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Abstract 

Church leaders utilize volunteers as the primary human capital to accomplish 

organizational goals. However, volunteer retention is an ongoing global challenge for 

church leaders, and unless addressed, leaders will be hindered in achieving church goals. 

Grounded in the job embeddedness conceptual framework, the purpose of this qualitative, 

multiple-case study was to explore strategies some church leaders used to retain 

volunteers to accomplish organizational goals. Three leaders from different Protestant 

churches in the Southwest United States participated in the study. Data were collected 

from semistructured interviews, internal church documents, and publicly accessible 

information. Data were analyzed using thematic analysis, and six themes emerged: 

organizational culture of excellence, training and mentoring, clear and effective 

communication, rewards and recognition, sense of belonging, and relational leadership 

practices. A key recommendation for church leaders is strengthening organizational 

embeddedness to promote a healthy, empowering, and supportive culture. The 

implications for positive social change include the potential to accomplish the goal of 

creating a holistic transformation of church members and the local community residents. 
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Section 1: Foundation of the Study  

Nonprofit organizations are a cornerstone in providing benefits to local 

communities. For-profit, not-for-profit, and nonprofit are classifications for businesses in 

the U.S. economy. The U.S. Chamber of Commerce defined for-profit businesses as 

organizations that want to make money, not-for-profit businesses as organizations that 

aim to achieve the owner’s goals, and nonprofit businesses as organizations that provide a 

public benefit (Heaslip, 2020). Public benefits include organizing and distributing food to 

low-income families, medical care, and education (Ngah et al., 2021). These efforts play 

a key role in preserving community health, food security, and social connectedness; Paul 

et al. (2019) found, for instance, that churches helped to reduce food insecurity, 

especially in rural areas. Thus, the services and resources that nonprofit organizations 

provide play a key role in sustaining communities.  

Many organizations hold nonprofit status and use volunteers to achieve 

organizational goals (Pennerstorfer & Rutherford, 2019). Walk et al. (2019) described 

volunteering as completed work for which there is no monetary compensation. Ngah et 

al. (2021) further stated that individual skill-based volunteerism is when organizational 

leaders leverage the specific skillsets of volunteers to further organizational goals (e.g., 

the teaching background of volunteers to assist with teaching Sunday School classes). 

Churches are nonprofit organizations that have a religious foundation to their services 

offered to the community. Churches use volunteerism, especially individual skill-based 

volunteerism, as vital resources to achieve organizational goals (Edeigba & Singh, 2022; 

Hughes, 2021). However, some church leaders lack strategies to retain volunteers to 
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achieve organizational goals (White Smith, 2020). In this section, I provide an overview 

of the study, including the background of the problem, problem and purpose statement, 

population and sampling, nature of the study, research question, interview questions, and 

conceptual framework. Furthermore, this section includes a scholarly review of the 

literature on volunteer retention, retention strategies, and the job embeddedness 

framework.  

Background of the Problem 

In 2016, the United States, the Internal Revenue Service (IRS) reported that 

approximately 1.54 million organizations filed as nonprofit status. Those organizations 

generated $2.62 trillion in revenue in that year (Statista Research Department, 2021). 

According to the National Council of Nonprofits (2014), nonprofit organizations spend 

about $1 trillion annually in the American economy, comparable to about 5% of the gross 

domestic product (National Center for Charitable Statistics, 2020). The council also 

stated that nonprofits employ more than 12 million people, which is more than many 

other prominent industries. The successful operation of nonprofit organizations is 

important to the U.S. economy. 

Nonprofits use volunteers to perform most of their workload to reduce labor costs 

to achieve their goals. Over 80% of nonprofits use volunteers to fill workload gaps that 

paid staff cannot perform (Walk et al., 2019). Since 2013, however, international 

volunteer rates have fallen from 29% to 25.4%, while only 15% of Americans dedicated 

time to volunteering (Ngah et al., 2021). This problem worsened during the COVID-19 

pandemic; in 2020, the United States experienced a volunteer shortage of nearly two 
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thirds compared to previous years due to lockdowns and other constraints on social 

interaction (Volunteerism Takes Big Hit, 2021). Volunteer rates continue to remain lower 

than pre-pandemic levels, comparable to rates during the Great Recession of 2008 (Jones, 

2022). Volunteer managers must identify strategies to retain volunteers or experience 

increased labor costs. 

Volunteer recruitment and retention are issues for churches, many of which have 

nonprofit status under the IRS code due to the eligibility to receive tax-deductible 

contributions (Internal Revenue Service, n.d.). The services they provide are often 

offered at no cost to the recipients; however, if churches cannot retain volunteers, 

churches must hire full-time staff to provide the same services. Hiring full-time staff to 

perform the same workload volunteers perform would increase the cost of services to 

cover labor costs (Ainsworth, 2020). Church leaders may recruit more volunteers, but 

adequately training volunteers costs money that could otherwise be used to achieve 

organizational goals (Walk et al., 2019). A decline in volunteer retention negatively 

impacts the completion of organizational goals; therefore, church leaders must retain 

volunteers to achieve organizational goals.  

Problem and Purpose 

The specific business problem is that some church leaders lack strategies to retain 

volunteers to accomplish organizational goals. The purpose of this qualitative, multiple-

case study was to explore strategies that some church leaders use to retain volunteers to 

accomplish organizational goals. 
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Population and Sampling 

Data were collected from three purposefully sampled church leaders of Protestant 

churches in the Southwestern United States. No additional church leaders were 

interviewed as data saturation occurred with these three participants. Data saturation is 

when the participants offer no new information, yielding redundant information (Hennink 

et al., 2019; Moser & Korstjens, 2018). Conducting detailed interviews with a small 

number of participants produces rich data, although many participants may produce too 

much data thoroughly analyze the data (Ames et al., 2019). The church leaders were 

interviewed using semistructured interviews to elicit their experience in leading volunteer 

programs that implement successful strategies to retain volunteers. I also reviewed 

organizational documents for relevant information.  

Nature of the Study 

Doctoral research consists of quantitative, qualitative, and mixed methodologies. 

Qualitative researchers use a holistic approach to explore phenomena, usually through 

interviews or narratives provided by participants in the study (Hollstein, 2019). 

Researchers using the qualitative methodology focus on understanding the social 

perspective of the participant and the lens or context in which the participants view the 

problem (Rutberg & Bouikidis, 2018). Researchers also use qualitative methodology to 

examine a specific topic, in detail, with a small group of participants. Quantitative 

researchers seek to examine the relationship between variables and test hypotheses 

through empirical investigation (Sogunro, 2002). Quantitative studies are broad and 

consist of data from large numbers of participants (Bloomfield & Fisher, 2019). I did not 



5 

 

choose quantitative research because I do not need to find a relationship or correlation of 

variables (Taguchi, 2018). Mixed-methods research studies implement qualitative and 

quantitative methodologies (Matović & Ovesni, 2021). Researchers used mixed 

methodology to rectify the weaknesses that qualitative and quantitative create 

independently (Stoecker & Avila, 2021). I did not choose mixed methods because I do 

not need quantitative data. The qualitative approach was appropriate for my study 

because I examined the experiences of a small group of church leaders who were 

successful at retaining volunteers. 

The qualitative research methodology consists of various designs. The most 

common designs are ethnography, phenomenology, and case study (Rutberg & Bouikidis, 

2018). Ethnography is a type of study in which the researcher observes the experience 

and culture of participants in a naturally occurring setting (Hammersley, 2018; Monrouxe 

& Ajjawi, 2020). I did not choose ethnography because the information I collected was 

not in a naturally occurring setting. A phenomenological design focuses on exploring 

how things generally appear in the minds of a group of people (McNarry et al., 2019). I 

did not choose the phenomenological design because my study focused on a specific 

setting and group. I used a multiple-case study design in my study. A case study aims to 

explore or investigate a specific phenomenon within a particular context (Ridder, 2017). 

The phenomenon in a case study is typically a system within an organization, such as a 

program (A. D. Grant et al., 2019). Case studies do not have random sampling because 

the results are specific to the participants in the case study (Ridder, 2017). Types of case 

studies include multiple or single studies. I used a multiple-case study design instead of a 
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single case study because I explored strategies from multiple church leaders rather than 

focus on an outlying phenomenon in one church.  

Research Question 

What strategies do some church leaders use to retain volunteers to accomplish 

organizational goals? 

Interview Questions 

1. How do you define volunteering in your church setting? 

2. What strategies do you use to retain volunteers? 

3. What are the key barriers or obstacles to implementing these strategies? 

4. How do you communicate with your volunteers? 

5. What do your volunteers sacrifice if they stopped volunteering? 

6. How do you connect your volunteers to the church, leaders, and other 

members? 

7. What support does your church offer to your volunteers? 

8. What type of training do your volunteers go through? 

9. What type of rewards system do you have in place? 

10. What else, if anything else, would you like to add? 

Conceptual Framework 

Researchers use a conceptual framework as the blueprint of the study. Mitchell et 

al. (2001) created the job embeddedness conceptual framework to predict the retention of 

employees because previous models of employee turnover did not have a high success for 

prediction rate. This model focused on link, fit, and sacrifice concerning the employee’s 
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job and community. Mitchell et al. (2001) defined link as how well the employee is 

connected to the organization and community. Fit is defined as the employee’s 

perception of how they align with the organization and community culture and values 

(Porter et al., 2019). Lastly, sacrifice is what the employee must forfeit when leaving the 

organization or community (Mitchell et al., 2001). This study used the job embeddedness 

framework. This conceptual framework focuses on employee retention, or why people 

stay, rather than many studies which address why people leave (Reitz & Anderson, 

2011). Therefore, this conceptual framework was an excellent framework to use in this 

study because this study explored how church leaders use strategies to retain volunteers.  

Operational Definitions 

Nonprofit volunteer: An unpaid individual who performs activities or tasks 

designed to help others for the greater good, under the direction of a nonprofit 

organization (Ainsworth, 2020; Walk et al., 2019). 

Organizational mission: One of the central guiding statements within an 

organization that clearly dictates the fundamental purpose of the organization (Alegre et 

al., 2018; Pollman, 2021).  

Retention strategies: Processes, systems, or plans to mitigate the negative effects 

of a force on business (Porter et al., 2019). 

Volunteer fit: How the employee perceives themselves meshing with the 

organization or community such as matching values, knowledge to perform job functions, 

or adaptation to the local environment (Holtom & O’Neill, 2004; Mitchell et al., 2001).  
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Volunteer link: The social, psychological, and financial connections between the 

employee and the organization or community such as relationships, religious institutions, 

and daycares (Porter et al., 2019; Thome & Greenwald, 2020). 

Volunteer retention: The number of volunteers who continue to agree to a 

commitment to volunteer or the number of volunteers who successfully completed the 

commitment they agreed to (Sundram et al., 2018). 

Volunteer sacrifice: The psychological or physical costs that the employee forfeits 

when leaving an organization or community (Holtom & O’Neill, 2004; M. Zhang et al., 

2012). 

Volunteer turnover: The departure of an employee or volunteer from an 

organization, either through voluntary or involuntary means (Olubiyi et al., 2019). 

Assumptions, Limitations, and Delimitations 

Listing assumptions, limitations, and delimitations helps to create an ethical study 

by making transparent the thought process of the researcher (Skopec et al., 2020; 

Theofanidis & Fountouki, 2018). Researchers conducting subsequent studies may be able 

to address the assumptions, limitations, and delimitations to create a generalizable study. 

Assumptions 

Researchers conducting qualitative studies assume specific ideas to be true. 

Assumptions are the preconceived ideas that researchers understand to be true without the 

need for proof (Kane, 2020). Hameduddin and Fernandez (2019) added that assumptions 

comprise what the researcher perceived as universal knowledge. A researcher needs to 

understand their assumptions because assumptions are a lens through which the 
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researcher views the research question (Matta, 2021). Although the researcher cannot 

eliminate assumptions, the researcher can be aware of the assumptions and how the 

assumptions influence the processing of data. 

The first assumption of this study was that churches need volunteers to remain 

sustainable in achieving organizational goals (Almas et al., 2020). Churches must 

continue to utilize volunteers in daily operations. The second assumption was that 

participants in this study would answer interview questions truthfully and recall the 

experiences that caused their volunteers to retain to the best of their ability. Truthful 

recollection is assumed to be true because this study promotes the confidentiality and 

anonymity of the participants (Lancaster, 2017). The third assumption was that the 

participants would understand how the interview questions apply to their ministry 

context. In other words, the participants would not need in-depth background knowledge 

of church volunteering and retention knowledge. The fourth assumption was that the 

participants would be willing to provide organizational documents related to volunteer 

retention. 

Limitations 

Limitations are flaws, shortcomings, or characteristics not caused by the 

researcher due to the methodology, design, or statistical model of a study (Theofanidis & 

Fountouki, 2018). By listing the study’s limitations, the researcher adds to the validity 

and transparency of the study to ensure an ethical delivery of the content (Ross & Bibler 

Zaidi, 2019). The first limitation of this study was geographical limitations. Geographical 

bias may occur in studies narrowed to a specific geographical location (Skopec et al., 



10 

 

2020). Individuals in one area may believe or act differently than individuals in another 

geographic area. The following limitation was the sample size. Qualitative samples are 

vague regarding the adequate amount but are generally much smaller than quantitative 

sample sizes due to purposive sampling (Hennink & Kaiser, 2022; Vasileiou et al., 2018). 

Purposive sampling refers to collecting deep and rich data rather than shallow and broad 

data. To determine the sampling size, the researcher continues to interview participants 

until the researcher achieves data saturation or no new data (Hennink & Kaiser, 2022). 

Another limitation was that interviews are limited to church leaders. By only 

interviewing church leaders, this study does not contain the volunteers’ perspectives that 

remained in a volunteer position. The last limitation was that the literature does not 

define a successful volunteer retention rate or how to measure the volunteer retention 

rate.   

Delimitations 

Delimitations are boundaries that the researcher establishes to narrow the scope of 

the study (Theofanidis & Fountouki, 2018). In other words, delimitations are what the 

researcher chooses to include or exclude in a study. The first delimitation of this study 

was the selection of church leaders with successful volunteer retention in their churches. 

Many churches in the United States of America utilize volunteers, but the participants in 

this study knew strategies to retain volunteers. Another delimitation was the selection of 

only Protestant church leaders. Many churches align with the general category of 

Christianity; however, the church leaders interviewed in this study attended Protestant 

churches. Protestant churches encompass a vast plethora of churches; therefore, the pool 
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of selected churches included the mainline denominations and subsequent variations such 

as Baptist, Evangelical, Methodist, Pentecostal, and Holiness churches. The next 

delimitation was to classify pastors and lay leaders as church leaders. Some churches may 

have a leader who is not a lead or a senior pastor who manages volunteers and 

implements strategies to retain volunteers. The last delimitation was a geographical 

region. The interviewed participants attended churches in the Southwestern United States.  

Significance of the Study 

This study may add value to business practice because nonprofit organizations 

utilize volunteers to perform much of the operational work required to achieve 

organizational goals. The strategies explored in this study may help church leaders retain 

volunteers to accomplish the organizational goals.  

Contribution to Business Practice 

This study might contribute to business practice within a church because, 

according to Ashfaq et al. (2020), the use of volunteers is crucial for church leaders to 

achieve organizational goals. Therefore, retaining volunteers within a church setting can 

increase the chances of achieving organizational goals. Dutta and Dhir (2021) stated that 

turnover increased incrementally because others followed once the first few employees 

left. Khan et al. (2021) explained that the loss of high-performing volunteers led to 

decreased morale for the remaining staff. Therefore, failure to understand the importance 

of strategies for retaining employees may lead to church leaders failing to achieve 

organizational goals.   
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Implications for Social Change 

The results of this study can effect positive social change. The implications for 

positive social change include increasing the ability of church leaders to achieve 

organizational goals and meet the needs of stakeholders (Shipman & Siemiatycki, 2022; 

Walk et al., 2019). The stakeholders of a church can include the members, attendees, and 

community members. Retaining volunteers enables church leaders to utilize the 

volunteers’ talents, giftings, and abilities to strategically accomplish the organization’s 

goals (Reitz & Anderson, 2011; Teng et al., 2021). If a church utilizes volunteers to 

promote the teachings and accomplish the mission of Christianity, the community’s 

standard of living may increase because the church’s volunteers are ministering to their 

physical, emotional, and spiritual needs (Denning, 2021). Church leaders who implement 

the results of this study should be able to retain volunteers to accomplish organizational 

goals. 

A Review of the Professional and Academic Literature 

This qualitative multiple-case study explores strategies church leaders used to 

retain volunteers in Protestant churches to accomplish organizational goals. The 

framework used to guide this study was the job embeddedness framework. Professional 

and academic literature lack peer-reviewed articles that focus on this topic concerning 

this framework; therefore, much of this literature review focuses on employee retention 

strategies referencing the job embeddedness framework and other frameworks. About 

articles containing strategies to retain volunteers, most researchers used various 

frameworks but rarely connected volunteer retention and the job embeddedness 
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framework. Researchers did not reference volunteer retention strategies in church settings 

that used the job embeddedness framework. 

The literature review for this study comprised peer-reviewed articles, non-peer-

reviewed articles, and seminal books. I used the following keywords to search for peer-

reviewed articles: volunteer, employee, retention, job embeddedness, community 

embeddedness, on-the-job, off-the-job, fit, link, sacrifice, planned behavior theory, 

conservation of resources theory, turnover, intent to stay, church, ministry, non-profit, 

nonprofit, organization, church leader, organization leader, strategies, congruency, 

organizational culture, sense of belonging, volunteer identity, human resource, strategic, 

training, development, communication, reward, and recognition. The databases I used 

from the Walden University Library included Business Source Complete, Science Direct, 

Sage Premier, ProQuest, and Emerald Management. I also used Google Scholar to locate 

peer-reviewed articles. Table 1 outlines the breakdown of the type and date of sources. 

Table 1 

 

Literature Review Sources by Year of Publication 

Reference type Total <5 years >5 years % total <5 years 

Peer-reviewed journals 87 76 11 87 

Non-peer-reviewed journals 0 0 0 0 

Books 3 1 2 33 

Total 90 77 13 86 
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In the first portion of this literature review, I discuss the job embeddedness 

framework and alternative frameworks I reviewed as possible frameworks for this study. 

The conceptual framework used for this study was the job embeddedness framework. I 

discuss the background, components, and context of the framework. I also analyze the 

planned behavior theory and conservation of resources theory as alternative frameworks 

in the following literature review sections. I then explain why I rejected the alternative 

frameworks. Following the framework portion of this literature review, I review 

strategies to retain employees and volunteers. I categorize the strategies into two groups. 

