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Abstract 

Human aid nonprofit organizations across the United States face significant challenges in 

recruiting volunteers, which impacts their ability to deliver essential services to 

vulnerable populations. The issue is important to nonprofit leaders because a lack of 

volunteers threatens organizational operations and sustainability. The purpose of this 

qualitative research project, grounded in self-determination theory, was to explore 

successful strategies nonprofit leaders use to enhance volunteer recruitment. The study 

was guided by a pragmatic inquiry design and included semistructured interviews with 

seven nonprofit leaders in Nashville, Tennessee who held roles responsible for volunteer 

recruitment. Data were collected through interviews and volunteer program materials. 

Through thematic analysis, five themes were identified: (a) building relationships and 

personal connections, (b) creating a welcoming and inclusive volunteer culture, (c) 

purpose-driven messaging and mission alignment, (d) flexible and accessible 

opportunities, and (e) empowerment and recognition of volunteers. A key 

recommendation is for nonprofit leaders to integrate relationship-centered practices into 

their volunteer management approaches to strengthen recruitment outcomes. The 

implications for positive social change include the potential to help nonprofit leaders 

build stronger, more sustainable volunteer programs, thereby increasing support for 

underserved communities and advancing nonprofit organizations’ missions. 
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Section 1: Foundation of the Project  

Background of the Problem 

The focus of this research project was the challenges nonprofit leaders face in the 

human aid services sector regarding volunteer recruitment. Nonprofits providing essential 

services to vulnerable populations often struggle to maintain a stable and engaged 

volunteer base (Hager & Brudney, 2003). Recruitment challenges are concerning because 

the capacity to deliver timely and effective human aid services depends on volunteer 

availability and reliability (Walk & Peterson, 2023). Limited financial and human 

resources, along with competing leadership priorities, often prevent leaders from 

developing and executing effective volunteer management practices, thereby hindering 

recruitment efforts (Xu et al., 2024). Understanding the contextual challenges 

surrounding recruitment lays the foundation for identifying strategic solutions that 

nonprofit leaders can apply to strengthen their volunteer pipelines.  

Few studies offered specific, actionable strategies to address volunteer 

recruitment challenges in human aid nonprofit organizations. Simms et al. (2024) noted 

that engagement strategies aligned with self-determination theory (SDT) can enhance 

volunteer recruitment and increase satisfaction, and Woolford et al. (2022) emphasized 

the need for clear role expectations and ongoing support. Although these insights are 

valuable, there was a gap in applied research regarding the specific, real-world strategies 

nonprofit leaders employ to recruit volunteers in human aid settings. The identified gap 

indicated a need for applied research to develop practical strategies that enhance 

volunteer recruitment efforts.  
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Business Problem Focus and Project Purpose 

The specific business problem was that some leaders of U.S. human aid nonprofit 

organizations lack effective strategies to recruit volunteers. Ineffective recruitment 

practices often result in staff burnout, decreased service delivery, and reduced capacity to 

achieve organizational goals, which harm the communities that rely on human aid 

services (Hager & Brudney, 2003; Walk & Peterson, 2023). Therefore, the purpose of 

this qualitative pragmatic inquiry project was to explore the successful strategies that 

nonprofit leaders of human aid nonprofits use to recruit volunteers. The study focused on 

nonprofit leaders operating within human aid organizations located in Nashville, 

Tennessee, with the goal of identifying leadership practices that strengthen volunteer 

recruitment efforts. By concentrating on the recruitment process rather than retention or 

engagement, the study aimed to generate actionable insights that could inform future 

nonprofit practices.  

I used a qualitative research method and a pragmatic inquiry design to collect and 

analyze data that would provide insight into the real-world practices of nonprofit leaders. 

Pragmatic inquiry was well suited for examining practical solutions to organizational 

challenges and prioritizing findings that were applicable to practice (Foster & Martin, 

2022; Xu et al., 2024). The current study involved a purposive sample of seven nonprofit 

leaders, including executive directors, volunteer coordinators, and program managers 

with a minimum of 1 year of experience in volunteer recruitment or management. 

Participants were selected from human aid organizations that operate within the 

Nashville, Tennessee area. To ensure relevance to the research purpose, I required 
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participants to hold a leadership role and have demonstrated success in enhancing 

volunteer recruitment outcomes. Evidence of the participants’ success included increased 

volunteer enrollment, improved retention rates, or the implementation of effective 

recruitment strategies. Access to participants was established through direct outreach, 

professional networks, and referrals. Data were collected through semistructured 

interviews and the review of publicly available documents such as volunteer recruitment 

materials and organizational reports. 

The conceptual framework for this study was grounded in SDT, developed by 

Ryan and Deci (2020). SDT posits that intrinsic motivation is enhanced when individuals 

experience the satisfaction of three fundamental psychological needs: autonomy, 

competence, and relatedness (Ryan & Deci, 2020). Research indicated that when 

volunteer environments are structured to support autonomy, competence, and relatedness, 

individuals are more likely to experience intrinsic motivation and a stronger commitment 

to their roles within nonprofit organizations (Howard et al., 2020; Van den Broeck et al., 

2016). Applying SDT to the current study facilitated a deeper understanding of how 

nonprofit leaders create conditions that encourage volunteer participation. By aligning the 

study with SDT, the project connected leadership strategies with established motivational 

theory to produce theoretically grounded and practically applicable findings. 

Research Question 

What successful strategies do leaders of U.S. human aid nonprofit organizations 

use to recruit volunteers?  
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Assumptions and Limitations 

Assumptions 

One primary assumption that guided this study was that participants would be 

open and honest in sharing detailed information about their volunteer recruitment 

strategies. In qualitative research, assumptions refer to beliefs the researcher holds to be 

true without empirical verification, serving as a foundation for the research design, data 

collection, and data interpretation processes (Woolford et al., 2022). A second key 

assumption that guided this project was that nonprofit leaders participating in the research 

would be willing to share authentic and detailed descriptions of their strategies for 

enhancing volunteer recruitment outcomes. I also assumed that participants would 

provide honest and thoughtful responses which would be essential for drawing actionable 

insights that may inform practice within nonprofit management (see Hager & Brudney, 

2003; Wymer & Čačija, 2025). These assumptions were fundamental for producing 

credible data and ensuring the practical value of the research.  

SDT provided the theoretical foundation for this study, and one core assumption 

was that participants would disclose their strategies and experiences. Prior studies 

grounded in SDT demonstrated that psychological need satisfaction leads to higher 

openness, motivation, and sustained involvement in organizational settings (Howard et 

al., 2020; Simms et al., 2024; Van den Broeck et al., 2016). Woolford et al. (2022) and 

Wald and Peterson (2023) highlighted that supportive environments foster meaningful 

engagement and strengthen recruitment outcomes. This assumption about SDT’s 

relevance ensured that the study would generate insights grounded in theory and practice.  
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Another assumption that guided this research was that SDT would provide an 

appropriate and comprehensive framework for investigating volunteer engagement 

dynamics within human aid nonprofit organizations. SDT has demonstrated empirical 

relevance in various organizational settings and continues to be used widely to explain 

individual behavior in roles where intrinsic motivation plays a significant part (Van den 

Broeck et al., 2016; Xu et al., 2024). Preliminary consultations with nonprofit experts and 

a literature review, including studies by Compion et al. (2022) and Simms et al. (2024), 

supported SDT’s fit for the current study. The theoretical framework guided the data 

collection strategy and thematic analysis, ensuring consistency in how findings were 

interpreted and presented. 

The final assumption was that the research findings would provide valuable 

insights to the organizations participating in the study and to a broader range of nonprofit 

entities seeking to improve volunteer recruitment. The assumption of broader 

applicability reflected the study’s commitment to generating transferable knowledge, a 

key goal in qualitative research (see Elloukmani et al., 2025; Woolford et al., 2022). 

Although universal generalization was not the objective, I assumed that through thick 

description and careful contextual analysis, nonprofit leaders would be able to assess the 

applicability of the findings to their organizational contexts. This assumption supported 

the overall trustworthiness and relevance of the study’s contributions to nonprofit 

leadership practice. 
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Limitations 

One important consideration in the current study was that certain weaknesses may 

exist in the study design or implementation that were outside of my control. Limitations 

are defined as potential weaknesses that may affect a study’s credibility, dependability, or 

transferability due to constraints the researcher cannot control, such as time, access, or 

resources (Kwame & Petrucka, 2024; Woolford et al., 2022). Another major limitation of 

the current study was the potential difficulty of accessing a diverse and representative 

sample of nonprofit leaders and volunteers. Individuals who agreed to participate in the 

study may have exhibited strong engagement practices, while others with less effective or 

absent strategies may have declined participation (see Hopkins & Dowell, 2021; Walk & 

Peterson, 2023). This sampling limitation could have affected the range of perspectives in 

the data and the degree to which findings could be meaningfully transferred to nonprofit 

settings with different organizational cultures or resources. 

Another limitation of the study was the potential for participant selection bias that 

favored nonprofit leaders with a track record of success in volunteer recruitment. By 

focusing on leaders who demonstrated effective strategies, the study may have primarily 

captured practices aligned with the psychological principles of SDT, such as autonomy, 

competence, and relatedness (see Howard et al., 2020; Van den Broeck et al., 2016). 

Limiting the participant pool to successful cases may have inadvertently excluded the 

experiences of leaders who were still developing or refining their volunteer recruitment 

strategies, restricting opportunities to explore challenges and emerging practices within 

the field (see De Clerck et al., 2024). Also, focusing on one context may have limited the 
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understanding of how recruitment strategies evolve across diverse nonprofit 

environments.  

A final limitation concerned the interpretive nature of qualitative research and the 

role I had as the researcher in the data analysis process. Subjectivity in coding and theme 

development may have impacted the consistency and reproducibility of findings across 

different researchers (see Elloukmani et al., 2025). Although I used strategies such as 

member checking and an audit trail to enhance credibility, the interpretive approach 

reflected my worldview and experiences (see Braun & Clarke, 2006). Time constraints 

imposed by my academic schedule may have restricted the number of interviews 

conducted or limited the depth of thematic exploration. Recognizing these limitations was 

critical to framing this study’s contributions accurately and supporting the responsible 

interpretation of the research outcomes. 

Transition 

Building on the foundational understanding of nonprofit leaders’ challenges in 

recruiting volunteers, Section 1 outlined the central problem of volunteer recruitment in 

human aid nonprofit organizations and emphasized the need for effective leadership 

strategies. Section 1 also introduced the purpose of the study, the qualitative inquiry 

design, and the conceptual framework grounded in SDT. The integration of the 

conceptual framework, literature findings, and identified gaps established a clear 

rationale and foundation for conducting applied business research focused on identifying 

recruitment strategies from the perspective of nonprofit leaders. 
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Section 2 provides a review of professional and academic literature related to 

volunteer recruitment. The literature review includes theoretical foundations and practical 

applications, as well as recent studies addressing leadership practice, motivational theory, 

and organizational structures that influence recruitment outcomes. This review identifies 

gaps in the literature and highlights areas requiring further exploration to guide nonprofit 

leaders in practice.  

Section 3 presents the research methodology, including the ethical considerations, 

qualitative research design, participant selection criteria, and data collection and analysis 

techniques. Section 3 explains how the study ensured credibility, dependability, 

transferability, and confirmability through well-established qualitative research 

procedures. Section 4 details the study’s findings and conclusions, including the key 

themes that emerged from the data analysis, how they related to the conceptual 

framework and existing literature, the implications for business practice and social 

change, and recommendations for future research.  
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Section 2: The Literature Review 

A Review of the Professional and Academic Literature 

Section 2 presents a comprehensive review of the professional and academic 

literature related to volunteer recruitment in nonprofit organizations. This section builds 

on the foundational elements introduced in Section 1 by establishing the theoretical and 

empirical basis for the research problem. The literature review supports the research 

design and methodology, providing justification for the qualitative pragmatic inquiry 

approach and the study’s focus on leadership strategies within human aid nonprofit 

organizations.  

The review begins by addressing key themes related to volunteer recruitment, 

including leadership practices, motivational theories, training and development, and 

organizational culture. Each theme was explored through a synthesis of recent peer-

reviewed literature to highlight practical implications for nonprofit leaders. Keywords 

used in the database research included challenges in volunteer recruitment, effective 

volunteer leadership, enhancing volunteer recruitment, leadership in human aid 

nonprofit organizations, nonprofit volunteer management, volunteer incentives in 

nonprofits, and volunteer recruitment strategies. The databases searched included 

Emerald Insight, GuideStar, ProQuest Central, SAGE Journals, and Taylor and Francis 

Online.  

The articles selected for review supported and justified the current challenges 

nonprofit leaders face in recruiting volunteers and emphasized evidence-based strategies 

to address these issues. Section 2 provides a synthesis of scholarly literature that 
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informed the research question and identified knowledge gaps in the field. There were 63 

total references used in the Literature Review section, of which 55 (87.3%) were 

published between 2020 and 2025. A total of eight sources (12.7%) were dated prior to 

2020, including four peer-reviewed articles (6.3%), and four books (6.3%). 

