on, and contribute 
additional information that enhanced the study’s reliability and validity. To cla-
rify statements, confirm the accuracy of semistructured interview transcriptions, 
clarify public documents and data supplied by the research participants, I used 
member checking. Methodological triangulation supported understanding the 
unmet needs and resolutions, analyzing the data, achieving data saturation, and 
increasing the case study’s validity (Lorhan et al., 2015). Last, I provided the 
client leader with a copy of this doctoral study to review and approve before 
publication. 
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3.3. Data Collections Techniques 

Upon receiving IRB approval, I began the data collection process to explore 
strategies nonprofit healthcare leaders use to reduce volunteer turnover. Semi-
structured interviews with five leaders, reviewing internal and external public 
documents on ABC, and analyzing known competitors supported the data col-
lection technique. Qualitative researchers use purposeful sampling to identify 
participants, obtain rich data related to the phenomenon studied, and identify 
common patterns to evaluate assumptions (Benoot et al., 2016; Duan et al., 2014; 
Palinkas et al., 2015). 

The semistructured interviews included overarching interview questions 
drawn from historical literature, and the research question focused on nonprofit 
healthcare leader’s strategies to reduce volunteer turnover. The participants re-
sponded to eight open-ended interview questions following the interview proto-
col. Researchers use open-ended questions to explore the different aspects of a 
concept from research participants and to obtain clarity (Kenno et al., 2017; 
Lewis, 2015; Tran et al., 2017). The semistructured interviews provided in-depth 
knowledge and new ideas focused on enhancing the understanding of the phe-
nomenon. 

The internal and external documents included background information, 
competitor information, and federal nonprofit organizational requirements to 
support this qualitative single-case study’s validity and reliability. Internal doc-
uments included bylaws, board minutes, financial reports, volunteer promotion-
al material, and volunteer orientation-documents. External documents included 
the corporate website, performance outcomes data from the nonprofit database 
GuideStar and Free Clinics Federal Tort Claims Act (FTCA) Program Policy 
Guide (2014). To prevent data collection problems, researchers should follow 
specific practices to collect the data (Sheehan, 2018). A member checking 
process provided leaders of ABC Company the opportunity to validate their 
responses to the semistructured interviews and the accuracy of internal and ex-
ternal data analyzed for the study. 

3.4. Data Organization Techniques 

To stay organized, I created a file-naming system to keep track of electronic da-
ta, maintained a journal of conversations and thoughts, and stored all hard cop-
ies in a locked file in my home office. Hua, Jiang, Zhu, Feng, and Xu (2014) sug-
gested that researchers create an innovative process to organize data provide 
ease and efficiency to access data. I used pseudonyms for the participants, and a 
fictional name for the organization studied to ensure confidentiality. Separate 
secured files for each participant contained the transcribed interview audio tap-
ing notes, the informed consent form, and the transcribed journal notes. The 
secured electronic file entitled ABC Company contained data collected on the 
organization. I used Microsoft Office products on a Windows operating system 
to manage the data and a thumb drive stored in a locked file. 
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3.5. Data Analysis 

Researchers use a qualitative data analysis process to discover new ideas and in-
crease the understanding of the phenomenon (Fusch & Ness, 2015). Fusch and 
Ness (2015) also posited the first process of data analysis included identifying 
raw data. Fusch and Ness (2015) concluded that methodological triangulation 
ensures rich in-depth data to understand a phenomenon. To analyze raw data 
from multiple sources and study strategies nonprofit healthcare leaders use to 
reduce volunteer turnover, I used methodological triangulation. Lorhan et al. 
(2015) concluded researchers use methodological triangulation to collect data to 
study the phenomenon, analyze the data, and achieve data saturation. 