The first group is congruency with the organization. This group comprised organizational 

culture, sense of belonging, and volunteer identity. The second group is strategic human 

resources strategies. This group comprised training and development, effective 

communication, and rewards and recognition. I close out the review by discussing the 

need for more research pertaining to connecting the job embeddedness framework and 

volunteer retention in churches. 

Introduction to the Job Embeddedness Theory 

The job embeddedness theory is a model organizational leaders use to identify 

predictors of why employees stay at organizations. Mitchell et al. (2001) developed this 

theory because previous models were largely unsatisfactory in predicting voluntary 

turnover. Researchers focused on why employees leave rather than stay (Allen & 

Griffeth, 1999; Jovanovic, 1979; Prestholdt et al., 1987). Lyons and Bandura (2019) 

stated that turnover occurs due to organizational decisions (i.e., involuntary turnover) or 

employee decisions (i.e., voluntary turnover). An organizational decision is when leaders 
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initiate turnover, such as firing an employee or conducting layoffs (Burrows et al., 2022; 

Price & Mueller, 1981). An employee decision is when staff members choose to leave the 

organization (Shah et al., 2020). Turnover creates hardships for organizations, such as 

increased hiring and training costs, decreased employee morale, and compromised 

organizational performance (Basnyat & Clarence Lao, 2019). Moreover, Mitchell et al. 

created the job embeddedness theory to move from turnover to retention predictors. Job 

embeddedness theory predicts why employees stay at an organization rather than why 

employees leave an organization. 

Researchers cannot illustrate a complete picture by only using turnover predictors. 

Despite previous research on voluntary turnover, the literature lacked essential factors 

that lead to voluntary turnover. For example, Mitchell et al. (2001) stated that much 

turnover research focused on attitude and job satisfaction. Regarding these factors, 

researchers could only show how the employee connected to the job (Mitchell et al., 

2001). Moreover, turnover has become obsolete in agile business environments where 

organizational leaders seek to retain to increase competitive advantage (Afshari et al., 

2019). Organizational leaders can use the job embeddedness theory to explore the 

organizational and community aspects of an employee’s life that contribute to employee 

retention (Mitchell et al., 2001). This theory does not focus on specific elements but on a 

generalized categorization of embeddedness (Mitchell et al., 2001). By focusing on 

general categories, Mitchell et al. sought to overcome the tunneled focus of concentrating 

on attitudes and job satisfaction while branching out into more generic categories than 



16 

 

nonwork elements. Organizational leaders, who implement the job embeddedness theory, 

focus on proactively retaining employees rather than reactively responding to turnover. 

The job embeddedness theory is rooted in prior research. Mitchell et al. (2001) 

researched various models to create the job embeddedness theory. One such model was 

the causal model, developed by Price and Mueller (1981), who stated that an employee’s 

intent to stay significantly impacted voluntary turnover. Through other research, Mitchell 

et al. formed the components of their theory. For example, Cohen (1995) explored non-

work-related factors contributing to voluntary turnover, which aided Mitchell et al. in 

creating on-the-job and off-the-job embeddedness. Furthermore, Reichers’ (1985) 

findings were a foundation for Mitchell et al.’s link component. Through in-depth 

research of turnover studies, Mitchell et al. formed the job embeddedness theory 

composed of on-the-job and off-the-job embeddedness predictors.  

Job Embeddedness Structure 

Organizational leaders use the job embeddedness theory to predict employee 

retention and determine the employee’s organizational and community embeddedness 

levels. Organizational leaders use this theory to determine how rooted an employee is 

within their organization and community (Mitchell et al., 2001). For example, Burrows et 

al. (2022) found that highly embedded employees were 20% less likely to leave the 

organization. The more the employee is embedded, the more likely the employee will 

remain with the organization and local community, even if other alternatives arise 

(Mitchell et al., 2001; Shah et al., 2020). Mitchell et al.’s (2001) study consisted of 

randomly selected participants to determine the depth of an employee’s embeddedness. 
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The participants consisted of 177 employees from grocery stores and 208 employees 

from hospitals who, as a part of the study, completed a questionnaire. Mitchell et al. 

examined job satisfaction, organizational commitment, job alternatives, job search 

behavior index, and intentions to leave through the questionnaire. Mitchell et al. 

determined that link, fit, and sacrifice, both on-the-job and off-the-job, are leading 

components of predicting employee retention. Organizational leaders can use link, fit, 

and sacrifice to help predict employee retention. 

The job embeddedness theory contains two main research components: 

organizational embeddedness and community embeddedness. Organizational 

embeddedness is on-the-job embeddedness, and community embeddedness is off-the-job 

embeddedness (Ampofo & Karatepe, 2021; Steindórsdóttir et al., 2021; Treuren & Fein, 

2021). Additionally, employees are more likely to remain with an organization when they 

become embedded in the organization and the community (Mitchell et al., 2001). 

Ampofo and Karatepe (2021) confirmed Mitchell et al.’s findings that the subcomponents 

of job embeddedness (link, fit, and sacrifice) increased employee retention. 

Organizational leaders should employ strategies to increase embeddedness. 

Organizational Embeddedness 

The first embeddedness category is organizational embeddedness. Organizational 

embeddedness is the various attachments an employee has to the organization in which 

they work or volunteer (Mitchell et al., 2001; Treuren & Fein, 2021). Organizational 

leaders can leverage the attachments to influence employees to remain working for the 

organization (Ampofo & Karatepe, 2021). Although an employer may not want to retain 
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poorly performing employees, Burrows et al. (2022) found that highly embedded 

employees typically performed better than lowly embedded employees. Furthermore, 

Coetzer et al. (2018) found that highly embedded employees were more likely to be 

innovative. Increasing on-the-job embeddedness may benefit organizational leaders 

because highly embedded employees can contribute to achieving organizational goals. 

Community Embeddedness 

The other embeddedness category is community embeddedness. Community 

embeddedness is the nonwork influences or attachments that might cause an employee to 

remain in an organization (Ampofo & Karatepe, 2021; Mitchell et al., 2001). Although 

Mitchell et al. (2001) claimed that highly embedded employees, both in their organization 

and community, can lead to increased retention of employees, other researchers claimed 

that higher community embeddedness could lead to a decrease in retention. For instance, 

Chan et al. (2019) stated that because of the conservation of resources theory, highly 

embedded employees in areas off the job may place their resources in those areas rather 

than utilizing them on the job. Furthermore, Greene et al. (2017) stated that highly 

embedded employees might feel stuck in their roles when they desire to pursue a different 

role outside the organization, resulting in poor performance. Employers should elevate 

the level of on-the-job embeddedness over off-the-job embeddedness to increase 

employees’ desire to do well in current positions. Although community embeddedness 

can contribute to an employee’s embeddedness, employers should focus on improving 

organizational embeddedness.  
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Link 

Link is the first component of the job embeddedness theory. Researchers 

(Ampofo & Karatepe, 2021; Burrows et al., 2022; Mitchell et al., 2001; Steindórsdóttir et 

al., 2021) described on-the-job links as the formal or informal connections between the 

employee and the organization and between the employee and other people. Treuren and 

Fein (2021) added that on-the-job links are attachments that connect the employee to 

work and nonwork elements. Furthermore, Thome and Greenwald (2020) stated that on-

the-job links are the social, psychological, and financial aspects of how the employee 

connects to the organization. Shah et al. (2020) contributed to the definition of on-the-job 

links by adding link is the positive relationship between the employee and the 

organization. Rubenstein et al. (2020) added that on-the-job links are social connections. 

Examples of on-the-job links are connections with colleagues, leaders, teams, and the 

organization (Shah et al., 2020). When employees experience an increased amount or a 

richer experience of on-the-job links, there is an increased chance that the employee will 

remain with the organization (Shah et al., 2020). To retain employees, organization 

leaders should implement strategies to foster an atmosphere where employees can easily 

create on-the-job links. Organizational leaders have the direct ability to influence on-the-

job links that contribute to increased retention. 

The other classification of links is off-the-job links. Mitchell et al. (2001) defined 

off-the-job links similarly to on-the-job links; however, off-the-job links refer to the 

relationships, connections, attachments, and associations with community influences. For 

example, employees can create links with community organizations, religious 
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institutions, and friends and family (Mitchell et al., 2001). Furthermore, off-the-job links 

can include committees, families, other organizations, or activities such as in-laws, 

preschool, parent action committees, and church boards (Porter et al., 2019; Sender et al., 

2018). Employees with increased on-the-job and off-the-job links usually have a higher 

chance of retaining within an organization. 

Fit 

Fit is the next component of the job embeddedness theory. According to 

researchers (Hussain & Deery, 2018; Mitchell et al., 2001; Sender et al., 2018; Teng et 

al., 2021), on-the-job fit is congruency with an organization. Rubenstein et al. (2020) 

added that on-the-job fit is the perceived compatibility with the organization. 

Furthermore, similar to link, Thome and Greenwald (2020) stated that on-the-job fit is the 

social, psychological, and financial aspects of how the employee matches or meshes with 

the organization. Chan et al. (2019) added that fit could refer to an employee’s comfort 

towards an organization. Additionally, Shah et al. (2020) referred to on-the-job fit as how 

comfortable employees feel toward their job. Burrows et al. (2022) mentioned similar 

verbiage by stating that on-the-job fit relates to fit between the employee and job and 

employee and organization. Examples of on-the-job fit are the compatibility with the 

organization’s culture, job role, career goals, and values (Ampofo & Karatepe, 2021; 

Mitchell et al., 2001; Treuren & Fein, 2021). Similar to link, the greater the employee’s 

perceived fit, the greater chance of increased retention (Mitchell et al., 2001; Shah et al., 

2020). To retain employees, organization leaders should implement strategies to assist 
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employees with opportunities to increase perceived compatibility with the organization. 

Organizational leaders can also directly influence on-the-job fit, improving retention. 

The other classification of fit is off-the-job fit, which Mitchell et al. (2001) 

defined as the level of compatibility between the employee and the community. Philip 

and Medina-Craven (2022) stated examples of off-the-job fit, such as community 

celebrations and activities related to the employee’s stage of life. Hussain and Deery 

(2018) used the employee’s perception of how well the community’s leisure activities 

matched the employee’s ideal leisure activities to assess off-the-job fit. For example, if 

the employee has young children, they might live in an area with parks, children’s 

hospitals, and sports opportunities. The employee could have chosen the place because of 

high school sports teams or academic programs. Employees with increased on-the-job 

and off-the-job fit usually have a higher chance of retaining within an organization. 

Sacrifice 

Sacrifice is the last component of the job embeddedness theory. Shah et al. (2020) 

and Philip and Medina-Craven (2022) stated that sacrifice is the psychological or 

physical element that the employee must give up. Specifically, on-the-job sacrifice is the 

perceived tangible or intangible items, perks, or relationships the employee would give 

up if they left the organization (Ampofo & Karatepe, 2021; Hussain & Deery, 2018; 

Steindórsdóttir et al., 2021). Furthermore, Sender et al. (2018) added that employees may 

see on-the-job sacrifice as losing out on a lucrative opportunity. Examples of on-the-job 

links are promotions, compensation, vacation hours, and organizational status (Burrows 

et al., 2022). Rubenstein et al. (2020) added that sacrifice might add to the employee’s 
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standard of living, such as a short commute or working from home. According to 

Mitchell et al. (2001) and Philip and Medina-Craven, when organizational leaders 

contribute to increasing the employee’s perceived sacrifice, if the employee leaves the 

organization, the employee is more likely to remain with the organization. Organizational 

leaders can influence on-the-job sacrifice by increasing the physical and psychological 

elements the employee would give up if the employee left the organization. 

The other classification of sacrifice is off-the-job sacrifices. Mitchell et al. (2001) 

defined off-the-job sacrifices as the elements the employee would forfeit if the employee 

had to leave the community. Off-the-job sacrifices can be as simple as moving to a new 

location with a laundromat rather than a washer and dryer in the home. Sacrifices can 

also spill over from on-the-job to off-the-job, such as losing the financial ability of 

children to play sports because the employee received a lower compensation package 

(Philip & Medina-Craven, 2022; Shibiti, 2019). Other off-the-job sacrifices include low 

crime statistics in the employee’s neighborhood, lower city taxes, forfeiture of season 

tickets, or the inability to continue family traditions (Mitchell et al., 2001). Employees 

who face increased off-the-job sacrifice may have a higher chance of retaining with an 

organization. 

Alternative Theories 

When deciding which framework to use for this study, I chose the job 

embeddedness theory; however, I researched other possible theories. Researchers used 

planned behavior theory and conservation of resources theory when studying retention 

strategies. I did not choose the planned behavior theory because the theory focuses on 
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volunteer motivation, commonly used in turnover research, rather than retention literature 

(Mitchell et al., 2001). Moreover, I did not choose the conservation of resources theory 

because there is a lack of literature that confirms that the conservation of resources theory 

produces practical strategies to retain volunteers. This theory can aid in understanding the 

embeddedness of volunteers or how business leaders can increase volunteer motivation 

(L. Zhang et al., 2019). The job embeddedness theory can stand alone as a theory and 

enable me to explore various retention strategies.  

Planned Behavior Theory 

In retention and turnover literature, researchers have used the theory of planned 

behavior as a research framework. Ajzen and Fishbein (1980) created the theory of 

reasoned action to understand if an individual would engage in a behavior at a specific 

time and place. The authors designed the theory of reasoned action so that researchers 

can study choices that the employee has complete control over (Ajzen & Fishbein, 1980). 

Later, Ajzen (1988) added behavioral control as a predictor to the theory of reasoned 

action and retitled the theory as the theory of planned behavior. Ajzen (1988) added 

behavioral control so that researchers can study choices that the employee has incomplete 

control over. These choices are also labeled as involuntary control (Ajzen, 1991). The 

difference between the theory of reasoned action and the theory of planned behavior is 

the autonomy of the employee’s choice. Researchers use both theories to predict 

behavioral intentions in specific contexts rather than the general attitudes theory, which 

predicts behavioral intention in broad contexts, or the principle of aggregation, which 

indicates multiple behavioral intentions to determine an overall behavioral intention 
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(Ajzen, 1991). Predicting behavioral intentions in a specific context is essential because 

intentions may not transfer to similar contexts with added variables. Researchers use the 

theory of planned behaviors to predict behavioral intentions in particular contexts.  

The planned behavior theory contains both components of the reasoned action 

theory, attitude towards the behavior and societal norms. Ajzen (1991) defined attitude 

toward behavior as the favorable or unfavorable view towards the behavior. For example, 

a volunteer might have a complimentary view of an organization where the business 

leaders reward the volunteers for meeting organizational goals. On the other hand, Iqbal 

et al. (2022) found that despotic leadership and toxic work environments lead employees 

to quit. The other component, societal norms, Ajzen defined as peer pressure toward 

completing or not completing the behavior. Kurniawan and Galushasti (2021) further 

stated that an employee’s beliefs are essential to societal norms. An example of societal 

norms is an adult male volunteer driving a female youth home after an event. Some may 

view this behavior as inappropriate; on the other hand, others may find no fault in 

conducting this action. Researchers who use this theory to predict the retention of 

volunteers analyze the volunteer’s attitudes toward the behavior and societal norms.  

Organizational leaders use the outcomes of the reasoned action theory to predict if 

an individual will act, assuming the individual volition to perform the behavior; however, 

Ajzen (1991) expanded the reasoned action theory into the planned behavior theory by 

adding perceived behavioral control. Ajzen stated that perceived behavioral control is the 

individual’s volition regarding their ability to perform the behavior. For example, 

volunteers may donate their time to an organization because they assume community 
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service is the only way to attain the social status necessary to receive the organization’s 

perks, such as a seat on a local church board. Although there may be other ways to earn a 

seat on the local church board, the volunteer perceived the lack of volition to attain the 

perk. Church leaders can use the planned behavior theory to determine the retention 

behavior of a volunteer in a local church setting. 

I reviewed the planned behavior theory when selecting a framework for this 

study. Ajzen (1991) created a framework to predict behavior in specific times and 

contexts. The principles of this theory are rooted in motivational studies (Same et al., 

2020; Zollo et al., 2022). Additionally, Almas et al. (2020) classified volunteering as a 

planned behavior and stated that the planned behavior theory is a beneficial theory for 

predicting the retention of employees; however, Mullan et al. (2021) stated that there is 

little evidence that intention directly predicts retention behavior. The job embeddedness 

theory, however, was built to predict retention predictors. Although the planned behavior 

theory may prove beneficial in identifying motivators contributing to retention in future 

studies, I can use the job embeddedness theory to identify strategies to retain volunteers 

to accomplish organizational goals. 

Conservation of Resources Theory 

Researchers used the conservation of resources theory to study the retention of 

employees. Hobfoll (1989) developed the conservation of resources theory to understand 

stress. Although a plethora of research on stress existed, most findings failed to produce a 

practical and concrete model due to the debate on the definition of stressors (Hobfoll, 

1989). Some thought camps emphasized the ability only to know stressors after the 
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individual completed the event, although others sought only to include the perspective of 

the individuals (Hobfoll, 1989). To follow the middle way, Hobfoll categorized stressors 

into four categories (see next paragraph). These categories enable the researcher to 

anticipate and examine everyday stressors instead of waiting for the event to complete. 

Furthermore, the conservation of resources theory considers the role of resources. Instead 

of only researching how individuals cope with stress, Hobfoll examined why individuals 

act the way they use resources. Resources are the elements the individual holds in high 

regard or a pathway to obtaining the elements. Elements are objects, personal 

characteristics, conditions, or energies (Hobfoll, 1989). The conservation of resources 

theory aims to better understand stress through the net gain or loss of individuals’ 

resources. 

Under the conservation of resources theory, four types of stressors exist. Initially 

defined by Elliot and Eisdorfer (1982), the four categories of stressors are (a) acute, time-

limited stressors, (b) stressor sequences, (c) chronic intermittent stressors, and (d) chronic 

stressors. Acute, time-limited stressors may include a volunteer starting in a new position 

for the first time. On the other hand, stressor sequences may consist of volunteers who 

must fulfill their commitment during the quarter they agreed to volunteer while finishing 

an education certificate. Chronic intermittent stressors may include the rotation of 

teaching a children’s class when the volunteer teaches Sunday school classes. Finally, 

chronic stressors refer to ongoing or continuous stressors such as waking up early to 

volunteer when the volunteer is used to working night schedules. By defining the four 
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main categories of stressors, researchers can readily study the impact of stress on 

volunteers.  

Researchers use the conservation of resources theory to determine how the 

availability of resources affects employee retention. When employees have a plethora of 

resources, such as an open schedule and a steady paycheck, they are more likely to have 

lower stress levels, which empowers them to stay with an organization (Bettini et al., 

2020). On the other hand, if the employee splits the resources between multiple areas of 

their life, such as time dedicated to family, work, and school, this situation will increase 

stress, and the employee will need to determine where to allocate resources. The 

organization leader can provide alternative solutions to reduce stress to increase 

employee retention. For example, if the employee’s highest priority is their family, 

working from home can reduce their stress levels and contribute to retention in the 

organization because the employee no longer needs to work with limited resources (S. 

