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Abstract 
 

In the sustainable development process, international volunteer organizations are 

rapidly increasing in developing countries but have become criticized for having over 

promising benefits and neocolonialism impacts on the local population. In the 

combination with a discussed inefficient leadership in these organizations, this study 

aims to understand how international volunteer organizations, with the focus on 

Mauritius, through leadership more efficiently can maintain their vision to contribute to 

long-term socio, environmental and economic sustainable development by managing 

volunteer participants in ways that lead to productive and satisfied volunteers and in its 

turn result in an improvement of project outcomes. 

 The material findings of two field studies organizations, which included one 

participant observation, one focus group and seven semi-structured interviews were 

collected and indicated four main outcomes: 1) There exist no such thing as “the best” 

leadership style in international volunteer organizations, for volunteers’ competence and 

commitment vary substantially. Leaders need, therefore, to adapt to their leadership 

style depending on volunteers’ competences and commitment. 2) Leaders benefit from 

establishing an organizational commitment through five task characteristics: task 

significance, task variety, task feedback, task responsibility and task interest. 3) Leaders 

benefit to acquire and fine-tune certain skills including: conceptual skills, technical 

skills, emotional intelligence, and Intercultural communication competence. 4) The 

importance of the diversity of local leaders, both in terms of local and international 

volunteers; this is because valuable interaction can only occur in environments in which 

local leaders and volunteers can learn from each other in a balanced way with an open 

mind, which will invariably lead to an all-around improvement in knowledge 

concerning conservation issues and the sustainable development. The outcomes are 

discussed in relation to the following main theories and concepts: Situational 

Leadership II model, Voluntary Functional Inventory, Creative Tension, Goleman's five 

components of emotional intelligence, Social Identity theory of Leadership, the Job 

Characteristic model and the Third Space theory. 

 The four main outcomes demonstrate how international volunteer organizations 

can contribute to sustainable development through efficient leadership, diversity, open-

mindedness, and ingenuity. 
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1 Introduction 
 

The leadership is really inefficient (..) I sometimes feel I am doing 

pointless work, for example they are getting funding for the turtle 

projects and then they observe three times a week on the beach for a 

couple of month and still don't see any turtles and if you look into the 

literature and you see that the turtles go to the same beach every year 

and even though we know it’s not that beach we keep going and in my 

opinion are wasting a lot of money on a project that could be used for 

something else (..) this influences my overall engagement and 

commitment because I believe in the vision of the organization but the 

way they are spending their money and they are working doesn't give me 

much confident about what they achieve (Volunteer 8, 2016). 

 

This quotation from a current volunteer in an international volunteer organization based 

in the tropical island Mauritius provides an indication about the upcoming of my study, 

as it reflects what I experienced five years ago: I had recently graduated and decided to 

volunteer in different international volunteer organizations on one of the most beautiful 

but developing islands in the Pacific Ocean, with the chief intention of contributing to 

the organization’s vision of highly needed sustainable development. However, instead 

of contributing to sustainable development I found myself on most occasions, like 

many other volunteers, doing non-meaningful tasks, which left me dissatisfied, as I was 

feeling that I had not contributed as much as I might have been able to; decreased my 

work motivation and overall engagement with the material at hand. Observing a lack of 

leadership in all of the international volunteer organizations I had participated in, I 

asked myself which role leadership plays in international volunteer organizations to 

maintain their vision of achieving socio, environmental, and economic sustainable 

development and what kind of leadership would be needed to enhance volunteers’ 

engagement to contribute to sustain the organization's mission. In combination with an 

increased amount of research literature criticizing international volunteer organizations’ 

contribution in the sustainable development process in developing countries, and the 

non-existing research literature concerning how international volunteer organizations 

can increase their projects outcomes through effective leadership, I decided to aim my 

study to exactly this phenomenon. By studying how international volunteer 

organizations in developing countries, can create through leadership better conditions 

for the organization to maintain its vision to contribute to long term socio, 

environmental and economic sustainable development, by managing volunteers more 
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effectively. My own experiences in these organizations have greatly informed my 

understandings of the conditions in international volunteer organizations. The intention 

is therefore to achieve an understanding about the conditions in international volunteer 

organizations in relation to my own experiences. To achieve this intention, this includes 

a conduction of a minor field study of two volunteer organizations in one chosen 

developing country, which was coincidentally held in Mauritius. These two 

organizations, with locations surrounded by the deep blue turquoise-shaped Indian 

Ocean and crystal white sand, work with coral reef monitoring and with endangered 

species and birds. A wider description of the two organizations follows later on in my 

study's method chapter. To provide a more panoramic overview about the current 

situation of the sustainable development in Mauritius and the role of international 

volunteer organizations in this process, this chapter opens up with a short background 

of the subject matter, which is subsequently linked to a larger discussion. Later on in 

this chapter my study’s research question and overall aim presents and concludes with a 

discussion about the limitations of my study. 

 

1.1 Background 
 

Mauritius is a tropical island located in the Indian Ocean and has a total population of 

nearly 1.3 million inhabitants. The population of Mauritius consists of an ethnically 

diverse society with a large diversity of religions and languages. Within the developing 

world, Mauritius is widely regarded as a ‘success story’, due to the strength of its 

economy and its embrace of democracy (Gooding 2016). Despite this Mauritius is 

confronted with an environmental and social crisis: natural resources are becoming 

limited (Gray & Lalljee 2013) as well as the gap between poor and rich people, is 

becoming alarmingly wide (Kothari & Wilkinson 2013). The island is especially 

affected by climate change, since the small island is prone to tropical storms, sea level 

rise, biodiversity impacts. Moreover, the rising temperatures are resulting in problems 

of coral reef bleaching (Rambaree 2013). A change towards more sustainable values is 

therefore imperative and could be accomplished by sustainable development involving 

ecological, economic and social aspects (Rothwell & Charleston 2013). In order to 

achieve sustainability, Mauritius has been branded as 'Maurice Ile Durable', 

‘Sustainable Mauritius’, in 2008 by its current government (Rambaree 2013). Within 

this context, a widespread engagement is needed to accomplish a more sustainable 
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future on the island (Gray & Lalljee 2013). As the government cannot tackle social and 

environmental issues alone, the private sector plays an increasingly pivotal role in the 

sustainability process (Gooding 2016).  

 

International volunteer organizations in the sustainable development process 

In particular, the concept of international volunteer organizations has come to play a 

key role in the sustainable development process, as international volunteer 

organizations focus on how to improve the social wellbeing and sustainable 

environment of a developing country (Zahra & McGehee 2013).Over the last few 

decades international volunteer organizations have therefore increased rapidly in 

Mauritius (Picard 2015). Volunteer projects are often run by western organization, 

working alongside local NGOs (Taplin et al. 2014) consistent of western volunteers 

with the motivation to help in the sustainable process (Smith & Font 2014). 

 Despite the rapid growing number of international volunteer organizations 

working alongside local NGOs, international volunteer organizations have 

unfortunately become increasingly criticized in the research literature for having 

promised more benefits than they can deliver (Smith & Font 2014) and for excluding 

the local population from volunteer projects. It has also been argued that volunteer 

participants are volunteering due to non-altruistic purposes (Weaver 2015), the result of 

which is that international volunteer organizations have been accused of 

neocolonialism (Hammersley 2014, Frilund 2015, Kirillova et al. 2015). In 

combination with this, a lack of leadership has been described as a common problem in 

temporary international volunteer organizations (Nesbit et al. 2015, McNamee & 

Peterson 2014, Guttentag 2009). Frilund (2015), on the other hand, argues that 

international volunteer organizations can be an effective tool in the context of 

sustainable development in developing countries when the local population is truly 

involved in the development projects. 

 In order to achieve an understanding about the current situation of international 

volunteer organizations in the context of sustainable development in Mauritius, it is 

essential to pursue a wider problem discussion concerning international volunteer 

organizations. 

 

1.2 Problem Discussion 
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A problem discussion was vital to achieve an understanding about the current 

discourses upon international volunteer organizations in developing countries, with a 

focus on Mauritius, in terms of how international volunteer organizations can create 

through leadership better conditions for the organization to maintain its vision to 

contribute to long term socio, environmental and economic sustainable development. In 

order to gain a broad understanding from different points of view, three different areas 

have been identified: 1) international volunteer organizations accuse of 

neocolonialism, 2) volunteer participant's altruistic behaviors and 3) inefficient 

leadership in international volunteer organizations. These three areas will be discussed 

in expansion later on in my study when discussing my material findings with the help 

of different theories that deal with the areas which arose as vital from the problem 

discussion. 

 

Neocolonialism 

In the research literature there has been a discourse about how international volunteer 

organizations, despite their growing number, can succeed in contributing to a positive 

long-term change in developing countries (McGehee 2012, Hammersley 2014, Sin et 

al. 2015). Volunteer organizations have, for example, become increasingly criticized 

for having over-promised benefits (Smith & Font 2014). Lupoli et al. (2015) argue 

moreover that far too often international volunteer organizations have a top-down 

imposed form of development, wherein host communities are treated as passive 

recipients of international aid. Smith & Font (2014) claim that one reason for this is that 

volunteer projects are often run by western organizations that disregard and 

disempower local communities and maintain an imperialistic, hegemonic agenda. 

Griffin (2013) claims that western participants in international volunteer organization 

projects do little to achieve positive change in developing countries, but are instead 

reflecting the context of poverty by realizing their favorable life situation in comparison 

to ‘the others’, the local population. The result is that the most powerful, western 

volunteers have more influence than the local communities in developing countries:  

The use of volunteers, who often have little knowledge or experience of 

the work they are undertaking (an attraction for the volunteers), also 

calls into question their effectiveness and raises the spectrum of 

neocolonialism in the tacit assumption that even ignorant Westerners 

can improve the lot of people in the South (Brown & Hall 2008:845).  
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The quotation by Brown and Hall (2008) indicates that participants in international 

volunteer organizations are criticized to do little to transform the unequal power 

relationship between western and developing countries, but instead reinforce cultural 

stereotypes. By promoting enlightened, wealthy international volunteers, international 

volunteer organizations reinforce the idea that development will come from outside 

(Vodopivec & Jaffe 2011). McIntosh and Zahra (2007) discuss on the other hand that 

although the exact extent to which international volunteer organizations make a 

difference within a communities or environment can be debatable, the positive long 

term effects have been noted. This confirms by Frilund (2015), who argues that 

international volunteer organizations can be an effective tool in the context of 

sustainable development in developing countries when the local population is truly 

involved in the development projects and able to set their own goals. Devereux (2008), 

for his part, says that international volunteers can provide valuable help in the 

sustainable development process when there is respect, patience, and tolerance: “When 

working as a volunteer you must have a different attitude and remember you are 

offering to help but this may or may not be accepted. So patient and tolerance are 

important” (Devereux 2008:12). 

 Vodopivec and Jaffe (2011) claim, however, that even though nongovernmental 

organizations and local communities are increasingly becoming promoted as the 

appropriate actors for development, in contrast to previous top-down, state-led 

economic development models, this should not be accepted uncritically within the 

development discourse and practice. Guttentag (2009) posits that one problem is that 

many NGOs are not truly involving the local communities: "NGOs should not simply be 

viewed as ‘all good’ because one should not assume that NGOs will always consult 

closely with host communities" (Guttentag 2009:541542). Moreover, Guttenberg 

(2009) argues that ‘the locals’ in many international volunteer organizations work 

alongside the local communities, but do not necessarily represent the local communities 

in its varied interests. Consequently, the international volunteer organizations in the 

research literature have been accused of neocolonialism, for the local populations are 

often excluded from conservation projects (Hammersley 2014, Kirillova et al. 2015). 

Clifton and Benson (2006) say, however, that international volunteer organizations can 

help to ensure conservation of the natural environment and promote economic welfare 

of local communities. This view is shared by Devereux (2008), who claims that the use 

of international volunteers can contribute to the sustainable development process as 
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long as local people are involved, as this quotation indicates: "International volunteers 

can facilitate an exchange that cultivates respect and helps develop capacity and devolve 

power to grassroots level because of their stature living and working alongside local 

people under local conditions" (Devereux 2008:10). Brown and Hall (2008) note, in this 

context, that it is important to address power issues and the participation of local 

stakeholders in international volunteer organization projects, in order for international 

volunteer organizations to contribute to a positive difference in developing countries. 

Florens concurs on this points (2013), as he argues that despite some notable successes 

from conservation efforts from NGOs in Mauritius in the context of the sustainable 

development process, conservation problems on the island remain and are getting worse 

by an overwhelming number of conservation nongovernmental organizations, which 

are according to Florens (2013), drifting more towards self-preservation and away from 

biodiversity conservation: "It appears essential to encourage NGOs’ action to move 

towards more all-encompassing and sustainable efforts like embracing an ecosystem 

approach and communities involvement in conservation in a more meaningful manner” 

(Florens 2013:48). Florens (2013) suggests therefore that NGOs on Mauritius need to 

involve communities in a more meaningful manner as well as increase all-encompassing 

sustainable efforts. 

 

Altruistic behavior 

The problem discussion indicates that there has been an ongoing discourse regarding 

participants in international volunteer organization projects and whether they actually 

contribute to a positive change in developing countries. It has been argued that 

volunteer participants are mainly volunteering in the developing countries due to non-

altruistic behaviors (Kirillova et al. 2015, Dickinson & Peters 2014, Weaver 2015). 

While McGehee (2012) argues that international volunteer organizations can potentially 

benefit the volunteer's personal development and the host community. The reasoning 

for this can be attributed to the experience in which differing social values are created 

through participant’s social interactions. On the other hand Hustinx and Lammertyn 

(2003) suggest that over time the nature of volunteering has gone through a change. 

They discuss two types of volunteers-traditional and present day. Traditional 

volunteering is seen as a lifelong and demanding commitment, whereas present day 

volunteering tends to occur on a more temporary, sporadic and non-committal basis. 

Guttentag (2009) claims in this context that volunteers non-altruistic behaviors can 
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influence the project outcomes negatively: "In some projects, the volunteers are 

primarily interested in personal gain and the project benefits are questionable" 

(Guttentag 2009:540). The motives to participate in volunteering, seems therefore to be 

more dependent on personal interests and a self-realization, rather than on service ethic 

and a sense of obligation to the community. This results in the volunteers demand for a 

greater amount of freedom of choice and limited assignments with tangible outcomes 

(Hustinx & Lammertyn 2003). Guttentag (2009) suggests that volunteer leaders often 

lack an understanding of volunteer's motives. He stresses the necessity for leaders to 

understand volunteer’s motives for volunteering, in order to establish a successful 

conservation program. This is confirmed by Coghlan (2008) who refers to the 

discrepancy between the volunteers and volunteer leader's expectations in many 

international volunteer organizations. Coghlan (2008) claims that while leaders 

perceive themselves as scientists and volunteer participants as a source of labor, 

funding and entertainment, whereas the volunteers see themselves more as vacationers. 

Coghlan (2008) states that the discrepancy between leaders 'work ethic' and volunteer 

participants 'holiday ethic' can reduce the success of volunteer tourism programs. 

Coghlan (2008) also argues that volunteer leaders focus on work performance can 

conflict with the international volunteer organizations designed image of relaxation, 

fun, adventure and meeting locals (Coghlan 2008). A mismatch between volunteer 

participants and their actual experience can however lower satisfaction levels and 

decrease volunteer commitment to the volunteer organization and in turn influence the 

project outcome:  

 

"A mismatch between the volunteers’ expectations, created in part by the 

organization's’ promotional material, and their actual experiences may 

lead to decreased satisfaction levels and lowered volunteer motivation 

and commitment. " (Coghlan 2007:285).  

 

 

This quotation by Coghlan (2007) indicates that volunteer participant’s satisfaction is 

crucial for volunteer programs and it is influenced directly by matching their 

expectations. However many times this creates a discrepancy between volunteers 

expectations and their actual experience. 

 

Inefficient leadership 
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As the problem discussion indicates so far, the side effects on the local community of 

international volunteer organizations in developing countries are widely discussed in 

the research literature. However another interesting discourse in the context of 

international volunteer organizations in developing countries has been the inefficiency 

of performed leadership within the organizations. HaskiLeventhal and Bargal (2008) 

discuss among others (Coghlan 2008, McNamee & Peterson 2014, Guttentag 2009) the 

inefficiency of leadership in many international volunteer organizations: "Many 

volunteers compared their entrance experience to ‘being thrown into cold water’ and 

‘having to learn to swim on their own’" (HaskiLeventhal & Bargal (2008:78). As the 

citation indicates, many volunteers experience a lack of direction from leaders, which 

according to HaskiLeventhal and Bargal (2008) results in volunteers learning their 

skills, roles and expected attitudes from informal sources, such as peers and other 

volunteers. This however leaves the volunteers in a state of high organizational and role 

ambiguity regarding task expectations (HaskiLeventhal & Bargal 2008). This statement 

is confirmed by McNamee and Peterson (2014) who refer to the importance of clear 

direction motives in accordance with HaskiLeventhal’s (2008) implication of a lack of 

a designated organizational area for the volunteers: "Volunteers typically lack a 

designated organizational area for their activities and accomplish their work in various 

locales and times often removed from their supervisors and fellow members" 

(McNamee & Petersson 2014:5). The lack of proper management volunteers and the 

lack of a coherent vision of volunteer involvement will according to Nesbit et al. (2015) 

lack a solid base for volunteer programs to successfully accomplish their project 

outcomes. Furthermore McNamee and Peterson (2014) discuss the importance of 

leaders to stimulate volunteer commitment, but refer meanwhile to the problem that 

managerial practices are often deterring rather than inspiring. Bell (2003) indicates in 

her study that volunteer coordinators would need more training and support, especially 

in leadership, communication and people management. Bell (2003) also argues that a 

lack of organizational efforts among volunteer leaders in volunteer conservation 

programs can have negative consequences on the project outcomes: "Lack of 

coordination and organizational efforts on the volunteer program has led to frustration, 

duplication of effort, missed opportunities, and staff turnover" (Bell 2003:32). 

 In the context of leadership, Coghlan (2008) states a common problem in many 

international volunteer organizations is the leaders often exclusively scientific 

background is tested as they find themselves within multiple roles: "Leaders are often 
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scientific research staff who find themselves in the classic tour guide roles of an 

organizer, educator, social and cultural broker as well as entertainer (Coghlan 

2008:190). As the citation indicates a leader's role in an international volunteer 

organization includes far more from exclusively being a scientific researcher, however 

most international volunteer organization leaders are still mainly occupied with the 

scientific research role.  According to Coghlan (2008) this can result in a lack of leaders 

motivation in inspiring and involving volunteer participants in the projects. Guttentag 

(2009) claims in this context that properly planned and managed volunteer projects are 

crucial to mitigate the negative impacts associated with international volunteer 

organizations. 

 

Summary of the problem discussion 

To conclude the problem discussion indicates that international volunteer organizations 

are rapidly increasing in developing countries, which in turn has led to the discourse 

regarding the success of international volunteer organizations contribution to a 

sustainable development in developing countries. International volunteer organizations 

have increasingly become criticized for having over promising benefits and 

neocolonialism impacts on the local population in developing countries. Furthermore 

there has been a discussion with regards to volunteer’s motivation for participating in 

international volunteer organizations. Their motives being non-altruistic in nature 

which in turn can influence the project outcome negatively. In addition leadership has 

been discussed in this context as a common problem within volunteer organizations, 

leadership is regarded as vital but many times inefficient in international volunteer 

organizations. The improper management of volunteers seems to directly influence the 

international volunteer organizations ability to successfully accomplish their project 

outcomes.  

 

1.3 Research question 
 

As the problem discussion has indicated international volunteer organizations in 

developing countries have been discussed in various aspects within the research 

literature. In my study I will however only focus on the leadership aspect as it appears 

most interesting to research the relationship between leadership, volunteers, the local 
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community and how international volunteer organizations can through leadership 

improve in order to maintain its vision to contribute to a sustainable development. 

Various questions arose from the problem discussion, in which the focus in this study 

will be on;  

 

How can international volunteer organizations through leadership more efficiently 

maintain their vision to contribute to long term socio, environmental and sustainable 

economic development in developing countries, with a focus on Mauritius, by 

managing volunteers in ways that lead to productive and satisfied volunteers and in turn 

result in an improvement of project outcomes?  

 

In order to gain knowledge about this question, different questions that arose from the 

problem discussion will work as side questions in this study;  

 

1) What role does leadership play in international volunteer organizations to achieve its 

vision of contributing to socio, environmental and economic development in 

developing countries, with a focus on Mauritius?  

2) Is there a form of leadership style that is particularly beneficial for this form of 

organization in order to sustain the organization's project outcomes and if yes, what 

does it resemble?  

3) How are volunteer participants’ behaviors and motivations influenced by leadership 

performance in international volunteer organizations?  

 

An increased understanding concerning these questions follows later in my study in 

chapter 5, where my empirical findings are discussed together with relevant and already 

existing theory. 

 

Aim 

The overall aim of my study is to contribute to the missing research concerning 

leadership's influence in international volunteer organizations in the sustainable 

development process as well as to come up with potential suggestions about how 

international volunteer organizations through leadership can improve their vision to 

contribute to sustainable development. 
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Limits of my study 

Exclusively international volunteer organizations in Mauritius have served as a 

framework for my study. To achieve a wider understanding concerning the overall aim 

of my study, the study of other developing countries would have been beneficial but 

beyond time and budget.  

 

Definition of International Volunteer Organizations 

Before discussing the methodology that I used for my study, it is essential to define and 

clarify the complex term I will refer to as international volunteer organization. 

