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Summary
The vital role of nonprofit and voluntary sports clubs in society cannot be
underestimated. Apart from promoting health, psychological and social benefits, sports clubs
can tackle broader societal issues such as social inclusion. In order to fulfill their pivotal role in
society, nonprofit and voluntary sports clubs depend heavily on the human resources within
their organization, with volunteers and members constituting key stakeholder groups. However,
sports clubs are operating within a difficult, ever-changing environment which has an
increasingly negative impact on the retention and recruitment of volunteers and members.
These environmental changes urge sports clubs leaders to shift away from their amateur roots
towards a more professional organization.
Therefore, the central aim of the present dissertation was to identify and strengthen
professional skills sports club leaders (i.e., board members in Flemish sports clubs) can rely on
to effectively deploy and retain human resources, hereby primarily focusing on volunteers
within the sports club.
In chapter 1, we investigated the importance of volunteers' quality of motivation as
distinguished within Self-Determination Theory (SDT). The results revealed that relatively high
levels of autonomous motivation related to volunteers' adaptive feelings and behaviors (i.e.,
need satisfaction, job satisfaction, work effort), while relatively high levels of controlled
motivation and amotivation were associated with volunteers' maladaptive feelings and
behaviors (need frustration and turnover intentions).
In the next three chapters (chapters 2-4), we explored which professional skills leaders
can use to optimize volunteers' quality of motivation, as well as other crucial volunteer
outcomes. More specifically, we identified the role of effective management processes as
distinguished by the Competing Values Framework (CVF), and/or the leaders' (de)motivating
style as determined by Self-Determination Theory (SDT) for volunteers capacity (chapter 2),
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volunteers' need-based experiences (chapters 3 & 4), quality of motivation and cohesion
(chapter 3), and volunteers' turnover intentions (chapter 4). To examine the role of the sports
club leaders' (de)motivating style for these outcomes, we developed an innovative situationbased questionnaire.
The results of chapter 2 pointed to the unique role of the management processes related
to the CVF models (i.e., the human relations model, internal process model, open system model,
rational goal model), as well as SDT's motivating styles (i.e., an autonomy-supportive and a
structuring style) for volunteers capacity. However, no unique connection between SDT's
demotivating styles (i.e., a controlling and chaotic style) and volunteers capacity was found.
The findings of chapter 3 indicated that the leaders' motivating style was positively related to
volunteers’ autonomous motivation and perceived group-task cohesion via experienced need
satisfaction (i.e., the bright pathway), whereas the leaders' demotivating style was positively
related to controlled motivation and amotivation via experienced need frustration (i.e., the dark
pathway). The results of chapter 4 pointed towards the unique role of the leaders' chaotic style
and experiences of need frustration in connection to volunteers’ turnover intentions. Moving
beyond volunteer outcomes, the findings of chapter 5 focused on coaches and members,
indicating that the leaders’ motivating behaviors also related positively to sports club members’
autonomous motivation, and negatively to members' amotivation via the coaches' motivating
style.
The results of the first five chapters served as the inspiration for the development of the
Clubgrade-intervention (www.clubgrade.be) in chapters 6 and 7. The Clubgrade-intervention
consisted of two sessions. The first session focused primarily on strengthening effective
management processes in the sports club, involving internal stakeholders (i.e., sports club
leaders, coaches, volunteers, members, parents …) in the development of change initiatives
related to the management processes. The second session focused on enhancing both the
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management processes and leaders' motivating style, the latter through providing personalized
feedback to sports club leaders on how their (de)motivating style was perceived by internal
stakeholders in the club. The appreciation of the first session was evaluated in chapter 6,
indicating that it was perceived as useful and autonomy-supportive. The positive evaluation of
the first session related to internal stakeholders’ readiness to help improve essential
management processes, and in turn their intention to convince others to support the change. The
effect of these two Clubgrade-sessions was tested through a robust quasi-experimental pre-post
intervention trial in chapter 7. The results revealed that the intervention was successful at
strengthening sports club leaders’ reliance on effective internal processes, as well as reducing
their reliance on a demotivating style.
In conclusion, this dissertation identified the CVF-related management processes and
SDT's motivating styles as important factors contributing to the professionalization of nonprofit
and voluntary sports clubs, suggesting that the Clubgrade-intervention has a role to play in
strengthening both processes. Yet, as the intervention could, due to the Covid-19 pandemic, not
be fully realized, more long-term research with a bigger sample is needed to investigate the full
impact of the intervention. The Flemish Sports Federation has already widely implemented the
evidence-based Clubgrade intervention, aiming to professionalize sports clubs in an effective
and a sustainable manner.
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Samenvatting
Het belang van sportclubs in de samenleving kan niet worden onderschat. Sportclubs
bevorderen niet alleen de gezondheid, het psychologisch welbevinden en sociale interacties,
maar helpen ook bredere maatschappelijke problemen (bv. sociale integratie) aan te pakken.
Om hun centrale rol in de samenleving te kunnen vervullen, zijn sportclubs sterk afhankelijk
van de inspanningen van de mensen binnen hun organisatie, zoals de vrijwilligers en leden.
Sportclubs opereren echter in een steeds veranderende omgeving, die het behouden en werven
van vrijwilligers en leden bemoeilijkt. Deze veranderingen in de omgeving dwingen de
leidinggevenden van sportclubs (dit is het bestuur) om hun organisatie te professionaliseren.
De centrale doelstelling van dit proefschrift was aldus het identificeren en versterken
van professionele vaardigheden die het sportclubbestuur kan gebruiken om hun mensen op een
effectieve manier in te zetten en te behouden. Hierbij richtten we ons in de eerste plaats op de
vrijwilligers binnen de sportclub.
In hoofdstuk 1 onderzochten we het belang van de kwaliteit van motivatie van de
vrijwilligers, zoals beschreven in de Zelf-Determinatie Theorie (ZDT). Uit de resultaten bleek
dat relatief hoge niveaus van autonome motivatie samenhingen met gewenste gevoelens en
gedragingen van vrijwilligers (d.w.z., behoeftebevrediging, tevredenheid, inzet), terwijl relatief
hoge niveaus van gecontroleerde motivatie en amotivatie samenhingen met maladaptieve
gevoelens en gedragingen van vrijwilligers (behoeftefrustratie en verloop van vrijwilligers).
In de volgende drie hoofdstukken (hoofdstukken 2-4) onderzochten we de professionele
vaardigheden die het bestuur van sportclubs kan inzetten om vrijwilligersuitkomsten (zoals
bijvoorbeeld de motivatie van vrijwilligers) te optimaliseren. Concreet hebben we onderzocht
wat het belang is van effectieve managementprocessen (zoals beschreven door het Competing
Values Framework; CVF) en/of de (de)motiverende bestuursstijlen (zoals beschreven door de
Zelf-Determinatie Theorie; ZDT) voor de vrijwilligerscapaciteit (hoofdstuk 2), de
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behoeftegerichte ervaringen van vrijwilligers (hoofdstuk 3 & 4), de kwaliteit van motivatie en
ervaren cohesie van vrijwilligers (hoofdstuk 3), en de intentie van vrijwilligers om hun
vrijwilligerswerk stop te zetten (hoofdstuk 4). Om de rol van de (de)motiverende stijl van het
sportclubbestuur in deze uitkomsten te onderzoeken, ontwikkelden we een innovatieve situatiegebaseerde vragenlijst.
De resultaten van hoofdstuk 2 wezen op de unieke rol van de managementprocessen
gerelateerd

aan

de

CVF-modellen

(dit

zijn

de

mensgerichte,

procesgerichte,

omgevingsgerichte, en doelgerichte modellen), evenals de motiverende stijlen van de ZDT (dit
zijn een autonomie-ondersteunende en structurerende stijl) voor het bevorderen van de
vrijwilligerscapaciteit. Er werd echter geen uniek verband gevonden tussen de demotiverende
ZDT-stijlen (dit zijn een controlerende en chaotische stijl) en vrijwilligerscapaciteit. Verder
bleek uit de resultaten van hoofdstuk 3 dat de motiverende bestuursstijl positief gerelateerd was
aan de autonome motivatie van vrijwilligers en aan de ervaren groepscohesie, via de ervaren
behoeftesatisfactie (dit is het “helder pad”), terwijl de demotiverende bestuursstijl positief
gerelateerd was aan de gecontroleerde motivatie en amotivatie, via de ervaren behoeftefrustratie
(dit is het “donker pad”). De resultaten van hoofdstuk 4 wezen verder op de unieke rol van de
chaotische bestuursstijl, en de ervaring van behoeftefrustratie voor de intentie van vrijwilligers
om te stoppen met hun vrijwilligerswerk.
Hoofdstuk 5 richt zich op coaches en leden. Hieruit bleek dat de motiverende
gedragingen van het bestuur positief samenhingen met de autonome motivatie van de leden van
sportclubs, en negatief met de amotivatie van leden, via de motiverende stijl van de coaches.
De resultaten van de eerste vijf hoofdstukken inspireerden de ontwikkeling van de
Clubgrade-interventie (www.clubgrade.be) in hoofdstuk 6 en 7. De Clubgrade-interventie
bestond uit twee sessies. De eerste sessie was vooral gericht op het versterken van effectieve
managementprocessen in de sportclub, waarbij interne belanghebbenden (dit zijn de
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bestuursleden, coaches, vrijwilligers, leden, ouders ...) werden betrokken bij de ontwikkeling
van veranderingsinitiatieven met betrekking tot de managementprocessen. De tweede sessie
was gericht op het versterken van zowel de managementprocessen als de motiverende
bestuursstijl. Dit laatste gebeurde door gepersonaliseerde feedback te geven aan het bestuur van
de sportclub over hoe hun (de)motiverende stijl werd gepercipieerd door de andere interne
belanghebbenden in de club. De eerste sessie werd geëvalueerd in hoofdstuk 6. De resultaten
toonden aan dat deze sessie als nuttig en autonomie-ondersteunend werd ervaren. De positieve
evaluatie van de eerste sessie leidde tot bereidheid van interne belanghebbenden om de
essentiële managementprocessen mee te helpen verbeteren, en om anderen ervan te overtuigen
de verandering te steunen. Het effect van de volledige Clubgrade-methodiek werd getest door
middel van een quasi-experimentele interventiestudie in hoofdstuk 7. De resultaten lieten zien
dat de interventie succesvol was in het versterken van de effectieve interne processen, en het
reduceren van een demotiverende bestuursstijl.
We kunnen dus besluiten dat de CVF-gerelateerde managementprocessen en de ZDTgerelateerde motiverende stijlen essentieel zijn voor professionalisering van sportclubs, en dat
de Clubgrade-interventie een rol kan spelen in het versterken van beide processen. Aangezien
de interventie door de COVID-19 pandemie echter niet volledig kon worden gerealiseerd, is
een onderzoek op langere termijn met een grotere steekproef nodig om de volledige impact van
de interventie te onderzoeken. De Vlaamse Sportfederatie heeft de wetenschappelijk
onderbouwde Clubgrade-interventie al op grote schaal geïmplementeerd om zodoende
sportclubs op een effectieve en duurzame manier te professionaliseren.
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GENERAL INTRODUCTION

General Introduction
1. Professionalization of Nonprofit and Voluntary Sports Clubs
Millions of people around the world, including 1.4 million in Flanders (Belgium),
participate in activities organized by nonprofit and voluntary sports clubs (Sport Vlaanderen,
2020). For many of these people, sports clubs serve as the ideal setting to explore their talents,
enhance their skills, and achieve competitive successes (An et al., 2020; Findlay & Coplan,
2008). Beyond this important role, sports clubs also provide opportunities to develop a healthy
lifestyle, establish peer relations and develop skills that can be used in daily life including
endurance, leadership, teamwork, problem-solving, responsibility, self-discipline, and a sense
of initiative (An et al., 2020; Findlay & Coplan, 2008). Sports clubs can even tackle broader
societal issues such as social inclusion of minority groups, citizenship, and equality of men and
women (Vandermeerschen et al., 2015; Waardenburg, 2016).
In order to take up their crucial role in society, nonprofit and voluntary sports clubs rely
heavily on human resources (i.e., volunteers, members) within their organization. Indeed, sports
clubs cannot be successful if they have insufficient human resources. However, retention and
recruitment of volunteers and members are threatened by several changes in the external
environment (e.g., an aging population; Breuer et al., 2017; Wicker & Breuer, 2013). These
environmental changes challenge sports club leaders (i.e., board members in Flemish nonprofit
and voluntary sports clubs) to implement initiatives regarding their organization's human
resources (e.g., Balduck et al., 2015; Doherty et al., 2014). In light of these (macro-level)
environmental challenges, research in the context of nonprofit and voluntary sports clubs has
adopted a meso- and/or micro-level perspective on crucial human resources-related outcomes
that sports club leaders need to optimize (see Figure 1).
Studies relying on a meso-level perspective have pointed to the importance of enhancing
the organization's human resources capacity, which is defined as the ability to deploy human
capital within the organization (Balduck et al., 2015; Swierzy et al., 2018; Wicker & Breuer,
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2013). Only when sports club leaders have sufficient competent human resources at their
disposal, they can do their work and produce the desired outcomes and output (e.g., provision
of sports activities; Balduck et al., 2015; Hall et al., 2003).

Figure 1: Overview of crucial human resources-related outcomes (influenced by environmental changes)

Studies adopting a micro-level perspective, on the other hand, indicated that sports club
leaders (also) need to focus on fostering individual volunteer and member outcomes within the
organization, which include volunteer and member motivation, volunteer job satisfaction, and
volunteer work effort (e.g., Doherty et al., 2014). According to this perspective, the way
volunteers and member outcomes are optimized may eventually influence their decision to stay
with or leave the organization (Doherty et al., 2014). Importantly, these different perspectives
on crucial human resources-related outcomes (affected by macro-level changes) depend heavily
on each other and affect each other reciprocally (e.g., Schlesinger et al., 2018).
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In order to optimize the human resources capacity (i.e., meso-level outcome) and
individual volunteer and member outcomes (i.e., micro-level outcome), sports club leaders need
to transform their organization, which is often driven by amateur ideology, into a more
professionally managed entity (Ferkins & Shilbury, 2010). In this dissertation, we focus on this
issue, identifying the management processes and motivating styles1 sports club leaders can rely
on (and which demotivating styles they should refrain from) to professionalize their
organization as to optimize meso- and micro-level volunteer and member outcomes.
Furthermore, we examine how and whether these professional practices can be enhanced.
To this end, in the next section of this general introduction, we discuss human resources
in nonprofit and voluntary sports clubs (2) and more specifically, the environmental changes
influencing human resources (2.1), human resources capacity (2.2), and individual volunteer
and member outcomes (2.3). In the following sections, we focus on the role of effective
management processes (3.1) and the leaders' (de)motivating styles (3.2) for human resources
capacity and individual volunteer and member outcomes (3), and present existing programs to
strengthen the management processes and leaders' motivating styles (as well as the leaders'
awareness of the effects of demotivating styles) (4) (see Figure 2). In this literature review, we
gradually introduce the theoretical frameworks this dissertation relies on to examine the
professionalization of nonprofit and voluntary sports clubs, that is the Competing Values
Framework (CVF; Quinn & Rohrbaugh, 1981), and Self-Determination Theory (SDT; Ryan &
Deci, 2000). Finally, a number of conceptual and methodological gaps in the current CVF and
SDT literature are summarized (5), which provide the impetus for the conducted studies in this
dissertation.
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Depending on the scope and potential readership, we also used the terms motivating
interpersonal style and motivating leadership style in the empirical chapters.
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Figure 2: overview sections general introduction

2. Human Resources in Nonprofit and Voluntary Sports Clubs
Human resources (i.e., volunteers, members) are crucially important for nonprofit and
voluntary sports clubs (Breuer et al., 2017). Therefore, in this section, we focus on
environmental changes influencing human resources, and the importance of human resources
capacity and individual volunteer and member outcomes within the sports club.

2.1.

Environmental Changes
A recent large-scale study in ten European countries (Breuer et al., 2017) indicated that

many sports clubs are confronted with changes in the external environment that may lead to
problems regarding the attraction and retention of human resources (i.e. volunteers, members).
Environmental changes include population aging, growing individualism, increasing
consumerist behavior towards sport participation, and competition of other sports providers
(e.g., Dawson & Downward, 2013; Jiang et al., 2018; Van der Roest et al., 2016; Wicker &
Breuer, 2013). Specifically, population aging may impact sports clubs as the probability of
6
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being a sports club volunteer is decreasing with age (Dawson & Downward, 2013; Taylor et
al., 2012; Wicker & Breuer, 2013). In addition, a growing culture of individualism, in which
individuals’ interests, achievements, personal goals, personal uniqueness prevail, may weaken
members' commitment to civic engagement such as volunteering (Jiang et al., 2018). In a
similar vein, members' increased consumerist attitudes towards their participation in sports
clubs, assuming that the balance between costs (membership fees) and outcomes will be in their
favor, may negatively affect their emotional commitment to the organization and voluntary
engagement (Van Der Roest et al., 2016). Finally, sports clubs are not the sole suppliers of
sports programs anymore as other commercial organizations offering “easily accessible”
sporting programs (e.g., fitness programs, Start-to-run) have entered the market leading to
increased competition in the sports sector (Balduck et al., 2015; Wicker & Breuer, 2013).

2.2.

Human Resources Capacity
Against the backdrop of these environmental changes and the potential problems

regarding the attraction and retention of volunteers and members, leaders of nonprofit and
voluntary sports clubs are challenged to optimize and strengthen their human resources
capacity, which is defined as the ability to deploy human capital within the organization (e.g.,
Balduck et al., 2015; Wicker & Breuer, 2013). Human resources capacity, while constrained
(or facilitated) by external factors, thus constitutes the human resources attracted, developed,
and maintained by a nonprofit organization to provide their activities, services, and
opportunities in communities (Elmose-Østerlund et al., 2021). It is considered to be the most
important capacity dimension within the organizational capacity model as developed by Hall et
al. (2003) for nonprofit organizations, which also includes financial resources (i.e., the ability
to develop and deploy financial capital within the organization) and structural resources (i.e.,
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the ability to deploy processes, practices, accumulated knowledge, and support structures
within the organization).
In nonprofit and voluntary sports clubs, especially volunteers are identified as crucial
human resources, which affect other capacity dimensions (e.g., Balduck et al., 2015; Doherty
& Cuskelly, 2019; Hall et al., 2003; Misener & Doherty, 2009; Sharpe, 2006; Wicker & Breuer,
2013). For example, the creation and maintenance of financial capital require volunteers with
competencies in finance, while the planning and development capital requires volunteers with
expertise in leadership and strategic management (Hall et al., 2003). Several empirical studies
in the sports context have confirmed the importance of volunteers capacity in sports clubs in
relation to other capacity dimensions (e.g., Balduck et al., 2015; Doherty & Cuskelly, 2019;
Misener & Doherty, 2009; Sharpe, 2006). For instance, a case study by Sharpe (2006) revealed
the need for volunteers with specific skills, knowledge, and expertise to ensure the health and
stability of the organization (external funding, knowledge about accounting procedures and
legal processes), and generate social capital (trust, reciprocity). Similarly, a qualitative study
by Misener & Doherty (2009) pointed to volunteers capacity as the most critical capacity
dimension, emphasizing the need for necessary financial management skills to strengthen the
club's financial capacity. Relying on questionnaires, Doherty & Cuskelly (2019) confirmed that
sufficient (competent) volunteers related to the provision of quality programs and services, as
well as the development of financial and structural resources.
Furthermore, various studies have drawn attention to members as important human
resources in nonprofit and voluntary sports clubs, influencing other capacity dimensions such
as volunteers capacity and financial capacity (e.g., Balduck et al., 2015; Doherty & Cuskelly,
2019; Nichols et al., 2015; Swierzy et al., 2018; Wicker & Breuer, 2013). Indeed, apart from
their obvious role in sporting successes, a larger number of members is also associated with a
greater share of volunteers who can help the sports clubs deliver the sports services (Swierzy et
8
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al., 2018). Sports clubs with more members also have greater financial stability due to stable
funding from membership fees and a larger contingency funding (i.e., money reserved to
address unforeseen financial circumstances in a business; Doherty & Cuskelly, 2019), which
makes them less dependent on government funding (Vos et al., 2011).
Whereas the aforementioned research studied the importance of deploying sufficient
and competent volunteers and members within the sports clubs, a greater understanding of the
importance of individual volunteer and member outcomes within sports clubs may also
contribute to human resources capacity building efforts (e.g., Doherty et al., 2014), an issue
upon which we elaborate in the next section.

2.3.

Individual Volunteer and Member Outcomes
In the literature, several crucial individual volunteer and member outcomes in sports

clubs have been proposed. Crucial volunteer outcomes include work effort (Bidee et al., 2013),
work engagement (Haivas et al., 2013), job satisfaction (Boezeman & Ellemers, 2009), and
group-task cohesion (Doherty & Carron, 2003). Work effort refers to the energy that volunteers
exert in a certain task (Bidee et al., 2013). It is of prime importance for nonprofit and voluntary
organizations as they wish to optimize the effort exerted by their volunteers, given that
volunteers can freely decide when and how much effort they donate to the organization
(Vantilborgh et al., 2014). Work engagement refers to a psychological connection of volunteers
with the performance of work tasks (Allen & Bartle, 2014; Haivas et al., 2013). Its relevance
was revealed in previous studies (e.g., Haivas et al., 2013), pointing to a negative connection
between volunteers' work engagement and volunteers' turnover intentions (i.e., intentions to
leave the organization; Haivas et al., 2013). Job satisfaction refers to a pleasurable or positive
emotional state of volunteers resulting from the appraisal of their job or job experiences
(Boezeman & Ellemers, 2009). It has been positively associated with volunteers' intentions to
9
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stay with the organization (Benevene et al., 2018). Group-task cohesion refers to perceptions
of the similarity and unification of the group as a whole around its tasks and objectives (Doherty
& Carron, 2003). Also group cohesion was revealed to be an important predictor of intention
to remain volunteer (Doherty & Carron, 2003).
Group-task cohesion is not only relevant for volunteers, it also constitutes a crucially
important member outcome. If members experience greater group cohesion, they display
greater intentions to continue and are less likely to drop out (Spink et al, 2018). Another crucial
member outcome is performance, which refers to the action or process of performing a task or
function (Gillet et al., 2013). Given the central role of competition in sports teams, this outcome
has been widely investigated (e.g., Gillet et al., 2010, 2012a, 2013). An important negative
member outcome is burnout, which refers to a psychological syndrome depicted by physical
and emotional exhaustion, reduced sense of athletic accomplishment, and sport devaluation
(Gillet et al., 2012a). It has been linked with members’ negative health outcomes including
greater depression, mood disturbance, and general feelings of frustration (Gustafsson et al.,
2017).
2.3.1. The Importance of Motivation for Crucial Volunteer and Member outcomes
In the previous paragraphs, meso-level challenges regarding the retention and
recruitment of volunteers and members have been outlined. Research on micro-level outcomes
has shown that volunteers and members can demonstrate considerable variation in respectively
volunteer outcomes (e.g., job satisfaction, work effort), and member outcomes (e.g.,
performance, burnout; e.g., Bidee et al., 2013; Gillet et al., 2012a). An important question arises
then as to which underlying reasons drive and direct volunteers and members to be engaged in
the sports club. If these underlying reasons or motivations can be identified, sports club leaders
can try to adapt their style accordingly, thereby hopefully fostering crucial positive meso-level
and micro-level outcomes.
10
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In order to gain an understanding of the nature of volunteers' and members' motivations,
an abundant number of motivational theories have been developed and implemented in the
organizational context since the early '50s (Ambrose & Kulik, 1999). These include, for
instance, Self-Efficacy Theory (Bandura, 1977) and Expectancy Value Theory (Eccles &
Wigfield, 2002). These theories define motivation as respectively confidence in one's ability to
accomplish a task (Bandura, 1977), and one's expectations to attain the desired goal and the
incentive value or valence of that particular goal (Eccles & Wigfield, 2002). Both theories hold
motivation to be a unitary, quantitative construct and suggest that a higher amount of motivation
yields more optimal outcomes (i.e. the more motivation, the better; Wigfield & Eccles, 2002).
Others, such as the Achievement Goal Theory (Nicholls, 1984) primarily adopt a qualitative
point of view on motivation, suggesting that individuals in achievement contexts hold two
independent achievement goals, namely, a task and an ego goal orientation (Van den Broeck et
al., 2013). Individuals high in task orientation engage in an achievement activity to achieve
mastery and personal improvement, and use self-referenced criteria to judge their ability.
Individuals high in ego orientation engage in an activity to outperform others and demonstrate
superior ability (Nicholls, 1984). Yet, these types of motivation may be less relevant for the
volunteering (sports) context which is less achievement- and performance-oriented.
Self-Determination Theory (SDT; Deci & Ryan, 2000) emphasizes that both the
quantity and the quality of motivation matter, recognizing the importance of the level or
strength of the motivation to pursue a particular goal, but further differentiating between
qualitatively different kinds of motivation or reasons for action (Vansteenkiste et al., 2009).
SDT is an interesting theory to study motivation in the sports club, particularly among
volunteers. Volunteers, as the word indicates, are assumed to engage “voluntary” in the sports
club's activities. Yet, SDT distinguishes volitional from more pressured reasons to engage in an
activity (Deci & Ryan, 2000). These different types of motivation, which are assumed to lead
11
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to very different volunteer outcomes, as well as member outcomes (Van den Broeck et al.,
2013), are outlined in the next section.
2.3.2. The Quality of Motivation: a Self-Determination Theory Approach
SDT distinguishes different motivational regulations on a continuum ranging from more
internalized, voluntary or self-determined (i.e. high quality) to less internalized, voluntary or
self-determined (i.e. low quality; see Figure 3).

Figure 3: The Self-Determination continuum (Deci & Ryan,2000)

At the far left of the self-determination continuum is intrinsic motivation, which refers to the
involvement in an activity out of interest and enjoyment (Gagné et al., 2010; Vansteenkiste et
al., 2009). For example, when people volunteer because they are inherently interested in the
organized event, or play sports simply because they enjoy doing so, they are intrinsically
motivated. At the far right of the continuum is amotivation, which exists when one lacks
intentionality, is discouraged, or is resistant to take action (Ryan & Deci, 2000; Vansteenkiste
12