Choi, 2020). Organizational leaders use the conservation of resources theory to identify 

areas of high stress, and the leaders use strategies to balance resource use to increase 

employee retention. 

I reviewed the conservation of resources theory when selecting a framework for 

this study. Regarding retention, researchers typically use the conservation of resources 

theory as a supporting framework or a mediating variable. Unlike the job embeddedness 

theory, I have not seen researchers use the conservation of resources theory as a primary 

strategy to increase retention. Treuren and Fein (2021) used the conservation of resources 

theory in conjunction with the job embeddedness theory to examine the effects of off-the-
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job embeddedness on employees. Zhang et al. (2019) identified the conservation of 

resources theory as an antecedent to job embeddedness. The conservation of resources 

theory is a valuable framework for decreasing employee turnover rather than increasing 

employee retention (Rubenstein et al., 2020). Although the conservation of resources 

theory may aid as a mediating variable or framework in predicting retention, I can use the 

job embeddedness theory to identify strategies to retain volunteers to accomplish 

organizational goals without any mediating variables.  

Strategies to Increase Retention 

Organizational leaders need employees (paid or unpaid) to staff operational 

positions to fulfill the organizational purpose, accomplish the organizational mission, and 

achieve organizational goals. Without quality and skilled employees, organizations 

cannot deliver products and services; therefore, employee retention remains one of the 

most significant priorities and challenges for organizational leaders (Raziq et al., 2021; 

Uitzinger et al., 2018). Employee retention refers to the reasons why employees stay with 

an organization rather than turnover, which refers to the reasons why employees leave an 

organization (Mitchell et al., 2001). Organizational leaders may focus on irrelevant 

organizational changes if they only address reasons employees leave. For example, 

employees may leave an organization because they do not feel the management team 

values their skills (Noranee et al., 2021). To address the turnover, business leaders must 

consistently implement strategies reactively. Also, business leaders may be unable to 

determine the reason for the employee’s departure. Retention, on the other hand, is used 

to increase the sustainability of an organization (Alafeshat & Tanova, 2019). Business 
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leaders may not uncover why an employee left an organization; however, the leaders can 

uncover the reasons why employees stay. Although turnover and retention are both 

important metrics to organizational leaders, focusing on employee retention through 

implementing retention strategies enables the organizational leader to accomplish 

organizational goals. 

Congruency with the Organization 

Throughout the literature, one strategy that researchers found positively affects 

employee retention is increasing the employee’s congruency with the organization. For 

this study, congruency with the organization is described as how well the employee 

identifies with the organization through mission, satisfaction, and values (Audenaert et 

al., 2018; Hayes & Stazyk, 2019; Kim et al., 2019). Congruency with the organization 

can be subcategorized as organizational culture, sense of belonging, and volunteer 

identity. Organizational leaders who strategically implement these three subcategories 

may experience increased employee retention.  

Organizational Culture 

The first subcomponent of congruency with the organization is organizational 

culture. Organizational culture is an organization’s habits, beliefs, values, and patterns 

(Paais & Pattiruhu, 2020; Slade, 2020). Additionally, employee unity contributes to the 

foundation of organizational culture (Azeem et al., 2021). In other words, organizational 

culture is the atmosphere in which the employees work together to achieve the 

organizational mission. Employees may not identically match the organizational culture; 

however, organizations experience higher retention when most employees identify with 
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the organizational culture (Adeoye & Hope, 2020; Groza & Groza, 2021). Therefore, 

organizational leaders should strive to create a cohesive organizational culture. 

Organizational culture is a vital component of congruency with the organization, leading 

to increased employee retention. 

If developed positively, organizational culture can contribute to employee 

retention. A culture that emphasizes the organizational support of employees contributes 

to the formation of a connection between organization personnel and employees 

(Merrilees et al., 2020). When employees feel supported by the organizational leaders, 

the employees are more likely to commit to the organization and retain the organization 

because the employee develops a bond of trust with organizational leaders (Walk et al., 

2019). Leaders should develop and implement methods to increase the unity of 

organizational culture so that the employees feel connected with the organization and 

each other. This connection influences employee loyalty, increasing retention chances 

(Dutta & Dhir, 2021). Furthermore, Woolford et al. (2022) suggested that organizational 

leaders emphasize the participation of employees in volunteer opportunities. Moreover, 

leaders can create an atmosphere where volunteering is communicated positively (Mullan 

et al., 2021). Leaders can positively communicate the importance of volunteering through 

training, orientation, team meetings, and the mission and purpose of the organization. 

Leaders can increase employee retention by creating an organizational culture of 

commitment, unity, and positivity around volunteering. 

Employees are more likely to retain in organizations where the culture empowers 

employees’ individuality. Organizational leaders contribute to fostering employee 
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individuality by enabling a sense of ownership. Slatten et al. (2021) defined a sense of 

ownership as an environment where employees contribute to organizational decision-

making. Ainsworth (2020) recommended using possessive language such as your and our 

to help shape the employee’s sense of ownership. Furthermore, organizational leaders can 

create opportunities that reflect the employee’s individuality (Neely et al., 2022). By the 

leadership team increasing ownership and seeking out ways to link opportunities to the 

employee’s individuality, employees will feel as though they mesh with the 

organization’s culture. Employee individuality is vital in developing an employee’s 

congruency with an organization through organizational culture. 

Sense of Belonging 

The second subcomponent of congruency with the organization is a sense of 

belonging. One of humankind’s basic needs is belonging (Maslow, 1943). An employee’s 

sense of belonging is not limited to the general sense of belonging in society but also to 

the specific facets of a person’s life, such as the workplace. Belonging to a workplace is 

the attachment produced by an employee’s involvement within an organization 

(Komisarof, 2022). Employees who feel they belong to an organization tend to form an 

attachment and are more likely to contribute to achieving organizational goals (Filstad et 

al., 2019). On the other hand, when employees feel they do not belong in their workplace, 

their well-being declines, negatively impacting their performance (Haldorai et al., 2020; 

Rasool et al., 2021). It is imperative that employees feel they belong to an organization so 

that they remain with the organization and further advance the organizational mission. 
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Organizational leaders can contribute to the employee’s congruency with the organization 

by increasing the employee’s sense of belonging.  

Researchers identified various strategies to increase the sense of belonging of 

employees in the workplace. Organizational leaders can contribute to employees’ sense 

of belonging in the workplace by creating opportunities that highlight the employee’s 

work as a valuable contribution to the organization. Employees may not feel their work is 

valuable to the organization if the organizational leaders promote generalized projects 

(Gilbert et al., 2021). Organizational leaders should identify employees based on their 

skills and discuss with the employees how their skills can aid in completing the project 

(Behnia, 2021); when employees recognize their contribution towards completing a 

project, their pride increases (Groza & Groza, 2021). Employees with increased levels of 

pride feel a greater sense of belonging to an organization. By highlighting how an 

employee’s work contributes to the organization, organizational leaders increase the 

employee’s sense of belonging. 

To further increase an employee’s sense of belonging, organizational leaders can 

influence the employee’s psychological ownership. Ainsworth (2020) defined 

psychological ownership as the link someone feels towards a tangible or intangible 

object, in this case, towards the organization. Including employees in the decision-

making process increases psychological ownership. Employees included in the decision-

making process have increased levels of perceived organizational ownership (Slatten et 

al., 2021). Furthermore, organizational leaders can include employees to determine how 

the outcome of the organizational mission impacts local communities. When employees 
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contribute to the impact of local communities, they have an increased sense of ownership 

(Groza & Groza, 2021). Additionally, employees who see the positive impact of their 

work on their stakeholders’ lives are more likely to retain in an organization (Woolford et 

al., 2022). Increasing how employees see the impact of their work increases the 

employee’s sense of ownership. By increasing the employee’s sense of ownership, 

organizational leaders can positively influence an employee’s sense of belonging.  

Volunteer Identity 

The third subcomponent of congruency with the organization is volunteer 

identity. An individual’s volunteer identity is defined as the internalization of volunteer 

work as synonymous with the individual’s work (van Schie et al., 2019). Individuals who 

adopt a volunteer identity are more likely to continue volunteering in the future (van 

Schie et al., 2019). Adopting a volunteer identity is highly common among retirees who 

participate in volunteerism as fulfillment for lost wages (Russell et al., 2019). 

Organizational leaders can influence volunteer retention by increasing the depth of the 

individual’s volunteer identity. Thoits (2021) stated that organizational and role identity 

significantly impact solidifying volunteer identity when harnessed in tandem. 

Organizational leaders can foster a deeper level of organizational identity and role 

identity to increase volunteer identity.  

 Volunteers can express their volunteer identity by working for an organization. 

An employee’s organizational identity stems from the perceived employee alignment 

with the organization’s mission, purpose, and values (Zollo et al., 2019). Volunteers who 

align spiritually with the organization’s mission, purpose, and values are more likely to 
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retain the organization (Zollo et al., 2022). Volunteers can experience increased 

organizational identity when they volunteer under leaders who promote congruent 

organizational citizenship behaviors. Citizenship behaviors are employees’ actions 

central to the organizational mission without the need for reward or recognition (Ocampo 

et al., 2018). By engaging in organizational citizenship behaviors, volunteers create a 

collective identity that increases job satisfaction (Benevene et al., 2020). Volunteers who 

work for an organization with a similar organizational identity to other employees are 

more likely to align with citizenship behaviors. The promotion of external transmission 

of the organizational identity contributes to volunteers’ confidence to participate in 

citizenship behaviors (Nogueira et al., 2020). Organizational leaders can increase a 

volunteer’s congruency with an organization by increasing organizational identity. 

Volunteer identity is further classified as role identity. A volunteer’s role identity 

is the emotional association between the employee and their position (Afshari et al., 

2019). Volunteers are more likely to retain an organization if they have a clear role 

identity (Woolford et al., 2022). The volunteer creates their identity by how others in 

their sphere of influence define the volunteer’s role (Thoits, 2021). Organizational 

leaders can create opportunities for those in the volunteer’s sphere of influence to see the 

volunteer work in action. Moreover, role identity significantly influences long-term 

volunteer retention (Almas et al., 2020). Organizational leaders can create opportunities 

for employees to understand how their identity meshes with the organization. For 

example, organizational leaders can interview volunteers to understand the volunteer’s 

perspectives on how they can contribute to the organization. Then, the organizational 
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leaders can match the volunteer’s perspectives and skill sets with a role rather than filling 

a need with a volunteer who may not be interested or qualified to fill that need. Both the 

employee’s organizational identity and role identity contribute to how the employee 

perceives their congruency with the organization.  

Volunteers can also experience identity formation through socialization. 

Socialization refers to the communication between friends, family, and colleagues 

(Behnia, 2021). Volunteers tend to continue volunteering with an organization when they 

know someone volunteering at the same organization (Stefanick et al., 2020). Edeigba 

and Singh (2022) stated that more than half of the volunteers in their study continued 

volunteering because of socialization opportunities. When volunteers establish 

connections with members of organizations, they begin to form their identity around the 

organization’s cause (Wegner et al., 2021). In response to positive socialization, 

volunteers experienced increased motivation to continue volunteering at an organization 

(Groza & Groza, 2021). One reason for increased motivation is that increased 

socialization allows organizational leaders to learn about the volunteer, which can help 

the volunteer become more congruent with the organization (Merrilees et al., 2020). The 

volunteers develop a shared identity with the other volunteers (Gray & Stevenson, 2020). 

To aid in the formation of volunteer identity, organizational leaders must foster an 

environment where volunteers can create social connections with members of the 

organization (Almas et al., 2020; Groza & Groza, 2021). Volunteers whose volunteer 

identity is formed because of socialization are more motivated to participate and continue 

in volunteering opportunities because they experience congruency with an organization. 
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Strategic Human Resources Management Practices 

Another strategy researchers found that increased employee retention was 

implementing human resource management practices. Worldwide, organizational leaders 

have implemented strategic human resource practices to increase employee retention 

(Fahim, 2018). For this study, human resource management practices are described as the 

actions taken by organization leaders to improve volunteer motivation and experiences to 

increase retention and volunteering outcomes (Basnyat & Clarence Lao, 2019; Walk et 

al., 2019). Human resource management practices can be subcategorized as training and 

development, communication, and rewards and recognition (McClean & Collins, 2019; 

Neves et al., 2018; Walk et al., 2019). Implementing human resources practices enables 

organizational leaders to create environments where volunteers can experience increased 

motivation, value, and ownership. Organizational leaders should seek human resource 

management strategies to increase volunteer retention. 

Training and Development 

A subcomponent of human resources management practices is training and 

development. Organizational leaders can implement training and development as an 

effective retention strategy, especially among younger generations who seek training and 

development to further future career possibilities (Hopkins & Dowell, 2021; Woolford et 

al., 2022). Volunteers who need more skills related to their role cannot fulfill their 

responsibilities (Edeigba & Singh, 2022); therefore, when leaders implement quality 

training and development, volunteers are more likely to fulfill their responsibilities 

(Loomba & Karsten, 2018). Moreover, volunteers are more likely to engage in volunteer 
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opportunities when they experience an environment that contributes to the development 

of habits (Mullan et al., 2021). Implementing training programs can provide volunteers 

with the skills they need to be confident to complete their work (Woolford et al., 2022). 

The results of Cho et al.’s (2020) study supported Woolford et al. (2022) by confirming 

that training inspires volunteer confidence. Organizational leaders may increase volunteer 

retention by implementing training and development programs. 

Organizational leaders should be intentional about what training and development 

programs they implement concerning other retention strategies. Researchers such as 

Lukman et al. (2019) found that training reduced volunteer attrition, whereas Noranee et 

al. (2021) found no relationship between training and retention. On the other hand, Ngah 

et al. (2021) explicitly stated that training increases volunteer retention. The type of 

employee may explain this discrepancy. In the study conducted by Ngah et al., the 

training was directly related to volunteers who did not receive compensation packages. In 

contrast, Noranee et al.’s study participants were employees who received poor 

compensation packages. Moreover, another study by Walk et al. (2019) found that 

implementing training programs in non-profit organizations increased male volunteer 

retention. Groza and Groza (2021) suggested that organizational leaders train volunteers 

on skills that relate to the volunteer’s role. Additionally, training volunteers based on 

their career goals also increased volunteer retention (Behnia, 2021; Groza & Groza, 

2021). Organizational leaders’ intentionality of training content may increase volunteer 

retention. 
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The implementation of various training methods may increase volunteer retention. 

A standard method of training in literature is peer-to-peer knowledge sharing. Peer-to-

peer knowledge is the sharing of knowledge, expertise, culture, and skills from one 

volunteer to another volunteer in an organization (Azeem et al., 2021; Fait & Sakka, 

2020). When the volunteer shares their knowledge, it increases their reputation amongst 

other volunteers (Fait & Sakka, 2020). Moreover, peer-to-peer knowledge sharing 

enables volunteers to create social connections with other volunteers (Fait & Sakka, 

2020). Additionally, when volunteers create social connections, they can produce new 

knowledge, which is advantageous for the organizational leader (Azeem et al., 2021). As 

a result, tenured volunteers are considered reputable, approachable, and innovative. 

Organizational leaders who implement various training methods can increase volunteer 

retention at their organization. 

Effective Communication 

Another subcomponent of human resources practices that organizational leaders 

can implement is effective communication. Basic communication is the transfer of 

knowledge that provokes a response (van Ruler, 2018). Communication can either be 

non-verbal (body language) or verbal (spoken or written; van Ruler, 2018). Furthermore, 

effective communication is the transfer of knowledge from the sender to the intended 

recipient in a way that correctly conveys the message of the sender (van Ruler, 2018). 

Effective communication opportunities include performance feedback, role coaching, 

career-development counseling, leader-employee relationship building, vision casting, 

and brainstorming (Adiguzel, 2019; Tian et al., 2020; Yildiz et al., 2020). By 
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implementing effective communication, leaders can increase productivity and decrease 

wasted time from unnecessary and repeated clarification (Adiguzel, 2019). 

Organizational leaders who use effective communication are clear, direct, and concise; 

therefore, organizational leaders should seek opportunities to use effective 

communication. 

Employees benefit when organizational leaders use effective communication. 

Employees tend to exhibit higher levels of motivation and engagement when organization 

leaders use effective communication (Kramer et al., 2021; Yildiz et al., 2020). Employee 

motivation increases mainly because effective communication increases how employees 

positively identify with an organization (Yildiz et al., 2020). Additionally, when an open 

line of communication exists between the employee and the organizational leader, the 

employee and leader can elaborate on the responsibilities of the employee’s position 

(Woolford et al., 2022). This exchange can continue until the employee is placed in the 

best-fit position (Woolford et al., 2022). The organization also benefits when 

organizational leaders use effective communication. Moreover, effective communication 

spurs creativity, leading to innovation (Adiguzel, 2019). When employees are innovative, 

organizational leaders can use the innovations to accomplish organizational goals in new 

ways. Organizational leaders who implement effective communication benefit the 

employee and the organization, resulting in increased employee retention. 

In the literature, researchers outlined practical strategies to implement effective 

communication, which resulted in increased volunteer retention. One strategy is to 

emphasize volunteering opportunities as projects. By promoting project-based 
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opportunities, organizational leaders create an environment where skilled volunteers can 

utilize their skills (Gilbert et al., 2021). When leaders communicate how the volunteers 

impacted the success of the volunteer project, the volunteers gain a high level of 

satisfaction (Huang et al., 2020). Volunteers who have bad experiences are less likely to 

continue volunteering in the future (Denning, 2021); therefore, leaders should use 

positive communication language to communicate the benefits of volunteering and the 

overall impact of their work and develop communication on how to start the volunteering 

process (Mullan et al., 2021). Moreover, suppose volunteers understand that their 

commitment has a start and an end date, coupled with communication on how their work 

contributed to the project’s success. In that case, the volunteers may be more likely to 

begin and continue volunteering in other capacities. Effective communication that is 

clear, concise, and informative is more likely to increase volunteer retention. 