Conceptual Framework: SDT 

SDT provided a foundational lens for exploring how nonprofit leaders can 

enhance volunteer recruitment by addressing internal motivation and psychological need 

fulfillment (see Crochiere et al., 2023; Peña-Garay et al., 2025). Ryan and Deci (2020) 

asserted that individuals are more likely to engage in sustained behaviors when their 

psychological needs for autonomy, competence, and relatedness are satisfied. In the 

context of nonprofit volunteerism, Howard et al. (2020) emphasized that internal 

motivations are more powerful than external incentives for long-term engagement. 

Recent studies confirmed that SDT helps explain how volunteers negotiate their sense of 

purpose and maintain consistent involvement even in unpredictable contexts (Ganzevoort 

& Van den Born, 2023). Understanding how needs are supported allows nonprofit leaders 

to design roles that attract and retain dedicated volunteers, thereby enhancing 

organizational impact. 

Volunteers experience autonomy when they have flexibility in choosing their 

roles and perceive control over their decisions. Hopkins and Dowell (2021) found that 

volunteer motivation increases when nonprofit leaders offer choice in scheduling, task 

assignment, and goal setting. Prince and Piatak (2023) noted that providing autonomy 

encourages innovation and improves task ownership, which can lead to greater 



11 

 

organizational commitment. Volunteer autonomy aligns with SDT by reinforcing 

individuals’ sense of personal agency, contributing to more meaningful engagement in 

nonprofit activities. 

A sense of competence, the second need identified in SDT, is nurtured when 

volunteers believe they are capable and effective in their roles. Ashfaq et al. (2021) 

demonstrated that targeted onboarding and role-specific training helped volunteers feel 

confident and better prepared, increasing their motivation and performance. Cohen 

(2024) noted that competence was enhanced when leaders provided feedback and 

recognition that affirmed volunteer contributions. Recent research suggested that clear 

preservice expectation setting further strengthens perceived competence and reduces 

early dropout rates (Dunlop et al., 2022). By reinforcing skills and offering opportunities 

for learning, nonprofit leaders signal that volunteers are valuable assets to their 

organizations. 

Relatedness, the third SDT need, is satisfied when volunteers feel connected to 

others and experience a sense of community. Kramer et al. (2021) explained that 

volunteer retention improves when interpersonal relationships are prioritized within 

nonprofit structures. Hoye and Kappelides (2020) found that nonprofits that facilitate 

social bonding through group training and community events foster stronger volunteer 

cohesion. Relatedness helps to fulfill emotional needs and strengthens commitment to 

organizational missions (Howard et al., 2020). When nonprofit leaders create intentional 

spaces for peer interaction, they promote an inclusive culture that encourages volunteers 

to remain engaged. 
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External rewards can undermine intrinsic motivation if overused or misaligned 

with volunteer values. Ryan and Deci (2020) observed that volunteers are less motivated 

by financial or material incentives than by meaningful involvement in a cause. Public 

recognition and social acknowledgment enhance volunteer motivation without displacing 

intrinsic drivers (Ilyas et al., 2020). Nonprofit leaders can protect intrinsic motivation by 

emphasizing emotional satisfaction and mission alignment rather than relying on 

transactional incentives that may inadvertently diminish long-term commitment. 

SDT can be operationalized in nonprofit recruitment strategies through intentional 

role design, training support, and social engagement efforts. Howard et al. (2020) 

suggested that aligning volunteer opportunities with individuals’ personal goals and 

values increases the likelihood of sustained participation. Ngah et al. (2023) found that 

personalized communication and community-building programs positively influence 

recruitment and retention outcomes. Leveraging mobile technology platforms may further 

support SDT alignment by streamlining how volunteers access opportunities and 

feedback (Wadekar et al., 2024). When volunteer strategies are informed by SDT 

principles, nonprofit leaders can foster a motivated, capable, and committed volunteer 

workforce, which supports organizational effectiveness and long-term community 

impact. 

Alternate Theory: Social Exchange Theory 

Social exchange theory (SET) provides a relational framework for interpreting 

how volunteers assess the value of their contributions to nonprofit organizations and how 

organizations reciprocate that value (see Biermann et al., 2024; Foster & Martin, 2022). 
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In contrast to SDT, which centers on intrinsic motivation and psychological need 

fulfillment, SET emphasizes the exchange of tangible and intangible benefits between 

individuals and organizations (see Innes et al., 2024; Licandro et al., 2022). Individuals 

evaluate their involvement in organizational contexts based on perceptions of reciprocity 

and support (Crochiere et al., 2023). Volunteers weigh their investments such as time, 

energy, and emotional effort against the benefits they anticipate, including skill 

development, recognition, and social belonging (Licandro et al., 2022). Recent research 

underscored that clear exchanges and fair treatment can boost volunteer consistency, 

especially during demanding projects (Ganzevoort & Van Den Born, 2023). 

Understanding reciprocal exchange enables nonprofit leaders to improve engagement by 

balancing perceived effort with meaningful returns (Mitchell & Clark, 2020). This 

perspective is critical for designing volunteer experiences that support mutual value and 

increase retention. 

Reciprocity is a central mechanism of SET that shapes volunteers’ decisions to 

stay or disengage from nonprofit roles. When volunteers perceive that their contributions 

are acknowledged and reciprocated, their likelihood of continued participation increases. 

Ilyas et al. (2020) found that volunteer satisfaction is significantly influenced by the 

perceived fairness of organizational responses and recognition efforts. Walk and Peterson 

(2023) also highlighted that volunteers who receive consistent support and appreciation 

are more likely to sustain involvement. New research shows that volunteers who feel 

trusted and supported develop a resilient sense of loyalty that buffers against 

organizational challenges (Innes et al., 2024). When the emotional or time-based costs of 
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volunteering outweigh the perceived benefits, individuals may experience dissatisfaction 

and withdraw (Won et al., 2024). SET provides nonprofit leaders with a practical lens for 

identifying and correcting imbalances in volunteer experiences, ultimately supporting 

recruitment and retention efforts. 

SET-informed strategies empower nonprofit leaders to develop systems of 

recognition that reinforce volunteer engagement. Volunteers who feel appreciated 

through personalized feedback, public acknowledgment, or development opportunities 

report higher satisfaction and organizational loyalty. Volunteers’ perception of fairness 

and respect is closely linked to retention outcomes (Ngah et al., 2023). Emotional 

rewards such as social inclusion and affirmation can be just as effective as material 

incentives in promoting long-term participation (Prince & Piatak, 2023). Leaders who 

remain attentive to both explicit and subtle exchanges within the volunteer experience 

can productivity reduce turnover and build a stronger sense of commitment (Foster & 

Martin, 2022). These findings suggest that nonprofits should consistently evaluate the 

ways in which they recognize and respond to volunteer efforts. Without adequate 

acknowledgment, volunteers may perceive a lack of reciprocity, increasing the risk of 

disengagement and turnover. 

Volunteer Recruitment Strategies 

Effective volunteer recruitment depends on intentional planning and the use of 

outreach strategies that align with an organization’s mission and goals (Antunes et al., 

2025). Nonprofit leaders who adopt a strategic approach are more likely to attract 

individuals whose values match the organization’s purpose and feel motivated to 
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contribute meaningfully (Biermann et al., 2024). Research shows that targeted 

communication and careful volunteer segmentation can strengthen outreach efforts and 

improve recruitment outcomes (Ngah et al., 2023). Peer referrals also play a vital role, as 

introductions through trusted personal networks enhance an organization’s credibility and 

appeal (Liang et al., 2022). Trust-building through peer recommendations has been 

shown to boost volunteer engagement and increase the likelihood of long-term 

commitment (Simms et al., 2024). Combining tailored messaging with peer-driven 

recruitment helps nonprofit leaders create a reliable pipeline of mission-aligned 

volunteers. 

Ongoing evaluation of recruitment efforts is necessary to sustain and improve 

volunteer engagement outcomes (Ramanadhan et al., 2021). Regularly assessing the 

impact of outreach strategies helps leaders refine recruitment plans using data-driven 

evidence. Kappelides and Kappelides (2021) suggested measuring volunteer participation 

and satisfaction trends as essential indicators of recruitment success. Implementing 

structured assessments such as retention tracking and volunteer feedback collection 

allows nonprofit leaders to make informed decisions that align with organizational 

capacity and volunteer expectations (see De Clerk et al., 2020; Piatak & Carman, 2023). 

This process enhances the effectiveness of future strategies and strengthens volunteer 

relationships. 

Volunteer recruitment can be compromised when nonprofit messaging fails to 

connect with prospective volunteers’ motivations. Recruitment strategies that lack 

alignment with volunteer values and beliefs often underperform, regardless of planning. 
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Emotional alignment between the nonprofit’s mission and the volunteer’s internal 

motivations increases recruitment success (Chowdhury & Septianto, 2022). Nonprofit 

leaders can improve recruitment efforts by segmenting audiences and tailoring outreach 

to shared values, cultural expectations, and community narratives (Mitchell & Clark, 

2020; South et al., 2022). Recruitment messaging that reflects intrinsic motivators and 

organizational purpose fosters stronger emotional resonance, which ultimately supports 

higher engagement and long-term commitment. 

Volunteer Motivation in Recruitment 

Understanding the core motivations of volunteers is fundamental to developing 

effective recruitment strategies. Volunteer behavior is influenced by a range of 

psychological and contextual factors that shape an individual’s willingness to commit to 

nonprofit causes (Miao et al., 2025). Intrinsic motivators such as personal growth, a sense 

of purpose, and the desire to contribute meaningfully are central to sustained volunteer 

commitment (Howard et al., 2020). When volunteers perceive alignment between their 

personal values and the mission of the organization, they are more likely to maintain 

long-term engagement (Xu et al., 2024). Nonprofit leaders who design roles that 

reinforce autonomy, relatedness, and personal growth can foster greater volunteer 

satisfaction and commitment to service. 

Extrinsic motivators also play a critical role in influencing volunteer participation 

and should not be overlooked in recruitment strategies. Factors such as public 

recognition, social status, and tangible benefits serve as external incentives that can 

increase interest in volunteer opportunities (Miao et al., 2025). Piatak and Carman (2023) 
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emphasized that public acknowledgement of volunteer contributions reinforces feelings 

of value and belonging within the organization. Nonprofit leaders who create consistent 

recognition systems such as volunteer spotlights, appreciation events, or formal 

certifications may increase both volunteer morale and the nonprofits appeal to new 

participants (Sledzieski et al., 2023). Balancing intrinsic and extrinsic motivators can 

ensure that volunteers remain engaged for reasons beyond material benefits alone.  

While motivational frameworks like SDT offer insight into internal drivers, it is 

equally important to consider the external limitations that may hinder volunteer 

participation. Personal constraints, such as limited time, caregiving responsibilities, or 

transportation issues, can significantly restrict an individual’s ability to engage in long-

term volunteering (Negrin et al., 2022). López et al. (2023) also observed that role clarity 

and strong onboarding support can reduce volunteer attrition by setting appropriate 

expectations from the outset. Balancing motivational strategies with accommodation for 

real-life barriers ensures that recruitment efforts remain inclusive and sustainable. 

Nonprofit leaders who address both psychological and logistical factors are better 

positioned to build a stable and committed volunteer workforce. 

Training and Development 

Training and development are critical elements of effective volunteer recruitment 

in nonprofit organizations. Volunteers who feel confident and well-prepared are more 

likely to remain dedicated to the organization’s mission and contribute meaningfully (El-

Amin, 2023). Structured training programs enhance volunteer competence and 

satisfaction, which can reduce disengagement and turnover among volunteers (Biermann 
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et al., 2024). For example, Kappelides and Kappelides (2021) emphasized that providing 

clear expectations and mission-focused orientation sessions creates a supportive 

environment where volunteers can thrive. Additionally, investing in targeted training that 

delivers both foundational knowledge and relevant skills improves volunteer clarity and 

motivation, reinforcing their commitment to the organization (see Kappelides et al., 2020; 

Wadekar et al., 2024). By prioritizing comprehensive training, nonprofit leaders 

strengthen volunteer capacity and promote long-term recruitment success. 

Ongoing development opportunities also contribute significantly to attracting and 

retaining volunteers over time. Van den Broeck et al. (2016) highlighted that consistent 

support for competence-building activities correlates with increased motivation and 

engagement among organizational participants. Volunteers who receive ongoing skill 

development are more likely to experience role satisfaction and continue their service 

(Huang et al., 2020). Biermann et al. (2024) highlighted that skill refreshers, advanced 

workshops, and leadership pathways create additional incentives for volunteers to deepen 

their involvement and share their expertise with peers. When volunteers perceive growth 

as a priority, they are more likely to establish a strong emotional and functional 

connection with the organization, which contributes to long-term involvement and peer 

recruitment. 

Despite the benefits of training, nonprofit organizations frequently encounter 

resource limitations that challenge implementation. Organizations with limited funding 

often struggle to offer comprehensive training programs, resulting in underprepared 

volunteers and weakened recruitment outcomes (López et al., 2023). To address the 
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challenge of limited training resources, nonprofit leaders may implement scalable options 

such as online learning modules or peer-led mentoring initiatives (Akyavuz & Asici, 

2021). Low-cost training solutions help ensure volunteers are adequately prepared while 

minimizing budget strain, thereby supporting recruitment and retention goals. 