In this study, by interviewing five leaders of a nonprofit healthcare organiza-
tion and collecting internal and external documents, I understood the pheno-
menon. The data collected and transcripts generated raw data. A coding process 
using Microsoft Excel software, a cost-effective method, uncovered patterns and 
overriding themes. I reviewed and combined the codes into themes to explore 
what strategies ABC leaders used to reduce volunteer turnover. Researchers se-
lect a coding process to identify and create themes from transcripts and organize 
and highlight meaning to code qualitative data (Kroll, 2017; Vaughn & Turner, 
2016). Themes in qualitative studies describe information related to the founda-
tion of the study (Wieland, Handfield, & Durach, 2016). During the coding 
process, I remained aware of my personal bias and open to new information due 
to my 20 years of experience working for nonprofit healthcare organizations. My 
experience working for nonprofit healthcare organizations was a considerable 
asset to data collection and analysis. After the coding process and analyzing the 
data collected, to ensure reliability, member checking validated the interpreta-
tion of the themes. 

To explore strategies nonprofit healthcare leaders, use to reduce volunteer 
turnover, I used the SDT. Deci and Ryan’s (1985) theory suggests leaders that 
focus on the human needs, values, intrinsic motivation, development, culture 
motivation, individual differences, and psychological well-being of workers en-
hance performance. I correlated key themes with studies focused on three con-
structs underlying the SDT conceptual framework competence, autonomy, and 
relatedness. 

3.6. Reliability and Validity 

Qualitative researchers implement methods to ensure reliability, credibility, 
transferability, and confirmability (Abdalla, Oliveira, Azevedo, & Gonzalez, 
2018). East (2016) suggested bias increases when a researcher finds it challenging 
to measure the study’s quality. Researchers establish reliability in qualitative stu-
dies to enhance consistency in the research methods and findings and minimize 
bias and errors (Yin, 2018). Noble and Smith (2015) declared that incorporating 
methodological strategies in qualitative research increases the study’s reliability. 
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Reliability for this study began with a purposeful sampling method to obtain rich 
data related to the phenomenon. Triangulation and member checking ensured 
data dependability. Houghton, Casey, Shaw, and Murphy (2013) suggested using 
several methods to obtain triangulation enhanced credibility to improve the va-
lidity and reliability of the research study. Triangulation helped with bias, doc-
ument data quality, and maximized confidence in the qualitative study’s find-
ings. Fusch and Ness (2015) suggested getting data triangulation created a means 
to data saturation. 

I improved the data dependability of this study by increasing the amount of 
literature reviewed to verify emergent theorizing, triangulating across multiple 
sources of data, and regularly debriefing participants on interpretations. Mem-
ber checking ensures the accuracy of data collected, increases validity, and estab-
lishes trust in the research process (Chen, 2016; Debono et al., 2017; Thomas, 
2017; Varpio et al., 2017). Member checking in this study allowed participants to 
ensure interpretations made sense in the context of their lived experience on 
strategies to reduce volunteer turnover. 

3.7. Validity 

This study aimed to explore reliable and valid processes and data that mitigate 
the chance of bias and misinterpretation. Smith and Noble (2014) noted that bi-
as in research decreases the study’s validity and reliability. Researchers who col-
lect data from multiple sources increase their study’s validity and reduce bias 
(Chiniara & Bentein, 2016; Starr, 2014). To establish validity, I used triangula-
tion and member checking to verify this study’s accuracy and credibility. Fusch 
and Ness (2015) revealed researchers who fail to reach data saturation impact 
the quality and validity of their research study. 

Houghton et al. (2013) concluded researchers achieve credibility through 
prolonged engagement, triangulation, peer debriefing, and member checking. 
Rowe and Alexander (2015) suggested researchers increase credibility in their 
study through transparency, openness, clarity, peer review, and reproducing re-
sults of other studies. Credibility correlates to trust, and researchers that fail to 
obtain trust develop studies of false knowledge (Rowe & Alexander, 2015). I en-
hanced credibility by integrating member checking, using methodological tri-
angulation, and using an interview protocol. Manetti and Toccafondi (2014) po-
sited that researchers’ fail to engage stakeholders reduced the study findings’ 
credibility. Throughout the research process, I engaged in feedback and clarifi-
cation from ABC’s leaders to enhance credibility. 

To ensure this study is conducted in a rigorous manner, another criterion to 
consider is confirmability to support the results. Noble and Smith (2015) con-
cluded that addressing truth value, consistency, and applicability achieve con-
firmability. In this study, the strategies used to ensure confirmability included 
triangulation, member checking, and maintaining an audit trail. To eliminate 
bias, I collected data from multiple sources, used an interview protocol, tran-
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scribed notes from the interviews, and allowed ABC leaders to validate my find-
ings (Chiniara & Bentein, 2016; Debono et al., 2017; Starr, 2014). 