General Introduction
et al., 2009). Amotivation usually occurs when people believe their participation in a task will
not result in the desired outcomes, or when they lack the competence to successfully perform
the task (Ryan & Deci, 2000). Extrinsic motivation covers the continuum between intrinsic
motivation and amotivation. In contrast to the classic unidimensional view on extrinsic
motivation (Deci & Ryan, 1985), SDT differentiates between four subtypes of extrinsically
motivated behaviors, which differ in the degree to which the behavioral regulation and the value
that underlies it are endorsed and experienced as their own (i.e., internalized or self-determined;
Gagné & Deci, 2005). The most internalized, voluntary or self-determined form of extrinsic
motivation is integrated regulation, which involves people engaging in an activity because they
have a sense that their behavior is fully in line with their values and an integral part of who they
are (Ryan & Deci, 2000; Gagné & Deci, 2005). However, integrated regulation is not the same
as intrinsic motivation since this person is interested in the accomplishment of a personal goal
and not inherently in the task or activity (Deci et al., 2017; Gagné & Deci, 2005). To illustrate,
people showing integrated regulation will volunteer because it contributes to their sense of
personal well-being, or engage in a sports activity because it is s part of the way they have
chosen to live their life. Another extrinsic, yet still self-determined form of motivation is
identified regulation, which refers to behavior that is performed because people recognize the
importance of this activity and its congruence with personal goals and identities (Gagné et al.,
2010; Vansteenkiste et al., 2009). Examples of identified regulation are volunteers dedicating
efforts to a volunteering activity because they want to give children the opportunity to engage
in qualitatively good sports activities, and members performing a thorough warm-up before the
match because they understand it prevents injuries. Intrinsic motivation, integrated regulation,
and identified regulation are considered autonomous forms of motivation as they encompass
experiences of volition, psychological freedom, and reflective self-endorsement (Gagné et al.,
2010; Vansteenkiste et al., 2009). Yet, as previous SDT researchers encountered difficulties in
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differentiating between integrated regulation and identified regulation (e.g., Mallett et al.,
2007), we focused on intrinsic motivation and identified regulation as two components of
autonomous motivation in this dissertation.
Moving along the continuum of extrinsic motivation, SDT distinguishes introjected
regulation, which occurs when people's actions have not been accepted as their own, pressuring
themselves into action to prove something or to avoid feelings of guilt, shame, or anxiety
(Gagné et al., 2010; Vansteenkiste et al., 2009). For example, people volunteering because they
would otherwise feel ashamed of themselves, or members participating in the sports club
activities in order to prove how skilled they are, demonstrate introjected regulation. The final
subtype of extrinsic motivation is external regulation, which involves participating in an
activity to meet external expectations, receiving a reward, or avoiding a punishment (Gagné et
al., 2010; Vansteenkiste et al., 2009). For example, people volunteering to get the approval of
peers, or members putting effort into the sports activity to obtain a reward from their parents,
show external regulation. Introjected and external regulations are referred to as controlled
motivation, which refers to (respectively) internally or externally pressured participation in an
activity (Gagné et al., 2010; Vansteenkiste et al., 2009).
Research in differential contexts, including education (Haerens et al., 2010;
Vansteenkiste et al., 2009), work (Van den Broeck et al., 2013), volunteering (Bidee et al.,
2013), and sports teams (Tóth-Király et al., 2020) has proven that this qualitative view on
motivation is highly valuable. In the next section, we present the available evidence in the sports
context.
2.3.3. The Link Between the Quality of Motivation and Crucial Volunteer and Member
Outcomes
SDT’s qualitative view of motivation implies that when volunteers and members in
sports clubs are autonomously motivated, they will show optimal outcomes (Bartholomew et
14
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al., 2011; Ryan & Deci, 2000). In contrast, volunteers and members experiencing high levels
of controlled motivation will report more maladaptive outcomes (e.g., burnout) and intentions
to leave the organization (Bartholomew et al., 2011; Ryan & Deci, 2000). Amotivated
volunteers and members, who no longer find valuable reasons for engaging in the activities they
are involved in, are expected to display the worst pattern of outcomes (Bartholomew et al.,
2011; Ryan & Deci, 2000).
Empirical SDT research in nonprofit and voluntary sports clubs has mainly focused on
members and not on volunteers. Results of these studies revealed, consistent with SDT, that
members' autonomous motivation connected to beneficial member outcomes including
heightened performance (Gillet et al., 2013), and diminished dropout behavior (Calvo et al.,
2010; Gillet et al., 2012b). Controlled motivation was unrelated or even positively related to
performance (Gillet et al., 2013), yet also positively related to negative outcomes such as
burnout (Gillet et al., 2012a) and dropout behavior (Calvo et al., 2010). Finally, amotivation
was positively related to members' dropout behavior (Calvo et al., 2010). Research studying the
role of the quality of motivation as an integrative concept (hereby relying on a weighted scoring
system) also pointed to the importance of the quality of motivation for cohesion within the
sports team (Halbrook et al., 2012).
Surprisingly little SDT studies have investigated the relations between volunteers'
quality of motivation and crucial outcomes in the sports context. An exception was the study of
Wu et al. (2016), which positively related autonomous motivation of Special Olympics
volunteers to their intention to remain volunteer. Further evidence for the relevance of volunteer
motivation was obtained by SDT-related studies in non-sports-related nonprofit and voluntary
organizations, including health organizations (Bidee et al., 2013; Nencini et al., 2016;
Oostlander et al., 2014) and community services organizations (Haivas et al., 2013; Milette &
Gagné, 2008; Stukas et al., 1999). In line with SDT, these studies revealed positive relations
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between volunteers' autonomous motivation and volunteers’ work effort (Bidee et al., 2013),
job satisfaction (Milette & Gagné, 2008; Oostlander et al., 2014), work engagement (Haivas et
al., 2013), and intentions to stay volunteer (Nencini et al., 2016), as well as a negative relation
between volunteers' autonomous motivation and their intentions to quit (Milette & Gagné,
2008). However, no relation between volunteers' autonomous motivation and volunteer
performance was found (Milette & Gagné, 2008). Findings also indicated that volunteers'
controlled motivation did not necessarily lead to diminished work effort and engagement (Bidee
et al., 2013; Haivas et al., 2013), yet often elicited intentions to quit the volunteer work (Nencini
et al., 2016; Stukas et al., 1999). Finally, Stukas et al. (1999) suggested that amotivated
volunteers would not engage in volunteer work.
2.3.4. Antecedents of Quality of Motivation: Need-based Experiences
SDT further indicates that three psychological basic needs of autonomy, competence,
and relatedness are important factors underlying the quality of motivation (Deci et al., 2017;
Van den Broeck et al., 2016). Need satisfaction involves distinctive feelings of autonomy (i.e.,
a sense of acting volitionally, in line with own values), competence (i.e., a sense of mastery and
effectiveness), and relatedness (i.e., a sense of belongingness and reciprocity), which primarily
lead to autonomous motivation (and in turn optimal outcomes). In contrast, need frustration
refers to feelings of pressure (autonomy frustration), failure and inadequacy (competence
frustration), and rejection and disrespect (relatedness frustration), which lead to controlled
motivation and amotivation, and in turn maladaptive outcomes (Deci et al., 2017; Van den
Broeck et al., 2016). SDT suggests hereby that need frustration does not entail a lack of need
satisfaction as the psychological needs must be actively thwarted or frustrated for need
frustration to occur (Vansteenkiste & Ryan, 2013).
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2.3.5. The Link Between Need-based Experiences and Volunteer and Member Outcomes
Including Motivation
Again, empirical SDT research on need-based experiences in sports clubs has mainly
focused on members in sports teams, revealing that members' need satisfaction related to
positive outcomes including self-determined motivation (Sarrazin et al., 2002), subjective
vitality and positive affect (Bartholomew et al., 2011), and lower dropout behavior (Calvo et
al., 2010; Sarrazin et al., 2002). On the contrary, need frustration was primarily connected with
negative outcomes including burnout, disordered eating, depression, and negative affect
(Bartholomew et al., 2011).
As for the target group of volunteers, studies in nonprofit and voluntary sports
organizations (Wu et al., 2016) and non-sports-related nonprofit organizations (e.g., Oostlander
et al., 2014) showed that volunteers' need satisfaction related to autonomous motivation
(Oostlander et al., 2014; Wu et al., 2016), job satisfaction (Oostlander et al., 2014; Wu et al.,
2016), and in turn intentions to continue volunteering (Wu et al., 2016). To our knowledge,
only one study in the volunteering context focused on need satisfaction and frustration
simultaneously, indicating that both may indeed determine volunteers’ quality of motivation
(Bidee et al., 2016).
2.3.6. The Role of Motivation: A Person-Centered Approach
It is important to note that many SDT studies, including the abovementioned SDT
studies, investigated the importance of quality of motivation and need-based experiences under
the assumption that all individuals were drawn from a single population (i.e., variable-centered
approach). Yet, SDT suggests that people may differ in the quantity, as well as the quality of
their motivation. As such, more recently, SDT scholars in various contexts, including education
(e.g., Haerens et al., 2010; Vansteenkiste et al., 2009) and work (e.g., Van Den Broeck et al.,
2013), have advocated for a person-centered approach. Such an approach allows to identify
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subpopulations in a sample based on a shared pattern of motivations, and explore the
(motivational) dynamics between these profiles in terms of need-based experiences and other
relevant volunteer and member outcomes. SDT's person-centered research in nonprofit and
voluntary sports clubs has (just like variable-centered research) mainly investigated the
importance of members' motivations in sports teams (e.g., Tóth-Király et al, 2020). Results
confirmed SDT's theoretical premises, revealing, consistent with other SDT studies (e.g., Van
Den Broeck et al., 2013; Vansteenkiste et al., 2009), four core profiles. These are (a) a good
quality or self-determined motivation profile characterized by high scores on autonomous
motivation and low scores on controlled motivation and amotivation, (b) a high quantity or an
autonomous-controlled motivation profile characterized by high scores on both autonomous
and controlled motivation, and low scores on amotivation, (c) a moderate/low quantity
motivation profile characterized by average or low scores on autonomous/controlled
motivation, and high or average scores on amotivation, and (d) a poor quality or non-selfdetermined motivation profile characterized by low scores on autonomous motivation and high
scores on controlled motivation and amotivation (see Tóth-Király et al., 2020 for an overview).
Inspection of differences between these profiles indicated that the self-determined motivation
profile showed the highest need satisfaction (Tóth-Király et al., 2020) and subjective vitality
(Chu et al., 2018), while also the autonomous-controlled motivation profile showed high levels
of performance (Gillet et al., 2012a), vitality, engagement, and intention to sport (i.e., length,
duration, and frequency of doing sports; Tóth-Király et al, 2020). Yet, members in the
autonomous-controlled motivation profile also displayed higher levels of need frustration
(Tóth-Király et al., 2020), and burnout (Gillet et al., 2012a) than those in the moderate and low
quantity motivation profiles. The least optimal profile was the non-self-determined motivation
profile, which was related to higher burnout symptoms (Gustafsson et al., 2017).
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Overall, these findings showed that people may combine different reasons to engage in
sports activities in the sports club, and confirmed SDT's postulations that more motivation is
not necessarily better if this additional motivation comes from controlled reasons. While a
person-centered approach yields valuable insights into people's motivations, to our knowledge,
few SDT-researchers have relied on this approach to study volunteers' motivations in nonprofit
and voluntary sports clubs, as well as in the broader nonprofit and voluntary context.
In conclusion, current empirical research pointed to the importance of human resourcesrelated outcomes in sports clubs including human resources capacity (i.e., meso-level),
motivation, job satisfaction, work effort, and turnover intentions (i.e., micro-level), with needbased experiences serving as driving force for these outcomes. The question then arises as to
how sports club leaders can optimize and promote these outcomes, an issue we focus on in the
next section.

3. The Role of Effective Management Processes and Leaders' (De)motivating styles
3.1.

The Importance of Effective Management Processes
In order to cope with the challenges regarding their human resources, sports club leaders

are challenged to professionalize their organization (Ferkins & Shilbury, 2010; Shilbury &
Moore, 2006). Professionalization involves the process by which sports clubs transform from
an amateur-driven to a more business-like, self-sufficient, and financially independent
organization that adequately meets the expectations of a complex and dynamically changing
environment (Dowling et al., 2014; Nagel et al., 2015; Stenling & Sam, 2020). According to
(sport) management literature, the professionalization of nonprofit and voluntary sports clubs
requires the implementation of effective management processes (Herman & Renz, 2008;
Shilbury & Moore, 2006).
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3.1.1. The Multifaceted Nature of Management Processes
Historically, effective management operations have been described as the organization’s
ability to set and accomplishing goals (i.e., goal model; Etzioni’s, 1960; Price, 1972); acquire
needed resources from its external environment (i.e., system resource model; Yuchtman &
Seashore, 1967); implement effective internal processes and operations (i.e., process model;
Steers, 1977) and meet the demands of strategic constituent groups (i.e., multiple constituency
model; Connoly et al., 1980). Management is thus multifaceted and often paradoxical in nature
(Shilbury & Moore, 2006). To illustrate, organizations with a strong focus on the
implementation of effective internal processes may be less open to the external environment.
Because the different operations are crucial to professionalize the organization, scholars in sport
management have tried to capture these effective management processes in multidimensional
management models. These models shed light on crucial dimensions in which sports clubs have
to perform to reach high organizational performance and effectiveness, hereby including
specific performance criteria for sports clubs (see Winand et al. (2014) for an overview).
The first multidimensional model in the sport context was developed by Frisby (1986),
who found a relation between the ability of sports clubs to acquire financial resources (i.e.,
system resources model) and the ability to achieve their goals (i.e., the goal model), suggesting
that a combination of both models more adequately represents organizational performance
(Balduck et al., 2008; Winand et al., 2014). Chelladurai (1987) extended these insights by
relying on the four traditional management approaches to develop a theory of organizational
performance. This theory indicates that a sports club has to attract the necessary inputs (i.e., the
system resource model), use/transform them efficiently during throughput (i.e., the process
model) in order to achieve relevant and targeted outputs (i.e., the goal model). Furthermore, the
organization is dependent upon its environment represented by the various interests of its
internal stakeholders (e.g., board members, coaches, members, volunteers) and external
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stakeholders (e.g., sponsors, government) whose expectations need to be satisfied (i.e., the
multiple-constituency model). Several scholars in sport management have used the
multidimensional approach of Chelladurai (1987) to develop multidimensional models of
performance (e.g., Chelladurai et al., 1987; Koski, 1995). These models included, for instance,
the internal atmosphere, the ability to obtain resources, the efficiency of the throughput process,
the realization of aims (i.e., success and participation), and the general level of activity (Koski,
1995).
3.1.2. Towards a Multi-Constituency View on Effective Management Processes
In line with the multiple-constituency model, more recently, growing interest emerged
in the sport management literature towards the stakeholders' (or constituents') perceptions of
effective management processes. The idea of this empirical approach is that organizational
performance, related to what the organization should do in order to perform well, is based on
the perceptions of stakeholders. This led to the development of management models based on
stakeholders’ perceptions, hereby relying on both qualitative measures (e.g., interviews, focus
groups; see Bayle & Madella, 2002; Papadimitriou & Taylor, 2000; Wolfe et al., 2002) and
quantitative measures (e.g., questionnaires; see Papadimitriou & Taylor, 2000). For instance,
Papadimitriou & Taylor (2000) adopted the multiple-constituency approach to analyze
effectiveness in Hellenic national sports organizations. First, semi-structured interviews were
conducted with representatives of each stakeholders group, including national coaches, elite
athletes, international officials, scientific staff, paid administrative staff, and board members.
Based on this set of qualitative data, an initial inventory of 72 statements on the organization’s
performance was developed. Next, a panel of 13 experts was invited to screen the instrument
for its content validity, resulting in an improved 33-items questionnaire, which was sent to the
stakeholder groups within the organizations. Factor analysis on the quantitative data showed
that five operational dimensions were perceived critical for performance: the caliber of the
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board and external liaisons, interest in athletes, internal procedures, long-term planning, and
sports science support. These findings substantiated the general premise that organizational
performance is a multidimensional construct and encouraged the application of a multiple
constituency approach to organizational performance assessment.
3.1.3. Effective Management Processes: A Competing Values Framework Approach
Also stemming from the multiple constituency approach, other scholars used an existing
management model, the Competing Values Framework (CVF; Quinn & Rohrbaugh, 1981), to
develop performance criteria for organizational effectiveness based on the stakeholders'
perceptions (e.g. leaders, coaches, members), hereby relying on semi-structured interviews
(Balduck et al., 2008; Shilbury & Moore, 2006) and/or online-surveys (Shilbury & Moore,
2006).
The Competing Values Framework is based upon an exhaustive list of major indicators
of effective organizations developed by Campbell et al. (1977), which Quinn & Rohrbaugh
(1981) integrated into a model with three dimensions (see figure 4).

Figure 4: Competing Values Framework (Quinn & Rohrbaugh, 1981)
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The first dimension – organizational focus – is represented in the horizontal axis of the
CVF, which ranges from an internal orientation (i.e., micro-focus on the development of the
people within the organization) to an external orientation (i.e., macro-focus on the development
of the organization itself). The second dimension – structure – is reflected in the vertical axis
of the CVF, which ranges from flexible and adaptable, to stable and controlled (Cameron &
Quinn, 2011).
The intersection of the two axes corresponds to four models. The open system model
(external, flexible) refers to innovation and relationships with important stakeholders. The
rational goal model (external, control) refers to goal setting and business planning. The internal
process model (internal, control) refers to communication planning, evaluation, and task
distribution. The human relations model (internal, flexible) refers to a reward and recognition
system, and training and development (Cameron & Quinn, 2011; Shilbury & Moore, 2006).
Finally, the third dimension outcomes (means vs. ends) applies to all four models,
distinguishing organizations with a focus on important processes such as planning and goal
setting from those that emphasize final outcomes such as productivity and efficiency (Cameron
& Quinn, 2011).
Primarily conceived as a model to explain differences in the values and cultures
underlying organizational effectiveness, the CVF has been used extensively in the study of
organizations in a variety of ways (e.g., Cameron & Quinn, 2011; Shilbury & Moore, 2006). It
has been used as a diagnostic tool in relation to change processes, hereby measuring possible
discrepancies in the existing and desired management culture (Cameron & Quinn, 2011).
Furthermore, it has been utilized as a comprehensive management model, consisting of the most
relevant management processes effective organizations need to rely on (e.g., Brown et al., 2016;
Shilbury & Moore, 2006). In this dissertation, we follow the suggestion of Shilbury & Moore
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(2006) that the CVF is indeed the most comprehensive management model to use for research
in sport organizations.
Importantly, although the CVF postulates that the internal process model, human
relations model, open system model, and rational goal model are four distinctive management
models, Shilbury & Moore (2006) found in their CVF study that stakeholders perceived the
management processes of the four CVF models as highly interdependent, indicating that they
may be better represented as components of one omnibus scale, that is organizational
effectiveness. Furthermore, Shilbury & Moore (2006) suggested that sports club leaders need
to find a balance between the management processes related to all four models in order to
professionalize their organization.
3.1.4. The Link Between Effective Management Processes of the CVF and Human
Resources-related Outcomes
Empirical evidence for the importance of a balanced focus on management processes of
the CVF models for human resources-related outcomes at meso-level (i.e., human resources
capacity) and micro-level (i.e., individual volunteer and member outcomes) in nonprofit and
voluntary sports clubs, and by extension the nonprofit and voluntary organizations, is limited.
Most empirical CVF research has been conducted in for-profit organizations, with recent metaanalyses of Hartnell et al. (2011, 2019), pointing to significant relations between the
management processes of all CVF models and meso-level outcomes including operational
effectiveness (i.e., innovation and quality of services and products), and financial effectiveness
(i.e., profit, market performance, growth), as well as micro-level outcomes such as employees'
job satisfaction and commitment (Hartnell et al. 2011, 2019).
Research on effective management processes in nonprofit and voluntary (sports)
organizations primarily investigated the importance of the management processes of the human
relations model, connecting effective recruitment and selection (Alfes et al., 2017; Hager &
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Brudney, 2011), training and development (Alfes et al., 2017; Cuskelly et al., 2006; Walk et
al., 2019), and recognition of volunteers (Alfes et al., 2017; Cuskelly et al., 2006; Walk et al.,
2019) to the meso-level outcome volunteers capacity (Cuskelly et al., 2006; Hager & Brudney,
2011), and positive micro-level volunteer outcomes (Alfes et al., 2017), including volunteers'
intentions to stay with the organization (Walk et al., 2019). However, these studies do not
provide insight into how the management processes of the open system model, rational goal
model, or internal process model relate to volunteer outcomes.
In addition, whereas the CVF primarily focuses on the implementation of effective,
professional management processes, various scholars in the for-profit (Hartnell et al., 2019) and
nonprofit and voluntary (Grabowski et al., 2015) context indicated that a motivational
component can be added to the CVF. To illustrate, for successful business planning, it is
crucially important to rely on a motivating style (e.g., creating opportunities to provide input)
in order to involve all stakeholder groups in the implementation of these plans. Given its
importance, we gain further insight into the (de)motivating styles sports club leaders can rely
on in the next section.

3.2.

The Role of the Leaders' (De)motivating Styles
The (motivating) style that leaders hold when implementing essential management

processes has gained considerable attention in organizational literature (e.g., Anderson & Sun,
2017; Deci et al., 2017). To investigate this issue in the context of nonprofit and voluntary
sports clubs, we rely on SDT as it offers a comprehensive insight into the (de)motivating styles
sports club leaders can rely on to foster volunteers' and members' basic needs, motivation, and
other important outcomes (Ryan & Deci, 2017).
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3.2.1. Leaders' (De)motivating styles: A Self-Determination Theory Approach
SDT suggests that (sports club) leaders can adopt an autonomy-supportive versus
controlling, structuring versus chaotic, or relatedness-supportive versus relatedness-thwarting
style, hereby (primarily) supporting or thwarting the others' (e.g., coaches, volunteers,
members, …) need for autonomy, competence or relatedness, respectively (Ryan & Deci,
2017). An autonomy-supportive style refers to the reliance on a curious, receptive and flexible
attitude, allowing leaders to be responsive to others' interests, values, preferences, and ideas
(Gagné & Deci, 2005; Jungert et al., 2018; Ryan & Deci, 2017). Key components include the
provision of choice, consideration and valuation of others' personal preferences, interests and
wishes, creation of opportunities for providing input, allowing opportunities to take initiatives,
and explaining and justifying decisions (Bidee et. al, 2013; Gagné & Deci, 2005; Jungert et al.,
2018; Ryan & Deci, 2017). When being controlling, on the other hand, leaders adopt a narrowminded attitude and emphasize their own agenda and expectations, hereby exerting pressure on
others to behave in a way consistent with their own beliefs and expectations (Gagné & Deci,
2005; Ryan & Deci, 2017). A controlling style includes externally controlling behaviors
strategies (e.g., threatening with sanctions, yelling, intimidating) and internally controlling
strategies (e.g., guilt-indication, shaming) to pressure others to think, feel, and act in a
prescribed way (Bartholomew et al., 2011; Ryan & Deci, 2017).
A structuring style involves aligning activities with others' skills, and give support so
that others feel competent to master the activities they are involved in (Gagné & Deci, 2005;
Jungert et al., 2018; Ryan & Deci, 2017). Structuring practices include setting and monitoring
clear guidelines and expectations, offering challenging tasks, giving confidence, and providing
step-by-step directives and constructive feedback (Bidee et. al, 2013; Gagné & Deci, 2005;
Jungert et al., 2018; Vansteenkiste et al., 2012). In contrast, when being chaotic, leaders fail to
consider others' pace of development and growth potential when providing instructions, which
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may eventually hinder their skills development (Ryan & Deci, 2017). A chaotic style is related
to a permissive and laissez-faire attitude (Ryan & Deci, 2017).
A relatedness-supportive style involves investing time and energy in warm and
affectionate relationships with others (Gagné & Deci, 2005; Haerens et al., 2013; Jungert et al.,
2018; Ryan & Deci, 2017). It includes emotional support, responsiveness to distress, warmth,
and open communication (Jungert et al., 2018; Ryan & Deci, 2017). In contrast, when being
relatedness-thwarting, leaders communicate with others in an unpleasant and cold fashion
(Haerens et al., 2013; Ryan & Deci, 2017). Because SDT acknowledges that a relatednesssupportive style displays some overlap with autonomy support as it “derives from the sense that
the other would be supportive of the person's volition and would be accepting the person for
who he or she truly is” (Ryan & Deci, 2017, p. 448), this dissertation focuses on the importance
of the sports club leaders' autonomy-supportive, structuring, controlling and chaotic style.
Furthermore, it is important to note that, much like the absence of need satisfaction does
not necessarily involve active need frustration, it is recognized within SDT that the reliance on
a low need-supportive (or motivating) style does not necessarily imply the reliance on a needthwarting (or demotivating) style (Vansteenkiste & Ryan, 2013). SDT points hereby to the
existence of two separate pathways, suggesting that a motivating style activates a bright
pathway to positive outcomes via need satisfaction, while a demotivating style catalyzes a dark
pathway to negative outcomes via need frustration (Bartholomew et al., 2011; Gillet et al.,
2012c; Haerens et al., 2015).
3.2.2. The Link Between the Leaders' (De)motivating styles and Human Resources-related
Outcomes
Several studies have investigated the role of SDT's leaders' (de)motivating styles in forprofit organizations (Gagné & Deci, 2005; Deci et al., 2017), and nonprofit and voluntary
(sports) organizations (e.g., Allen & Shaw, 2009; Oostlander et al., 2014). Most studies have
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focused hereby on its relevance for need-based experiences and micro-level outcomes (e.g.,
motivation, engagement, job satisfaction). Specifically, in nonprofit and voluntary sports clubs,
qualitative research (interviews, focus groups) of Allen & Shaw (2009) revealed that the
volunteers' perceptions of the motivational context were crucial for the satisfaction of their basic
needs for autonomy, competence, and relatedness. These findings were confirmed in a
quantitative study of sports event volunteerism, which related the leaders' reliance on an
autonomy-supportive style to volunteers' engagement (Allen & Bartle, 2014).
Furthermore, studies in the broader nonprofit and voluntary context provided empirical
proof for the existence of a bright pathway, that is, the relation between the leaders' reliance on
an autonomy-supportive style and positive volunteer outcomes including volunteers'
autonomous motivation (Haivas et al., 2012; Oostlander, 2014), engagement, the number of
volunteered hours (Gagné, 2003), and job satisfaction (Oostlander, 2014), via need satisfaction.
However, to our knowledge, no studies in the volunteering context have focused on the relation
between the leaders' (de)motivating styles and meso-level outcomes. Furthermore, there is little
evidence regarding the importance of a structuring leadership style, although this style is
considered to be an essential component of SDT's motivating style (Aelterman et al., 2019). In
addition, research in the nonprofit and voluntary (sport) context has ignored the importance of
the dark pathway, that is the relation between leaders' reliance on demotivating styles (i.e.,
controlling and chaotic style), and negative outcomes via need frustration. Finally, as previous
research has mainly focused on volunteer outcomes, it is unclear whether sports club leaders
can also influence member outcomes. It can be suggested that leaders can have an indirect
impact on members' motivation via the coaches. Scholars refer to this as a trickle-down or
cascading effect, indicating that leaders can (through their reliance on a motivating style) create
a motivational environment in which coaches will be more likely to rely on a motivating style
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in their frequent interactions with the sports club members themselves, which in turn will affect
members' motivation (Mageau & Vallerand, 2003).
3.2.3. The Relevance of the Leaders' (De)motivating Styles For Human Resources-related
Outcomes: A Person-Centered Approach
Relying on a person-centered approach, SDT-scholars have indicated that several types
of the motivating and demotivating styles may co-occur to different degrees, and in turn evoke
different outcomes (e.g., Haerens et al., 2018). More precisely, they found that people in
leadership positions, including teachers (Amoura et al. 2015; Haerens et al., 2018;
Vansteenkiste et al., 2012), and coaches (Haerens et al., 2018; Matosic & Cox, 2014), can
combine different levels of an autonomy-supportive and a controlling style (e.g., Haerens et al.,
2018), and an autonomy-supportive and a structuring style (e.g., Vansteenkiste et al., 2012).
Results of the former studies further revealed that the predominantly autonomy-supportive
group elicited the most optimal pattern of outcomes (e.g., need satisfaction, autonomous
motivation), while the predominantly controlling group yielded the least optimal pattern of
outcomes (e.g., Haerens et al., 2018). In a similar vein, the latter studies indicated that profiles
characterized by perceived autonomy support and structure showed the most positive pattern of
outcomes, whereas the opposing configuration displayed the most negative pattern of outcomes
(e.g., Vansteenkiste et al., 2012).
More recently, SDT-scholars suggested that autonomy-supportive leaders may also rely
on a chaotic style, with people in leadership positions relinquishing their leading role and
leaving the initiative up to others who are unsure of what to do and what is expected (Aelteman
et al., 2019; Delrue et al., 2019). Likewise, leaders may combine a structuring approach with
controlling features, with people in leadership positions imposing external constraints on others
with the intention of compelling them to produce specific outcomes (Aelteman et al., 2019;
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Delrue et al., 2019). However, to our knowledge, few SDT scholars have explored these issues
adopting a person-centered approach.
3.2.4. How Do SDT's Motivating Styles Relate to Leadership Theories: A Short Overview
It is worth mentioning that the motivating styles as distinguished within SDT contain
elements of traditional leadership styles, including the ‘consideration’ styles and ‘initiating
structure’ styles that were conceived in the '50s and '60s (Anderson & Sun, 2017).
Consideration is people-related, and refers to the degree to which leaders show concern and
respect for followers, look out for their welfare, and express appreciation and support
(Anderson & Sun, 2017). Initiating structure is role-related and refers to the degree to which a
leader defines and organizes his role and the roles of followers (Anderson & Sun, 2017). These
types of behaviors have inspired the development of leadership theories such as the
transformational, servant, and situational leadership theory, which are closely related to SDT's
motivating styles (Anderson & Sun, 2017; Deci et al., 2017; Schneider & George, 2011).
Transformational leadership (Bass, 1985) refers to the leader's ability to motivate and to
promote intellectual stimulation through inspiration (Anderson & Sun, 2017; Bass, 1985).
Similar to transformational leadership, servant leadership (Greenleaf, 1977) is characterized by
a leader’s desire to motivate and guide followers, offer hope, and provide welfare and growth
through established quality relationships (Greenleaf, 1977; Schneider & George, 2011).
Situational leadership theory, on the other hand, proposes that, rather than a charismatic leader
with a large group of dedicated followers, effective leadership requires a rational understanding
of the situation and an appropriate reaction (McCleskey, 2014).
Results of research on these leadership styles in the volunteering (sport) context were
consistent with SDT research (also see Gagné & Deci, 2005), relating a transformational
leadership style to volunteers' satisfaction (Dwyer et al., 2013; Rowold & Rohmann, 2009a;
Schneider & George, 2011), commitment (Catano et al., 2001), performance (Rowold &
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Rohmann, 2009b), and extra effort and effectiveness (Rowold & Rohmann, 2009a). Similarly,
a servant leadership style has been connected to volunteers' motivation, satisfaction,
commitment, and intentions to stay in the organization (Schneider & George, 2011),
Furthermore, several studies confirmed that leaders should be flexible to adapt certain
leadership styles to the situation they are confronted with (that is, situational leadership;
Mullins, 2007).
The former leadership style, transformational leadership, is often contrasted with
transactional leadership which includes the establishment of rules and taking corrective actions
if necessary (i.e., active management-by-exception), as well as a more passive-avoidant
leadership (Rowold & Rohmann, 2009a). Results regarding the relevance of transactional
leadership in the volunteer (sport) setting were mixed, with its dimensions active managementby-exception, and a passive-avoidant style relating respectively positively and negatively to
volunteers' satisfaction, extra effort, and effectiveness (Rowold & Rohmann, 2009a). As the
former seems to contain elements of a controlling style, but also of an autonomy-supportive
and a structuring style, with the latter relating to a chaotic style, also these results were to a
great extent in line with SDT.
In conclusion, the importance of professionalizing management processes and
motivating styles sports clubs leaders can rely on has clearly been proven, relating these
processes to crucial human resources-related meso-level outcomes including volunteers
capacity, and micro-level outcomes including motivation, job satisfaction, and turnover
intentions. Therefore, in the next section, we focus on CVF- and SDT-based studies that have
tried to strengthen (respectively) effective management processes and leaders' motivating
styles.
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4. CVF-and SDT-based Programs Aimed at Strengthening Effective Management
Processes and Leaders' Motivating Styles
Despite its proven importance, only a relatively limited number of CVF and SDT studies
have developed programs aimed at enhancing effective management processes and leaders'
motivating styles. In this section, we discuss the context in which these programs were
developed, as well as the approach, content, and design of these programs. Finally, we discuss
the empirical results of the intervention studies.

4.1.

Context of CVF- and SDT-Based Programs
CVF- and SDT-based (intervention) programs have mostly been developed in the for-

profit context (e.g., CVF: Demir et al., 2011; Igo & Skitmore, 2006; SDT: Slemp et al., 2021).
However, a considerable amount of studies applying either CVF or SDT also focused on
enhancing management processes and motivating leadership in public organizations (CVF:
Adams et al., 2017; Ovseiko & Buchan, 2012; SDT: Tafvelin et al., 2019), and nonprofit and
voluntary organizations (e.g., CVF: Grabowski et al., 2015; SDT: Forner, 2019), including
nonprofit and voluntary sports organizations (e.g., CVF: Colyer, 2000; SDT: Stenling &
Tafvelin, 2016).

4.2.

Approach of CVF- and SDT-Based Programs
Most CVF-based programs consisted of two main steps. In the first step, the existing

and desired culture were assessed. Culture is defined as the values and beliefs that are held by
the members of an organization and the way in which they guide behavior and facilitate shared
meaning (Denison et al., 2014). To measure the management processes related to the existing
and desired culture, CVF scholars relied on the Organizational Cultural Assessment
questionnaire (OCAI; Cameron & Quinn, 1999) which was completed by internal stakeholders
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(e.g., Coyler, 2000; Igo & Skitmore, 2006; Ovseiko & Buchan, 2012), or on interviews with
internal stakeholders (e.g., Grabowski et al., 2015). Based on the discrepancies between the
existing and desired culture, in the second step, necessary change initiatives at the level of the
management processes were identified. For instance, Coyler (2000) compared the current and
desired culture profiles in nonprofit and voluntary sports clubs working with paid staff, and
suggested that volunteer board members and employees preferred clarification of work roles of
staff and volunteers (i.e., internal processes), and more teamwork between staff and volunteers
(i.e., human relations; Colyer, 2000).
It is noteworthy that most CVF-studies in nonprofit and voluntary (sport) organizations
(e.g., Coyler, 2000; Grabowski et al., 2015), did not involve volunteers (responsible for daily
tasks) in their studies. Furthermore, since CVF research used questionnaires or interviews to
evaluate the organization's culture, internal stakeholders were not able to discuss their opinions
and ideas with other stakeholders. Additionally, internal stakeholders did not participate in the
final, most important step, that is, the interpretation of the diagnosis and identification of
necessary change initiatives based on the discrepancies between the existing and desired culture
(Denison et al., 2014). Yet, change management literature suggests that active participation of
internal stakeholders in the development of change initiatives is essential to create readiness for
change, which refers to the beliefs towards the extent to which changes are needed and the
organization's capacity to successfully undertake these changes (Lutz Allen et al., 2013; Devos
et al., 2007).
SDT-based leadership interventions, on the other hand, mostly consisted of short
training sessions in which leaders were trained in the principles of motivating leadership
without any involvement of internal stakeholders (see reviews of Deci et al., 2017; Slemp et al.
2021). The first SDT leadership intervention was conducted by Deci et al. (1989), which
involved a 2-day, off-site, team-building, management-development session for the
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management team. For a long time, this was the only SDT-intervention study in an
organizational context, whereas more recently, SDT's intervention studies began to emerge
again, relying on similar approaches as Deci et al. (1989) (e.g., Hardré & Reeve, 2009) or
longer, more elaborate leadership sessions (e.g., Stenling & Tafvelin, 2016; Tafvelin et al.,
2019). For instance, a 6-day leadership development program of Stenling & Tafveling (2016),
conducted in Swedish sports clubs, consisted of theoretical sessions guided by trained educators
(2 days), and practical sessions with discussions in small groups (4 days). The participants also
received written material and a book on SDT in work and organizational settings.

4.3.

Content of CVF- and SDT-Based Programs
CVF studies focused on enhancing the management processes related to all CVF

models. This allowed to gain a comprehensive insight into the current and desired management
culture, and essential change initiatives related to the internal process model (e.g., clear task
setting; Colyer, 2000; Grabowski et al., 2015), human relations model (e.g., teamwork between
staff and volunteers; Colyer, 2000), open system model (e.g., innovation; Adam et al., 2017),
and rational goal model (e.g., business planning with specific goals; Grabowski et al., 2015).
In contrast, most SDT leadership intervention studies trained participants in one specific
motivating style, mostly autonomy support, with a typical leadership program consisting of an
overview of the central concepts of Self-Determination Theory (basic psychological needs,
different types of motivation), the autonomy-supportive motivating strategies leaders can rely
on, empirical support for the beneficial effects of autonomy support, and (workplace)
illustrations of each strategy (e.g., Hardré & Reeve, 2009). In their six-day leadership program
in Swedish nonprofit and voluntary sports clubs, Stenling & Tafvelin, (2016), focused hereby
on how SDT-principles can be implemented in organizational level activities, such as the
recruitment of volunteers, internal communication, and vision and goal-setting strategies.
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Only more recently, SDT intervention studies have included competence- or
relatedness-supportive techniques in their intervention program (e.g., Tafvelin et al., 2019).
Yet, more research is needed to explore the effects of an intervention on these motivating
strategies (Slemp et al., 2021). Furthermore, the effects of an intervention on the leaders'
reliance on demotivating styles remain largely underexplored (Slemp et al., 2021).