Reward and Recognition 

The third subcomponent of human resources practices that organizational leaders 

can implement is rewards and recognition. Regarding volunteer positions, rewards may 

include monetary compensation such as gift cards, free lunch, or a check; however, when 

discussing volunteerism, rewards can be tangible or intangible concepts that benefit the 

volunteer (Fait & Sakka, 2020). Additionally, intangible rewards can be labeled 

emotional rewards (Koo et al., 2020). Rewards can include increased responsibilities or 

decision-making opportunities, gifts, or awards (Kollmann et al., 2020; Koo et al., 2020; 

Same et al., 2020). Recognition is the act of identifying and publicizing the output of the 

volunteer (Walk et al., 2019). For example, recognition may be an award presentation, 
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acknowledgment of the employee’s success in a newsletter, a shout-out in an 

organizational email, or kudos in a coaching session (Walk et al., 2019). The primary 

difference between reward and recognition is that rewards are given in response to the 

output from the volunteer, whereas recognition is to communicate to others the success of 

the volunteer. Implementing rewards and recognition may help employers retain 

volunteers. 

Organizational leaders use rewards and recognition to retain volunteers. When 

leaders use rewards and recognition to highlight successes, volunteers tend to stay with 

the organization (Edeigba & Singh, 2022); however, when leaders use overuse rewards 

and recognition, volunteers may become dissatisfied with the organization and leave the 

organization (Kollmann et al., 2020). Moreover, volunteers view management positively 

when given rewards (Cho et al., 2020). Incentives, empowerment, promotions, and 

recognition effectively retain employees (Koo et al., 2020). Although the overuse of 

rewards and recognition may negatively influence volunteer retention, the lack of rewards 

and recognition also negatively influences retention. Volunteers are likelier to stay with 

an organization that has rewarded or recognized them in the past (Afari-Asiedu et al., 

2018). Organizational leaders should identify what tasks, goals, or actions merit rewards 

and recognition. Although there may be some autonomy for leaders to give rewards and 

recognition outside of that criterion, leaders should follow the rewards and recognition 

guidelines so that rewards and recognition maintain their appeal to volunteers. 

Furthermore, researchers argued that rewards and recognition influences 

volunteers differently based on their age. Younger people are more likely to be concerned 
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about their future careers; therefore, giving any sincere reward and recognition that 

furthers their monetary or career potential is more likely to increase young people’s 

retention (Hopkins & Dowell, 2021; Kollmann et al., 2020). On the other hand, older 

volunteers are more likely to be motivated by rewards that increase socialization, such as 

the ability to change positions so that the volunteer can talk with new people or 

participate in an activity with their friend (Hopkins & Dowell, 2021; Kollmann et al., 

2020; Same et al., 2020). Although not all volunteers are motivated by the same type of 

rewards or recognition, younger people are more materialistic, and older people are 

relationally driven. Organizational leaders should create relationships with volunteers to 

understand what rewards inspire each volunteer.  

Volunteer Retention and Job Embeddedness 

Retaining employees is a common issue organizational leaders face around the 

globe. Furthermore, organizational leaders need help to implement effective employee 

retention strategies. Regardless of full-time, part-time, or volunteer status, losing 

employees is a vitally important concern that prevents organizational leaders from 

accomplishing organizational goals. Non-profit organizational leaders must be intentional 

about seeking volunteer retention strategies. Most of a non-profit organization’s 

workforce is volunteers; therefore, if non-profit organizational leaders cannot increase 

retention, the organization may cease to exist, or the cost will be transferred to the 

recipients of the services. Church leaders rely on donations through tithes or various gifts 

(one-time donations, annuity or life insurance payouts, and fundraising campaigns); 

therefore, strategies most likely will not include monetary variables such as pay raises, 
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tuition reimbursement, or medical insurance. Church leaders must be creative and 

innovative in exploring, understanding, and implementing volunteer retention strategies. 

There is a lack of current professional and academic literature that references 

volunteer retention in Protestant churches under the framework of job embeddedness. To 

date, my study is the only study that explores this topic. Even more generally, there is a 

lack of literature on the retention of volunteers in churches, without the qualifier of 

Protestant or job embeddedness. Additionally, there is a lack of literature on volunteer 

retention and the job embeddedness framework. Much of the literature referencing the 

job embeddedness framework discusses retention in terms of employees (paid staff). One 

possible reason for the lack of literature on volunteer retention in churches may be 

because Doctor of Divinity programs do not tend to focus on volunteerism within a 

church setting. Popular protestant seminary schools such as Dallas Theological Seminary, 

Nazarene Theological Seminary, and Fuller Theological Seminary focus on theology, 

leadership, counseling, missions, or pastoral care. Volunteerism is vital in church 

operations; therefore, researchers should explore this topic in further detail. 

Transition  

In Section 1 of this study, I outlined the need for church leaders to implement 

successful strategies to retain volunteers to accomplish organization goals. I explained the 

foundation and background of the problem and probed into the need for church leaders to 

retain volunteers. In the problem and the purpose statement, I identified that some church 

leaders lack strategies to retain volunteers and explored this problem through a 

quantitative, multiple-case study. Then, I included a summary of the population and 
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sampling and the nature of the study, followed by the research question and interview 

questions. I selected the job embeddedness framework as the conceptual framework to 

view this study through. Also, I included operational definitions, assumptions, 

limitations, and delimitations, which I used to create boundaries for the study to be 

conducted within. In this section, I reviewed the existing academic and professional 

literature about volunteer retention strategies and the job embeddedness conceptual 

framework.  

In Section 2, I provide a detailed outline of how the study was conducted. I also 

include details on the role of the researcher, population sampling, the participants in the 

study, and how I ethically conducted the study. I list the details of the research 

methodology and design, including why I did not choose other methods and designs. 

Additionally, I discuss the data collection instrument, data collection technique, data 

organization technique, and data analysis. I close Section 2 with a description of the 

reliability and validity of the study.  

In Section 3, I include an introduction to the findings of this study followed by a 

comprehensive description of the findings. Then, in Section 3, I transition to the 

application of the findings on professional practice and implications on social change. 

Finally, I provide recommendations for action and recommendations for further research, 

followed by reflections on this study and a conclusion.  



45 

 

Section 2: The Project 

In Section 2, I restate the purpose of the study and then describe the role of the 

researcher, the participants, research method and design, population and sampling, and 

ethical research considerations. I then explain the data collection instruments, data 

collection technique, data organization techniques, and data analysis. Additionally, I 

discuss the steps to ensure the reliability and validity of the study. I conclude this section 

with a summary and transition to Section 3. 

Purpose Statement 

The purpose of this qualitative, multiple-case study was to explore strategies that 

some church leaders used to retain volunteers to accomplish organizational goals. 

Role of the Researcher 

In qualitative research, a researcher’s role is to be the instrument in the data 

collection and analysis. According to Collins and Stockton (2018) and Pratt et al. (2022), 

a researcher starts the creative flow in the data collection and analysis process by aligning 

the interview questions with the problem statement, purpose statement, and the research 

question(s). During the formation of these research components, C. Grant and Osanloo 

(2016) stated that a researcher formulates a blueprint, by way of a conceptual framework, 

to determine the methodology and design to understand the phenomenon best. I 

continued to review my collection and analysis process to ensure that my study aligns 

with the problem statement, purpose statement, and research question. 

The researcher, as the instrument of the data collection and analyzing process, 

selects the participants in alignment with the study. Kegler et al. (2019) stated that a 
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researcher identifies the participants for various reasons, such as matching the study’s 

purpose. I selected the participants through the purposive sampling of the targeted 

population. After the researcher selects the participants, the researcher collects the data. 

In a qualitative, multiple-case study, the researcher collects data through semistructured 

interviews and triangulates the data by collecting and analyzing organizational documents 

(Crowe et al., 2011; P. R. Smith, 2018). I conducted virtual, semistructured interviews 

with three participants and triangulated the interview responses with organizational data 

such as training processes, policies, and job descriptions. Yin (2018) stated that the 

researcher is responsible for understanding the information. I used NVivo 14 to assist in 

coding the data, but I used thematic analysis to understand the meaning behind the 

participant’s responses. 

Another role of the researcher is to recognize personal bias and mitigate viewing 

the data through a personal lens. I have a fundamental relationship with this topic. I am 

an ordained elder in the Nazarene Church and have served in many volunteer positions 

with various local churches. Before conducting this study, I did not lead volunteers or 

research strategies to retain volunteers. I had possible ideas of strategies church leaders 

could use to retain volunteers, but I did not conduct formal research. Featherston et al. 

(2019) stated that the researcher cannot eliminate bias; therefore, the researcher should 

use multiple strategies to mitigate bias. To mitigate bias in this study, I created an 

interview protocol of open-ended questions to explore the participants’ responses instead 

of using closed-ended questions that could lead the participants to respond a certain way. 

I created an interview protocol, so each interview was conducted using the same 
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questions. I also used member checking to mitigate bias. This method allowed the 

research participant to validate the researcher’s interpretation of the data by reviewing 

transcribed notes (Candela, 2019). According to Reid et al. (2018), researchers use 

reflexivity and self-awareness to identify how background, beliefs, and experience may 

influence the interpretation of the data. I used reflexivity and self-awareness to mitigate 

researcher bias and provide a neutral processing of data. 

The role of the researcher also entails implementing an ethical process to conduct 

the research. The Belmont Report (National Commission for the Protection of Human 

Subjects of Biomedical and Behavioral Research [NCPHSBBR], 1979) outlined the 

standards or basic principles for ethical research. The report, created by Congress in 

1976, focused on respect for persons, beneficence, and justice. The Belmont Report 

outlined the basic ethical principles as (a) respect for persons by treating all participants 

as autonomous agents and providing protection for those with diminished autonomy, (b) 

beneficence through minimizing harm and maximizing benefits, and (c) justice through 

the equitable selection of participants (White, 2020). Walden University adheres to the 

standards outlined in this report. To adhere to this report, I sent each participant an 

informed consent form to know their rights regarding their participation in this study. 

Another requirement of Walden students is to seek and gain approval from Walden’s 

Institutional Review Board (IRB). To gain approval, I used the Case Study Manual with 

Data Collection Steps, Consent Form, and Site Agreement created by the Walden IRB. 

By adhering to The Belmont Report and using the forms and agreements created by 

Walden’s IRB, I ethically conducted my study.  
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Participants 

In this qualitative, multi-case study, I interviewed three church leaders who attend 

churches in Protestant denominations or Protestant nondenominational churches in the 

Southwestern United States. The church leaders attempted to offer strategies to retain 

volunteers to accomplish organizational goals. For this study, a church leader is someone 

who actively manages volunteers in a church. I did not limit this study to senior or lead 

pastors because there may have been instances where a staff pastor or a lay leader had the 

role of managing volunteers. To aid in the selection process of participants, researchers 

use eligibility criteria to limit bias or conflict of interest (Gaur & Kumar, 2018). To be 

considered for participation in this study, the church leader must be at least 21 years old 

and have had at least 3 years of experience managing volunteers in the local church 

where they are presently attending. Management experience includes but is not limited to 

recruiting, retaining, rewarding, maintaining relationships, and disciplining volunteers 

within a local church setting (Ertas, 2019). The church leader also had to be in good 

standing with the local church leadership at the time of the interview. Yin (2018) stated 

that the researcher uses documents to triangulate the data. I collected documents from 

training, retention, onboarding, and rewards systems. Prior determination of participant 

selection criteria can mitigate bias in the participant process.  

After establishing the requirements for participant selection, the researcher must 

seek out the participants. Churches do not usually have a list outlining the ratio of 

volunteers to nonvolunteers; therefore, seeking out participants can be difficult. 

Researchers should seek individuals who provide adequate participation because 
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participation is critical to the study’s outcomes (Raymond et al., 2018). The two primary 

methods I used to seek out eligible participants were social media mining and 

snowballing. Social media mining uses social media platforms to ask if anyone knows 

participants who meet the qualifications to participate in the study. For this study, I used 

LinkedIn to connect with professional connections and Facebook to connect with pastors 

in ministry groups. Researchers using the snowballing method ask whom the participants 

know who might also qualify (Kelly et al., 2021). I identified participants through social 

media and used snowballing to seek out other participants. Once I identified the 

participants, I emailed the partner site about participating in the study per the guidelines 

outlined in the DBA Case Study Manual provided by Walden University’s IRB. After 

sending the initial email, I waited for the partner site agreement form and then was 

approved by the IRB. I then identified the participants and used email correspondence to 

explain the process in more depth. Between the recruitment of partner sites and the site 

agreement forms, I did not discuss the details of the study. Then, between the initial 

contact with the participants and the receiving of the informed consent forms, I did not 

discuss the details of the study. Finally, between the interview scheduling and the 

interview, I did not ask any interview questions but attempted to build rapport, resulting 

in increased engagement and participation from the participants (McGrath et al., 2019; 

Yin, 2018). During the rapport-building and process explanation, I discussed with the 

participants the study background, confidentiality agreement and the researcher’s 

responsibility, scheduling of the interview, and the interview process.  
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In qualitative research, semistructured interviews are a prominent tool to explore 

participants’ experiences. Participants in the interviews share relevant information 

regarding the research question and the interview questions (Yin, 2018). I discussed 

confidentiality with the interview participants because Lancaster (2017) stated that 

participants who do not fear the risk of adverse consequences from the interview tend to 

share more openly about their experiences. I interviewed participants through a virtual 

setting because virtual settings can make the participant more comfortable because they 

are used to the environment they choose, which results in richer data (Johnson et al., 

2021). During the interview, I followed my interview protocol to ensure I asked all the 

participants the same questions that resulted in comparable responses (McGrath et al., 

2019). I completed the interview and informed the participants so that they could 

understand I would not use anything else they say after the interview concluded. I 

reiterated that I would transcribe the interview and use the member checking process to 

ensure I captured their responses correctly (Candela, 2019; McGrath et al., 2019). After 

transcription and member checking, I used thematic coding to identify themes throughout 

the interview. As mentioned, I started with three church leaders and did not need to 

interview other church leaders as this was the number necessary to achieve data 

saturation. In accordance with Walden University policy, after the interview process and 

coding process were completed, I stored the interviews on a flash drive and placed the 

flash drive into a locked safe for 5 years.   
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Research Method and Design  

Researchers select a research methodology and design appropriate for their study. 

The researcher can choose qualitative, quantitative, and mixed-method approaches when 

conducting research (Yin, 2018). The researcher chooses a method, the overall strategy 

for the study, based on inductive or deductive reasoning when answering the research 

question (Bloomfield & Fisher, 2019; Bougie & Sekaran, 2019). In this study, I chose to 

utilize a qualitative methodology. The researcher can choose from a single case study, 

multiple-case study, phenomenological, ethnographic, grounded theory, historical, 

narrative, or action research design (Kelly et al., 2021). In this study, I chose to utilize a 

multiple-case study design. The following sections explain the rationale behind my 

choice of methodology and design.  

Research Method 

For this study, I used the qualitative research method to explore strategies some 

church leaders use to retain volunteers. Researchers in social sciences tend to use 

qualitative research methods because they explore participants’ experiences (Strijker et 

al., 2020). Researchers use the qualitative research method to explore a phenomenon 

through the lens of the participants’ real-life experiences (Kelly et al., 2021; Poucher et 

al., 2020; M. N. K. Saunders et al., 2015; Sawatsky et al., 2019; Yin, 2018). Myers 

(2019) and Olubiyi et al. (2019) also stated that qualitative research aids researchers in 

understanding the context in which the participants experienced the phenomenon. 

Furthermore, the researcher subjectively analyzes and interprets the responses from the 

participants to answer the study’s research question and add value to the specified field 
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(Eakin & Gladstone, 2020; McGrath et al., 2019; Poucher et al., 2020; Sawatsky et al., 

2019). Researchers using the qualitative research method conduct semistructured 

interviews as the primary source of data collection because the responses from the 

participants yield deep and rich data (Kelly et al., 2021; McGrath et al., 2019; Yin, 2018). 

The qualitative method was appropriate for this study because I sought to explore, 

through inductive reasoning, the lived experiences of church leaders who discovered 

successful strategies to retain volunteers. 

Researchers may decide to use a quantitative or mixed research method. 

Researchers in natural sciences tend to use quantitative research methods (Strijker et al., 

2020). Quantitative research is a formal, rigorous, and systematic process in which the 

researcher tests hypotheses to determine relationships between variables such as 

correlation or causation regarding a phenomenon (Bloomfield & Fisher, 2019; Rutberg & 

Bouikidis, 2018). The tested relationships are between dependent and dependent 

variables (M. N. K. Saunders et al., 2015). Researchers use the quantitative methodology 

to examine the generalizability of the phenomenon; however, researchers do not use the 

quantitative methodology to understand the participants’ experiences. I sought to 

understand the participants’ experiences through interviews, not through testing the 

relationships between variables; therefore, the quantitative method was unsuitable for my 

study. When a qualitative or quantitative research method cannot alone answer research 

questions, researchers may use a mixed-methods approach (Bougie & Sekaran, 2019; 

Hendren et al., 2018). Researchers use mixed methods research to understand the 

phenomenon through a qualitative and quantitative lens (Bougie & Sekaran, 2019). 
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According to Strijker et al. (2020), researchers use mixed methods to create 

generalizability from a quality perspective. The research can merge both methods into 

one mixed-method study, conduct subsequent studies using alternating methods, or 

conduct a qualitative study to build an instrument and test the instrument using 

quantitative data (Kelly et al., 2021). I did not use quantitative research; therefore, the 

mixed-methods approach was inappropriate for my study.   

Research Design 

For this qualitative study, I used a multiple-case study design to explore strategies 

some church leaders use to retain volunteers. Qualitative researchers can choose from 

many designs such as case study, phenomenological, ethnographic, grounded theory, 

historical, narrative, or action research (Kelly et al., 2021). The case study design is the 

most prominent research design in management literature, with over 2,400 articles 

published from 2001 to 2010 (Takahashi & Araujo, 2019). According to many 

researchers (e.g., Crowe et al., 2011; Ebneyamini & Sadeghi Moghadam, 2018; Mohajan, 

2018; J. G. Smith, 2018), researchers use case studies to understand a person, program, or 

organization. Yin (2018) also stated that a case is a real-life phenomenon. Researchers 

seek to answer questions that can provide deep and rich information about the topic (P. R. 

Smith, 2018). Researchers use single or multiple-case studies. If the researcher wants to 

explore a phenomenon that occurs as a unique situation, the research uses a single case 

(Takahashi & Araujo, 2019). On the other hand, the researcher uses a multiple-case study 

if multiple instances occur among many organizations, systems, or populations 

(Takahashi & Araujo, 2019). A researcher, if possible, should conduct a multiple-case 
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study to ensure data saturation from multiple sources (Yin, 2018). I interviewed three 

participants by studying multiple cases until I reached data saturation. I did not continue 

to uncover new information from the three participants, so I did not need to increase the 

number of participants. I sought to explore strategies that multiple church leaders at 

various churches use to retain volunteers; therefore, I used a multiple-case study. 