Kroll (2017) noted researchers achieve trustworthiness of a qualitative study 
when others can transfer the findings to other contexts or settings. Cavalcanti 
(2017) concluded researchers use different approaches to facilitate transferabili-
ty. For example, in this research study, using purposeful sampling, member 
sampling, and collecting in-depth data enhanced trustworthiness and transfera-
bility. Purposeful sampling identifies common patterns to formulate and eva-
luate assumptions (Duan et al., 2014). Transparency and detailed descriptions of 
study participants, framework, and location enhance transferability in a qualita-
tive study (Cavalcanti, 2017). Providing detailed information about the re-
searcher’s role, participants, research method and design, ethical practices, data 
collection instruments and techniques, data organization, and data analysis al-
lows readers and future researchers to determine my findings’ transferability. 

4. Findings and Results 
4.1. Product and Process Results 

ABC leaders operate the nonprofit healthcare clinic three days a week with 100% 
volunteer workers. The leaders of ABC opened the clinic in 2012 with a goal to 
reduce healthcare disparities and improve health outcomes for individuals with 
low or no income. Since ABC’s nonprofit ruling year in 2014, ABC’s leaders have 
met the medical needs of more than 400 individuals that lack legal status or 
cannot afford health insurance. In 2016, the leaders of ABC saw 450 active pa-
tients that averaged 3.82 visits per individual. In 2018 from May through July, 
leaders provided medical services to 501 active patients averaging 1.58 visits per 
individual. During this study, ABC company switched EMR systems. The lack of 
a succession plan to protect archived data prevented leaders from extracting data 
from the old EMR system for FY2017 and FY2018 (January-April). 

The public health department that started in March 2018 conducts health 
education classes and support groups to support the organization’s mission. Par-
ticipant 1 noted space constraints, scheduling conflicts, and lack of patient 
buy-in contribute to the low participation average of 2.6 patients per month for 
the diabetic support group. ABC leaders advertise and sell t-shirts and mugs to 
market the organization’s services and offset the cost to operate the organization. 
Leaders of ABC acknowledge a breakdown number of t-shirts and mugs sold 
does not exist. 

4.1.1. Customer Results 
The leaders of ABC acknowledged a formal process of determining patient satis-
faction, dissatisfaction, and engagement does not exist. Leaders of ABC plan to 
implement formal processes in 2019 and use volunteers from the community to 
serve as health promoters to conduct patient surveys. The information from the 
surveys will promote opportunities to obtain actionable information and in-
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crease patient engagement. 

4.1.2. Workforce Results 
Changes in the leadership at ABC resulted in a new president, board chair, and 
board members with a goal to improve volunteer engagement, capability, and 
capacity. All participants interviewed suggested a hostile working environment 
as a critical reason volunteers left the organization. The ABC leaders use a stu-
dent clinical rotation program to provide professional development of students. 
They plan to implement formal protocols to encourage volunteer participation 
at the end of the clinical rotation. All study participants noted a system does not 
exist to learn more about students’ long-term goals to continue volunteering at 
the end of clinical rotations or practicums. Data received from ABC leaders in-
dicate more than 95% of the volunteers at the organization represent students. 

In 2018, ABC leaders designed a promotion to bring awareness of volunteer 
needs and recruit additional volunteers to meet the needs of patients served. 
ABC leaders used the organization’s social media account for a volunteer pro-
motion. The promotion ran for about three days to recruit physicians, nurses, 
physician assistants, nurse practitioners, and volunteers. The promotion 
achieved 2577 views, was shared by 12 individuals, and created a network of in-
dividuals, with ABC receiving 26 messages from potential volunteers. 

4.1.3. Leadership and Governance Results 
The absence of a strategic plan may limit leaders’ ability to empower the com-
munity and reduce healthcare disparities. The leadership of ABC consists of 
elected board members appointed in 2018 and 12 core volunteers. Participant 2 
noted core volunteers spend 10 hours to over 20 hours a week at the clinic or 
demonstrate their dedication to the mission through their service longevity. One 
individual represents 8% of the core volunteers serving more than 30 hours a 
week. Six individuals represent 50% of the core volunteers serving 1 - 3 years; 
three individuals represent 25% of the core volunteers serving 3 - 5 years. Two 
individuals represent 17% of core volunteers serving about six and a half years. 