International volunteer organizations are non-profit organizations that exist all over the 

world and have become increasingly popular particularly in developing countries 

(Lupoli et al. 2015). The vision of international volunteer organizations is to contribute 

to long-term socio, environmental and sustainable economic development, by 

promoting different programs in which international volunteers can help in the 

sustainable development process (Brightsmith et al. 2008). The projects of international 

volunteer organizations range from various types of work, in which most common 

projects concern environmental conservation, community welfare and health care. The 

duration of the projects vary in time, however most volunteers participate in general for 

less than one month (Vodopivec & Jaffe 2011). To participate in international volunteer 

organizations is particularly popular among Western Europeans, Australians, Japanese 

and North Americans (Brightsmith et al. 2008). Also common among international 

volunteer organizations is that the projects are organized by a wide range of so-called 

"sending organizations" which organize and develop volunteer programs.  These can 

include private companies, locally based non-governmental organizations, charities, 

and multinational commercially run organizations (Vodopivec & Jaffe 2011).  These 

sending organizations collaborate with a natural/cultural protected area on site in the 

developing country in which the voluntary project will take place (Jamal & Stronza 

2009). However while sending-organizations charge international volunteers fees to 

participate in volunteer programs (Measham & Barnett 2008) and are most commonly 

known in the context of volunteer tourism (Lupoli et al. 2015), there exist also 

international volunteer organizations which are not working together with so-called 

sending-organizations but are instead directly organized and located in developing 

countries and do not charge international volunteers for their help (Lough et al. 2009). 
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2 Method chapter 
 

After discussing my study's research question and overall aim, this chapter contains 

moreover a discussion of the methodology and the different methods which I used for 

my study. This chapter contains moreover a discussion concerning the data sample and 

the data analysis which was used to achieve an understanding about how international 

volunteer organizations through leadership more efficiently maintain their vision to 

contribute to sustainable development in developing countries, with a focus on 

Mauritius, by managing volunteers in ways that lead to productive and satisfied 

volunteers and in its turn result in an improvement of project outcomes. Furthermore 

includes this chapter ethical consideration. 

 
2.1 Methodology 
 

Under this heading my study’s methodology is discussed, which includes my studies 

ontology, epistemology as well as my study’s research approach, research strategy as 

well as my studies theoretical selection and overall validity. 

 

My study's ontology 

To be able to critically research my study's research phenomenon related to how 

international volunteer organization through leadership can better maintain their vision 

to contribute to long term socio, environmental and economic sustainable development 

in developing countries, with a focus on Mauritius, by managing volunteers in ways 

that lead to productive and satisfied volunteers and in its turn result in an improvement 

of project outcomes, it deemed essential to discuss my starting point and what I believe 

constitutes the social reality regarding my research phenomenon. In other words what 

Åsberg (2000) defines as what kind of ontology a study is based upon.  

 My studies ontological approach is based upon what Bryman and Bell (2015) 

define as an idealistic approach. According to Åsberg (2000) an idealistic approach 

suggests that reality is socially constructed and the subjective awareness is required to 

create a form of reality. Based on this assumption is my study’s ontology based on 

idealistic standards as my research phenomenon is complex and dynamic, as it is 

shaped and interpreted by international volunteer organizations members’ actions, 



  
 

13 

resulting in that the "truth and reality" related to my research phenomenon needs to be 

contextually determined. How volunteer participants work performance for example is 

influenced by the performed leadership is based up-on thoughts, ideas and feelings, 

resulting in that it becomes problematic to create a statement about reality in this 

context. Reasoning is therefore needed to achieve an increased knowledge concerning 

how international volunteer organizations through leadership more efficiently can 

maintain their vision to contribute to sustainable development by managing volunteers 

in ways that lead to productive and satisfied volunteers and in its turn result in an 

improvement of project outcomes. 

 

My study's epistemology 

Based on my studies ontology, my studies epistemology approach, how I came to know 

something regarding my research phenomenon, is consequently based upon what 

Åsberg (2000) defines as a constructivist approach, which implies the assumption that 

social phenomena, including international volunteer organizations are not only 

produced through social interaction but also in a constant state of revision. Based on 

Åsberg (2000) ideas I suggest moreover that there is no such thing as an objective truth 

concerning my research phenomenon as we are part of constructing our own reality; 

”Everything you can imagine is real" (Pablo Picasso). My study's epistemology is 

therefore moreover based upon what Åsberg (2000) defines as an interpretivist 

approach as I assume that in order to achieve an understanding about how international 

volunteer organizations through leadership more efficiently can contribute to 

sustainable development it is vital to view this phenomenon through the eyes of the 

involved actors in international volunteer organizations. This was moreover considered 

as vital as Åsberg (2000) suggests that different individuals experience and understand 

the same "reality" in different ways as well as contain different reasons for acting. This 

is the reason for why a qualitative research strategy (Bryman & Bell 2015) was 

therefore used for my study. I am nevertheless aware of the problematic to distinguish 

between quantitative and qualitative research methods as both numbers and words are 

needed in order to understand a phenomenon (Åsberg 2011). With this in mind, my 

study's qualitative research strategy is exclusively referring to the characteristics which 

include my study's research phenomenon. 

 Collecting qualitative data through participant observation, focus group interviews 

and deep semi structured interviews (Bryman & Bell 2015) was regarded as the most 
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beneficial method to achieve an indication towards my study’s research question, as my 

research question involves what Alvesson and Kärreman (2011) would define as a 

complex social phenomenon which cannot be answered by a simple yes or no. I am 

moreover aware of that there might have been influences of my own personal and 

educational background when collecting the qualitative data, however as described 

above, I am critical to in what point my study can be pure rational and objective as 

social science almost always is based on subjective impressions and on experiences, as 

Kant refers "My question is, what we can hope to achieve with reason, when all the 

material and assistance of experience are taken away" (Kant 1933:266 in Åsberg 

2000:31). 

 

My study's research approach 

Based on Bryman and Bell's (2015) suggestion to use an inductive research approach, 

when there is no existing research concerning a specific phenomenon, I used an 

inductive study approach for my study in order to achieve an understanding through 

observations and experiences concerning how international volunteer organization 

through leadership can better maintain their vision by managing volunteer participants 

more effectively. This was considered as the most beneficial method in order to create 

knowledge and understanding around this specific phenomenon as there exist no 

research literature to serve as a framework for my study. 

 After collecting and analyzing my empirical material, relevant theories were used 

to achieve an understanding about my material findings, which were collected through 

the online databases ‘One Search’ and ‘Google Scholar’, through the search of articles 

and books. The selected theories were made in four areas, which included leadership 

style theories, leadership skills theories, organization theories and one postcolonial 

theory. The databases opened up the possibility to find theories and concepts that 

indicated to be important from the problem discussion in order to achieve an 

understanding related to the material findings in an interdisciplinary way. The 

interdisciplinary approach was important as my study’s research question involves a 

complex social phenomenon which only can be understood through an interdisciplinary 

approach. 

 Concerning my study's inductive research approach I am however aware of the 

problematic which is described by Bryman and Bell (2015) when using an inductive 

approach that my study's outcomes validity can be questioned, as it is difficult to 
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generalize and prove my studies outcome. The aim of my study is however not to prove 

my research questions but rather about achieving a deeper understanding and a holistic 

view around the specific case of how international volunteer organizations in 

developing countries through leadership better can maintain their visions to contribute 

to sustainable development by managing volunteer participants more effectively. 

Through the conduction of one participant observation, one focus group and seven semi 

structured in depth interview, my study indicated an indication towards how 

international volunteer organization through leadership more efficiently can contribute 

to sustainable development, which can be used as a ground for further research. 

 

2.2 Method 
 

After discussing my study's methodology, the methods used for my study are 

furthermore discussed, which includes the enquiry design, primary data and secondary 

data as well as the empirical sampling framework used for my study. 

 

Enquiry design 

Based on Bryman and Bell's (2015) research concerning the benefits of conducting a 

field study in order to gain an understanding concerning a phenomenon, my study 

included a field study to achieve an increased understanding towards my studies 

research questions. Conducting a field study was favorable as it included the possibility 

to collect in depth material as well as the possibility to achieve a closely defined 

cultural understanding about how international volunteer organizations through 

leadership more efficiently can maintain their vision of contributing to sustainable 

development by managing volunteers in ways that lead to productive and satisfied 

volunteers and in its turn result in an improvement of project outcome. 

 Concerning the sample of my study two international volunteer organization in 

Mauritius took part in my field study. The two organizations were selected before 

flying to Mauritius. Based on my qualitative method approach the number of two 

organizations was considered as favorable in order to collect deep material towards my 

research question in the intended time period. The organizations were moreover 

selected by the amount of employees and volunteers, as a minimum of five volunteers 

were considered as necessary in order to be able to collect qualitative material towards 

my studies research question. A description of the two organizations which are  part of 
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my study follows. Due to the desire of one of the organizations to stay anonymously, 

the organizations are defined as organization A and organization B. Both organizations 

are nonprofit organizations however a difference in these two organizations is that 

volunteers in organization A have to pay for their stay, while volunteers in organization 

B are not charged financially for their provided help. This distinction when choosing 

the organizations was made deliberately in order to see if the payment factor influences 

volunteers motivation and engagement to contribute to the organization's overall project 

outcomes.  

 Organization A works alongside the local communities and aims to contribute to 

long-term protection, preservation and restoration of the marine and coastal 

environment in the south region of Mauritius. Organization A consist in generally of 5-

8 volunteers, mainly from western countries as well as local volunteers who take part 

in a coral reef monitoring volunteer program who can stay a minimum of two weeks. 

The organizations coral reef monitor project aims to monitor the state of the Blue Bay 

Lagoon and Marine Park through assessments of the abundance and the diversity of a 

wide range of fish species, of the diversity of different coral species as well as through 

recording the levels of different human activities that take place throughout the Marine 

Park and the lagoon. Moreover offers organization A, a sea turtle protection project to 

determine if the endangered Green Turtle and the Hawksbill Turtles are nesting on 

Mauritius. Volunteers are involved in beach patrols to search for any evidence of 

nesting. Organization A offers likewise beach cleaning activities which concern 

collecting data on waste quantity by size and by type, lying around the beach areas. 

This activity includes a follow-up monitoring in order to observe the effects of the 

beach cleanups on the ecosystem. 

 Organization B on the other hand is concerned with the conservation of the 

endangered endemic plants and animals of Mauritius and works closely with local and 

international partners and has normally around 10 volunteers mainly from the United 

Kingdom but includes likewise local Mauritian volunteers. Volunteers are accepted 

throughout a year to work in a range of projects in which volunteers participation varies 

from 1-6 weeks as well as long-term volunteer placements are accepted that varies in 

duration between 3-6 month to one year. The volunteer work involves helping out in 

bird and plant recovery projects, which involves endemic bird nest location and 

monitoring, radio tracking, population monitoring, report writing, animal handling of 

Pink Pigeons, Echo Parakeets, Mauritius Kestrels and passerines. Moreover can 



  
 

17 

volunteer help in projects concerning the conservation of rare plants which includes 

planting, plant monitoring, weeding, watering and pest control.  

 

Empirical sampling framework 

Concerning the sample of the informants, a total number of five volunteer participants 

from organization B, took part in the focus group. The number of informants was 

chosen as there were exclusively five volunteers in the given organization which 

allowed the conduction of a focus group. However was this number, based on Stewart 

et al. (2007) considered as favorable, as a small focus group allowed the participants to 

express their thoughts and emotions more freely. A small number of participants was 

moreover regarded as beneficial to collect data, as the chosen topics were controversial 

and complex and collecting participants’ personal description was the major goal. 

However only organization B allowed the possibility to conduct a focus group therefore 

in order to achieve a deeper understanding about my studies research question five semi 

structured interviews with volunteer participants from organization A, were moreover 

conducted. To collect representative material towards my study's research questions 

volunteer participants from organization A were selected and included who had at least 

volunteered for two weeks in succession in the involved organization. The minimum 

length of two weeks was considered as appropriate since one week was supposed to be 

too short to collect representative material towards my study's research questions. 

 Once my study’s sampling framework was defined, the informant selection was 

conducted. Defining the sampling framework involved what Smith (2010) defines as 

the process of how to reach the research participants. A purposive sampling functioned 

as a ground for my study’s sampling frame as purposive sampling according to Bryman 

and Bell (2015) is a nonprobability form of sampling where participants are selected 

due to their relevance to the study’s research question. Purposive sampling was 

therefore considered to be the most appropriate way to ensure variety in resulting 

sample. A variety among the research participants was considered as essential in order 

to collect representative material related to how international volunteer organizations 

through leadership more efficiently can maintain their vision of contributing to 

sustainable development by managing volunteers in ways that lead to productive and 

satisfied volunteers and in its turn result in an improvement of project outcome. 
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2.3 Data collection technique 

 

This heading discusses the different data collection techniques which were used to 

achieve empirical data concerning my study's research question. A combination of 

different data techniques needed to be combined with each other in order to achieve a 

deeper understanding towards my study's research question, taking in consideration the 

complexity of my studies research phenomenon. 

 

Participant observation 

To gain an increased insight about how international volunteer organizations through 

leadership more efficiently can maintain their vision of contributing to sustainable 

development by managing volunteers in ways that lead to productive and satisfied 

volunteers and in its turn result in an improvement of project outcome one participant 

observation was conducted in organization A. A participant observation method was 

considered as an efficient method to collect data surrounded my study’s research 

question, as a participant observation method according to Bryman & Bell (2015) opens 

up the possibility to observe the behavior of different involved actors. The use of a 

participant observation opened therefore up the possibility to observe the behaviors of 

both the volunteer leaders and the volunteer participants, which was helpful in order to 

elicit the meanings they generate to their environment and behavior. Based on Smith 

(2010) suggestions, the use of a participant observation was moreover regarded as a 

suitable method as it opened up the possibility to examine a volunteer organization 

communities through the attention of symbols and to achieve deeper and broader 

understandings of some aspects of the group and the culture.  

 The participant observation method included therefore what Andersen (2012) 

defines as field research of one volunteer organization. Observation included watching, 

listening, taking notes and to be an interactive part of the everyday life of the 

international volunteer organization communities. The use of this research method was 

therefore favorable to gain what Smith (2010) refers to interpersonal insides, which was 

helpful in the context of how international volunteer organizations can create through 

leadership better conditions to contribute to a long term sustainable development. 

Furthermore was this form of method considered as appropriated to gain an increased 

knowledge towards my study's research question, through an interaction, as my study's 

research question involves complex social factors. According to Galletta (2013) are 
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participant observations particularly relevant in researches as humans have a tendency 

to actually do things differently than they say they do. Conducting one participant 

observation was therefore a favorable method to achieve firsthand knowledge 

(Andersen 2012) related to my study’s research question. However would the 

participant observations have needed to take place throughout a longer time period in 

order to gain representative material towards my study's research question, as it due to 

time limit and financial resources only was possible to mostly be a passive observer, by 

only being actively involved in some activities a few hours a day during four days. 

Taking this in consideration, the participant observation method was beneficial to 

collect a first sight material but needed to be combined with other methods of data 

collection and sources to achieve a deeper understanding towards my study's research 

question. 

 

Focus Groups 

According to Andersen (2012) is the use of focus groups considered as favorable 

particularly to collect qualitative material information. To achieve qualitative material 

towards my study’s research question a focus group interview method was therefore 

used in organization B. Although focus group interviews are time consuming, this form 

of method allowed the unique possibility to achieve an understanding concerning my 

study’s research question, in much more in depth than it would have been possible 

through, for example individual one by one person interviews as it allows respondents 

to react and build on the responses of other group members. 

 In total a number of five participants were involved in the focus group interview 

discussion. The selection of participants was made with the help of the volunteer leader 

to ensure that the focus group included a variety of volunteer participants who were 

involved in different volunteering work. However due to a lack of volunteer 

participants, all the current volunteer participants in the volunteer organizations who 

were able and willing to provide desired information ended up being part of the focus 

group. These participants were moreover considered as representatives, as they were 

known to, what Stewart et al. (2007) define as being involved in a particular situation 

which facilitated to explore collective understanding and a shared meaning held within 

this group. 

 Most of the participants knew each other from the volunteer work, however as the 

informants did not know each other all equally, it was considered as important to ensure 
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that this form of method would not cause any discomfort among the volunteer 

participants. It was therefore essential that the focus group participants felt comfortable 

talking together about their experience in the international volunteer organization in 

each other’s present in order to openly communicating their ideas, views and opinions, 

as this according to Bryman and Bell (2015) would influence the material collecting 

outcomes usefulness and validity. The focus group was held in the facility of the 

volunteer organization and therefore simple to organize. It was made sure that there 

were no other observers who may unobtrusively watch the interview in process. Based 

on Stewart et al. (2007) description of a focus groups, which are not defined a random 

discussion among a group of individuals brought together haphazardly, a well-

constructed but loose and flexible interview guide was designed before the focus group 

session took place. In the beginning of the focus group session, informants were asked 

to introduce themselves by name, birth country and length of stay at the volunteer 

organization. To start the discussion smoothly, the focus group session opened up with 

an introduction, in which the informants were thanked for coming and the goals of the 

research were briefly outlined and the format of the focus group session was described. 

General questions were asked and slowly moved over to discuss more specific issues 

concerning volunteers stay in the international volunteer organization and the perceived 

leadership, as the group dynamic felt enough comfortable. The involved participants 

discussed a particular topic concerning their stay and the performed leadership in the 

given organization, under my direction in which I, based on Stewart et al. (2007) 

suggestions, promoted interaction and ensured that the discussion remained on the topic 

of interest. To achieve useful material concerning my study’s research question, an 

what Bryman and Bell (2015) define as open ended approach was used, which 

facilitated as there was a high level of interest and knowledge among participants in the 

research in which the discussions ranged widely and the volunteers seemed to be glad 

to share their knowledge and experiences. This resulted in that I as a moderator was 

fairly nondirective, letting the discussion among the volunteer participants flow 

naturally as long as it remained on the topic of interest. It was however sometimes 

important to move on to another topic or issue as the volunteers not themselves covered 

particular interesting topics related to my study’s research question. The only 

interruptions were airplanes taking of due to the organizations proximity of an airport. 

Moreover being aware of the dilemma, which Bryman and Bell (2015) describe with 

focus group interviews as the participants do not only discuss what is important to the 
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researcher, a balance was tried to be find between what was central to the members of 

the group and what was important for me as a researcher. It was also important to 

ensure that not only one person would speak all the time, as other people’s views were 

required to achieve a high variety of opinions. This was particularly central as English 

for some of the informants was not the native language and therefore required time for 

some of the respondents to answer. Another positive outcome with using an open ended 

approach was that only the focus group participants voice and thoughts were heard, in 

contrast to for example ordinary interviews where according to Smith (2010) some of 

the focus can be on the person interviewing. The focus group provided therefore an 

excellent way of achieving a deeper understanding concerning volunteer participant’s 

experience of their overall stay, their motivation and the performed leadership in the 

given organization. However taking in consideration Freeman and Chung (2014) 

concerns that that there may can occur potential effects of social and personal 

characteristics when moderating the focus group, collecting the data could not be 

considered as being conducted on a simple objective base, however due to my tourism 

and leadership education background, this specific knowledge was used to gain an 

increased understanding about how international volunteer organizations through 

leadership more efficiently can contribute to sustainable development. The 

intersubjectivity related to my background, was therefore not regarded as a problem, 

but instead helpful to for example direct the discussion towards a relevant direction. 

 Moreover did I taking in consideration that participants of focus groups can come 

to think uncritically about certain topics and develop almost irrational attachments to it 

(Bryman & Bell 2015). However the unique strength of focus group research to collect 

data towards my study’s research question overweight, as it allowed respondents to 

react and build on the responses of other group members. This is what Stewart et al. 

(2007) define as synergistic effect of a focus group setting, which opened up the unique 

possibility to produce data which might not have been possible in individual interviews. 

 The length of the focus group session lasted around one hour and fifteen minutes. 

This amount of time was considered as appropriate to both have time for a brief 

introduction, to discuss the main discussion topics and to conclude with a summing up. 

In the summing up part all the informant were thanked for their participation as well as 

a brief explanation followed about what would happen to the data they had supplied. 

 

Semi structured in depth interviews 
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To gather further data beside the focus group material and the participant observation, 

five semi structured in depth interviews were moreover conducted with selected 

volunteer participants in the organization A as well as with two volunteer leaders from 

both the organization A and the organization B, which took part in my study. It was 

regarded as necessary to involve the volunteer leaders in my study as my study's 

research question involves a social complex phenomenon which according to Bryman 

and Bell (2015) therefore required the material findings from different perspectives. 

Semi structured in depth interviews allowed the possibility to achieve an understanding 

about how the performed leadership in the international volunteer organizations 

influences the project outcome as well as it allowed to conduct material about how 

international volunteer organizations in developing countries through leadership better 

can maintain their vision to contribute to sustainable development by managing 

volunteer participants more effectively 

 Collecting information through semi structured in depth interviews was moreover 

considered as a favorable way to draw connections related to my research question, as 

according to Brotherton (2008) informants have more freedom in semi structured 

interviews to express their opinion than for example through only structured 

questionnaires. The semi structured in depth interviews were composed of what 

Bryman and Bell (2015) define as open ended questions which allowed new ideas 

related to how international volunteer organizations in the context of leadership could 

be brought up during the interviews. However were the interview questions prepared in 

advance, by deciding the ground to be covered and the main questions to be asked 

during the interviews. To achieve as valuable and deep material data as possible related 

to my study’s research question, the interviewees, had however freedom in what they 

would like to express. This was considered as important in order to allow an insight 

into the interviewee's values, worldview and way of thinking (Bryman & Bell 2015), 

which were all essential characteristics to achieve an understanding concerning my 

study's research question. 

 The semi structured interviews were done through personal face to face 

interviews, which were considered as more favorable than written interviews, as 

personal interviews according to Bryman and Bell (2015) open up the possibility for 

more interpretation, including observations from body language. As my study's 

research question considers a complex social phenomenon, small details like body 

language were considered as central to achieve an insight about what the interviewees 
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considered as particularly important when talking about their stay and motivation in 

relation to the performed leadership in the international volunteer organizations. Based 

on Smith's (2010) suggestions it was moreover considered as important that the 

informants felt comfortable while responding, to achieve reliable and useful material 

towards my study’s research question. This was particularly taking in consideration as 

the semi structured in depth interviews were conducted in English, which was not the 

native language of a majority of the informants I therefore needed to ensure that the 

informants had the possibility to reflect upon their answers and that the informants 

easily could express themselves. 

 Likewise with the material collection process with the focus group, there may 

have been potential effects of my personal and social characteristics when collecting 

the semi structured in depth data. Collecting the data could therefore not be considered 

as being conducted on a simple objective base. However was my inter subjectivity used 

to gain an increased understanding and helpful to for example ask relevant 

supplementary question when conducting the semi structured in depth interviews. 