4.4.

Design of CVF- and SDT-Based Programs
To our knowledge, the effects of CVF-based change initiatives on the organization's

management operations (or other organizational outcomes) have not been assessed in a
controlled pre-post intervention design. It is thus unclear whether organizations successfully
implemented the developed change initiatives. In contrast, most SDT leadership intervention
studies have tested the effects of the leadership training sessions on the leaders' behaviors, as
well as the experiences of their employees, hereby relying on robust intervention designs such
as a randomized-controlled trial, quasi-controlled trial, or single cohort pre-post–design (Slemp
et al., 2021).

4.5.

Empirical Results of CVF- and SDT-Based Programs
While the effects of CVF-based programs were not tested through a rigorous controlled

pre-post intervention design, results of experimental SDT's intervention studies showed
proximal effects on leaders' positive orientations towards autonomy support, including
intentions to utilize the intervention learning on-the-job (see review of Slemp et al., 2021). In
addition, the findings pointed to positive short-term effects on the leaders' own perceptions of
their reliance on an autonomy-supportive style in for-profit organizations (Deci et al., 1989;
Hardré & Reeve, 2009; Yong et al., 2019), as well as nonprofit and voluntary organizations
(Forner, 2019; Stenling & Tafvelin, 2016). Finally, in some of these studies, also more distal,
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post-intervention effects were observed on subordinates' perceptions of the leaders' autonomysupportive style (Deci et al., 1989), their autonomous motivation, and work engagement
(Hardré & Reeve, 2009).

5. Gaps in Literature, Aims, and Research Objectives
Due to macro-level environmental changes, sports club leaders (i.e., board members in
Flemish sports clubs) are urged to professionalize their organization in order to cope with the
challenges regarding the attraction and retention of their human resources (i.e., volunteers and
members). While the general introduction revealed that this issue has received some scholarly
attention in CVF- and SDT-literature, some important gaps and shortcomings in the current
research could be identified. The present dissertation attempted to move CVF and SDT
literature forward by pursuing three broader aims, hereby especially focusing on volunteers as
they were identified as the most important human resources of nonprofit and voluntary sports
clubs (e.g., Balduck et al., 2015). These aims included (1) gaining a refined insight into the
relevance of volunteers' quality of motivation in nonprofit and voluntary sports clubs, (2)
identifying the role of management processes and leaders' (de)motivating style for human
resources-related outcomes (with a focus on volunteers), and (3) developing and evaluating an
intervention to strengthen the management processes and leaders' motivating styles (and
decrease their reliance on a demotivating style), hereby adopting an innovative approach. These
aims are graphically represented in Figure 5. The identified gaps and shortcomings are
addressed in seven empirical chapters. which are outlined below (see Table 1 at the end of the
general introduction for an overview).
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Figure 5: Overview of the aims of this dissertation

5.1.

Gaining Insight into The Relevance of Volunteers' Quality of Motivation in

Nonprofit and Voluntary Sports Clubs
Although volunteers are considered to be the most crucially important human resources
in nonprofit and voluntary sports clubs, few SDT studies have investigated the motivations of
people to volunteer in the sports club. Most motivational SDT research in sports clubs focused
on sports club members e.g., Gillet et al., 2012a,b). Yet, volunteers may be driven by different
factors when compared to sports club members. For instance, achieving sporting successes may
not be the main driving force for members, yet not for volunteers. Moreover, the few SDT
studies in the broader volunteering context focused primarily on the relation between need
satisfaction and volunteers' quality of motivation, hereby often neglecting the relevance of need
frustration. According to SDT, need frustration needs to be examined as well as it cannot be
equated with a lack of need satisfaction, indicating that the lack of fulfillment of the
psychological needs does not by definition imply that these needs are actively frustrated (Van
den Broeck et al., 2016). Furthermore, to our knowledge, most research was variable-centered,
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with person-centered research, which allows gaining a refined insight into the combinations of
motivations of volunteers, receiving little attention by scholars in the volunteering (sport)
context. Given these gaps, in chapter 1, we relied on a person-centered approach to identify
volunteers' motivational profiles, and investigated differences in terms of antecedents as
distinguished within SDT (i.e., need satisfaction and frustration), as well crucial volunteer
outcomes. Based on our literature review, these outcomes included work effort (Bidee et al.,
2013), job satisfaction (Boezeman & Ellemers, 2009), and turnover intentions (Haivas et al.,
2013).

5.2.

Identifying the Role of Management Processes and Leaders' (De)motivating Styles

for Human Resources-related Outcomes
With our literature review and empirical research of the first chapter pointing to the
relevance of human resources-related outcomes in nonprofit and voluntary sports clubs, we
were in the position to examine how sports club leaders can professionalize their organization
in order to optimize these outcomes, hereby focusing on volunteer outcomes. According to CVF
literature, professionalization of sports club involves the implementation of effective
management processes as distinguished with the CVF (Herman & Renz, 2008; Shilbury &
Moore, 2006), as well as the sports club leaders' reliance on a motivating style within these
management processes (Grabowski et al., 2015). Yet, empirical support for these (theoretical)
views in the sports context, and by extension the volunteering context, is limited. Therefore, in
chapter 2, we filled this gap by examining the unique (synergetic) relations between the
management processes related to the CVF models (i.e., organizational effectiveness), the sports
club leaders' (de)motivating styles as distinguished within SDT, and the most important
dimension of the human resources capacity at the meso-level, that is, volunteers capacity. In
this chapter, we also addressed gaps in SDT literature by gaining an integrative insight into the
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role of the leaders' autonomy-supportive and a structuring style (i.e., motivating styles), and
controlling and chaotic style (i.e., demotivating styles) instead of solely focusing on the leaders'
autonomy-supportive style). Moreover, each of these styles was measured in an innovative way,
that is in relation to specific situations related to the management processes as outlined in the
CVF models. More specifically, as the combination of the leaders' (de)motivating style to the
management processes is highly important in this dissertation, we developed an innovative
situations-based questionnaire. This questionnaire consisted of situations related to the CVF
models such as a meeting with volunteers to evaluate the sports club's activities as part of the
internal process model, to give just one example. The internal stakeholders of the sports clubs
(i.e., the sports club leaders, coaches, volunteers, members) were asked to evaluate the leaders'
(de)motivating style within these situations. For instance, in relation to autonomy support, they
were asked whether the sports club leaders (i.e., the board) created opportunities for volunteers
to provide input for the meeting. This newly developed questionnaire was used throughout the
dissertation to assess the leaders' (de)motivating styles within the management processes related
to the CVF models.
SDT-literature further suggested that need-based experiences can serve as a mediating
mechanism explaining relations between the (de)motivating styles and important outcomes,
thereby catalyzing a bright and dark pathway (Van den Broeck et al., 2016). However, our
literature review indicated that most empirical studies in nonprofit and voluntary (sport)
organizations focused on the bright pathway involving relations between the leaders' motivating
style, need satisfaction, and adaptive volunteer outcomes, hereby often ignoring the importance
of the dark pathway. Yet, the simultaneous assessment of the bright and dark pathway has
shown to be critical to better understand their interrelations (e.g., Bartholomew et al., 2011;
Gillet et al., 2012c; Haerens et al., 2015; Van den Broeck et al., 2016). As such, in chapter 3
and chapter 4, we filled this gap by investigating the relations between a sports club leaders'
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motivating, demotivating style, need satisfaction and frustration, and positive and negative
volunteer outcomes. Specifically, in chapter 3, we studied how the sports club leaders'
motivating style (i.e., an autonomy-supportive and a structuring style), and demotivating style
(i.e., a controlling and a chaotic), related to volunteers' quality of motivation, via need
satisfaction and frustration. We also included group-task cohesion as an outcome in this study
since our literature review pointed to the importance of cohesion for intentions to remain
volunteer (Doherty & Carron, 2003). In order to provide further evidence for the importance of
cohesion, as well volunteers' quality of motivation for volunteers' intentions to stay with the
sports club, we also investigated differences between volunteers who planned to continue their
volunteer work, those who doubt whether they would continue, and those who planned to stop
their volunteer work in terms of their motivation and experienced group-task cohesion. In
chapter 4, we focused on an underexplored issue in SDT, that is, the tensions between an
autonomy-supportive and a chaotic style, by examining the relations between the sports club
leaders' autonomy-supportive and chaotic style, need satisfaction and need frustration, and
volunteers' turnover intentions. Furthermore, in this chapter, we extended current SDT personcentered research, which has mainly studied tensions between an autonomy-supportive and
controlling style, by exploring whether leaders can combine different levels of an autonomysupportive and a chaotic style, and investigating whether possible leadership configurations
differ in terms of volunteers' need satisfaction and frustration, and turnover intentions.
In chapter 5, we moved beyond volunteer outcomes, investigating theoretical ideas of
SDT scholars that sports club leaders can also influence members via their impact on coaches
(Mageau & Vallerand, 2003). More specifically, in chapter 5, we assessed how the leaders'
motivating style indirectly (via the coaches) relates to members' quality of motivation for
organized sports participation (i.e., trickle-down effect).
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5.3.

Developing and Evaluating an Intervention to Strengthen Management Processes

and Leaders' Motivating Styles
Having gained insight into the importance of effective management processes and
leaders' motivating styles for human-resources related outcomes in nonprofit and voluntary
sports clubs (and the downside of leaders' demotivating styles), we developed together with the
Flemish Sports Federation an intervention to strengthen these professional practices in sports
clubs (and decrease leaders' demotivating styles). This project, which is currently widely
implemented (www.clubgrade.be) was named "Clubgrade", referring to the goal of upgrading
the sports club's operations. We addressed hereby several gaps regarding the approach, content,
and context of the current CVF- and SDT-based intervention studies. First, we filled the gaps
in the current approach of CVF intervention programs (e.g., limited involvement of internal
stakeholders in the identification of necessary change initiatives) by developing a CVF-based
group discussion in which key internal stakeholders actively participated in the identification
of the current and the desired management situation, and the development of necessary change
initiatives to enhance the CVF-related management processes (chapter 6). Next, we used the
findings of the sixth chapter to further develop the intervention in chapter 7, filling the gap in
SDT-intervention studies by incorporating strategies to involve the internal stakeholders. In
terms of the intervention content, we aimed to advance intervention literature, and SDT
literature in particular, by adopting an integrative approach, focusing on the management
processes related to the CVF models, as well as a broad range of (de)motivating styles as
distinguished within SDT. Finally, in terms of design, we tested the effectiveness of the newly
developed intervention on sports club leaders' reliance on management and leadership processes
through a robust non-equivalent pre-test post-test control group design.
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6. Method
6.1.

Sample and Procedure
To reach our research objectives, data were collected in 126 sports clubs in four waves.

The first wave was organized in April-June 2018, the second in October 2018-May 2019, the
third in September 2019-October 2019, and the fourth in April 2020-September 2020. An
overview of the waves of data collection used in each chapter can be found in Table 1 at the
end of the general introduction.
To collect data for our studies, details of our research and a call to participate were
included in the monthly newsletter of the Flemish Sports Federation, the umbrella federation of
all Flemish sports federations. We mentioned in our call that we were looking for ambitious
sports clubs with a formal, legal structure who were willing to take part in our study. Ambitious
sports clubs were defined as sports clubs with intentions or aspirations to develop, grow, and
improve the sports club and to seek resources necessary to achieve the aspired mission (Balduck
et al, 2015). The duration for completing the questionnaires was between 20 and 40 minutes.
Several internal stakeholders were involved in our studies including 270 board members, 312
coaches, 326 volunteers, and 229 members (see Table 1 for an overview). Board members are
the volunteer leaders of the sports clubs, often receiving a remuneration for attending the board
meetings. Coaches are volunteers responsible for organizing the sports activities (e.g., training
sessions). They often get a small financial return for their effort. Other volunteers support the
sports club in managing daily tasks such as helping in the cafeteria, ticket control. They often
receive a small compensation for their expenses. Sport clubs members are the athletes and
players. Importantly, in our studies, these roles do not overlap. This means for instance that a
board members' main responsibility is to lead the sports clubs. He/she does not take on other
roles such as coach, volunteer or athlete/player.
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6.2.

Measures
In this dissertation, quantitative (chapters 1-7) and qualitative measures (chapter 6) were

used (see Table 1 - all used questionnaires are available from the authors upon request).
Quantitative measures included validated scales developed specifically for the sports context
(e.g., volunteers capacity, coaches' (de)motivating style), as well as validated scales tapping
into

general

feelings,

behaviors,

and

experiences

such

as

motivations,

need

satisfaction/frustration, work effort, job satisfaction, turnover intentions, and readiness for
change. As the latter scales were mostly developed in other contexts (e.g., education), they were
slightly adapted to reflect the context of the sports clubs, for instance by using the stem to "In
my sports clubs" or replacing words of the original scales such as "student" by "coach" or
"volunteer". Internal consistencies of these validated scales were assessed by Cronbach’s
Alpha.
Apart from these validated scales, we also developed new measures to assess the
management processes and leaders' (de)motivating styles. To assess the management processes,
we drew up a survey that was derived from an English-language questionnaire that Shilbury &
Moore (2006) used in nonprofit Australian national Olympic sporting organizations. As
Australian National Olympic sporting organizations, in contrast to (most) Flemish nonprofit
and voluntary sports clubs, are professionally structured and managed organizations, we could
not use the full version of the questionnaire. Instead, we retained items that were logically
related to management processes in nonprofit and voluntary sports clubs and rephrased these
items so that they would reflect the context of nonprofit and voluntary sports clubs. For the
development of this questionnaire, we were advised by the Flemish Sports Federation, who are
experts in sport management. To test the internal validity of this newly developed scale, an
Exploratory factor analysis (EFA) was used. To assess the leaders' (de)motivating style, we
developed a pool of vignettes that described situations related to each model of the CVF (for a
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similar format see the Situations-in-School Questionnaire; Aelterman et al., 2019). This
questionnaire allowed for a more detailed insight into the (de)motivating style in a broad variety
of concrete management situations. The development of these situations and corresponding
motivating or demotivating leadership styles was conducted by a panel of experts in SDT and
sport management. To test the internal validity of this scale, a series of Multi-Dimensional
Scaling (MDS) analyses were conducted (see Aelterman et al., 2019).
In chapter 6, also qualitative analyses (i.e., focus groups) were used in addition to the
quantitative measures because they may yield complementary information regarding the
feelings and opinions of participants. For this purpose, a thematic content analysis was used.

6.3.

Plan of analyses
This dissertation included both cross-sectional (chapter 1-6) and intervention studies

(chapter 7 - see Table 1). To test relations among the study variables in the cross-sectional
studies, this dissertation relied on both variable-centered and person-centered research. As for
variable-centered research, we tested the relations between the study variables relying on
Structural Equation Modeling (SEM) (although also multiple regression analyses were used).
SEM is a general statistical modeling technique that is widely used in behavioral sciences. SEM
combines factor analysis with regression or path analysis, allowing to control for measurement
errors. If relevant, multi-level (SEM) analyses were considered, calculating the design effect to
determine whether non-independence of observations within sports clubs needed to be
accounted for. As for the person-centered research, we used cluster analyses to examine
whether subgroups could be defined based on a set of parameters. We used a Multivariate
Analysis of Variance (MANOVA) to test whether differences between these subgroups could
be found in terms of important outcomes. Finally, to test the effect of the intervention study,
we relied on repeated measures MANOVA's.
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Table 1: Overview of the empirical studies

Data
collection

Sports clubs
N

Participants

Individual/

small

medium-

large

board

teams sports

clubs

sized clubs

clubs

members

Design/measures

Analytical techniques

coaches volunteers members parents

Chapter 1: An insight into the relevance of volunteers' quality of motivation (aim 1)
Cross-sectional/
Third wave

40

53/47

5%

40%

55%

/

1701

1851

/

/

Surveys with

Cluster analyses

validated scales
Chapter 2: Identifying the role of management processes and leaders' (de)motivating styles for volunteer capacity (aim 2)
Cross-sectional/
Surveys with
First wave

38

55/45

8%

21%

71%

153

/

/

/

/

validated scales

EFA, MDS, multiple

Newly developed

linear regression

surveys
Chapter 3: Identifying the role of leaders' (de)motivating styles for volunteers' motivation and group-task cohesion (aim 2)
Cross-sectional/
Surveys with
First wave

31

52/48

6%

29%

65%

/

113

118

/

/

validated scales
Newly developed

SEM, MDS,
MANOVA

surveys
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Data
collection

Participants

Sports clubs
N

individual:

small

medium-

large

board

teams sports

clubs

sized clubs

clubs

members

Design/measures

Analytical techniques

coaches volunteers members parents

Chapter 4: Identifying the role of leaders' (de)motivating styles for volunteers' turnover intentions (aim 2)
Cross-sectional/
Surveys with
Third wave

40

53/47

5%

40%

55%

/

1701

1851

/

/

validated scales
Newly developed

SEM, Cluster
analyses

surveys
Chapter 5: Identifying the role of leaders' motivating styles for members' motivation (aim 2)
Cross-sectional/
Surveys with
Third wave

51

47/53

5%

35%

61%

/

/

/

210

/

validated scales

SEM, MANOVA

Newly developed
surveys
Chapter 6: Developing and evaluating the appreciation of an intervention to strengthen management processes (aim 3)

Cross-sectional/
Second
wave

18

50/50

5%

39%

56%

52

29

23

19

21

Surveys with
validated scales
Focus groups

Thematic content
analysis, multiple
linear regressions
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Data

Sports clubs

collection

N

Participants

individual:

small

medium-

large

board

teams sports

clubs

sized clubs

clubs

members

Design/measures

Analytical techniques

coaches volunteers members parents

Chapter 7: Developing and testing the effects of an intervention to strengthen management processes and leaders' motivating styles (aim 3)
Third wave

Pretesting

Intervention

17

47/53

5%

35%

59%

95

/

/

/

/

Control

17

41/59

0%

24%

76%

88

/

/

/

/

Quasi-experimental
Newly developed

Posttesting

Fourth wave

surveys

Intervention

10

50/50

0%

40%

60%

31

/

/

/

/

Control

9

33/67

0%

22%

78%

34

/

/

/

/

Repeated measures
MANOVA's

Note: 1 Chapter 1 and 4 used the same samples, yet investigated different relations
EFA = Exploratory factor analysis; (M)ANOVA = (Multivariate) Analysis of Variance; MDS = Multidimensional Scaling: SEM = Structural Equation
Modelling
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Towards a Refined Insight into
the Importance of Volunteers' Motivations for
Need-Based Experiences, Job Satisfaction
Work Effort, and Turnover Intentions:

A Person-Centered Approach

This study is based on De Clerck, T., Willem, A., De Cocker K., & Haerens L. (2021).
Towards a Refined Insight into the Importance of Volunteers' Motivations for Need-Based Experiences,
Job Satisfaction, Work Effort,and Turnover Intentions: A Person-Centered Approach.
A revised version of this article has been accepted for publication in Voluntas.

Chapter 1
Abstract
Extensive variable-centered research guided by Self-Determination Theory (SDT) has provided
insights into volunteers' motivations within nonprofit and voluntary organizations. However,
volunteers may have multiple reasons for engaging in volunteer work. By adopting a personcentered approach, the present study aimed to identify volunteers' motivational profiles based
on combinations of different motivational regulations as distinguished within SDT. Six profiles
were retained, which differed in terms of volunteers' adaptive antecedents and outcomes (i.e.,
need satisfaction, job satisfaction, and work effort), and maladaptive antecedents and outcomes
(i.e., need frustration and turnover intentions). Specifically, the findings pointed out the crucial
role of relatively high levels of autonomous motivation for volunteers' adaptive feelings and
functioning, while relatively high levels of controlled motivation and amotivation were
associated with volunteers' maladaptive feelings and functioning. Practical suggestions on how
nonprofit and voluntary organizations can optimize the organization's motivational
environment are provided.
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Introduction
Volunteers are valuable and indispensable in many nonprofit organizations including
large charitable organizations with several subdivisions (Boezeman & Ellemers, 2009), as well
as smaller, all-volunteer nonprofit organizations such as sports clubs (De Clerck et al., 2020).
Given their crucial role, several scholars have tried to develop a greater understanding of what
motivates volunteers to engage in volunteer work, and how this affects their feelings,
functioning, and behaviors within the organization. For this purpose, most researchers have
used a traditional variable-centered approach, testing how different types of motivations to
volunteer (e.g., intrinsic motivation) relate to volunteers' (un)desirable outcomes in the
organization (e.g., work effort; Bidee et al., 2013). Furthermore, most scholars have also
explored which factors influence these types of motivations (e.g., basic psychological needs;
Oostlander et al., 2014). Although this variable-centered approach has provided valuable
information on antecedents and outcomes of volunteers' motivations, it does not take into
account that volunteers may have multiple motives to engage in volunteer work. Therefore,
scientists in the field of motivational psychology have suggested a person-centered approach
that can provide a more refined insight into the motivations of people to volunteer (e.g.,
Vansteenkiste et al., 2009). This approach can be used to (a) categorize various subgroups based
on a shared pattern of motivations (i.e., motivational profiles) and (b) analyze their relations
with (or differences with regard to) antecedents and outcomes (Howard et al., 2016). Given its
value, this study complements the variable-centered approach that is typically used in
motivational research by adopting a person-centered approach to study motivations to volunteer
in nonprofit and voluntary organizations, and more specifically nonprofit sports clubs. To this
end, we rely on Self-Determination Theory (SDT; Deci & Ryan, 2000), an influential metatheory of motivation and personality.
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Volunteers’ Motivations from a Self-Determination Theory Perspective
The question of what motivates people to give their time for the benefit of an
organization without receiving any tangible benefits has led to the development of specific
volunteer motivations scales such as the Volunteer Functions Inventory (e.g., Clary et al.,
1998). However, more recently, the idea has emerged that (also) SDT (Deci & Ryan, 2000) can
provide a comprehensive insight into volunteers' motivations (e.g., Bidee et al., 2013). SDT
distinguishes qualitatively different types of motivation, which vary in the degree to which they
are self-determined or internalized. The continuum of motivation types ranges from intrinsic
motivation (the most self-determined form of motivation) over extrinsic motivation to
amotivation (absence of self-determination; Deci & Ryan, 2000). When intrinsically motivated,
volunteers are spontaneously interested in an activity and experience the activity as enjoyable
in itself (Deci & Ryan, 2000). An extrinsic, yet still self-determined form of motivation is
identified regulation, which means that volunteers recognize the importance of their volunteer
work and its congruence with their personal goals (Deci & Ryan, 2000; Bidee et al., 2013).
Intrinsic motivation and identified regulation are considered autonomous forms of motivation,
as the reasons for putting effort into an activity are self-determined or volitional.
Moving along the continuum of extrinsic motivation, the next form, introjected
regulation, refers to a regulation that has been taken in by the volunteer but has not been
accepted as his or her own (Deci et al., 2017). This kind of behavior is performed to avoid guilt
or anxiety, or simply to prove something (Deci et al., 2017). The most extrinsic form of
motivation is external regulation, which implies that volunteers act with the intention of
satisfying an external demand, receiving a reward, or avoiding a punishment (Deci et al., 2017).
Because in the case of external and introjected regulation one experiences pressure to engage
in the activity, either coming from oneself (i.e., introjected) or others (i.e., external), both types
of motivation are considered controlled forms of motivation.
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Amotivation is equated with an absence of self-determination. When amotivated,
volunteers either do not act at all or act without intent, they just go through the motions.
Amotivation results from not valuing an activity, not feeling competent to do it, or not expecting
it to yield the desired outcome (Deci et al., 2017).

The Crucial Role of Volunteers' Quality of Motivation
A basic assumption of SDT is the belief that the quality of motivation (i.e., autonomous,
controlled motivation, amotivation), together with the quantity of motivation, can differ among
(subsets of) volunteers, suggesting that the qualitative types of motivation are at least as
important for volunteer outcomes in the organization as their quantity of motivation (Deci &
Ryan, 2000). That is, when volunteers are autonomously motivated and thus enjoy and value
their volunteer work, they are expected to show optimal functioning, social development, and
well-being (Deci et al., 2017). Also volunteers experiencing controlled (i.e., pressured)
motivations to engage in volunteer work may invest a great amount of time and energy into it.
Yet, based on theory it is expected that these pressured motives may eventually trigger
maladaptive psychological functioning and intentions to leave the organization (Deci et al.,
2017). Unlike autonomously and controlled motivated volunteers, amotivated volunteers do not
find valuable reasons for engaging in their volunteer work, which may lead to the worst pattern
of psychological functioning (Deci et al., 2017).
Several studies have provided empirical evidence for SDT's theoretical views, hereby
focusing on how these forms of motivation related to crucial volunteer outcomes including
work effort, job satisfaction, and turnover intentions (i.e., the variable-centered approach).
Work effort refers to the energy that people exert in a certain task (Bidee et al., 2013). It is of
prime importance for nonprofit organizations as they wish to optimize the effort exerted by
their volunteers, given that volunteers can freely decide when and how much effort they donate
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to the organization (Bidee et al., 2013). Job satisfaction refers to a pleasurable or positive
emotional state resulting from the appraisal of one’s job or job experiences (Boezeman &
Ellemers, 2009). Job satisfaction is an important outcome as it contributes to volunteers'
intentions to continue volunteering (Boezeman & Ellemers, 2009). Turnover intentions refer to
the intentions of volunteers to quit the volunteer work (Haivas et al., 2013). Since volunteers
make up a rather dominant part of human resources in the nonprofit sector, this outcome
requires the utmost attention (Haivas et al., 2013).
SDT studies indicated that volunteers' autonomous motivation related to work effort
(Bidee et al., 2013), job satisfaction (Boezeman & Ellemers, 2009; Oostlander et al., 2014; Wu
et al., 2016), and intentions to stay (Boezeman & Ellemers, 2009; Wu et al., 2016). The
outcomes of volunteers' controlled motivation were, as predicted by SDT, less clear cut,
revealing that controlled motivation did not necessarily lead to diminished work effort (Bidee
et al., 2013), yet triggered intentions to quit the volunteer work (Nencini et al., 2016; Stukas et
al., 1999). However, some studies also found no connection between controlled motivation and
intentions to leave (De Clerck et al., 2019). Finally, amotivation to volunteer was, in line with
SDT, related to future intentions to abandon the organization (De Clerck et al., 2019).
Furthermore, SDT indicates that autonomous motivation is affected by the satisfaction
of the basic psychological human needs (i.e., autonomy, competence, and relatedness), and
controlled motivation and amotivation by the frustration of the basic psychological human
needs. Need satisfaction involves distinctive experiences of a sense of autonomy (i.e., the
feeling of being the origins of his/her own behavior), competence (i.e., the feeling of being
effective and having adequate ability), and relatedness (i.e., the feeling of being socially
interconnected with valued others), which primarily lead to volunteers' autonomous motivation
(and thus optimal functioning; Deci et al., 2017). In contrast, need frustration involves
distinctive feelings of pressure (autonomy frustration), failure and inadequacy (competence
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frustration), and rejection and disrespect (relatedness frustration), which primarily lead to
volunteers' controlled motivation and amotivation (and thus volunteers' less optimal functioning
and even malfunctioning; Deci et al., 2017).
SDT (variable-centered) research in a volunteering setting revealed, in line with the
theory, that need satisfaction related (primarily) to autonomous motivation (e.g., Oostlander et
al., 2014; Wu et al., 2016), job satisfaction (Oostlander et al., 2014; Wu et al., 2016), and
intentions to continue volunteering (Wu et al., 2016), while need frustration connected
(primarily) to controlled motivation and amotivation (De Clerck et al., 2019).

What Can a Person-Centered Perspective Add to the Variables-Centered Perspective:
Empirical Evidence from the Work Context
Whereas the variable-centered approach adopted in the aforementioned SDT studies
assumes homogeneity in the population (and sample), the person-centered approach considers
the possibility that the population (and sample) might include multiple subpopulations
characterized by different sets of parameters (Howard et al., 2016). According to this personcentered approach, it is thus potentially important to first divide volunteers into motivational
profiles based on combinations of motivation as distinguished within SDT (hereby relying on
profiling techniques). Subsequently, one can explore differences between these motivational
profiles in terms of important antecedents of motivations to volunteers (i.e., volunteers' need
satisfaction and frustration), and (un)desirable volunteer outcomes (i.e., job satisfaction, work
effort, and turnover intentions).
Despite its benefits, SDT-based person-centered research on motivations to engage in
volunteer work in nonprofit and voluntary organizations has received little attention. However,
empirical evidence for the relevance of investigating work motivations from a person-oriented
perspective can be found in SDT research conducted in professional organizations, focusing on
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employees' motivations (e.g., Gillet et al., 2018; Howard et al., 2016; Van den Broeck et al.,
2013), managers' motivations (e.g., Graves et al., 2015), and (physical education) teachers'
motivations (e.g., Abós et al., 2019; Van den Berghe et al., 2013, 2014). Although these studies
often relied on different approaches (e.g., inclusion or exclusion of amotivation), all of these
studies indicated that the person-centered perspective can provide valuable information
regarding people's motivations from a SDT perspective. Specifically, this approach can be used
to identify different quantitative and qualitative profiles, each with a unique pattern of scores
on autonomous and controlled motivation, and amotivation (Vansteenkiste et al., 2009).
Consistent with SDT, most research conducted in the professional context (e.g., Abós et al.,
2019; Van den Berghe et al., 2013, 2014; Van den Broeck et al., 2013) revealed a profile
characterized by relatively high levels of both autonomous and controlled motivation, and
relatively low levels of amotivation (i.e., a high quantity motivation profile), and a profile with
opposite values (i.e., a low quantity motivation profile). Furthermore, most results of these
studies also pointed to a profile characterized by relatively high levels of autonomous
motivation yet relatively low levels of controlled motivation and amotivation (i.e., a good
quality motivation profile) and a profile with opposite values (i.e., a poor quality motivation
profile). Because volunteering differs significantly from professional work in that volunteers
receive little or no monetary compensation for the delivered work, it is interesting to examine
whether similar motivational profiles will occur in the volunteering context. Given the fact that
volunteers spend unpaid time working to the benefit of an organization, we expected that the
largest group of volunteers would combine relatively high levels of autonomous motivation
with relatively low levels of controlled motivation and amotivation (i.e., a good quality
motivation profile), with only a small number of volunteers showing an opposing motivational
profile (i.e., a poor quality motivation profile). Furthermore, we also hypothesized to identify a
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high quantity and a low quantity motivation profile which we expected to be in between the
good quality motivation and poor quality motivation profiles (i.e., hypotheses 1).
Apart from providing insight into motivational profiles, the person-centered approach
can also shed light on SDT's view that especially the quality of motivation matters for people's
functioning in the organization, hereby stipulating that more motivation does not lead to better
outcomes if this motivation is less self-determined (Deci & Ryan, 2000). The results of previous
studies in the professional context revealed, mostly in line with SDT, that profiles characterized
by relatively high levels of autonomous motivation (i.e., the good quality motivation and high
quantity motivation profiles) showed the most adaptive pattern of work antecedents and
outcomes including autonomy satisfaction (Van den Berghe et al., 2014), job satisfaction (Abós
et al., 2019; Gillet et al., 2018; Graves et al., 2015; Van den Broeck et al., 2013), work
engagement (Gillet et al., 2018; Van den Broeck et al., 2013), and job performance (Howard et
al., 2016). In contrast, profiles with workers experiencing relatively high levels of poor quality
motivation (i.e., high levels of controlled motivation and amotivation) showed maladaptive
outcomes, including burnout (Howard et al., 2016) and emotional exhaustion (Abós et al.,
2019). Based on these results, together with previous findings of variable-centered research in
the volunteering context (e.g., Bidee et al., 2013; Oostlander et al., 2014), we expected that the
good quality motivation and high quantity motivation profile in our study would display the
highest levels of need satisfaction, job satisfaction, and work effort (when compared with
profiles with relatively lower levels of autonomous motivation; i.e., hypothesis 2). The poor
quality motivation profile, on the other hand, was expected to display the highest levels of need
frustration and turnover intentions (when compared to profiles with relatively low levels of
controlled motivation and amotivation; i.e., hypothesis 3).
Several person-centered studies in the for-profit context also focused specifically on the
relevance of controlled motivation for worker outcomes, indicating, in line with SDT, that the
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presence of relatively high levels of controlled motivation elicited elevated maladaptive
feelings such as emotional exhaustion (Abós et al., 2019; Van den Berghe et al., 2014; Van den
Broeck et al., 2013) and burnout symptoms (Van den Broeck et al., 2013), although several
other studies also found no associations (e.g., Van den Berghe et al., 2013). Despite mixed
results in empirical SDT research (see also variable-centered SDT research of Nencini et al.
(2016) and De Clerck et al. (2019)), we hypothesized, consistent with SDT, that profiles with
relatively high levels of controlled motivation (e.g., the high quantity motivation profile) in our
study would show higher levels of need frustration and turnover intentions when compared to
similar profiles with relatively lower levels of controlled motivation (e.g., the good quality
motivation profile; i.e., hypothesis 4).
Given the potential benefits of person-centered research, in the present study, we tested
the hypotheses in a sample of 355 volunteers engaged in Flemish sports clubs (Belgium). In
total, 336.000 volunteers are active in Flemish sports clubs, thus representing the highest
number of volunteers (27.6% of volunteers) when compared to other voluntary sectors in
Belgium (Thibault & Scheerder, 2018).