I considered using research designs such as ethnographic and phenomenological 

designs but decided to use a multiple-case study design. I considered an ethnographic 

research design because a researcher using this design uses the knowledge they collect 

from key informants to learn about the culture and context of the key informants (Moser 

& Korstjens, 2018). The researcher observes the participants in a naturally occurring 

setting (Hammersley, 2018; Monrouxe & Ajjawi, 2020). Furthermore, researchers use 

ethnography to understand how the specific cultural group experienced the phenomenon 

(Bass & Milosevic, 2018). My research question was not limited to a specific cultural 

group, and I did not observe the participants in a naturally occurring setting; therefore, I 

did not choose the ethnographic design. I also considered and rejected the 

phenomenological design. The purpose of a phenomenological design is to explore how a 

person views their overall life experiences related to the research topic (McNarry et al., 

2019; Mohajan, 2018). Errasti-Ibarrondo et al. (2018) further added that 

phenomenological designs focus on reflective writing. My research aimed to explore 

strategies that church leaders found successful at retaining volunteers. I did not observe 

the volunteers serving or observing the church leaders using the strategies; therefore, the 

phenomenological design was not an appropriate research design for my study. 
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Population and Sampling 

Researchers recruit participants from a larger group called the population. The 

population is the entire group of individuals who meet the requirements the researcher set 

forth to obtain the most relevant data for the study (Berndt, 2020). Sampling, as defined 

as the selection process of dwindling the population down to a manageable size according 

to the researcher’s bandwidth (Berndt, 2020; Campbell, Greenwood, et al., 2020; Moser 

& Korstjens, 2018). According to Moser and Korstjens (2018), the sampling plan outlines 

the method involved in sampling, interviewing process, and the method of recruiting 

participants. Additionally, the researcher determines the sampling method by the research 

question, research methodology and design, and knowledge about the topic (Berndt, 

2020). In this qualitative, multiple-case study, the population was Protestant church 

leaders who managed volunteer programs in the Southwestern United States. I used non-

probability, purposive sampling to select three participants. 

In qualitative research, however, the researcher is limited to non-probability 

sampling methods. Qualitative researchers are limited because the researcher should only 

use sampling methods that allow participants to offer the most detailed information about 

the phenomenon (Campbell, Greenwood, et al., 2020; Moser & Korstjens, 2018). The 

type of nonprobability sampling I will use is purposive sampling. Purposive sampling is 

the selection of sample size based on the participant’s ability to provide relevant and 

valuable information about the research topic (Campbell, Greenwood, et al., 2020). I 

chose the purposive sampling method to identify participants who have a deep and rich 
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understanding of the research topic to reach data saturation. Data saturation is when the 

participants collectively offer no new information.  

A qualitative researcher continues to collect data until data saturation occurs. Data 

saturation is when a researcher uncovers all new data and further data collection only 

reveals redundant data (Hennink et al., 2019; Moser & Korstjens, 2018). In qualitative 

research, the sample size varies based on the scope of the study (Hennink et al., 2019). 

Some researchers suggest five to 12 participants will yield enough data to reach 

saturation (Aldiabat & Le Navenec, 2018; Lowe et al., 2018). Hennink and Kaiser (2022) 

stated 12 to 13 interviews would yield saturation, whereas Conlon et al. (2020) listed 15 

participants. Sebele-Mpofu (2020) summarized the debate by saying it depends on the 

study. Therefore, since successful volunteer programs seem to be the unusual case, I 

planned on interviewing three participants in this study to achieve data saturation. I 

reached data saturation with three participants; therefore, I did not increase the number of 

participants since I reached data saturation. In other words, since the participants did not 

continue to reveal new information, I did not conduct additional interviews because the 

three participants did not reveal new strategies to retain volunteers. 

The setting for interviews is critical in obtaining deep and rich data. I used 

Microsoft Teams as the medium to interview the participants. The primary reasons for 

using a virtual interview are recordability, travel, and scheduling. I recorded virtual 

meetings and enabled transcript recording. Though Microsoft Teams transcripts are not 

entirely accurate, I paired the transcripts with the audio recording when I conducted 

member checking to understand the participant’s responses better. Virtual meetings also 
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enabled me to interview participants I may not have been able to due to lack of 

transportation. By using virtual meetings, I scheduled appointments with participants at 

convenient times when they could be in a quiet and calm location. 

Ethical Research 

Conducting ethical research is imperative to scholarly research. Researchers are 

responsible for upholding high ethical standards when conducting research (Yin, 2018). 

The National Research Act of 1974 established the necessity to conduct ethical research; 

moreover, in 1983, this act was amended to establish IRBs (Paquin et al., 2019). The IRB 

is a committee that conducts an independent and transparent review of research ethics 

(Lynch, 2018; Osborne & Luoma, 2018). The IRB is useful to protect participants, 

determine if policies and procedures have changed, manage legal liability, and aid in the 

process of peer-reviewed publishing (Osborne & Luoma, 2018). According to Walden 

University’s research policy, I sought IRB approval before recruiting participants, 

collecting data, or accessing data sets. After receiving Walden’s IRB, I followed the 

principles outlined in The Belmont Report (NCPHSBBR, 1979) to protect fundamental 

human rights. The IRB approval number for this study is 04-04-23-0694383. 

Informed consent forms are essential in communicating to participants their rights 

to participate in a research study. To ensure the fundamental ethical principles, I 

distributed an informed consent form detailing the information necessary for the 

participants to make informed decisions (Ripley et al., 2018). Walden University’s 

Institution Review Board created a manual for case studies under the IRB’s blanket ethics 

pre-approval. My study qualified under the requirement of this pre-approved manual 
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because I conducted a qualitative, multiple-case study in which I interviewed leaders and 

collected organizational documents. I distributed the pre-approved informed consent form 

and to the best of my knowledge the participant’s signature on the form signified that the 

participants consented to participate in the study. Participants need to know that they can 

withdraw or stop the study at any time and that the researcher’s responsibility is to 

protect their confidentiality (Gillies et al., 2018). Furthermore, I ensured a partner 

organization agreement form was signed by the church leader before I recruited 

participants, which allowed me to collect documents from the organization. In my 

interview protocol (see Appendix), I outlined the participant’s rights concerning the 

ability to refuse to answer a question, stop the interview, or withdraw from the study at 

any time. Additionally, I explained to the participants that I would mask their identity and 

organization per Walden University’s research policy. I explained to the participants that 

the safe storage protocol consists of storing the video-recorded semistructured interviews, 

transcriptions, and documents on a password-protected thumb drive for 5 years. I treated 

all participants with honor, dignity, and respect and did not mistreat any participant. I did 

not provide rewards or compensation for participation in this study. 

Data Collection Instruments 

In qualitative research, the researcher is the primary instrument for collecting 

data. The researcher’s purpose as an instrument is to gather data from participants and 

interpret data to answer the research question (Alam, 2020; Naicker & Maharaj, 2020). In 

this multiple-case study, I was the researcher, thus the primary data collection instrument. 

I adhered to the principles outlined in The Belmont Report (NCPHSBBR, 1979) during 
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the research process to ensure the participants’ rights. As the primary data collection 

instrument, I gathered information from church leaders in Protestant churches to 

understand their strategies to retain volunteers to accomplish organizational goals. 

The secondary data collection instrument used in this study was virtual, 

semistructured interviews. Interviews are one of the most common qualitative data 

collection tools (Dadzie et al., 2018). A researcher uses interviews to collect the 

subjective perspective of a participant regarding the research topic (Denny & Weckesser, 

2019; McGrath et al., 2019). Using open-ended questions and probing into further detail 

regarding the participants’ responses yields a more efficient interview than using closed-

ended questions or a large but shallow sample size (Weller et al., 2018). The use of open-

ended questions also allows the participants to share as much detail as they desire and 

allows the researcher to follow up to clarify any additional questions (Weller et al., 2018) 

I used open-ended questions when conducting semistructured interviews. I followed my 

interview protocol, located in the Appendix. By using my interview protocol, I ensured 

that each participant knew their rights, interview expectations, and were asked the same 

questions as other participants (Yin, 2018). Using the interview protocol also helped me 

in avoiding bias. I conducted the interviews virtually. According to Johnson et al. (2021), 

virtual interviews are comparable in effectiveness to in-person or phone interviews. 

Dadzie et al. (2018) added that virtual interviews allow for more flexibility in location 

and schedule. Collecting organizational documents is another data source I used. 

Organizational documents are evidence that corroborates the information gained in the 
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semistructured interviews (Yin, 2018). I sought to collect documentation such as training 

manuals/processes, organizational policies, and job descriptions.  

Accurate interpretation of the data is essential in qualitative research. Member 

checking is a standard method and best practice to ensure the accuracy of participant 

responses in qualitative research (Candela, 2019). I used member checking to ensure my 

interpretation of the interview responses was correct. The process of member checking 

consists of analyzing each of the participant’s responses, reflecting on how each response 

answers the research question, writing a summary of each response, and then sending the 

summaries to the participant to verify the accuracy of the analysis (Brear, 2019; DeCino 

& Waalkes, 2019; Iivari, 2018). The holistic purpose of member checking is not to check 

off a research review validity task but to allow the researcher and participant to verify the 

accuracy of the findings (DeCino & Waalkes, 2019). If the participant disagrees with the 

interpretation, the researcher should continue to build the relationship and try to remedy 

the discrepancy (Brear, 2019). Researchers use tools, such as member checking, to ensure 

accurate interpretation of data. 

Data Collection Technique 

The primary data collection technique of my study was semistructured interviews. 

The interview protocol I created I listed as the Appendix. I used semistructured 

interviews to explore the knowledge of participants who met the criteria to be participants 

in my study. After developing my research question, problem statement, research 

method, and research design, I created interview questions I thought would help me 

understand the strategies some church leaders use to retain volunteers to accomplish 
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organizational goals. I framed open-ended questions to enable the participants to share 

their knowledge, filtered through their context lens (Roberts, 2020). My interview 

questions were broken down into manageable questions that, when analyzed together, 

answered the research question (Staller, 2022). To promote transparency (Aguinis & 

Solarino, 2019) and adhere to The Belmont Report’s (NCPHSBBR, 1979) principles, I 

sought Walden IRB approval. Upon the successful approval of my study by the Walden 

IRB, according to my participant selection process, I emailed possible participants about 

participation in my study. Before I proceed with any further steps, I waited until I 

received confirmation of consent by email stating I consent. According to the Walden 

University Case Study Manual, I also sent a site agreement form to the participant’s 

organizational representative, before I recruited participants, so that I could collect 

organizational documents. I then scheduled virtual interviews and sent a Microsoft Teams 

meeting link. I used Microsoft Teams because the transcription service was relatively 

accurate and required a few changes.  

An interview protocol is critical to have and follow to ensure the validity and 

reliability of the interviews and mitigate researcher bias. According to Carnochan et al. 

(2019), the researcher should set up an interview protocol to safeguard participants and 

collect data. The interview protocol enables a researcher to conduct thorough and 

consubstantial interviews (Yin, 2018). Furthermore, the interview protocol enables the 

researcher to gather rich and comprehensive data from the participants (Yeong et al., 

2018). When the participant and I entered the virtual meeting, I greeted the participant 

and started the interview protocol (see Appendix). During the interview, as outlined in 
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the interview protocol, I informed the participant that they had the option to refuse to 

answer any question, stop the interview at any time, and withdraw from the study at any 

point. I asked the participant for verbal confirmation of acknowledgment to proceed, and 

then the interview commenced. I then recited the introduction from the interview protocol 

and began to ask the interview questions. After I finished the interview questions and said 

my closing remarks, I stopped the recording and transcription service. I thanked the 

participants for their time and explained the next steps in the process. The following steps 

involved a restatement of the participant’s rights, scheduling a follow-up session, and the 

process of member checking. I ended the virtual meeting. 

Interviews are both beneficial and disadvantageous as a data collection technique. 

Semistructured interviews are beneficial for a qualitative researcher to use because the 

results can yield deep and rich data that other methods cannot derive, primarily because 

the open-ended questions allow the participant to freely respond in as much detail as they 

desire (Ergul Sonmez & Koc, 2018; Roberts, 2020; Yin, 2018). Semistructured 

interviews are also beneficial as a qualitative data collection technique because 

researchers can guide the flow and flexibility of the interview according to the research 

question (Young et al., 2018). Another benefit is that virtual interviews tend to be easier 

to schedule and more comfortable for the participant because the schedule and the 

environment are on their terms (McGrath et al., 2019). One disadvantage of 

semistructured interviews as the primary data source is social desirability. According to 

Bergen and Labonté (2020), social desirability is when individuals focus on their positive 

attitudes, behaviors, and results and downplay their negative attitudes, behaviors, and 
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results. Another disadvantage is the researcher’s skill as an interviewer or the 

participant’s participation. If the interviewer is unfamiliar with the interview process, the 

interviewer may not ask enough probing questions to collect sufficient data 

(DeJonckheere & Vaughn, 2019). On the other side of the table, the participant may not 

be open to sharing detailed information, hindering the researcher from collecting 

sufficient data (DeJonckheere & Vaughn, 2019). Researchers must be aware of the 

advantages and disadvantages of using interview as the primary data collection technique. 

To ensure the validity and reliability of the interview, I used member checking. 

According to Candela (2019) and Yin (2018), researchers use member checking to verify 

the accuracy of the information shared by participants. The member checking process 

begins after the interviews are analyzed and interpreted. Once I clearly understood what 

the participant was trying to convey, I summarized each response. After I created the 

summaries, I sent them to the participant through email and scheduled a time to discuss 

their confirmation of accuracy (Brear, 2019; DeCino & Waalkes, 2019; Iivari, 2018). The 

researcher uses the follow-up meeting with the participant to discuss any discrepancies or 

other areas the researcher needs to clarify to better understand their response (Brear, 

2019). Using member checking ensured I accurately interpreted the data. All my 

participants approved my interpretations. 

Data Organization Technique 

Researchers use various methods to store and organize data. I used a software 

analysis tool to store and organize data (Castleberry & Nolen, 2018). The tool stored 

recorded interviews, transcripts of the interviews, and organizational documents in one 
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program. I also used a software tool to transcribe the interviews. Additionally, I used a 

reflective journal to record my thoughts, suggestions, and observations as I collected and 

analyzed data. The purpose of reflective journaling, as described by Alt et al. (2022), was 

to learn from experience over a period. All data collected in this study were stored on a 

USB flash drive for 5 years, according to Walden University’s data storage policy. I 

created a cataloging system on the flash drive that ensured the confidentiality of the 

participants by using pseudonyms. The information stored in the software program is 

only accessible by me, housed on my password-protected desktop computer. After 5 

years, I will format the flash drive and purge the software tool to ensure no trace of the 

information.  

Data Analysis 

To increase the quality of the study, researchers (Noble & Heale, 2019, 2018; 

Yin, 2018) recommended the use of triangulation. Methodological triangulation is the act 

of using multiple data collection methods to arrive at the same conclusion (Campbell, 

Goodman-Williams, et al., 2020; Dzwigol, 2020; Fischer & Van de Bovenkamp, 2019; 

Heesen et al., 2019). The main method I used to collect data in my study was 

semistructured interviews and the secondary method was review of documents. 

Therefore, I used methodological triangulation for my case study.  

Qualitative researchers should have an analysis plan to effectively analyze data. 

Castleberry and Nolen (2018) outlined five steps for data analysis: compiling, 

disassembling, reassembling, interpreting, and concluding. According to Castleberry and 

Nolen, compiling is transforming the data into a usable format. To execute this plan, 
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researchers may use computer-assisted qualitative data analysis software (CAQDAS) to 

assist with creating codes and categorizing data. Though the software is helpful, the 

researcher is ultimately responsible for understanding the outputs (Yin, 2018). I used an 

inductive approach to coding by using NVivo to create codes without pre-defined coding 

parameters thereby decreasing any bias that may be associated with qualitative coding 

(O’Kane et al., 2021; Williams & Moser, 2019). Castleberry and Nolen then defined 

dissembling as putting the data into meaningful groups. I analyzed the codes to identify 

any similarities or differences. Furthermore, Castleberry and Nolen defined reassembling 

as establishing a meaningful context of the groups of codes. For example, the interview 

may contain a response where the codes were gift card, certificate, and ceremony. The 

meaningful context of these codes is rewards and recognition. I used the codes to identify 

themes that will reveal important relationships between the codes and the research 

question. This was seen in the previous example of using codes to reveal rewards and 

recognition as a theme. Interpreting the data, defined by Castleberry and Nolen, is the 

process of drawing analytical conclusions about the data. I interpreted the themes by 

using NVivo to create a list of themes so I could see the weight of the themes compared 

to the other themes. Castleberry and Nolen complete the data analysis process with the 

step of concluding. They defined concluding as interpreting the themes to respond to the 

purpose of the study. I concluded my study by seeking new studies published since the 

acceptance of my proposal and studies that I had not yet used in my literature review to 

answer the purpose of my study. By using an analysis plan, I focused on the literature 

review.  
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Reliability and Validity 

Researchers use reliability and validity to ensure high quality in qualitative 

research. Hayashi et al. (2019) stated that qualitative researchers prefer to use the term 

dependability not to confuse qualitative reliability with quantitative reliability. Hayashi et 

al. also noted that the validity of qualitative studies could not be measured the same way 

researchers measure quantitative studies; therefore, researchers use credibility, 

transferability, confirmability, and data saturation as marks of qualitative validity. A 

researcher uses dependability, credibility, transferability, confirmability, and data 

saturation to enhance the validity of qualitative research. 

Dependability 

The most common measure of reliability in qualitative studies is dependability. 

Dependability is the consistency of qualitative research (Janis, 2022). In other words, 

dependability is consistency through detailed documentation of a qualitative study so that 

other researchers can understand the study’s method, flow, and process (Campbell, 

Greenwood, et al., 2020; Janis, 2022). Researchers who ensure their study’s 

dependability enhance their research’s transparency and quality. I used methodological 

triangulation of semistructured interviews and organizational documents in this study to 

ensure dependability. Moon et al. (Moon, 2019) stated that interview protocols and 

member checking help to ensure that the participant’s responses are accurate and true. I 

used an interview protocol and member checking to establish dependability in my study. 

Researchers use member checking and interview protocols to add to the dependability of 

qualitative research. 
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Credibility 

A researcher uses credibility as a mark of validity in qualitative studies. 

Credibility is essential in qualitative research because qualitative studies are rarely 

reproductive (Carlos, 2021). Instead of proving credibility through repeated studies, 

researchers ensure credible data in interviews and documents. Member checking is the 

primary method I used to ensure the credibility of my research. To create credible 

documents, the researcher uses member checking to verify each interpretation of the 

participant’s response is accurately summarized (Yin, 2018). The participant then 

converses with the researcher to ensure the researcher is using the data in a way that 

accurately reflects the intention of the participant’s response (Candela, 2019). I also used 

methodological triangulation to confirm the participant’s responses match the 

organizational documents. The researcher uses methodological triangulation to add 

credibility by using multiple sources to establish a complete picture of the phenomenon 

(Moon, 2019). Using tools such as member checking and methodological triangulation, 

researchers strive to use credible data to add to the study’s credibility. 