 

Ethical considerations 

The volunteer organizations, including the leaders and volunteer participants who 

participated in my study were courant about that their information was going to be used 

for the study, as well as in what way. It was moreover considered as important to be 

open and respectful to the involved participants in every aspect (Andersen 2012). Due 

to ethical reasons a discussion was made with the involved participations whether they 

wished to remain anonymous or explicit their identity in order to remain ownership of 

their stories. The research participants desired to stay anonymous, which was 

acknowledged in order to avoid any harm to the participants. Moreover allowed 

anonymity according to Bryman and Bell (2015) for participants confidentially and 

privacy and the names were not in any way significant for my study’s outcome. The 

participants were all informed about that they did not have to answer questions they did 

not feel comfortable with, as well as they disposed over the freedom to stop the focus 

group session or the semi structured in depth interviews at any time without giving any 

reason. The participants were moreover informed that the participation of this study 

was voluntary and had not any economic direct benefits for them. Nevertheless they 

were currant about that their help was beneficial for this study to become more 

representative and reliable. An acknowledgement was made towards both the 
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participants who accepted to be part of the study, as well as those who for different 

reasons denied participating. 

 

2.4 Data processing, understanding and analysis 

 

A content analysis approach was used to analyze the empirical material from the 

participant observation, the focus group discussion and the semi structured in depth 

interviews. The use of a content analysis was used as Bryman and Bell (2015) suggests 

that a content analysis is a useful research technique as it allows creating meaning from 

the collected material by as objectively as possible and systematically identifying 

specified characteristics. The content analysis involved to find categories related to my 

material findings, which was made from the outcome of the collected material findings. 

The interview guideline for the focus group discussion and the semi structured in depth 

interviews might have influenced the development of some categories, but did not work 

as the ground for defining the main categories. 

 The first step in finding the main categories from my material findings, included 

to achieve an overview of the transcript notes, which was made by reading the written 

material findings from the beginning to the end, as I would read a novel. This was 

important to obtain a sense of whole over the collected material (Bryman & Bell 2015). 

The next step included to read my notes again, but this time more carefully to become 

completely familiar with the material and to capture first key thoughts and concepts 

(Moretti et al. 2011). Once I had achieved an overview of the data, I used the second 

step of the content analysis, which Bryman and Bell (2015) define as open coding, 

which involved highlighting text and to make marginal notes about significant remarks 

and observations. In the margin of the text I wrote moreover down keywords that 

appeared to describe an emotional reaction related to how international volunteer 

organizations through leadership can maintain their vision of contributing to sustainable 

development in Mauritius, by managing volunteer participants more effectively. The 

capture of emotional reaction was viewed as significant, as my study's research 

question considers a complex social phenomenon. During the open coding the 

keywords were moreover used as codes. As Bryman and Bell (2015) suggests new 

codes were however added, when I discovered data that did not fit into the already 

existing codes. When defining the codes I was looking for keywords that recurred 

frequently in the material from the written notes which resulted in an indication of 
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pattern within the data that could be considered as what Andersen (2012) defines as a 

theme. This step included the first impression and thoughts about how international 

volunteer organizations through leadership can maintain their vision of contributing to 

sustainable development in Mauritius, by managing volunteer participants more 

effectively. 

 

Four categories 

Once all the empirical material had been coded, the themes indicated to be: 1) 

performed leadership style, a variation among volunteers in motivation, previous 

knowledge and competence concerning conservation issues, 2) shared values 

concerning sustainable development, skill variety, responsibility, meaningful work 

tasks and feedback 3) volunteer leaders with human skills, empathy, communication 

skills, organization skills and cultural misunderstandings, 4) cultural diversity and 

knowledge exchange. These themes were further, as Andersen (2012) suggests sorted 

into main categories based on how different themes were related and linked. Further by 

looking for similarities and differences I examined how the focus group interviewees 

and the representatives of the semi structured interviewees discussed a theme, like for 

example the benefits of volunteer leader with specific skills, resulting in that the main 

categories indicated to be: 1) situational leadership style 2) organizational commitment 

3) Emotional Intelligence and intercultural communication competence 4) Local 

communities involvement by local leaders and local volunteers. 

 As Bryman and Bell (2015) suggests in order to achieve an understanding about 

the material findings, the results from the content analysis were furthermore compared 

and contrasted with relevant theories and existing concepts. Relevant theories were 

used to achieve an understanding about the material findings in order to contribute with 

knowledge around the specific phenomenon concerning the role of leadership in 

volunteer organizations in the context of the sustainable development in Mauritius. 

Theories and concept to understand my material findings were collected through the 

online databases; ‘One Search’ and ‘Google Scholar’ through the search of articles and 

books. The databases opened up the possibility to find theories and concepts to achieve 

an understanding related to my material findings in an interdisciplinary way, which was 

considered as important as my study’s research question involves a complex social 

phenomenon. 
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 A disadvantage with using a content analysis method was what Bryman and Bell 

(2015) describe as the challenge to find categorizes that did not involve some 

interpretation. I am therefore aware of that there may have been potential effects of my 

personal and social characteristics when analyzing the data. On the other hand was this 

intersubjectivity based on my tourism and leadership educational background used in a 

way to gain a broader understanding related to the specific case of how volunteer 

organizations through leadership can become more effective in contributing to a long 

term sustainable development. 

 It is moreover important to point out that the diversity of participant responses 

resulted in that not every volunteer and manager experienced the dialectics to the same 

intensity or degree, resulting in that the outcomes rather represent the accumulation of 

participant's experiences with and of international volunteer organizations. 

 

2.5 Study approach 
 

After discussing the methodology, the methods and the data sample and analysis which 

was used for my study, a discussion follows related towards my empirical material 

findings, my theoretical research frame, an analysis concerning my empirical material 

findings understood through selected theories as well as a final conclusion. 

 

3 Voices from the field 
 

This chapter contains my empirical material findings and is divided in four different 

headings which indicated to be the categories from the content analysis; 1) situational 

leadership, 2) organizational commitment, 3) emotional intelligence and intercultural 

communication competence and 4) local communities involvement through local 

leaders and local volunteers. A selection of different theories follows later on in order 

to understand my empirical material findings. 

 

3.1 Situational leadership style 
 

One important outcome of my empirical material findings indicates that the performed 

leadership plays a central part in international volunteer organization as volunteer 

participant’s engagement and work performance influences by the performed 
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leadership. However indicates my empirical material findings that there is no such thing 

as 'the best leadership style' in international volunteer organizations as volunteer 

participants’ competences and knowledge about conservation issues before participating 

in the international volunteer organization indicates to highly vary. Depending on 

volunteers’ previous knowledge and competences different leadership guidance 

indicates to be needed in order to make volunteers engage in work tasks like coral and 

fish monitoring or seabird monitoring and to be able to efficiently help the organization 

to maintain its project outcome to contribute to sustainable development. 

 

Previous competences 

How volunteer participants experience the leadership guidance differently depending 

on their previous knowledge and skills as well as on the length of stay indicates the 

focus group discussion. The material findings from the focus group, which are conduct 

with cicadas and exotic birds sounds in the background, indicates that while long-term 

volunteers refer to the satisfaction of being provided with much responsibility and to 

discover work tasks like plant recovery with little supervision and more autonomously, 

most short-term inexperienced volunteers indicate to need more guidance. Some short-

term inexperience volunteers discuss that they feel highly motivated to perform work 

tasks like for example to help in the conservation of rare plants, but due to a lack of 

previous knowledge and skills they find it helpful to obtain much guidance and a 

volunteer leader who is present in the field to be able to ask questions and to get direct 

feedback on work tasks which concern conservation issues. Some of the short-term 

volunteer participants discuss that the previous knowledge they had concerning 

conservation issues due to related university studies, for example marine biology, 

results in that they need little guidance as they are able to take responsibility and more 

autonomously engage in work tasks: 

 

I work mostly autonomously with little guidance, I think previous 

experience is important as you can help in the activities as we try to 

think together about solutions. I get definitely motivated by having a 

volunteer coordinator that obviously supervises but still allows me the 

opportunity of freedom and responsibility to discover things by myself 

(Volunteer B2, 2016).  

 

Similar notice a long-term volunteer in the semi-structured interview that she obtains 

much responsibility and need little leadership guidance in the coral and fish monitoring 
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due to her previous experience and language skills: "We have a lot of projects and I am 

involved in almost all of them, mostly because I speak French and because I have 

previous experience in marine biodiversity and conservation" (Volunteer A7, 2016). 

Another volunteer, B4, discusses that he needs less guidance in comparison to the first 

week when he arrived as he's knowledge and skills concerning the conservation issues 

has developed, which is helpful in order to efficiently contribute to the organization's 

project outcomes. In the focus group discussion he refers to the benefits of working 

autonomously:  

 

Leaders give very general guidance when volunteers first arrive and 

there are set tasks but you work very autonomously when you have 

stayed in the organization for a longer time and are much more free to 

set your own goals. It's a great responsibility and motivation to work 

autonomously (Volunteer B4, 2016).  

 

Similar discusses another volunteer that she found it difficult in the beginning with all 

the responsibility the leader gave her concerning the seabird translocation project, since 

even though she has a master degree in marine biodiversity and conservation, she had 

no field experiences and therefore found it helpful that there was always somebody 

with her in the field when she first arrived in the organization (Volunteer B3, 2016). 

This volunteer, B3, discussed that she feels much more comfortable now with the given 

responsibility in the seabird translocation project which includes the measurement, 

handling and weighing of seabirds as well as the monitoring, feeding and the support of 

ringing of seabirds and that she needs less guidance from the volunteer leader to 

efficiently contribute to the project outcome. 

 The volunteer leader B1 discusses further in the semi structured interview the 

importance to adapt the leadership style to each volunteer and the given situation. This 

leader refers that every volunteer is different and that likewise some short term 

volunteers from the very beginning can work autonomously with bird and recovery 

projects while others need much guidance:  

 

It all depends on the people and we have some people were you see they 

are quite getting to it, they want to take initiative and have the capability 

then you can just give them lots of things to do they feel responsible but 

others just want to sit quite so you need to really adjust depending on 

their behavior you can see they want to do more let’s give them more 

responsibility (Volunteer leader B1, 2016). 



  
 

29 

 

In this quotation the volunteer leader B1 discusses the importance to adapt the 

leadership style and work tasks to each individual volunteer as every volunteer 

participant has a different capability concerning conservation issues. The volunteer 

leader B1 discusses furthermore the importance of distributing responsibility among 

volunteers but that the degree of responsibility needs to be adjusted to volunteers 

motivation and previous knowledge, which can be done by observing volunteers’ 

behaviours as volunteers in the beginning tend to be too shy to deny work tasks offers. 

 The material findings from the focus group interviews in organization B, indicates 

that when the volunteer leader adapts the leadership guidance to volunteers’ previous 

knowledge and competences, volunteers are higher satisfied with their overall stay in 

the organization and are more engaged in the bird and plant recovery projects. In the 

international volunteer organization A, the participant observation indicates on the 

other hand that the volunteer leader is often not present in the field and volunteers are 

delegated to perform work tasks like lagoon monitoring disregarded their previous 

experiences and knowledge, in which exclusively a general uniformed introduction 

course is provided. In combination with the volunteer leader’s failure to match the 

leadership guidance to volunteer participant's previous competences and knowledge, 

organizational issues are discussed in the semi structured interviews, as the following 

quotation indicates:  

 

As a lot of volunteers are coming and going on a regular basis, as well as 

people are coming to volunteer only for a few weeks, guidance in the 

beginning was kept at a minimum. It was a lot about self-initiative, to be 

honest I felt a bit lost as I didn't know what was expected from me 

(Volunteer A10, 2016).  

 

Similar another volunteer, A8, discusses an experienced lack of leadership in the 

beginning of her stay:  

 

I had difficulties with the turtle patrols in the beginning because I didn’t 

know a lot about how turtle tracks look like but I looked it up myself I 

just googled a lot of information about behavior of turtles and nest 

behaviours and I looked up pictures about tracks, but I had to do that 

myself since nobody provided me with this information (Volunteer A8, 

2016).  
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This volunteer, A8, discusses furthermore that the lack of provided information and 

guidance concerning the turtle patrol activity influences her overall experience and 

motivation to contribute to the organization's vision of sustainable development by 

preserving, protecting and restoring the marine and coastal environment for the south 

region of Mauritius: "To achieve clear information is definitely helpful also to enhance 

motivation and to get volunteers more engaged in the activities and to contribute to the 

organization's vision" (Volunteer A8, 2016). Another volunteer, A9, discusses the 

feeling of being mostly passive and contributing with little own knowledge when 

performing work task for example collecting data to monitor the state of the Lagoon 

and the Marine Park: "The task that they give us are more like observing and watching 

and not really putting a knowledge in practice so they have already a plan and we can 

step in but we don't have to do something by ourselves" (Volunteer A9). Furthermore 

this volunteer discusses being highly motivated in the beginning but due to a lack of 

provided responsibility from the volunteer leader he developed a non-caring attitude:  

 

I feel like I have no responsibility at all, when I do a task for them I am 

just joining. Just following their rules and doing whatever they are 

saying. I am just joining while most of the time not even needed. In the 

beginning I felt really motivated but now I just stopped caring at all. (..) 

I think if I had more own responsibility I would definitely do more and 

actually contribute with something (Volunteer A9, 2016).  

 

Core motivation 

The empirical material findings indicates moreover that all of the involved volunteers 

in my study indicates a high motivation to help the organization to maintain its vision 

of contributing to sustainable development but that that volunteer participants’ core 

motivation to engage in volunteer projects differs. While some volunteers express the 

desire to help to contribute to sustainable development and to assist people who are less 

fortunate, many volunteer had recently graduated from high school or university and 

expressed the desire to get proper 'hands on' skills that would be beneficial for future 

career opportunities: "I wanted to expand my knowledge base in coral reef ecosystems 

because that's what I will do my dissertation about, so that makes sense now I got 6 

month in a field I tend to work in" (Volunteer A1, 2016). One of the volunteers with the 

core motivation to gain work experience refers to the desire to learn as much as 

possible and to take responsibility in work tasks in order to gain a maximum of 

experience: "I think it’s good to have a lot of responsibility (...) for me it's good of 
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touching a bit of everything, since I came here to get experience" (Volunteer A10, 

2016). In the focus group volunteer participants discuss that they find it important that 

their motivation to volunteer is met as this influences their overall experience and 

engagement in work tasks. The voices from the field indicate therefore that volunteer 

leaders who allow volunteers to pursue their interests are more likely to remain engage 

in the work tasks and are more efficiently contributing to a positive project outcome. 

This indication confirms in the following quotation in which one volunteers discusses 

the benefits when volunteer leaders try to adapt to the volunteers' motivation and 

expectations: “When I first arrived the volunteer leader arranged a meeting to talk about 

my expectations and what they expect from us when we are helping them in the 

activities but also what we expect from them, this definitely enhanced my motivation" 

(Volunteer B3, 2016). Similar the volunteer leader A1 discusses the importance of 

communicating with volunteers about their motivation in order to adapt to their 

expectations, which is vital in order to keep volunteers engage throughout their whole 

stay, as everyone volunteers for a different reason: "It is important to give them what 

they are looking for, if they tell us ok maybe I am more interested in this and this and 

that we try to adapt (..). This is important as people come here with different 

expectations" (Volunteer leader A1, 2016). However refers the volunteer leader A1, to 

the difficulty to adapt to short term volunteers motivation due to a lack of time:  

 

I think there is not much time to adapt to volunteers motivation because 

many of them come only for a week or two so basically they are 

involved in the activities that we offer, but if they stay longer we can 

actually discuss with them and see with their motivation (Volunteer 

leader A1, 2016).  

 

The volunteer leader B1 discusses moreover the importance of having expectation 

meetings when the volunteers are still in their home country to ensure that there are no 

misunderstandings about work task. This is important mentions the volunteer leader B1 

as in the past some volunteers were disappointed as they expected something different 

which could result in a lack of motivation and engagement and in some cases even in 

an earlier leave.  

 

3.2 Organizational commitment 
 

The voices from the field indicates moreover that volunteer leaders are highly 
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dependent on volunteer participants help to fulfill the organizations vision by 

volunteers who are contributing in project work tasks for example lagoon and beach 

monitoring as well as in bird and plant recovery. 

 Volunteers indicate therefore to play an active integrated actor in the leadership 

process, in which a stable relationship between the volunteer leader and the volunteers 

indicates to be vital. The participant observation, carried out in organization A, 

indicates that every member in this organization can contribute with its unique 

knowledge, resulting in that volunteer leaders benefit from delegating responsibility 

concerning work tasks among volunteers. 

 The material findings indicates in this context that volunteers in order to fulfill 

work task and be able to take responsibility for bird and plant recovery projects or 

lagoon and turtle patrol projects need to establish a commitment towards the 

international volunteer organization and its members. An organizational commitment 

indicates to be vital as volunteers in organization B, who in the focus group interviews 

describe an emotional belongingness, or organizational commitment, equally describe a 

strong engagement in work tasks, a willingness to contribute to a positive bird and plant 

recovery project outcome as well as they acknowledge the desire to stay longer in the 

given international volunteer organization. One volunteer, responsible for the rescue of 

native plant species, which involves replanting the native forest, plant monitoring, 

weeding, watering and pest control, discusses feeling a commitment towards the 

organization as she can identify herself with the values of the organization: "I feel a 

commitment towards the organization which helps that I believe in the values of the 

organization as I do believe in their goal that we need to create a positive vibe about 

conservation and awareness and I feel motivated to help them with that goal" 

(Volunteer B5, 2016). Likewise the volunteer leader B1 expresses the importance that 

volunteers share the same sustainable values as the organization in order to establish a 

commitment:  

 

I think it's quite important that volunteers share the same values as our 

organization and have a unique interest. If they don't feel committed to 

the organization they work for why would they want to do it and we 

always ask extra from them to do that little bit extra, can you work this 

weekend, can you stay longer out and it's their commitment their 

motivation that keep them doing (Volunteer leader B1, 2016).  

 

In the semi-structured interview, which takes place in the organizations beautiful 
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location surrounded by native plants, trees and exotic birds, the volunteer leader B1 

discusses moreover the importance of targeting the right people:  

 

Before we used to be quite open and we were taking in everyone, but 

everyone has a different interest some come here and think I am going to 

have a little holiday in Mauritius, work a bit, look at birds and then if 

they don't have the commitment it doesn't work so now we are doing a 

quite more selective approach and we see that they are committed and 

really have a unique interest to come so we are really targeting these 

people (Volunteer leader B1, 2016).  

 

In this quotation the volunteer leader B1 points out the importance of a selective 

approach when recruiting volunteers in order to ensure that volunteers who come to the 

organization have a unique interest in conservation issues and sustainable development 

as this would facilitate to establish a commitment towards the organization. 

 My empirical material indicates moreover that international volunteer 

organizations are many times made up by temporary environmental settings, in which 

volunteer participants come and go as they exclusively stay a short amount of time in 

the given organization. The volunteer leader A1 points in this context out the 

importance to achieve a good atmosphere in the organization as everyone independent 

of the length of stay needs to work together towards the organization's goal to 

contribute to a long-term sustainable development on the island: "It's very important to 

establish a commitment and a familiar atmosphere, because when people feel 

comfortable and part of the group and that the work they are doing is valuable than they 

are more willing to perform a good work" (Volunteer leader A1, 2016). In order to 

achieve a positive atmosphere and a commitment among volunteers, the volunteer 

leader A1 discusses that different social activities, like kayaking take place every week 

in which volunteers can bond with each other. 

 These social events in which also the volunteer leader and higher authorities take 

part in are described as highly beneficial to develop a familiar atmosphere in the 

organization which facilitates for volunteers to feel more committed towards the 

organization and its members. One of the long term volunteers (Volunteer 7, 2016) 

discusses that the familiar atmosphere in the organization has resulted in that she feels 

as an integral part of the collective and that she has developed the responsibility to help 

new volunteers to more easily get involved in the already established communities of 

existing volunteers. 
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Significant work tasks 

The voices from the field indicate moreover that volunteers felt a stronger commitment 

towards the organization when their help feels meaningfully: "Knowing your work is 

meaningful and appreciated by others in the organization definitely influences my work 

performance and overall commitment" (Volunteer B2, 2016). One volunteer discusses 

however that the work tasks, particularly concerning turtle patrol sometimes feels 

pointless as they never get to view turtles:  

 

I sometimes feel I am doing pointless work, for example they are getting 

funding for the turtle projects and then they observe three times a week 

on the beach for a couple of month and still don't see any turtles and if 

you look into the literature and you see that the turtles go to the same 

beach every year and even though we know it’s not that beach we keep 

going and in my opinion are wasting a lot of money on a project that 

could be used for something else (Volunteer A8, 2016).  

 

When asking if the described pointless work influences her overall engagement and 

commitment the volunteer states: "Yes it influences my overall engagement and 

commitment because I believe in the vision of the organization but the way they are 

spending their money and they are working doesn't give me much confident about what 

they achieve" (Volunteer A8, 2016). Similar volunteer A9, discusses pointless work, 

concerning the turtle patrol projects and to conduct surveys about the health of diversity 

of different fish species and coral species. The volunteer A9 claims that everyone in the 

organization seems motivated but that a lack of description of clear work tasks and 

expectations settings this leads to inefficiency and in a lack of motivation among the 

volunteer:  

 

Everybody seems motivated to do something but everybody's like what 

are we even doing and where are we going with this and how can I help, 

how can I contribute? It should make real sense what you are doing. You 

have to understand what your part in the project is, why are you there, 

why am I needed for the company. Because they give you the feeling 

that you are not needed; so why am I here then? (Volunteer A9, 2016).  

 

As the quotation indicates influences the degree of meaningful work tasks provided by 

the volunteer leader, volunteers' overall commitment and confidence towards the 

organization.  
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Work task responsibility and variety 

Volunteers discuss moreover the importance of feeling part of the success of the 

organization in order to establish a commitment towards the organization and its 

members. The material findings indicate in this context that volunteer leaders benefit 

from delegating responsibility among the volunteers. One of the volunteers in 

organization A refers however that there exist a lack of given responsibility due to a 

lack of trust and points out the importance of being provided with responsibility:  

 

Responsibility is one of the most important things because I see that a lot 

of other volunteers get really passive, say they only get really small tasks 

and they don't feel they are responsible for the success of the 

organization, because they always get told what to do and not that they 

are in charge and they can figure out themselves what to do so their 

motivation and overall commitment decreases. (...) I think there need to 

be more trust (Volunteer A8, 2016).  