Method
Participants and Procedure
In order to collect data for our research, a call to participate was included in a monthly
newsletter of the Flemish Sports Federation (VSF), the umbrella federation of all Flemish sports
federations. Participating sports clubs were asked to send a personalized link to the
corresponding online questionnaire in an invitation e-mail to volunteer coaches and volunteers
within their sports club. In total, 170 volunteer coaches (68% men; Mage = 35.94, SD = 14.36)
and 185 volunteers responsible for daily operations (51% men; Mage = 44.54, SD = 12.02) filled
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out the questionnaires (355 in total). Volunteer coaches and volunteers were on average
(respectively) 8.78 years (SD = 9.36) and 7.56 years (SD = 7.98) active in the sports club.

Measures
All measures consisted of validated scales. The scales included the stem “In my sports
club…” (unless indicated otherwise), followed by items of the respective scale that respondents
had to rate from 1 (does not describe me at all) to 7 (does describe me extremely well).
Volunteers' Quality of Motivation
Autonomous and controlled motivation to volunteer were measured with an adapted
version of the Academic Self-Regulation Scale (Ryan & Connell, 1989). Like previous
researchers (e.g., Vansteenkiste et al., 2009), composite scores for autonomous and controlled
motivation were created by averaging the subscales of intrinsic motivation and identified
regulation, and introjected and external regulation, respectively. In this scale, the stem “I am a
volunteer because…” was used, followed by 8 items relating to autonomous motivation (e.g.,
“it is personally important to me”) and 8 items referring to controlled motivation (e.g., “I would
feel guilty if I wouldn’t do so”). The reliability of the scale, as measured by Cronbach’s alpha
(α), was excellent for the autonomous motivation (α= .83) and good for the controlled
motivation scale (α= .74).
Amotivation was assessed relying on the Academic Motivation Scale (AMS; Vallerand
et al., 1992). The question “Why are you volunteer?” was followed by 4 items of the AMS scale
(= .82). The items were slightly reworded to better reflect the context of a volunteering sports
club. To illustrate, the word “school” was replaced by “the sports club” in the item “Honestly,
I don't know; I really feel that I am wasting my time in school”.
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Volunteers' Need Satisfaction and Need Frustration
Volunteers' need satisfaction and frustration were measured with the Dutch language
version of the validated Basic Psychological Need Satisfaction Need Frustration Scale
(BPNSNF; Chen et al., 2015), which has been intensively used in previous studies (e.g., De
Clerck et al., 2019). This scale consisted of 12 items tapping into need satisfaction, and more
specifically autonomy satisfaction (4 items, e.g., “I feel a sense of choice and freedom in the
things I undertake”), competence satisfaction (4 items, e.g., “I feel I can successfully complete
difficult tasks”), and relatedness satisfaction (4 items, e.g., “I feel that the people I care about
also care about me”). Furthermore, this scale included 12 items tapping into need frustration,
and more precisely autonomy frustration (4 items, e.g., “I feel forced to do many things I
wouldn’t choose to do”), competence frustration (4 items, e.g., “I have serious doubts about
whether I can do things well”), and relatedness frustration (4 items, e.g., “I feel that people who
are important to me are cold and distant towards me”). The reliability of both the need
satisfaction (α= .89) and the need frustration scale (α=.88) was excellent.
Volunteers' Work Effort
Volunteers’ work effort was measured using the (Dutch-language) Work Effort Scale
developed by De Cooman et al. (2009). A sample item was, “I do my best to do what is expected
of me”. This scale showed excellent reliability (α= .88).
Volunteers' Job Satisfaction
Volunteers' job satisfaction was assessed with a Dutch version of the Life Satisfaction
Scale of Diener et al. (1985) developed by Arrindell et al. (1991). This general life satisfaction
scale was used since most job satisfaction scales (e.g., Job Satisfaction Survey; Spector, 1997)
included items (e.g., benefits and promotion) that were not relevant for the volunteering context.
The original scale of Arindell et al. (1991) consisted of 5 items that were slightly reformulated
for this study. For instance, the items “I am satisfied with my life” and “The conditions of my
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life are excellent” were altered into “I am satisfied with my role as a volunteer” and “The
conditions in which I can do my volunteer work are excellent”. The reliability of the scale was
good (α= .77).
Volunteers' Turnover Intentions
Volunteers' turnover intentions were measured with a scale used for research in forprofit organizations (Wayne et al., 1997). The original scale (which was translated in Dutch
using the “Back-translation” technique) consisted of four negatively worded items (e.g., “I am
seriously thinking about quitting my job”) and one (reverse-scored) positively worded item
(e.g., “I think I will be working at the organization five years from now on”). For this study, the
word “job” in the original items was replaced by “volunteer work”. This scale showed a
reasonable reliability (α= .69).

Analyses
Descriptive statistics and Pearson’s correlations were calculated. Since coaches and
volunteers were nested within 40 sports clubs, we calculated the design effect of the study
variables (MLwin version 2.20) to determine whether non-independence of observations within
sports clubs needed to be accounted for (Hox & Maas, 2001). The design effect is
approximately equal to 1+ (average cluster size –1)*ICC. If the design effect is smaller than 2,
using single-level analyses on multilevel data does not lead to overly misleading results
(Muthén & Satorra, 1995). Since the design effects of all study variables were <2, we proceeded
with single-level analyses.
A person-centered analysis (i.e., a cluster analysis) were conducted to examine whether
subgroups could be defined based on volunteers' levels of autonomous and controlled
motivation, and amotivation. First, the scores of the three types of motivation were
standardized. Next, univariate outliers (i.e., values of more than three standard deviations above
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or below the mean), and multivariate outliers (as identified using the Mahalanobis distance
measure) were removed since they can substantially perturb cluster solutions (Garson, 2014).
Subsequently, a two-step procedure (Gore, 2000) was applied in SPSS 25.0 to conduct the
cluster analysis. First, a hierarchical cluster analysis was carried out using Ward’s hierarchical
clustering method (Everitt et al., 2001). Based on previous research, three-, four-, five- and sixcluster solutions were considered (e.g., Howard et al., 2016). Only cluster solutions which
explained at least 50% of the variance in autonomous, controlled motivation, and amotivation
were retained for the following step (Milligan & Cooper, 1985). In the second step, an iterative,
non-hierarchical k-means clustering procedure was conducted using the extracted initial cluster
centers (based on Ward’s hierarchical method) as non-random starting points (Asendorpf et al.,
2001). To examine the stability of the remaining cluster solutions, a double-split crossvalidation procedure was implemented by randomly splitting the total sample into halves and
applying the two-step procedure (Ward and k-means) in each subsample (Breckenridge, 2000).
Next, the participants in each half of the sample were assigned to new clusters based on their
Euclidean distances to the cluster centers of the other half of the sample. These new clusters
were then compared for agreement with the original clusters by means of Cohen’s kappa (K).
The two resulting kappas were averaged. An average Cohen’s kappa of at least .60 was
considered acceptable (Asendorpf et al., 2001).
Next, a multivariate analysis of variance (MANOVA) with post hoc tests using the
Bonferroni method was used to explore differences in the quality of motivation between the
retained clusters, as well as differences between the retained clusters in terms of antecedents
and outcomes. Effect sizes (Partial η2) above 0.01 were considered small, above 0.06 moderate,
and above 0.14 large (Cohen, 1988). The possibility of including sociodemographic variables
(i.e., gender, age, number of years volunteer), as well as the type of volunteer (i.e. coach vs
volunteers responsible for daily operations) as covariates in the MANOVA including

81

Chapter 1
antecedents and outcomes was considered and explored using the Chi-square test and
multinomial regression.

Results
Descriptive statistics for the volunteers’ responses to study variables and Pearson’s
correlations are reported in Table 1.

Table 1: Means, standard deviation, and Pearson’s correlations among the study variables (N = 355)
Variables

M

SD

1

2

3

4

5

6

1. Autonomous motivation

5.51 1.00

2. Controlled motivation

2.12

.88

.-14**

3. Amotivation

1.47

.81

-.36**

.55**

4. Need satisfaction

5.39

.86

.45**

-.14*

-.31**

5. Need frustration

2.13

.89

-.22**

.44**

.55**

-.49**

6. Job satisfaction

4.86 1.06

.45**

-.05

-.22**

.62**

-.32**

7. Work effort

5.86

.74

.54**

-.20**

-.37**

.49**

-.32**

.44**

8. Turnover intentions

1.87

.90

-.29**

.36**

.55**

-.39**

.51**

-.38**

7

8

-.34**

*p<.05; **p< .01

Before conducting the cluster analysis, ten univariate outliers and ten multivariate
outliers had to be removed resulting in a final sample of 335 volunteers. Next, to identify the
clusters, hierarchical and non-hierarchical clustering procedures were conducted. After
inspection of the explained variance and stability of the cluster solutions, only the six-cluster
solution was retained for further analyses. That is, the three- and four-cluster solution explained
too little variance in the motivational dimensions (< 50%). Also, the five-cluster solution was
not chosen because it showed low stability, providing an average kappa value of .20. The
retained six-cluster solution explained respectively 73%, 61%, and 53% of the variance in
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autonomous motivation, controlled motivation, and amotivation. It provided an average kappa
value of 0.61, indicating good stability.
The graphical results for the six-cluster solution based on Z-scores (Y-axis) with regard
to autonomous motivation, controlled motivation, and amotivation are presented in Figure 1.
Based on their relative, standardized scores, the following labels were given to the clusters: a
good quality motivation profile (profile 1), a high quantity motivation profile (profile 2), two
low quantity motivation profiles (profiles 3-4), and two poor quality motivation profiles
(profiles 5-6). The good quality motivation profile (profile 1; n = 79, 24%), displayed relatively
high levels of autonomous motivation, and low levels of controlled motivation and amotivation.
The high quantity motivation profile (profile 2; n = 63, 19%) displayed relatively high levels of
autonomous and controlled motivation, and low levels of amotivation. The first low quantity
motivation profile (profile 3; n = 80, 24%) showed relatively low levels of all three variables:
low levels of autonomous, controlled motivation, and amotivation. The second low quantity
motivation profile (profile 4; n = 26, 8%) displayed very low levels of autonomous motivation,
low levels of controlled motivation, and moderate values of amotivation. To contrast profile 3
with profile 4, the latter was labeled as a low quantity motivation profile with predominantly
low levels of autonomous motivation. The first poor quality motivation profile (profile 5; n =
66, 20%) showed relatively low values of autonomous motivation, and relatively high levels of
(especially) controlled motivation and (to a lesser extent) amotivation, while the other poor
quality motivation profile (profile 6; n = 21, 6%), displayed relatively low levels of autonomous
motivation, high levels of controlled motivation, and predominantly high levels of amotivation.
To contrast profile 5 with profile 6, the latter was labeled as a poor quality motivation profile
with predominantly high levels of amotivation.
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Figure 1: Six-cluster solution based on standardized scores for volunteers' quality of motivation
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The standardized and absolute scores for autonomous motivation, controlled motivation, and
amotivation in the six clusters, and the Bonferroni pairwise comparisons (including Partial η2
and F-values) are presented in Table 2.
Next, before conducting a MANOVA test including the antecedents and outcomes, we
examined the cluster assignment by sociodemographic variables and type of volunteer. The
cluster assignment by gender was insignificant (χ2[5, n = 335]= 5.37; p=.37). In addition,
multinomial regression analysis revealed an insignificant association between age (Pseudo-R2
Nagelkerke = .00) and the number of years as a volunteer (Pseudo-R2 Nagelkerke = .41, p= .70)
with the six-cluster solution. Chi-square testing further pointed to a significant cluster
assignment by type of volunteer (i.e. coach or volunteer) (χ2[5, n = 335]= 38.30; p<.001). The
coaches and volunteers were thus unequally distributed across the six clusters. The largest
difference was found in the good quality motivation profile, representing 56 coaches (35%) and
only 23 volunteers (13%). In contrast, 23 volunteers (13%) versus 3 coaches (2%) were
assigned to the low quantity motivation profile with predominantly low levels of autonomous
motivation. Based on these results, only the type of volunteer was considered as a covariate in
the analysis of differences between the clusters in terms of antecedents (i.e., need satisfaction
and need frustration) and outcomes (i.e., job satisfaction, work effort, and turnover intentions).
Using the six clusters as the independent variable, MANCOVA tests pointed to significant
differences between these clusters in terms of these antecedents and outcomes (Wilks' Lambda
= .63; F(25,1205)= 6.24; p<.001). Bonferroni pairwise comparisons between the clusters were
performed. F-values and univariate effect sizes (Partial η2) are reported in Table 3.

85

Chapter 1
Table 2: Motivational cluster mean scores, F-values, and effect sizes (Partial η2) for volunteers’ quality of motivation
1
Good quality
motivation

2
High quantity
motivation

3
Low quantity
motivation

4
5
Low quantity
Poor quality
motivation
motivation
with predominantly
low levels of
autonomous
motivation
n = 79 (24%)
n = 63 (19%)
n = 80 (24%)
n = 26 (8%)
n = 66 (20%)
Autonomous motivation
Z-score
0.89 (0.41)3,4,5,6
0.84 (0.45)3,4,5,6
-0.30 (0.40) 1,2,4,6
-1.82 (0.56) 1,2,3,5,6
-0.16 (0.48)1,2,4,6
3,4,5,6
3,4,5,6
1,2,4,6
1,2,3,5,6
Absolute Score
6.41 (0.41)
6.36 (0.46)
5.21 (0.40)
3.68 (0.56)
5.35 (0.48)1,2,4,6
Controlled motivation
Z-score
-0.81 (0.35)2,4,5,6
0.43 (0.45)1,3,4,5,6
-0.76 (0.39) 2,4,5,6
-0.27 (0.69) 1,2,3,5,6
0.71 (0.70)1,2,3,4,6
2,4,5,6
1,3,4,5,6
2,4,5,6
1,2,3,5,6
Absolute Score
1.41 (0.31)
2.50 (0.39)
1.46 (0.34)
1.89 (0.60)
2.75 (0.62)1,2,3,4,6
Amotivation
Z-score
-0.49 (0.34)4,5,6
-0.53 (0.17) 4,5,6
-0.36 (0.42) 4,5,6
0.01 (0.62) 1,2,3,5,6
0.30 (0.52)1,2,3,4,6
4,5,6
4,5,6
4,5,6
1,2,3,5,6
Absolute Score
1.08 (0.28)
1 1.05 (0.13)
1.18 (0.34)
1.48 (0.50)
1.72 (0.42)1,2,3,4,6
Note. Standard errors are reported in parentheses. Numbers in superscript (1 to 6) refer to significantly different profiles.
*p < .05, **p < .01, ***p < .001

6
Poor quality
motivation
with
predominantly
high levels of
amotivation
n = 21 (6%)

F(5,329)

Partial
η2

-0.87 (0.93)1,2,3,4,5
4.64 (0.70)1,2,3,4,5

201.25***

0.75

1.16 (0.53) 1,2,3,4,5
3.15 (0.47) 1,2,3,4,5

134.90***

0.67

1.55 (0.60) 1,2,3,4,5
2.73 (0.49)1,2,3,4,5

107.07***

0.62
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Table 3: Motivational cluster mean scores, F-values, and effect sizes (Partial η2) for volunteers’ need satisfaction, need frustration, work effort, job satisfaction, and
turnover intentions
1
Good quality
motivation

F(5,329)

Partial
η2

11.36***
12.76***

0.15
0.16

Job satisfaction
5.31 (1.08)3,4,5,6
5.34 (1.05)3,4,5,6
4.49 (0.81)1,2
11.03***
3,4,5,6
3,4,6
Work effort
6.27 (0.57)
6.11 (0.72)
5.21 (0.73)1,2,3,5
12.75***
Turnover
1.45 (0.57)3,4,5,6
1.72 (0.87)6
2.65 (0.99)1,2,3,4,5
11.31***
intentions
Note. Absolute scores are displayed. Standard errors are reported in parentheses. Numbers in superscript (1 to 6) refer to significantly different profiles.
*p < .05, **p < .01, ***p < .001

0.14
0.16
0.15

Need satisfaction
Need frustration

2
High quantity
motivation

n =79 (24%)

n = 63 (19%)

5.84 (0.71)3,4,5,6
1.77 (0.60)4,5,6

5.74 (0.77)3,4,5,6
1.88 (0.70)5,6

3
Low quantity
motivation

4
Low quantity
motivation
with predominantly
low levels of
autonomous
motivation

5
Poor quality
motivation

n = 80 (24%)
n = 26 (8%)
n = 66 20%)
Antecedents of volunteers' quality of motivation
5.29 (0.75)1,2
4.89 (0.90)1,2
5.24 (0.73)1,2
5,6
1
1.91 (0.73)
2.20 (0.87)
2.47 (0.99)1,2,3
Outcomes of volunteers' quality of motivation
4.63 (0.91)1,2
4.13 (0.94)1,3,5
4.76 (0.90)1,2,4
1,2,6
1,2
5.78 (0.66)
5.45 (0.75)
5.82 (0.58)1,6
1,6
1,6
1.77 (0.69)
1.89 (0.79)
1.96 (0.74)1,6

6
Poor quality
motivation
with
predominantly
high levels of
amotivation
n = 21 (6%)
4.84 (0.89)1,2
2.73 (0.44)1,2,3
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The results indicated that profiles with relatively high levels of autonomous motivation,
i.e., the good quality motivation profile (profile 1) and high quantity motivation profile (profile
2), displayed relatively higher levels of need satisfaction and job satisfaction when compared
to profiles with relatively lower levels of autonomous motivation, i.e., the two low quantity
motivation profiles (profiles 3-4) and the two poor quality motivation profiles (profiles 5-6).
Furthermore, the good quality motivation profile (profile 1) showed more work effort when
compared to the latter, less autonomously motivated profiles, as well as fewer turnover
intentions. Also, the high-quality motivation profile (profile 2) showed more work effort when
compared to the less autonomously motivated profiles, except for the poor quality motivation
profile (profile 5).
The findings further revealed that the profiles with relatively high levels of controlled
motivation and amotivation, i.e., the poor quality motivation profiles (profile 5-6), displayed
relatively higher levels of need frustration when compared to the profiles with lower levels of
controlled motivation and amotivation, i.e., the good quality motivation (profile 1) and low
quantity motivation profile (profile 3). In addition, the poor quality motivation profile with
predominantly high levels of amotivation (profile 6) also showed higher turnover intentions
when compared to all the other profiles.
Finally, the results regarding the specific role of controlled motivation revealed that the
relatively high levels of controlled motivation in the high quantity motivation profile (profile
2) did not elicit more maladaptive antecedents and outcomes when compared to the good quality
motivation profile (profile 1).

Discussion
Relying on SDT, this study used a person-centered approach to better understand
individuals’ motivations to volunteer in nonprofit and voluntary organizations, and more
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specifically nonprofit and voluntary sports clubs. The results of the volunteers' motivational
profiles aligned to a great extent with our first hypotheses as we identified, in line with empirical
research in the professional context (e.g., Van den Broeck et al., 2013), a good quality
motivation profile, a high quantity motivation profile, a low quantity motivation profile, and a
poor quality motivation profile. As for the latter two profiles, we also found a low quantity
motivation profile which was characterized by predominantly low levels of autonomous
motivation, as well as a poor quality motivation profile that displayed predominantly high levels
of amotivation.
However, although the good quality motivation and the poor quality motivation profile
with predominantly high levels of amotivation were as expected respectively the largest and
smallest profiles, the low quantity motivation profile (representing 24% of the volunteers) and
the poor quality motivation profile (representing 20% of the volunteers) were unexpectedly
large. Yet, in contrast to most studies in a for-profit setting (e.g. Van den Berghe, 2013; Van
den Broeck, 2013), the low quantity motivation profile in this study also showed relatively low
levels of amotivation. Furthermore, the absolute autonomous motivation score of both profiles
was above 5.20/7, indicating that these volunteers still experienced an acceptable level of
autonomous motivation, even when compared to other studies in the volunteering context
(Bidee et al., 2013, score 4.95/7; Haivas et al, 2013, score: 5.01/7). However, this may be due
to the fact that only engaged and motivated volunteers were willing to fill out the questionnaires
of this study. Since this is the first study to explore motivational profiles in nonprofit and
voluntary organizations, this is an issue that warrants further examination.
In the present study, we also gained a refined insight into the antecedents and outcomes
of volunteers' quality of motivation. According to SDT, autonomous motivation is primarily
associated with adaptive antecedents and outcomes (Deci & Ryan, 2000). While the bivariate
results of our study indeed revealed, in line with previous (variable-centered) research in the
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volunteering context (e.g., Bidee et al., 2013; Oostlander et al, 2014) that autonomous
motivation showed a strong, positive relation with need satisfaction, job satisfaction, and work
effort, we relied on a person-centered approach to further explore the role of autonomous
motivation in the volunteering context. Findings largely confirmed our second hypothesis,
revealing, consistent with person-centered research in the professional work context (e.g., Van
den Berghe et al., 2014; Van den Broeck et al., 2013) that volunteers experiencing relatively
high levels of autonomous motivation (i.e., the good quality motivation and high quantity
motivation profiles) mostly showed the highest levels of need satisfaction, job satisfaction, and
work effort when compared to volunteers experiencing relatively low levels of autonomous
motivation (i.e., the low quantity motivation and poor quality motivation profiles). In other
words, when people engage in volunteering because it is fun and in line with personal values,
they will mostly experience more satisfaction of their basic human needs, be more satisfied
with their volunteer work, and invest more effort into their volunteer work than volunteers
perceiving their voluntary activities as relatively less enjoyable and personally valuable.
However, it is important to note that the high quantity motivation profile did not show
more work effort when compared with the poor quality motivation profile, with the latter profile
being especially characterized by high levels of controlled motivation and high, yet relatively
lower levels of amotivation when compared to controlled motivation. The absolute score of
work effort (5.82/7) of the latter group was indeed relatively high, even in comparison with the
average score of 5.78/7 in the study of Bidee et al. (2013). Based on this result, it can be
suggested, consistent with SDT (Deci & Ryan, 2000), that volunteers experiencing poor quality
motivation with relatively high levels of controlled motivation, yet not exceptionally high levels
of amotivation, can still put a reasonable amount of effort into their volunteer work.
Furthermore, according to SDT, controlled motivation and amotivation are primarily
associated with maladaptive antecedents and outcomes. Indeed, the bivariate results indicated,
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in line with the research of De Clerck et al. (2019), that controlled motivation and amotivation
showed the strongest, negative relations with need frustration and turnover intentions. The
findings of the person-centered research were mostly consistent with hypothesis 3, indicating
in line with studies in the professional work context (e.g., Van den Berghe et al., 2014; Van den
Broeck et al., 2013) that volunteers experiencing relatively high levels of controlled motivation
and amotivation (i.e., the poor quality motivation profiles) displayed the highest levels of need
frustration when compared to volunteers experiencing relatively lower levels of controlled and
amotivation (i.e., the good quality and low quantity motivation profiles). These findings
confirmed the negative role of relatively high internal and external pressures (i.e., controlled
motivation) and a lack of motivation (i.e., amotivation) to engage in volunteer work.
However, only the poor quality motivation profile with predominantly high levels
amotivation, and not the poor quality motivation profile (with comparable high levels of
controlled motivation, yet lower levels of amotivation) showed consistently lower turnover
intentions when compared to the other profiles. Although this result seemed to indicate that
especially relatively high levels of amotivation were associated with turnover intentions, it is
noteworthy that the other poor quality motivation profile still experienced relatively high levels
of turnover intentions (i.e., 1.96/7) in comparison with the average score of the study of Haivas
et al. (2013; i.e., 1.81/7). Together with the relatively high levels of need frustration associated
with this profile, it can be suggested, in line with SDT (Deci & Ryan, 2000), that there is also
a risk of volunteers experiencing relatively high levels of controlled motivation and to a lesser
extent amotivation eventually leaving the organization.
Interestingly, when investigating the role of autonomous motivation for turnover
intentions, the findings also revealed that volunteers combining relatively high experiences of
pleasure, satisfaction, and personal importance with relatively low levels of pressured (i.e.,
controlled) motivation and amotivation (i.e., the good quality motivation profile), showed the
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lowest turnover intentions (when compared to volunteers experiencing relatively lower levels
of autonomous motivation). Since this good quality motivation profile only represented one out
of four volunteers, with the poor quality motivation profiles representing a similar group of
volunteers, there is still room for leaders of nonprofit and voluntary organizations to enhance
good quality motivation and decrease poor quality motivation in their organization.
Finally, we also focused specifically on the role of relatively high levels of controlled
motivation in the motivational profiles. The results did not support hypothesis 4, indicating that
the relatively high levels of controlled motivation in the high quantity motivation profile did
not lead to more maladaptive outcomes when compared to a similar profile with relatively low
levels of controlled motivation (i.e., the good quality motivation profile). This finding seemed
to suggest that the relatively high levels of autonomous motivation in the high quantity profile
may buffer for the possible detrimental effects of external and internal pressure to engage in
volunteer work as suggested by SDT (see also study of Van Den Berghe et al., 2013), once
again pointing to the importance of people enjoying and valuing their volunteer work.

Practical Implications
Nonprofit and voluntary organizations can only function effectively when volunteers
within their organizations are satisfied with their volunteer work, put effort into their work, and
are willing to stay with the organization (e.g., Bidee et al., 2013; Boezeman & Ellemers, 2009;
Haivas et al., 2013). The results of our study suggested that this will be achieved when
volunteers' relatively high enjoyment and recognition of their volunteer work (i.e., autonomous
motivation) have the upper hand. Ideally, this relatively high level of autonomous motivation
goes hand in hand with relatively low perceived external and internal pressures (i.e., controlled
motivation), and diminished feelings of amotivation. According to SDT, nonprofit and
voluntary organizations can install this motivational environment by supporting volunteers'
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needs for autonomy (e.g., providing input for suggestions), competence (e.g., communicating
clear expectations and guidelines), and relatedness (e.g., interacting with volunteers in a warm
fashion), while refraining from strategies that thwart volunteers' needs for autonomy (e.g.,
pressuring and using forceful language), competence (e.g., adopting a laissez-faire attitude),
and relatedness (e.g., interacting with volunteers in a cold fashion; Deci et al., 2017). Recent
SDT work has pointed to the importance of applying these motivating strategies consequently
within the context of important management processes in the organization, including the
development of a business plan, task distribution, and evaluation of the sports season (De Clerck
et al., 2019). This is crucial because, despite our findings that volunteers with relatively high
levels of controlled motivation may still show desired outcomes (especially when combined
with autonomous motivation), a context in which controlled motivation and especially
amotivation prevail will eventually have negative behavioral repercussions (Deci & Ryan,
2000).

Limitations and Future Research Directions
As noted in the discussion, selection bias may have influenced the results of this study
as the surveys were probably filled out by more engaged and motivated volunteers. Another
important limitation of the present study was the cross-sectional study design, making it
impossible to draw conclusions regarding the inference of causal associations. Future
longitudinal or intervention studies are needed to exclude the possibility of reciprocal
associations. In addition, generalizability may be limited as the sample consisted of Flemish
volunteers in nonprofit sports clubs only. More studies are needed to confirm present findings
on the motivational profiles of volunteers in other nonprofit and voluntary organizations and/or
regions of the world. It is also important to note that this research used self-reported data of
volunteers. Although respondents were assured that the survey was anonymous, and the data
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were treated conﬁdentially, this may have resulted in social desirability bias and recall bias.
Finally, future research may use alternative profiling techniques (e.g., latent profile analyses)
and approaches (e.g., using the full range of SDT's continuum of motivation) to further explore
the role of volunteer motivation.