Leadership in Volunteer Management 

Leadership style plays a pivotal role in shaping the success of volunteer 

recruitment in nonprofit organizations. Nonprofit leaders influence the motivation, 

satisfaction, and retention of volunteers through their behaviors, communication style, 

and ability to inspire (Elloukmani et al., 2025). Transformational leadership, which 

focuses on articulating a compelling vision and fostering inspiration, has been identified 

as particularly effective for building sustained volunteer engagement (Compion et al., 

2022; Howard et al., 2020). Walk and Peterson (2023) argued that transformational 

leaders motivate volunteers by aligning individual’s values with organization goals, 

which reinforces a sense of purpose. Volunteers who feel inspired by a clear vision and 

empowered by meaningful work are more likely to remain engaged and actively 

contribute to the organization.  

Participative leadership also serves as a valuable approach for improving 

volunteer recruitment and long-term involvement. Kappelides and Kappelides (2021) 

emphasized that when nonprofit leaders involve volunteers in decision-making processes, 

individuals are more likely to experience autonomy and competence, two core needs 

outlined in SDT. The participative leadership strategy builds mutual trust and respect, 

demonstrating that volunteers’ insights are valuable to organizational success (Wright et 
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al., 2024). Volunteers who feel heard, consulted, and empowered are more inclined to 

develop a sense of ownership in their roles, which strengthens their emotional connection 

to the organization (Piatak & Carman, 2023). Nonprofit leaders who adopt participative 

strategies not only promote a more inclusive culture but also benefit from higher levels of 

volunteer motivation, initiative, and retention.  

The alignment between leadership behavior and organizational culture is another 

critical factor in volunteer recruitment outcomes. Woolford et al. (2022) emphasized that 

leadership efforts are most effective when they reflect the nonprofits core values, such as 

transparency, authenticity, and inclusiveness. When volunteer leaders act in ways that 

reinforce the organization’s mission and ethical standards, they foster an environment of 

trust and consistency (Kutlu & Ekici Özcan, 2025). In contrast, a lack of alignment 

between leadership actions and organizational values can undermine volunteer morale 

and lead to disengagement (Prince & Piatak, 2023). By cultivating a leadership approach 

grounded in purpose and openness, nonprofit leaders can reinforce loyalty, increase 

satisfaction, and ultimately support stronger and more consistent volunteer recruitment 

outcomes.  

Creating a Sense of Community 

Establishing a strong sense of community within a nonprofit organization 

contributes significantly to long-term volunteer engagement and recruitment success. 

Volunteers who feel socially connected and emotionally integrated into the nonprofit 

organization are more likely to remain involved and committed to the organization’s 

mission (Hager & Brudney, 2003; Howard et al., 2020). Social connectedness and 
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belonging have been identified as powerful motivational drivers in volunteerism, as 

individuals often seek purpose and interpersonal relationships in their volunteer 

experiences. When volunteers perceive themselves as part of a cohesive group, retention 

levels increase, and satisfaction deepens (Walk & Peterson, 2003). Having a sense of 

belonging reinforces volunteers’ emotional investment, leading to sustained involvement 

and advocacy.  

Nonprofit leaders can strengthen volunteer recruitment by intentionally 

cultivating inclusive, relationship-based environments. Regular social events, 

collaborative projects, and peer-led support groups provide opportunities for 

interpersonal connection and community building (Prince & Piatak, 2023; Woolford et 

al., 2022). López (2023) noted that activities such as team-building events and open 

communication channels create spaces where volunteers form meaningful friendships and 

social bonds. Social connections enhance volunteer experience and create a culture that 

encourages participation, trust, and a shared sense of purpose (Howard et al., 2020). A 

strong internal community also enhances external recruitment efforts, as satisfied 

volunteers are more likely to recommend the organization to others.  

Despite the benefits of in-person community building, nonprofit organizations 

may encounter challenges when fostering community in remote or hybrid volunteer 

settings. In virtual environments, the absence of face-to-face interaction can hinder the 

development of social bonds (Casey et al., 2023). Compion et al. (2022) emphasized that 

effective digital engagement strategies, such as virtual recognition programs and online 

team-building exercises, are essential for maintaining connection among geographically 
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dispersed or remote volunteers. Leveraging technology to support inclusive, interactive 

experiences enables nonprofit leaders to maintain a sense of community across different 

platforms and volunteer roles (Lee et al., 2023). Intentional efforts to connect with 

volunteers, whether in-person or online, can help sustain and strengthen recruitment 

efforts over time.  

Incentives and Recognition 

Incentivizing and recognizing volunteers is a vital strategy for improving 

recruitment outcomes and sustaining volunteer involvement. Nonprofit leaders who 

implement structured appreciation programs signal that volunteer contributions are 

meaningful and essential to the organization’s success (Hopkins & Dowell, 2021; Ngah 

et al., 2023). A well-rounded recognition system can include both intrinsic and extrinsic 

rewards that address diverse motivational drivers among volunteers (Braun & Clarke, 

2006; Negrin et al., 2022). While intrinsic rewards such as emotional satisfaction, 

personal growth, and a sense of purpose help foster internal motivation, extrinsic 

incentives can also be powerful motivators (Sekar, 2021). Wymer & Čačija (2025) 

emphasized the importance of providing tangible rewards such as public recognition, 

certificates, or small gifts to encourage initial engagement and continued participation. 

Public acknowledgment of volunteer efforts reinforces a culture of appreciation 

that supports long-term commitment. Organizations that publicly celebrate volunteer 

contributions through events, newsletters, or social media help instill pride and reinforce 

a sense of belonging (Van den Broeck et al., 2016). López et al. (2023) reported that 

volunteers who feel visible and valued by leadership are more likely to sustain their 
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involvement. Recognition can also extend beyond events, including personalized thank-

you messages, milestone celebrations, or opportunities for professional development 

(Eiseman et al., 2020). Such actions demonstrate that the organization respects and 

supports its volunteers, which enhances loyalty and promotes positive word-of-mouth 

recruitment. 

Nonprofit leaders must avoid excessive reliance on extrinsic motivators because 

an imbalance may dilute volunteers’ sense of purpose. Overemphasis on material 

incentives can shift focus away from the organization’s mission and weaken intrinsic 

commitment (Howard et al., 2020; Lachance et al., 2022). Huang et al. (2020) observed 

that when volunteers engage mainly for tangible benefits, their connection to community 

impact often declines. To maintain genuine involvement, leaders should blend authentic 

recognition with carefully selected incentives that highlight collective mission and 

volunteer contribution (Wymer & Čačija, 2025). By doing so, organizations can 

strengthen recruitment outcomes and nurture a loyal, mission-driven volunteer base. 

Evaluating Recruitment Effectiveness 

Measuring the success of volunteer recruitment strategies is a critical aspect of 

effective nonprofit management. Regular evaluation ensures that recruitment aligns with 

organizational priorities and helps build a stable volunteer base (Akyavuz & Asici, 2021; 

Davies et al., 2021). Arnon et al. (2023) emphasized that using clear key performance 

indicators (KPIs) such as retention trends, satisfaction surveys, and referral rates provides 

leaders with practical feedback for improvement and supports ethical stewardship of 

volunteer resources (Abukari & Petrucka, 2024). Tracking retention reveals levels of 
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volunteer commitment, while survey results offer direct insights into satisfaction and 

engagement (Dorner et al., 2023; Sale & Carlin, 2025). Consistent KPI analysis allows 

nonprofit leaders to close gaps, adjust strategies, and better meet volunteer expectations 

and mission goals. 

Incorporating data analytics enhances the precision and effectiveness of volunteer 

recruitment strategies in nonprofit organizations. Leaders who leverage data-driven 

insights can identify which outreach methods generate the highest engagement and return 

on investment (Liang et al., 2022; Van den Berg et al., 2025). For example, Akyavuz and 

Asici (2021) found that monitoring how volunteers initially connect whether through 

social media, community initiatives, or peer recommendations enables organizations to 

concentrate recruitment efforts where they have the greatest impact. Analyzing these 

patterns supports the development of targeted messaging and informed resource 

allocation, which expands an organization’s reach and fosters deeper community 

engagement (De Clerck et al., 2024; Eiseman et al., 2020). By embedding data analytics 

into recruitment practices, nonprofit leaders can make strategic decisions that attract and 

retain dedicated volunteers. 

Promoting a culture of continuous assessment reinforces sustainable recruitment 

success. Leaders who routinely monitor trends and test outreach strategies can adapt 

efforts to match changing volunteer interests (Foster & Martin, 2022; Kramer et al., 

2021). Analyzing outcomes by age group, motivation, or cultural factors allows messages 

to resonate with diverse populations (Ganzevoort & Van den Born, 2023). For example, 

online platforms may attract younger volunteers, while community events and local 
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partnerships may better engage older or rural audiences (Miller et al., 2024). By 

embedding consistent evaluation into recruitment efforts, nonprofit leaders ensure 

strategies remain responsive, impactful, and aligned with both volunteer needs and the 

organization’s mission. 

Successful Volunteer Recruitment Programs 

Effective volunteer recruitment programs are distinguished by innovative 

outreach methods and a deep understanding of volunteer motivation. Nonprofit 

organizations that align messaging with their mission and audience values are more likely 

to attract and retain committed volunteers (Compion et al., 2022; Huang et al., 2020). 

One example of innovation is using storytelling as a recruitment strategy (Dorner et al., 

2023; Lachance et al., 2022). Crafting impactful narratives that demonstrate 

organizational outcomes fosters an emotional connection with potential volunteers 

(Mitchell & Clark, 2020). When individuals relate personally to the nonprofit’s mission, 

they are more likely to invest time and energy in service (Xu et al., 2024). This approach 

differentiates organizations in a competitive volunteer market and appeals to people 

whose values match the nonprofit’s goals. 

Peer recruitment models also represent an effective strategy for reaching new 

volunteers. Encouraging current volunteers to invite friends or family expands reach and 

builds on existing trust (Prince & Piatak, 2023; Walk & Peterson, 2023). Volunteers 

brought in through peer referrals often show deeper commitment because relationships 

are built on shared trust and community ties (Ngah et al., 2023). Peer recruitment not 

only supports initial engagement but also fosters retention by creating mentorship 



26 

 

opportunities and reinforcing a culture of inclusion and support (Akyavuz & Asici, 2021). 

Focusing on peer relationships and community building strengthens morale and 

commitment across the volunteer base, resulting in a more resilient team. 

Nonprofit organizations that embrace flexible, creative recruitment methods are 

more likely to build lasting volunteer programs. Storytelling and peer recruitment 

illustrate how emotional connection, and social influence can improve recruitment results 

(Davies et al., 2021). Organizations that adapt to volunteer needs and community trends 

can maintain trust and attract ongoing support (Ilyas et al., 2020). Evaluating the impact 

of these creative strategies enables leaders to refine outreach over time and build a 

recruitment system that supports the nonprofit’s long-term success. 

Transition 

Section 2 provided a comprehensive review of current literature related to 

volunteer recruitment in nonprofit organizations, examining theoretical frameworks such 

as SDT and SET, and highlighting how leadership practices, training, motivation, and 

organizational culture influence recruitment outcomes. The review demonstrated that 

successful volunteer recruitment depends on aligning opportunities with individual 

values, offering structured support systems, and fostering a sense of community and 

recognition. The analysis also identified a gap in empirical research focused specifically 

on practical recruitment strategies within human aid nonprofit organizations in localized 

contexts such as Nashville, Tennessee. Building on insights from the literature, Section 3 

describes the research methodology designed to examine how nonprofit leaders apply 

strategies to strengthen volunteer recruitment efforts. Section 4 presents the study’s 
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findings, providing evidence-based results that address the identified gap and inform 

actionable recommendations for nonprofit leadership practice. 
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Section 3: Research Project Methodology 

I used a qualitative pragmatic inquiry design to explore the real-world strategies 

that nonprofit leaders implement to strengthen volunteer recruitment in human aid 

organizations located in Nashville, Tennessee. The purpose of the research was to 

identify practical leadership approaches that address the challenges associated with 

attracting volunteers in mission-driven organizations. Pragmatic inquiry allowed for an 

applied focus on outcomes by examining the lived experiences of leaders managing 

volunteer programs (see Kwame & Petrucka, 2024). By concentrating on the recruitment 

process rather than retention or engagement, the study aimed to generate actionable 

insights that may inform future nonprofit management practices.  

Project Ethics 

As the primary researcher, I led all data collection activities, including recruiting 

eligible participants and conducting semistructured interviews in full compliance with 

ethical standards. I did not have any prior professional or personal relationships with the 

participating organizations or individuals, which reduced potential bias and supported 

impartial data collection. My professional background in nonprofit management and 

volunteer coordination equipped me with relevant knowledge to interpret participant 

experiences accurately while remaining objective. To further promote trustworthiness, I 

maintained a reflexive journal to document decisions, reactions, and reflections 

throughout the research process, ensuring transparency and accountability in how data 

were gathered and interpreted. 
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Ethical principles, including respect for persons, beneficence, and justice, guided 

this study to protect participant rights and ensure fair treatment (see Kwame & Petruka, 

2024). Participants received a detailed informed consent form explaining the purpose of 

the study, their right to withdraw at any time without consequence, and the measures in 

place to safeguard confidentiality. No incentives were offered to avoid undue influence 

and preserve voluntary participation. Confidentiality was maintained using pseudonyms, 

secure storage, and the removal of identifying information from transcripts. All collected 

data will be stored securely for 5 years before safe disposal in accordance with Walden 

University’s guidelines. Before any data collection occurred, Walden University 

Institutional Review Board (07-18-25-1197977) approval was obtained to confirm that all 

procedures met federal and university research ethics standards, ensuring that participant 

well-being would remain a central priority throughout the project. 