 

Similar concerns expresses another volunteer A9, in organization A, when discussing a 

lack of clear descriptions of what the volunteer leader expect from the volunteers as 

well as highly lacks the ability to provide volunteers with the feeling of being needed 

which in its turn results in a decrease of engagement and overall commitment among 

the volunteers. The volunteer A9 discusses furthermore the importance for volunteer 

leaders to provide volunteers with the feeling of being valuable in order for volunteers 

to feel part of the success of the organization and to add something. In this context this 

volunteer A9, discusses that volunteer leaders would benefit from delegating 

responsibility in order to keep volunteers motivated:  

 

Give them a responsibility. I think that helps a lot. Let them join in the 

thinking about the values and let them add something. Keep them 

motivated. They want to do something. I think it is not good if you have 

a plan that does not change at all. The volunteers are here to help. And 

he is volunteering its time so the moment he is not motivated he will quit 

(Volunteer A9, 2016). 

 

Moreover indicates the empirical material findings that the possibility to choose from 

different work activities, for example among beach cleaning and monitoring, turtle 

patrol and lagoon and coral reef monitoring, are appreciated among volunteers as one 

volunteer states: "A variety of work tasks is certainly important to me as I get less 

engaged if I start getting bored and it gives me a much wider experience" (Volunteer 
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A1, 2016).  

 

Work task feedback and interesting work task 

Moreover discuss volunteers the importance of being provided with feedback from the 

volunteer leader in order to be engage in work tasks like for example protecting the 

marine environment from biodiversity degradation in coastal marine ecosystems and 

coral reefs, as volunteering is about a learning experience in which constant 

improvement contains a part of it:  

 

I think feedback is necessary if you want to learn something so if you go 

out volunteering and try different things it is important to get feedback 

because that’s how you get a learning experience. (...) Not getting 

feedback would influence my work motivation and engagement because 

you don't know if you are on the right track (Volunteer A8, 2016).  

 

In the semi-structured interview the leader A1 refers to the importance to provide 

volunteers with feedback concerning work tasks in order to acknowledge their work 

and to discuss potential improvements but also to be able to get feedback from the 

volunteers for potential improvements: "We try to have a one to one meeting every two 

weeks to get their feedback but we also give them our feedback how we feel their work 

is and what they could improve on" (Volunteer leader A1, 1016). These meetings are 

highly appreciated by the volunteers and beneficial to establish a good group dynamic 

in which everyone works towards the same project goal. Similar discusses the volunteer 

leader B1 the importance to provide feedback as there always is a way of improvement 

particularly when it comes to fulfill volunteers expectations which he discusses as 

central in order to achieve a commitment among volunteers in which everyone works 

towards the same project outcome:  

 

I think there is always ways of improvement especially when working 

with the volunteers I think we could try to give them a bit more from 

what they expect because that is something we don't always fulfill their 

expectations and it's hard because everyone ask something different but I 

think it's very important that their experience is fulfilled in order to be 

fully committed (Volunteer leader B1, 2016).  

 

The volunteer leader B1 discusses that he has meetings with the volunteers once a 

month and once every two weeks for shorter stints to discuss how things are going, how 
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to improve and to speak about things which are unclear.  

 The volunteer A7 points moreover out that she feels motivated and committed 

towards the organization when she is provided with work tasks that fit her core 

motivation to gain experience to participate in volunteering. Moreover the volunteer A7 

discusses that a win-win situation for the volunteers and the organization enhances 

volunteers’ overall motivation and commitment to work towards the organization’s 

vision of sustainable development: "I try to do my best, because later they will give me 

a reference letter, that's also the point I am here helping them but if they can support my 

application that's good"(Volunteer A7, 2016).  

 The empirical material findings indicated therefore that a commitment among 

volunteers is essential in international volunteer organizations particularly due to the 

temporary settings. The findings indicated moreover that volunteers are more satisfied 

and feel a stronger commitment towards the organization when volunteers are provided 

with significant work tasks, responsibility, a variety of work task as well as with 

feedback and interesting work tasks. 

 

3.3 Emotional intelligence and intercultural communication  
 

The voices from the field indicates moreover that not only the performed leadership 

style has an impact on the overall motivation and engagement among volunteers to 

work towards the organization's vision, but that volunteer leaders benefit to obtain and 

develop certain leadership skills. My empirical material indicates that volunteers are 

highly engaged in work tasks and willing to work towards the organization's vision 

when volunteer leaders have developed human skills which include characteristics like 

empathy, being a motivator, easily approachable, being open minded and good 

communication skills. The long-term volunteer A8, discusses, while glancing over the 

deep blue turquoise shaped Indian Ocean, the importance for volunteer leaders to obtain 

social skills and to develop empathy in order to adapt to volunteer participant's unique 

situation:  

 

A volunteer leader needs to be a good listener, be somebody who puts 

himself in somebody else's shoes that you understand ok somebody 

comes here for three weeks, let’s have a talk about what they expect and 

what they want to gain from this experience so you can adjust the 

activities on the goals of the volunteers to make a win-win situation 

(Volunteer A8, 2016). 
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Some volunteers point moreover out the importance of good communication skills 

among volunteer leaders: "A good communication is important to pick up signals from 

volunteers and adjust to that to enhance the experience" (Volunteer B6, 2016). 

Communication skills are likewise described as vital as a volunteer leader can be 

knowledgeable but not able to transfer the knowledge:  

 

Any leader have to have the knowledge obviously what you are doing 

but also have to have the skills to transfer that knowledge to the 

volunteers and not everyone would have the people skills to do that, you 

can know everything but not be a good communicator to people who are 

learning, so communication skills are pretty important as a volunteer 

coordinator (Volunteer B2, 2016).  

 

The volunteer leader B1 mentions furthermore that it is significant that volunteers feel 

that they openly can communicate about improvements in order to establish a 

commitment. Moreover discusses the volunteer leader B1 that the right communication 

is the key to discuss things in ways that opens up the possibility for improvements: 

"Communication is really important I really believe in communication you need to 

communicate so that's why I think it's important to spend to talk to people and 

understand what's wrong" (Volunteer leader B1, 2016). 

 

Technical and conceptual skills 

My empirical material indicates moreover that volunteer leaders need to obtain 

technical skills, by being qualified, knowledgeable and act as a role model. One of the 

volunteers refers in this context to the importance for volunteer leaders to have 

confidence and to be able to make clear decisions: "You need some skills to work with 

different kind of people. I think you have to be clear and have confidence or at least 

show confidence. You don't have to be completely confident but be clear on what you 

want, make choices" (Volunteer A9, 2016). The same volunteer discusses in the semi-

structured interview that a volunteer leader needs to act as a role model as it adds 

credibility which is vital for volunteers to be fully motivated to work towards the 

project outcome, as the following quotation indicates:  

 

I think that you have to act in a certain manner to your volunteers 

otherwise you just lose all their respect and credibility. If they did their 
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job better I think they would receive a lot more motivation from us and 

we would be willing to do a lot more. Because if someone tells you to do 

something but he has no credibility at all you just stop doing it and stop 

caring (Volunteer A9, 2016).  

 

Similar discusses one of the volunteer leader B1 the importance to act like a role model 

and to regularly be with the volunteers in the field to understand the field work 

volunteers are undertaking. 

 Moreover are organizational skills described as vital as these enable volunteer 

leaders to obtain a good overview of the whole organization. The material findings 

indicate however that there exist a lack of communication and organizational skills in 

organization A between the volunteer leader and the volunteers related to the work 

tasks. The lack of organization and communication skills among the leader indicates to 

decrease volunteer participants' overall engagement and work efficiency to help 

concerning the protection, preservation and restoration of the marine and coastal 

environment. One of the long term volunteers discusses that the unclear provided 

information from the volunteer leader results in a state of confusion and increased 

motivation to contribute to the organization’s vision. 

 Another volunteer discusses the inefficiency of meetings hold in organization A 

due to a lack of organization and communication skills among the volunteer leader, 

which indicate to influence the overall group dynamic and motivation among 

volunteers negatively:  

 

The leadership is really inefficient there are a lot of meetings where 

everybody can say different things and is responsible with somebody 

else so it’s really difficult who is responsible for what specific tasks and 

they have a lot of meetings even meetings about meetings which makes 

it all really blurry and inefficient (Volunteer A8, 2016).  

 

Intercultural competence 

The voices from the field indicate moreover that cultural misunderstandings and 

language barriers can occur in the international volunteer organizations which influence 

volunteers overall engagement and motivation negatively. In the following quotation 

volunteer A9, discusses miscommunications and experienced language barriers which 

he claims results in confusion and inefficiently to contribute to the work projects:  
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We have miscommunications, when we have a meeting and we all talk 

in English it's not my native language and not their native language. I 

have the feeling that you have to say things two, three, four times to 

make yourself clear. And when I thought I made myself clear, the next 

day I did not. Yes it brings a lot of confusion. (..) And we have one 

project manager his English is poor. You see that it's hard to 

communicate and we do not completely understand each other and that 

can be very difficult because I sometimes need him but I cannot use him 

(Volunteer A9, 2016).  

 

In order to avoid miscommunication one of the volunteers discusses the importance of 

respect and of a clear communication between the volunteer leader and the volunteers: 

"If you respect each other and you make time to listen properly to each other to make 

sure nothing gets lost in translation. Obviously misunderstandings can happen, but they 

become far less likely with good communication" (Volunteer B6, 2016). The volunteer 

B6 refers moreover to his own personal background, by having much previous travel 

experience he claims that this is helpful to understand the different values and the 

communication held in organization B. 

 Likewise discusses the volunteer leader B1 that there sometimes can occur 

cultural misunderstandings which normally can become solved quickly but in some 

cases can influence volunteers motivation and commitment to work towards the bird 

and plant recovery project outcomes:  

 

We experience cultural misunderstandings quite a lot but then you just 

have to sit down and discuss that how you feel but we do it differently 

and we expect something else and that's it. But sometimes it comes to 

the point when people just can't cope with so then we ask them either to 

move the project or to go to something they feel more at ease with or 

just to go back earlier because as I said if they are not motivated we are 

not going to keep someone here there is no point so it's better if they 

rather go back home and do something else (Volunteer leader B1, 2016).  

 

The volunteer leader B1 discusses furthermore that the organization previously had 

volunteer leaders without any intercultural experience which made it difficult to 

communicate with volunteers as they were not used to interact with people from 

different cultures which in its turn influenced the entire work dynamic. The material 

findings indicated therefore the necessity for volunteer leaders to obtain intercultural 

competence in order to decrease cultural misunderstandings and for volunteer leaders to 
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be able to efficiently communicate with volunteers. 

 

3.4 Local communities involvement by local leaders and local 

volunteers 

In contrast to many international volunteer organizations in developing countries which 

are mainly run by western people, resulting in that Americans and Europeans control 

much of the wildlife and the ocean, while local people are excluded, the organizations 

which are part of my study indicated all to be composed of a diversity of local 

volunteer leaders, international western volunteers as well as local volunteers. My 

material findings indicates that this diversity is particularly beneficial for international 

volunteer organizations in the process of contributing to long term economic, socio 

and environmental development on Mauritius as well as to enhance volunteers overall 

motivation to contribute to the organization’s vision. The material findings indicates 

that as international volunteer organizations are held by local leaders, they can 

contribute with their unique knowledge in the sustainable development process and 

direct the conservation in what they perceive as essential and valuable from a local 

perspective. The volunteer leader from organization B discusses the necessity to 

promote local capacity building and local employment through the conservation 

activities, as the conservation efforts will be beneficial for future generations of 

Mauritius. 

 Furthermore indicates the voices from the field that valuable exchanges can occur 

between volunteer participants and the local leaders and local volunteers. In the 

following quotation the volunteer A10 discusses that it is highly valuable to work in a 

diverse environment consistent of local leaders as well as it increases the overall 

motivation to work towards sustainable development:  

 

When you work with local leaders and volunteers you feel much closer 

to the topic and more motivated. (..) I think if you want to make an 

improvement on the environment that stays for a long time you need to 

involve people from that situation so that they can manage, when 

western people go away it doesn't stop and they know the environment 

here (Volunteer A10, 2016).  

 

This indicates to be particularly relevant in organization A, in which once a week the 

local population can help in beach cleaning and help to collect data on waste around the 
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beach areas to be able to make follow-up monitors which include observing the effects 

of the cleanups on the eco-system. The organization A, collect and spread the 

information before and after beach clean-ups in order to inform the local communities 

to the value of mangrove and beach areas and about the important role it plays in the 

coral reef ecosystem, as on various beaches and mangrove areas a variety of waste exist 

which are breaking down into small particles and eaten up by animals and marine life 

which causes damage to the ecosystem. My empirical material findings indicate 

therefore that the involvement of the local population is beneficial to build a more 

integrated understanding of the lagoon ecosystem and help to become better equipped 

to help preserve and restore the lagoon ecosystem.  

 Similar volunteer A7 discusses the valuable cultural exchanges that occur in the 

volunteer organization’s culturally diverse setting by working with Mauritian leaders, 

volunteers such as international volunteers:  

 

It’s a very valuable experience to work with Mauritian leaders and 

international volunteers, we exchange a lot and we actually do a lot 

together, you learn to get to know each other’s culture more and you can 

understand the mindset of people better so you can help them better but 

they can help you as well so you gain more knowledge (Volunteer A7, 

2016).  

 

One of the local Mauritian volunteers (B6) discusses moreover that volunteering 

included the first real interaction with people from abroad which according to her was 

an eye-opener. Many international volunteers refer moreover that they have become 

more integrated in the local communities of Mauritian indigenous people, by learning 

some creole, meeting local leaders and volunteers and their acquaintances, which 

results in a broadening of horizon: "I have learned a bit of creole language and met 

creole people so it's just a broadening of horizon experience essentially" (Volunteer A1, 

2016). Similar discusses volunteer A8 valuable insights when working with both local 

and international volunteers as it enables to think of sustainable solutions that will 

benefit everyone concerning the protection, preservation and restoration of the marine 

and coastal environment in the south region of Mauritius:  

 

Working in this cultural diverse environment has made me learn that it's 

really important to get people who want to make a difference a good 

overview of all the people who are involved in the situation and think of 
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a win-win and to try to think for a solution that will benefit all people 

(Volunteer A8, 2016).  

 

This volunteer, A8, points furthermore out the benefits of working with local leaders 

and volunteers as everyone is contributing with their knowledge in the process of 

sustainable development: "Everyone is contributing with their own experience and 

knowledge concerning conservation and sustainability which is very helpful and 

valuable" (Volunteer A 8, 2016). Similar discusses the volunteer leader B1 the 

advantages of working in a cross cultural environment as everyone is doing things 

differently in which one with an open mind can learn from one each other, which he 

refers is vital in order to make progress:  

 

The main benefits from working with volunteers from different parts of 

the world is that they do things differently you learn from them because 

they have experience that they bring but you have to be open minded if 

we would be yes we know everything you would stay and not progress 

(Volunteer leader B1, 2016).  

 

The volunteer leader B1 refers moreover to the benefits when volunteers questions 

things as this helps to question old thinking patterns concerning plant and bird recovery 

projects and in its turn helps to improve the organization’s vision by implementing new 

ideas. The benefits of working with international and Mauritian people, the volunteer 

leader B1 discusses is therefore beneficial as new ideas can evolve when different 

cultures and knowledges meet. This diversity and exchange of knowledge is vital as 

one cannot know everything:  

 

I really believe in education and sharing, if you get the knowledge you 

should share the knowledge so that everybody grows together. (..). 

Something I have learned when working with volunteers from different 

cultures is that you can't know everything and that there are always 

things to learn from others (Volunteer leader B1, 2016). 

 

The empirical material findings indicated therefore that the interaction between 

international volunteer participants, local leaders and local volunteers can be highly 

valuable as cultural exchanges can occur in which volunteers can learn from the local 

leaders and vice versa which indicated to be beneficial in order to work together 

towards the organization’s vision of contributing to sustainable development. 
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4 Theoretical frame of reference 
 

This chapter contains my study's theoretical frame of reference, which includes selected 

theories which are used as a help to seek an increased understanding concerning my 

empirical material findings. A selection of relevant theories was made from those areas 

which indicated to be vital from my study's problem discussion and includes 

consequently a selection of four areas; leadership style theories, leadership skills 

theories, organization theories and one postcolonial theory. It deemed necessary to 

include a wide variety of theories and concepts in my study's theoretical framework in 

order to become inspired to potentially in my study's analysis and conclusion chapter 

gain an understanding concerning  how international volunteer organizations through 

leadership more efficiency can maintain their vision to contribute to long term socio, 

environmental and economic sustainable development in developing countries, with a 

focus on Mauritius, by managing volunteers effectively in ways that lead to productive 

and satisfied volunteers and in its turn result in an improvement of project outcomes. 

 To include a variety of different theories and concept deemed particularly vital as 

there existed no previous research to serve as a framework for my study and by 

including and comparing different theories this allows me the opportunity to not only 

gain an increased understanding concerning my empirical material findings but as well 

to become inspired to potentially, if needed, to come up with an own model to 

understand my specific research phenomenon.  

 The chosen theories and concepts contains a mix of the university course literature 

as well as of research articles and books which were collected in an interdisciplinary 

way through the online databases ‘One Search’ and ‘Google Scholar'. An 

interdisciplinary collection of theories opened up the opportunity to achieving a deeper 

understanding and holistic view around the specific case of my study's research 

phenomenon. 

 

4.1  Leadership style theories 
 

A selection of leadership style theories was made in order to achieve an understanding 

about my study's research question concerning the role of the performed leadership in 

international volunteer organizations and how a certain leadership style influences 

volunteers’ ability and overall engagement to contribute to the organization's vision. 
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 There exist many different theories concerning the impact of leadership styles in 

organizations, in their research Lindkvist et al. (2014) refer to various different 

characteristics and behaviors concerning how a leader of an organization perform its 

role, which can be described as a leader's leadership style and which is described as 

influencing the culture of an organization. Various leadership styles have been 

discussed among other; authority, democratic, laissez-faire, transactional and 

transformational leadership (de Vries 2007). However while many traditional 

leadership theories focus on “the best” leadership style in an organization (Sveningsson 

& Alvesson 2010), the situational leadership style II model on the other hand suggests 

that there exist no such thing as "the best" leadership style in an organization as the 

leadership style instead constantly develops and therefore needs to adapt to the 

organization's specific circumstances (Blanchard et al. 1993). As my material findings 

indicated differ volunteer participants’ knowledge and skill concerning conservation 

issues highly, to include the situational leadership II model in my study's theoretical 

framework deemed therefore among all the leadership style theories as particularly 

helpful in order to achieve an increased understanding concerning my empirical 

material findings  related to the benefits for volunteer leaders to adapt their leadership 

style to volunteers previous competences, knowledge and motivation. 

 

Situational leadership II model 

The situational leadership II model is an expansion from the situational leadership 

model, developed by Paul Hersey and Ken Blanchard (1969) who claim that there is no 

such thing as a single best method to influence the behavior of group members: "(...) 

there is no single all-purpose leadership style. Successful leaders are those who can 

adapt their behavior to meet the demands of their own unique situation" (Hersey et al. 

1979:5). The situational leadership II model, expanded by Blanchard et al. in 1982 

(1993) suggests moreover that leaders need to adjust their leadership style to a person's 

development level, which is defined as to what extent a person has the competence to 

accomplish a specific task and the commitment to master a specific task (Blanchard et 

al. 1993). Commitment is defined as the extent to which a follower retains 

commitment, confidence and motivation for accomplishing a given function, while 

competence is defined as the knowledge, skill and experience that an individual brings 

to a specific activity (Blanchard et al. 1993). Blanchard et al. (1993) refer to that 

depending on the leadership style, competence and confidence can be developed: "We 
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believe that competence and confidence can be developed when the appropriate 

leadership styles are used" (Blanchard et al. 1993:27). The situational leadership II 

model suggests moreover that leader’s effectiveness to help others to successfully 

complete a given tasks is a consequence from appropriate amounts of leader 

relationship and directive and supportive behaviors being given to followers at different 

levels of development:  

 

Situational Leadership is about being effective as a leader. This involves 

matching your leader behaviors with the needs of the individual or group 

that you are working with. It is adapting the combination of directive 

behaviors and supportive behaviors appropriately to the readiness of 

others to perform specific tasks or functions (Hersey et al. 1979:7).  

 

As the quotation indicates contains the core idea of the situational leadership II model 

that every 'followers' situation vary, resulting in that even the style of supervision needs 

to vary in which a person who practices situational leadership needs to adapt an 

interplay of both directive and supportive behaviors to a followers development level in 

order to perform an effective leadership (Blanchard et al. 1993). Blanchard et al. (1993) 

re-developed a model which facilitates for leaders to know what leadership style is 

needed based on followers development level, in which a follower’s development level 

is defined in four different development levels; D1) in which followers are committed 

but lack specific skills and are therefore unable and insecure to take responsibility for a 

specific work task, D2) in which followers have developed some competence but have 

a low commitment due to a realization of how far they yet have to go to become 

competent, D3) in which followers are experienced and have a high competence with a 

variable commitment, resulting in that they have the competence but their confidence 

and motivation may vary from day to day and D4) in this level the follower is very 

capable to perform the task as well as confident to take responsibility (Hersey & 

Blanchard 1969). 

 The situational leadership II model suggests that once the development level of an 

individual or a group to accomplish a given responsibility or task is defined, the leader 

needs to select an appropriate leadership style (Blanchard et al. 1993). It is therefore up 

to the leader to change style and not to the follower to adapt to the leader’s style 

(Hersey & Blanchard 1969). The situational leadership II model suggests however that 

the leader style needs to change continually in order to meet the needs of participants in 
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the organization based on different circumstances (Blanchard et al. 1993).  