Conclusion
Based on a person-centered approach, we identified different qualitative and
quantitative motivational profiles to volunteer within nonprofit and voluntary (sport)
organizations. The results indicated that high levels of autonomous motivation in the
motivational profiles served as a crucial mechanism for optimal functioning and feelings (need
satisfaction, job satisfaction, and work effort) in nonprofit and voluntary organizations, as well
as a buffer for the possible detrimental effects of controlled motivation and amotivation. Based
on our findings, we suggested SDT-based strategies that leaders can rely on to enhance good
quality motivation in their organization.
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Chapter 2
Abstract
All-volunteer nonprofit organizations rely solely on the commitment of volunteers to support
their operations. Therefore, it is important that leaders of these organizations, even though they
are volunteers themselves, rely on professional skills in order to optimize their organization's
volunteers capacity. In the present study, we investigated how volunteer leaders' reliance on
effective management processes and a (de)motivating leadership style related to volunteers
capacity. To this end, we adopted the Competing Values Framework (CVF) and SelfDetermination Theory (SDT) respectively. Relying on perceptions of 153 board members in 38
all-volunteer nonprofit sports clubs, the results of this study revealed a positive association
between (the sum score of) the management processes of the CVF models, as well as (the sum
score of) a motivating leadership style and volunteers capacity. Bivariate analyses indicated
that the management processes of each CVF model (i.e., human relations model, internal
process model, open system model, and rational goal model) and each motivating leadership
style (i.e., an autonomy-supportive and a structuring leadership style) related positively to
volunteers capacity. These findings have important practical implications as they revealed that
it is crucial for volunteer leaders to implement effective management processes, while adopting
a motivating leadership style.
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Introduction
Nonprofit organizations take an increasingly important role in the provision of services
in society (Balduck et al., 2015; Hall et al., 2003). Many of these organizations, including small
grassroots associations (Sharpe, 2006), community services organizations, social movements,
charitable organizations (Bartram et al., 2017), and community sports and recreational clubs
(Balduck et al., 2015; Breuer et al., 2017) rely solely on the commitment and dedication of
volunteers to support their operations. Yet, in many of these all-volunteer nonprofit
organizations, the optimization of volunteers capacity, which is defined as the organization’s
ability to deploy volunteers within the organization, remains an ongoing challenge (Balduck et
al., 2015; Breuer et al., 2017; Sharpe, 2006).
In order to optimize their organization's volunteers capacity, leaders of all-volunteer
nonprofit organizations (for example the board of directors) are challenged to transform their
organization, which is often embedded in an amateur ideology with little hierarchical power,
into a more professionally managed entity (Ferkins & Shilbury, 2010). To this end, previous
studies have suggested that these volunteer leaders need to rely on effective, professional
management skills (i.e., knowledge about management processes such as the development of a
mission and vision; e.g., Ferkins & Shilbury, 2010; Hager & Brudney, 2011), as well as
leadership skills (i.e., knowledge about how management processes can be installed in the
organization; e.g., Cameron & Quinn, 2006; Grabowski et al., 2015). Yet, although professional
management in all-volunteer nonprofit organizations has begun to receive more attention in the
nonprofit management literature (Alfes et al., 2017; Hager & Brudney, 2011), a comprehensive
empirical analysis of management processes and leadership styles that volunteer leaders in allvolunteer nonprofit organizations can adopt is currently lacking in the extant literature. As such,
this study contributes to the nonprofit management and leadership literature by examining
whether and to what degree management processes, as well as the leadership style volunteer
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leaders rely on, jointly relate to the volunteers capacity in nonprofit organizations that are fully
driven by volunteer work.
Volunteers Capacity and Challenges for All-Volunteer Nonprofit Organizations
Hall and colleagues (2003) defined organizational capacity as the ability of the
organization to acquire resources necessary to fulfill its mission. In their framework, which was
developed specifically for the nonprofit sector, organizational capacity is subdivided into three
main dimensions: human resources capacity (i.e., the ability to deploy human capital within the
organization), financial capacity (i.e., the ability to develop and deploy financial capital within
the organization), and structural capacity (i.e., the ability to deploy processes, practices,
accumulated knowledge and support structures within the organization; Hall et al., 2003).
In this study, we focused on human resources capacity, and more specifically on
volunteers capacity, as previous studies referred to volunteers as the most important resources
in nonprofit organizations (Brown et al., 2016), and especially in nonprofit organizations that
are fully driven by volunteer work (Balduck et al., 2015; Breuer et al., 2017). Since all-volunteer
nonprofit organizations operate within the context of difficult environmental changes including
aging population (Breuer et al., 2017) and increasing consumerist behavior in sport participation
(Dijk et al., 2017; Van der Roest et al., 2016), recruiting and retaining volunteers remains one
of the biggest challenges for these organizations (Balduck et al., 2015; Bartram et al., 2017;
Breuer et al., 2017). In most all-volunteer nonprofit organizations, strengthening the
organization's volunteers capacity is the responsibility of a group of volunteer leaders, that is,
the Board of Directors (e.g., Hoye, 2006). Yet, some (mostly American) all-volunteer nonprofit
organizations may (also) rely on the leadership of individuals, for instance the president, to
enhance the organization's volunteers capacity (e.g., Schneider & George, 2011).
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Management Processes and Volunteers Capacity in All-Volunteer Nonprofit
Organizations: The Competing Values Framework
Given these challenges in all-volunteer nonprofit organizations, several studies have
suggested that leaders of these organizations, although volunteers themselves, can successfully
implement professional management practices in their organization. To this end, it is important
that volunteer leaders adjust these practices to the specific all-volunteer nonprofit context.
Many studies emphasized hereby the importance of applying traditional human resources
practices such as effective recruitment and selection (Alfes et al., 2017; Hager & Brudney,
2011), training and development (Alfes et al., 2017; Cuskelly et al., 2006; Walk et al., 2019),
and recognition of volunteers (Alfes et al., 2017; Cuskelly et al., 2006; Walk et al., 2019), or
more up-to-date approaches including the Volunteer Stewardship Framework (see the recent
study of Brudney et al., 2019).
Although these studies pointed to the importance of human resources practices in
relation to volunteers capacity, a comprehensive insight into all management processes
influencing volunteers capacity is needed to more strongly develop this capacity. Whereas
several theoretical approaches such as the balanced scorecard (Kaplan & Norton, 1992) provide
such an insight, we followed the suggestion of Brown et al. (2016) and Rojas (2000) that the
Competing Values Framework (CVF; Quinn & Rohrbaugh, 1981) is the most viable model to
identify and cluster crucial management functions in (all-volunteer) nonprofit organizations.
The CVF consists of three dimensions: organizational focus, structure, and outcomes
(Cameron & Quinn, 2006; Quinn & Rohrbaugh, 1981). The first dimension – organizational
focus – is represented in the horizontal axis of the CVF and ranges from an internal (microfocus on the development of the people within the organization) to an external orientation
(macro-focus on the development of the organization itself). The vertical axis of the CVF relates
to the second dimension – structure – and ranges from flexible and adaptable to stable and
controlled (Cameron & Quinn, 2006). The intersection of the two axes corresponds to four main
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models: internal process model (internal, control), human relations model (internal, flexible),
open system model (external, flexible), and rational goal model (external, control). The third
dimension – outcomes (means vs. ends) – applies to all four models and distinguishes
organizations that focus on important processes such as planning and goal setting from those
that emphasize outcomes such as productivity and efficiency.
Although the CVF postulates that four distinctive management models (i.e., internal
process model, human relations model, open system model, and rational goal model) exist,
Shilbury & Moore (2006) found in their empirical CVF study in nonprofit Australian national
Olympic sporting organizations that the management processes of the four CVF models are
highly interdependent and may be better represented as components of one omnibus scale, that
is organizational effectiveness. Furthermore, Shilbury & Moore (2006) suggested that, for
optimization of the volunteers capacity, it is important to not only engage with the management
processes related to the human relations model, but to find a balance between the management
processes related to all four models.
In addition, whereas the CVF primarily focuses on effective management processes,
various scholars suggested that for each management task volunteer leaders in (all-volunteer)
nonprofit organizations engage in, they are also challenged to rely on motivating and effective
leadership in order to involve and motivate volunteers in the organization (e.g., Grabowski et
al., 2015), an issue upon which we elaborate in the next section.

Leadership in All-Volunteer Nonprofit Organizations: a Brief Overview
Previous studies in all-volunteer nonprofit organizations have revealed that popular
leadership constructs such as transformational/transactional leadership theory (Bass & Avolio,
1994), servant leadership theory (Greenleaf, 1977), and leader-member exchange theory
(Dansereau et al., 1975), though mainly used in a professional (nonprofit) context (e.g., Allen
et al., 2018; do Nascimento et al., 2018; Hoye, 2006), could also prove to be highly effective in
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an all-volunteering context which is characterized by limited hierarchical power. Indeed, even
though leaders in all-volunteer organizations can be considered proximal leaders, interacting
closely with other volunteers in the organization, it is still crucial for volunteer leaders to rely
on an effective leadership style in order to evoke beneficial volunteer outcomes. Especially
transformational leadership theory, which refers to the leader's ability to motivate and to
promote intellectual stimulation through inspiration (Schneider & George, 2011), has received
considerable attention in (all-volunteer) nonprofit literature, relating volunteer leaders'
transformational leadership to volunteers' satisfaction (Dwyer et al., 2013; Rowold &
Rohmann, 2009b; Schneider & George, 2011), commitment (Catano et al., 2001), performance
(Rowold & Rohmann, 2009a), extra effort and effectiveness (Rowold & Rohmann, 2009b).
The latter study also revealed that the outcomes of transactional leadership, which is
often contrasted with transformational leadership, are more diverse. A differentiation has
therefore been made between more beneficial, active forms of transactional leadership, which
involves specifying standards for compliance before the behavior creates serious difficulties
(i.e., active management by exception), and more maladaptive, passive forms, which includes
waiting until the behavior has caused problems before taking actions (i.e., passive management
by exception; Rowold & Rohmann, 2009b).
More recently, also servant leadership theory and leader-member exchange (LMX)
theory have received growing attention in nonprofit literature. Servant leadership theory, which
conceptually overlaps with transformational leadership theory, refers to a leader’s desire to
motivate and guide followers, offer hope, and provide welfare and growth through established
quality relationships (Schneider & George, 2011). LMX theory focuses on the two-way
relationship between leaders and followers, with the underlying assumption that organizational
success can be facilitated by high-quality leader-member exchanges (Dansereau et al., 1975).
Previous studies have confirmed the benefits of servant leadership and LMX in an allvolunteering context for respectively volunteers' motivation, satisfaction, commitment, and
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intentions to stay in the organization (Erdurmazlı,, 2019; Schneider & George, 2011); and
volunteers' job satisfaction and intentions to stay with the organization (Bang, 2011).

Leadership in All-Volunteer Nonprofit Organizations: The Central Role of Basic Human
Needs
When investigating the associations between the leadership styles and volunteer
outcomes, many studies have pointed to the important (mediating) role of the basic
psychological needs for autonomy, competence, and relatedness, hereby relying on SelfDetermination Theory (SDT; Deci & Ryan, 2000). an influential meta-theory on human needs
and motivation. The need for autonomy refers to volition and ownership, the need for
competence to feelings of effectiveness, and the need for relatedness to the connectedness to
important others (Deci & Ryan, 2000). Previous studies in a volunteering context have shown
that the satisfaction of these basic psychological needs was positively related to volunteers’
work satisfaction (Oostlander et al., 2014) and work engagement (Haivas et al. 2013). In
contrast, the frustration of the need for autonomy (feeling pressured), competence (doubting
own capabilities to perform well), and relatedness (getting the idea that important others dislike
you), was negatively related to volunteers' engagement (Sheptak & Menaker, 2016).
Whereas within leadership literature SDT has mostly been used as a theoretical
framework to investigate the (mediating) effects of the basic psychological needs, recent
literature has increasingly advocated for SDT's applications for leadership. Specifically, SDT
offers a comprehensive and integrated view on how social agents with leadership positions in
different contexts (see Ryan & Deci (2017) for an overview), including for-profit organizations
(Deci et al., 2017) and organizations working primarily with volunteers (Oostlander et al.,
2014), can support or thwart the basic psychological needs. As such, we adopt SDT as a
theoretical framework to study leadership styles in all-volunteer nonprofit organizations.
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Leadership in All-Volunteer Nonprofit Organizations: A Self-Determination Theory
Approach
SDT suggests that leadership styles can be autonomy-supportive versus controlling,
structuring versus chaotic, and relatedness-supportive versus relatedness-rejective, hereby
supporting or thwarting the others' need for autonomy, competence, and relatedness,
respectively. When being autonomy-supportive, leaders adopt a curious and flexible attitude,
which allows them to be responsive to other people's interests, preferences, and ideas (Ryan &
Deci, 2017; Slemp et al., 2018). Key components include the provision of choice, consideration
of other people’s personal preferences, interests, and wishes, creation of opportunities to show
initiatives, and providing significant rationales (Bidee et. al, 2013; Ryan & Deci, 2017). An
autonomy-supportive leadership style is contrasted with a controlling leadership style, which
relates to the reliance on a narrow-minded attitude, hereby imposing a specific, preconceived
way of thinking upon others (Ryan & Deci, 2017; Slemp et al., 2018). Controlling strategies
include external control such as threatening with sanctions, shouting, intimidating, pressuring,
and using strong language, and internal control such as the use of guilt-inducing strategies
(Aelterman et al., 2019; Ryan & Deci, 2017).
A structuring leadership style is evident when leaders align activities with other people's
skills, and give guidance and direction so that others feel that they can successfully carry out
these activities (Ryan & Deci, 2017; Vansteenkiste et al., 2012). Key features of a structuring
leadership style include setting and monitoring of appropriate guidelines and expectations in
the learning process, offering challenging tasks, providing step-by-step directives, and giving
confidence and constructive feedback (Bidee et. al, 2013; Vansteenkiste et al., 2012). When
being chaotic, on the other hand, leaders' behavior is unpredictable and inconsistent with the
other people's pace of development and growth potential, making it confusing for other people
to know how they can develop their skills (Ryan & Deci, 2017). A chaotic leadership style is
related to a permissive and laissez-faire attitude (Ryan & Deci, 2017).
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When adopting a relatedness-supportive leadership style, leaders interact intensively
with others, hereby showing care and concern (Ryan & Deci, 2017). However, when leaders
are relatedness-rejective, they communicate with others in an unpleasant and a cold fashion
(Ryan & Deci, 2017). Yet, because SDT acknowledges that important elements of a relatednesssupportive style can be found in an autonomy-supportive style (Ryan & Deci, 2017), the
necessity to examine the impact of a volunteer leaders' relatedness-supportive and -rejective
leadership style can be considered less pressing and urgent. As such, we focus on an autonomysupportive, a structuring, a controlling, and a chaotic leadership style in this study.

The Role of Management Processes and (De)motivating Leadership Styles in AllVolunteer Nonprofit Organizations: Gaps and Understudied Issues
Significant progress has been made to understand the relevance of management
processes, motivating (or need-supportive), and demotivating (or need-thwarting) leadership
styles in organizations that are fully driven by volunteer work. Yet, we identified six gaps and
understudied issues in the nonprofit and voluntary literature.
First, although all-volunteer organizations have received more attention in the recent
nonprofit literature, more research in diverse all-volunteer settings is needed to understand how
volunteer leaders can take up the challenge to manage and lead their organization. As such, in
this study, we focused on this issue in the (relatively) underexplored area of recreational sports
clubs.
Second, whereas previous studies in an all-volunteer setting revealed the importance of
the human resources processes in relation to volunteers capacity, a comprehensive view on all
the management processes correlating with volunteers capacity, which is needed to more
strongly develop this capacity, is lacking.
Third, most SDT studies in an organizational context (including the volunteering
context) focused almost exclusively on the importance of an autonomy-supportive leadership
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style (see Slemp et al. (2018) for a review). In this study, we adopted a more holistic approach
by studying the importance of four leadership styles, that is an autonomy-supportive, a
structuring, a controlling, and a chaotic leadership style, for volunteers capacity. Hereby, we
consider, consistent with previous studies (e.g., Vansteenkiste et al., 2012), an autonomysupportive and a structuring leadership style to be components of a motivating (or needsupportive) leadership style, and a controlling and chaotic leadership style components of a
demotivating (or need-thwarting) leadership style.
Fourth, an integrated insight into the relevance of management processes and the
leadership style in all-volunteer nonprofit organizations, which is critical to better understand
their (inter)relations, and possible interaction effects, is currently lacking.
Fifth, to our knowledge, no research has investigated the association between leadership
and volunteers capacity, although its optimization is a key challenge in many nonprofit
organizations, and especially in nonprofit organizations that rely entirely on volunteers for their
operations and management.
Sixth, many studies on leadership in (all-volunteer) nonprofit organizations used
generic scales such as the Multifactor Leadership Questionnaire (Bass & Avolio, 1996) to
measure leadership styles. In this questionnaire, items are formulated in such a generic way that
it remains unclear to what management situation they relate to. As such, we developed a
vignette-based questionnaire to measure the leadership style of volunteer leaders in relation to
a broad variety of concrete management situations. This vignette-based approach was inspired
by previous work in the context of education (see Aelterman et al., 2019).

The Present Study
The present study aimed to fill these gaps and understudied issues by providing a
comprehensive insight into the importance of effective management processes related to the
CVF models and (de)motivating leadership for volunteers capacity in all-volunteer nonprofit
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organizations (see Figure 1). In this study, we focused on membership-based nonprofit and
voluntary sports clubs, in which strengthening the volunteer capacity is the direct responsibility
of the Board of Directors (Ferkins & Shilbury, 2010). The board consists of volunteer board
members, and can be considered the leadership entity of nonprofit and voluntary sports clubs,
with its members sharing the responsibility to lead the organization. Therefore, in this study,
we investigated the association between the board's reliance on effective management processes
related to the CVF models and (de)motivating leadership styles, and volunteers capacity. To
this end, we relied on the perceptions of board members.

Figure 1: Hypothesized model

We formulated the following research questions and hypotheses. Firstly, we
investigated the unique association between the sum score of the management processes related
to the CVF models (i.e., organizational effectiveness) and volunteer capacity. Furthermore, we
relied on bivariate correlations to investigate how the management processes of each CVF
model related separately to volunteers capacity. Since our literature review suggested that, in
order to optimize their organization's volunteers capacity, board members can effectively focus
on the management processes of each of the four CVF models (Shilbury & Moore, 2006), we
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expected that nonprofit and voluntary sports clubs scoring high on the management processes
of each one of the four models would report a higher volunteers capacity (hypothesis 1).
Secondly, we studied the (unique) association between the board's motivating (or needsupportive) and demotivating (or need-thwarting) leadership styles and volunteer capacity. In
addition, we relied on bivariate correlations to investigate how each component of a motivating
leadership style (i.e., autonomy support and structure), and a demotivating leadership style (i.e.,
control and chaos) related to volunteers capacity. Based on SDT studies indicating that need
satisfaction related positively to volunteer outcomes (Haivas et al. 2013; Oostlander et al.,
2014), whereas the opposite is true for need frustration (Sheptak & Menaker, 2016), we
expected that a motivating (or need-supportive) leadership style and a demotivating (or needthwarting) leadership style would be, respectively, positively (hypothesis 2a) and negatively
(hypothesis 2b) associated with volunteers capacity.
Finally, we also hypothesized that the association between the (the sum score of the)
management processes and volunteers capacity would be more fully actualized if it would be
coupled with a motivating leadership style (hypothesis 3a), and the opposite would be true if
the management processes would be coupled with a demotivating leadership style (hypothesis
3b; interaction effects). In addition, we explored possible interaction effects between a
motivating and demotivating leadership style.

Method
Sample and Procedure
Data for our research were collected in nonprofit and voluntary sports clubs located in
Flanders, Belgium. In the Flanders region approximately 28,000 sports clubs are offering sports
such as football (29%), cycling (10%), volleyball (7%), and martial arts (7%), comprising
around 1,400,000 members (Sport Vlaanderen, 2020; Vos et al., 2012). Yet, only approximately
35% of these sports clubs have a formal, legal structure (Sport Vlaanderen, 2020). Like in most
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Western European countries, most of these sports clubs are fully driven by volunteer work,
having no paid staff or professional management. In Flanders, approximately 336,000
volunteers are active in Flemish sports clubs, with the sports sector being the sector in which
most volunteers are involved (27.6% of volunteers; Thibaut & Scheerder, 2018).
To recruit sports clubs for the present study, details of our research and a call to
participate were included in the monthly newsletter of the Flemish Sports Federation, the
umbrella federation of all Flemish sports federations. We mentioned in our call that we were
looking for ambitious sports clubs with a formal, legal structure who were willing to take part
in our study. Ambitious sports clubs were defined as sports clubs with intentions or aspirations
to develop, grow, and improve the sports club and to seek resources necessary to achieve the
aspired mission (Balduck et al, 2015). Thirty-eight sports clubs with variable sizes, including
small clubs with less than 100 members (8%), middle-sized clubs with between 100 and 250
members (21%,) and large clubs with more than 250 members (71%) responded to our call.
When sports clubs displayed interest to participate, the researchers first orally explained
the details of the research to the Board of Directors. Board members then received a
personalized link to the online questionnaire in an invitation e-mail, sent by the president of the
sports club. Board members filled in all questions, no missing values were present in our study.
In total, 153 board members (63.0% men; Mage = 44.88 years, SD = 11.24) of 38 sports clubs
were involved in our research. Most board members had been active in the board for many
years (M = 8.32 years; SD = 8.45). The range of the board was 4 to 10 board members.

Measures
In our study, all measures were based on the perceptions of board members in nonprofit
and voluntary sports clubs. Specifically, we asked each board member to reply individually to
a range of questions regarding their sports club's volunteer capacity, and the board's reliance on
management processes and a (de)motivating leadership style. The questionnaires were pilot
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tested in two sports clubs. The remarks and comments of the board members were used to
reduce the number of questions and clarify some of the items. The final surveys are presented
below.
Volunteers Capacity
In order to assess the volunteers capacity, valid and reliable (Dutch-language)
questionnaire items developed by Balduck et al. (2015) were used. Volunteer board members
capacity was measured with 6 items such as “The sports club has sufficient board members to
execute all tasks”. Volunteer coaches capacity was measured with 3 items, such as “The sports
club has enough coaches at its disposal”. The capacity of volunteers for daily tasks was
measured with 3 items such as “The sports club has sufficient supporting volunteers during
competitions”. Youth trainers capacity (included in the original questionnaire) was not included
in our study since some sports clubs in our sample did not have a youth division. All items were
rated on a 7-point Likert scale, ranging from 1 (does not describe my sports club at all) to 7
(does describe my sports club extremely well). The reliability coefficient of the volunteers
capacity scale assessed by Cronbach’s Alpha was excellent (= .88).
Management Processes Related to the CVF Models
In order to assess the board's reliance on the management processes related to the CVF
models, we developed a Dutch-language survey which was derived from an English-language
questionnaire of Shilbury & Moore (2006). The latter was developed in nonprofit Australian
national Olympic sporting organizations and consisted of 26 items relating to the means, and
40 items relating to the ends of the CVF models. As Australian National Olympic sporting
organizations, in contrast to (most) Flemish nonprofit and voluntary sports clubs, are
professionally structured and managed organizations, we could not use the full version of the
questionnaire. Instead, we retained 18 items that were logically related to management
processes (i.e., the means) in nonprofit and voluntary sports clubs and rephrased these items
(and translated them in Dutch) so that they would reflect the context of nonprofit and voluntary
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sports clubs. For the development of this questionnaire, we were advised by the Flemish Sports
Federation, who are experts in sport management. All items were rated on a 7-point Likert scale,
ranging from 1 (does not describe my board at all) to 7 (does describe my board extremely
well). In order to explore the factor structure of these items, an exploratory factor analysis (EFA;
maximum likelihood extraction method with Promax rotation) was used. This EFA yielded four
reliable factors, explaining 54% of the variance (see Table 1).
Only items with a loading higher than .35 on their corresponding factor were retained
(DiStefano et al., 2009). The first factor was labeled “internal process model” with high
loadings of 6 items associated with (formal) communication planning, monitoring, and
evaluation. The second factor consisted of 5 items related to maintaining close relationships
with the external environment and financial growth, and was labeled “open system model”. The
third factor comprised 3 items related to the establishment of a business plan and organizational
goals, and was labeled “rational goal model”. The fourth factor, labeled as “human relations
model” consisted of 4 items tapping into the establishment of a recognition system and training
system for volunteers, and the involvement of stakeholder groups in the sports club's
management. The internal reliabilities of each of the management processes related to the CVF
models assessed by Cronbach’s Alpha were all good, ranging from .76 (human relations model)
and .89 (rational goal model). Also the omnibus scale, “management processes”, consisting of
the (sum score of the) management processes of the open system model, rational goal model,
internal process model, and human relations model, had an excellent internal reliability ( =
.92).
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Table 1: Factor-structure of Exploratory Factor Analysis (Maximum likelihood extraction method with Promax
rotation)

Factor
1

2

3

4

… has a clear internal communication plan

.771

-.173

.109

.082

…has a clear external communication plan

.714

.079

.021

.016

… follows the progress of actions that have been set out

.548

.119

.130

.006

… conducts an annual assessment of the sports club's operations

.557

.020

.109

.013

… evaluates the sport season together with the coaches, officials

.787

.046

-.098

.049

… implements new communication technologies

.529

.130

.077

-.081

-.219

The board …

… maintains close relationships with the government agencies

.855

.133

.111

.241

.593

.082

-.123

… maintains close relationships with similar sporting organizations

.317

.642

-.261

-.063

… makes efforts to recruit volunteers for special events

.000

.377

.092

.040

-.016

.570

-.020

.035

… maintains close relationships with the professional environment
(e.g., sponsors)

… is seeking alternative sources of income
… establishes a mission and vision

.073

.130

.686

-.105

… establishes strategic goals

.141

-.148

.914

.011

-.036

.031

.921

-.024

.125

-.003

-.035

.648

… establishes operational goals and actions
… has a clear recognition system for coaches and officials
… has a clear recognition system for volunteer administrators

-.054

-.030

-.138

.828

… has a clear policy on training courses for coaches and officials

.059

.144

.121

.446

… involves internal stakeholders in het sports club's management

.068

.073

.211

.494

Factor loadings >.35 indicated in bold

Board’s (De)motivating Leadership Style
In order to measure the board's (de)motivating leadership style, we developed a pool of
16 vignettes (in Dutch) that described situations related to each model of the CVF. For each
situation, the board members responded how the board would deal with this situation (i.e., in a
motivating or demotivating way). The development of these situations and corresponding
motivating or demotivating leadership styles was conducted by a panel of experts in SDT and
sport management. As an illustration, leadership styles related to a situation of the open system
model “The board learns that stakeholder groups such as volunteers, volunteer coaches … have
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expectations regarding the sports club's management” were “The board enters in dialogue with
the stakeholder groups and asks how the board can meet their expectations” (autonomysupportive), “The board answers specific questions regarding the current sports club's
management” (structuring), “The board uses strict language in order to make clear that they
should not express expectations” (controlling) and “The board does not undertake any action
and hopes that all stakeholder groups remain satisfied” (chaotic).
Other situations included in the questionnaire were “The board establishes a business
plan” (rational goal model), “The board organizes a meeting to evaluate the sports club's
activities” (internal process model), and “There is tension between important stakeholders (such
as volunteer coaches, volunteers, members …) in the sports club” (human relations model). For
each of these vignettes, 4 to 10 types of leadership behaviors of the board were described
resulting in a total of 119 different items, with separate items corresponding to an autonomysupportive (n = 32), a structuring (n = 33), a controlling (n = 25) or a chaotic (n = 29) leadership
style. For each of the items, board members were asked to indicate to what extent the leadership
behavior described what the board would do in that specific situation by rating a 7-point Likert
scale, ranging from 1 (does not describe my board at all) to 7 (does describe my board extremely
well).
Based on a series of Multi-Dimensional Scaling (MDS) analyses (see Aelterman et al.,
2019) and content inspection of the items, we retained a minimum of 2 items relating to each
model of the CVF for the current study. The total number of items ranged from 8 items (a
structuring leadership style) to 10 items (an autonomy-supportive and a chaotic leadership
style). The internal consistencies of the four scales assessed by Cronbach’s Alpha were all
excellent and ranged from .81 (a controlling leadership style) to .87 (an autonomy-supportive
and a chaotic leadership style). The internal consistencies of the variables “a motivating
leadership style” (= .91) and “a demotivating leadership style” (= .88), consisting of an
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autonomy-supportive and structuring leadership style, and the controlling and chaotic
leadership style, respectively, were also excellent.

Plan of Analysis
Prior to the data analyses, we conducted a power analysis using SAS power and sample
size.
Next, descriptive statistics were calculated to provide an overview of the means and
standard deviations of all study variables, and correlations coefficients among these variables.
Repeated measures tests were conducted to analyze the differences between (the means of)
these variables.
Finally, hierarchical regression analyses (SPSS version 25) were conducted, with
volunteers capacity (as perceived by board members) serving as the dependent variable, age,
sex and number of years active as board members as covariates, and the management processes
related to the CVF models and motivating and demotivating leadership styles (as perceived by
board members) as predictors. The covariates, predictors, and interactions effects were entered
into the regression model in three steps.
In the first step, individual characteristics of the board members, that is age, sex, and the
number of years active as a board member, were inserted in the model as covariates.
Subsequently, in the second step, the predictors (i.e., the management processes,
motivating leadership style, and demotivating leadership style) were added to the regression
model. Since the variables in the regression model were sum scores of the management
processes related to the four CVF models and (de)motivating leadership styles, we also relied
on bivariate correlations to investigate how each CVF model and (de)motivating leadership
style related separately to volunteers capacity.
In the third step, we examined two-way interactions between the management processes
and board members' motivating or demotivating leadership style. We also explored an
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interaction effect between the motivating and demotivating leadership style by adding this
interaction variable to the model. In this step, we also checked for multicollinearity using
variance inflation factors (VIF). The level of significance was for all statistical analyses defined
as lower than .05.
In a set of supplementary analyses, we also tested whether there were issues of common
method variance, hereby relying on the Harman’s one-factor test (Podsakoff et al., 2003). All
self-report indicators used to measure the independent and dependent variables were entered
into an exploratory factor analysis, using unrotated principal axis factoring analysis to
determine the number of factors that are necessary to account for the variance in the variables.
If a substantial amount of common method variance is present, either (a) a single factor will
emerge from the factor analysis, or (b) one general factor will account for the majority of the
covariance among the variables. Moreover, all variables were loaded on one factor to examine
the fit of the confirmatory factor analysis model. If common method variance is largely
responsible for the relations among the variables, the one-factor CFA model should fit the data
well. To evaluate the fit of the model being tested, the Comparative Fit Index (CFI); the Root
Mean Squared Error of Approximation (RMSEA) and the Standardized Root Means Square
Residual (SRMR) were selected, with values above .90 for CFI, close to .06 and below for
RMSEA, and close to .09 and below for SRMR indicating an acceptable fit (e.g., Kline, 2005).