All participants noted to improve volunteer engagement transparency, 
two-way communication, meeting the needs of volunteers, and ensuring a fa-
vorable working environment exists with the new leadership. Participants fur-
ther acknowledged a formal tracking system does not exist to determine if new 
approaches demonstrate favorable outcomes to engage volunteers. Participant 4 
noted efforts to increase the percentage of nonstudent volunteers from 2% might 
provide opportunities to track volunteer engagement. Participant 1 noted 98% of 
volunteers only volunteer to get required student hours. Therefore, after the 
student and clinic relationship and no efforts to learn more about long-term 
goals, ABC’s leaders lose opportunities to increase volunteer engagement. 

To increase societal responsibilities and support key communities, ABC’s 
leaders use a social media website to engage volunteers and other stakeholders. 
The social media website provides information on needs and accomplishments 
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within the organization. Additionally, leaders of ABC use the website and social 
media site to recognize volunteers. Leaders of ABC noted the social media site 
provides opportunities to increase a sense of belonging by recognizing volun-
teers’ hard work and increasing volunteer engagement. The social media site de-
picts a reduction in daily total reached, engaged, and viral reach users for March 
2018, May 2018, and July 2018. The first half of August 2018 shows a significant 
increase in the number of unique people engaged with ABC leader’s social media 
post. 

4.1.4. Financial and Market Results 
Leaders of ABC operate the company with limited financial resources from do-
nors. In 2016, ABC’s leaders secured a one-time grant and increased individual 
financial contributions to increase assets between 2015 and 2016. Although 
ABC’s leaders show a deficit in expenses to revenue in 2017 of $34,173, the car-
ryover revenue from past years indicates a positive cash balance over $90,000 at 
the end of 2017. Revenue at ABC represents 21% of free clinics operating with 
revenue between $0 and $100,000. 

4.1.5. Key Themes 
Process strengths. ABC leader’s process strengths included meeting the psy-
chological needs of volunteers through two-way communication and recogniz-
ing the volunteer workforce’s efforts to promote the MVV’s of ABC. Fallon and 
Rice (2015) posited that leaders recognize workers increase engagement and re-
tention. Lam et al. (2015) noted that leaders use two-way communication and 
implement training strategies to allow the workforce to understand their roles, 
expectations and increases participation. Additional process strengths for ABC 
leaders include using social media platforms and a website to market to potential 
volunteers and inform stakeholders of weekly events. 

Another process strength to emerge was the volunteer application process to 
determine the critical drivers of volunteer engagement and training. Lack of 
training reduces volunteers’ commitment to remain loyal to the organization 
(Kappelides, 2017). Monthly BOD and workforce meetings and encouraging an 
environment of trust, knowledge sharing, and collaboration emerged as addi-
tional process strengths for ABC leaders. The leaders of ABC also use a safe-
ty-net networking approach with other organizations to eliminate duplication of 
services. The networking allows ABC leaders to refer patients to other organiza-
tions and exchange information to meet the needs of the uninsured or working 
poor. 

4.2. Process Opportunities 

After analysis of semistructured interviews, financial statements, patient demo-
graphic documents, ABC Company website, board minutes, promotional ma-
terial for volunteers and stakeholders, and volunteer orientation, emergent 
themes for process opportunities to improve are 1) strategic planning with mea-
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surable goals; 2) customization and formal training of volunteer software man-
agement system; 3) developing a formal survey or process to determine patient 
satisfaction, dissatisfaction, and engagement; 4) a systematic approach to deter-
mine critical drivers of volunteer satisfaction, dissatisfaction, and engagement; 
5) enhance website accessibility; 6) develop succession planning strategies; and 
7) BOD orientation and training. 