  

Situational leadership II model 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 1 –Situational Leadership II model (Blanchard et al. 1993) 

 

Blanchard et al. describe four leadership styles in the Situational Leadership II model as 

followed: Directing (S1) which is characterized by an one way communication and 

used when there is a commitment but a low development level, the leader is here 

making the decisions and is very involved and closely supervising others in the 

organization, as individuals need clear directions and close supervision due to a lack of 

incapability to perform a specific task. The leader defines roles and tells followers what 

to do, where, when and how to perform the given tasks. Through both highly directive 

and supportive behavior tasks, the leader assist the follower in learning about the 

organization and its values. This style is a very top down approach in which the 

followers simply act as they are told to.  

 Coaching (S2) involves when followers have developed some competences but 

have a low commitment to perform tasks and are therefore unable to perform and take 

responsibility for a specific task. As followers are still learning, the leader need still to 

provide strong supportive behavior and display directive behavior to reinforce 

follower’s enthusiasm and commitment. The decisions still ultimately lie with the 

leader, but input is requested from the followers before a decision is implemented. This 
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style of leadership is defined as 'coaching' as leaders like coaches need to use a 

combination of leader behaviors, both supportive and directive when developing 

people's skills, confidence and motivation.  

 Supporting (S3) is on the other hand used for moderate to high development level, 

as followers have the competence to perform a specific task but their motivation and 

confidence vary from day to day. Leaders need here to maintain a high level of 

supportive behavior in which praise and feedback for completed tasks are vital to 

increase followers’ confidence and motivation. This leadership style includes moreover 

active listening and a two-way communication. The leader and the followers are here 

sharing decision-making and the leader passes more responsibility to the followers. 

 Delegating (S4) is moreover used for high development level, when people are 

both committed and have the capability to perform a specific task. Leaders are 

demonstrating little supportive or directive behavior as the followers are able of self-

direction and are self-motivated. The leader is still involved in decisions but the 

responsibility is passed over to the followers, as the followers know their role little 

supervision required. Hersey et al. (1979) are however pointing out that none of these 

four styles are considered as optimal for leaders to use, resulting in that effective 

leaders need to be flexible and adapt themselves related to the specific situation. 

 

4.2 Motivation theories 
 

Beside the necessity to include one leadership style theory in my study's theoretical 

framework, a selection of two motivation theories was moreover considered as 

important. A selection of motivation theories deemed vital as my empirical material 

findings indicated that volunteer participant's motivation to help the organization to 

achieve its vision of contributing to sustainable development always indicated to be 

high in the beginning of their stay but develops throughout their stay, which indicated 

to influence volunteers behavior and overall work engagement.  

 Motivation is a common topic studied and there exist various different motivation 

theories which examine the motive for different behaviors (Steers et al. 2004), however 

as my study mainly focuses on leadership and human relations in international 

volunteer organization, exclusively motivation theories concerning human relations in 

work research and leadership research were used to achieve an increased understanding 

concerning my study's research question how international volunteer organizations 
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through leadership more efficiently can maintain their vision to contribute to long term 

socio, environmental and economic sustainable development in developing countries, 

with a focus on Mauritius, by managing volunteers effectively in ways that lead to 

productive and satisfied volunteers and in its turn result in an improvement of project 

outcomes. 

 

Creative tension 

The concept of creative tension developed by Peter Senge (1990) was used as a concept 

in order to achieve an understanding concerning my empirical material findings related 

to how international volunteer organizations benefit from including a diversity of local 

leaders, local volunteers and international volunteers, as this enhances volunteer 

participants intrinsic motivation. The concept of creative tension (Senge 1990) deemed 

particularly helpful to understand how intrinsic motivations among volunteer 

participants are beneficial for international volunteer organizations as it enables 

volunteers to take actions which will contribute to achieve the organizations vision of 

contributing to sustainable development.  

 In the fifth discipline, Peter Senge (1990) draws the blueprints for an organization 

where people expand their capacity to create the results they truly desire, where people 

are ongoing learning how to learn together, where collective ambition is set free and 

where new and expansive thinking patterns are developed. In the fifth discipline, Peter 

Senge (1990) refers to creative tension, which he describes as the gap between an 

organization's vision and the current reality which can be viewed as a source of energy, 

as he claims that if there were no gap, there would be no need for actions to move 

towards the organization's vision: "Creative tension comes from seeing clearly where 

we want to be, our "vision", and telling the truth about where we are, our "current 

reality" (Senge 1998:9).  

 Senge (1990) refers that a powerful learning comes from direct experience, by 

taking an action and seeing the consequences of that action which results in a change of 

action, but that it becomes impossible to learn from direct experiences when we no 

longer observe the consequences of our actions: "We learn from experiences but we 

never directly experience the consequences of many of our most important decisions" 

(Senge 1990:23). Senge (1998) refers therefore in this context to the benefits for leaders 

to use the principle of creative tension in organizations, as without a vision there is no 

creative tension but creative tension can neither be generated from the current reality 
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alone: "An accurate picture of current reality is just as important as a compelling 

picture of desired future" (Senge 1998:9).  

 

The Principle of Creative Tension 

 

 

 

 

 

 

 

 

 

  

 

 

Figure 2 –The Principle of Creative Tension (Senge 1998) 

 

That is the reason why many qualified leaders fail to lead as they try to substitute 

analysis for vision as they believe that people's engagement and motivation would 

change if they only would understand the current reality (Senge 1998). Senge (1998) 

suggests in this context that leaders need to understand that the natural energy for 

changing reality has its origin from holding a picture of what could be as this for a 

majority of people is more important than what is. Senge (1990) suggests moreover that 

with creative tension the motivation for a change is intrinsic as the energy for change 

comes from the organization's vision, from what an organization would like to create, 

interrelated with the organization's current reality. In order to reach creative tension, 

Senge (1998) suggests that leaders need to gather information to support the 

organization's vision, this in order to know that the organization is moving in the right 

direction. Moreover suggests Senge (1998) the importance of communicating the 

organization's vision often and clearly and to help everyone in the organization to see 

the reality but instead of fixating on current problems, leaders would benefit from 

focusing on what the future could be. 

 Laur et al. (2006) discuss creative tension in the context of organizations 
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difficulty to truly practice the "triple bottom line" concept, which involves 

environmental, socio and economic sustainability. According to Laur et al. (2006) has 

the concepts inefficiency its origin that organizations many times ignore "inner work" 

of sustainability initiatives. Laur et al. (2006) claim in this context, that the same 

motivation that drives people to work towards sustainable development may likewise 

turn people into frenzied cycle of acts, fixes and imperatives. In order to avoid this, 

organizations need to cultivate a broader awareness of sustainability work, as Laur et al. 

(2006) suggest that when people's awareness and capability expand, people will be 

begin to become more sensitive and aware of the problems around them. This in its turn 

will lead to a stronger awareness between the gap of the "world as it is" and the "world 

as it could be", which will either result in that people deny and despair about these 

problems or take actions which are more in line with the organization's aspiration to 

work towards an integrated "triple bottom line" (Laur et al. 2006). 

 

The Volunteer Functions Inventory (VFI) 

The Volunteer Functions Inventory, VFI, was regarded as particularly beneficial to 

achieve an understanding about my material findings related to volunteer participant's 

variation in core motivation and the importance for volunteer leaders to adapt to 

volunteers' unique interests in order for volunteers to be motivated and engaged and 

efficiently contribute to the organization's project outcome. The VFI is a 

multidimensional concept of volunteer motivation developed by Clary et al. (1998) 

through comprehensive measurement procedures and represents a set of scale to 

determine volunteer motives to participate in volunteer work. Clary et al. (1998) 

suggest that depending on to which extent functional motives are satisfied it will 

influence the commitment between an individual and an organization. The VFI theory 

was therefore regarded as beneficial in order to more deeply achieve an understanding 

about the importance for volunteer leaders to adapt work tasks related to volunteers’ 

motivation. 

  In the VTI concept Clary et al. (1998) distinguish between six general function 

motives for individuals to volunteer; 1) The values function, 2) The understanding 

function, 3) The social function, 4) The career function, 5) The protective function and 

6) The enhancement function. The values function enables individuals to express 

humanitarianism and altruism values: "The functional motive ‘values’ deals with the 

extent to which one can express personal altruistic values through volunteering" 
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(Willems et al. 2012:886). As the quotation indicates are individuals motivated by the 

values function volunteering due to the motivation to help others who are less fortunate. 

The understanding function on the other hand enables individuals to utilize knowledge 

and involves the motivation of wanting to learn new skills through direct hands on 

experience as well as to explore own strength and limits (Clary et al. 1998). Individuals 

motivated by the social function engage in volunteer work in order to build up social 

relationships and to increase social interactions. The fourth function, the career function 

includes volunteering based on the motivation to increase job opportunities as well as to 

gain career related experiences. Individuals motivated by the protective function are 

volunteering in order to reduce negative effects such as guilt for being more fortunate 

than other individuals, as well as a way to escape own personal problems. The last 

function, enhancement involves the motivation to volunteer to achieve a personal 

growth and self-development and to satisfy personal needs like feeling important and 

needed by others as the following quotation indicates: "The enhancement function 

involves a motivational process that centers on the ego's growth and development and 

involves positive strivings of the ego" (Clary et al. 1998:1518). 

 Earlier studies have indicated that volunteers who perform roles that match their 

functional motives are more satisfied with work tasks and report a greater work 

outcome and likelihood to stay longer in the organization (Eley & Kirk 2002). This 

indication confirms by Shin and Kleiner (2003):  

 

Each individual serves for different reasons. Some volunteer to help 

others, some for personal development, and some to feel a sense of 

fulfilment. Understanding the motivations of volunteers and how to best 

manage them is crucial in the survival of volunteer programs. Therefore, 

organizations must develop plans on how to best effectively manage 

volunteers (Shin & Kleiner 2003:70).  

 

In this quotation Shin and Kleiner (2003) refer to the importance for volunteer 

managers to understand volunteers’ motivation and to develop strategies how to best 

manage these. Likewise suggest Measham and Barnett (2008) in their research about 

environmental volunteering in Australia that volunteer programs benefit in the long 

term to allow volunteers to pursue their interests as the following quotation indicates: 

"Environmental programs which allow volunteers to pursue their interests, increase 

social contact and feel like they are making a difference, are more likely to be 

successful in the long term" (Measham & Barnett 2008:20). 
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4.3 Organizational theories 

 

My theoretical framework includes moreover different organizational theories. To 

include organizational theories deemed important in order to achieve an understanding 

concerning my material findings concerning the vitality for leaders to establish an 

organizational commitment among volunteers, by providing different work 

characteristics, which indicated to be central to achieve an increased engagement and 

overall satisfaction among volunteers who contribute to the organizations project 

outcomes and in its turn maintain the organization's vision of sustainable development. 

 

Social Identity Theory of Leadership 

To understand the importance for international volunteer organization leaders to 

establish a sense of commitment among volunteer participants, the Social identity 

theory of leadership developed by Michael A. Hogg et al. (1998) was used. The Social 

Identity Theory of leadership deemed particularly relevant in order to understand my 

empirical material findings related to how volunteers play an active integrated actor in 

the leadership process resulting in that an organizational commitment and a stable 

relationship between volunteer leaders and the volunteers is vital. The Social Identity 

theory of Leadership (Hogg et al. 1998) has its origin from the social identity theory, 

which was first introduced by Henri Tajfel and John Turner in the 1970s and the 1980s. 

The social identity theory suggests that individuals are psychologically linked to the 

group or organizations to which they belong and that the characteristics that apply to 

the group or organization to which they belong need to be relevant for themselves 

(Tajfel & Turner 1979). This process is defined as social identification (Tajfel & Turner 

1979). Hogg (2001) suggests that where people form such a group one can expect 

leadership to emerge however is it difficult to exercise an efficient leadership in a group 

lacking a common social identity. The social identity theory of Leadership suggests 

therefore that when members develop identification within the organization, they start 

to view themselves as an integral part of the collective (Hogg 2001). The Social identity 

Theory of leadership views therefore leadership as a group process in which over time 

groups and organizations attempt to clarify their values, beliefs, goals, attitudes and 

behaviors that typify their collective, which is defined a norm, as the following 

quotation indicates: "The social identity theory of leadership views leadership as a 
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group process that arises from the social categorization and depersonalization processes 

associated with social identity" (Hogg 2001:196). Van Knippenberg and Hogg (2003) 

define moreover leadership as a relationship in which some people have the ability to 

influence others to embrace specific values, goals and attitudes. Effective leaders are 

described as able to transform individual action into group action, resulting in that 

leadership and followers are interdependent in such a way that leaders and followers 

both actively rely on each other (Van Knippenberg & Hogg 2003). Leaders and 

followers interconnection confirms by Sveningsson and Alvesson (2010) who suggest 

that leadership needs to be seen as a social interaction as it contains individuals acting 

together resulting in that followers are described as equally important as leaders as they 

play an integrated actor in the leadership process. Hogg et al. (2005) suggest however 

that an effective leader member relationship will depend upon the existence of a shared 

social identity which in its turn is dependent on how strongly members are identified 

with the values of their group. This confirms with the following quotation:  

 

The wicked leader is he who the people despise. 

The good leader is he who the people revere.  

The great leader is he who the people say, "We did it ourselves"  

(Lao Tsu in Senge 1990:22). 

 

Similar suggests Mintzberg (1973) that learning and developing a set of these skills 

does not per se make a leader competent, as leadership needs to be seen as a collective 

process:  

 

Seeing "leadership as a collective genius" instead of as some kind of 

gestalt that influences an organization strikes me as a far more powerful 

way to think about management and leadership (Mintzberg 2004:140).  

 

 

In this quotation Mintzberg suggests that leadership's effectiveness depends less on 

isolated individual but on a collective process. Similar ideas can be found from Van 

Knippenberg and Hogg (2003) in the Social identity theory of leadership, when 

discussing that leadership and followers are interdependent in such a way that leaders 

and followers both actively rely on each other (Van Knippenberg & Hogg 2003). 

Leaders and followers interconnection confirms by Sveningsson and Alvesson (2010) 

who suggest that leadership needs to be seen as a social interaction as it contains 
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individuals acting together resulting in that followers are described as equally important 

as leaders as they play an integrated actor in the leadership process.  

 The Social Identity theory of leadership suggests furthermore that as group 

membership becomes more salient, members of an organization identify themselves 

increasingly with the group as they develop exhibit behaviors (Hogg et al. 2005). This 

connectedness leads moreover to increased trust and empathy for the collective such as 

an increased engagement (Tidewell 2005). Members of an organization who express 

exhibit behaviors, or opinions that closely are in line with these norms, are defined as 

prototypical individuals (Hogg 2001). According to the Social Identity of Leadership 

are leaders of an organization who are prototypical perceived as very effective (Hogg 

2001). Leaders who match the prototypes of their group tend to be perceived as 

favorable by followers, particularly if these likewise can identify themselves with the 

values of the collective (Hogg 2001).  

 Previous research in the context of volunteer organizations and social identity has 

been conducted by Tidewell (2005) and Boezeman and Ellemers (2007). Boezeman and 

Ellemers (2007) suggest in their study that due to the social identification process, 

participants of an organization evaluate the status of an organization such as their 

individual status within the organization to estimate the favorability of their relationship 

with the organization which can result in organizational commitment (Boezeman & 

Ellemers 2007). This is considered as important as unsatisfied or uncommitted 

participants within an organization can result in that volunteers minimize work tasks, 

interaction and even leave the organization (Tidewell 2005). Volunteer participants’ 

satisfaction and commitment are therefore regarded as essential as it influences the 

work outcome and as this type of withdrawal could result in a loss of human and 

financial resources (Tidewell 2005). 

 

Job Characteristics Theory 

To achieve an increased understanding concerning my material findings how an 

organizational commitment among volunteer participants could get established when 

leaders provide certain work characteristics, the Job Characteristic theory was used. 
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The Job Characteristic model 

 

 

 

 

 

 

 

 

 

 

 

 Figure 3 –The Job Characteristic model (Hackman & Lawler 1971) 

 

The Job Characteristic theory was developed by Hackman and Lawler (1971), in which 

Hackman and Lawler suggest that people are performing well in work tasks due to 

internal motivation, which are based on inner satisfaction and rewarding. Hackman and 

Lawler (1971) propose three 'critical psychological states' that a job should intensify if 

it is internally motivating; 1) knowledge of the results, 2) experience responsibility as 

well as to 3) experience the work as meaningful. Oldham et al. (1976) refer furthermore 

to five core job characteristics that increase the experience of the three psychological 

states: (1) skill variety; the variety of activities that a job requires in performing the 

work, as a work that requires different skills will due to psychological reasons 

experiences as meaningfully, (2) task identity; the degree to which a job requires 

fulfilling of an identifiable piece of work from the beginning to an end, (3) task 

significance; the degree of meaningfulness the job has on the members in the 

organization, a job experiences as meaningful if it has a concrete impact on other 

people’s situation and needs, (4) autonomy; the degree of independence, freedom and 

discretion the job provides concerning job planning and structuring the job task and (5) 

feedback from the job; how performing the work activities provides clear and direct 

information about the work performance efficiency and tangible achievements. 

Furthermore propose Oldham et al. (1976) an overall Motivation Potential Score, MPS, 

which is designed as a multiplication of the core job dimensions as they connect to the 

critical psychological states. Achieving high "scores" of the five core job 
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characteristics, will result in that an individual experience satisfaction, which in its turn 

will have a positive impact on the overall work as the work efficiency increases 

(Oldham et al. 1976). Oldham et al. (1976) are particularly referring to three factors; 1) 

knowledge and skill, 2) growth need strength and 3) context satisfaction. These factors 

are defined as moderators and will help to analyze who will and who will not respond 

positively to work with high MPS. Knowledge and skill are defined as important and 

basic skills. If an individual is not competent on a moderate level, this will result in 

dissatisfaction and frustration in the work performance. Growth need strength can on 

the other hand be understood by the need of development. However while some 

individuals experience inner motivation by accomplishing difficult tasks and 

challenges; others do not experience the need of constant development. Context 

satisfaction is understood by the organizational context, in which an individual who is 

unsatisfied with the work environment may not directly react positively towards 

changes of work content. The Job Characteristic Theory suggests that altogether the 

critical psychological states, the core job characteristics and the moderator’s results in 

high internal work motivation and organizational commitment (Oldham et al. 1976). 

 Previous studies have studied how volunteer organizations can establish these 

above described five work characteristics (Millette & Gagné 2008). To increase skill 

variety volunteer organizations could combine task, to create less monotonous jobs and 

by establishing relationships between volunteer participants, other coworkers and the 

clients (Millette & Gagné 2008). Moreover suggest Millette and Gagné (2008) that it is 

favorable to encourage volunteers to learn new skills. To increase task identity and task 

significance teamwork can be useful to foster the relationship between volunteers and 

other involved parties as well as a clear mission statement and job description is 

important to ensure that volunteer participants understand how their work benefit the 

organization in its whole (Millette & Gagné 2008). To increase autonomy Millette and 

Gagné (2008) suggest that volunteers should get involved in decision making and 

obtain appropriate knowledge. Moreover suggest Millette and Gagné (2008) that in 

order to increase feedback from the job, volunteer organizations have to make sure that 

feedback on individual performance and organizational efficiency is provided. These 

improvements are considered as important to improve volunteer’s satisfaction and with 

this to ensure volunteer organizational success (Millette & Gagné 2008). 

 

LOOP model 
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In complementation to the Job Characteristic theory, the LOOP model deemed 

essential to include in my theoretical framework as this model more specifically 

compared to the Job Characteristic model focuses on managing volunteers. To include 

the LOOP model deemed therefore important to achieve a deeper understanding about 

how volunteer leaders by organizing their work with volunteers more meaningfully can 

achieve an organizational commitment among volunteers, which in its turn leads to 

productive and satisfied volunteers who contribute to an improvement of project 

outcomes.  

 Kathryn Penrod (1991) developed the LOOP model for leaders to efficiently 

guide volunteers. The LOOP model includes four concepts; locating, orienting, 

operating and perpetuating, in which the four concepts each represent one phase in the 

management process (Penrod 1991). The different concepts are however not 

independent of one another but need to be viewed as a synthesis (Penrod 1991). 

Connors (2011) suggests in his study that leaders who use the LOOP model enhance 

program success and volunteer growth as the model can be used as a guide that to 

efficiently link volunteers with the organization's mission, personal interests, project 

goals, appropriate recognition and significant accomplishments.  

 

The L-O-O-P Model 

 

 

 

 

 

 

 

 

 

 

 

Figure 4 –The L-O-O-P Model (Penrod 1991) 

 

The first step, locating volunteers, of the LOOP model gives leaders a direction when 

potential volunteers first show interest in joining a project (Penrod 1991). The first 
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phase is viewed as crucial for a long term success of volunteer projects and therefore a 

primary issue for leaders. The locating step of the LOOP model refers to the 

importance of comparing the goals of the program with those of the volunteer 

participants. To have a selection process can help to identify which jobs volunteers can 

do within the organization. The volunteer selection can be made up by criteria such as 

volunteer skills, ambitions, specific task, interests, group needs and requirements. 

Moreover includes this recruitment process to match a volunteer participant’s specific 

needs and interests with relevant organizational tasks as well as to make sure that the 

volunteer agree to participate in a meaningful way (Penrod 1991). 

 The second step in the LOOP model is orienting volunteers, in which leaders 

would benefit to guide and inspire volunteer participants in order to get things done 

efficiently and effectively (Penrod 1991). The orientation phase is described as 

essential for leaders to articulate the organization's mission, vision and goals to new 

volunteer participants, which can be vital as volunteers may not dispose of too much 

knowledge about the organization’s projects and overall goals. To ensure that volunteer 

participants know about the organizations and the goal of specific projects both 

informal and formal orientation is required. The informal orientation is assumed to take 

place before a person starts volunteering. It is a collection of varied information 

gathered from for example informal conversations with current volunteers, from 

electronic media, statements in newspapers or newsletters. This information will give 

volunteers the opportunity to view their potential role in the organization. However in 

order to avoid that the informal orientation has been influenced by inaccurate 

information that does not represent the organizational goals, a leader should identify the 

volunteers current knowledge and beliefs and start to communicate the organization’s 

goals in a formal orientation process. The formal orientation process contains 

explaining organizational goals, structure, volunteer’s expectations, benefits and related 

policies. During the formal orientation a leader should moreover ensure to provide 

feedback in order for volunteers to obtain detailed information about the organization 

and the work task to be completed. Volunteer leaders should moreover create an 

environment of support through for example support meetings in which needed 

information is provided (Penrod 1991). 