Nature of the Project 

I used a qualitative pragmatic inquiry design to explore the real-world strategies 

nonprofit leaders use to recruit volunteers. The qualitative method was appropriate 

because it enabled the collection of data regarding nonprofit leaders’ lived experiences 

and decision-making processes in volunteer recruitment (see Rouse et al., 2025). The 

pragmatic inquiry design emphasized practical problem solving and actionable insights 

and aligned with the current study’s focus on real-world applications (see Van den Berg 

et al., 2025). Pragmatic inquiry supported the current study’s applied focus by aligning 

data collection and analysis with the goal of improving organizational practices (see 

Negrin et al., 2022). The pragmatic inquiry design was suited to the exploration of 
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leadership behaviors and strategic implementation within dynamic nonprofit 

environments (see Compion et al., 2022). By applying a qualitative pragmatic inquiry 

approach, I captured the contextual factors that influence recruitment success and 

produced findings that may be relevant to scholarly research and nonprofit leadership 

practice. 

Population, Sampling, and Participants 

The target population for this study included nonprofit leaders and managers from 

organizations that provide human aid services in Nashville, Tennessee. Participant 

eligibility criteria included individuals with experience managing volunteer programs 

who could provide valuable insights into their strategies and challenges related to 

volunteer recruitment. Participants were selected using purposive sampling, a technique 

appropriate for qualitative studies aiming to recruit individuals with knowledge and 

experience relevant to the research focus (Kwame & Petrucka, 2024). Participants’ titles 

included executive director, manager of volunteer engagement, and volunteer and 

engagement coordinator to ensure multiple leadership perspectives were aligned with the 

research purpose.  

Seven experienced nonprofit leaders were recruited using the purposeful sampling 

strategy, which aligned with qualitative research standards for small, information-rich 

samples that allow for in-depth exploration of complex management practices (see 

Biermann et al., 2024). Participants were selected based on their responsibility for 

volunteer recruitment in human aid nonprofits and their ability to provide rich, relevant 

data. To ensure data saturation, I conducted interviews until no new codes, categories, or 
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themes emerged, and I documented the process through reflective memos and a 

saturation tracking log. If necessary, additional participants would have been recruited to 

confirm redundancy. Access to participants was gained through nonprofit networks, 

organizational directories, and direct outreach via email and LinkedIn. Potential 

participants received a recruitment letter and consent form detailing the study’s purpose, 

ethical protections, and the voluntary nature of participation. To build trust and ensure 

informed consent, I used clear and respectful communication and provided participants 

with opportunities to ask questions and reaffirm their autonomy throughout the process. 

Credibility was strengthened through a standardized interview protocol, triangulation of 

perspectives, and participant validation to ensure the findings accurately reflected 

participants’ experiences. 

Data Collection Activities 

Semistructured interviews served as the primary data collection method for this 

qualitative study, with me acting as the main instrument for gathering data. This approach 

was effective for capturing detailed insights into nonprofit leaders’ experiences and 

perspectives on volunteer recruitment strategies (see Van den Berg et al., 2025). An 

interview protocol modeled after the guidelines in the Walden University Research 

Handbook ensured consistency across interviews while allowing flexibility to explore 

new themes as they emerged (see Howard et al., 2020). Using a formal protocol enhanced 

the credibility and dependability of the data collection process by providing a clear 

framework for asking open-ended questions and probing for deeper insights.  
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Data were collected through a structured sequence that followed a step-by-step 

approach. First, eligible nonprofit leaders were recruited via email invitations. Once 

participants had given consent, individual interviews were scheduled at a convenient 

time. Sessions were conducted using Zoom, a secure video conferencing platform, to 

increase accessibility and comfort. Before each session, verbal consent was confirmed, 

and interviews were audio recorded with permission. During each interview, I followed 

the protocol questions, took field notes to capture nonverbal cues and contextual details, 

and maintained a reflexive journal to monitor bias (see Kwame & Petrucka, 2024). After 

each interview, I reviewed transcripts for accuracy and shared summarized findings with 

participants for member checking to verify the accuracy of interpretations (see Negrin et 

al., 2022). The invitation email to participants is listed in Appendix A. All interview 

questions are provided as an interview protocol in Appendix B. The planned methods 

produced thorough, credible insights that supported the study’s aim of identifying 

effective strategies for recruiting volunteers in nonprofit organizations.  

Interview Questions 

The interview questions for this qualitative study were designed to elicit detailed 

responses from nonprofit leaders and managers regarding their experiences with 

volunteer recruitment. The questions were open-ended, allowing for flexibility in 

responses while ensuring that key themes were addressed: 

1. What strategies do you use to enhance volunteer recruitment? 

2. How do you measure the effectiveness of your recruitment strategies?  
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3. What factors do you believe most influence volunteer motivation, and how 

does your organization leverage those factors in its recruitment efforts? 

4. What forms of training and development are provided to either staff or 

volunteers to build competence and confidence in volunteer recruitment? 

5. How would you describe your leadership style, and how does it impact your 

ability to recruit volunteers? 

6. How does your organization create a sense of community or belonging among 

volunteers to enhance long-term engagement and recruitment success? 

7. In what ways does your organization recognize or incentivize employees or 

current volunteers to support recruitment efforts? 

8. Can you share an example of an effective program or initiative that 

significantly improved volunteer recruitment? What made it successful? 

9. Is there anything else about effective volunteer recruitment or management 

practices that you think are important to share but have not been covered in 

this conversation? 

These questions were designed to prompt open-ended responses, encouraging 

participants to share their thoughts and experiences in depth. The interviews were guided 

by these questions while allowing for follow-up inquiries based on participants’ 

responses, ensuring the conversation remains relevant and informative. Using this 

structured yet flexible approach, the research aimed to gather rich qualitative data that 

could inform best practices in volunteer recruitment within the nonprofit sector. 
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Data Organization and Analysis Techniques 

The research study used a systematic approach to organizing and analyzing 

qualitative data to ensure accuracy, credibility, and alignment with the central research 

question. I have stored interview transcripts, field notes, and reflective journal entries in 

password-protected folders on a secure device, each labeled with a unique pseudonym 

and timestamp. A research log was maintained to document key decisions, reflections, 

and analytical memos throughout data collection and analysis (Elloukmani et al., 2025). 

Data analysis followed Braun and Clarke’s (2006) thematic analysis process to 

systematically identify, review, and refine themes. Microsoft Excel served as the primary 

tool for coding and categorizing data, with each row representing a segment of participant 

dialogue and columns used to assign codes, track patterns, and record memos and 

reflections. All raw data will be stored securely for 5 years before safe disposal, 

maintaining confidentiality and compliance with ethical research standards. 

Using a structured Excel matrix combined with an established thematic analysis 

method enhanced consistency and transparency throughout the coding process. 

Triangulation of multiple data sources such as interview transcripts, field notes, and 

personal reflections strengthened the dependability of the findings. Identified themes 

were compared to existing literature and the study’s conceptual framework to ensure that 

interpretations were credible and aligned with recent research and theoretical foundations 

(Piatak & Carman, 2023). Comprehensive data organization and analysis techniques 

produced trustworthy results and generated actionable insights for nonprofit leaders 

seeking to improve volunteer recruitment practices. 
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Data Analysis 

Thematic analysis guided the examination of interview data, allowing for a 

detailed exploration of the strategies nonprofit leaders use to recruit volunteers. Braun 

and Clarke’s (2006) six-phase process was applied: familiarizing with the data, 

generating initial codes, searching for themes, reviewing themes, defining themes, and 

writing up the results. Codes were assigned manually using Excel, and themes were 

refined through comparison and reflection as new insights emerge. This process included 

both inductive coding, allowing themes to naturally emerge from participant narratives, 

and deductive coding shaped by the study’s conceptual framework. 

Themes were interpreted through the lens of SDT (Ryan & Deci, 2020), with 

attention to how leadership strategies support volunteers’ psychological needs for 

autonomy, competence, and relatedness. Using an SDT-guided lens ensured alignment 

between the conceptual framework and the study’s practical findings. Patterns identified 

in the data were compared with current literature on volunteer recruitment to strengthen 

the study’s scholarly contribution and relevance. 

All raw data, including interview transcripts, field notes, and coding matrices, will 

be stored securely in password-protected folders for 5 years, in accordance with Walden 

University’s ethical guidelines. This practice maintains data confidentiality and supports 

auditability if needed. Together, this analysis strategy ensured a systematic, credible 

interpretation of participant experiences grounded in both established theory and real-

world practice. 



36 

 

Reliability and Validity 

Reliability 

In qualitative research, reliability refers to the consistency and dependability of 

the data collection and analysis procedures over time. Establishing reliability ensures that 

findings can be traced back to transparent and replicable methods (Rouse et al., 2025). To 

enhance reliability, I used a structured interview protocol with standardized open-ended 

questions. By doing so, I ensured that all participants were asked the same core questions, 

reducing variability in data collection while allowing for follow-up probes based on 

individual responses. All interviews were audio recorded with participant consent and 

transcribed to preserve the integrity of participants’ responses. 

A secondary review of transcripts was conducted to confirm accuracy, reducing 

the risk of transcription errors. Additionally, participants had the opportunity to engage in 

member checking, reviewing the themes and summaries derived from their interviews to 

validate accuracy and interpretation. These practices helped ensure the study’s findings 

were based on consistent, verifiable data collection processes. 

Dependability 

Dependability involves demonstrating that the research process is logical, 

traceable, and documented. This study ensured dependability by maintaining a 

comprehensive research log that records procedural steps, analytic decisions, and 

reflective notes. A detailed audit trail documented how data was collected, coded, and 

interpreted, which allowed external reviewers to assess the consistency and transparency 

of the process (Biermann et al., 2024). Using a clear and repeatable methodology 
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supported by peer-reviewed sources strengthened the study’s ability to produce 

dependable results. 

Validity 

In qualitative research, validity refers to the accuracy and trustworthiness of 

interpretations derived from the data. Several strategies were used to strengthen validity 

in this study. Methodological triangulation involved using multiple data sources or 

perspectives to cross-check and verify themes, which increased the depth and credibility 

of findings (Wright et al., 2024). Braun and Clarke’s (2006) six-phase thematic analysis 

framework further supported validity by providing clear, systematic steps for 

familiarizing with the data, coding, developing themes, reviewing and defining themes, 

and producing a coherent narrative of results. 

Triangulation was applied by collecting data from a diverse sample of nonprofit 

leaders and comparing themes across different participant responses to identify consistent 

patterns and nuanced insights (Foster & Martin, 2022). Member checking also enhanced 

validity by allowing participants to review and confirm whether the interpretations 

accurately reflected their experiences and viewpoints. Additionally, I maintained a 

reflective journal throughout the research process to identify and mitigate potential 

researcher bias. Peer reviews from academic mentors and colleagues provided external 

feedback on research design and thematic interpretation, strengthening the credibility and 

accuracy of the study’s conclusions. 
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Credibility 

Credibility refers to confidence in the truth of the findings and the extent to which 

participants’ experiences are accurately represented. To establish credibility, I used 

prolonged engagement with the data, in-depth semistructured interviews, and member 

checking to ensure participants had a voice in the verification of the results (Lee et al., 

2023). Triangulation of multiple data sources added further support to the credibility of 

the findings (Piatak & Carman, 2023). These strategies collectively ensured the research 

results were well-substantiated and faithful to participant perspectives. 

Transferability 

Transferability refers to the extent to which the findings can apply to other 

contexts beyond the immediate study setting. While generalization was not the primary 

aim of the qualitative research, thick description was used to provide detailed context 

about participants, organizational environments, and specific recruitment strategies 

(Elloukmani et al. (2025). This depth of detail enables readers to determine whether the 

findings may be relevant and applicable to their own settings. By clearly outlining the 

sampling criteria, data collection procedures, and organizational characteristics, the study 

will help nonprofit leaders and scholars evaluate how the insights might inform volunteer 

recruitment practices in their respective contexts. 

Confirmability 

Confirmability addresses the objectivity and neutrality of the research findings. 

Confirmability was supported through maintaining an audit trail, reflexive journaling, and 

detailed documentation of coding and analytic decisions. All interpretations were 
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grounded in the data, and direct participant quotations supported key themes. To ensure 

data saturation was achieved, I continued data collection and analysis until no new codes, 

themes, or insights emerged from successive interviews. I documented this process by 

keeping a log that tracks when saturation occurs and comparing new data with existing 

categories to confirm redundancy. Triangulation of multiple data sources and participant 

validation helped ensure that sufficient depth of information had been gathered. Such 

strategies minimized bias and ensured that findings were based on participant 

perspectives rather than researcher assumptions. 