The absence of a systematic approach to strategic planning may limit leaders’ 
ability to collaborate effectively with organizations committed to social justice to 
achieve shared goals and objectives. The leaders of ABC use a crisis management 
approach to handle threats aimed at harming the organization’s sustainability. 
Implementing a formal strategic plan provides opportunities to clarify priorities 
and guide decisions to enhance sustainability where limited financial resources 
exist (Brosan & Levin, 2017). Although ABC leaders implemented a volunteer 
software system that allows volunteers the flexibility of scheduling their volun-
teer hours, Participant 4 noted the lack of training to retrieve statistical data on 
volunteers exists. 

A formal process of determining patient satisfaction, dissatisfaction, and en-
gagement may allow the leaders of ABC the opportunity to determine if their 
efforts to meet the needs of medically marginalized people with respect and dig-
nity exist. Additionally, no implementation of patient satisfaction, dissatisfac-
tion, and engagement data reduces opportunities to determine positive commu-
nity growth and education to foster self-reliance. Lorhan et al. (2015) suggested 
engaged volunteers enhance a favorable experience for patients. Another process 
opportunity identified for improvement exists with understanding the satisfac-
tion and dissatisfaction with volunteers at ABC company. All participants of this 
study noted a formal process of recording reasons volunteers leave the organiza-
tion, and long-term goals of student volunteers do not exist. Developing a for-
mal process for determining volunteer satisfaction and dissatisfaction through 
an exit interview protocol may provide ABC leaders with strategies to improve 
volunteer engagement. 

Though 98% of the patients serviced at ABC speak Spanish, a gap exists be-
tween the 2% that speak English. For example, the ABC website structure only 
advertises upcoming groups available to patients and other stakeholders who 
follow Spanish, therefore, reducing opportunities to engage non-Spanish speak-
ing people. Jorde Bloom and Abel (2015) posited organizations expand leader-
ship through a leadership succession plan to ensure the sustainability of a pro-
gram. The absence of a succession planning strategy to eliminate gaps in leader-
ship when critical BODs and other essential workers of volunteer depart the or-
ganization may increase worker burnout and reduce engaged volunteers. The 
ABC leaders can implement a succession plan to recruit BODs and other critical 
volunteers to ensure volunteers are developed continuously to handle worker 
gaps within the organization. 

The skills-based BOD at ABC Company is accountable for the organization’s 
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policies and responsible for assisting the president with meeting the MVV via 
specific specifications in the bylaws. Although the BOD chair discussed strate-
gies to engage BODs, implementing a formal BOD orientation and training does 
not exist. The leaders of ABC can initiate formal orientation, training, and an 
annual board retreat to increase accountability and develop a clear plan on the 
organization’s direction with measurable goals to maintain sustainability. 

4.3. Results Strengths 

A result strength of ABC leaders included increasing the number of active pa-
tients requiring medical services. Although the patient visits and visits per pa-
tient declined, data indicates the attention to primary medical healthcare needs 
requires fewer clinic visits. A review of data on peer-support groups supports the 
core competency and MVV of ABC leaders to meet people’s healthcare needs 
with limited or no resources to maintain healthy lives, demonstrating a com-
mitment to societal well-being. Leaders of ABC used the sales of t-shirts and 
mugs to offset operation costs. In 2015, an increase in community events con-
tributed to the rise in sales. Though the data reviewed depicts a decline in sales 
from 2015 to 2016, leaders increased sales in 2017. 

A review of ABC companies’ social media platform provided insight into 
people’s engagement by gender, viral distribution of the leader’s post, and suc-
cess with bringing awareness of the MVV and needs of the organization. Addi-
tionally, the increase in lifetime unique users helped ABC leaders promote brand 
heritage and reveal their commitment to demonstrating the volunteer work-
force’s value and appreciation. The breakdown of active volunteers for FY2017 
to August 2018 depicts a commitment to recruit volunteers. The leaders of ABC 
increased student volunteers in 2018 from 74 volunteers in January 2018 to 109 
volunteers in August. Additionally, nonstudent volunteers increased from four 
volunteers in January 2018 to six in August. 

The ABC president, lab director, and social media coordinator celebrated 
about seven years of volunteer service to meet medically marginalized people’s 
needs in 2018. Finally, ABC’s leaders increased assets and revenue from 2014 to 
2017. Although a decline in revenue existed between 2016 and 2017, data depicts 
a favorable cash flow of over $90,000 for 2017. 