 Operating with volunteers is the next phase of the LOOP model which concerns 

providing volunteers with information with what they have performed. The operating 

phase is described as useful for leaders to ensure that both project accomplishment and 
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individual growth has been reached (Penrod 1991). This step of the model contains 

moreover making arrangements for new learning opportunities. Learning opportunities 

are described as essential as growing is defined as a significant motivation and 

satisfaction factor. By recognizing volunteers’ accomplishments volunteers feel that 

their time, energy and talents have contributed to the organization’s success. The 

LOOP model suggests that this phase is crucial as volunteers need to feel that they 

have contributed to something meaningful because they were involved (Penrod 1991). 

Shin and Kleiner (2003) confirm this statement in their study about how to efficiently 

manage volunteers in nonprofit organizations by referring to the importance of 

recognition, as volunteers need to know that they are contributing to a difference and 

that they work is appreciated: "Showing appreciation satisfies the volunteer’s need for 

self-fulfillment and self-esteem" (Shin & Kleiner 2003:70). Acknowledge can be 

showed through both tangible rewards such as writing reference letters as well as 

intangible rewards including making the volunteers feel part of the team and to 

authentically appreciate their help (Shin & Kleiner 2003). 

 Perpetuating the involvement of volunteers is the last step of the LOOP model 

and involves the process in which specific feedback of the volunteer’s performance is 

given out (Penrod 1991). According to Connors (2011) should feedback be constructive 

and directly related to the tasks the volunteers has performed or tried to carry out. This 

phase is especially important as volunteers want to know how they are performing and 

that their work is appreciated and necessary for the organization (Penrod 1991). The 

perpetuating process is therefore described as central for the organizational growth as it 

includes a commitment to maintaining the involvement of those performing a project 

(Penrod 1991). 

 

4.4 Leadership skill theories 
 

To include theories concerning leadership skills in my study's theoretical framework 

deemed moreover essential and particularly helpful in order to understand my material 

findings concerning that certain leadership skills are particularly beneficial as they 

enhance volunteer participants’ engagement and work performance. To include 

leadership skills theories deemed moreover vital as previous research has claimed that 

conventional theories about leadership have focused much on personality, behavioral 

styles, cognitive traits and specific situations, but that leadership has less to do with 
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matching the "right" behaviors or traits to the "right" situation but about leader’s 

capability to involve others in thinking together in innovative manners (Basadur 2004), 

which indicated to be particularly important in cross-cultural international volunteer 

organization settings. 

 

Katz's Three Skill Approach 

To understand my empirical material outcome related to the importance for volunteer 

leaders to obtain certain leadership skills, which can be helpful to develop productive 

and satisfied volunteers which efficiently help in an improvement of the organizations 

project outcomes, Robert L. Katz's Three Skill approach (1955) was used. Katz's Three 

Skill approach was developed by Robert L. Katz (1955) by studying the skills of an 

effective administrator. Katz's theory was regarded as particularly helpful to understand 

my material findings as the Three Skill approach suggests that when it comes to engage 

followers and enhance work performance what is important is not a leader's traits or 

personality characteristics, but what a leader can accomplish (Katz 1955). Katz (1955) 

suggests that what a leader can accomplish is based on the skills a leader possesses, 

based on the assumption that core managerial skills are not inborn personality traits. 

 In his Three Skill approach, Katz (1955) proposes a three category typology of 

skills which includes; technical skills, human skills and conceptual skills. 

 

Katz’s Three Skill Approach 

 

 

 

 

 

 

   Figure 5 Katz Three Skill Approach (Katz 1955) 

 

Technical skill is defined as the specific knowledge about and the competency and 

proficiency to perform a specific work as well as the specific knowledge to use a tool in 

an appropriate way (Katz 1955). Human skill contains in its turn the ability to be 

conscious about one's perceptions about other individuals (Katz 1955). According to 

Katz (1955) allows human skills a leader to accept and understand others 
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communication and to be sensitive to the needs and motivation of others. These abilities 

are described as beneficial to get along with people, to communicate efficiently, to solve 

conflicts and to work within teams: "Human skill is the executive's ability to work 

effectively as a group member and to build cooperative effort within the team he leads" 

(Katz 1955:34). Some researchers have argued that human skills are those skills which 

managers need to develop the most but likewise lack the most of (CoulsonThomas 

1989, McConnell 2004, Holt & Holt 1983). 

 Conceptual skill involves in its turn a leader's ability to view the organization as a 

whole by recognizing how various functions depend on one another and are influenced 

by external factors (Katz 1955). Conceptual skill is described as vital as leaders in order 

to lead efficiently according to Katz (1955) need to have the ability to analyze the 

organization as a system. While human skills focus on people and technical skills focus 

on things, conceptual skills focus on concept and ideas (Katz 1955). Katz (1955) refers 

moreover to conceptual skills as a leader's creative ability and to sense the organization 

as a whole and the situation around it.  

 Katz (1955) acknowledges that these three skills need to be viewed as interrelated 

even though he discusses each skill independently. The importance for managers to 

obtain technical, human and conceptual skills and to view these skills as interrelated 

confirms among others by Peterson and Peterson (2004) and by Mann (1965). Peterson 

and Van Fleet (2004) suggest on the other hand that while Katz defines technical skills 

as skills related to primary the ability concerning working with things, Peterson and 

Van Fleet (2004) claim that the use of specialized tools loses of value as it moves 

instead towards knowledge based and cognitive processes. 

 Similar to Katz (1955), Henry Mintzberg, one of the world's most famous strategy 

researchers, places emphasis on the actual activities of a leader (Mintzberg 1973). 

Mintzberg (1973) suggests that leaders must perform a variety of different roles, which 

he describes in the Ten Managerial Role Model as: Figurehead, Liaison, Leader, 

Monitor, Disseminator, Spokesperson, Entrepreneur, Disturbance Handler, Resource 

Allocator and Negotiator, simultaneously in order to meet the various demands of their 

tasks. Mintzberg (1990) points moreover similar to Katz (1955) out a number of 

important leadership skills but suggest that a manager above all needs to be 

introspective in order to constantly improve and learn for the job.  

 Based on Mintzberg's theory, Duhlin and Lindkvist (2009) suggest in their study 

concerning leadership in cultural and creative organizations that in supplement to 
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Mintzberg's Ten Managerial Role Model two more roles are needed in these 

organizations as the leadership indicated to differ (Duhlin & Lindkvist 2009). One 

suggested added role is the empathizer role, which involves the ability of a leader to 

empathically place him/herself into the coworkers situation and to sympathize with 

what it means to be creative. Moreover is the role Dialogue Partner described as 

essential, as decision making is viewed as different from other organizations by an 

ongoing dialogue which affects the decision being made (Duhlin & Lindkvist 2009).  

 

Daniel Goleman's five components of emotional intelligence 

To include Daniel Goleman's five component of emotional intelligence deemed 

moreover essential in order to achieve an understanding about how leaders with 

emotional intelligence can manage volunteers more effectively.  

 According to Goleman (1995) a leader needs to possess of three skills; technical 

skills, cognitive skills and emotional intelligence. While technical and cognitive skills 

are described as important for the entry level requirements, Goleman (2004) describes 

emotional intelligence as vital as a person can have an endless supply of smart ideas, an 

analytical mind and the best training in the world but without emotional intelligence 

capacity this person will not make a good leader. Based on the researchers Mayers and 

Salovey (1990) concept of emotional intelligence, Goleman (2004) describes Emotional 

intelligence as a diagram with following five components; self-awareness, self-

regulation, motivation, empathy and social skills. These five components are defined as 

essential for effective leaders: "Truly effective leaders are also distinguished by a high 

degree of emotional intelligence, which includes self-awareness, self-regulation, 

motivation, empathy and social skills" (Goleman 2004:1).  

 

Five components of emotional intelligence 

 

 

 

 

 

 

Figure 6 –Five components of emotional intelligence (Goleman 1995) 
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Self-Awareness is the first component of emotional intelligence and means to 

understand one's values and goals and of one's emotions, needs, strengths, weaknesses 

and drives (Goleman 1995). People with a high self-awareness are described as being 

able to identify how their feelings affect their job performance, themselves and other 

people (Goleman 2004). A person who on the other hand lacks self-awareness has 

difficulties to make decision (Goleman 2004). Someone with high self-awareness is 

moreover described as being able to speak openly and accurately about experienced 

failures, while people with low self-awareness, experience improvement as a sign of 

failure (Goleman 2004). Self-Regulation is described as another component by 

Goleman (2004) and contains managing one's emotions, feelings and impulses. Being 

reasonable is described as important as it is viewed as the fundament to be able to 

create an environment of fairness and trust. In addition Goleman (2004) suggests that 

people who can master their emotions are more likely to adapt to ambiguity and 

change. Further describes Goleman (2004) the importance for leaders to have 

motivation which goes hand in hand with optimism and organizational commitment: 

"Optimism and organizational commitment are fundamental to leadership" (Goleman 

2004:7). In this context Goleman (2004) defines efficient leaders as those being 

motivated by the drive to achieve from the sake of achievement rather than for external 

rewards. According to Goleman (2004) are the first three components of emotional 

intelligence self-management skills while the last two components, empathy and social 

skill, refer to a person's capability to manage relationships with others. Empathy is 

defined as thoughtfully considering employees' feelings when making decisions: "A 

team's leader must be able to sense and understand the viewpoints of everyone around 

the table" (Goleman 2004:8). Beside the fact that empathy is described as vital for 

teamwork, empathy becomes according to Goleman (2004) more important in a 

globalized world in which cross cultural dialogue easily can lead to misunderstandings 

without empathy. Moreover helps empathy not only to sympathize with people but to 

be able to effectively provide feedback, as the empathy component allows the ability to 

know when to hold back and when to push for an improvement: "Leaders with empathy 

do more than sympathize with people around them: The use their knowledge to 

improve their companies in subtle but important ways" (Goleman 2004:9). Social skills 

are moreover described by Goleman (2004) as friendliness with a purpose, to be able to 

direct people in the desired direction. It contains moreover the assumption that nothing 

important can get done alone, resulting in that a social network is important when the 
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time for actions is needed. However refers Goleman (2004) that social skill is a 

culmination of the others dimensions of emotional intelligence, as a leader's motivation 

for example becomes useless without the ability to communicate this passion to others 

in the organization. Social skill is therefore considered as a key leadership capability as 

no leader is an island and therefore needs to manage relationships effectively: "After 

all, the leader's task is to get work done through other people, and social skills makes 

that possible" (Goleman 2004:9-10) 

 Goleman (2004) refers moreover that it is fortunate that people can learn and 

develop their emotional intelligence as this leadership ingredient will benefit both the 

individual and the organization. 

 Mayer et al. (2004) confirm in their research about international production and 

service organizations the importance for effective leaders to obtain emotional 

intelligence particularly when it comes to interpersonal relations. Other researchers that 

confirm the relationship between emotional intelligence and efficient leadership are 

McKee et al. (2008) who moreover state that an emotional intelligent leader is a cross 

cultural phenomenon and that it is a lifelong journey to become an emotional intelligent 

leader. 

 

Intercultural communication competence ICC 

The Intercultural communication competence, ICC, concept was moreover included in 

my study's theoretical framework in order to achieve an understanding about the 

benefits for volunteer leaders to develop intercultural communication competence in 

order to maintain a clear communication which indicated to be vital for volunteers’ 

ability and motivation to efficiently contribute to the organization's project outcome. 

The concept of ICC deemed therefore as particularly helpful to include in my study as 

international volunteer organizations many times are comprised of a cross cultural 

environmental setting. Intercultural communication competence is a complex concept 

which can be defined as the ability to understand cultures, including one's own and to 

use this understanding to efficiently communicate and interact with people from other 

cultures in the same environment (Chen 1989). 

 Ruben and Kealey (1979) suggest in their study about cross-cultural adaption in a 

group of technical advisors and spouses in Kenya, to the importance of intercultural 

communication competence when working with people in cross-cultural environments 

and refer to seven interpersonal communication skills which are particularly beneficial; 
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empathy, respect, role behavior flexibility, orientation to knowledge, interaction 

posture, interaction management and tolerance for ambiguity. In their study Ruben and 

Kealey (1979) refer moreover to the importance of communication behavior 

assessments methods in recruitment, selection and training of cross cultural personnel 

to ensure appropriate candidates for successful outcomes:  

 

Perhaps individuals who are excessively task oriented, for example, are 

not the best candidates who work with nationals in developing countries, 

where the same profile would be ideal for positions in more 

technologically oriented cultures (Ruben & Kealey 1979:43). 

 

This statement confirms by Chen (1989) who refers to the importance of Intercultural 

communication competence, as it opens up the ability to efficiently adapt to different 

situational contexts and to achieve certain goals by having the ability to effectively 

collaborate with others in cross cultural environments. Similar to Ruben and Kealey 

(1979), Chen (1989) suggests that individuals need to meet different requirements in 

order to competently collaborate in intercultural interactions, which can be broken into 

four main dimensions; the first dimension contains personal attributes and refers to that 

competent communicators must know themselves well by having developing high self-

awareness abilities resulting in that one can initiate positive attitudes. The personal 

attribute dimension includes is comprised of: (1) various aspects of self-concepts in 

which individuals perceive themselves as reliable, friendly and honest, and (2) self-

disclosure which includes openness about oneself to other individuals (3) self-

awareness which here is similar to Goleman's (2004) self-awareness component in the 

Emotional Intelligence theory, described as the ability to be aware of oneself in order to 

implement conversationally competent behaviors in interaction and to better adjust to 

different cultures and 4) social relaxation which includes a low level of anxiety in 

social interactions. The second dimension is defined as communication skills, which 

requires that individuals are competent in verbal and nonverbal behaviors. These 

behaviors are comprised of message skills, flexibility, interaction management and 

social skills. Message skills include (1) linguistic skills, requiring individuals ability to 

not only exhibit the knowledge of using a given language but also to obtain the ability 

to transform the language appropriately and (2) descriptiveness the ability to use given 

feedback in an interaction process, (3) supportiveness, which includes the knowledge 

how to support and reward others effectively by for example eye behavior, facial 
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expressions or head nod (4) oral message, the ability to recognize and identify different 

kind of messages and (5) basic speech communication skills, including an individual's 

ability to organize, express, ask and answer messages effectively. Flexibility includes 

moreover behavior flexibility and adaptability which contains the ability to choose an 

appropriate behavior depending on different situations. Interaction management 

includes the ability to be attentive, perceptive and responsive in interactions. Social 

skills in its turn include empathy, to take the role of the other in a social interaction as 

well as human relation skills which according to Chen (1989) and similar to Katz 

(1955) enables individuals to describe and express different feelings and viewpoints. 

The third dimension is described by Chen (1989) as psychological adaptation which 

includes the ability to adapt to a new environment and to deal with potential frustration, 

stress and situational ambiguity due to a different environmental setting. The last 

dimension is described as cultural awareness and requires an individual's ability to 

understand environmental varieties including social customs, social values and social 

systems in order to understand how this affects how people think. Chen (1989) points 

out the interrelationship among these dimensions and components of intercultural 

communication competence. 

 Intercultural communication competence is therefore described as particularly 

important when people with different cultures meet as different cultures generate 

unique value systems and perceptions of meanings as communication systems differ 

from different cultures: "Communication carries values and meanings, and the way 

people communicate is influenced by the values the hold and the way they perceive 

meaning" (Chen 1990:45). The quotation by Chen (1990) indicates that the way people 

communicate with each other depends on their culture and values. This confirms by 

Jokikokko (2005), who suggests that people receives messages based on their own 

values, beliefs and expectations, resulting in that when the receiver of the message is a 

person from a different culture than one's own the receiver uses his/hers own culture to 

interpret the message. The social environment influences therefore the modes of 

interaction and communication with other humans. To be able to efficiently interact 

with people in culturally diverse environments, Jokikokko (2005) refers in her study 

that leaders need to understand the values, attitudes, feelings and behaviors of others in 

order for their communication to become more efficient. 

 Moreover refers Hewison and Holden (2011) that in order to stay fit as a leader in 

a culturally diverse organization one should not assume to know everything, but to 
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understand that there are always things to learn from each other:  

 

All organizations – in other words, everyone within them – should be 

learning all the time: learning from their mistakes, learning from each 

other and learning from the world around them (Hewison & Holden 

2011:173).  

 

As the quotation indicates misunderstandings that occur in cultural diverse 

organizations are described by Hewison and Holden (2011) as an opportunity to learn 

something new and evolve from. 

 

4.5 Postcolonial theories 

 

To achieve an understanding about my material finding concerning how international 

volunteer organization  benefit from including a diversity of local leaders, volunteers 

and local volunteers, as this indicated to enhance volunteers motivation to contribute to 

an improvement of project outcomes and to understand the valuable exchanges which 

could become established and indicated to be very helpful international volunteer 

organizations to maintain its vision of long-term sustainable development, different 

postcolonial theories were included in my study's theoretical framework. 

 

Participatory development theory 

To achieve an understanding concerning the empirical material outcome related to the 

benefits of international volunteer organizations for a local communities involvement in 

the development process, which can be accomplished when organizations are 

comprised of local leaders, local volunteers and international volunteers, the 

participatory development theory was used. The participatory development theory was 

regarded as particularly beneficial to understand the benefits of involving the local 

communities in international volunteer organizations as these organizations many times 

are comprised of exclusively western people. Participatory development emerged 

during the 1960s and early 1970s as a paradigm shift in development thinking 

(Campbell & VainioMattila 2003). There are multiple definitions for participatory 

development, common for these are to foster and enhance local people's capability to 

have an active role in development projects. The participatory development theory is 

described as an alternative to the traditional "top down" approach to development 
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planning in which through a "bottom up" approach instead local people are given a 

voice. Campbell and VainioMattila (2003) define the participatory development 

approach as: "The mechanism that allows communities to regain control over resource 

management, strengthens decision-making, increases involvement in development, and 

improves their welfare" (Campbell & VainioMattila 2003:429) 

 By giving local people a voice and empowerment takes place in which local 

people become actors instead of being simply beneficiaries (Campbell & VainioMattila 

2003). Olsson (2009) points moreover out that local participatory involvement is 

particularly important as sustainable development is inherently subjective, resulting in 

that locals many times have a different perception of sustainable development issues 

than western people. Jamal and Stronza (2009) suggest in this context that in order to 

ensure just and equitable participation various stakeholder groups, including 

communities members living in and around the protected area need to be included. 

 The participatory approach has further been discussed by Lupoli et al. (2015) in 

the context of sustainable development. Lupoli et al. (2015) suggest that for a real 

development to take place a bottom-up and participatory approach is vital (Lupoli et 

al. 2015). Zarah and McGehee (2012) promote likewise the participatory and bottom up 

approach in their study concerning international volunteer organizations. For a positive 

outcome Zarah and McGehee (2012) suggest that all three stakeholders need to work 

together; the volunteer participants, the host communities and the sending volunteer 

organization. Taking this in consideration international volunteer organization can both 

have positive or negative outcomes for the sustainable development as the following 

quotation indicates: “This perspective recognizes that international volunteer 

organizations can be sources for positive sociocultural change or facilitators of 

neocolonialism and dependency” (Lupoli et al. 2015:728).  

 

Third Space 

The Third space theory was moreover used to achieve an understanding about how 

international volunteer organizations benefit and can create a space for emancipation 

for both the volunteer participants and the local communities when international 

volunteer organizations consist of both local leaders and local volunteers and how this 

enhances volunteer participants overall motivation to contribute to the organizations 

vision. of sustainable development. Introduced by Homi K. Bhabha in the 1990th, the 

Third space theory is a postcolonial theory of communities, subjectivity and cultural 
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diversity. According to Bhabha (1994) the 'third space' represents the space in which 

cultures meet and the possibility for hybrid subjectivities to become created. Bhabha 

(1994) emphasizes that each individual must be comprehended as a hybrid with a set of 

unique affinities that can contribute to the creation of new knowledge: 

 

[…W]e should remember that it is the ‘inter’– the cutting edge of 

translation and negotiation, the inbetween space – that carries the burden 

of the meaning of culture. It makes it possible to begin envisaging 

national, anti-nationalist histories of the ‘people’. And by exploring this 

Third space, we may elude the politics of polarity and emerge as the 

others of our selves (Bhabha, 1994:56). 

 

The third space can be viewed as an opportunity for new possibilities to occur, as the 

third space is the inbetween of the first and second space of human interaction, 

resulting in that new forms of meanings can get accomplished (Bhabha 1994). 

 In the context of international volunteer organizations, Wearing and Ponting. 

(2009) mention that the Third space can be referred to a space in which the volunteer 

participants and the local population meet and interact. As the third space opens up the 

possibility for an interaction to occur, the volunteer participant and the host population 

can learn from each other in a balanced way with an open mind (Wearing & Ponting 

2009). Resulting in that new knowledge and meaning creates in this interaction 

(McGehee 2012). Moreover can identities and social values get developed in a balanced 

way as locals are interpreting, reflecting and educating in the third space, 

simultaneously as volunteer participants are not intruding on the local culture but are 

instead part of the representation (Wearing & Ponting 2009). 

 Similar describes Senge (1990) that something new and valuable can occur when 

different people share the same vision in an organization. Senge (1990) refers that a 

shared vision can be created by delegating responsibility, which can be understood by 

the metaphor of an hologram, a three-dimensional image created by interacting light 

sources, if one cut the photograph in half, each half shows exclusively a part of the 

whole image, similar views each person an individual image of the organization, when 

a group of people come to share a vision for an organization. However as the pieces of 

the hologram are not identical, each image represent the whole photograph from a 

different point of view, resulting in that when one adds up all the pieces of the 

hologram, something interesting happens (Senge 1990). 
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5 Analysis 
 

This chapter contains an analysis from my empirical material findings understood 

through the help of the selected theories which were described more in detail in the 

previous chapter. An analysis was considered as important to achieve an increased 

understanding concerning my study's research phenomenon. 

 

5.1 Situational leadership style 

 

This heading discusses the importance for volunteer leaders to adapt their leadership 

style to volunteer participants' competence and commitment. This outcome was 

understood through the situational leadership II model, which however only partly 

could be used due to international volunteer organizations non-profit component. 