Transition and Summary 

Section 3 detailed the methodology used to explore the volunteer recruitment 

strategies of nonprofit leaders. This section outlined the qualitative approach and 

pragmatic inquiry design, described participant eligibility and recruitment procedures, 

and explained the data collection process using semistructured interviews. Manual data 

organization using Microsoft Excel and thematic analysis procedures were also 

discussed, along with the methods used to ensure the reliability, validity, and overall 

trustworthiness of the study. 

Section 4 presents the research findings, offering a thematic analysis of the data 

collected from nonprofit leaders. The findings were interpreted through the lens of SDT 

and examined in relation to existing literature. Section 4 also discusses how these 

findings contribute to business practice, promote social change, and suggests directions 

for future research. 
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Section 4: Findings and Conclusions 

Presentation of the Findings 

The research question guiding this study was the following: What successful 

strategies do leaders of U.S. human aid nonprofit organizations use to enhance the 

recruitment of volunteers? I conducted semistructured interviews with seven nonprofit 

leaders within the human aid sector. Thematic analysis of the interview data revealed five 

key themes: (a) building relationships and personal connections, (b) creating a welcoming 

and inclusive volunteer culture, (c) purpose-driven messaging and mission alignment, (d) 

flexible and accessible opportunities, and (e) empowerment and recognition of 

volunteers. The findings suggested that successful recruitment is not only about filling 

roles but also about creating meaningful, relationship-based systems that connect 

volunteers to community impact. These findings align with core constructs of SDT and 

extend prior research on volunteer recruitment and nonprofit leadership. 

Table 1 presents the demographic and organizational characteristics of the seven 

participants who contributed to this study. Each participant held a leadership position 

within a human aid nonprofit organization in the Nashville, Tennessee area. The table 

includes the participant number (used to ensure confidentiality), their position title, the 

type of organization in which they serve, and the estimated number of volunteers engaged 

annually. Organizational types varied across sectors, including food security, veteran 

services, youth mentorship, and environmental stewardship. Annual volunteer 

engagement ranged from fewer than 200 to over 28,000 volunteers, reflecting the 

diversity in scale and scope among participating organizations. 
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Table 1 

Participant Demographics and Organization Types 

Participant Position title Organization type Number of 
annual 

volunteers 
P1 Executive director Homeless services 300+ 
P2 Volunteer engagement manager Food security 28,000+ 
P3 Peer leader specialist Veteran organization  50+ 
P4 Volunteer manager Youth services 600+ 
P5 Community connections manager Homeless services 2,000+ 
P6 Senior manager of partner 

engagement 
Community 
volunteering 

22,000+ 

P7 Community outreach and 
volunteer lead 

Parks and environment 1,700+ 

 
Table 2 outlines the five key themes that emerged from data analysis in this study. 

Each theme represents a common strategy or perspective shared by participants regarding 

successful volunteer recruitment practices in human aid nonprofit organizations. The 

table includes the theme number, theme name, participants who contributed to each 

theme, and a sample excerpt from the interviews that exemplifies the theme. These 

findings were derived from thematic coding of semistructured interview transcripts and 

reflected the strategies nonprofit leaders use to engage and motivate volunteers 

effectively. 
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Table 2 

Themes Identified in This Study 

Theme 
number 

Theme name Participant 
number 

Sample excerpt from 
interview 

1 Building relationships and 
personal connections 

All participants  “Most of our volunteers 
come through word of 
mouth and relationships 
we’re intentional about 
making that first 
connection personal.” 

2 Creating a welcoming and 
inclusive volunteer culture 

P1, P3, P5, P6 “We treat our volunteers 
like family. They need to 
feel like they belong here, 
not like they’re just filling 
a role.” 

3 Purpose-driven messaging 
and mission alignment  

P1, P2, P4, P5, 
P6 

“Every volunteer role is 
tied back to our mission. 
They know they’re part of 
something bigger that’s 
what makes it 
meaningful.” 

4 Flexible and accessible 
opportunities 

P2, P3, P5, P6, 
P7 

“We offer a range of 
opportunities short-term, 
virtual, weekend events so 
people can say yes 
without feeling 
overwhelmed.” 

5 Empowerment and 
recognition of volunteers 

All participants “We try to give volunteers 
ownership whether it’s 
leading a project or 
helping train others. That 
keeps them coming back.” 

 
Theme 1: Building Relationships and Personal Connections 

The first major theme that emerged from all seven participants was the 

importance of building relationships and personal connections as a foundation for 

volunteer recruitment. Leaders described trust, consistent outreach, and individualized 

engagement as essential to attracting volunteers. Rather than relying solely on 
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generalized marketing or passive interest, participants focused on face-to-face 

conversations, community partnerships, and relational follow-up to develop meaningful 

connections with prospective and current volunteers. 

P1 explained “we treat our volunteers like family. They want to feel seen and 

known.” P2 added “most of our volunteers come through word of mouth and 

relationships; we’re intentional about making that first connection personal.” P7 

described attending neighborhood events and speaking with community members 

directly: “It’s all about having face-to-face conversations, it makes a difference.” P3 

emphasized the need for genuine listening: “Sometimes the best thing you can do is sit 

down and just hear someone’s story, people remember that.” P4 shared “it’s not about 

recruiting numbers, it’s about recruiting people who trust you. That only happens when 

you build relationships first.” P5 added “we’ve learned that showing up matters. If you 

show up for your volunteers, they’ll show up for you.” P6 echoed the sentiment: “We 

lead with relationships before we ever ask someone to serve.” Participants agreed that 

relational trust formed the gateway to deeper engagement, including peer referrals and 

long-term volunteer commitment. Volunteers who felt connected to staff and other 

volunteers were more likely to return and invite others to join them. 

The importance of relatedness in volunteer motivation was evident in the 

strategies nonprofit leaders used to foster strong interpersonal connections. SDT 

emphasizes the psychological need for relatedness, which is essential for sustaining 

motivation (Ryan & Deci, 2020). Relatedness refers to the need to feel connected, valued, 

and supported by others. Leaders in the current study operationalized relatedness by 
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creating intentional, person-centered experiences that emphasized interpersonal trust and 

emotional connection. Crochiere et al. (2023) found that volunteer engagement is 

strongly influenced by self-expression, cocreation, and interpersonal relationships 

between volunteers and organizational leaders. Similarly, Prince and Piatak (2023) 

reported that volunteers are more likely to remain engaged when they feel appreciated 

and have consistent, direct interaction with leadership. Volunteers in the current study 

expressed greater satisfaction in organizations that facilitated ongoing dialogue and 

connection. Ashfaq et al. (2021) also emphasized that recognition, relationship building, 

and emotional support promote initial recruitment and long-term retention. The alignment 

between prior studies and the current research suggests that interpersonal trust and 

connection are not simply desirable qualities but core elements of volunteer management 

strategy. By intentionally cultivating environments that prioritize mutual respect, 

appreciation, and dialogue, leaders can enhance recruitment success and retention rates. 

These findings reinforce the strategic value of relationship-centered leadership, bridging 

psychological theory with practical volunteer engagement approaches that sustain 

organizational capacity. 

From a business practice perspective, relationship-centered recruitment mirrors 

employee engagement strategies that emphasize personal connection and trust. According 

to Wymer and Čačija (2025), volunteers who felt emotionally connected to a brand or 

leader are more likely to support the organization long term. The leaders in this study 

confirmed that relational recruitment not only strengthens volunteer loyalty but also 

generates positive word-of-mouth, further expanding the organization’s reach. 
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In summary, building personal connections is not simply a cultural value, it is a 

strategic recruitment approach rooted in motivational theory and reinforced by the 

literature. Volunteers are more likely to engage when they feel relationally supported, and 

leaders who prioritize connections create stronger, more sustainable volunteer networks. 

Theme 2: Creating a Welcoming and Inclusive Volunteer Culture 

Creating a welcoming and inclusive culture for volunteers emerged as a key 

recruitment strategy among five of the seven participants. Leaders emphasized the 

importance of cultivating environments where volunteers feel emotionally safe, 

respected, and valued. Participants described how fostering a sense of belonging leads not 

only to initial volunteer engagement but also to long-term retention and organic peer 

recruitment. A culture of inclusion, according to participants, begins with the first point 

of contact and is reinforced through personalized communication, thoughtful onboarding, 

and consistent acknowledgment of each individual’s contribution. 

P1 shared, “we treat our volunteers like family. They need to feel like they belong 

here, not like they’re just filling a role.” P7 discussed hosting low-pressure, community-

building events to help volunteers feel comfortable and welcomed: “If we can make them 

feel seen and connected early on, they’re more likely to stay involved.” P3, working with 

a veteran population, explained; “for a lot of our volunteers, this is their first step back 

into a community. We make it a point to welcome them in.” P5 stated, “we take time to 

learn who our volunteers are and what they care about. No one is just a number here.” P6 

added; “people want to know they are welcome regardless of where they’re at in life. 

That’s how we build community.” P4 shared that the sense of inclusion often starts with 



46 

 

language: “We try to speak to volunteers like they’re already a part of something bigger; 

it’s never ‘if’ you belong, it’s that you already do.” 

Inclusive practices complement the relatedness component of SDT by 

emphasizing how inclusive practices contribute to a broader sense of psychological safety 

and belonging. While relatedness focuses on interpersonal connection, the welcoming 

environments described by participants reflect intentional organizational culture-building 

that reinforces volunteers’ value and acceptance. Leaders in this study operationalized 

these principles through culturally responsive onboarding, emotional support, and 

inclusive communication strategies that help volunteers from diverse backgrounds feel at 

home. 

Inclusive and autonomy-supportive leadership plays a critical role in fostering 

volunteer satisfaction and reducing turnover. De Clerck et al. (2024) found that 

leadership approaches that combine inclusion with support for volunteer autonomy 

contribute to higher satisfaction levels and greater retention. Huang et al. (2020) similarly 

emphasized that organizational inclusion and the fulfillment of volunteer needs are 

essential for sustaining long-term engagement. Together, these studies highlight how 

inclusive communication, and culturally responsive practices cultivate an environment 

where volunteers from diverse identities feel safe, respected, and motivated to contribute. 

By prioritizing these leadership qualities, organizations can strengthen volunteer 

commitment while reducing the risk of disengagement over time. 

The findings confirm and extend the work of Ashfaq et al. (2021) and Huang et 

al. (2020), both of whom highlighted how inclusive practices significantly impact 
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volunteer motivation and retention. This study builds on those findings by illustrating 

how emotional safety, informal recognition practices, and a welcoming tone set during 

first contact contribute to a deeper sense of belonging within human aid organizations. 

The theme also aligns with best practices in nonprofit and business leadership 

literature. According to Piatak and Carman (2023), nonprofit organizations that prioritize 

inclusive engagement and invest in cultivating a positive volunteer culture experience 

higher retention rates and stronger organizational identification. Ngah et al. (2023) found 

that when leaders demonstrate servant leadership behaviors such as inclusivity, emotional 

support, and moral care, volunteers are more likely to experience affective commitment 

and engage in prosocial behaviors. These findings suggest that integrating inclusive and 

servant leadership principles into volunteer management strategies can strengthen 

organizational culture while fostering long-term volunteer loyalty and engagement.  

In summary, creating a welcoming and inclusive volunteer culture is a powerful 

recruitment strategy grounded in both motivational theory and organizational leadership 

literature. When volunteers feel safe, respected, and connected, they are more likely to 

return, contribute meaningfully, and invite others to participate. Leaders who 

intentionally foster these environments enhance organizational stability and community 

trust, ultimately expanding their impact and capacity for service. 

Theme 3: Purpose-Driven Messaging and Mission Alignment 

A strong alignment between organizational mission and volunteer roles emerged 

as a key strategy among five of the seven participants. Leaders emphasized the 

importance of clearly communicating purpose to help volunteers understand how their 
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service contributes to broader organizational impact. Participants shared that volunteers 

who connect emotionally with the mission are more likely to remain engaged, serve 

consistently, and recruit others. This sense of purpose fosters deeper motivation and 

loyalty among volunteers. 

P1 shared, “we make sure every volunteer knows the why behind what they’re 

doing. That connection to purpose is what keeps them coming back.” P2 explained, 

“when people understand how their time directly helps feed a family, it becomes more 

than just showing up for a shift it becomes personal.” P4 emphasized the importance of 

attracting value-aligned mentors: “We recruit people who care about youth and want to 

make a difference. It’s not just about filling a spot it’s about calling them into something 

bigger.” Similarly, P5 described sharing success stories and community impact during 

volunteer briefings to reinforce purpose. P6 added, “we bring our mission into every 

interaction. If people can see how their efforts tie into something meaningful, they’re 

more likely to return.” 

The strategies identified in this study closely align with the internalization process 

within SDT. According to Ryan and Deci (2020), internalization occurs when individuals 

adopt an organization’s values as their own, leading to more sustained, autonomous 

motivation. In this study, leaders facilitated internalization by embedding mission-driven 

messaging throughout the volunteer journey from recruitment and onboarding to role 

assignment and reflection. This alignment helped volunteers feel emotionally connected 

to their service and reinforced their personal identification with the organization’s goals. 
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The findings confirm and extend current literature on volunteer motivation. 

Crochiere et al. (2023) found that value congruence between volunteers and the 

organization strengthens co-creation and long-term commitment. Likewise, Miao et al. 