Transferability 

Another mark of validity in qualitative research is transferability. Whereas 

quantitative researchers aim to examine data that applies to a general population, 

qualitative researchers seek to document processes so that researchers can reproduce the 

study in different settings resulting in additional possible findings (FitzPatrick, 2019). 

Transferability is essential because other researchers can determine if the study applies to 

other populations and settings (Campbell, Greenwood, et al., 2020). According to 
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Korstjens and Moser (2018), the researcher should document, in detail, the processes 

used to collect and analyze data; moreover, the researcher should solicit a thick 

description of their context. In my study, the participants were comprised of church 

leaders. I wanted this study to be transferable to other churches; however, if other 

churches used lay leaders as volunteer leaders, then only senior or lead pastors as the 

participants would not have been transferable. Also, I crafted my interview questions to 

create a holistic picture of the participants’ responses. By selecting a specific criterion of 

participants and the holistic interview questions, I sought to enhance the transferability of 

my study. Researchers use a participant selection protocol and interview questions that 

yield rich data to add to the transferability of qualitative research. 

Confirmability 

Researchers use confirmability to add to the validity of a qualitative study. 

Confirmability is the process in which the researcher shows that the interpretation of the 

data is not from the researcher’s viewpoint and thought pattern but from a neutral 

perspective of the data (Korstjens & Moser, 2018). In other words, a confirmable study is 

one in that other researchers are confident the results can be corroborated (Forero et al., 

2018). Researchers use member checking to confirm interpretations of the data and 

challenge the interpretations to find inaccuracies such as researcher bias or personal 

influences (Iivari, 2018). I used member checking to ensure the neutrality of the 

interpretations of the participants’ responses. Furthermore, researchers use an audit trail 

to confirm the process the research took to interpret the data resulting in transparency 

(Korstjens & Moser, 2018). For this study, I was part of a university team that reviews 
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the research and provides feedback which consists of the doctoral chair and second 

committee member. Along with this team, I used NVivo to produce an audit trail of my 

interpretation. Researchers use member checking and audit trails to add to the 

confirmability of a qualitative study. 

Data Saturation 

A final method to ensure the validity of a research study is data saturation. As a 

mark of qualitative rigor and the flagship measure of validity (Guest et al., 2020), in 

simplest terms, data saturation is the redundancy of information (Braun & Clarke, 2021; 

Hennink & Kaiser, 2022). Adding to the definition of data saturation, Alam (2020) stated 

data saturation occurs when no new information is uncovered, expanding the codes or 

themes. The sample size of participants is ultimately determined when data saturation 

occurs (Moser & Korstjens, 2018). B. Saunders et al. (2018) also proposed that data 

saturation can occur within a single interview when the participant offers no new 

information. Although there is no exact science to determine data saturation, once the 

researcher reaches data saturation, the researcher should conduct one additional interview 

to determine if data saturation occurred (Moser & Korstjens, 2018). In my study, I started 

by conducting two interviews, and since data saturation occurred, I did not conduct an 

additional interview. No new information was uncovered in the third interview; therefore, 

I did not continue to interview additional participants. My last interview question was an 

open-ended question that enabled the participants to add any further comments they wish 

to express. Data saturation is the most important marker of validity in a qualitative study. 
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Transition and Summary 

In Section 2, I reaffirmed the purpose of the study, role of the researcher, sample 

size, and the criteria I used to select participants. I also discussed the research method, 

research design, and the steps I took to conduct an ethical study. Then, I explained the 

data collection instruments, data collection technique, data organization techniques, and 

data analysis. Additionally, I discussed the steps to ensure the reliability and validity of 

the study. In Section 3, I include the presentation of the findings, applications to 

professional practice, implications for social change, and recommendations for actions. I 

conclude this study with recommendations for further research and reflections. 
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Section 3: Application to Professional Practice and Implications for Change 

Introduction 

The purpose of this qualitative, multiple-case study was to explore the strategies 

some church leaders use to retain volunteers in Protestant churches to accomplish 

organizational goals. In this section, I present the findings from semistructured interviews 

with three church leaders residing in the Southwestern United States. I also present the 

findings from publicly accessible and internal documents for the three Protestant 

churches. Through these findings, I identified strategies these church leaders use to retain 

volunteers in their churches to accomplish organizational goals. I uncovered the 

following strategies that some church leaders use to retain volunteers: (a) organizational 

culture of excellence, (b) training and mentoring, (c) clear and effective communication, 

(d) rewards and recognition, (e) sense of belonging, and (f) relational leadership 

practices. The impact of these findings may improve church leaders’ ability to 

accomplish organizational goals by providing essential services to the local community 

and assisting those in need.  

Presentation of the Findings 

The research question for this qualitative, multiple-case study was: What 

strategies do some church leaders use to retain volunteers to accomplish organizational 

goals? The primary source of the data was in-depth semistructured interviews with three 

Protestant church leaders who manage volunteers in their local churches. I collected other 

data that corroborated the interviews from internal organizational documents and publicly 
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available documents. I will discuss the themes from the interviews and documents related 

to volunteer retention. 

The job embeddedness theory comprises link, fit, and sacrifice. Unlike an 

employer who pays their employees with a salary, benefits, and perks, church leaders 

develop an organizational culture emphasizing link and fit formation. If developed well, 

volunteers will value the links formed and the fit created that losing the link and fit will 

resemble sacrifice. This principle was a common occurrence in all the themes. For 

example, volunteers may feel like they are sacrificing the opportunity to grow through 

training if they leave the organization. Additionally, volunteers may lose a sense of 

belonging if they leave the organization. Therefore, since volunteers seem to experience 

sacrifice of link and fit in all themes, the following themes address strategies to increase 

link and fit while understanding that if properly cultivated, the volunteer would sacrifice 

these two components if they left the organization. 

Theme 1: Organizational Culture of Excellence 

The first theme that emerged was a culture of excellence in an organization. All 

three participants stressed the importance of incorporating a culture of excellence. 

Participant 1 (P1) stated, “Well, one of the things that I always want to cultivate as a 

culture is – I guess we could call it – excellence and that when we labor, we do it unto the 

Lord.” Furthermore, P1 said, “It’s sort of like you create a culture and invite them to it 

and it’s a culture of excellence and what we do, we just intent to do it well.” Participant 2 

(P2) added, “We have stressed that when you go through your membership interview, 

there is a whole system in place because we hold membership in such a high regard.” 
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Participant 3 (P3) contributed the following two statements, “I would also like to briefly 

highlight, from my personal and professional experience, that people want to be part of 

something that has high standards of excellence” and “I’ve been pushing lately, just to 

get more comfortable with clearly defined expectations, high standards of excellence, and 

not being afraid to correct, rebuke, coach, or train a volunteer.” Failing to promote a 

culture of excellence can lead to a decrease in volunteer retention. P3 stated, 

I think a lot of churches make mistakes by lowering the bar, lowering the 

standards for volunteers, and they almost have a poverty mentality such as they 

are lucky to have anything showing up to volunteer. They’re not willing to hold 

people who serve to a higher standard of excellence across the board, which then 

ends up frustrating the other people who serve. It decreases the overall experience 

for everybody across the board. 

Church leaders should seek to create a culture of excellence to retain volunteers to 

accomplish organizational goals. 

The participants agreed that creating a culture of excellence starts with 

communicating the organization’s history, background, vision, mission, and purpose. 

They also referred to these elements as the why of the organization. The participants’ 

websites, handbooks for orientation, and internal procedures emphasize these vital 

organizational elements. It is not enough, however, for only the documents to list the 

why. Leadership must also live the why to demonstrate the principles to the volunteers. P1 

shared,  
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I’m trying to rehearse to those around me a great vision of why we’re here on 

Earth and I think that is one of the secrets of our environment. We call it epic 

living – where we never want the smallness of life.  

P3 stressed that all communication and messaging in the organization should be 

consistent and constant to reflect the why of the organization. P3 also stated a practical 

way to promote the why of the organization is to highlight the wins. P3 said, “Wins are 

stories about the impact of the volunteer’s service along with testimonies of people 

whose lives were impacted and changed.” By creating a culture of excellence, the 

participants were able to inspire their volunteers to produce quality work which positively 

impacted the retention of volunteers. 

Culture of Excellence and the Literature 

Theme 1, organizational culture of excellence, aligned with current literature. 

Culture is the habits, beliefs, values, and patterns that form a foundation for a localized 

people group (Randall et al., 2023). More specifically, organizational culture comprises 

expectations, business methods, ethics, and organizational goals (Buttery et al., 2023). 

Furthermore, a culture of excellence is the way of life for the employees of an 

organization regarding the level of quality attributed to deliverables as outlined in the 

organization’s vision, mission, and purpose (Provance et al., 2022). When church leaders 

define the organizational vision, mission, and purpose, they should strive to create a 

culture of excellence so that volunteers choose to self-identify with the organizational 

culture. Volunteers who self-identify with the organizational culture remain longer with 

the organization (Traeger et al., 2023). To create a culture of excellence, church 
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leadership should inundate meeting agendas, websites, orientation documents, policies, 

and procedures with the vision, mission, and purpose. The alignment of a volunteer’s 

culture and a church leader’s culture with the organization’s culture results in harmonious 

operations to achieve a culture of excellence displayed through the deliverables of the 

organization’s goals. 

Culture of Excellence and Organizational Embeddedness 

Theme 1, organizational culture of excellence, aligned with Mitchell et al.’s 

(2001) job embeddedness theory. According to Mitchell et al.’s embeddedness 

component, fit, volunteers are more likely to remain with an organization if their values, 

beliefs, and habits mesh with its culture. By creating a culture of excellence, church 

leaders can attract volunteers to the organization with the same standard of excellence. 

This attraction occurs because of perceived organizational identity. According to Lee et 

al. (2023), perceived organizational identity is the relationship between the volunteer’s 

internal beliefs and how they view the organization’s beliefs. When the perceived 

organizational image is congruent with the organizational culture, the volunteer is more 

likely to be engaged with the organization (Lee et al., 2023). Additionally, church leaders 

must also understand the cultural context surrounding the organization’s geographical 

area. The misalignment of cultural context and organizational culture may cause 

volunteers to lack fit embeddedness (Y. Choi et al., 2023). If the organization’s culture 

contradicts the local culture, church leaders may face challenges in accomplishing 

organizational goals due to low volunteer retention. Therefore, church leaders must 
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understand what a culture of excellence is in the cultural context in which they reside so 

that volunteers experience fit embeddedness. 

Theme 2: Training and Mentoring 

The second theme comprised training and mentoring. Although similar, 

separating training and mentoring into two subthemes allowed for uncovering specific 

and vital information. These two subthemes increase the knowledge and experience of 

volunteers. Church leaders should implement training and mentoring to enhance 

volunteers’ experience. 

Training  

The three participants spoke extensively about training and development. The 

participants used training, development, and discipleship interchangeably but usually 

referred to training and development for skills or knowledge and referred to discipleship 

for spiritual growth or mentorship. P3 stated that each volunteer team receives the 

training necessary to complete the service. P3 said,  

The different volunteer teams do get something like the equivalent of a training 

process, though not the same for each team. For some teams, like the kids’ 

ministry, there is written training material and very strict policy standards and 

expectations. We must protect minors. 

P2 mimicked this response by saying of children’s ministry volunteers, “After the 

person is interviewed, they go through a sexual abuse awareness training video series, 

and they go through a training in person.” P2 stated, “When we do a large training, we 

also try and get everyone together who serves in the same way or serves the same age 
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group.” Larger training sessions ensure consistency across all volunteers’ skills. P1 

connected the success of their organization to their training goals, “So, we don’t struggle 

with the training side because we’re a training organization if you will. That’s like our 

specialty on Earth is we are really good at training and so how we train them.” When 

referring to volunteers unequipped to complete their responsibilities, P1 stated, “We 

would train anyone to the degree that they need, or we wouldn’t put them in the position 

if we didn’t feel that they were ready.” According to the participants, organizations that 

equip their volunteers have better outcomes concerning organizational goals.  

Training and the Literature 

The subtheme of training and development aligned with current literature. 

Volunteers gain knowledge through training and development. Training and development 

provide a supportive work environment (Employee Retention and the Effects of 

Supportive Work Environment, 2022). Organizations that offer training and development 

attract and retain employees more than organizations that do not implement training 

programs (Bharadwaj, 2023). Training and development increase volunteer retention 

because volunteers are better equipped to perform the role’s responsibilities (Yan et al., 

2023). Church leaders should assess the organization’s needs and implement training 

programs to equip volunteers with relevant skills. 

Training and Organizational Embeddedness 

The subtheme training and development aligned with Mitchell et al.’s (2001) job 

embeddedness theory. Training and development increase and enhance a volunteer’s 

knowledge, resulting in successfully completing a task. Volunteers who share knowledge 
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are more likely to use the newly gained knowledge to enhance their current role (Ampofo 

et al., 2023). Volunteers who understand how to successfully perform a task and take 

pride in their accomplishments increase their motivation resulting in increased fit within 

the organization (Yu et al., 2020). By enhancing their current role, volunteers understand 

their duties, responsibilities, and how to complete their tasks resulting in congruency with 

the organization.  

Mentoring 

The second subtheme of Theme 2 was mentoring. All participants spoke highly of 

discipleship, which they referred to interchangeably with mentoring and shadowing. The 

purpose of discipleship is to guide the volunteer through the process of the role. P3 said, 

“I think you could call it on-the-job training. An experienced volunteer would show the 

newer volunteer how to perform the task or the ropes, such as training on a sound board.” 

P1 stated, “If you have a strong volunteer that has a desire to grow and to be discipled 

and to have more opportunity, yet you don’t raise the ceiling, they get a crick in their 

neck, and they’ll oftentimes leave.” Church leaders should seek to create opportunities to 

foster growth for the volunteers. Connecting discipleship to retention, P1 said, 

So that includes discipleship and being open to answering questions. That 

includes taking time just to speak into their life and proactively do it. Like, just 

look at them and come up to them and speak into their life. Just things that you’re 

noticing. So, those are critical things that have secured a longer-term commitment 

if you could say it that way. 
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P2 commented that there is a 2-week shadowing process and “Part of the training is the 2-

week shadowing where they do not have any responsibilities.” Although training 

enhances the volunteer’s knowledge, discipleship allows the volunteers to see the role in 

action.  

Mentoring and the Literature 

Although training is beneficial, church leaders should also implement mentoring 

or discipleship programs. When volunteers participate in mentoring, the mentor can 

explain the “why” behind the process (Cox & Overbey, 2022). Moreover, mentors show 

volunteers the connection between the task and the organization’s mission (Moore & 

Hanson, 2022). Additionally, the mentor can inform the volunteer of best practices that 

may not be available in a training session (Shields et al., 2023). Through the support and 

experience of mentoring, volunteers can become better equipped to handle a church’s 

day-to-day operations. Mentoring is a valuable tool that church leaders can use to retain 

volunteers. 

Mentoring and Organizational Embeddedness 

Mentoring increases the job embeddedness component, link. This form of 

training, also known as on-the-job training or coaching, fosters relationships between the 

volunteer and the mentor (Lyons & Bandura, 2021). An outcome of mentoring is to 

transfer knowledge from the mentor to the mentee, but a secondary outcome is to foster a 

relationship between the mentor and mentee (Shields et al., 2023). Church leaders should 

identify seasoned volunteers or staff who can form links or developmental relationships 

with volunteers who intend to remain with the organization (Kiazad et al., 2020). 
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Creating quality, beneficial, and supportive relations between volunteers and mentors can 

increase link-embeddedness.  

Theme 3: Clear and Effective Communication  

The third theme that emerged was clear and effective communication. The 

frequency that the participants spoke about communication indicated this theme may be 

the frame for all the other themes. The other themes cannot be fleshed out if church 

leaders use unclear communication. P1 said, “Good communication with a team or with 

volunteers takes time and organization.” P1 recalled, “I have had many times in my life 

where I’ve had to seek forgiveness from volunteers, from even some of my staff, for not 

communicating as well as I should.” One strategy to communicate clearly and effectively 

is through a standardized communication system. P2 and P3 have systems such as a 

church-specific application or an intranet website that volunteers use to see scheduling, 

materials, and ministry updates. All three participants stated that volunteers have access 

to this internal system so that they are clear on the expectations of the roles. Regarding 

the systems, the participants mentioned that their communication is designed to be 

uplifting, encouraging, and supportive. When the participants mentioned supportive 

communication, that included being firm with volunteers if a position was not a good fit. 

For example, P3 stated, 

I’ve been pushing lately just to get more comfortable with clearly defined 

expectations, high standards of excellence, and not being afraid to correct, rebuke, 

coach, or train a volunteer. Sometimes you must fire a volunteer from a role and 

tell them this isn’t the team for you. We’ve got another area where you could 
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potentially serve. That is painful in the short run, but they yield a lot of fruit in the 

long run. 

P2 reiterated that even though hard conversations may need to happen, leaders should 

always communicate in a way that the volunteers feel valued. Clear and effective 

communication enables volunteers to understand the expectations of their roles. 

Clear and effective communication is not only about how leadership 

communicates with volunteers but also what leadership communicates to volunteers. A 

common communication strategy is onboarding. Although a culture of excellence or 

training can include onboarding, the participants discussed the topics they communicated 

in the onboarding sessions. For example, P3 said,  

We start out with an assimilation class ... but it is like an introduction to the 

church, and it highly emphasizes volunteering. We talk through the why and the 

mission statement. Our mission is “So that people far from God can experience 

new life in Jesus.” In the meeting, we would discuss the purpose of volunteering 

and cast the vision for the one-day principle. You might be doing something on a 

particular Sunday that seems like an insignificant task, but for somebody, 

someone’s grandma, grandchild, or husband … this could be the one day that they 

meet Jesus, and their life has changed forever, and people get super fire up about 

that. 

P2 stated,  

We have a rigorous onboarding system. We go through a lot of steps, but 

eventually, they get to a point where they are doing an interview. Every single 
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volunteer had done an interview either with myself or one of my associate 

directors. We learn about them, but we also tell them about our ministry, and they 

get a handout of our policies and procedures. 

P1 mentioned that the organization had an onboarding session, but many of the 

volunteers attend the school of ministry attached to the organization, which already 

teaches the material that was in the onboarding session. Also, P1 said they are not 

looking to increase church attendance at the current moment because they are out of 

physical space. Additionally, in the onboarding sessions, all participants shared that the 

volunteers learned the organization’s vision, mission, and purpose. Onboarding sessions 

enable church leaders to communicate the expectations of membership, role expectations, 

and the why of the church.  