Moreover was this outcome understood through an own defined Voluntary Motivation 

Index, which was inspired by the Voluntary Functions Inventory concept. 

 

Competence and commitment 

One important outcome from my material findings indicated to be that the performed 

leadership plays a central part in international volunteer organization as volunteer 

participants’ motivation to contribute to the organization's vision of sustainable 

development indicated to be high in the beginning of their stay but dependent on the 

provided leadership style indicated to either enhances or decreases volunteers’ 

motivation and overall engagement to contribute to the organizations project outcome. 

Through the help of the situational leadership II model (Blanchard et al. 1993), which 

in contrast to most other leadership theories, suggests that there is no such thing as a 

single best method to influence the behavior of group members as every "followers" 

situation vary, resulting in that even the style of supervision needs to vary (Hersey & 

Blanchard 1969), my study indicated however that there is no such thing as "the best" 

leadership style for all situations in international volunteer organizations, but that the 

leadership is rather dependent on volunteers previous competences and commitment. 

Depending on volunteers competences and commitment volunteer leaders would 

therefore benefit from adjusting their leadership style and to use an appropriate 

leadership style depending on each unique situation. My material findings indicated 

that when the volunteer leader adapts the leadership guidance to volunteers previous 
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competences and commitment volunteer participants are higher satisfied with their 

overall stay in the organization and become more engaged in work tasks. The 

importance to adapt the leadership style to volunteer participants previous competences 

and commitment was understood through what the situational leadership II model 

defines as an individual’s development level, which is described as an individual’s 

commitment and the competence to accomplish a given task (Blanchard et al. 1993). 

The situational leadership II model suggests that once the development level of an 

individual to accomplish a given responsibility or task is defined, the leader needs to 

select an appropriate leadership style (Blanchard et al. 1993).  

 

Core motivation 

To understand my empirical material findings concerning the benefits for volunteer 

leaders to use an appropriate leadership style depending on volunteers previous 

competences and commitment, the situational leadership II model (Blanchard et al. 

1993) was helpful but could only be used partly as what Blanchard et al. (1993) define 

as the individuals development level, indicated to be more complex due to international 

volunteer organizations non-profit setting, as the commitment component which takes 

part in an individual’s development level indicated to be highly connected with a 

volunteer participants motivation to contribute to the organization's vision. This can be 

understood through my material which findings indicated a variety of core motivation 

among volunteers to participate in international volunteer organizations, which a 

volunteer leader needs to acknowledge as volunteers commitment level indicated to be 

highly connected with volunteers overall motivation and engagement. 

 My material findings indicated that volunteer participants are always highly 

motivated in the beginning of their stay, independent of their core motivation to help to 

contribute to the project outcome of sustainable development but that their motivation 

influences by the distributed leadership. It indicated therefore to be important for 

volunteer leaders to define volunteer participants’ core motivation in order to provide 

volunteers with what they are searching for. In order to facilitate for volunteer leaders to 

determine volunteers core motives, I developed a Voluntary Motivational Index, which 

was inspired by Clary et al. (1998) Volunteer Functions Inventory, in which Clary et al. 

(1998) distinguish between six different core motivations to volunteer.  
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Voluntary Motivational Index 

 

 

 

 

 

 

Figure 7 –Voluntary Motivational Index 

 

My empirical material findings indicated that a majority of the volunteers indicated to 

volunteer with the core motivation to help others who are less fortunate than themselves 

as well as to contribute to sustainable development. This could be understood through 

the values function in which individuals according to Clary et al. (1998) volunteer with 

the aim to express personal altruism values and therefore obtained my own defined 

definition VM1 –altruism and VM2 –contribution. Moreover indicated my material 

findings that many volunteers were motivated by what Clary et al. (1998) define as the 

enhancement function which involves the motivation to achieve a self-development and 

to satisfy personal needs like feeling important and needed by others and was therefore 

defined as VM3 –personal growth. Many volunteers participated moreover in 

volunteering due to the motivation to obtain proper ‘hands on’ skills, what Clary et al. 

(1998) define as the understanding function as well my empirical findings indicated 

that a majority of volunteers volunteered in order to gain career related experiences and 

to increase career opportunities, which Clary et al. (1998) define as the career function. 

Due to the relatedness of obtaining “hands on” skills and career related experiences, I 

defined this core motivation among volunteers as VM4 –skills and CV.  

 

Adaptation of leadership style 

For volunteer leaders to include volunteers motivation when defining what Blanchard et 

al. (1993) describe as individual development level, deemed vital, as my material 

findings indicated that volunteers motivation highly influences volunteers commitment 

level. Volunteer leaders which allowed volunteers to pursue their interests, for example 

to get proper ‘hands on’ skills or to be part of something meaningful were more likely 

to remain engaged in the work tasks throughout their stay and contributed more 

efficiently to sustain the organizations project outcome. 

Core Motivation 

VM1  – Altruism 

VM2  – Contribution 

VM3 – Personal growth 

VM4 – Skills and CV 
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 My material finding indicated therefore that volunteer leaders benefit from not 

only adapting their leadership style to volunteers previous knowledge and competences 

but also to their core motivation. Volunteer leaders who adapt their leadership guidance 

to volunteers’ motivation indicated to enhance volunteers’ overall engagement in work 

tasks and likelihood to stay longer in the given organization. This could be understood 

through the research of earlier studies which have indicated that volunteer programs 

benefit in the long-term to allow volunteers to pursue their interests (Measham & 

Barnett 2008) as volunteers who perform roles that match their functional motives are 

more satisfied with work tasks and report a greater work outcome and likelihood to stay 

longer in an organization (Eley & Kirk 2002; Shin & Kleiner 2003).  

 However did my empirical findings indicated that volunteers’ motivation to 

volunteer not only differ from each volunteer but also changes as volunteers evolve 

throughout their stay as they obtain more knowledge, resulting in that volunteers’ 

behaviors constantly changes which makes it inevitable that the performed leadership 

style likewise need to change and become adjusted to specific situations and 

circumstances.  

 My material findings indicated that a situational leadership style is beneficial in 

international volunteer organizations as a majority of the volunteers indicated to be 

highly motivated to accomplish the work tasks provided by the volunteer leaders, but 

lacked specific skills and were therefore unable to take full responsibility. In these 

circumstances it deems therefore important that the volunteer leader is present in the 

field and provides much guidance in order for volunteers to ask questions and to obtain 

direct feedback on work tasks. This level is described by Blanchard et al. (1993) as 

Directing (S1), in which the leader is closely supervising and assists volunteers in 

learning about the organization and its values through both directive and supportive 

task behaviors. The volunteer leader defines roles and tells followers what to do, where, 

when and how to perform the given task, in which the followers simply act as they are 

told to. However indicated my material findings that most inexperienced volunteers 

even though they had no previous conservation skills were more engaged when they 

were provided with some responsibility as it provided them with a feeling of 

contributing with something valuable, as the following quotation confirms:  

 

I feel like I have no responsibility at all, when I do a task for them I am 

just joining. Just following their rules and doing whatever they are 

saying. I am just joining while most of the time not even needed. In the 
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beginning I felt really motivated but now I just stopped caring at all. (..) 

I think if I had more own responsibility I would definitely do more and 

actually contribute with something (Volunteer A9, 2016).  

 

Volunteer leaders might therefore benefit to use a leadership style, which Blanchard et 

al. (1993) defined as S2, coaching when individuals have developed some competences 

and experiences but have a low commitment to perform work tasks (1993). As 

volunteers have gained conservation work experiences but have low commitment to 

perform work tasks as volunteers for example become discouraged when they compare 

themselves to long-term volunteers. Volunteer leaders need here to provide strong 

supportive behavior and display directive behavior to reinforce volunteer participants’ 

enthusiasm and commitment. 

 On the other hand indicated my material findings that some volunteers had a high 

competence level due to previous experiences in conservation issues as well as a high 

commitment level, resulting in that volunteer leaders in this situation would benefit 

from using a leadership style, which Blanchard et al. (1993) define as (S4), delegating. 

Volunteer leaders are here demonstrating little supportive or directive behaviors, as 

volunteers are able of self-direction and are self-motivated. The volunteer leader is still 

involved in decisions but the responsibility is passed over to the volunteers, as 

volunteers know their role and perform it with little supervision required. The volunteer 

leader is exclusively present in case a problem needs to be solved but provides 

volunteers most of the time with the ability for development and to possess control over 

the process. This indicated to be particularly of relevance when volunteers had stayed a 

long time in the organization as their competences and development level indicated to 

change progressively.  

 The gradual transition between volunteers different motivations, results 

consequently in that volunteer leaders in some situations would benefit to use what 

Blanchard et al. (1993) define as a supporting (S3) leadership style, particularly when 

volunteers start to lack motivation during their stay, as volunteers have the competence 

to perform a specific task but their motivation and confidence vary from day to day. 

Volunteer leaders need here to provide volunteers with feedback and praise for 

completed tasks in order to increase volunteers’ confidence and commitment. Volunteer 

leaders need to pass volunteers responsibility in order to make volunteers feel valuable 

and needed in the organization.  

 However taking in consideration Hersey and Blanchard’s (1969) suggestion that 
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none of these four leadership styles are considered as optimal for leaders to use, 

effective volunteer leaders need to be flexible when adapting their leadership style 

related to a specific situation as this indicated to increase volunteer participants’ 

engagement and overall satisfaction which in its turn benefit the organizations to 

maintain their vision to contribute to sustainable development. 

 

5.2 Organizational commitment 
 

This heading discusses another significant material outcome, the importance for 

volunteer leaders to establish a sense of organizational commitment among volunteers 

which was understood through the social identity theory of leadership and two 

organizational theories which included the Job characteristic theory and the LOOP 

model. Due to international volunteer organizations’ non-profit component the Job 

characteristic was helpful to achieve an increased understanding concerning my 

research question but needed to become expanded. 

 

Organizational identification  

From my material findings my study indicated that volunteer leaders are highly 

dependent on volunteer participants help to fulfill the organization’s vision to 

contribute to sustainable development. Volunteers indicated therefore to play an active 

integrated part in the leadership process, resulting in that the performed leadership in 

international volunteer organizations needs to be viewed as a social interaction in which 

a stable relationship between the volunteer leader and the volunteers indicated to be 

vital. This can be understood through the social identity theory of leadership (Hogg et 

al. 1998), which views leadership as a group process: “The social identity theory of 

leadership views leadership as a group process that arises from the social categorization 

and depersonalization processes associated with social identity” (Hogg 2001:196). 

Similar Van Knippenberg and Hogg (2003) suggest that leadership and followers are 

interdependent in a way that they both actively rely on each other, which confirms by 

Sveningsson and Alvesson (2010) who suggest that leadership needs to be seen as a 

social interaction in which followers are described as equally important as leaders as 

they play an integrated actor in the leadership process. My empirical material findings 

indicated moreover that volunteers who had developed an identification within the 

organization, by sharing similar values and by attending social events and started to 
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view themselves as an integral part, had likewise established an organizational 

commitment which resulted in an increased engagement and empathy for the collective 

and for the international volunteer organization mission to contribute to sustainable 

development as they had developed an increased interest in and concerns about 

conservation issues:  

 

I feel a commitment towards the organization which helps that I believe 

in the values of the organization as I do believe in their goal that we 

need to create a positive vibe about conservation and awareness and I 

feel motivated to help them with that goal (Volunteer B5, 2016).  

 

My material findings indicated therefore that volunteers who had developed an 

organizational commitment indicated a higher level of engagement in the work tasks 

and contribution to a positive work outcome as well as they were more willing to stay 

longer in the volunteer organizations. This finding was likewise understood by the 

social identity theory of leadership, which suggests that when members develop 

identification within an organization, they start to view themselves as an integral part of 

the collective (Hogg 2001). Hogg et al. (1998) suggest that over time groups and 

organizations attempt to clarify their values, beliefs, goals, attitudes and behaviors that 

typify their collective, resulting in that an effective leader-member relationship depends 

upon the existence of a shared social identity, which in its turn is dependent on how 

strongly members are identified with the values of their group (Hogg et al. 2005). This 

connectedness leads moreover to increased trust and empathy for the collective such as 

an increased engagement in prosocial behaviors (Tidewell 2005). Prosocial behaviors 

results in its turn in an establishment of commitment, which is described as essential as 

a commitment leads to increased trust and empathy for the collective and an increased 

engagement in work tasks (Tidewell 2005). My material finding concerning the 

importance for volunteer leaders to establish a commitment among the volunteers was 

moreover understood by Boezeman and Ellemars (2007) who suggest that participants 

of an organization evaluate the status of an organization such as their individual status 

within the organization to estimate the favorability of their relationship with the 

organization which can result in organizational commitment. My material findings 

indicated that volunteer organizations benefit from having an early volunteer 

recruitment process to ensure that volunteers share the same values as the organization 

and show a unique interest in sustainable development and conservation issues. This 
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indicated to be vital due to the contemporary environment setting many international 

volunteer organization consist of, as everyone independent of the length of stay need to 

work together towards the organization’s vision to contribute to a sustainable 

development on the island, as volunteers indicated to play an active integrated actor in 

the leadership process in which a stable relationship between the volunteer leader and 

the volunteers indicated to be indispensable. This finding can be understood through the 

help of the LOOP model, which contains four phases to efficiently guide volunteers and 

in which Penrod (1991) in the first phase, defined as the locating step, suggests that a 

recruitment process is vital in order to ensure that volunteers needs and interests match 

with these of the organization.  

 

Voluntary task model 

My empirical material findings indicated moreover that a commitment among new 

volunteer participants could be established by training selected long-term volunteers to 

supervise new volunteers. Moreover indicated my material findings that volunteer 

leaders could establish a commitment among participants by providing personal 

interested work task, task feedback, providing significant work tasks, providing skill 

variety and by providing volunteers with responsibility. This indicated to be 

particularly important due to international volunteer organizations non-profit 

component, in which volunteers arrive with a high motivation but dependent on the 

leader’s ability to provide volunteers with the above described work tasks, volunteers 

commitment level can either increases or decreases. This material finding can be 

understood through the help of the Job characteristic model, in which Oldham et al. 

(1976) refer to five work characteristics for individuals to be intrinsic motivated; 1) 

skill variety 2) task identity 3) task significance 4) autonomy and 5) feedback. Instead 

of task identity, my material findings indicated however that task identity was not 

significant in any way but that due to volunteer tourism non-profit component it 

indicated important for volunteers that leaders provide volunteers with task matching 

their core motivation and interest. This is the reason why I exchanged personal 

interested task with task significance and developed an own defined Voluntary Task 

model, inspired by Oldham et al. (1976). 
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Voluntary Task Model 

 

Working task Task Significance 

Task Responsibility 

Task Feedback 

Task Variety 

Task Interest  

 

Figure 8 –Voluntary Task Model 

 

Task Variety 

Previous research in the context of volunteer organizations which used the Job 

characteristic model suggests moreover that skill variety can increases when volunteers 

leaders combine tasks, create less monotonous work tasks and to encouraging 

volunteers to learn new skills (Millette & Gagné 2008). Skill variety indicated from my 

material findings to be particularly important as a skill variety among work tasks can 

result in more satisfied volunteers as they can learn more about different aspects of for 

example conservation issues. My material findings indicated moreover that task 

significance could get increased by team work and by establishing strong relationships 

between the organization members through social activities, like weekly dinners and 

activities that helped to achieve relatedness between the volunteers and the volunteer 

leaders. 

 

Task significance 

Meaningful work tasks indicated moreover to be important in order for volunteer 

participant to establish a commitment towards the organization in which volunteer 

leaders not only keep volunteers "busy" but actually delegate meaningful work tasks in 

order for volunteers to feel useful and utilize their skills and unique knowledge; 

"Knowing your work is meaningful and appreciated by others in the organization 

definitely influences my work performance and overall commitment" (Volunteer B5, 

2016). My empirical findings indicated that volunteers who on the other hand 

experienced pointless work showed a low commitment, as the following quotation 

indicates;  

 

Everybody seems motivated to do something but everybody's like what 

are we even doing and where are we going with this and how can I help, 
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how can I contribute? It should make real sense what you are doing. You 

have to understand what your part in the project is, why are you there, 

why am I needed for the company. Because they give you the feeling 

that you are not needed; so why am I here then? (Volunteer A9, 2016).  

 

My material findings indicated therefore that task significance can increase when 

volunteer leaders provide a clear mission statement and job description to ensure that 

volunteer participants understand how their work benefit the organization in its whole. 

The importance for volunteer leaders to provide volunteers with meaningful work task 

in order for volunteers to develop an organizational commitment was moreover 

understood through the LOOP model (Penrod 1991) which suggests in the operating 

phase, which is one of the four concepts in the LOOP model, that volunteers need to 

feel that their time, energy and talents have contributed to something meaningful 

because they were involved, which can be made by recognizing volunteers 

accomplishments. Leaders need therefore to establish an understanding about the key 

issues and how these can be met for volunteers to feel committed and part of the whole 

process (Penrod 1991). Volunteer leaders would consequently benefit to explain to 

volunteers why a particular work is being done and how it contributes to conservation 

efforts and to the overall project outcome (Penrod 1991). This can be done in the 

second phase defined in the LOOP model, the orienting phase in which volunteer 

leaders in an informal and formal way ensure that volunteers know about the 

organization and the goal of specific projects (Penrod 1991).  

 

Task responsibility 

Another significant outcome from my material findings was the importance for 

volunteer leaders to provide volunteers with responsibility as provided responsibility 

indicated to increase volunteers overall motivation and commitment towards the 

organization as the following quotation indicates:  

 

I feel like I have no responsibility at all, when I do a task for them I am 

just joining. Just following their rules and doing whatever they are 

saying. I am just joining while most of the time not even needed. In the 

beginning I felt really motivated but now I just stopped caring at all. (..) 

I think if I had more own responsibility I would definitely do more and 

actually contribute with something (Volunteer A9, 2016).  

 

This material finding can be understood through the last step of the LOOP model the 
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perpetuating phase which suggests that volunteers want to know that their work is 

appreciated and necessary for the organization (Penrod 1991). The importance for 

volunteer leaders to provide volunteers with responsibility can likewise be understood 

by the Job characteristic model, which suggests that individuals in order to be internally 

motivated in work tasks need to feel part of the success of the organization which can 

be established by providing individuals with responsibility (Oldham et al. 1976). In the 

job characteristic model Oldham et al. (1976) suggest that autonomy can get increased 

when individuals become involved in decision making and by obtaining appropriate 

knowledge.  

 

Task feedback 

Another empirical material finding in the context of achieving organizational 

commitment among volunteers was the importance to obtain feedback as volunteers 

expressed the desire of feeling valuable and needed in the organization. This was 

likewise understood by the LOOP-model (Penrod 1991) which suggests in the 

perpetuating phase, that provided feedback is vital as it gives volunteers the feeling to 

be needed and valuable; "Showing appreciation satisfies the volunteer’s need for self-

fulfillment and self-esteem" (Shin & Kleiner 2003:70). My material findings indicated 

that both tangible and intangible rewards could be accomplished by volunteer leaders to 

provide volunteers with feedback for example by writing reference letters to the 

volunteers, which indicated to be important for volunteers engagement as the following 

quotation indicates;  "I try to do my best, because later they will give me a reference 

letter, that's also the point I am here helping them but if they can support my 

application that's good"(Volunteer A7, 2016).  

 

Task interest 

Due to international volunteer organizations non-profit component, in which volunteers 

can leave whenever they desire, my study indicated that volunteer leaders not only as 

Oldham et al. (1979) need to provide significant work task, a variety of work task, 

responsibility and feedback to enhance volunteers commitment but also tasks that fit 

volunteers core interest to participate in volunteering. 

 This outcome of my study, concerning organizational commitment, indicated 

therefore that a commitment among volunteers is essential in international volunteer 

organizations, particularly due to the organizations temporary settings. Likewise due to 
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the non-profit component where volunteers theoretically can leave whenever they wish, 

my study indicated moreover that volunteer leaders need to provide specific work tasks, 

particularly interesting work task, significant work tasks, responsibility, a variety of 

work task as well as feedback. These five task characteristics indicated to enhance 

volunteer participants’ motivation to contribute to the organizations vision of 

sustainable development. 

 

5.3 Interpersonal skills and intercultural communication competence 

 

This heading discusses another empirical material finding, the benefits for volunteer 

leaders to obtain and develop leadership skills which beside technical and conceptual 

skills contain emotional intelligence as well as intercultural competence. This was 

understood through the help of various leadership skills theories. However due to 

volunteers particularly temporary and cross-cultural diverse setting, I needed to develop 

an own volunteer leadership skill Index, which contains the skills that indicated to be 

vital from my material findings, inspired by parts of different leadership skill theories. 

Bellow the volunteer leadership skill index follows: 

 

International volunteer organization - Leadership skill Index 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 9 –Leadership Skill Index 

 

 

Technical skills - knowledgeable 

- role model 

Conceptual skills - ability to analyze organization 

- creative ability 

Emotional intelligence - self-aware 

- ability to create realistic goals 

- empathy 

- stress tolerant 

- motivator 

- active listener 

- role model 

- provide feedback 

Intercultural communication 

competence 

- excellent communication skills 

- intercultural experiences 

- respect 

- flexibility 

- tolerance for ambiguity 
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Technical and conceptual skills 

My material findings indicated that volunteer leaders would benefit to obtain the 

specific knowledge about and the competency and proficiency to perform a specific 

task, what Katz (1955) and Goleman (2004) define as technical skills. Technical skills 

indicted to concern volunteer leaders scientific knowledge in international volunteer 

organizations concerning conservation issues which indicated to be helpful to maintain 

a positive project outcome in the sustainable development process. This indicated to be 

particularly important as volunteer participants became positively influenced by leaders 

who were knowledgeable and acted as a role model.  

 My material findings indicated moreover that volunteer leaders need to develop 

organizational skills in order to efficiently motivate volunteers to contribute to the 

organization's vision of sustainable development, in which it is helpful to develop what 

Katz (1995) describes as conceptual skill. Conceptual skills, involves according to Katz 

(1955) the ability to see the organization as a whole by recognizing how various 

functions depend on one another and are influenced by external factors. Katz (1955) 

refers moreover to conceptual skills as leader's creative ability and sense the 

organization as a whole and the situation around it, similar refers Mintzberg (1973) to a 

leader's informational role. Conceptual skills indicated to be particularly important in 

international volunteer organizations due to the organizations' temporary settings in 

which volunteers come and leave on a temporary basis. 