(2025) emphasized that emotionally connected volunteers demonstrate higher 

engagement when they understand the social value of their contributions. These findings 

support the idea that purpose-driven messaging is more than branding. The results from 

this study, together with the work of Crochiere et al. (2023) and Miao et al. (2025), 

indicate that purpose-driven messaging operates as a psychological driver that deepens 

volunteer loyalty and promotes sustained engagement. As a result, nonprofit leaders who 

intentionally integrate purpose-driven messaging into their volunteer recruitment 

strategies can foster a more committed and enduring volunteer base.  

Connecting volunteer tasks to the broader mission is a critical strategy for 

fostering long-term engagement. Arnon et al. (2023) introduced the concept of volunteer 

engageability, which is significantly influenced by the clarity and resonance of an 

organization’s mission. Participants in this study reinforced this idea by describing how 

they incorporate visuals, testimonials, and mission-centered conversations to consistently 

link volunteer activities with their overall impact. By framing service as purposeful rather 

than transactional, leaders strengthened volunteers’ emotional investment and reinforced 

their commitment to the organization’s goals. 

From a business perspective, mission alignment is a critical strategy for 

recruitment, retention, and brand loyalty. According to Wymer and Čačija (2025), 

volunteers who identify with an organization’s core values are more likely to act as brand 
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ambassadors and contribute consistently. Participants in this study demonstrated that 

emotionally engaging volunteers through purpose-based messaging encourages deeper 

commitment, stronger word-of-mouth promotion, and more meaningful long-term 

involvement. 

In summary, purpose-driven messaging and mission alignment are essential 

components of volunteer engagement strategy. When leaders connect volunteers to the 

broader meaning behind their work, they activate intrinsic motivation, foster long-term 

commitment, and create a culture of shared values that sustains organizational impact. 

Theme 4: Flexible and Accessible Opportunities 

Flexibility and accessibility in volunteer opportunities emerged as a core 

recruitment strategy for five of the seven participants. Leaders emphasized that reducing 

barriers to participation such as rigid schedules, high initial expectations, or limited 

formats was essential for attracting and retaining a diverse range of volunteers. 

Participants described offering multiple pathways to engagement, including short-term, 

virtual, and low-commitment roles, which not only increased initial interest but often led 

to deeper, long-term involvement. 

P2 explained, “we offer a range of opportunities short-term, virtual, weekend 

events so people can say yes without feeling overwhelmed.” P7 shared how one-time 

events serve as an accessible gateway: “If we can get people out once, they often come 

back.” P3 noted working with a veteran population, emphasized the need to adapt to 

physical or emotional limitations: “We meet them where they are. If that means starting 

with a phone call or virtual opportunity, that’s okay.” P5 highlighted the importance of 
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scheduling flexibility: “Some people can’t come during the day, so we offer evening and 

weekend roles. Accessibility is key.” P6 reinforced this idea, stating “we let people 

decide what level of involvement works for them. That choice is empowering.” 

The strategies identified in this study reflect the autonomy component of SDT. 

According to Ryan and Deci (2020), autonomy refers to the psychological need to 

experience choice and volition in one’s actions, which is a critical factor in fostering 

intrinsic motivation. In this study, leaders supported autonomy by creating environments 

where volunteers could determine how, when, and to what extent they wanted to 

contribute. By removing rigid constraints and offering volunteer roles that fit a variety of 

lifestyles and needs, the organizations encouraged more inclusive and sustainable 

participation. 

The findings confirm and extend prior research on volunteer flexibility and 

engagement. Hopkins and Dowell (2021) emphasized that organizations that tailor 

volunteer opportunities to meet individual lifestyles, age demographics, and capacity 

levels achieve better recruitment and retention outcomes. Likewise, Compion et al. 

(2022) highlighted the value of episodic volunteering brief, one-time service events as a 

successful low-barrier entry point for new volunteers. This approach mirrors the 

strategies used by participants who introduced short-term events with the intent to foster 

recurring engagement. 

Providing flexibility and meeting volunteer expectations from the outset is a key 

strategy for sustaining engagement. Dunlop et al. (2022) found that volunteers are more 

likely to remain involved when their initial experiences align with their expectations and 
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when the organization offers flexible roles. The authors’ research further demonstrates 

that early accommodation and autonomy in scheduling help reduce burnout and turnover. 

Participants in this study implemented similar strategies by meeting volunteers “where 

they are,” both logistically and emotionally, ensuring that service opportunities fit 

individual circumstances and capacities. This alignment between research and practice 

highlights how flexibility and responsiveness can strengthen retention by fostering 

positive, sustainable volunteer experiences. 

From a business practice standpoint, offering flexible opportunities mirrors 

customer-centered models in the for-profit sector, where success often depends on 

personalizing offerings to meet the diverse needs of clients. According to Wymer and 

Čačija (2025), adaptability and customization are essential components of relationship 

marketing, helping organizations build trust and long-term loyalty. Participants in this 

study demonstrated that nonprofits could benefit from adopting a similar mindset, 

volunteers who are given choice and flexibility are more likely to develop sustained, 

meaningful connections to the organization. 

In summary, offering flexible and accessible volunteer opportunities is both a 

motivational strategy and a practical tool for inclusive engagement. By empowering 

individuals to serve on their own terms, nonprofit leaders expand their volunteer base, 

increase retention, and foster greater long-term organizational capacity. 

Theme 5: Empowerment and Recognition of Volunteers 

Empowerment and recognition of volunteers emerged as a key theme among five 

of the seven participants. Leaders described how offering meaningful responsibilities, 
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leadership development opportunities, and intentional appreciation helped foster a sense 

of ownership and long-term commitment. When individuals felt their contributions were 

nurtured, celebrated, and connected to the organization’s mission, they were more likely 

to remain engaged and become advocates who recruited others. 

P1 shared, “we celebrate our volunteers often. Appreciation goes a long way 

whether it’s a shout-out at an event or just taking the time to say thank you.” P2 described 

a leadership pipeline within the volunteer team: “We provide training and mentorship. 

Some of our best team leaders started as volunteers who just showed up once.” P4 

emphasized how empowering mentors-built consistency and trust in youth programs: 

“We train our volunteers to take on more because they want to, and because they’re 

capable.” P5 shared, “people want to feel seen. We make it part of our culture to 

acknowledge their time and their heart.” P6 added, “we want volunteers to feel uplifted 

and publicly affirmed,” describing how faith-based gatherings were used to recognize 

contributions and reinforce spiritual motivation. 

The strategies identified in this study directly support two core components of 

SDT: competence and relatedness. Competence refers to the need to feel capable and 

effective in one’s actions, while relatedness involves feeling connected and valued within 

a social context (Ryan & Deci, 2020). Leaders in this study fostered competence by 

offering training, skill development, and leadership roles. Relatedness was reinforced 

through personalized recognition, emotional affirmation, and creating spaces where 

volunteers felt appreciated and connected. 
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Empowerment and acknowledgment emerged in this study as essential strategies 

for sustaining volunteer recruitment. De Clerck et al. (2024) found that autonomy-

supportive leadership, which includes recognizing contributions and fostering volunteer 

growth, significantly enhances retention by fulfilling volunteers’ psychological needs. 

Similarly, Crochiere et al. (2023) identified co-creation of value as a key driver of 

volunteer motivation, highlighting that volunteers who contribute meaningfully and build 

skills are more deeply committed to the organization. The alignment between these 

studies and the current findings underscores that recognition, skill development, and 

shared value creation are not supplementary benefits but core practices that strengthen 

long-term volunteer commitment.  

Recognition, both public and personal, also played a vital role in maintaining 

engagement. Prince and Piatak (2023) emphasized that volunteer satisfaction is strongly 

linked to personalized and consistent appreciation from leadership. Ashfaq et al. (2021) 

also confirmed that volunteers who feel acknowledged are more likely to report a strong 

sense of belonging and continue serving overtime. Evidence from both the literature and 

this study positions recognition as a strategic retention tool that not only affirms 

volunteer contributions but also strengthens their emotional connection to the 

organization, fostering sustained participation. 

From a business practice perspective, volunteer empowerment and recognition 

closely mirror proven employee engagement strategies. As noted by Wymer and Čačija 

(2025), individuals who feel emotionally connected and publicly appreciated tend to 

maintain stronger affiliation with the organization and contribute at higher levels. 
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Nonprofit leaders in this study demonstrated that investing in volunteer development and 

affirmation is not merely a retention tactic but a strategic, values-based leadership 

approach. 

In summary, empowering and recognizing volunteers is a foundational practice 

rooted in both motivational theory and effective leadership. Volunteers who are given 

opportunities to grow, lead, and feel valued are more likely to sustain their commitment, 

deepen their emotional investment, and inspire others to serve ultimately expanding the 

organization’s reach and reinforcing its mission. 

Business Contributions and Recommendations for Professional Practice 

The findings of this study contribute meaningfully to the professional practice of 

business by offering clear, evidence-based strategies to improve workforce engagement 

through enhanced volunteer recruitment in nonprofit organizations. Although focused on 

the nonprofit sector, the findings also have strong implications for leaders in corporate, 

hybrid, and socially responsible business models. As organizations across sectors 

continue to navigate resource constraints, shifting workforce expectations, and a growing 

emphasis on purpose-driven work, the ability to attract mission-aligned individuals 

whether volunteers or employees has become a strategic imperative. 

This study fills a gap in the literature by providing practical insights into how 

nonprofit leaders successfully mobilize volunteers through intentional leadership 

practices. Existing research often addresses volunteerism in general terms but lacks 

specific strategies linked to long-term engagement, leadership style, and community 

building within high-demand human aid environments. By grounding the findings in SDT 
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and using a pragmatic inquiry approach, the research identifies concrete methods by 

which leaders create environments that meet volunteers’ psychological needs for 

autonomy, competence, and relatedness, factors that are equally critical to employee 

satisfaction and retention in for-profit settings. 

Business and nonprofit leaders can benefit from incorporating the five key themes 

identified in this study into their organizational practices to enhance recruitment, 

engagement, and long-term commitment among volunteers or employees. First, the 

theme of Building Relationships and Personal Connections emerged as foundational to 

successful volunteer recruitment. Participants emphasized that trust, individualized 

outreach, and authentic human connection are essential for drawing volunteers into 

sustained engagement. Volunteers were often recruited through personal invitations and 

maintained through ongoing relational touchpoints. Leaders in both nonprofit and for-

profit sectors can strengthen employee and volunteer engagement by emphasizing 

relational leadership, prioritizing interpersonal communication, and investing in 

partnerships that foster trust and shared values. 

The theme of Creating a Welcoming and Inclusive Volunteer Culture highlighted 

the importance of fostering a sense of belonging and psychological safety. Participants 

described how creating a supportive, inclusive environment helped volunteers feel valued 

and more likely to stay involved. This culture was built through warm onboarding 

processes, community-building events, and inclusive communication practices. Business 

leaders can adopt similar approaches by cultivating inclusive team dynamics, supporting 

employee resource groups, and embedding equity and belonging into workplace culture. 
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The theme of Purpose-Driven Messaging and Mission Alignment revealed that 

volunteers were more committed when they understood and connected with the 

organization’s mission. Leaders intentionally linked volunteer roles to the broader 

purpose and impact of the organization. This alignment helped individuals feel that their 

contributions mattered. Organizations can integrate this strategy by consistently sharing 

impact stories, clarifying how individual tasks contribute to collective goals, and 

reinforcing the organization’s mission across communication channels and programming. 

The theme of Flexible and Accessible Opportunities addressed the need to lower 

barriers to participation. Participants shared that volunteers are more likely to engage 

when roles accommodate different time commitments, abilities, and interests. Providing a 

variety of entry points and schedules allows individuals to participate in ways that fit 

their lives. Leaders can apply this principle by offering flexible roles, virtual options, 

short-term engagements, and clearly defined pathways to deeper involvement while 

maintaining clear expectations and providing adequate support. 

The theme of Empowerment and Recognition of Volunteers demonstrated the 

importance of appreciating and uplifting those who serve. Leaders who offered 

volunteers opportunities for leadership, development, and public recognition saw higher 

levels of motivation and retention. Recognition included informal thank-you notes, 

structured appreciation events, and advancement into leadership roles. Business leaders 

can reflect this in their human capital strategies by implementing recognition programs, 

peer-nominated awards, and leadership development tracks for both employees and 

volunteers. 
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The strategies identified in this study are especially relevant for nonprofit 

executives, human resource leaders, corporate social responsibility professionals, and 

program managers responsible for volunteer coordination and workforce engagement. 

Incorporating these strategies into leadership development, onboarding systems, and 

organizational culture initiatives can support stronger relationships, better retention, and a 

more motivated workforce. Additionally, leadership workshops, nonprofit association 

webinars, and sector-specific publications can help bring these insights to organizations 

that benefit from volunteer engagement. 

The findings of this study provide a roadmap for effective volunteer recruitment 

strategies that are grounded in human-centered leadership, values-driven culture, and 

motivational theory. These strategies can be adapted across sectors to improve 

recruitment, increase engagement, and drive lasting impact in mission-focused and 

employee-centered organizations alike. 