Results
An a priori power analysis indicated that with a desired power of .80, an alpha level of
.05, an estimated effect size of .40, and a total of eight predictors (including covariates and
interactions; full model, see Figure 1), we would need a sample of at least 128 participants. The
current sample size meets this requirement. A post hoc power analysis further indicated that
with the current sample size of 153 board members, considering an alpha level of .05, eight
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included predictors, and R²= .40, the current set of regression analyses yielded sufficient power
(i.e., 0.88) to detect significant effects.
Table 2 shows the means, standard deviations, and correlations among all variables. A
repeated measures test revealed significant differences between the human relations model and
the internal processes model (F(1,152)=6.72, p<.05), revealing that board members scored
higher on the human relations model (M = 5.59; SD = 1.12) than on the internal process model
(M =5.37; SD = 1.14). No other differences between the management processes were found. In
addition, repeated measures analyses revealed differences between the motivating leadership
styles (F(1,152)=66.52, p<.001), and demotivating leadership styles (F(1,152)=41.40, p<.001)
with board members indicating that they perceived their leadership style as more autonomysupportive (M = 5.47; SD = 0.80) than structuring (M = 5.01; SD = 0.95), and more controlling
(M = 2.75; SD = 0.92) than chaotic (M =2.27; SD = 0.89).
Next, we proceeded with hierarchical regression analyses (see Table 3). First, we entered
gender, age, and the number of years active as a board member as covariates in the regression
model. These variables did not significantly relate to volunteers capacity. R² was not significant.
In the second step, we added the predictors management processes, motivating (leadership)
style, and demotivating (leadership) style to the regression model. These variables contributed
to the explanation of the variance in volunteers capacity (R² change= 0.37, p<.001). The results
revealed, in line with hypothesis 1, a significant positive relation between the management
processes and volunteers capacity (β=0.48, p<.001).
Bivariate correlations further revealed that the management processes of each of the
four CVF models were significantly related to volunteers capacity, which was (also) consistent
with hypothesis 1.
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Table 2: Descriptive statistics and correlations among study variables (valid N for all variables = 153)

Variables

M

SD

1. Volunteers capacity

5.00

0.95

2. Open System

5.44

0.99

.43**

3. Rational Goal

5.47

1.35

.50** .52**

4. Human Relations

5.59

1.12

.39** .48** .52**

5. Internal Processes

5.37

1.14

.60** .63** .68** .55**

6. Autonomy Support

5.47

0.80

.37** .43** .32** .42** .47**

7. Structure

5.01

0.95

.56** .52** .65** .60** .68** .69**

8. Control

2.75

0.92

.06

9. Chaos

2.27

0.89

-.37** -.37** -.45** -.41** -.46** -.55** -.59** .47**

10. Management Processes 5.45

0.93

.60** .80** .81** .76** .90** .51** .75** .07

-.51**

11. Motivating styles

5.26

0.79

.51** .51** .52** .55** .62** .92** .91** -.17*

-.62** .68**

12. Demotivating styles

2.50

0.77

-.19*

1

2

.04

-.20*

3

.09

4

.05

5

.06

6

7

8

9

10

11

12

-.31** -.00

-.22** -.22** -.24** -.50** -.36** .85** .87** -.27** -.47**

*p<.05; **p< .01
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Table 3: Hierarchical regression model predicting volunteers capacity

Volunteers capacity
Step 1
Step 2
B (S.E.)
β
B (S.E.)
4.77 (0.34)
1.01 (0.67)
0.28 (0.16)
0.14 0.07 (0.14)
0.00 (0.01)
0.03 0.00 (0.01)
0.00 (0.01)
0.02 -0.01 (0.01)
0.49 (0.09)***
0.24 (0.12)*
0.05 (0.09)

β
Intercept
Gender
0.04
Age
-0.03
Years board member
-0.07
Management processes (MP)
0.48***
Motivating styles (MS)
0.20*
((MP)
Demotivating styles (DS)
0.04
MP*MS
styles (NT)
MP*DS
MS*DS
R²
0.02 (.95)
0.39 (0.76)***
R² change
0.37***
F(df)
0.98 (3,149)
15.20 (6,146)***
MP = management processes; MS = motivating styles; DS = demotivating styles
*p<.05; **p< .01; ***p<.001

Step 3
B (S.E.)
0.81 (0.70)
0.06 (0.14)
0.00 (0.01)
-0.01 (0.01)
0.53 (0.10)***
0.25 (0.12)*
0.03 (0.10)
0.08 (0.10)
0.00 (0.13)
-0.05 (0.13)
0.39 (0.76)***
0.00
10.32 (9,143)***

β
0.03
-0.03
-0.08
0.52***
0.21*
0.02
0.09
0.00
-0.04

Furthermore, a motivating leadership style was, as hypothesized, significantly positively
related to volunteers capacity (β= 0.20, p <.05; hypothesis 2a). Bivariate correlations indicated,
(also) consistent with hypothesis 2a, that both an autonomy-supportive and a structuring
leadership style were positively related to volunteers capacity. In contrast, our data did not
provide support for hypothesis 2b as a demotivating leadership style was not significantly
related to volunteers capacity, although a chaotic leadership style correlated negatively with
volunteers capacity.
In the third step, we added two-way interactions between the management processes
and motivating or demotivating leadership style to the regression model. However, these
interaction effects were not statistically significant. As such, neither hypothesis 3a nor
hypothesis 3b were confirmed. We also explored the interaction effect between the motivating
and demotivating leadership style. Yet, this interaction effect was not significant. The
associations between the management processes and a motivating leadership style, and
volunteers capacity remained significant, as in the previous step. The VIFs of all independent
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variables were <2, revealing that multicollinearity was not an issue in our model (Hair et al.,
2014).
In a set of supplementary analyses, common method bias was examined using Harman's
single factor test. After performing an exploratory factor analysis on all 67 items, 16 factors
with eigenvalues near or greater than one emerged and no single factor accounted for more than
26% of the variance. When the number of factors was held fixed at one, this factor accounted
for 26% of the variance. Thus, no general factor was apparent. Moreover, the confirmatory
factor analysis showed that the single-factor model did not fit the data well, 2(2144)= 5527..84,
p<.001; RMSEA=.10; CFI=.43; SRMR=.11. These results indicated that common method
variance was not of great concern and thus unlikely to confound the interpretations of the
results.

Discussion
The optimization of volunteers capacity is a central issue in many all-volunteer
nonprofit organizations (e.g., Balduck et al., 2015; Bartram et al., 2017). In this paper, we
investigated the importance of implementing professional management and leadership practices
in all-volunteer nonprofit organizations. Specifically, we investigated the relation between
management processes related to the CVF models and (de)motivating leadership styles (that is,
the way these management processes are installed), and volunteers capacity.

The Role of Management Processes Related to the CVF models in All-Volunteer Nonprofit
Organizations
First, this study contributes to the nonprofit management literature by examining the
associations between the volunteer leaders' reliance on management processes related to the
CVF models (i.e., internal process model, human relations model, open system model, and
rational goal model), and volunteers capacity in all-volunteers nonprofit organizations. The
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results of the hierarchical regression analysis revealed a positive relation between (the sum
score of) the management processes related to the four CVF models and volunteers capacity.
Furthermore, the correlational results showed that the management processes related to the four
models of the CVF were independently and strongly positively related to the organization's
volunteers capacity, testifying to the importance of each of them. As such, whereas previous
research revealed the importance of effective human resources practices in all-volunteer
nonprofit organizations (e.g., Alfes et al., 2017), our findings showed that it is important for
volunteer leaders in all-volunteer organizations to focus on management processes related to
all four CVF models in order to optimize their organization's volunteer capacity.
In addition, the descriptive results revealed that volunteer leaders in our study (i.e., the
board) implemented the management processes of the four CVF models to a large degree, with
average scores of 5.37 or higher (on a 7-point scale). This finding indicated that the boards in
ambitious sports clubs, although consisting of volunteer board members who often take on the
leading role without prior training or experience, can implement professional management
practices in their sports club. When the management processes of the different models were
compared to each other, we found that board members more strongly agreed that the board
recognized volunteers, stimulated them to follow courses, and involved them in the
organization's management (i.e., management processes of the human relations model), when
compared to spending attention to internal processes such as developing a clear communication
plan, monitoring actions or evaluating their procedures (i.e., management processes of the
internal process model). This is essential as in our study the strongest bivariate relations were
found between the management processes related to the internal process model and volunteers
capacity. Together, these findings suggested that, in this specific case, it might be opportune to
pay more attention to effective internal processes.
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The Role of Volunteer Leaders' (De)Motivating Leadership Styles in All-Volunteer
Nonprofit Organizations
This study further contributes to nonprofit management and leadership literature by
studying the relations between volunteer leaders' reliance on (de)motivating leadership and
volunteers capacity in all-volunteer nonprofit organizations, hereby adopting an integrated and
comprehensive approach. Specifically, we relied on SDT to study the association between both
motivating leadership styles (i.e., an autonomy-supportive leadership style and a structuring
leadership style) and demotivating leadership styles (i.e., a controlling and a chaotic leadership
style), and volunteers capacity.
In line with our hypothesis and SDT (Deci & Ryan, 2000), a motivating leadership style
was positively related to volunteers capacity. Furthermore, bivariate associations between both
an autonomy-supportive and a structuring leadership style and volunteers capacity were
significant, underscoring the importance of both styles.
Our findings were consistent with other SDT studies in a volunteering context
characterized by limited hierarchical power and more intermittent interactions (e.g., Allen &
Bartle, 2014; Oostlander et al., 2014). These studies revealed a positive relation between
motivating leadership styles, and more specifically an autonomy-supportive leadership style,
and positive volunteer outcomes such as volunteers' motivation (Oostlander et al., 2014),
engagement (Allen & Bartle, 2014), and job satisfaction (Oostlander et al., 2014).
Furthermore, the descriptive results revealed that the volunteer leaders in our study, that
is the board, effectively relied on both an autonomy-supportive leadership style and a
structuring leadership style, with average scores of 5.01 or higher (on a 7-point scale). These
findings indicated that, even though the board interacts closely with other volunteers in the
organization, they can rely on effective leadership styles in their interaction with these
volunteers. These results were in line with studies of Catano et al. (2001) and Posner (2015),
which revealed that volunteer leaders in respectively voluntary service organizations and
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national youth sports organizations found it essential and necessary to engage in leadership
behaviors, often even more than paid leaders. Yet, board members did more strongly agree that
the board relied on an autonomy-supportive style when compared to a well-structured style.
Since a structuring leadership style related more strongly to volunteers capacity, it might be
effective to try to enhance the board’s reliance on a structuring leadership style.
The results regarding the demotivating leadership styles were inconsistent with our
hypothesis and previous research (see Sheptak & Menaker, 2016) since they revealed that a
demotivating leadership style was unrelated to volunteers capacity. However, the bivariate
results indicated that, while a controlling leadership style did not relate to volunteers capacity,
a chaotic leadership style correlated negatively with volunteers capacity. This finding
confirmed that the presence of structure, as well as the absence of chaos, play a crucial role in
the management of all-volunteer nonprofit organizations. Yet, adopting an effective structuring
leadership style is a challenging task for volunteer leaders as they probably know the volunteers
very well, or (in member-based organizations) may rely on their vote to be elected as (one of
the) leader(s) of the organization. Furthermore, leaders have to keep in mind that volunteers
freely devote substantial amounts of their time and energy to helping them accomplish the
organization's mission. Therefore, volunteer leaders might be more comfortable adopting a
passive, conflict-avoidant leadership approach. However, our results suggested that the
ambiguity created by this approach might be counter-productive. It is therefore important that
volunteer leaders rely on structuring strategies such as setting clear expectations and explaining
the organization's situation, even when they would feel uncomfortable doing so.

The Synergy Between Management Processes and Leadership Styles
Finally, this study makes a contribution to existing nonprofit management and
leadership literature by investigating the potential synergetic effect between volunteer leaders'
reliance on management processes of the CVF models and a motivating or demotivating
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leadership style in all-volunteer nonprofit organizations. However, we did not find any
synergetic effects between the management processes of the CVF models and leadership styles,
which is inconsistent with hypotheses 3a and 3b. Also the interaction effect between the
motivating and demotivating leadership was insignificant. Overall, these findings suggested
that both the management processes and a motivating leadership style were uniquely related to
volunteers capacity in all-volunteer nonprofit organizations, and that the leadership styles did
not necessarily enhance the positive association of the CVF-related management processes with
volunteers capacity and vice versa.

Practical Implications
Our research revealed that the volunteer leaders (i.e., the board) adopted the
management processes outlined in the CVF (Quinn & Rohrbaugh, 1981), and motivating
leadership styles as distinguished within SDT (Deci & Ryan, 2000) to a large degree already.
Indeed, although leaders in our study operated in a context driven by volunteer work, they relied
on professional management and leadership skills in order to effectively manage their
organization. Yet, our findings also suggested that there is still room for volunteer leaders to
pay more attention to the management processes related to the internal process model and a
structuring leadership style. Volunteer leaders can do so in several ways. They can establish an
internal and external communication plan, monitor the progress of actions that have been set
out, and conduct an annual assessment of the organization's operations (i.e., internal processes).
Furthermore, volunteer leaders can adopt a structuring leadership style by providing an agenda
with clear objectives to effectively organize meetings, and by evaluating goals together with
other board members or volunteers. They can provide help, assistance, and feedback to
volunteers, and communicate step-by-step directions and expectations in a clear and transparent
way when a mission, vision; and goals are established. However, the challenge is probably to
do this in a balanced way as our findings revealed that all four management approaches of the
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CVF models and motivating leadership styles were important. Furthermore, prior research has
shown that too much structure (i.e., bureaucratic order, rules, and regulations) may lead to a
lower level of job satisfaction (Lund, 2003). It is thus an important but difficult task for
volunteer leaders in all-volunteer nonprofit organizations to focus on different management
approaches, while engaging in a motivating leadership style.

Limitations and Future Research Directions
The first limitation of the present study was the cross-sectional design, precluding to
draw causal conclusions. Longitudinal and intervention studies, in which board members are
trained to more effectively implement management processes, while relying on a motivating
leadership style may shed light on the causal-effect relations.
A second limitation is related to the specific nature of this sample, which consisted of
ambitious membership-based sports clubs. Although we suggested in this study that the results
were relevant for all-volunteer nonprofit organizations, future research might replicate this
study in less ambitious all-volunteer organizations that are just content with their current
situation. Furthermore, it is interesting to further explore leadership in various volunteering
contexts, with differences between membership-based nonprofit organizations and nonmembership-based nonprofit organizations requiring special attention. In addition, future
studies might conduct this study in other geographical locations and/or explore differences
between geographical contexts. For instance, dissimilarities between European all-volunteer
nonprofit organizations, in which team leadership may be more dominant, and American allvolunteer nonprofit organizations, in which individual leadership may be more important, are
worthy of further investigation. Moreover, we urge scholars to look further into differences
between leadership in all-volunteer nonprofit organizations and paid staff-dominated
organizations.
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Third, data on all study variables were gathered with self-reported measures of board
members, hence same-source bias might be an issue (Podsakoff et al., 2003). In order to test for
possible common method bias, we conducted a Harman single-factor test, which suggested that
common method bias was not of great concern. Furthermore, we followed the suggestions of
Podsakoff et al. (2003) regarding anonymity, reduction of evaluation apprehension, and
randomized question order. Despite these considerations, board members may have
overestimated their management skills and their motivating leadership style. Future research
could collect data from other stakeholder groups such as coaches, members, and volunteers to
identify potential discrepancies through triangulation.
Fourth, it is important to note that the Board of Directors was considered a leadership
entity, with board members reporting on the leadership style of the board as an entity. Yet, we
acknowledge that board members can contribute differently to the leadership of the board, an
issue future research might focus on.
Fifth, since our study was based on the board members' perceptions of organizationlevel variables, that is the board's reliance on management processes and leadership styles, and
the sports club's volunteer capacity, it is also interesting for future studies to build further on
the concepts we introduced in this study and examine relations at the between-organizations
level rather than at the within-individuals level. This would require a sample of at least 100
sports clubs (see Maas & Hox, 2005).
Sixth, an important finding of this study was that the management processes related to
the four CVF models were significantly and strongly intercorrelated. However, we did not
examine, as theory predicts (Quinn & Rohrbaugh, 1981), whether board members experience
the four CVF models as conflicting, which is an issue future research may shed a light on.
Finally, in this study, we introduced SDT as a comprehensive leadership theory that may
conceptually overlap with common leadership theories such as transformational/transactional
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theory and servant leadership theory. In future research, it might be interesting to empirically
investigate the similarities and differences between these theories.

Conclusion
Many all-volunteer nonprofit organizations are challenged to increase their volunteers
capacity (e.g., Balduck et al., 2015). In this study, we examined important correlates of
volunteers capacity. We adopted hereby a comprehensive approach by investigating the role of
volunteer leaders' reliance on both essential management processes and leadership styles for
volunteers capacity. To this end, we relied on two validated theoretical frameworks, namely the
Competing Values Framework and Self-Determination Theory respectively. Our results
revealed that it is crucial for volunteer leaders in all-volunteer nonprofit organizations to focus
on the different management processes related to the CVF models. Findings also showed that
when implementing these important management processes, volunteer leaders can try to rely
on an autonomy-supportive and a structuring leadership style. This study serves as an initial
step to get a more comprehensive insight into the relations between important processes and
volunteers capacity in all-volunteer nonprofit organizations. Implementing the insights of this
study in all-volunteer nonprofit organizations may help these organizations enhance their
volunteers capacity.
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The Role of Volunteer Board Members’
Motivating and Demotivating Style in Relation to
Volunteers’ Motives To Stay Volunteer

This study is based on De Clerck, T., Willem, A., Aelterman, N., & Haerens, L. (2019).
Volunteers managing volunteers: The role of volunteer board members’ motivating and
demotivating style in relation to volunteers’ motives to stay volunteer.
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Chapter 3
Abstract
Against the background of declining volunteering rates in nonprofit and voluntary
organizations, this study examined the relationship between the volunteer board members'
(de)motivating style and factors that influence volunteers' motives to stay volunteer, i.e.,
volunteers' motivation and group-task cohesion. To this end, this study adopted SelfDetermination Theory. Relying on the perceptions of 231 volunteers in 31 nonprofit and
voluntary sports clubs, the results indicated that the volunteers' perceptions of the board
members’ motivating style was positively related to volunteers’ autonomous motivation and
perceived group-task cohesion via experienced need satisfaction (i.e., a bright pathway),
whereas the board members' perceived demotivating style was related to controlled motivation
and amotivation via experienced need frustration (i.e., a dark pathway). Implications for
volunteers' management are illustrated with concrete examples.
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Introduction
Many nonprofit and voluntary organizations including sports clubs (Wicker & Breuer, 2013),
human services agencies (Jamison, I. B., 2003), and public charities (Hager & Brudney, 2011)
are confronted with a low retention of volunteers. This low retention is partially due to
evolutions in society, such as an aging population and growing individualism (Wicker &
Breuer, 2013). Yet, also factors within the context of the organization may impact volunteers’
intention to stay volunteer, such as volunteers' motivation (Ferreira et al., 2015) and perceived
cohesion around their tasks and objectives (i.e., group-task cohesion; Doherty & Carron, 2003).
The question arises then as to how board members in nonprofit and voluntary
organizations, who are volunteers responsible for managing the organization's activities, can
take up the challenge to enhance (other) volunteers' motivation and group-task cohesion.
Whereas early research in nonprofit and voluntary organizations has emphasized the role of
effective and cognitive management processes such as strategic planning (Balduck et al., 2010),
it is increasingly assumed that, in order to increase volunteers' motivation and group-task
cohesion, board members also need to rely on human skills (i.e., a motivating style; e.g.,
Balduck et al., 2010; Nancini et al., 2016). Yet, to our knowledge, little research has focused
on the impact of a volunteer board members' (de)motivating style in a volunteering context.
Therefore, the central aim of this study is to offer a comprehensive and integrative
analysis of the relation between the motivating and demotivating style volunteer board members
rely on in nonprofit and voluntary organizations, and volunteers' quality of motivation and
group-task cohesion.
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The Roles of Volunteer Board Members
Since board members are ultimately responsible for the affairs and conduct of nonprofit
and voluntary organizations, various studies have investigated their key roles and
responsibilities, which include establishing a mission and vision, developing an overall strategy
and long-term plans, setting a financial policy, setting a policy from which paid staff and
volunteers can deliver services, and developing funds and collaborations (e.g., Brown & Guo,
2010; Inglis et al., 1999; Renz & Herman, 2016). Yet, since board members rely heavily on
other volunteers to carry out many of these roles (Renz & Herman, 2016), it is increasingly
assumed that board members, even though they are (almost always) volunteers themselves,
have the important task of motivating other volunteers in the organization and stimulating them
to achieve common goals (Balduck et al., 2010; Grabowski et al., 2015; Nencini et al., 2016;
Renz & Herman, 2016). To illustrate, Balduck et al. (2010) revealed that board members should
not only possess the cognitive competencies to develop a mission and vision, but should also
be responsive to others' needs and feelings, and be able to manage effective relationships in the
organization. Similarly, Nencini et al. (2016) suggested that, apart from management skills (i.e.
the ability to meet organizational objectives and deliver on stated objectives), the support that
board members offer to volunteers, the degree to which they allow involvement of volunteers
in decision making, and the quality of board members' relationships with volunteers are equally
important in terms of fostering volunteer motivation. Although in some larger nonprofit and
voluntary organizations, volunteer board members may share these motivating roles and
responsibilities with paid executives (Oostlander et al., 2014; Renz & Herman, 2016), it can be
suggested that the motivating style of volunteer board members requires special attention as
they often take on the only leading role in nonprofit and voluntary organizations without prior
training or experience (Gazley & Dignam, 2008). Therefore, we focused on the board members'
(de)motivating style in Flemish nonprofit and voluntary sports organizations that, like many
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sports organizations in continental Europe (Nagel, 2017), UK (Nichols et al., 2005), and USA
(Posner, 2015), and other nonprofit and voluntary organizations such as charitable
organizations (Farmer & Fedor, 2001), and grassroots associations (Toepler, 2003), work
without paid executives (and thus rely on volunteer board members to lead the organization).
Specifically, we offer a fine-grained insight into the motivating and demotivating styles board
members of nonprofit and voluntary organizations can adopt, and their relation with volunteers'
motivation and cohesion.

Volunteers' Quality of Motivation and Group-Task Cohesion: A Self-Determination
Theory approach
In this study, we followed the suggestion of Allen & Bartle (2014) and Bidee et al.
(2013) that Self-Determination Theory (SDT; Deci & Ryan, 2000; Ryan & Deci, 2017) is a
viable theory for examining human motivation in a volunteering context. SDT distinguishes
between intrinsic motivation, extrinsic motivation, and amotivation. Intrinsic motivation
represents the archetype of autonomous motivation and refers to the involvement in an activity
out of interest and enjoyment (Ryan & Deci, 2017). When extrinsically motivated, people
engage in an activity for reasons that are external to the activity itself. Yet, they can still be
autonomously motivated when the reasons for putting effort into an activity are still volitional,
and they recognize the importance of their behavior and its congruence with their personal goals
and identities (i.e., identified regulation; e.g., Bidee et al., 2013; Ryan & Deci, 2017).
Furthermore, it is argued in SDT that introjected and external regulation are more controlled
forms of extrinsic motivation because people experience pressure to engage in an activity,
coming from themselves (e.g., avoiding feelings of guilt) or from others (e.g., avoiding a
punishment), respectively. But people may also lack any intentionality to act, which is referred
to as amotivation (Ryan & Deci, 2017).
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The distinction between autonomous motivation, controlled motivation, and
amotivation is important because they relate differentially to volunteer outcomes. Specifically,
autonomously motivated volunteers have been shown to be more willing to continue
volunteering (Wu et al., 2016), more engaged (Haivas et al., 2013), and more dedicated to their
volunteer work (Bidee et al., 2013). In contrast, controlled motivated and amotivated volunteers
had heightened intentions to stop their volunteer work (Stukas et al., 1999). Although not
examined in the specific context of volunteer work, studies involving sports teams have shown
that the quality of motivation also mattered in terms of experienced group-task cohesion
(Halbrook et al., 2012), an important outcome in the current study as it has revealed to be an
important predictor of intentions to remain volunteer (Doherty & Carron, 2003).

Basic Psychological Needs and The Role of (De)Motivating Styles of Volunteer Board
Members
Given the multiple advantages of autonomous motivation for individuals’ functioning
in nonprofit and voluntary organizations, an important question is then how volunteer board
members can foster autonomous motivation among volunteers in their organization. At the heart
of SDT are the three basic psychological needs for autonomy, competence, and relatedness. The
need for autonomy refers to a sense of volition and the ability to behave in line with one's own
values, beliefs, and preferences. The need for competence refers to feeling effective in
achieving desired outcomes. The need for relatedness refers to the experience of love and care
from other social groups (Ryan & Deci, 2017). Whereas the satisfaction of these three basic
needs predicts adaptive outcomes such as autonomous motivation, it is increasingly suggested
that an absence of need satisfaction does not necessarily entail the presence of need frustration
and thus maladaptive outcomes (Vansteenkiste & Ryan, 2013). Indeed, SDT argues that
people’s malfunctioning and ill-being, including controlled motivation and amotivation, are the

145

Chapter 3
result of distinctive experiences of pressure (i.e., autonomy need frustration), inferiority and
failure (i.e., competence need frustration), and loneliness and alienation (i.e., relatedness need
frustration).
Research in nonprofit and voluntary organizations confirmed these SDT postulations,
pointing to the importance of volunteers' need satisfaction for autonomous motivation (Haivas
et al., 2014), and need frustration for volunteers' ill-being and malfunctioning (Bidee et al.,
2016).
Furthermore, apart from having different outcomes, SDT indicates that need satisfaction
and frustration are being influenced by differential interpersonal styles, with need satisfaction
being primarily predicted by motivating interpersonal styles (i.e., an autonomy-supportive
style, a structuring style, involvement), and need frustration primarily by demotivating
interpersonal styles (i.e., a controlling style, a chaotic style, rejection). According to SDT, a
board member who adopts an autonomy-supportive style tries to better understand and nurture
volunteers' interests, values, and preferences by adopting a curious, open, and flexible attitude
(Aelterman et al., 2019; Ryan & Deci, 2017). Specifically, when being autonomy-supportive,
board members rely on practices such as encouraging volunteers’ initiatives, creating
opportunities to provide input, acknowledging expressions of negative affect, providing choices
and meaningful rationales, and using invitational language (Aelterman et al., 2019; Bidee et. al,
2013). When being controlling, on the other hand, board members exert pressures on volunteers
to act, feel, and think in a specific, prescribed way by relying on either externally controlling
practices, such as threatening and yelling (Bartholomew et al., 2011), and the use forceful and
commanding language (Assor et al., 2005), or internally controlling strategies such as guiltinduction and shaming (Soenens & Vansteenkiste, 2010).
When board members provide structure to volunteers, they adjust activities to their
competencies and give support so that volunteers feel competent to master these activities
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(Aelterman et al., 2019; Ryan & Deci, 2017). They can do so by communicating clear
expectations and guidelines, providing step-by-step directions, offering challenging tasks,
expressing confidence, and providing positive and constructive feedback (Aelterman et al.,
2019; Bidee et. al, 2013). In contrast, when being chaotic, board members hinder volunteers'
competence development by failing to adjust instructions to their developmental pace and
growth potential (Aelterman al., 2019; Ryan & Deci, 2017). A chaotic style is associated with
permissiveness and a laissez-faire approach (Aelterman et al., 2019).
Finally, when being involved, board members spend a considerable amount of time,
energy, and resources in volunteers and interact with them in a warm and friendly fashion (Ryan
& Deci, 2017). On the other hand, when being relatedness-rejective, board members interact
with volunteers in an unfriendly and cold way (Ryan & Deci, 2017).
An abundant amount of SDT research has tested the effects of motivating interpersonal
styles in a volunteering context, relating an autonomy-supportive style to volunteers' need
satisfaction (Gagné, 2003; Haivas et al., 2012; Oostlander, 2014), autonomous motivation
(Haivas et al., 2012; Oostlander, 2014), engagement (Allen & Bartle, 2014; Van Schie et al.,
2015), and job satisfaction (Oostlander, 2014).

Understanding the Effects of Volunteer Board Members' (De)motivating styles on
Volunteers’ Behaviors and Attitudes: A Fine-Grained and Comprehensive Approach
Our literature review revealed that substantial progress has been made to understand the
effects of motivating interpersonal styles on important volunteers’ outcomes. Yet, a finegrained and comprehensive approach of the effects of (de)motivating interpersonal styles in
nonprofit and voluntary organizations, which is crucial to understand which concrete styles
volunteer board members, who often lack professional background or experience, can rely on

147

Chapter 3
or should refrain from, is currently lacking. Specifically, we identified four gaps and
understudied issues in the extant literature.
First, the majority of SDT studies on motivating interpersonal styles in a volunteering
context focused exclusively on the effects of an autonomy-supportive style, thereby neglecting
the role of a structuring style and involvement. In the current study, we take SDT literature one
step forward by not only focusing on an autonomy-supportive style, but also on a structuring
style. We chose to focus on a structuring style rather than involvement because SDT
acknowledges that involvement displays some overlap with an autonomy-supportive style (see
Ryan & Deci, 2017, p. 448), making the necessity to examine a structuring style in addition to
an autonomy-supportive style more pressing and urgent.
Second, research in the volunteering context has largely ignored the role of demotivating
interpersonal styles in predicting volunteers' outcomes, even though the simultaneous
assessment of motivating and demotivating interpersonal styles has shown to be critical to better
understand their relationship with volunteers’ behaviors (e.g., Bartholomew et al., 2011; Gillet
et al., 2012; Haerens et al., 2015). Specifically, these prior studies in the context of (physical)
education (Haerens et al., 2015; Jang et al., 2016), paid work (Gillet et al., 2012), and sports
(Bartholomew et al., 2011) revealed the existence of a dual-process model, with a path from a
motivating interpersonal style to optimal outcomes via need satisfaction (i.e., the bright
pathway), and a pathway from a demotivating interpersonal style to maladaptive outcomes via
need frustration (i.e., the dark pathway). The existence of such a dual-pathway in nonprofit and
voluntary organizations has not been examined yet.
Third, although previous research has pointed to the importance of group-task cohesion
for volunteer teams (Doherty & Carron, 2003), most prior studies on group-task cohesion were
situated in sports teams (e.g., Jowett, 2004; Pescosolido & Saavedra, 2012), indicating that a
motivating coaching style and experienced need satisfaction were important contributing
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factors to the perceived sports teams’ group-task cohesiveness (e.g., Jowett, 2004; Pescosolido
& Saavedra, 2012).
Fourth, previous studies in nonprofit and voluntary organizations used generic scales
such as the Work-Climate Scale to measure motivating interpersonal styles (e.g., Allen &
Bartle, 2014; Gagné, 2003; Haivas et al., 2012; Oostlander et al., 2014), which include items
that are formulated in such a generic way that it remains challenging to translate the findings
into concrete practical recommendations. In this study, we filled this void by using a situationspecific questionnaire (also see Aelterman et al., 2019), which allows for a more detailed insight
into the board members' (de)motivating style in a broad variety of concrete management
situations. In order to select relevant management situations, we relied on the Competing
Values Framework (CVF; Quinn & Rohrbaugh, 1981), a comprehensive, theoretical model that
has been often used in the nonprofit sector (Herman & Renz, 2008). The CVF proposes that the
effective board members successfully deal with a) the tension between a focus on the
development of the people within the organization (i.e., internal focus), and a focus on the
development of the organization itself (i.e., external focus), and b) the tension between the
implementation of stable processes and a flexible attitude towards opportunities (Quinn &
Rohrbaugh, 1981). As such, the CVF-model is built around two competing axes, that is, a
horizontal axis, which represents the internal focus versus external focus dimension, and a
vertical axis, which relates to the stability versus flexibility dimension. The intersection of these
two axes corresponds to four main management approaches: internal process model (internal,
stable), human relations model (internal, flexible), open system model (external, flexible), and
rational goal model (external, stable). For this study, we created a minimum of one situation
related to each of these models, in relation to which board members' (de)motivating styles were
measured (see Measures).
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The Present study
In the present study, we aimed to tackle these gaps and understudied issues by
simultaneously assessing the relationship between volunteers' perceptions of the volunteer
board members' motivating styles (i.e., an autonomy-supportive and a structuring style) and
demotivating styles (i.e., a controlling and chaotic style), volunteers' need satisfaction and
frustration, motivation and group-task cohesion. In this study, we focused specifically on
nonprofit and voluntary sports clubs. Congruent with previous research suggesting the
existence of a dual-process model (e.g., Bartholomew et al., 2011; Gillet et al., 2012; Haerens
et al., 2015), it was expected that perceived board members' motivating style would be primarily
related to volunteers' autonomous motivation via volunteers' experiences of need satisfaction,
with autonomous motivation in turn relating to group-task cohesion (i.e., the bright pathway),
while perceptions of a board members' demotivating style would primarily relate to volunteers'
controlled motivation and amotivation via volunteers' experienced need frustration (i.e., the
dark pathway; see Figure 1).

Figure 1: Hypothesized model
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Furthermore, in line with previous research (Gillet et al., 2012; Haerens et al., 2015), we also
examined asymmetrical relationships. However, we expected these cross-paths, if present, to
be less pronounced than the symmetrical paths (see Figure 1).
Finally, though not our primary focus, we examined whether intentions to volunteer
differed in terms of volunteers’ quality of motivation and group-task cohesion.