Clear and Effective Communication and the Literature 

Theme 3, clear and effective communication, aligned with current literature. 

Volunteers communicate in a variety of ways and through a plethora of media. 

Volunteers need to understand how to successfully execute and complete their 

responsibilities, how their current and future skills can impact the organization, how their 

contributions accomplish goals, and how the organization supports them in fulfilling their 

role (Tetui et al., 2023). Church leaders can implement various communication strategies 

to keep volunteers informed. One strategy is that church leaders can communicate 

expectations clearly to volunteers by holding tiered huddles before events. Using tiered 

huddles enables volunteers to openly share ideas and concerns about the area in which 

they volunteer (Rangachari & Woods, 2020). Another strategy is to use different 
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mediums to convey information. Leaders can use internal newsletters or social media 

platforms to inform volunteers of wins related to organizational goals, relevant 

information related to specific ministries, and recognition of outstanding volunteer 

accomplishments (Bauer & Lim, 2019). By using clear and effective communication, 

church leaders can empower volunteers to understand the organization’s expectations 

concerning achieving the organization’s goals. 

Clear and Effective Communication and Organizational Embeddedness 

Theme 3, clear and effective communication, can increase the job embeddedness 

component, link. Church leaders should implement clear and effective methods of 

communication to create a link between church leaders and volunteers. By creating this 

communication structure, church leaders create multidirectional communication 

consisting of horizontal and two-way vertical communication (Windon et al., 2023). 

Using the multidirectional communication structure enhances job satisfaction and 

empowers the volunteers during times of uncertainty (Windon et al., 2023). Volunteers 

stay with the organization longer with a positive work environment and are satisfied with 

their roles due to supportive leadership communication (Usadolo & Usadolo, 2019). 

Implementing multidirectional communication structures between leaders and volunteers 

increases volunteer retention within an organization. Church leaders should review what 

type of communication style their leaders use and foster an open communication strategy. 

Theme 4: Reward and Recognition 

The fourth theme that emerged was rewards and recognition. All three 

participants spoke about rewards and recognition; however, only two out of the three 
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participants referenced tangible rewards. P3 stated that during their volunteer 

appreciation day, “we gave all our volunteers a gift” and that leadership “reward them 

with a gift card or something like that.” P2 discussed the two parties they host each year 

for ministry volunteers. P2 said, “We host two a year. Once in the summer and once at 

Christmas. We host Christmas parties for ministries, so the kids’ ministry has their own 

party, but that’s a broad one, and it’s available for all volunteers.” P2 also referenced the 

breakfast they provide the volunteers each Sunday morning. P2 stated, “We want them to 

know that your kids have a bagel or a breakfast burrito waiting for you when you get 

there.” P2 alluded to the breakfast not as an enticement but as a reward and a thank you 

for volunteering. P1 took a different approach to rewards and only discussed intangible 

rewards. P1 stated, “Yeah, that would probably be encouragement, gratefulness, and 

accommodation. You know, the same things I just mentioned would be our version of a 

reward.” All three participants, however, spoke more about recognition than rewards.  

Recognition was a common theme among all participants. About forms of 

recognition, P1 stated, “I would say one of the other ones is just part of our culture. We 

have a constant encouragement system” and used “encouragement, gratefulness, and 

accommodation” To describe the system. P1 gave the following as an example: 

For instance, we have in our midst a work crew that’s been here. They’re all 

volunteers that have been here since September, October of last year. It’s like 7-8 

months and we will consistently have or make opportunities for encouragement 

and encouragement from the top level. You know, whether it’s me, [Leader 1’s 
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name], [Leader 2’s name], [Leader 3’s name], where we’re speaking into their 

life. 

P2 stressed the importance of the personal value of the volunteers. P2 said, “We want to 

make sure people feel valued, so we want to celebrate things with them and not just put 

tasks on them.” Although the semi-annual parties were considered rewards, P2 also stated 

that leadership celebrated the volunteers during the parties. P3 echoed this statement and 

said, “We recognize our volunteers both as a group and individually.” Furthermore, P3 

said their church “holds team rallies. During our team, we celebrate together. We 

recognize our volunteers and try to thank them.” P3 also has a volunteer appreciation 

service and said, “we had our Team Appreciation Day. At the beginning of my sermon, I 

highlighted the volunteers and thanked them.” P3 also said, “When we have our weekly 

team rally, we will recognize a team member of the week at all our campuses.” Finally, 

like P2, P3 stated, “Each year, we will have one or two team nights where the whole 

church comes together, and we will usually recognize a team member of the year and 

give them a big prize.” P3 did caution, however:  

I think people all respond well to those things, but they are not the main 

motivators. The rewards are appreciated, and we constantly tell them how much 

we appreciate them; but I think the main motivator is the celebration of the team 

wins that we share. 

All three participants supported rewarding volunteers but highly promoted volunteer 

recognition.  
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Rewards and Recognition and Literature 

Theme 4, rewards and recognition, aligned with the current literature. When 

discussing faith-based organizations’ rewards and recognition, volunteers may have a 

higher tolerance for intangible rewards than volunteering for a secular nonprofit. 

Transcendental rewards are one of the main reward categories in a faith-based 

organization (Faletehan & van Burg, 2023). These rewards may comprise the promise of 

everlasting life, an increase in the favor of God, or a heavenly reward such as a crown. 

Volunteers may experience burnout or lack of motivation by not receiving a tangible 

reward. Volunteers have been abused in some cases, such as performing work a paid 

professional should have been compensated for (Faletehan & van Burg, 2023). With the 

assumption that church leaders value their volunteers, alternative, tangible rewards, or 

recognition may mitigate the feelings of abuse. For example, volunteers in the 25–64 age 

group may find a certification or letter of recommendation appealing to advance their 

career in response to learned skills (Hopkins & Dowell, 2021). Church leaders should 

explore what rewards or recognition everyone prefers. 

Moreover, recognition is a valuable response to excellent volunteer work. For 

example, recognition can be spontaneous or recognize set accomplishments. Church 

leaders may use spontaneous recognition before a team huddle or in a sermon on a 

Sunday (Walk et al., 2021). A church leader may use set accomplishments to recognize 

years of service (Walk et al., 2021). Volunteers may like to be recognized in various 

ways but dislike other ways. For example, one person may like to be recognized in front 

of a group, whereas another may like to be recognized privately. Church leaders should 
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develop relationships with volunteers to understand what type of reward and recognition 

each volunteer prefers.  

Rewards and Recognition and Organizational Embeddedness 

Theme 4, rewards and recognition, can increase the job embeddedness 

components’ link. If a volunteer were to leave a church, they would miss out on the 

transcendental rewards the organization offers and the relationships the volunteer forms 

with members of the organization. Faletehan and van Burg (2023) found that volunteers 

of faith-based organizations did not seem interested in financial rewards but emphasized 

transcendental rewards and personal recognition. Church leaders should focus on 

implementing these types of rewards and recognition. For example, church leaders who 

publicly provide volunteer recognition create a positive memory for the volunteer (Walk 

et al., 2021). By creating this memory, the church leader creates a link for the volunteers 

between the organization, leadership, and achieving the mission. The volunteers may then 

feel that if they left the organization, they would miss out on creating more similar 

memories. Volunteers do not usually start volunteering for monetary gain; therefore, 

church leaders should implement reward and recognition systems that promote 

transcendental rewards and recognition to create a link with the organization. 

Theme 5: Sense of Belonging 

The fifth theme that emerged was a sense of belonging. P1 started this 

conversation by stating, “We have a camaraderie and a closeness that is unusual in that 

sense.” P2 added,  
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Our volunteers are in smaller segments inside classrooms or as part of the 

midweek prep team. In these groups, they build relationships because our 

volunteers serve so often that they form a bond with the other volunteers in the 

classroom, which they would miss out on. 

P2 also added, “When we do a large training, we also try and get everyone together who 

serves in the same way or serves the same age group. They get to know each other that 

way.” Additionally, P3 stated, “Within the church, there is a sense of camaraderie and 

duty because volunteering is relational.” All three participants emphasized that volunteers 

remain with the organization because they form relationships with each other and church 

leadership. For example, P3 stated, 

We focus on the relational aspect of the team. The two easiest ways to engage in 

church are either by joining a small group or serving in a team. Depending on the 

team, the relationships can be just as deep as a Bible study or small group because 

people spend hours and hours per week together. They are not just performing a 

task, but they are sharing stories, praying for each other, hanging out outside of 

church, and forming relationships. Relationships are a sticky factor in keeping 

people volunteering. 

P3 also stated, “Each year, we will have one or two team nights where the whole 

church comes together... That night, we will have fun, food, dessert, and play games 

together.” Moreover, P2 added that membership increased volunteer retention as well. P2 

stated that over 90% of all volunteers became church members. P1 echoed this statement 

by saying almost all the volunteers participated in their organization’s membership class. 
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As mentioned in theme three, clear and effective communication, onboarding was 

a strategy the participants used to increase volunteer retention. The onboarding process 

also created a sense of belonging by introducing volunteers into the organization’s 

community. P1 called the onboarding process,  

Family Show, which is and it has an orientation to it, sort of acquaints people with 

the way we function in our church, what we believe, and why we do the things we 

do. And that was a process that was, I don’t remember how many weeks, 8 weeks 

maybe, and it was sort of an introduction into our environment. 

P2 stated the onboarding process included an interview, introduction to the organization, 

review of policies and procedures, and deciding possible ministry areas for the volunteer 

to assist. P3’s assimilation or onboarding session leaders highly emphasize volunteering 

during the session. Additionally, P3’s onboarding material emphasizes organizational 

ownership. P3’s onboarding document contains information about communication such 

as the Don’t Say and Instead Say comparison chart. For example, instead of saying The 

Church volunteers are instructed to say Our Church. By saying, Our Church, volunteers 

frame the church through collective ownership. Enforcing all volunteers go through the 

onboarding session helped filter out those attendees who did not align with the 

organizational vision, mission, and purpose. Volunteers who remained aligned with the 

organization’s culture mostly aligned with the beliefs and values of the other volunteers.  

Sense of Belonging and Literature 

Theme 5, sense of belonging, aligned with the current literature. Sense of 

belonging corroborates other themes such as organizational culture of excellence, training 
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and mentoring, and clear and effective communication. For example, males tend to 

experience a sense of belonging when older males mentor them because they can freely 

and openly discuss their thoughts and feelings with the mentor, which is usually looked 

down upon in American culture (M. Henderson et al., 2022). Older volunteers tend to 

volunteer because they form social connections with other volunteers and leaders (Dury 

et al., 2020). Therefore, volunteers can also use volunteering to overcome isolation 

(Ambrosini & Artero, 2023). Volunteers experience a sense of belonging in group 

settings (A. C. Henderson & Sowa, 2023). To develop a sense of belonging, volunteers 

should use ownership phrases like our and my (Ainsworth, 2020). Church leaders can use 

onboarding sessions and small groups to foster the development of relationships and 

ownership which results in a sense of belonging. Creating a sense of belonging enables 

volunteers to create social connections and enter a culture where they identify. 

Sense of Belonging and Organizational Embeddedness 

Theme 5, sense of belonging, can increase the job embeddedness components, fit. 

Volunteers experience a sense of belonging through everyday activities and benefit from 

a healthy environment. Volunteers may experience discrimination or detachment in their 

current cultural context. However, they may feel a sense of belonging in an organization 

like a church because the organizational vision, mission, values, beliefs, and relationships 

transcend the cultural context (Lehner et al., 2022). For example, a volunteer may live in 

a poverty-stricken area, but when volunteers use their skills to help others, they practice a 

universal concept of the church; therefore, the volunteer feels a sense of belonging in the 

organization despite a lack of belonging in the community. A result of volunteering is 
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volunteers may move from an unhealthy environment to a positive environment. 

According to Bowe et al. (2020), people who volunteer experience a stronger community 

identity and increased personal well-being. Church leaders should seize every 

opportunity to provide a healthy volunteer experience.  

Theme 6: Relational Leadership Practices 

The last theme that emerged was relational leadership practices. Church leaders 

manage and lead volunteers who forfeit their time and potential income-earning potential 

to advance an organization. P2 spoke to this concept by emphasizing the importance of 

the person volunteering rather than solely the volunteer label. P2 stated, “Our biggest 

strategy has been that we never want to consider any of our volunteers as a placeholder. 

Nobody is ever seen as merely filling a spot where we have a need, but rather everybody 

is a distinct individual.” All three participants agreed that church leaders should support 

and lead their volunteers through relationship and relational leadership practices. The 

primary relational leadership practice is the constant understanding that volunteers live 

outside the organization. By remembering this fact, leaders can ease the barriers to 

volunteering. For example, P2 stated,  

We want to condense down the curriculum for them as well. When we get our 

curriculum, it’s probably about 20 pages, and we condense it down to about three 

pages. Condensing allows us to hand over the curriculum and ask them to pray 

over that section during the week. We want them to be prepared for Sunday, so 

we condensed the curriculum and prepared the craft during the week. 
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Moreover, P3 stated, “Some volunteers we need to support by helping provide equipment 

for the job.” P1, referring to long-term, project-based volunteers, stated, 

So, we feed our volunteers, we house our volunteers and then they serve. We 

disciple our volunteers. We want to pour into our volunteers even though we can’t 

pour into them financially, we want to pour in with whatever we do have, silver 

and gold have we none but such as I have give I thee. 

P2 also stressed the importance of the volunteers’ mental health, enabling the 

volunteers to feel welcome to take time off from volunteering without strings attached. 

Church leaders must remember that volunteers surrender a portion of their lives; 

therefore, each volunteer should be seen as an individual with personal value. 

Other relational practices involved leadership skills such as delegation, autonomy, 

and accountability. These three skills go together when creating a supportive and 

empowering environment. P1 stated that they “divide up tasks into what we call 

jurisdictions.” The church leaders at P1’s organization created a tiered system of 

leadership. The higher-level volunteers focus on strategic vision planning and logistics. 

The lower-level volunteers are more directly involved in the operations. Each volunteer is 

given a jurisdiction in which they can make choices. P1 stated, “Our system is such that 

they’re going to come under someone who is going to convey that.” Although the church 

leaders delegate tasks to volunteers and the volunteers are free to make their own choices, 

the participants all stated that accountability still occurs. P2 mentioned supporting kid’s 

ministry volunteers on Sunday mornings, “Just come in, teach your heart out, love your 
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kids, and we will do the rest. This way, they don’t have to worry about any of the details 

when they get here.” P3 mentioned an example of accountability by stating,  

It’s a straightforward process without a lot of training required. For other teams, 

like the worship team, there is an audition process. For the security team, they 

must go through a rigorous application process. There are teams you may apply 

for and get rejected.  

Regarding accountability and autonomy, a volunteer who selected people to lead 

devotionals, P1, stated, “We have to check off on the men. In other words, it’s not just 

anyone, and yet we just sort of are giving them that position.” Leadership delegated the 

responsibility of choosing a devotional leader to a volunteer, supported the volunteer in 

the decision-making process, but set guidelines and boundaries to ensure the volunteer 

followed the organizational vision, mission, and purpose. Church leaders can create a 

healthy balance of autonomy and accountability through empowerment to make decisions 

and organizational boundaries.  

Relational Leadership Practices and the Literature 

Theme 6, relational leadership practices, aligned with the current literature. The 

codes in this qualitative analysis about leadership tasks seemed to represent relational 

tasks. For example, delegating empowers a volunteer to perform a task. Autonomy 

empowers a volunteer to make their own choices regarding task completion. 

Accountability empowers a volunteer to complete tasks with guidelines and support. All 

three codes have an underlying theme of how the leader relates to the volunteers when 

guiding them to complete tasks. In the literature I reviewed to explain this theme, I found 
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this theme is like the relational leadership theory. Uhl-Bien (2006) created the relational 

leadership theory to express leadership behaviors in response to the relationship between 

organizational members. Therefore, relational leadership practices focus on the mutual 

relationship between the church leader and the volunteer. Both the leader and the 

volunteer work in tandem to achieve organizational goals.  

Faith-based volunteers also need to be ministered by the church they are serving. 

Church leaders can implement relational leadership practices by caring for volunteers’ 

mental health to show value and support to the employee. A church leader can show 

support by providing access to paid staff and ensuring a safe and healthy workplace 

(Tetui et al., 2023). Another way to support volunteers is to allow time off from ministry 

or a flexible schedule (Chen et al., 2023). Furthermore, autonomy increases workplace 

happiness and personal value (Galván Vela et al., 2021). When leadership delegates tasks 

to volunteers, they should enable the volunteers to have autonomy coupled with 

accountability. One strategy to offer accountability is to provide role clarity through job 

or role descriptions (Abrokwah et al., 2023). Church leaders should clearly define 

accountability in the ministry setting, outline the boundaries of the expectations, and 

develop a clear feedback cycle. Church leaders, whenever possible, should support 

volunteers by delegating tasks, trusting volunteer autonomy, and providing clear 

accountability.  

Relational Leadership Practices and Organizational Embeddedness 

Theme 6, relation leadership practices, can increase the job embeddedness 

components, link. Church leaders use relational leadership practices to empower the 
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volunteers while performing organizational tasks. Relation leadership tasks create links 

by forming a relationship between the church leader and the volunteer so that the 

volunteer feels valued as a distinct individual within the organization (Roberson & Perry, 

2022). Volunteers with high link embeddedness remain with the organization because 

they connect with the church leaders. The volunteers form their social identity based on 

the relationship that is created at the organization (Bharadwaj & Yameen, 2020). To 

continue to form the volunteers’ social identity, church leaders should create genuine 

relationships (Roberson & Perry, 2022). The relational leadership practices outlined in 

this study can create genuine relationships. When church leaders delegate tasks to 

volunteers, embrace volunteer autonomy, and implement accountability, volunteers view 

this responsibility as increased organizational trust (Masoud & Basahal, 2023). Providing 

support to volunteers by implementing relational leadership practices increases links to 

leaders within the organization.  

Applications to Professional Practice 

Generally, Protestant churches differ from for-profit organizations in vision, 

mission, and purpose. Leadership teams of for-profit organizations aim to achieve 

competitive advantage through innovation resulting in maximum profits whereas possibly 

desiring to be sustainable (Kharub et al., 2022). On the other hand, leadership teams in 

churches seek to positively impact the community around them by presenting holistic 

transformation through the preaching and teaching of the Christian Gospel, conducting 

worship services to create a weekly God encounter, and providing services to the local 

community to help meet their needs (Magezi & Nanthambwe, 2022). Since church 
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leaders’ primary goal is not to maximize profits, they must utilize volunteers to perform 

the organization’s work. As a result, church leaders utilize volunteers to accomplish 

organizational goals; on the other hand, church leaders cannot accomplish organizational 

goals if volunteers leave. Therefore, church leaders must implement volunteer retention 

strategies to accomplish organizational goals. The findings from this study outline 

strategies that church leaders can use to retain volunteers to accomplish organizational 

goals. 