Implications for Social Change 

The findings of this study contribute to positive social change by equipping 

nonprofit and business leaders with evidence-based, replicable strategies to strengthen 

volunteer recruitment through relationship-building, inclusivity, mission alignment, 

flexibility, and recognition. By exploring the lived experiences of leaders in human aid 

nonprofit organizations, this research offers practical insights that can enhance 

organizational effectiveness, improve volunteer retention, and expand the reach of critical 

services to individuals and communities in need. 
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At the organizational level, the study provides a framework for designing 

inclusive, purpose-driven volunteer programs that expand capacity without 

compromising quality. Leaders who adopt practices such as building personal 

connections, offering flexible engagement opportunities, and publicly recognizing 

volunteer contributions can reduce turnover, increase volunteer satisfaction, and deliver 

services more efficiently. These improvements directly benefit the populations served 

such as individuals facing homelessness, food insecurity, or isolation by ensuring they are 

supported by a stable, motivated, and empowered volunteer workforce. 

For corporate and business leaders, the study reinforces the social and operational 

value of employee volunteerism. Partnerships between nonprofits and businesses can 

mirror the strategies identified in this study particularly mission alignment, recognition, 

and relational engagement to foster shared value across sectors. Encouraging corporate 

volunteer efforts not only builds team cohesion and enhances brand reputation but also 

contributes to stronger community ties and an expanded culture of civic responsibility. 

At the community level, effective volunteer engagement contributes to increased 

trust in institutions, higher rates of civic participation, and a more resilient social safety 

net. Volunteers who feel connected, competent, and purposeful consistent with the 

principles of SDT are more likely to remain engaged and inspire others to contribute. 

This ripple effect reinforces social capital and empowers communities to collaboratively 

address local challenges. 

From a scholarly perspective, this study contributes to the broader literature on 

nonprofit leadership, workforce sustainability, and organizational behavior. By applying 
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a qualitative, pragmatic inquiry grounded in SDT, the research offers new insight into 

how motivation and leadership practices intersect to support long-term volunteer 

engagement, particularly in emotionally demanding service contexts. These insights may 

inform future studies on leadership, engagement, and strategy within mission-driven 

organizations. 

Overall, the implications of this study extend beyond nonprofit volunteerism to 

support a broader vision of inclusive leadership and social innovation. When 

organizations prioritize relationships, recognize contributions, and create accessible, 

empowering pathways for service, they foster environments that elevate human dignity, 

activate community strengths, and promote sustainable social change. These practices not 

only improve organizational outcomes but also contribute to more connected, equitable, 

and resilient communities. 

Recommendations for Further Research 

The findings from this qualitative study provide a foundation for understanding 

effective volunteer recruitment strategies within human aid nonprofit organizations. 

However, additional research is needed to further strengthen business practices in both 

nonprofit and for-profit sectors. Future studies can build on the limitations of this project 

and explore new contexts, populations, and methodologies to deepen insight into 

sustainable volunteer engagement and its relationship to organizational success. The 

following areas are recommended for further research. 
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Sector and Organizational Diversity 

Future research should further examine whether the five core strategies identified 

in this study: building personal relationships, fostering inclusive volunteer cultures, 

aligning roles with organizational purpose, offering flexible opportunities, and 

recognizing and empowering volunteers are equally effective across a broader range of 

nonprofit sectors beyond human aid. While the present study focused on human aid 

organizations, which often involve high emotional labor and urgent service delivery, 

other sectors such as arts and culture, environmental advocacy, education, animal 

welfare, and international development may operate under different organizational 

structures, resource constraints, and volunteer motivations. 

For instance, arts organizations may rely on project-based, seasonal, or event-

driven volunteer models, while environmental nonprofits may require physically 

demanding or remote service roles. Educational nonprofits, in contrast, often engage 

volunteers in more structured mentoring or tutoring capacities. Each of these contexts 

presents unique challenges and opportunities for implementing volunteer recruitment 

strategies. Exploring how the five strategies adapt to these settings could yield important 

insights into sector-specific nuances, including how culture, mission intensity, or 

volunteer demographics influence recruitment outcomes. 

Comparative studies between mission types such as between faith-based and 

secular nonprofits or between locally focused and globally operating organizations could 

help determine which strategies are universally effective and which require contextual 

tailoring. Examining how organizational size, funding structure, and leadership style 
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mediate the effectiveness of these strategies may also provide valuable direction for 

nonprofit leaders seeking to enhance volunteer engagement. 

Broadening the scope of research to include diverse nonprofit sectors would 

contribute to a more comprehensive understanding of volunteer management and 

leadership practices. Such research could also help identify transferable models of 

volunteer engagement that can be shared across the sector, ultimately improving 

volunteer recruitment, satisfaction, and retention regardless of the organization’s mission 

area. A cross-sectoral lens would enrich the field’s knowledge base and strengthen the 

capacity of nonprofits to adapt best practices in a rapidly evolving volunteer landscape. 

Volunteer Perspectives 

This study centered on the experiences and strategies reported by nonprofit 

leaders; however, future research should intentionally incorporate the voices and lived 

experiences of volunteers themselves. Understanding volunteer motivations, 

expectations, and perceptions directly from those engaged in service can provide a more 

holistic view of what drives sustained participation and satisfaction. While leaders may 

offer strategic insight into recruitment and engagement practices, volunteers can reveal 

whether those strategies are perceived as effective, inclusive, and motivating from their 

point of view. 

Including volunteer perspectives could help identify potential gaps between 

leadership intentions and actual volunteer experiences. For example, leaders may 

perceive their communication as purpose-driven and empowering, while volunteers may 

feel under-informed or disconnected from the broader mission. Similarly, practices 



63 

 

intended to foster inclusion, or flexibility may not be experienced equally across 

demographic or cultural groups. Hearing directly from volunteers may uncover subtle 

barriers to engagement or unmet needs that leaders have not yet recognized. 

A comparative analysis of leader and volunteer perspectives may also yield new 

insights into how organizational culture, recognition efforts, training, and role clarity are 

received and interpreted by those serving. These findings could support more targeted 

interventions and volunteer-centered program design. Furthermore, research that includes 

diverse volunteer voices such as episodic, long-term, youth, older adult, and marginalized 

community volunteers can help nonprofits create more inclusive and responsive 

engagement strategies tailored to a broader range of experiences. 

Future qualitative or mixed-methods studies that triangulate data from both 

leaders and volunteers would enrich the current understanding of effective volunteer 

recruitment and retention. By validating leader-reported strategies through the lens of 

volunteer perception, researchers can provide more balanced, evidence-based 

recommendations for nonprofit practice. Ultimately, elevating volunteer voices 

contributes to more democratic, human-centered research and fosters organizational 

accountability to the very individuals who make service possible. 

Longitudinal Impact 

The present study utilized a cross-sectional design, capturing nonprofit leaders’ 

perspectives at a single point in time. While this approach provided valuable insights into 

the strategies currently used to recruit volunteers in human aid organizations, it limits the 

ability to assess how these strategies perform and evolve over the long term. Volunteer 
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recruitment and engagement are dynamic processes, influenced by organizational growth, 

shifting community needs, and changes in volunteer demographics, availability, and 

motivation. As such, future longitudinal research is essential to examine how volunteer 

recruitment strategies impact sustained engagement, organizational loyalty, and 

volunteer-driven outcomes over time. 

A longitudinal or mixed-methods approach would allow researchers to track 

changes in volunteer participation across various stages from initial recruitment through 

orientation, ongoing service, and eventual departure or advancement into leadership 

roles. This design could also uncover factors that contribute to volunteer burnout, 

turnover, or continued commitment, offering a more comprehensive understanding of 

which strategies result in meaningful, long-lasting engagement. Furthermore, longitudinal 

data could help identify how contextual variables such as organizational capacity, 

leadership transitions, or external disruptions (e.g., pandemics, economic downturns) 

affect the sustainability and adaptability of recruitment practices. 

By capturing data at multiple time points, future research could explore the ripple 

effects of recruitment strategies on broader organizational outcomes, such as program 

delivery, service quality, donor support, and community impact. For instance, does 

building strong personal relationships with volunteers lead to increased retention rates 

after one year? Do flexible opportunities result in higher conversion from episodic to 

long-term volunteers? Are recognition efforts predictive of volunteer leadership 

development and advocacy behavior? 
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Incorporating both qualitative and quantitative data over time would enrich the 

understanding of causal and correlational relationships between recruitment practices and 

volunteer outcomes. This would also support evidence-based decision-making for 

nonprofit leaders seeking to implement or refine engagement strategies based on their 

long-term return on investment. Ultimately, longitudinal research would extend the 

current study’s findings by revealing not only what works in the moment, but what 

sustains volunteerism and contributes to organizational resilience over time. 

Technology and Recruitment Tools 

Several participants referenced the use of digital platforms to streamline volunteer 

recruitment and engagement efforts, including online sign-up forms, event management 

systems, and social media outreach. While these tools were acknowledged as helpful in 

reaching broader audiences and simplifying administrative processes, the current study 

did not explore in depth the scope or effectiveness of specific technologies used. As 

digital communication becomes increasingly integral to nonprofit operations, future 

research should investigate the role, impact, and best practices for integrating technology 

into volunteer recruitment, coordination, and retention strategies. 

Technology offers nonprofit organizations a powerful means of increasing 

accessibility and visibility, particularly for younger, tech-savvy demographics who may 

expect intuitive, mobile-friendly systems and real-time communication. Platforms such as 

Instagram, Facebook, and LinkedIn can amplify recruitment messaging, while volunteer 

management software like SignUpGenius, VolunteerHub, or Salesforce Nonprofit Cloud 

can streamline scheduling, communication, and data tracking. However, the effectiveness 
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of these tools likely varies depending on the organization’s size, budget, digital literacy, 

and target audience. Research is needed to determine which tools best support not only 

initial recruitment but also long-term engagement, satisfaction, and re-engagement of 

volunteers. 

As hybrid and remote volunteering opportunities grow in popularity especially 

following the COVID-19 pandemic, technology can facilitate more flexible models of 

service. Virtual volunteer orientations, online training, and remote engagement platforms 

may lower participation barriers and expand an organization’s reach beyond its 

immediate geographic area. Future studies could assess how technology supports the 

autonomy and competence components of SDT by enabling volunteers to choose how to 

participate and build new skills through digital platforms. 

There is also a growing opportunity to examine how data analytics, email 

automation, and customer relationship management (CRM) systems can personalize 

communication and strengthen volunteer relationships at scale. For instance, research 

could evaluate whether targeted emails, personalized thank-you messages, or digital 

badges for completed service milestones improve retention or increase volunteer 

satisfaction. Understanding the return on investment for various technological tools 

would help nonprofit leaders make informed decisions about digital infrastructure and 

allocate resources strategically. 

In summary, while this study briefly acknowledged the role of digital tools in 

volunteer coordination, future research should explore how technology can be optimized 

to enhance recruitment, foster deeper connections, and sustain engagement. A better 
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understanding of technology’s role will be especially relevant for nonprofits seeking to 

modernize their outreach strategies, engage younger generations, and operate more 

efficiently in an increasingly digital landscape. 

Geographic and Cultural Contexts 

This study was geographically limited to nonprofit organizations operating in 

Nashville, Tennessee, a city with a distinct cultural identity, strong faith-based networks, 

and an established history of community engagement. While the findings provide 

valuable insights into effective recruitment practices within this local context, they may 

not be fully generalizable to organizations operating in different regions or cultural 

environments. Future research should examine whether the five identified strategies: 

building personal relationships, fostering inclusive volunteer cultures, aligning volunteer 

roles with mission, offering flexible engagement opportunities, and empowering and 

recognizing volunteers hold the same significance in other geographic or sociocultural 

settings. 

Differences in regional values, economic conditions, population demographics, 

and institutional infrastructure may influence how volunteer recruitment strategies are 

implemented and received. For instance, communities with limited internet access may 

be less responsive to digital recruitment methods, while those with stronger collectivist 

cultural values may place greater emphasis on group affiliation or community identity. 

Urban versus rural dynamics may also affect outreach tactics, availability of volunteer 

opportunities, and the role of word-of-mouth in engagement efforts. Moreover, access to 
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resources such as staff capacity, technology, and funding can vary greatly across regions, 

shaping how leaders are able to design and implement volunteer recruitment strategies. 

Cultural context is equally important, particularly for organizations working with 

diverse or marginalized populations. Recruitment approaches that are effective in faith-

based or veteran-centered environments such as those represented in this study may not 

translate directly to secular, intergenerational, or culturally specific nonprofits. 

Understanding cultural norms, communication styles, and values around service and 

giving influence volunteer motivation is essential to developing inclusive, context-

sensitive recruitment practices. Research that examines these strategies in multicultural, 

multilingual, or immigrant-serving organizations, for example, could provide valuable 

insight into culturally adaptive approaches to volunteer engagement. 

Comparative studies that examine nonprofit practices across cities, states, or 

countries could illuminate both universal principles and locally adapted methods. This 

type of research would support nonprofit leaders in tailoring their recruitment strategies 

to better align with the specific needs and expectations of the communities they serve. 

The results from such studies would also inform policy recommendations, training 

programs, and funding initiatives designed to strengthen the volunteer sector nationally or 

globally. 