Method
Sample and Procedure
Data for our research were collected in Flemish nonprofit and voluntary sports clubs.
Like in most Western European countries, sports clubs in Flanders (Belgium) are fully driven
by volunteer work, having no paid staff or professional management, with board members
managing the sports club on a voluntary basis. Key characteristics of volunteerism in Flanders
reveal that approximately 336.000 volunteers are active in Flemish sports clubs, indicating that
the sports sector is the sector in which most volunteers are involved (27.6% of volunteers;
Thibault & Scheerder, 2018).
A convenience sample of 31 sports clubs responded to a call to participate in the current
study, which was launched in the monthly newsletter of the Flemish Sports Federation, the
umbrella federation of all Flemish sports federations. This sample included small clubs with
less than 100 members (3%), middle-sized clubs with between 100 and 250 members (29%,)
and large clubs with more than 250 members (68%).
In all 31 sports clubs, at least two (volunteer) coaches and two volunteers were involved
in the research. In total, 113 coaches (61% men; Mage = 37.80 years (SD = 15.09)) and 118
volunteers (52% men; Mage = 45.57 years (SD = 9.93)) participated in our study. Most coaches
and volunteers had been active in the sports club for many years (M = 11.18 years (SD = 9.58),
and M =7.42 years (SD = 7.94) respectively).
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Measures
Perceived Volunteer Board Members’ (De)Motivating Style
In order to measure the perceived volunteer board members' (de)motivating style, we
used a vignette-based questionnaire (for a similar format see the Situations-in-School
Questionnaire; Aelterman et al., 2019). More precisely, volunteers were presented with seven
specific management situations they may be confronted with. For the selection of relevant
management situations, we relied on the Competing Values Framework (CVF), thereby
covering the four models that are distinguished within this framework. Examples of situations
constituted “Volunteers have expectations regarding the sports club's management” (i.e., a
management situation related to the open system model), “Volunteers have a proposal to
improve the sports club's management” (i.e., a management situation related to the rational goal
model), “A meeting with volunteers is organized to evaluate the sports club's activities” (i.e., a
management situation related to the internal process model) and “Volunteers are not satisfied
with the sports club's management” (i.e., a management situation related to the human relations
model). Each situation was followed by different possible responses, and volunteers were asked
to indicate for each response to what extent the behavior described what the board would do in
that specific situation by rating a 7-point Likert scale, ranging from 1 (does not describe my
board at all) to 7 (does describe my board extremely well). These responses, representing board
members' autonomy-supportive, structuring, controlling, and chaotic styles, were drawn from
Self-Determination Theory (SDT). As an illustration, different responses to the situation “A
meeting with volunteers is organized to evaluate the sports club's activities” (internal process
model) were “The board creates opportunities for volunteers to provide input for the meeting”
(i.e., an autonomy-supportive style), “The board clarifies what the purpose of the meeting is so
that you know what to expect” (i.e., a structuring style), “The board decides for itself which
points will be discussed during the meeting” (i.e. a controlling style) and “The board does not
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spend a lot of time on the preparation of the meeting. After all, a lot of energy is lost.” (i.e., a
chaotic style). In total, the questionnaire consisted of 51 items, ranging between 5 and 10 items
per situation. To create an internally valid scale, a series of Multi-Dimensional Scaling analyses
were conducted (see Aelterman et al., 2019). Items that didn’t load on the theoretically
corresponding style were deleted, thereby striving for a minimum of one item of each style
tapping into a specific CVF model. Based on these analyses, 29 items were retained, with the
numbers of items ranging from 5 items (a structuring style) to 8 items (an autonomy-supportive
style, a controlling style, a chaotic style). The internal consistencies of the four scales assessed
by Cronbach’s Alpha ( were all good to excellent, ranging from .78 (a controlling style) to
.86 (an autonomy-supportive style).
Volunteers' Experiences of Need Satisfaction and Need Frustration
Volunteers' need-based experiences were measured with the validated Basic
Psychological Need Satisfaction Need Frustration Scale (BPNSNF, Chen et al., 2015), which
has been used in previous studies (e.g., Haerens et al, 2015). In this study, we used the stem “In
my sports club…”, followed by 12 items tapping into need satisfaction (= .89) and 12 items
into need frustration (= .87). Need satisfaction items included “I feel a sense of choice and
freedom in the things I undertake” (autonomy satisfaction - 4 items), “I feel I can successfully
complete difficult tasks” (competence satisfaction - 4 items), and “I feel that the people I care
about also care about me” (relatedness satisfaction - 4 items), while need frustration items were
“I feel forced to do many things I wouldn’t choose to do” (autonomy frustration - 4 items), “I
have serious doubts about whether I can do things well” (competence frustration - 4 items) and
“I feel that people who are important to me are cold and distant towards me” (relatedness
frustration - 4 items). For each of the items, volunteers were asked to indicate to what extent
these items describe their feelings in the sports club by rating a 7-point Likert scale, ranging
from 1 (does not describe me at all) to 7 (does describe me extremely well).
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Volunteers' Quality of Motivation
Autonomous and controlled motivation to volunteer were assessed with an adapted
version of the Academic Self-Regulation Scale (Ryan & Connell, 1989), which has been used
in previous work (e.g., Vansteenkiste et al., 2005; Vansteenkiste et al., 2009). Like in these
studies, we created composite scores for autonomous and controlled motivation by averaging
the subscales of intrinsic motivation and identified regulation, and introjected and external
regulation, respectively. We used the stem “I am a volunteer because …”, followed by 8 items
referring to autonomous motivation (e.g., “it is personally important to me”; = .88), and 8
items relating to controlled motivation (e.g., “I would feel guilty if I wouldn’t do so”; = .76).
Amotivation was measured relying on the Academic Motivation Scale (AMS; Vallerand et al.,
1992). We used the question “Why are you volunteer” followed by 4 items of the AMS (=
.76). The items were slightly reworded to better reflect the context of a volunteering sports club.
To illustrate, the item “Honestly, I don't know; I really feel that I am wasting my time in school”
was altered into “Honestly, I don't know why I am a volunteer; I really feel that I am wasting
my time at the sports club”. The scores on the 4 items of the AMS were averaged. For all the
items assessing volunteers' autonomous motivation, controlled motivation, and amotivation,
respondents were asked to indicate to what extent these items described their motives by rating
a 7-point Likert scale, ranging from 1 (does not describe me at all) to 7 (does describe me
extremely well).
Volunteers' Perceived Group-task Cohesion
Volunteers' perceived group-task cohesion was measured relying on the Group
Environment Questionnaire (GEQ; Carron et al., 1985), adapted to the context of volunteer
executive committees (Doherty & Carron, 2003). We used the stem “In my sports club”
followed by 5 items of the GEQ scale relating to group-task cohesion (= .91). Depending on
the respondent, the word “committee” was substituted by “coaches” or “volunteers” and slightly
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reworded, if necessary. As an illustration, the item “The committee is united in trying to reach
goals” was adapted to “Coaches are united in trying to reach goals” and “Volunteers are united
in trying to reach goals”, respectively. For all the items assessing group-task cohesion,
respondents were asked to indicate to what extent these items described their sports club by
rating a 7-point Likert scale, ranging from 1 (does not describe my sports club at all) to 7 (does
describe my sports club extremely well).
Volunteers' Intentions To Continue As Volunteer
A single item tapping into volunteers' intentions to continue as a volunteer was included
in our questionnaire. It included the stem “I want to continue volunteering for my sports club”
followed by three possible answers: “yes”, “maybe” or “no”.

Plan of analysis
Preliminary statistics provided an overview of the means and standard deviations of all
variables, and correlations coefficients among these variables. A multivariate analysis of
variance (MANOVA) was conducted to analyze whether the variables differed between
coaches and volunteers. Furthermore, a MANOVA was employed to determine whether
significant differences in motivation and group-task cohesion were present between volunteers
who planned to continue their volunteer work, those who doubt whether they would continue,
and those who planned to stop volunteering.
As for our primary analysis, a series of models was tested using Structural Equation
Modeling (SEM) with latent variables in Mplus. Prior to these SEM analyses, the latent
variables were checked for multicollinearity using bivariate correlations (see Table 1, section
Results). The correlation matrix indicated that an autonomy-supportive and a structuring style
(r= .74), and a controlling and chaotic style (r= .61), were highly intercorrelated. As high
intercorrelations may result in interpretation and estimation problems (Hair et al., 2014), we
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decided to create two new variables, labeled as a motivating style ( = .91) and a demotivating
style (= .87), which included items of an autonomy-supportive style and structuring style, and
a controlling and chaotic style respectively.
The final measurement model consisted of 8 latent variables (i.e., a motivating style, a
demotivating style, need satisfaction, need frustration, autonomous motivation, group-task
cohesion, controlled motivation, and amotivation) created through parceling techniques.
Parcels were created by combining stronger loading items with weaker loadings items from the
same scale. Only items with factor loadings higher than .40 were included. All variables were
represented by four parcels, except for controlled motivation and group-task cohesion.
Controlled motivation consisted, after removal of a weak loading item, of two 2-items parcels
and one three-item parcel. Group-task cohesion was composed of the five original items. The
internal consistencies of the parcels representing the same latent variable, assessed by
Cronbach’s alpha were good to excellent and ranged from .77 (controlled motivation) to .91
(need satisfaction).
Next, the theory-based models were tested. First, in a direct effects model, direct
relationships, both symmetrical and asymmetrical, between a motivating style and demotivating
style and the quality of motivation and group-task cohesion were investigated. Next, need
satisfaction and need frustration were included as potential mediators, thereby investigating
indirect effects. Furthermore, we also investigated whether the quality of motivation was in turn
related to group-task cohesion. In the final model, only statistically significant direct and
indirect relationships were retained, resulting in the most parsimonious and interpretable model.
To evaluate the fit of the models being tested, the Comparative Fit Index (CFI); the Root
Mean Squared Error of Approximation (RMSEA) and the Standardized Root Means Square
Residual (SRMR) were selected, with values above .90 for CFI, and below .06 for RMSEA and
.09 for SRMR indicating an acceptable fit (e.g., Kline, 2005)
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Results
Preliminary Analyses
Means, standard deviations, and correlations among study variables are presented in
Table 1. Bivariate correlations between age, sex, and the study variables were low and mostly
not significant. As for differences between coaches and volunteers, the results of a MANOVA
revealed that the multivariate effect of type of volunteer was significant, Wilks' Lambda= .77,
F(8,222)=8.79, p<0.001. Univariate tests showed that coaches were more autonomously
motivated (F(1,229)=15.31, p<0.001), yet also experienced more need frustration than
volunteers (F(1,229)=17.66, p<0.001), while volunteers were more controlled motivated
(F(1,229)=7.81, p<0.01) yet also experienced more group task-cohesiveness (F(1,229)=4.96,
p<0.05) than coaches. Based on these differences, we controlled for the type of volunteer in our
SEM analyses. Furthermore, a MANOVA was employed to determine whether significant
differences in volunteers' motivation and group-task cohesion were present between volunteers'
intentions to stay volunteer. The multivariate effect was significant, Wilks' Lambda= .85, F
(10,446)=4.48, p<.001). Univariate tests revealed significant differences for group-task
cohesion (F(2,228) =3.91, p<0.05) between volunteers who planned to continue their volunteer
work (M = 5.22; SD = 1.19), volunteers who doubted whether they would continue (M = 4.53;
SD = 1.50), and those who planned to stop volunteering (M = 4.27; SD = 1.09). However,
Tukey's post-hoc tests did not provide significant results. Furthermore, significant differences
were found for amotivation (F(2,228)=8.50, p<0.001), with volunteers who planned to continue
their volunteer work reporting significantly less amotivation (M =1.38; SD = 0.64) when
compared to volunteers who doubted whether they would continue (M = 2.37; SD = 1.51).
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Table 1: Descriptive statistics and correlations among study variables (N = 231)

Variables

M

SD

1

2

3

4

5

6

7

8

9

10

1. Autonomy-supportive style

4.66

1.08

2. Structuring style

4.84

1.22

.74**

3. Controlling style

2.78

.94

-.36**

-.18**

4. Chaotic style

2.82

1.03

-.45**

-.49**

.61**

5. Motivating styles

4.78

1.04

.95**

.91**

-.31**

-.51**

6. Demotivating styles

2.67

.99

-.53**

-.47**

.86**

.90**

-.55**

7. Need satisfaction

5.47

.84

.59**

.52**

-.28**

-.29**

.61**

-.37**

8. Need frustration

2.08

.83

-.29**

-.25**

.51**

.49**

-.31**

.57**

-.51**

9. Autonomous motivation

5.65

.96

.30**

.25**

-.14*

-.11

.30**

-.16*

.53**

-.21**

10. Group-task cohesion

5.16

1.21

.52**

.52**

-.23**

-.40**

.57**

-.40**

.61**

-.42**

.20**

11. Controlled motivation

1.90

.98

-.13

-.11

.38**

.30**

-.13*

.37**

-.26**

.53**

-.24**

-.13

12. Amotivation

1.43

.71

-.20**

-.20**

.38**

.35**

-.21**

.40**

-.31**

.48**

-.37**

-.18**

11

12

.58**

*p<.05; * p <.05, **p< .01
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Primary Analyses
Given the hierarchical structure of the data with 231 volunteers being nested in 31
clubs, multilevel SEM analyses were considered. However, a multilevel SEM model did not
provide an adequate fit to the data. Therefore, we proceeded with single-level SEM in the
primary analyses.
Estimation of the measurement model including 8 latent variables and 32 indicators
provided an adequate fit to the data [2(436)=800.56, p<.001; CFI=.93; RMSEA=.06;
SRMR=.05].
Direct Effects Model
The direct effects model (see Figure 2) showed an adequate fit [2(257)=495.45,
p<.001; CFI=.93; RMSEA=.06; SRMR=.05]. The results revealed significant symmetrical
relationships between a motivating style and autonomous motivation (β=.36, p<.001) and
group-task cohesion (β=.57, p<.001), and between a demotivating style and controlled
motivation (β=.55, p<.001) and amotivation (β=.54, p<.001). None of the asymmetrical direct
relationships were significant.
Mediation Model
The mediation model provided an adequate fit ([2(465)=939.47, p<.001; CFI=.91;
RMSEA=.07; SRMR=.06]. The results revealed that a motivating style was positively related
to need satisfaction (β=.70, p<.001), which in turn related positively to autonomous motivation
(β=.70, p<.001) and group-task cohesion (β=.56, p<.001), whereas a demotivating style was
positively related to need frustration (β=.69, p<.001), which in turn related positively to
controlled motivation (β=.72, p<..001) and amotivation (β=.57, p<.001). Follow-up tests
pointed to full mediation between a motivating style and autonomous motivation via need
satisfaction (β=.49, p<.001), and between a demotivating style and controlled motivation and
amotivation via need frustration (β=.50, p<.001 and β=.39, p<..001 respectively).
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Figure 2: Results direct effects model

For reasons of parsimony, only significant relationships are represented
* p <.05, **p< .01, ***p <.001

The hypothesized pathway between a motivating style and group-task cohesion via the
mediators need satisfaction and autonomous motivation was not significant (β=-.08, p>.05),
although an indirect pathway between a motivating style and group-task cohesion via the
mediator need satisfaction was found (β=.39, p<.001). Furthermore, the asymmetrical pathways
were statistically insignificant.
Final Model
In the final model (see Figure 3), only the significant relations of the direct effects model
and the mediation model were retained. This model had an adequate fit ([2(472)=894.36,
p<.001; CFI=.92; RMSEA=.06; SRMR=.06]. In this model, only the direct relationship
between a motivating style and group-task cohesion was significant (β=.32, p<.001). All
indirect effects remained significant, as in the previous mediation model.
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Figure 3: Results final (mediation) model

For reasons of parsimony, only significant relationships are represented
* p <.05, **p< .01, ***p <..001

Discussion
Against the backdrop of declining volunteering rates, this study contributes to nonprofit
and voluntary management literature by offering a fine-grained insight into how volunteer
board members can foster factors that are related to volunteers' intention to stay volunteer, that
is, volunteers' quality of motivation and perceived group-task cohesion. In this study, we
focused specifically on the (de)motivating style of board members within concrete management
situations (as identified by the CVF). The findings in our study suggested, consistent with our
hypothesis, the existence of a dual-process model in a volunteering context.

A Bright Pathway Towards Volunteers’ Autonomous Motivation and Perceived GroupTask Cohesion: The Role of Volunteers' Need Satisfaction and the Volunteer Board
members' Motivating Style
Specifically, in line with previous SDT research on the dual-process model in education
(Haerens et al., 2015), work (Gillet et al., 2012), and sports teams (Bartholomew et al., 2011),
we identified a bright pathway displaying unique relationships between the volunteer board
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members’ perceived motivating style and beneficial volunteer outcomes, that is autonomous
motivation and perceived group-task cohesion, through volunteers' need satisfaction. This
finding was consistent with studies in nonprofit organizations focusing on the bright side of a
motivating style (e.g., Gagné, 2003; Haivas et al., 2012; Oostlander, 2014) which showed that
an autonomy-supportive interpersonal style was related to positive volunteer outcomes. The
results further indicated that, although autonomous motivation was positively related to grouptask cohesion in sports teams (Halbrook et al., 2012), it was volunteers' need satisfaction and
not autonomous motivation that mediated the relationship between a board members' perceived
motivating style and perceived group-task cohesion in volunteer teams. Overall, these findings
suggested that when board members hold an autonomy-supportive and a structuring style when
dealing with volunteers' expectations (i.e., a management situation related to the open system
model), developing business ideas (i.e., a management situation related to the rational goal
model), enhancing internal relations in the organization (i.e., a management situation related to
the human relations model) and evaluating the organization's activities (i.e., a management
situation related to the internal process model), volunteers were more likely to experience
volition (i.e., autonomy satisfaction), effectiveness (i.e., competence satisfaction) and love and
care from other social groups (i.e., relatedness satisfaction). As a result, volunteers were more
likely to be involved in their volunteering activities out of enjoyment or because it concurs with
their personal goals and identities (i.e., experience autonomous motivation), and experience
similarity around their tasks and objectives (i.e., experience group-task cohesion).
In addition, we also found an interesting direct association of a board members'
perceived motivating style to perceived group-task cohesion in volunteer teams, which was
consistent with prior studies showing that an autonomy-supportive coaching style is positively
related to group-task cohesiveness in sports teams (e.g., Jowett, 2004). In a set of ancillary
analyses, the importance of these findings for volunteers’ intention to keep on volunteering was
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confirmed as group-task cohesion appeared the highest among volunteers who intended to
remain a volunteer.

The Dark Pathway Towards Volunteers' Controlled Motivation, and Amotivation: The
Role of Volunteers' Need Frustration and the Volunteer Board Members' Demotivating
style
This study further contributes to nonprofit management literature by identifying, in line
with previous SDT research (e.g., Haerens et al., 2015; Gillet et al., 2012; Bartholomew et al.,
2011), a dark pathway in a volunteering context. This dark pathway represented a connection
between a volunteer board members' perceived demotivating style and maladaptive volunteer
outcomes, that is controlled motivation and amotivation, through volunteers' need frustration.
Thus, when confronted with specific management situations as described by the CVF,
volunteers were more likely to experience pressure (i.e., autonomy need frustration), inferiority
and failure (i.e., competence need frustration), and loneliness and alienation (i.e., relatedness
need frustration), when they felt that board members relied on a controlling and chaotic style.
In turn, they were more likely to engage in volunteer work to meet externally and internally
pressuring demands (i.e., experience controlled motivation) or see volunteer work as a waste of
time (i.e., experience amotivation). In a set of ancillary analyses, the downside of volunteers’
amotivation was confirmed as volunteers who doubted whether they would continue their
volunteer work reported significantly higher amotivation than those who planned to continue
their volunteer work.

The Identification of a Distinct Bright and Dark Pathway: On the Absence of Cross-Paths
Further support for the existence of the dual process-model in a volunteering context
was provided by the absence of cross-paths in our mediation model, indicating that the
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motivating style and demotivating style, and need satisfaction and need frustration, although
relatively highly correlated (see also similar studies of Bidee et al., 2016; Gillet et al., 2012),
were distinct constructs with unique outcomes. Interestingly, this finding was inconsistent with
theorizing (Vansteenkiste & Ryan, 2013) and studies in other domains (e.g., Haerens et al.,
2015; Jang et al., 2016), which advocated for a dual-process model that features strong bright
and dark pathways with some milder cross-over effects. Our findings seem to suggest that the
presence of cross-effects may be context-dependent. Indeed, it appears that in a volunteering
context, which involves people who devote freely substantial amounts of their time and energy
to helping others, board members have to actively foster volunteers' psychological needs by
engaging in motivating strategies in order to stimulate autonomous motivation and group-task
cohesion. Similarly, volunteers will only experience controlled motivation or amotivation when
board members actively thwart their needs by adopting a demotivating style.

How SDT’s (De)motivating Styles Relate Back to Leadership Theories
The findings regarding the dual-process model were in line with conclusions from
studies relying on leadership theories such as the transformational leadership theory (Bass,
1997). In this theory, a distinction is made between transformational leadership and
transactional leadership. Leaders adopting a transformational leadership style inspire and
motivate their followers through creating and representing an inspiring vision of the future
(Bass, 1997; Avolio & Bass, 1995). Such inspiring visions often include performing on a high
level, and emphasizing values such as fairness or motives such as self-actualization (Bass, 1997;
Rowold & Rohmann, 2009). This style, which aligns with a need-supportive style, is also
positively related to volunteers' satisfaction (Rowold & Rohmann, 2009; Dwyer et al., 2013),
effort, and effectiveness (Rowold & Rohmann, 2009). In contrast to transformational
leadership, transactional leaders rely on a more passive-avoidant style, which relates back to a
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chaotic style and is, in line with the SDT, negatively related to these volunteer outcomes
(Rowold & Rohmann, 2009). Furthermore, transactional leadership also includes the
establishment of rules and taking corrective actions if necessary (i.e., active management-byexception), which incorporates elements of a controlling style, but also of an autonomysupportive and a structuring style such as the provision of a sense of volition and the setting of
clear expectations and guidelines respectively. As such, its positive relation with volunteers'
effort and effectiveness (Rowold & Rohmann, 2009) is to a certain extent in line with SDT.

Practical Implications
Clearly, our findings revealed that volunteers’ perceptions of the (de)motivating style
of volunteer board members are of great importance. Yet, whereas the perceived volunteer
board members' motivating behavior was scored relatively in line with other studies (e.g., Gillet
et al., 2012; Haerens et al., 2015; Jang et al., 2016), their demotivating behavior was scored
relatively higher (M = 2.67 on a 7-point scale) when compared to studies in the for-profit sector
(M = 2.52 (7-point scale); Gillet et al., 2012) and education (M = 2.50 (7-point scale); Jang et
al., 2016; M = 1.80 (5-point scale); Haerens et al., 2015). This difference might be due to the
volunteering context, which probably puts less emphasis on essential (management) training
than more professional environments in which most previous studies were conducted. Still,
based on our results, it appears important for nonprofit and voluntary organizations to set up
initiatives that may help volunteer board members to increase their reliance on motivating
styles, and to decrease their reliance on demotivating styles. Specifically, within the context of
different management situations (as identified by the CVF), board members can try to provide
choices, and create opportunities for input, while acknowledging negative affect (i.e., an
autonomy-supportive style), and simultaneously endorsing a process-oriented and competenceenhancing attitude (i.e., a structuring style). We will explain this with three examples. A first
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example involves a situation where board members receive business ideas from volunteers (i.e.,
a management situation related to the rational goal model). In such a situation, it is crucial that
board members appreciate these business proposals, ask specific questions, and show interest
by listening to volunteers’ views on things. This autonomy-supportive behavior can be
accompanied by a structuring approach such as the clarification of the business plan that the
board is developing. A second example involves a situation where there are tensions between
volunteers (i.e., a management situation related to the human relations model). In such a
situation, it is important that board members listen to their story and show an understanding of
the situation (i.e., an autonomy-supportive style), while at the same time communicating clear
rules and expectations (i.e., a structuring style). A third example is a situation where volunteers
have expectations regarding the organization's management (i.e., a management situation
related to the open system model). Then, it would be pivotal that board members take their time
to clarify the efforts that the organization makes to meet the volunteers' expectations and listen
to their concerns (i.e., an autonomy-supportive style), while simultaneously answering specific
questions regarding the current organization's management (i.e., a structuring style).
A demotivating style including guilt-induction and the use of forceful and commanding
language (i.e., a controlling style), and a laissez-faire approach (i.e., a chaotic style), was
identified as a potential pitfall damaging volunteers’ motivation. As an illustration, when
volunteers are not satisfied with the organization's management (i.e., a management situation
related to the human relations model), board members relying on a controlling style will tell
volunteers that complaining leads nowhere, while board members relying on a chaotic style will
adopt a passive attitude and hope that volunteers remain satisfied.
It is acknowledged within the SDT-based literature that it might be quite challenging to
offer choices (i.e., an autonomy-supportive style) without becoming permissive such that
volunteers feel left to their own devices (i.e., a chaotic style), or between setting clear
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expectations and guidelines (i.e., a structuring style) without coming across as pressuring and
rigid (i.e., a controlling style). As such, it is pivotal that the provision of choice is combined
with sufficient guidance, and that the communication of expectations goes hand in hand with
autonomy-supportive behavior such as the provision of meaningful rationales (e.g., Aelterman
et al., 2019).

Limitations and Future Directions
The present study has some limitations to be taken into consideration when interpreting
the results. First, the present study is correlational in nature. Therefore, the
results about causality should be interpreted with caution as reciprocal relationships
between the variables examined in this study may exist. Future longitudinal studies on the bright
and dark pathways would complement the current study.
Second, all variables in our study were perception-based measures that were derived
from the same respondents (coaches and volunteers). In order to reduce possible common
method bias (see Podsakoff et al., 2003), we pointed out to coaches and volunteers that there
were no right or wrong answers and that they should answer questions as honestly as possible.
They were also assured that the survey was anonymous and that the data were treated
confidentially. Furthermore, the order of the questions in each questionnaire was randomized
so the respondents were not able to relate the items to each other and thus give the answers that
produced the desired correlation. For future research, it might be interesting to include reports
of other important stakeholders such as board members (themselves), members, parents, and
sponsors in order to identify potential discrepancies between these stakeholder groups.
Third, in future research, it might be interesting to extend the investigation of the bright
and dark pathway by examining the mediating effect of the separate needs (autonomy,
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competence, relatedness) or including other volunteer outcomes such as turnover intentions,
satisfaction, or engagement (using a Likert scale).
Fourth, our sample consisted of Flemish nonprofit and voluntary sport organizations,
with volunteer board members holding the only leadership position (and thus working without
paid executives). Future research might conduct our study in a more professional environment
with volunteer board members and paid executives sharing roles and responsibilities associated
with the management of the organization. Specifically, it might be interesting to investigate
how the influence of the board members' (de)motivating behavior trickles down to volunteers
via executives' (de)motivating behavior (i.e., trickle-down effect). Furthermore, it might be
opportune to replicate our findings in other geographical locations.

Conclusion
This study contributes to the nonprofit and voluntary management literature by
identifying the existence of a bright and dark pathway, suggesting that volunteers’ perceptions
of their board members’ motivating style is positively related to autonomous motivation and
perceived group-task cohesion via experienced need satisfaction, whereas volunteers’
perceptions of their board members' demotivating style related to controlled motivation and
amotivation via experienced need frustration. These results are relevant for a range of nonprofit
and voluntary organizations with volunteer board members holding a leadership position.
Throughout the manuscript, concrete examples were given regarding the implications for the
specific management situations volunteer board members are confronted with. Implementing
these concrete strategies in nonprofit and voluntary organizations may have a positive impact
on the retention of volunteers.
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Chapter 4
Abstract
Many nonprofit and voluntary organizations rely primarily on volunteers to deliver their
services. Yet, these organizations are often confronted with a low retention of volunteers.
Therefore, this study relies on Self-Determination Theory as a guiding framework to investigate
the role of leaders in relation to volunteers' turnover intentions (i.e., intentions to leave the
organization). Specifically, in a sample of 355 sports club volunteers, this study examined the
associations between leaders’ chaotic style, in addition to leaders’ autonomy-supportive style,
and turnover intentions. Furthermore, it studied whether experiences of need satisfaction and
need frustration could explain these relations. Structural equation modeling pointed towards the
unique roles of a chaotic leadership style and experiences of need frustration for turnover
intentions. A cluster analysis further confirmed that those volunteers who perceived their
leaders as (relatively) moderately to highly chaotic, reported more need frustration and turnover
intentions. Apart from pointing to the risks of autonomy-supportive leaders in nonprofit and
voluntary organizations sliding into a chaotic leadership style, this study sets the stage for
developing a new research agenda in which maladaptive leadership styles and experiences of
need frustration (i.e., dark side variables) are more systematically examined in relation to
negative outcomes such as turnover intentions.
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Introduction
Turnover intentions (i.e., intentions to leave the organization) have been one of the most
studied outcomes in organizational research (Rubenstein et al., 2017). While most turnover
research was situated in the for-profit sector, we argue in the current paper that there is a strong
need to develop a parallel research agenda on turnover in the nonprofit and voluntary sector. In
many nonprofit and voluntary organizations turnover is of great interest as these organizations
often rely heavily on volunteers to deliver their services (Balduck et al., 2015;
Hall et al., 2003). At the same time, nonprofit and voluntary organizations are confronted with
a low retention of volunteers (e.g., Hall et al., 2003; Wicker & Breuer, 2013). As such, one of
the biggest challenges these organizations are confronted with is to reduce volunteers' turnover
(Balduck et al., 2015; Hall et al., 2003; Sharpe, 2006). For volunteers in nonprofit sectors, some
of the previously examined antecedents of turnover in the for-profit context may be less relevant
(e.g. pay, job alternatives), while others may be even more important (e.g. embeddedness,
organizational support). Closely related to the issue of organizational support, a growing and
promising body of research stemming from theories such as transformational leadership theory
(Bass, 1990; Bass & Avolio, 1995, Bass, 1985; Bass, 2005, Leithwood, 1994), servant
leadership theory (Allen et al., 2018; Eva et al., 2019), or Self-Determination Theory (Van den
Broeck et al., 2016, Gillet et al., 2013) consistently points towards the crucial role of leaders
for preventing turnover (see Rubenstein et al., 2017 for a meta-analysis).
In this study, we start from Self-Determination Theory (SDT, Deci & Ryan, 2000), an
influential theory on human motivation, to study volunteers’ perceptions of their leaders’
(de)motivating style in relation to turnover intentions. Specifically, we contribute to nonprofit
and management literature by studying how the combination of two closely related motivating
and demotivating leadership styles, respectively an autonomy-supportive and a chaotic
leadership style, connect to volunteers' turnover intentions. We focus hereby on nonprofit and
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voluntary organizations that rely primarily on volunteers to support their operations, and more
specifically nonprofit and voluntary sports clubs.