4.4. Results Opportunities 

Although ABC leaders increased the number of active patients and reduced pa-
tient visits, leaders need to strategize on opportunities to increase available clinic 
hours and available clinic space. Participant 1 noted the available space and clin-
ic design allow for limited volunteers. Therefore, reducing the number of medi-
cally marginalized people requiring assistance. To increase volunteer engage-
ment, leaders of ABC should consider modifying the operation design. Swensen 
et al. (2016) noted culture and operation design increased engagement in the 
workplace. 
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Leaders of ABC should increase patient buy-in of the peer-support groups 
available to medically marginalized people. Firmin, et al. (2015) suggested un-
derstanding the disparities of targeted participants may increase peer-support 
group involvement. In 2017, ABC’s leaders increased sales of t-shirts and mugs, 
but no data exist on the actual number of items sold. The leaders of ABC could 
implement a tracking procedure to capture items in stock, actual items sold and 
modify financial reports to show trends in profit and loss. 

Social media outcomes show ABC leader’s ability to engage stakeholders. 
Though the clinic only operates on Thursdays, Fridays, and Saturday’s oppor-
tunities exist to increase stakeholder engagement on Sundays, Mondays, Tues-
days, and Wednesdays. Leaders can schedule posts for the social media account 
ahead of time to increase site engagement and increase the number of potential 
volunteers. According to ABC’s active volunteer results, leaders of ABC in-
creased student and nonstudent volunteers in 2018. Leaders of ABC should con-
sider implementing strategies to increase nonstudent volunteers and processes to 
encourage student volunteers to remain at the end of course assignments. All the 
study participants noted a formal system of learning long-term goals of student 
volunteers and implementing change might increase volunteer engagement. Fi-
nally, ABC leaders’ financial results show the organization operates with minim-
al resources. Leaders of ABC should consider increasing funding from grants 
and creating an appreciation process to recognize donors. Pressrove and Pardun 
(2016) suggested nonprofit organizations focused on building loyal relationships 
increased financial sustainability. Leaders of ABC have impressive social media 
engagement results. The leaders should adopt effective social media strategies to 
reach out to potential donors. 

5. Summary, Findings, Recommendations, and Conclusion 

Various factors link stakeholders to organizations that leaders should consider 
when implementing strategies to enhance a volunteer nonprofit organization’s 
productivity and sustainability. Overcoming the challenges of volunteer re-
cruitment and engagement in nonprofit organizations is critical for sustainabili-
ty. Selcoe (2016) posited that volunteers manage 85% of charitable nonprofits 
and contributed 7.97 billion hours of volunteer labor in 2014. Therefore, non-
profit leaders who understand what motivates individuals to volunteer and focus 
on their experience of autonomy, competence, and relatedness will, as Guntert 
and Wehner (2015) noted, retain volunteers. 

In this study, I analyzed various engagement strategies leaders of ABC use to 
secure donated hours from a volunteer workforce. Leaders’ ability to maintain 
an environment of respect and dignity was critical to engage volunteers and in-
crease sustainability. Kumnig et al. (2015) posited a positive correlation between 
meeting individual psychological needs and future participation. Understanding 
volunteers’ psychological needs increases engagement and sustainability of a vo-
lunteer workforce. 
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Participants in this study provided valuable information for short- and 
long-term action plans and insight on areas requiring improvement to engage 
volunteers. This study provided evidence requiring leaders to implement policies 
and procedures, strategic planning, funding strategies, and board engagement. 
Additionally, the data analyzed provided knowledge of leadership, strategy, cus-
tomers, measurement, analysis, knowledge management, workforce, and opera-
tions for a volunteer-run nonprofit primary care clinic located in the southwes-
tern United States. Leaders of other nonprofit organizations that rely on the vo-
lunteer workforce for sustainability may benefit from the strategies and recom-
mendations identified in this study to recruit, engage, and retain volunteers. The 
implication for social change from the findings of this study includes the poten-
tial to contribute to nonprofit leaders’ effective strategies to reduce volunteer 
turnover, enhance operational processes, improve overall performance, and 
meet the community’s needs by engaging volunteers. 