In summary, while the present study provides a deep understanding of effective 

recruitment strategies within the context of Nashville-based human aid nonprofits, 

broader geographic and cultural exploration is needed to fully understand the 

transferability and adaptability of these strategies. Expanding this line of research will 
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contribute to a more nuanced and inclusive body of knowledge, supporting nonprofit 

leaders in designing recruitment practices that are culturally competent, geographically 

responsive, and community informed. 

Applications in For-Profit Contexts 

Several findings from this study particularly those related to recognition, 

empowerment, and structured onboarding hold significant implications for employee 

engagement and corporate social responsibility (CSR) practices within for-profit 

organizations. While the present research focused on nonprofit leaders, the principles 

underlying effective volunteer management, such as fostering intrinsic motivation, 

cultivating a sense of belonging, and providing opportunities for meaningful contribution, 

are also central to workforce engagement in business environments. These parallels 

suggest that nonprofit strategies for recruiting, developing, and retaining volunteers may 

offer valuable models for enhancing employee motivation and organizational culture in 

the private sector. 

Recognition practices identified in this study such as public acknowledgment, 

personalized appreciation, and structured appreciation events mirror proven employee 

engagement strategies in for-profit settings. Employees, like volunteers, are more likely 

to demonstrate loyalty, productivity, and innovation when their efforts are consistently 

recognized and valued by leadership. This supports the broader application of nonprofit-

style recognition frameworks in business, particularly in environments where employee 

morale, retention, and team cohesion are critical to success. 
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Empowerment, another key theme in this study, also translates effectively to 

business contexts. Providing volunteers with leadership roles, skill-building 

opportunities, and voice in decision-making mirrors strategies used in employee 

development and talent retention programs. These practices align with the growing 

emphasis on inclusive leadership, psychological safety, and distributed decision-making 

in contemporary human resources literature. Future research could explore how the 

empowerment of unpaid contributors in mission-driven organizations compares with 

strategies used to build leadership capacity and professional growth opportunities among 

paid employees in for-profit enterprises. 

Structured onboarding processes such as intentional orientation sessions, mission-

focused messaging, and early relationship-building merged as crucial to volunteer 

engagement and retention. These strategies have direct relevance for onboarding new 

employees, particularly in large corporations where connection to organizational purpose 

can be diluted by scale or bureaucracy. As businesses increasingly adopt values-driven 

branding and seek to integrate purpose into their internal culture, insights from nonprofits 

can offer actionable guidance for designing onboarding programs that foster emotional 

connection, identity alignment, and early engagement. 

In the context of CSR, the study findings also point to new possibilities for 

strengthening corporate volunteerism programs. Several participants described successful 

partnerships with businesses where employees served as volunteers. These initiatives, 

often organized as team-building events or service days, can benefit from adopting 

volunteer recruitment principles identified in this study such as clarity of mission, 
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flexible participation options, and authentic relationship-building. Future research could 

examine how nonprofits and businesses co-design service opportunities that meet 

community needs while advancing business objectives such as brand reputation, 

employee satisfaction, and civic engagement. 

Ultimately, the nonprofit sector’s emphasis on mission, community, and relational 

engagement offers an alternative lens through which to examine leadership and 

workforce development in business settings. Exploring cross-sector applications of these 

strategies may yield innovative practices that humanize corporate cultures, foster intrinsic 

motivation, and enhance employee retention. As businesses seek to align profit with 

purpose, nonprofit volunteer management strategies may serve as both a practical and 

philosophical guide for building more engaged, value-driven workplaces. 

Quantitative Validation 

This study’s qualitative pragmatic inquiry design enabled a rich, contextualized 

exploration of nonprofit leaders’ perspectives on effective volunteer recruitment 

strategies. Through in-depth interviews, the research captured nuanced insights into how 

relational, cultural, and motivational factors contribute to volunteer engagement. 

However, the qualitative nature of the study also presents inherent limitations in terms of 

generalizability and the ability to establish causal or correlative relationships between 

variables. To address these limitations, future research should incorporate quantitative 

methodologies that test and validate the themes and strategies identified in this study 

across broader populations and organizational settings. 
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Quantitative validation could involve the development and distribution of 

structured surveys to a large sample of nonprofit organizations across various sectors and 

regions. These instruments could assess the prevalence and perceived effectiveness of 

practices such as volunteer recognition, flexible scheduling, mission-driven messaging, 

and inclusive onboarding. Researchers could then use statistical methods such as 

regression analysis, structural equation modeling, or path analysis to measure the 

relationships between these strategies and key outcomes like volunteer satisfaction, 

retention rates, recruitment conversion rates, and overall organizational performance. 

Such empirical testing would allow for the identification of statistically significant 

predictors of volunteer engagement, offering nonprofit leaders and practitioners a 

stronger evidence base for strategic decision-making. For example, measuring the degree 

to which perceived recognition predicts volunteer longevity could inform the design of 

formal recognition systems. Likewise, analyzing the correlation between onboarding 

quality and early volunteer dropout rates could highlight critical areas for improvement in 

initial engagement efforts. 

Quantitative studies could segment findings by organizational size, budget, 

mission area, or geographic location to assess whether certain strategies are more 

effective under specific conditions. This would enhance the applicability of the findings 

across a wider range of nonprofit contexts and support the customization of recruitment 

practices to fit unique organizational needs. Cross-sector comparisons may also be 

conducted to examine how these strategies perform in for-profit, hybrid, or international 

contexts. 
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Another potential avenue for quantitative validation includes longitudinal designs 

that track volunteer behavior and organizational metrics over time. By collecting data at 

multiple time points, researchers could assess the sustained impact of recruitment and 

engagement strategies, providing insight into the long-term effectiveness of approaches 

identified in this study. 

Incorporating quantitative validation into future research would significantly 

advance the field of volunteer management by offering actionable, data-driven insights. It 

would also enhance the credibility and generalizability of findings, supporting the 

translation of qualitative themes into scalable best practices. As the nonprofit sector 

continues to evolve and professionalize, the integration of robust quantitative evidence 

will be essential for refining strategies that attract, motivate, and retain a dedicated 

volunteer workforce. 

Conclusion 

The purpose of this qualitative pragmatic inquiry research study was to explore 

the successful strategies used by leaders of U.S. human aid nonprofit organizations to 

enhance volunteer recruitment. Using a pragmatic inquiry approach, the study employed 

semistructured interviews with seven experienced nonprofit leaders whose organizations 

serve vulnerable populations. The in-depth interviews provided rich, contextual data on 

the relational, organizational, and motivational practices that contribute to effective 

volunteer engagement. 

Through thematic analysis, five interconnected strategies emerged as essential to 

successful recruitment: (a) building personal relationships through direct, authentic 
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engagement; (b) creating welcoming and inclusive volunteer cultures that foster 

psychological safety and belonging; (c) aligning volunteer roles with the organization’s 

mission to inspire purpose-driven service; (d) offering flexible and accessible 

opportunities that accommodate diverse lifestyles and abilities; and (e) empowering and 

recognizing volunteers through skill-building, leadership roles, and appreciation. 

Collectively, these strategies demonstrate that effective recruitment extends beyond 

transactional outreach. It is a relational and values-based process that prioritizes trust, 

autonomy, and long-term engagement. 

The results of this study are strongly supported by SDT (Ryan & Deci, 2020), 

which emphasizes the psychological needs of relatedness, autonomy, and competence as 

drivers of intrinsic motivation. Leaders in this study operationalized these principles by 

cultivating environments where volunteers feel seen, valued, and empowered to 

contribute meaningfully. The study also confirms and extends recent literature on 

volunteer motivation, organizational inclusion, and relational leadership, offering both 

theoretical insight and practical relevance. 

Importantly, this research contributes to the broader understanding of nonprofit 

leadership by identifying actionable strategies that address common challenges in 

sustaining a volunteer workforce. For practitioners, the findings offer replicable 

approaches to strengthen recruitment pipelines, deepen volunteer commitment, and 

increase organizational capacity through community-centered engagement. For scholars, 

the study adds to a growing body of knowledge emphasizing the role of leadership 

intentionality, emotional connection, and mission alignment in volunteer management. 
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In summary, effective volunteer recruitment is not merely about filling gaps in 

service, it is about fostering belonging, inspiring purpose, and nurturing lasting 

relationships. As human aid nonprofit organizations continue to navigate increasing 

demand with limited resources, applying these strategies can enhance volunteer retention, 

improve service delivery, and contribute to long-term social impact. Future studies that 

expand on these findings through quantitative and longitudinal designs will further 

strengthen the evidence base, informing sustainable practices that support civic 

participation and community resilience across the nonprofit sector. 
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Appendix A: Participant Invitation Letter 

Dear Participant,  
 
You are invited to take part in a research study about effective strategies nonprofit leaders 
use to recruit volunteers. This study may help nonprofit professionals and researchers 
better understand successful leadership practices that enhance volunteer recruitment 
efforts in human aid organizations. 
 
About the study: 

 One 20–30-minute interview conducted via Zoom (audio recorded, not video 
recorded) 

 Your name, organization, and any identifying details will not appear in the final 
published study 

 Your participation will remain confidential, and your responses will be used for 
academic research purposes only 

 
To participate, you must: 

 Hold a leadership or managerial role in a nonprofit organization that provides 
human aid services 

 Be located in Nashville, Tennessee 
 Have at least one year of experience overseeing volunteer recruitment or 

volunteer program management 
 
This interview is part of the doctoral capstone research for Noelle Pollack, a Doctor of 
Business Administration (DBA) student at Walden University. Interviews will be 
scheduled at your convenience during August 2025. 
 
If you meet the criteria and are interested in participating, please contact Noelle Pollack 
at noelle.pollack@waldenu.edu. You are also welcome to share this invitation with other 
eligible nonprofit leaders who may be interested in contributing to this study. 
 
Thank you for considering participation in this research. 
 
Sincerely, 
 
Noelle Pollack 
Doctoral Candidate, Walden University 
noelle.pollack@waldenu.edu 
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Appendix B: Interview Protocol 

Interview Protocol 
What you will do What you will say–script 
Introduce the interview and 
set the stage. 

Hello, my name is Noelle Pollack. Thank you for 
taking the time to meet with me and participate in this 
doctoral study.  
 
The purpose of this study is to explore effective 
strategies nonprofit leaders use to strengthen volunteer 
recruitment. The main research question for this study 
is: What successful strategies do leaders of U.S. 
human aid nonprofit organization use to enhance the 
recruitment of volunteers? 
 
During this interview, I will ask you nine interview 
questions related to your experience and perspectives 
on volunteer recruitment.  
 
As a reminder, you have consented to participate in 
this study, and your participation is entirely voluntary. 
You may choose not to answer any question or 
withdraw from the study at any time without penalty.  
 
Do you have any questions or concerns about the 
confidentiality of your participation? 
 
Do you have any questions about the informed 
consent form or the process before we get started? 
 
To start, would you please state your name, role, 
organization you work with and a little bit about the 
services you provide? 
 

Watch for nonverbal cues. 
 
Paraphrase as needed. 
 
Ask follow-up probing questions 
to get more in depth. 

1. What strategies do you use to enhance volunteer 
recruitment? 
 
2. How do you measure the effectiveness of your 
recruitment strategies?  
 
3. What factors do you believe most influence 
volunteer motivation, and how does your 
organization leverage those factors in its 
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recruitment efforts? 
 
4. What forms of training and development are 
provided to either staff or volunteers to build 
competence and confidence in volunteer 
recruitment? 
 
5. How would you describe your leadership style, 
and how does it impact your ability to recruit 
volunteers? 
 
6. How does your organization create a sense of 
community or belonging among volunteers to 
enhance long-term engagement and recruitment 
success? 
 
7. In what ways does your organization recognize 
or incentivize employees or current volunteers to 
support recruitment efforts? 
 
8. Can you share an example of an effective 
program or initiative that significantly improved 
volunteer recruitment? What made it successful? 
 
9. Is there anything else about effective volunteer 
recruitment or management practices that you 
think are important to share but have not been 
covered in this conversation?  
 

Wrap up interview thanking 
participant. 

This concludes the interview. If you have any 
additional thoughts, insights, or examples you 
would like to share, please feel free to reach out 
any time. Thank you again for your time and for 
contributing to this study.  
 

Schedule follow-up member 
checking phone call. 

I will use today’s audio recording to transcribe this 
interview along with my notes to summarize my 
interpretation of your responses. Once this is 
complete, I will email you with a copy of the 
transcript within five business days for your 
review. Please review this for any errors in my 
interpretation of your responses.  
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Introduce follow-up phone call 
interview and set the stage. 
 
Share a copy of the succinct 
synthesis for each individual 
question. 
 
Bring in probing questions related 
to other information that you may 
have found–note the information 
must be related so that you are 
probing and adhering to the IRB 
approval. 
 
Walk through each question, read 
the interpretation, and ask: Did I 
miss anything? Or, what would 
you like to add? 

During this meeting, I will review a succinct 
synthesis of your responses to each question asked 
during out initial interview. Please let me know if I 
have missed anything or interpreted a response 
incorrectly. 
 
1. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
  
2. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
 
3. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
 
4. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
 
5. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
 
6. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
 
7. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
 
8. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
 
9. Question and succinct synthesis of the 
interpretation–perhaps one paragraph or as needed. 
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