  

Emotional intelligence 

In combination with technical and conceptual skills, my material findings indicated 

moreover that interpersonal skills among volunteer leaders were highly vital in order to 

establish a good group dynamic in which everyone independent of their length of stay 

works together towards the organization's project outcome as a whole team. This could 

likewise be understood by Robert L. Katz's Three Skill model (1995) in which Katz is 

referring to human skills which contains the importance of understanding others 

communication and being sensitive to the motivation of others particularly concerning 

group work: "Human skill is the executive's ability to work effectively as a group 

member and to build cooperative effort within the team" (Katz 1955:34). My empirical 

material findings indicated likewise the importance of volunteer leaders with human 

skills as this skill indicated to be particularly central in order to make volunteers feel 
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comfortable and engaged in work tasks due to the contemporary environment of 

international volunteer organizations. 

 Human skills could moreover be understood through what Goleman (1995) refers 

to as emotional intelligence which he describes in five components; self-awareness, 

self-regulation, motivation, empathy and social skills. Similar to what Goleman (2004) 

describes as emotional intelligence my material finding indicated that volunteer leaders 

need be self-aware, able to create realistic goals, be stress tolerant, a motivator, an 

active listener, a role model and able to provide volunteers with accurate feedback. 

According to Goleman (1995), self-awareness means to understand one's values, goals 

and one's emotions, needs, strength, weaknesses and drives which will enable a person 

the ability to take decisions. Being able to take decisions indicated to be significant for 

volunteer leaders in international volunteer organizations, resulting in that a high self-

awareness therefore was considered as important among volunteer leaders. Similar to 

Goleman (1995, 2004) points Mintzberg (1973) out the importance for leaders to be 

able to take decisions, which Mintzberg (1973) defines as the decisional role. My 

findings indicated moreover that volunteer leaders need to be able to create a familiar 

environment of fairness and trust, which Goleman (2004) defines as a leaders ability of 

self-regulation and being reasonable which is described by Goleman (2004) as the 

fundament to be able to create an environment of fairness and trust.  

 Moreover indicated my material findings, that volunteers are higher engaged in 

work tasks when leaders are motivated themselves and passionate about sustainable 

development. This could be understood through what Goleman (2004) defines as 

motivation, in which he discusses that motivation goes hand in hand with optimism and 

organizational commitment: "Optimism and organizational commitment are 

fundamental to leadership" (Goleman 2004:7). 

  My material findings indicated moreover that it is vital for volunteer leaders to 

understand the viewpoint of the volunteers which indicated to be particularly vital for 

team work and to avoid misunderstandings as the following quotation indicates: 

 

A volunteer leader needs to be a good listener, be somebody who puts 

himself in somebody else's shoes that you understand ok somebody 

comes here for three weeks, let’s have a talk about what they expect and 

what they want to gain from this experience so you can adjust the 

activities on the goals of the volunteers to make a win-win situation 

(Volunteer A8, 2016).  
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The importance for volunteer leaders to obtain empathy could likewise be understood 

by one of Goleman's (2004) five components in which he describes the importance of 

empathy especially in cross cultural environment settings which can easily lead to 

misunderstandings without empathy. The importance for leaders to develop empathy 

was moreover understood by what Duhlin and Lindkvist (2009), based on Mintzberg's 

(1973) managerial roles theory, define as the empathizer role, which involves a leader's 

ability to empathically placing him/herself into the co-workers situation. Likewise 

indicated my material findings that volunteer leaders need to understand volunteers 

situation and show friendliness and kindness in order to make volunteers easily 

comfortable which indicated to be vital for volunteers’ engagement in the process of 

contributing to the organization's project outcome. This confirms by Goleman's (2004) 

social skill component, which he describes as a key leadership capability, as leaders 

need to get work done through other people in which social skills makes this possible. 

 

Intercultural communication competence 

My material findings indicated moreover that volunteer leaders beside obtaining 

technical, conceptual and emotional intelligence would benefit from developing good 

communication skills, which deemed essential in order to transform established 

knowledge to the volunteers, which the following quotation indicates: 

 

Any leader have to have the knowledge obviously what you are doing 

but also have to have the skills to transfer that knowledge to the 

volunteers and not everyone would have the people skills to do that, you 

can know everything but not be a good communicator to people who are 

learning, so communication skills are pretty important as a volunteer 

coordinator (Volunteer B3, 2016).  

 

Particularly indicated intercultural communication competence important among 

volunteer leaders due to the cross-cultural environmental setting the organizations 

consist of. Intercultural communication competence indicated to be particularly vital as 

volunteer participants referred to language barriers as well as to cultural 

misunderstandings which occurred and indicated to influence their work and total 

experience: 

 

We have miscommunications, when we have a meeting and we all talk 

in English it's not my native language and not their native language. I 
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have the feeling that you have to say things two, three, four times to 

make yourself clear. And when I thought I made myself clear, the next 

day I did not. Yes it brings a lot of confusion. (..) And we have one 

project manager; his English is poor. You see that it's hard to 

communicate and we do not completely understand each other and that 

can be very difficult because I sometimes need him but I cannot use him 

(Volunteer A9, 2016).  

 

In order to limit cultural misunderstandings and language barriers my study indicated 

therefore, through the help of the Intercultural communication competence theory 

(Ruben & Keaely 1979) that volunteer leaders would benefit from developing 

intercultural communication competence. Intercultural communication, can be 

understood as obtaining the capability of interacting competently with individuals from 

different cultures than one's own, by reducing misunderstandings based on cultural 

unawareness (Chen 1990) in which Ruben and Kealey (1979) distinguish between 

seven interpersonal communication skills; empathy, respect, role behavior flexibility, 

orientation to knowledge, interaction posture, interaction management and tolerance for 

ambiguity. However were exclusively parts of the seven interpersonal communication 

skills represented for my study as well as two other components; excellent 

communication skills and intercultural experiences, indicated to be relevant due to 

international volunteer organizations non-profit component and high intercultural 

setting. Excellent communication skills and intercultural experiences among volunteer 

leaders indicated from my material findings to be particularly vital in order to limit 

cultural misunderstandings which sometimes occurred due to international volunteer 

organizations intercultural environment settings. My material findings indicated 

moreover the importance of intercultural experiences among the volunteer leader as it 

indicated to be vital to be aware of one's own objectives and values as well as to 

question thinking patterns. This finding was moreover understood through the help of a 

previous study in the context of intercultural competence in cross-cultural 

organizations, in which Jokikokko (2005) states that when leaders understand the 

attitudes, values and behaviors of others their communication becomes more efficient.  

 My material findings indicated therefore that volunteer leaders need to obtain and 

develop intercultural communication competence in order to create opportunities for 

fruitful interactions to occur. Likewise indicated my material findings that volunteers 

benefit from obtaining and developing intercultural competences in order for volunteers 

to understand both the leader and the local population and their cultural belonging in 
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order to effectively assist in the sustainable development rather than to impose western 

traditions. 

 

5.4 Local communities involvement by local leaders and local 
volunteers 
 

This heading analysis another material finding; the benefits for international volunteer 

organizations to consist of local leaders as well as of local volunteers and international 

volunteers, which was understood through the help of the creative tension concept, the 

participatory approach and the Third Space theory.  

My material findings concerning international volunteer organization benefits 

from being composed of a mix of local volunteer leaders, international and of local 

volunteers indicated to be particularly beneficial in order for international volunteer 

organizations to contribute to long-term economic, socio- and environmental 

development on the island. International volunteer organizations held by local leaders 

indicated that the leaders could contribute with their unique knowledge in the 

sustainable development process and direct the conservation in what they perceived as 

essential and valuable from a local perspective. This outcome could be understood 

through the help of the participatory development theory (Campbell & VainioMattila 

2003), in which the participatory development theory suggests that it is important for a 

real sustainable development to take place that local people become actors instead of 

being simply beneficiaries which can be achieved with a bottom-up participatory 

approach (Lupoli et al. 2015; Campbell & VainioMattila 2003). This is described as 

particularly important as Olsson (2009) points out that sustainable development is 

inherently subjective in which it becomes inevitable to involve the local communities. 

My material findings indicated furthermore that volunteers got highly motivated by 

working with local leaders and other local volunteers in the process of achieving 

sustainable development. This outcome could be understood through the help of the 

creative tension concept, in which Senge (1990) suggests that individuals develop 

intrinsic motivations when individuals experience the consequences of an action. 

However refers Senge (1990) that as learning comes from direct experience, many times 

we never directly experience the consequences of our actions. It becomes therefore vital 

for organizations to understand their current reality and where they would like to be in 

the future, as this opens up a gap which can be viewed as a source of energy, as without 

that gap there would be no need for actions to move towards the organizations vision. 
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This gap is what Senge (1998) defines as creative tension and indicated to be 

particularly important in international volunteer organizations as volunteer participants 

who through the exchanges of local volunteers and local leaders expand their awareness 

and capability of the importance of sustainable development of Mauritius, become more 

intrinsic motivated as they become more aware of what the current situation of 

Mauritius is and could be, which will result in that volunteer despair about these 

problems and take actions which are in line with the international volunteer 

organizations vision to work towards sustainable development. This outcome confirms 

moreover by Laur et al. (2006) who suggest that real changes can be done when 

individuals understand the current sustainable reality and where this reality could be, 

which either deny or despair individuals about these problems to take actions towards 

sustainable development. 

 My study indicated moreover that valuable interaction occurred and were 

described as an enriched cultural exchange in which the volunteers could learn from the 

local leaders and local volunteers vice versa;  

 

I really believe in education and sharing, if you get the knowledge you 

should share the knowledge so that everybody grows together. (..). 

Something I have learned when working with volunteers from different 

cultures is that you can't know everything and that there are always 

things to learn from others (Volunteer leader B1, 2016).  

 

This material finding was understood through the Third Space theory, in which Bhabha 

(1994) refers to the Third space representing the space in which cultures meet and the 

possibility for hybrid subjectivities to become created. As the third space opens up the 

possibility for an interaction to occur, the volunteer participants and the locals can learn 

from each other in a balanced way with an open mind in which new knowledge and 

meaning can get created. This was moreover understood by previous studies concerning 

international volunteer organizations in which Wearing and Ponting (2009) likewise as 

Zarah and McGehee (2012) refer to that new meaning can get created when volunteers 

interact with the local communities in a balanced way. International volunteer 

organizations are here instead sources for positive sociocultural change instead of 

facilitators of neocolonialism and dependency (Lupoli et al. 2015), which indicated to 

be particularly important when working towards a sustainable development.  
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6 Conclusion 
 

This chapter contains conclusions regarding the outcomes of my study, and offers 

findings that contribute to knowledge about the discourse on international volunteer 

organizations in the sustainable development process. 

 

I started my study with the following research question: How can international 

volunteer organizations more efficiently maintain their vision of contributing to long 

term socio-, environmental and economic sustainable development in developing 

countries? To answer this question, I used a case study of two international volunteer 

organizations in Mauritius, which focuses explicitly on leadership. Specifically, I 

focused on determining how effective management can lead to both productive and 

satisfied volunteers, and result in an improvement of project outcomes. Seven semi-

structured interviews, one focus group and participant observation were conducted. 

Through the help of different theories, my material findings indicated that leadership 

seems to be the crux of the problem, for good leadership can create better conditions for 

the organization to contribute to long term socio, environmental and economic 

sustainable development, but poor leadership can lead to inefficiency, mismanagement, 

and other troubles. This result reveals four key areas that show potential suggestions 

regarding how international volunteer organizations can improve their leadership, and 

their mission to contribute to sustainable development.  

 

Key Findings 

In total, four key themes were identified: 1) the benefits of volunteer leaders adapting 

their leadership styles to volunteer participants’ competencies and levels of 

commitment; 2) the need for volunteer leaders to establish an organizational 

commitment among volunteers; 3) the importance of volunteer leaders obtaining and 

developing certain leadership skills, including technical, conceptual, emotional 

intelligence and intercultural communication skills and 4) the benefits of international 

volunteer organizations obtaining a diversity of local leaders, local volunteers and 

international volunteers. This diversity can result in valuable interactions in which local 

leaders and volunteers learn from one another in a balanced way as this allows new  

knowledge concerning conservation issues and sustainable development to be 

generated. 
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 The first three of these findings are interrelated, and can be understood through an 

adapted model, called the Voluntary Situational Leadership model. I will now present 

the final conclusions using this model, as it helps to explain the key findings of this 

study.   
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Voluntary Situational Leadership Model 
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Voluntary Situational Leadership Model 

One outcome indicated that the performed leadership plays a key role in international 

volunteer organizations, as it either increases, or enhances, the volunteer commitment 

level.  Commitment level was found to be vital for satisfied and engaged volunteers that 

also contributed to the organizations’ vision of long-term sustainable development. 

However, my study also indicated that different leadership factors (outlined below) play 

a significant role in the establishment of an organizational commitment among 

volunteers. This is particularly due to the organizations’ non-profit component, and the 

fact that the volunteers work for free and can leave whenever they wish. Leaders in 

international volunteer organizations would therefore benefit from being aware of the 

different components of my defined Situational Voluntary Leadership Model.  

 The Voluntary Situational Leadership Model is based on the Situational 

Leadership II Model of Blanchard et al. (1993), which was used to understand my 

material findings. It was adapted and expanded on due to the fact that the volunteers’ 

commitment level was found to be more complex than in traditional organizations. In 

the traditional Situational Leadership II Model Blanchard et al. (1993) suggest that 

leaders need to select an appropriate leadership style depending on the individual’s 

competence level. Blanchard et al. (1993) divide competence between four different 

levels: low competence; low, to some, competence; moderate to high competence; and 

high competence. They do the same with the individuals’ commitment level. My study 

indicated that volunteers’ core motivation can be divided into four more complex 

categories: 1) VM1, altruism; 2) VM2, contribution; 3) VM3, personal growth; and 4) 

VM4, skills and CV. This last category can likewise be divided into different 

competencies, but cannot as easily be divided in different commitment levels. 

 Even though volunteer leaders would benefit to acknowledge volunteer 

participants core motivations, in order to adapt to volunteers interests, my study 

indicated that the commitment level is not dependent on volunteers different core 

motivations, as a volunteer who, for example with the core motivation VM1 - altruism 

can be as committed as one volunteer with the core motivation VM3 - personal growth, 

but that the level of motivation which indicated to be high for all volunteers in the 

beginning of their stay, can change significantly depending on the level of provided 

vital work task characteristics and different leadership skills. Significant working task 

characteristics identified were: task signification, task responsibility, task feedback, and 

task variety. Important leadership skills identified were: technical skills, conceptual 



  
 

93 

skills, emotional intelligence skills and intercultural communication competence. 

Dependent on if the four working tasks characteristics are low or high (by the volunteer 

leader), as well as if the above described leadership skills among volunteer leaders are 

high or low, the motivation amongst the volunteers can change. This itself influences 

the commitment level at the same time.  

 Once the volunteers’ commitment level is defined, the "Individual Development 

Level" can be used for volunteer leaders to select an appropriate leadership style. I 

adapted  Blanchard et al. (1993)’s model, and defined four different leadership styles: 1) 

VS1, directing volunteers; 2) VS2, coaching volunteers; 3) VS3, supporting volunteers; 

and 4) VS4, delegating volunteers. Similar to Hersey and Blanchard (1996), my study 

suggests that none of these four leadership styles are considered optimal for volunteer 

leaders to use. This results in that effective volunteer leaders need to be flexible and 

adapt their supervision to the specific situation of each volunteer participant. Through 

the case study of Mauritius therefore, adaption of different leadership styles proved to 

be vital for international volunteer organizations to more efficiently contribute to long 

term socio-, environmental and economic sustainable development in developing 

countries by managing volunteers more effectively. 

 Despite the development of a defined model and findings concerning the 

importance of acknowledging that the commitment of the volunteers is dependent on 

the leadership skills and specific work tasks, my study indicates that it might be difficult 

for volunteer leaders to determine if they have obtained and developed the needed 

leadership skills. For this reason, my findings suggest that volunteer leaders should go 

through specific formations, as well as their behaviors need to be discussed in team 

meetings with all the current staff. My study’s’ Voluntary Situational Leadership model 

can therefore be useful for individuals who train others to become leaders of 

international volunteer organizations. 

 I am however aware of the problematic that my study's outcomes validity can be 

questioned, as it is difficult to generalize and prove my studies outcome. The aim of my 

study was however not to prove my research questions and overall aim but rather about 

achieving a deeper understanding and a holistic view around the specific case of how 

international volunteer organizations in developing countries through leadership better 

can maintain their visions to contribute to sustainable development by managing 

volunteer participants more effectively. Through the conduction of one participant 

observation, one focus group and seven semi structured in depth interviews, my study 
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indicated moreover four key areas, which indicate potential suggestions regarding how 

international volunteer organizations can improve their leadership, and their vision to 

contribute to sustainable development and which can be used as a ground for further 

research. 

 

Further research 

The above described outcomes of my study are particularly of interest for those 

working with international volunteer organizations. This is due to the act that my study 

comes up with potential improvements concerning how international volunteer 

organizations can, through leadership, improve their vision of contributing to 

sustainable development. My study might furthermore be of interest for further research 

in the departments of leadership, particularly for those focusing on the management of 

free work labor forces, as well as for those involved in sustainable development in 

developing countries. 

  However, while my study has contributed to knowledge concerning the lack of 

research on how international volunteer organizations can more efficiently contribute to 

sustainable development, international volunteer organizations represent a complex 

phenomenon. Various questions arose during and after my study, which however due to 

time limits could not be taking into consideration.  

 My study indicated that leaders have difficulties defining if they have obtained 

and developed needed leadership skills, which is the reason why my study suggests that 

leaders would need to go through a formation to learn to obtain important leadership 

skills. This is necessary in order to provide volunteers with work tasks which enhance 

volunteers motivation. Further research should focus on how to best implement a 

leadership competence development formation. 

 My study’s’ findings related to the importance of volunteer leaders adapting their 

leadership style to volunteers competences and commitment (as well as obtaining a 

combination of technical, conceptual, emotional intelligence and intercultural 

communication skills), show how research would benefit from studying how a shared 

leadership vision in international volunteer organizations would influence the efficiency 

to maintain the organization's vision of contributing to sustainable development and 

how this shared leadership style would influence volunteer's overall satisfaction and 

engagement. A shared leadership might be a particularly interesting phenomenon to 

study in order to reduce volunteer leaders need to be composed of a multitude of skills.  
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 My study indicated moreover that it is important for volunteer leaders to establish 

an organizational commitment among volunteers. However, included my research 

exclusively how an "onside" commitment could become established. Further research 

would therefore benefit from studying how volunteer leaders can create a long lasting 

commitment among volunteer participants. This is necessary in order for international 

volunteer participants to continue supporting the organization once they are back in 

their home country. My study indicated the importance of diversity in international 

volunteer organizations; further research would benefit from studying how leaders can 

more efficiently collect and use each one of the organizations members’ unique 

knowledges in order to contribute to sustainable development. 
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Volunteer A7, 2016.04.11 

Volunteer A8, 2016.04.12 

VolunteerA9, 2016.04.14 

Volunteer A10, 2016.04.12 

Volunteer B2, 2016.04.04 

Volunteer B3, 2016.04.04 

Volunteer B4, 2016.04.04 

Volunteer B5, 2016.04.04 

Volunteer B6, 2016.04.04 

Volunteer leader A1, 2016.04.11 

Volunteer leader B1, 2016.04.04 
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Appendices 

 
Appendix A  
 

Semi Structured Interviews Questions volunteer participants 

What was your main motivation to come to Mauritius to volunteer? 

For how much time have you been volunteering? 

Have you provided volunteer work in a developing country before? 

Could you describe your stay so far? 

Could you describe an average volunteer work day for you? 

Did you had any previous experience concerning conservation issues?  

Could you describe the process when you first arrived in the organization?  

Can you describe the performed leadership in this organization? 

Do you feel confidence in the qualifications of the volunteer leader? 

Do you feel that the performed leadership in this organization influences your work 

performance and overall satisfaction? 

Do you think a volunteer leader needs to have specific skills or characteristics?  

How do you experience to work in a crosscultural environment? 

Can you describe the work dynamic in this organization and the overall atmosphere? 

What motivates you to perform a good work?  

Do you feel that you are contributing to something meaningfully? 

What are your thoughts about being provided with feedback on work tasks?  

Do you have any concerns about how this organization can improve? 

 

Appendix B 
 

Semi Structured Interview Questions volunteer leaders 

What is your background and motivation to work for this organization?  

In what ways do you identify yourself with the values of this organization?  

Could you describe the process of working with international volunteers? 

How do you efficiently manage volunteers who have different knowledge about 

conservation issues and different skill levels? 

How do you keep the volunteers motivated through the whole of their stay? 

Are there volunteers who choose to come back to Mauritius or continue their support 

from abroad? 



  
 

II 

Do you think a volunteer leader needs to have specific skills or characteristics?  

Could you describe the process when a new volunteer arrives? 

What are your thoughts about the involvement of local people in the sustainable 

development process and in conservation issues? 

Do you have meetings with the volunteers to provide feedback? 

Do you have any areas in mind where you could improve to better sustain the 

organization's project outcomes? 

 

 

Appendix C 
 

Focus group interview guide 

 

Introduction 

Short introduction 

Describe the format of the focus group discussion 

Volunteers introduce themselves 

 

Topic of interests 

What was your core motivation participate in volunteering? 

Did you have any previous experiences concerning conservation issues? If yes, did this 

influence your work performance? 

Can you describe your stay in the organization so far? 

Can you describe how you experience to work in a crosscultural environment? 

What motivates you to perform a good work due to a lack of financial compensation? 

How do you experience the performed leadership in this organization? 

According to you, does a leader need to obtain specific skills skills/characteristic to 

work in international volunteer organizations? 

Can you identify yourself with the value of the organization? 

Do you have any ideas how this organization can improve? 

 

Conclusion 

Thank participants for coming 

Inform participants what will happen with their provided inform 

 

 