5.1. Contributions and Recommendations 

Nonprofit leaders rely heavily on volunteers, but most nonprofit healthcare 
leaders lack strategies to reduce volunteer turnover. Recruiting, engaging, and 
retaining volunteers can lead to empowering the community and reduction in 
healthcare disparities. Engaging the exemplary volunteers and developing a stra-
tegic approach to managing the volunteer workforce can fill operational process 
gaps and increase donated hours for long periods. This study provided ABC 
leaders with strategies to catalyze volunteer engagement and meet medically 
marginalized people’s needs. Based on the data analyzed, ABC leaders operating 
with limited financial resources meet the needs of more than 500 active medi-
cally marginalized people with more than 100 volunteers. 

Implementing a formal strategic plan with measurable goals provides leaders 
of ABC opportunities to enhance sustainability and enhance volunteer engage-
ment. I recommend ABC leaders follow through on plans for an annual BOD 
and core volunteers retreat. Additionally, I recommend ABC leaders implement 
formal training of BODs that outline the specific roles and responsibilities to 
serve on the ABC board. Interviews with ABC leaders and review of internal 
documents revealed a lack of training of BODs to encourage engagement. 
Therefore, reducing opportunities to fulfill accountability requirements for the 
organization’s policies and assisting the president with meeting the MVV. 

Leaders of ABC use effective methods through social media accounts and vo-
lunteer appreciation events to engage, motivate and maintain good relationships 
with workers. It is my recommendation that leaders of ABC implement a formal 
PCS questionnaire to access volunteers’ feelings of competence. The PCS ques-
tionnaire used by ABC leaders can provide valuable information to implement 
needed policies, procedures and enhance volunteer engagement through per-
ceived feelings of effectiveness and confidence to complete tasks. Additionally, 
implementing the volunteer management software system’s formal training will 
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provide ABC leaders with valuable statistical data on the volunteers. For exam-
ple, knowing the types of individuals that volunteer at the organization; sex, age, 
education level, retiree stage, may provide leaders of ABC with a marketing 
strategy to increase volunteers. 

Developing a formal process to determine patient satisfaction, dissatisfaction, 
and engagement provides ABC leaders with another opportunity to close gaps in 
healthcare disparities. Leaders of ABC are encouraged to work with community 
members to identify and train volunteer health promoters to conduct 
one-on-one surveys with patients. Attendance at community events and working 
with other community stakeholders provides leaders of ABC with opportunities 
to promote and implement a health promoter team capable of analyzing and 
understanding the needs of patients serviced at the organization, further sup-
porting the MVV of the organization. 

Although ABC leaders implemented processes to engage volunteers through 
open communication, formal processes to record reasons individuals volunteer 
and stop volunteering for the organization provide essential data for volunteer 
workforce engagement, recruitment, and retention. Leaders of ABC can create 
and implement quarterly volunteer engagement satisfaction and dissatisfaction 
questionnaires along with the open communication strategy. Creating an exit 
interview process for volunteers that stop volunteering provides leaders of ABC 
with answers to reasons individuals stop volunteering at the organization. The 
leaders of ABC can initiate the exit interviews when an individual provides ver-
bal notification of intent to stop volunteering or through e-mail if the volunteer 
stops volunteering at the organization without providing notification. 

Another recommendation for ABC leaders focuses on the need to increase 
space and clinic design. The ABC leaders noted regrouping and rebuilding the 
nonprofit, developing the public health program, and recruiting volunteer pro-
viders as short-term action plans. Space restraints and patient buy-in of services 
offered through the public health program reduce opportunities for growth. 
ABC leaders operate the clinic three days a week. To increase participation and 
meet the needs of the community, I recommend ABC leaders consider changing 
the design of the public health education program to operate on the available 
nonclinic days. Additionally, public health education leaders should develop a 
referral strategy process to engage volunteer providers. For example, recognition 
strategies for volunteer providers that refer and follow-through the process to 
ensure patient buy-in of available resources offered through the public health 
program to reduce healthcare disparities. 