In my interviews with church leaders from Protestant churches and organizational 

documents, I uncovered six themes that church leaders could use to retain volunteers to 

accomplish organizational goals. I used Mitchell et al.’s (2001) job embeddedness 

conceptual framework as a blueprint and lens to view the research problem and study. All 

six themes I uncovered align with the job embeddedness framework through the 

framework’s fit, link, and sacrifice components. The volunteers from each church went 

through the organization’s onboarding process, which involved an introduction to the 

church’s vision, mission, and purpose. The participants also mentioned that a large 

majority of volunteers were church members, which means that the volunteers held 

similar, if not exact, views, beliefs, and values as the organization. All participants met 

this study’s requirements of having managed volunteers in their current setting for at least 

3 years and being at least 21. Other church leaders can implement the strategies outlined 

in this study to successfully retain volunteers to accomplish organizational goals.  

During the analysis of the interviews and organizational documents, six themes 

emerged. The themes were as follows: (a) organizational culture of excellence, (b) 
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training and mentoring, (c) clear and effective communication, (d) rewards and 

recognition, (e) sense of belonging, and (f) relational leadership practices. I conducted 

this study to uncover strategies some church leaders from the Southwestern United States 

use to retain volunteers. The strategies I uncovered in this study are significant because 

the strategies might help Protestant church leaders retain volunteers. Protestant churches 

range from small (1-50 people) to mega (1000+ people and possible multicampus 

organizations); however, the strategies in this study are generalized, and church leaders 

may be successful regardless of size. Moreover, because these strategies are not religious, 

leaders from non-religious nonprofit organizations may also be able to implement these 

strategies.  

The church leaders in this study recognized volunteers’ impact on churches and 

the need to retain those volunteers. The three participants openly shared their experiences 

regarding volunteer retention. The three participants’ strategies assisted their leadership 

teams in growing the churches from church plants to large or mega-churches. Over time, 

the nuances of the strategies may have changed with the culture and context, yet the core 

of the strategies remained the same. Church leaders can implement these strategies to 

develop new policies, systems, and procedures to retain volunteers to accomplish 

organizational goals.  

I used Mitchell et al.’s (2001) job embeddedness framework to guide the research 

question and interview questions. This framework aims to identify the link, fit, and 

sacrifice related to an employee and an organization. Mitchell et al. (2001) stated that the 

greater the link, fit, and sacrifice for an employee, the greater the chance for that 
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employee to remain with the organization. The findings of my study may be valuable to 

church leaders because I applied this framework to volunteers rather than employees. 

This study’s findings focused mainly on link and fit because church leaders can directly 

impact link and fit. Sacrifice seems more personalized to the individual, and the literature 

usually equates sacrifice to a form of financial compensation such as salary or benefits. 

Sacrifice was an underlying component to link and fit because the volunteers would 

sacrifice the newly formed fit and link if they did not retain with the church. Church 

leaders can use the study’s findings to increase the level of embeddedness by 

implementing strategies to increase link and fit.  

Implications for Social Change 

The purpose of this qualitative, multiple-case study was to explore strategies that 

some church leaders used to retain volunteers to accomplish organizational goals. This 

study may contribute to positive social change by assisting church leaders in retaining 

their volunteer workforce, which is needed to accomplish the organizational goal and 

holistic transformation of members within the church and those in the local community. 

By implementing the strategies found in this study, church leaders could embed 

volunteers into the organization and may have the human capital to effect positive social 

change. Protestant churches are generally committed to the Great Commission and 

instructions in the Olivet Discourse. The Great Commission refers to making Christlike 

disciples in the nations (Holy Bible: New American Standard Bible, 1995, Matt. 28:16-

20). The Olivet Discourse refers to churches feeding the poor, giving drink to the thirsty, 
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clothing the naked, visiting those in prison, and healing the sick (Matt. 25:31-46). Church 

leaders can empower volunteers to accomplish these organizational goals. 

When Protestant churches fulfill the Great Commission and invest in local 

communities through the instructions in the Olivet Discourse, positive social change can 

occur. People with religious beliefs are typically more prone to help reduce poverty and 

provide health and social services (Schweiger, 2019). Embedded volunteers gain an 

identity that mirrors the organization’s vision, mission, and purpose (Zollo et al., 2019). 

When church leaders retain volunteers, they can accomplish organizational goals with 

human capital that supports the organization’s vision, mission, and purpose. Though the 

services may look different for each church, church leaders and volunteers typically want 

to follow the commands in the Protestant Bible to love one another. Therefore, by 

implementing the strategies in this study, embedded volunteers will deliver services 

congruent to their church’s vision, mission, and purpose. For example, volunteers will 

deliver services through a lens of excellence. Embedded volunteers will adapt and learn 

new skills to assist hurt and broken people because they receive mentoring delivering the 

services. The volunteers will be able to act quickly and compassionately due to clear and 

effective communication. Furthermore, because the volunteers experienced a sense of 

belonging, they could welcome people from all backgrounds and demographics into their 

church. Finally, because church leaders lead the volunteers relationally, the volunteers 

can transfer those relational leadership practices when directing new volunteers. Church 

leaders can use these strategies to positively impact their local communities and 

transform the lives of those in need. 
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Recommendations for Action 

The recommendations for action in this study might interest Protestant church 

leaders who want to retain employees to accomplish organizational goals. Different 

religions may also benefit from these strategies, but these strategies were geared toward 

the organizational structure of Protestant churches. In a culture where pastoral blogs, 

podcasts, and social media postings are flooded with cries for help retaining volunteers in 

a church setting, the findings from this study gathered strategies outlined by church 

leaders from growing, thriving, and volunteer-retaining churches. If Protestant church 

leaders implement the strategies found in these findings, they may be able to accomplish 

their organizational goals. 

The strategies in this study’s findings were framed around the job embeddedness 

conceptual framework (Mitchell et al., 2001). Therefore, I recommend church leaders 

increase the fit, link, and sacrifice of volunteers in their churches so that the volunteers 

will be embedded within the organization. The uncovered strategies primarily focus on 

how to increase fit and link. I, therefore, recommend the following: 

Create a Welcoming Environment Where Everyone Can Participate in the Church’s 

Vision, Mission, and Purpose  

People want to belong somewhere, preferably with positive, ethical standards of 

excellence. Volunteers may respond well to team camaraderie. Church leaders should 

value each volunteer who wants to offer their time and efforts to help the organization 

accomplish goals. Although logistics, skills, and legal restrictions may prevent a 

volunteer from serving in a particular role, church leaders should invest time and effort to 
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determine which role is best for that volunteer. When church leaders do their due 

diligence, volunteers will likely see they are valued. In every way possible, church 

leaders should accommodate personal needs such as ADA-compliant ramps for 

wheelchairs and walkers, food allergies during volunteer team meetings (not necessarily 

food preferences), and personal schedules. These thoughts can signal to the volunteers 

that they are valued and important to the church leaders. 

Create a Church Brand and Frequently Communicate the Vision, Mission, and 

Purpose of the Brand 

By creating a church brand, church leaders can contribute to clear and effective 

communication whereas marketing a church that strives for organizational excellence. 

Church leaders should align all messaging and documentation to reflect the brand. Before 

potential volunteers commit to the church, they experience its online presence and 

recipient testimonies. When the interested volunteers dig deeper, they experience the 

mission, vision, purpose, beliefs, and values lived out through the church leadership team 

and marketed through worship service information, assimilation classes, and small group 

introductions. When committed volunteers help accomplish organizational goals, the 

culture’s messaging should complement rewards and recognitions.  

Implement Relational Mentoring Programs for Each Ministry 

Church leaders should implement relational mentoring programs for each ministry 

within the church. By creating a relational mentoring program, church leaders foster 

opportunities for volunteers to create links to other volunteers and leaders. Through 

established links, mentors can impact the volunteers’ lives professionally and personally. 
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For example, mentors can share best practices with volunteers because they have 

experienced field troubleshooting. Additionally, mentors can share life experiences with 

personal issues or goals that the volunteers experience in their personal lives. 

Moreover, mentors, who are typically seasoned volunteers, can also learn new 

perspectives from newer volunteers. Finally, mentoring programs can be a catalyst for 

succession planning. Whereas complete volunteer retention is ideal, organizations will 

experience turnover of volunteers due to sickness, age, death, relocation, or other factors. 

Mentors can help mitigate some of these concerns by having multiple volunteers able and 

ready to step into roles if other volunteers leave.  

Highlight and Celebrate the Wins of Accomplishing Organizational Goals 

Stories of wins tend to inspire people to achieve more, especially stories of people 

who moved from unimaginable conditions to a thriving life. Church leaders should utilize 

volunteers and paid staff to create emotionally moving and motivating media in response 

to accomplishing organizational goals. Additionally, the media should reference church 

branding of the organizational vision, mission, and purpose. This can emotionally link the 

vision, mission, and purpose. Therefore, volunteers will recall the emotional link when 

leaders discuss the organizational vision, mission, and purpose. 

Dissemination of Retention Strategies 

Church leaders may use the findings of this study to improve volunteer retention 

so that they can accomplish organizational goals. First, through Walden University, I will 

publish this study through Walden’s online database or other available databases. I will 

then distribute the findings of this study to the participants in this study. Furthermore, I 
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will seek to adapt this study to a peer-reviewed article format and publish it in a related 

journal. Furthermore, I will work with my denomination, in which I am a pastor, to 

implement these strategies in struggling churches. I will do this through workshops, 

training sessions, webinars, and possibly conferences. I will also network through social 

media to connect with other pastors who are interested in retaining volunteers. Finally, I 

will create a one-page quick reference guide for those who have limited time to read a 

full peer-reviewed article.  

Recommendations for Further Research 

This study’s findings outlined strategies that church leaders can use to retain 

volunteers and accomplish organizational goals in their local church setting. Reviewing 

the literature for this study area, I noticed that much of the job embeddedness literature 

referred to paid employees. Moreover, the literature I reviewed did not link the job 

embeddedness framework to Protestant churches. When I wrote this study, to my 

knowledge, there were no studies that linked the job embeddedness framework to 

volunteers in Protestant churches. As I reviewed other literary mediums not included in 

this study, pastors and church leaders seem to use blogs, podcasts, social media, and 

denominational documents to discuss strategies and trends within a church setting. This 

study was a qualitative, multiple-case study that produced in-depth and rich data; 

however, to generalize the findings, a researcher should conduct a similar study but from 

a quantitative methodology. By doing so, the results may be able to be generalized.  

Another limitation of this study was the geographical and church size limitations. 

As mentioned in the limitations section of this study, geographical bias may occur in 
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studies narrowed to a specific geographical location (Skopec et al., 2020). I conducted 

this study with participants residing in the Southwestern United States. Church leaders in 

this region may be exposed to different cultures and demographics than church leaders in 

other areas, such as the Northeast region of the United States. The Protestant church is a 

global set of various denominations; therefore, researchers should conduct further 

research in other areas in the United States and worldwide. Moreover, I allowed any 

Protestant denomination to participate in this study. Further research should limit 

interviews with church leaders from a single denomination so that researchers can 

compare similar studies, which would add to the validity of the findings.  

Another limitation was this study was the lack of perspective from the volunteers. 

Although church growth and volunteers’ longevity can validate church leaders’ 

perspectives, volunteers may not echo everything that church leaders responded to. For 

example, church leaders mentioned that volunteers mostly value transcendental rewards; 

however, volunteers may not expect financial recognition because they think the church 

cannot afford to compensate. The volunteers may prefer monetary forms of recognition, 

such as a gift card. Through this study, I only interviewed the church leaders. Further 

research should address the volunteers’ perspectives which may or may not corroborate 

the church leaders’ perspectives.  

The last limitation was the lack of defined terminology. In the literature I 

reviewed, I did not find a definition of a successful volunteer retention rate relating to 

volunteers within a Protestant church. Additionally, church leaders utilize some volunteer 

positions daily or weekly whereas only utilizing others quarterly or yearly. Some 
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positions may be held in high esteem, such as the main singer of the worship team, 

whereas others seem like a position many would not desire, such as cleaning toilets. 

Therefore, researchers should standardize terminology so that future research is 

congruent and measurable.  

Reflections 

The Doctor of Business Administration – Leadership program at Walden 

University was rigorous and challenging. The authors of the articles I read throughout the 

program usually wrote thought-provoking literature that helped open my mind to 

different points of view. Although I disagreed with some content, most of the curriculum 

provided clear and convincing arguments backed by empirical data. Throughout this 

process, I learned how to author scholarly literature in a way that could further discussion 

on topics. I learned that the purpose of scholarly work is not to prove a topic is true but to 

allow the author’s compilation of literature and data to help supplement what scholarly 

practitioners experience in the field. With this reflection in mind, I can now understand 

how to contribute to a discussion rather than dominate or enter closed-mindedly. 

Academic and professional writing aims to offer new knowledge that creates various 

points of view so that others can grasp and expand that knowledge.  

I first decided to pursue this journey because it was a terminal degree. By earning 

this degree, I thought the experience would provide closure to my academic yearning; 

however, as this journey comes to completion, I aspire to continue researching topics 

within the Protestant church to help pastors and church leaders become more effective, 

efficient, and understanding. During my program, I decided on volunteer retention within 
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Protestant churches. My experience in ministry helped form the passion needed to 

complete this journey; however, more doors of passion have also opened. With over 10 

years in ministry, I desire to research how to recruit volunteers, mitigate burnout for 

pastoral staff, and empower bi-vocational pastors.  

This journey inspired me to enter the realm of academia. I enjoyed the 

interactions I had with my classmates and the assistance I was able to provide them. I 

desire to help and guide others through their doctoral programs as they embark on their 

educational journey. I also desire to gain more experience in the field so that by 

implementing these retention strategies, I can show the proof of concept by attaining high 

volunteer retention rates where I serve.  

When I started writing my topic, I was unaware of all the working pieces to 

complete this doctoral project. If I were to complete another doctoral degree, I would 

focus on my literature from the beginning. It is imperative in a doctoral program that the 

researcher thoroughly review the literature about the topic. I had to transition from trying 

to make the literature support my argument to my argument being formed by the 

literature. Moreover, I did not realize the potential increased time it would take for 

participants to complete the necessary forms, along with aligning schedules to interview 

the participants. I appreciate the participants’ willingness and the support of those who 

cheered me on.  

Conclusion 

The purpose of this qualitative, multiple-case study was to explore strategies that 

some church leaders use to retain volunteers to accomplish organizational goals. Mitchell 
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et al. (2001) determined that the greater an employee’s embeddedness within an 

organization, the greater the chance the employee will remain with the organization. I 

used a multiple-case study to conduct semistructured interviews with church leaders from 

the Southwestern United States. I asked 10 open-ended questions about strategies the 

church leaders use to retain volunteers in their churches. I reviewed organizational 

documents to gain increased insight into the participants’ responses. I sent both 

transcripts to the participants and used member checking to verify I accurately captured 

the nature of the participant’s responses. I then assigned codes to the interviews and 

documents, which I then sorted into categories. I then conducted a thematic analysis to 

identify themes that identified strategies church leaders could use to retain volunteers. 

The themes that emerged were (a) organizational culture of excellence, (b) training and 

mentoring, (c) clear and effective communication, (d) rewards and recognition, (e) a 

sense of belonging, and (f) relational leadership practices. The findings of this study 

determined that this framework can be applied to volunteers in Protestant churches in the 

Southwestern United States. 

Volunteers are the backbone of Protestant churches in terms of accomplishing 

organizational goals. Moreover, organizationally embedded volunteers are valuable allies 

to have within an organization. Although employees may work for an organization 

because they value the vision, mission, and purpose, volunteers sacrifice their time and 

resources and therefore have a greater buy-in of the vision, mission, and purpose. 

Without volunteers, many communities would lack essential products and services that 

increase the standard of living (Neely et al., 2022). It is imperative and vital that church 
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leaders implement strategies to retain volunteers. Church leaders, therefore, must explore 

and examine strategies to retain volunteers. They can increase volunteer retention by 

increasing contributing to volunteer embeddedness. Church leaders should use strategies 

that increase a volunteer’s links to people in the church, communicating and showing 

how the volunteer fits with the organization and their role and creating a positive, 

supportive, and empowering environment.  
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Appendix: Interview Protocol 

Hello, and thank you for agreeing to participate in this research study. As a 

doctoral student in the Doctor of Business Administration program at Walden University, 

I, Anthony Brown, will be conducting this study. I appreciate your willingness to share 

your experiences. To reiterate, the purpose of this study is to explore strategies that some 

church leaders use to retain volunteers to accomplish organizational goals. Your 

participation will help uncover these strategies. Participation in this study, as outlined in 

the consent form, is voluntary. This means that you can let me know if you do not want to 

answer a question, stop the interview at any time, or withdraw from the study.  

I will record this interview so I can capture your response exactly as presented so 

I can ensure the preservation of your response. After I transcribe this interview, time will 

be scheduled with you to review my interpretation of your response for accuracy. With 

these details outlined, do you wish to proceed with the recorded interview? {Wait for 

verbal agreement from the participant}. 

During this interview, no recording devices will be allowed other than the method 

in which I am recording this interview. The interview should last no longer than 60 

minutes unless you desire to expound upon your responses. Please feel free to let me 

know if you need clarification on a question. Before we begin, do you need anything to 

prepare for the interview such as water or a restroom break? {Wait for confirmation}. 

If you do not have any other questions, I will begin recording. Would you like to 

start the interview at this time? {Wait for confirmation}. 
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Interview Questions: 

1. How do you define volunteering in your church setting? 

2. What strategies do you use to retain volunteers? 

3. What are the key barriers or obstacles to implementing these strategies? 

4. How do you communicate with your volunteers? 

5. What do your volunteers sacrifice if they stopped volunteering? 

6. How do you connect your volunteers to the church, leaders, and other 

members? 

7. What support does your church offer to your volunteers? 

8. What type of training do your volunteers go through? 

9. What type of rewards system do you have in place? 

What else, if anything else, would you like to add? 

Conclusion of Interview 

This concludes our interview. Thank you for your time and the valuable and 

important information you shared today. As I mentioned, I will send you a copy of the 

transcripts of this interview for your review. The transcription process will take about 1-2 

weeks to complete. When is a good day and time to schedule the follow-up transcription 

review meeting? 

Follow-up Date: ___________________  Time: ________________________ 

Are there any remaining questions you have? Please feel free to reach out to me if 

you have any additional questions. Thank you.   
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