Leaders of ABC increased the number of volunteers donating hours to meet 
the MVV of the nonprofit organization. Most ABC volunteers represent stu-
dents required to complete course hours with no intentions of remaining af-
ter-course assignments. Therefore, creating an operation strain with limited 
hours to consistently train new volunteers. I recommend ABC leaders enhance 
processes aimed to make the students’ experiences positive to bring awareness to 
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positive change within the community, reduce healthcare disparities, and share 
the vision of the clinic to increase their willingness to volunteer at the end of the 
clinical rotation practicum. Additionally, I recommend leaders of ABC imple-
ment strategies to increase processes to encourage nonstudents to volunteer. The 
ABC leaders could partner with the local Chamber of Commerce, the County 
Board of Supervisors, Census Bureau division, and other key stakeholders to 
identify new residents to the community. A cost-efficient and straightforward 
process of sending a welcome to the community postcard that outlines the MVV 
of ABC Company may increase volunteer intrinsic motivation among new and 
existing residents. 

Leaders of ABC operate with minimal funding to meet the needs of more than 
500 patients. I recommend the leaders of ABC increase funding opportunities 
through grants and increased donations. Volunteers at ABC Company receive 
no financial compensation for donated hours. Strategies to respect volunteers’ 
flexibility and freedom when volunteering to help ABC leaders meet volunteers’ 
autonomy needs. However, through increased funding, ABC’s leaders could in-
crease outreach events, expand on volunteer appreciation events, and optimize 
the organization’s layout and design. I recommend ABC leaders adopt complex 
financial management systems, including detailed records of t-shirts, mugs, and 
additional donated items to offset operations’ costs. 

Researchers who review my research may benefit from strategies identified 
and recommendations for nonprofit leaders who rely on the services of donated 
volunteer hours for sustainability. Future research can focus on engagement 
factors in-depth by exploring the role of age and gender in volunteering amongst 
volunteers in nonprofit organizations. Conducting a case study design with mul-
tiple nonprofit organizations may provide additional information on strategies 
leaders use to reduce volunteer turnover. I recommend future researchers use 
numerous nonprofit organizations’ qualitative and quantitative research me-
thods to identify different strategies for increasing volunteer engagement. Future 
studies can also benefit from examining volunteers and managers of a volunteer 
workforce in other geographical regions with more than 3 years of service. 

5.2. Conclusion 

In this study, I incorporated a purposeful sampling method to recruit five non-
profit healthcare organizations located in the southwestern United States. To 
gain an understanding of the operations and identify gaps in processes and pro-
cedures, I gathered data from semistructured interviews with the five leaders, re-
viewed internal and external public documents, social media platforms, and 
analyzed known 501(c)(3), free medical clinics in the client service area. Data 
collected and analyzed resulted in the identification of four themes: process 
strengths, process opportunities, results strengths, and results opportunities. 

I provided leaders of the client organization with recommendations to im-
prove volunteer engagement and recruitment, enhance policies and procedures, 
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and improve the overall performance of operations to meet the community’s 
needs. The results of this study supported the need for nonprofit and for-profit 
leaders who rely on a volunteer workforce for sustainability to understand the 
psychological needs of individuals donating hours. The client organization lead-
ers operate with a 100% volunteer workforce and rely on donations for sustaina-
bility, so understanding how to recruit, engage, and retain volunteers is impera-
tive to the organization’s sustainability. 

5.3. Recommendations 

The results of this study are evidence of the reasons leaders should develop and 
implement effective strategies to engage their volunteer workforce. The contri-
butions to business practice include the data analyzed and information learned 
to improve managing volunteers and achieving organizational sustainability. So-
cial change contributions include the client organization learning additional 
sstrategies and processes that enhance volunteer engagement and reduce health-
care disparities to empower the community. 

My recommendations for future implementation include BOD succession 
planning to set the protocols for board engagement and performance, creation 
and implementation of onboarding training for new board members, review and 
revision of job descriptions of all board members and leaders of the organization 
to establish accountability, the elimination of conflicts of interest and burnout of 
the president and board chair by separating the roles, and the identification of 
opportunities to participate in community events to market the needs of the or-
ganization. Furthermore, my recommendations include implementing an active 
recruitment and retention program for nonstudent volunteers, developing a 
stewardship section on the website and social media account to appeal to both 
one-time donors and recurring donors, and resolving complaints quickly. 
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