The Role of Leaders in Relation to Volunteers' Turnover Intentions: A SelfDetermination Theory Perspective
SDT suggests that negative outcomes, such as turnover, will be more strongly predicted
by leaders' demotivating styles (i.e., a chaotic, a controlling, a cold style) when compared to
their motivating styles (i.e., an autonomy-supportive, a structuring, a warm style; Van den
Broeck et al., 2016). However, surprisingly, these demotivating leadership styles have been
largely ignored in contemporary research, with most studies examining the motivating side
(autonomy support) of leadership only (see Van den Broeck et al., 2016 for a review). As recent
evidence reveals that an autonomy-supportive style due to its participative nature and low
directiveness carries the risk of leaning into a chaotic style (Aelterman et al., 2019), it becomes
highly relevant to examine these two styles simultaneously.
An Autonomy-Supportive Leadership Style
An autonomy-supportive leadership involves the reliance on an open and flexible
attitude, allowing leaders to respond to followers' interests, preferences, and ideas (Aelterman
et al., 2019; Ryan & Deci, 2017; Slemp et al., 2018). They provide choices, allow and search
for participation, input, and initiative, listen to followers' personal preferences, interests, and
wishes, acknowledge expressions of negative affect, use informational language, and provide
significant rationales (De Clerck et al., 2019; Gagné et al., 2020; Ryan & Deci, 2017).
An autonomy-supportive leadership style related positively to volunteers' engagement
(Allen & Bartle, 2014), job satisfaction (Oostlander et al., 2014), and group-task cohesion (De
Clerck et al., 2019) in nonprofit and voluntary organizations, and employees' turnover
intentions in for-profit organizations (Gillet et al., 2013, Van Prooijen & De Vries, 2016, see
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Slemp, et al., 2018 for a meta-analysis). Attributes of autonomy-supportive leadership have
also been linked to other leadership styles, such as a transformational leadership (Bass &
Avolio, 1995, Bass, 1985; Hannah et al., 2020) and servant leadership style (Eva et al., 2019;
Gagné et al., 2020; Smith et al., 2004; van Dierendonck, 2011).
H1a: When volunteers perceive their leaders as more autonomy-supportive they will
report reduced turnover intentions.
A Chaotic Leadership Style
While an autonomy-supportive style yields many benefits, a chaotic leadership style
does not. When being chaotic, leaders' behavior is unpredictable, confusing, unclear, and
inconsistent, making it hard for followers to know how they can effectively deal with their
responsibilities (Ryan & Deci, 2017). When being chaotic, leaders fail in successfully adjusting
their management to the requirements, demands, and work pace of other people. A chaotic style
also involves not interfering when needed, leaving followers to their own devices, and
sometimes simply giving up on them (De Clerck et al., 2019). A chaotic leadership style
therefore conceptually relates to a permissive and laissez-faire attitude (Ryan & Deci, 2017)
and aligns with a more passive-avoidant laissez-faire style as distinguished within
transformational leadership theory (Bass, 1990).
The maladaptive effects of chaotic leadership behaviors have only recently appeared on
the research agenda. Evidence on the downsides of a chaotic style is though available from the
literature on transformational leadership theory, with a laissez-faire leadership style being
considered as the most ineffective leadership style (Bass, 2005). In nonprofit and voluntary
organizations, elements of this leadership style were associated with volunteers' diminished
effort, effectiveness, and satisfaction (Rowold & Rohmann, 2009). Specific to turnover
intentions, evidence is limited. Two recently conducted cross-sectional studies in the for-profit
context, one among nurses (Pishgooie et al., 2019) and one in American employees (Van

182

Chapter 4
Prooijen & De Vries, 2016), revealed that a laissez-faire leadership style was positively related
to turnover.
H1b: When volunteers perceive their leaders a more chaotic, they will report greater
turnover intentions.
SDT researchers further suggest that negative work-related outcomes such as turnover
intentions will be more likely to occur when leaders actively rely on demotivating styles (i.e. a
chaotic style) when compared to refraining from a motivating style (i.e., an autonomysupportive style; e.g. Van den Broeck et al., 2016).
H1c: When both an autonomy-supportive and a chaotic leadership style are
simultaneously modeled, the latter will explain more variance in turnover intentions.
Basic Psychological Needs: The Underlying Mechanism
Fundamental to SDT is that positive work-related outcomes are expected when leaders
are autonomy-supportive because followers’ three basic psychological needs for autonomy,
competence, and relatedness get satisfied (Ryan & Deci, 2000). The need for autonomy refers
to the need to experience psychological freedom, volition, and ownership. Competence
satisfaction refers to feelings of effectiveness, and effectively acting on and influencing one's
environment. The need for relatedness includes the desire to belong and to experience positive
social relationships and connectedness to important others (Deci & Ryan, 2000). SDT also
suggests that negative work-related outcomes such as turnover are expected when leaders adopt
a chaotic style because these same needs get frustrated (e.g. Deci et al., 2017; Vansteenkiste
and Ryan, 2013; Van den Broeck et al., 2016). When leaders are perceived as chaotic, their
followers may feel pressured and coerced (i.e. autonomy frustration) because they are left with
too many responsibilities and they may also experience doubts as to how to handle these
responsibilities (competence frustration; Deci & Ryan, 2000). Also, when leaders react
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unpredictably to their followers’ input, this may cause feelings of rejection (relatedness
frustration) or incompetence (competence frustration; Deci & Ryan, 2000).
SDT’s theoretical premises have been confirmed in research conducted in the nonprofit
context (e.g., De Clerck et al., 2019; Gagné, 2003; Haivas et al., 2012; Oostlander et al., 2014)
and for-profit context (Van de Broeck et al., 2016; see Slemp et al. (2018) for a meta-analysis)
revealing that, when leaders relied more strongly on an autonomy-supportive style, their
followers reported more need satisfaction. To our knowledge, only two studies examined
relations between a chaotic leadership style and need frustration. Both studies, the first among
volunteers in sports clubs (De Clerck et al., 2019), the second considering the specific context
of nurses’ motivations in hospitals (Trépatier et al., 2019) confirmed that a chaotic leadership
style was positively related to followers' need frustration.
H2a: When volunteers perceive their leaders as more autonomy-supportive, they will
report greater need satisfaction.
H2b: When volunteers perceive their leaders as more chaotic, they will report greater
need frustration.
In the volunteering context, the satisfaction of the basic psychological needs was
positively associated with volunteers’ work satisfaction (Oostlander et al., 2014) and work
engagement (Haivas et al. 2013). Studies in the for-profit context further revealed that, although
need satisfaction generally explains less variance in negative work-related outcomes than in
positive ones (Van den Broeck et al., 2016), it related negatively to employees' turnover
intentions (Van den Broeck et al., 2016).
Need frustration only more recently received empirical attention, with studies pointing
to its role in explaining variance in negative outcomes such as volunteers' maladaptive forms
of motivation (De Clerck et al., 2019), and employees’ psychosocial complaints (Trépanier, et
al., 2016), stress (Olafsen, et al., 2017), and burn-out (Vander Elst et al., 2012).

184

Chapter 4
H3a: When volunteers experience greater need satisfaction, they will report lower
turnover intentions.
H3b: When volunteers experience greater need frustration, they will report greater
turnover intentions.
In the current study, we suggest that examining a full model, which includes a chaotic
style in addition to an autonomy-supportive style, and need frustration in addition to need
satisfaction, will be crucial to fully assess the relations between leaders’ style, the basic
psychological needs, and turnover intentions as has been suggested by key scholars in the field
(Deci et al., 2017; Van den Broeck et al., 2016).
H4: When both an autonomy-supportive and chaotic leadership style, as well as need
satisfaction and frustration are simultaneously modeled, particularly a chaotic style will relate
to turnover intentions with need frustration mediating this relationship.
Leadership Profiles
SDT further suggests that an autonomy-supportive style leans close to a chaotic style
(Aelterman et al., 2019). However, we currently know very little about if and how an autonomysupportive and a chaotic leadership style may get combined. We therefore propose a fresh way
of thinking about leadership by examining “leadership profiles” (also see Stanley, et al., 2013,
Maertz & Campion, 2004, Houle et al., 2020), More specifically, we rely on person-centered
analyses to identify naturally occurring leadership styles based on different configurations of
autonomy support and chaos to examine how these configurations differently affect volunteers’
need-based experiences and turnover intentions.
H5a: We hypothesize to identify four qualitatively different leadership profiles: (a) a
qualitatively good leadership profile with leaders who are perceived as high on autonomy
support but low on chaos, (b) a qualitatively poor leadership profile with leaders who are high
on chaos but low on autonomy support, and profiles with leaders who are perceived as c) high

185

Chapter 4
on both styles and d) low on both styles given that both share similar characteristics (i.e. low
directiveness).
Because this is the first study that examines leadership styles based on the combination
of autonomy support and chaos, the proposed groups are tentative and we are open to finding
additional groups. Based on previous literature (e.g., De Clerck et al., 2019; Van Prooijen &
De Vries, 2016) we further hypothesize that:
H5b: Volunteers who perceive their leaders as high on autonomy support and low on
chaos will display the highest levels of need satisfaction and the lowest levels of need frustration
and turnover intentions.
H5c: Volunteers who perceive their leaders as high on chaos and low on autonomy
support will display the lowest levels of need satisfaction and the highest levels of need
frustration and turnover intentions.
H5d: Volunteers who perceive their leaders as high on both autonomy support and
chaos will display a mixed pattern of outcomes. They are expected to report more need
frustration and turnover intentions when compared to volunteers who perceive their leaders as
high on autonomy support only, yet the presence of autonomy support may protect their feelings
of need satisfaction.

Method
Sample and Procedure
Data for our research were collected in 40 Flemish nonprofit and voluntary sports clubs
(Belgium), in which leaders are the Board of Directors, consisting of volunteers responsible for
managing the sports club. In Belgium, sports clubs fully rely on the commitment and dedication
of volunteers to support their operations (Balduck et al., 2015). Sports clubs were recruited via
the monthly newsletter of the Flemish Sports Federation, the umbrella federation of all Flemish
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sports federations. They were asked to send a personalized link to the corresponding online
questionnaire in an invitation e-mail to volunteers within their sports club. In total, 170
volunteer coaches (68% men; Mage = 35.94 years (SD = 14.36)) and 185 volunteers providing
logistic support (51% men; Mage = 44.54 years (SD = 12.02)) participated in the our research
(355 in total). The number of years active in the sports club was on average 8.78 years (SD =
9.36) for coaches, and 7.56 years (SD = 7.98) for logistic volunteers.

Measures
Perceived Board's Autonomy-Supportive and Chaotic Leadership Style
To measure the board's reliance on an autonomy-supportive and a chaotic leadership
style as perceived by volunteers (i.e., coaches and volunteers providing logistic support), we
relied on a newly developed, refined, and integrative questionnaire which assesses leaders'
autonomy-supportive (8 items) and chaotic (8 items) leadership style within seven management
situations that occur regularly within a sports club (De Clerck et al., 2019, 2021). These
situations, which included “You, as a volunteer, have expectations regarding the sports club's
management” and “A meeting with volunteers is organized to evaluate the sports club's
activities” were derived from an influential management model, The Competing Values
Framework (Quinn & Rohrbaugh, 1981; for more details, see De Clerck et al., 2019, 2021). As
an illustration, different responses to the latter situation were “The board creates opportunities
for volunteers to provide input for the meeting” (an autonomy-supportive style), and “The board
does not spend a lot of time on the preparation of the meeting. After all, a lot of energy is lost”
(a chaotic style). Volunteers were asked to indicate for each response to what extent the
behavior described what the board would do in that specific situation by rating a 7-point Likert
scale, ranging from 1 (does not describe my board at all) to 7 (does describe my board extremely
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well). The internal reliability of the autonomy-supportive scale and chaotic scale, assessed by
Cronbach’s Alpha (α), was excellent, i.e., α= .90 and α= .79 (respectively).
Volunteers' Experiences of Need Satisfaction and Need Frustration
Volunteers' need-based experiences were measured with the validated Basic
Psychological Need Satisfaction Need Frustration Scale (BPNSNF, Chen et al., 2015), which
has been used in previous studies (e.g., De Clerck et al., 2019). In this study, we used the stem
“In my sports club …”, followed by 12 items (4 items per need) tapping into need satisfaction
(α= .89) and 12 items (4 items per need) into need frustration (α= .87). Need satisfaction items
included “'I feel that my decisions reflect what I really want” (autonomy satisfaction), “I feel
capable at what I do” (competence satisfaction), and “I feel close and connected with other
people who are important to me” (relatedness satisfaction), while need frustration items were
“I feel pressured to do too many things” (autonomy frustration ), “I feel insecure about my
abilities” (competence frustration) and “'I feel the relationships I have are just superficial”
(relatedness frustration). For each of the items, volunteers were asked to indicate to what extent
these items described their feelings in the sports club by rating a 7-point Likert scale, ranging
from 1 (does not describe me at all) to 7 (does describe me extremely well).
Volunteers' Turnover Intentions
Volunteers' turnover intentions were measured with a scale developed by Wayne, et al.
(1997) for their research in for-profit organizations. The original scale (which was translated in
Dutch using the “Back-translation” technique) consisted of four negatively worded items (e.g.,
“I am seriously thinking about quitting my job”) and one (reverse-scored) positively worded
item (i.e., “I think I will be working at the organization five years from now one”). For this
study, the word “job” in the original items was replaced by “volunteer work” For each of the
items, volunteers were asked to indicate to what extent these items described their turnover
intentions in the sports club by rating a 7-point Likert scale, ranging from 1 (does not describe
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me at all) to 7 (does describe me extremely well). This scale showed a reasonable internal
reliability (α= .69).
Plan of Analysis
Preliminary statistics were calculated to provide an overview of the means and standard
deviations of all variables, and correlation coefficients among these variables. Given the
hierarchical structure of the data with sports club members being nested within 40 sports clubs,
we calculated the design effect of the study variables (MLwin version 2.20) to determine
whether non-independence of observations within sports clubs needed to be accounted for (Hox
& Maas, 2001). The design effect is approximately equal to 1+ (average cluster size –1)*ICC.
If the design effect is smaller than 2, using single-level analyses on multilevel data does not
lead to overly misleading results (Muthén & Satorra, 1995). Since, the design effects of all
study variables were <2, except for an autonomy-supportive style which was also relatively
small (2.26), we proceeded with single-level analyses.
We relied on two different sorts of analyses to examine the study aims. First, we
examined relations between the autonomy-supportive and chaotic leadership style, need-based
experiences, and volunteers’ turnover intentions using Structural Equation Modeling (SEM)
with latent variables in Mplus. Prior to conducting SEM-analyses, we explored the possible
inclusion of covariates by conducting a multivariate analysis of variance (MANOVA) to
examine differences between study variables in terms of gender and type of volunteer (coach
or volunteer), as well as studying correlations between the study variables and age and years
volunteering.
The measurement (SEM) model consisted of 5 latent variables, i.e., an autonomysupportive and a chaotic leadership style, need satisfaction and need frustration, and turnover
intentions. To reduce measurement model complexity, we created parcels for scales with more
than 5 items (an autonomy-supportive leadership style, a chaotic leadership style, need
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satisfaction, need frustration) through aggregating weaker loading items with stronger loading
items and using those aggregates (i.e., parcels) as indicators of the latent variables. Only items
with factor loadings higher than .40 were retained (see Little et al., 2002).
Next, the theory-based structural models were tested. First, direct relations between the
autonomy-supportive and chaotic leadership style, and turnover intentions were investigated.
Need satisfaction and frustration were included as potential mediators (mediation and indirect
relations model). Both symmetrical relations (for instance, between the autonomy-supportive
leadership style and need satisfaction) and cross-paths (for instance, between the autonomysupportive leadership style and need frustration) were investigated.
To evaluate the fit of the models, we relied on the Comparative Fit Index (CFI); the
Root Mean Squared Error of Approximation (RMSEA) and the Standardized Root Means
Square Residual (SRMR). For CFI, a critical value above .90 is acceptable, whereas values
above .95 are deemed good. For the SRMR and RMSEA, a value between .06 and .08 is
considered reasonable and a value below .06 is considered good (e.g., Hu & Bentler, 1999).
Second, a cluster analysis was conducted to examine whether subgroups could be
defined based on the autonomy-supportive and chaotic leadership style. First, the scores of the
autonomy-supportive and chaotic leadership style were standardized. Next, univariate (i.e.,
values of more than three SD above or below the mean), and multivariate outliers (using the
Mahalanobis distance) were removed since they can substantially perturb cluster solutions
(Garson, 2014). Subsequently, the two-step cluster analysis was conducted in SPSS 25.0 (Gore,
2000). In the first step, a hierarchical cluster analysis was carried out using Ward’s hierarchical
clustering method (Everitt, et al., 2001). Based on previous research, three-, four-, five- and
six- cluster solutions were considered (e.g., Howard et al., 2016). Only cluster solutions which
explained at least 50% of the variance in an autonomy-supportive and a chaotic style were
retained for the following step (Milligan & Cooper, 1985). In the second step, an iterative, non-
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hierarchical k-means clustering procedure was conducted using the extracted initial cluster
centers (based on Ward’s hierarchical method) as non-random starting points (Asendorpf, et
al., 2001). To examine the stability of the remaining cluster solutions, a double-split crossvalidation procedure was implemented by randomly splitting the total sample into halves and
applying the two-step procedure (Ward and k-means) in each subsample (Breckenridge, 2000).
Next, the participants in each half of the sample were assigned to new clusters based on their
Euclidean distances to the cluster centers of the other half of the sample. These new clusters
were then compared for agreement with the original clusters utilizing Cohen’s kappa (K). The
two resulting kappas were averaged. An average Cohen’s kappa of at least .60 (good agreement)
was considered acceptable (Asendorpf et al., 2001).
Next, a multivariate analysis of variance (MANOVA) with post hoc tests using the
Bonferroni method was used to explore differences in terms of the autonomy-supportive and
chaotic leadership style between the retained clusters, as well as differences between the
retained clusters in terms of need satisfaction, need frustration and turnover intentions. Effect
sizes (Partial η2) above 0.01 were considered small, above 0.06 moderate, and above 0.14 large
(Cohen, 1988). The possibility of including sociodemographic variables (i.e., gender, age, years
volunteering), and the type of volunteer as covariates in the MANOVA including need
satisfaction, need frustration, and turnover intentions was considered and explored using the
Chi-square test and multinomial regression.

Results
Descriptive statistics and Pearson’s correlations are reported in Table 1. Prior to conducting
SEM-analyses, we analyzed differences between study variables in terms of gender and type of
volunteer (coach or volunteer providing logistic support). As for gender, the results of the
MANOVA indicated that there were no multivariate differences between men and women
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(Wilks' Lambda=.98, F(5,349)=1.68, p=0.14). As for the type of volunteer (coach or volunteer
providing logistic support), the results of a MANOVA revealed that the multivariate test was
significant (Wilks' Lambda= .95, F(5,349)=3.49, p< 0.01), with univariate analyses indicating
that coaches perceived the leaders as more autonomy-supportive (F(1,353)=4.36, p< 0.05) and
experienced more satisfaction of their basic needs (F(1,353 )=5.92, p< 0.05) when compared to
other volunteers. Other univariate effects were not significant. Furthermore, we studied the
correlations between the study variables and age and years of volunteers, which pointed to a
significant, negative correlation between age and perceived autonomy-supportive leadership
style (r=-.13, p<.05). Other correlations were not significant. Based on these preliminary
analyses, the type of volunteer and age were included as covariates in SEM-analyses.

Table 1: Means, standard deviation, and Pearson’s correlations among the study variables (N= 355)

Variables
1. Autonomy Support

M
4.57

SD
1.26

1

2

3

4

2. Chaos

3.08

1.06

-.52**

3. Need satisfaction

5.39

.86

.57**

-.38**

4. Need frustration

2.13

.89

-.31**

.60*

-.49**

5. Turnover intentions

1.87

.89

-.25**

.39**

-.39** .51**

5

*p< .05, **p< .01, ***p< .001

As for the SEM-analyses, the final measurement model provided a good fit to the data
(2(179)=491.09, p<.001; RMSEA=.07; CFI=.93; SRMR=.06). The results of the direct
relations (structural) model (Figure 1), which provided a reasonable fit (2(86)=264.36, p<
.001; RMSEA=.08; CFI=.92; SRMR=.07) indicated that an autonomy-supportive style was
unrelated to turnover intentions (β=.04, p=.62), while a chaotic style related significantly and
positively to turnover intentions (β=.50, p<.001). For reasons of parsimony, only the significant
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relation between a chaotic style and turnover intentions was retained for subsequent analyses.

Figure 1: structural model including direct relations

*p< .05, **p< .01, ***p< .001

The findings of the mediation (and indirect relations) model (Figure 2), which also
showed a reasonable fit (2(217)=635.04, p<.001; RMSEA=.07; CFI=.91; SRMR=.07) pointed
to a positive relation between an autonomy-supportive style and need satisfaction (β=.51, p<
.001), and between a chaotic style and need frustration (β=.79, p< .001), and a negative
connection between a chaotic style and need satisfaction (β=-.22, p<.01). Furthermore, the
results also revealed a positive relation between need frustration and turnover intentions (β=.43,
p<.01). Other relations (including the direct relation between a chaotic style and turnover
intentions) were insignificant. To investigate indirect effects, we relied on the 95% confidence
interval obtained by bootstrapping (Hayes et al., 2009). The indirect effect was significant at
p<.05 if the 95% confidence intervals do not include the value of zero. The results revealed an
indirect positive relation between a chaotic style and turnover intentions via need frustration
(β=.34, CI= .14 to .60).
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Figure 2: mediation (and indirect relations) model

*p< .05, **p< .01, ***p< .001

As for the cluster analysis, six multivariate outliers (as identified using the Mahalanobis
distance measure) were removed, while univariate outliers (values of more than three SD above
or below the mean) were not found. This resulted in a final sample of 349 volunteers. Next, we
found that all cluster solutions explained sufficient variance in perceptions of an autonomysupportive and a chaotic leadership style (> 50%), yet only the three- and four-cluster solutions
provided a good stability (Cohen’s kappa >.60). The four-cluster solution was retained because
it explained a substantial additional variance in the chaotic style (13 percentage points; Milligan
& Cooper, 1985).
The graphical results for the four-cluster solution based on Z-scores and absolute scores
(Y-axis) for an autonomy-supportive and a chaotic leadership style are presented in
(respectively) Figure 3 and Figure 4.
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Figure 3: Four-cluster solution based on standardized scores for an autonomy-supportive and a chaotic
leadership style

Note: HA-LC: high autonomy, low chaos; MA-MC: moderate autonomy-moderate chaos; LA-MC: low
autonomy, moderate chaos; LA-HC; low autonomy, high chaos. Cluster labeling based on relative scores.

Figure 4: Four-cluster solution based on absolute scores for an autonomy-supportive and a chaotic leadership
style

Note: HA-LC: high autonomy, low chaos; MA-MC: moderate autonomy-moderate chaos; LA-MC: low
autonomy, moderate chaos; LA-HC; low autonomy, high chaos. Cluster labeling based on relative scores
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The standardized and absolute scores of the four clusters, and Bonferroni pairwise
comparisons (including Partial η2 and F-values) for an autonomy-supportive and a chaotic style,
are presented in Table 2.
Profile 1 consisted of volunteers perceiving relatively high levels of autonomy support
and low levels of chaos from their leaders (n = 105, 30%), and was labeled the high autonomy
support-low chaos profiile (HA-LC). Profile 2 comprised volunteers perceiving their leaders to
be relatively moderate on both autonomy support and chaos (n = 139, 40%), and was referred
to as the moderate autonomy support-chaos profile (MA-MC). Profile 3 comprised volunteers
perceiving their leaders to be low on autonomy support and moderate on chaos (n = 60, 17%),
and was referred to as the low autonomy support-moderate chaos profile (LA-MC). Finally,
profile 4 consisted of volunteers perceiving their leaders to be low on autonomy support and
high on chaos (n = 45, 13%), and was labeled the low autonomy support-high chaos profile
(LA-HC).
Next, prior to conducting a MANOVA including need satisfaction, need frustration, and
turnover intentions, we examined the cluster assignment by sociodemographic variables and
the type of volunteer. Chi-square testing pointed to a significant cluster assignment by the type
of volunteer (χ 2 [3, n = 349] = 11.82, p< .05), revealing an unequal distribution of the volunteer
coaches and volunteers providing logistic support across the four clusters. Most notably, the
moderate autonomy support-chaos group was based on the perceptions of 80 volunteer coaches
(48%) and only 59 volunteers (32%), whereas the low autonomy support-moderate chaos group
was based on perceptions of 37 volunteers (20%) and only 23 coaches (14%). The cluster
assignment by gender was insignificant (χ 2 [3, n = 349] = 7.77, p=.051). In addition,
multinomial regression analysis revealed an insignificant association between age (Pseudo-R 2
Nagelkerke = 0.44, p=.15) and years of volunteering (Pseudo-R 2 Nagelkerke = 0.25, p=.80)
with the four-cluster solution. Based on these results, only the type of volunteer was considered
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a covariate in the analysis of differences between the clusters in terms of need satisfaction, need
frustration, and turnover intentions. The multivariate test of the MANCOVA was significant,
Wilks' Lambda = .62, F(9, 835) = 20.30, p <.001. Bonferroni pairwise comparisons between
clusters were performed. F-values and univariate effect sizes (Partial η2) are reported in Table
2.
The results indicated that the HA-LC profile (characterized by volunteers who perceived
their leaders as high on autonomy support and low on chaos) displayed the most optimal pattern
of outcomes as indexed by the highest levels of need satisfaction and lowest levels of need
frustration and turnover intentions when compared with the other profiles. In contrast, the LAHC profile (characterized by volunteers who perceived their leaders as high on chaos and low
on autonomy support) generally showed the least optimal pattern of outcomes as indexed by
the lowest levels of need satisfaction (except when compared to the LA-MC profile), and
highest levels of need frustration and turnover intentions.
The MA-MC profile (characterized by volunteers who perceived their leaders as
moderately high on autonomy support and chaos) and the LA-MC profile (characterized by
volunteers who perceived their leaders as low on autonomy support and moderately high on
chaos) displayed a mixed pattern of outcomes. The MA-MC profile showed a somewhat better
pattern of outcomes than the LA-MC profile as they reported higher levels of need satisfaction.

Discussion
In many nonprofit and voluntary organizations, volunteers constitute a crucially
important group of people who ensure that these organizations have sufficient human resources
to provide their services as intended (Balduck et al., 2015). However, in several nonprofit and
voluntary organizations, low retention of volunteers is an important issue (Wicker & Breuer,
2013).
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Table 2: Motivational cluster mean scores, F-values, and effect sizes (Partial η2) for an autonomy-supportive and a chaotic leadership style, need satisfaction and frustration
and turn over intentions.

1
HA-LC
n = 105 (30%)
Leadership style
Autonomy-Supportive Style
Z-score
Abs score
Chaotic Style
Z-score
Abs score
Mediators/Outcomes
Need Satisfaction
Need Frustration
Turnover intentions

2
MA-MC
n = 139 (40%)

3
LA-MC
n = 60 (17%)

4
LA-HC
n = 45 (13%)

F

Partial η2

F(3,345)
0.80 (.58) 2,3,4
5.58 (.74)2,3,4

0.30 (.48) 1,3,4
4.96 (.61)1,3,4

-1.14 (.56) 1,2
3.13 (0.70)1,2

-1.17 (.84) 1,2
3.10 (1.06)1,2

214.55***

.65

-1.13 (.45) 2,3,4
1.88 (.48)2,3,4

0.16 (.45) 1,4
3.25 (.48)1,4

0.29 (0.46) 1,4
3.39 (0.49) 1,4

1.64 (.45) 1,2,3
4.82 (.48)1,2,3

424.82***

.79

F(3,344)
35.62***
46.16***
18.02***

.24
.29
.14

2,3,4

5.84 (.68)
1.54 (.50)2,3,4
1.50 (.63)2,3,4

1,3,4

5.51 (.70)
2.16 (.72)1,4
1.87 (.83)1,4

1,2

4.76 (.88)
2.33 (.80)1,4
1.98 (.89)1,4

1,2

4.80 (.84)
2.99 (1.02)1,2,3
2.56 (1.11)1,2,3

Note. HA-LC: high autonomy, low chaos; MA-MC: moderate autonomy-moderate chaos; LA-MC: low autonomy, moderate chaos; LA-HC; low autonomy, high chaos.
Standard errors are reported in parentheses. Numbers in superscript (1 to 4) refer to significantly different groups, *p< .05, **p< .01, ***p< .001

198

Chapter 4
Therefore, this study used SDT as a guiding framework (Deci & Ryan, 2000, Deci et al,
2017) to examine the role of leaders and need-based experiences in relation to volunteers'
turnover intentions. Many SDT studies have concluded that the leaders’ autonomy support (e.g.,
Gillet et al., 2013; Van den Broeck et al., 2016) and experiences of need satisfaction (Van den
Broeck et al., 2016) played a key role in the prevention of turnover. At the same time, it has
been argued that the leaders’ demotivating style, as well as experiences of need frustration, may
be even more important when it comes to negative outcomes such as turnover intentions (Van
den Broeck et al., 2016). By examining the leaders’ chaotic style and experiences of need
frustration, in addition to the leaders’ autonomy-supportive style and experiences of need
satisfaction, this study responds to the call to examine the dark side of the leaders’ motivational
styles, and their association with volunteers' turnover intentions.

An Autonomy-supportive and Chaotic Leadership Style in Relation to Turnover
Intentions
Our study makes several important contributions to the nonprofit and management
leadership literature. First, when inspecting bivariate correlations, we found that an autonomysupportive leadership style negatively relates to turnover intentions (H1a, see Table 1). At first
sight, our findings thus confirm prior findings regarding the protective role of an autonomysupportive style (e.g., Gillet et al., 2013; Slemp, et al., 2018). A chaotic style was also related
to turnover intentions, yet in a positive way (H1b), hereby confirming previous research that
started from transformational leadership theory (Bass, 2005) and reported positive relationships
between a laissez-faire leadership style and turnover intentions (Pishgooie et al., 2019; Van
Prooijen & De Vries, 2016). Yet, in contrast to prior work in the for-profit context (Van Prooijen
& De Vries, 2016), we found that the relation between leaders’ autonomy-supportive style and
turnover disappeared when we included both autonomy support and chaos in the same structural
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model (H1c). These findings support calls by eminent leadership researchers who have
advocated towards examining correlated leadership styles within one study, to demonstrate the
true effects of one leadership style while accounting for the other (e.g., Antonakis & House,
2014). By only examining autonomy support, while ignoring the demotivating chaotic
leadership styles, prior research may have overestimated the role of leaders’ autonomy support.

Need-based Experiences as the Underlying Mechanism
As expected based on Self-Determination Theory (Deci & Ryan, 2000; Ryan & Deci,
2017) an autonomy-supportive leadership style was positively related to need satisfaction
(H2a), while a chaotic leadership style was most closely and positively related to need
frustration (H2b; e.g., Vansteenkiste and Ryan, 2013, Van den Broeck et al., 2016). The
findings hereby add to the limited evidence revealing that a chaotic leadership style not only
hampers need satisfaction, but particularly engenders feelings of need frustration (De Clerck et
al., 2019; Trépanier et al., 2019). Said differently, when leaders are too awaiting, passive,
unpredictable, or unavailable, volunteers are likely to experience pressure and coercion,
feelings of incompetence, and rejection. The results of the current study also deepen our
understanding of the mechanisms that influence turnover intentions. In line with prior research,
need satisfaction displayed negative relationships with turnover (H3a; Van den Broeck et al.,
2016), yet these negative relations disappeared when need frustration was accounted for.
Clearly, need frustration was most closely and most strongly related to turnover intentions
(H3b), and the relation between a chaotic leadership style and turnover was fully mediated
through need frustration (H4; also see De Clerck et al., 2019).
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Leadership Profiles
Despite the recognition that a leadership style is typically a combination of different
motivating and demotivating styles, only limited research has previously adopted a personcentered approach to study leadership (but see the research of Houle et al., 2020; Maertz &
Campion, 2004, and Stanley et al., 2013 in public and for-profit organizations). Moreover, to
our knowledge, no research has focused on the combination of an autonomy-supportive and a
chaotic style, while these styles are suggested to co-occur (Aelterman et al., 2019). Our study
sought to fill this gap. The results revealed that leaders’ style was best presented via four distinct
profiles, which largely match our hypotheses (H5a). The most remarkable finding was that
although autonomy support and chaos were on average negatively related (see Table 1), 40%
of the volunteers perceived their leaders as relatively moderately autonomy-supportive and
chaotic simultaneously, suggesting that both styles can indeed co-occur to some degree.

Need-based Experiences and Turnover Intentions According to the Leadership Profiles
Supporting hypothesis 5b, anchored in SDT, volunteers who perceived their leaders as
highly autonomy-supportive and lowly chaotic displayed the most optimal outcomes. When
compared to the three other profiles, this group of volunteers displayed the highest levels of
need satisfaction, combined with the lowest levels of need frustration and turnover intentions.
These results concur with abundant research on the benefits of autonomy support (e.g. Van den
Broeck et al., 2016), but, importantly, it adds that it is not autonomy support on its own, but
autonomy support in the absence of chaos that yields the most optimal outcomes, as the group
of volunteers who combined moderately levels of both did not display such an optimal pattern.
An opposite pattern was found for the group of volunteers who perceived their leaders as very
high on chaos and low on autonomy support, hereby confirming H5c. In support of H5d, the
group of volunteers who perceived their leaders as moderately autonomy-supportive and
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chaotic (MA-MC) reported elevated levels of need frustration and turnover intentions, while
their feelings of need satisfaction were to some degree safeguarded. This was not the case in
the group of volunteers who perceived their leaders as low on autonomy support and moderately
chaotic (LA-MC), which also reported low levels of need satisfaction. Interestingly, these
results were partially inconsistent with the research of Chénard-Poirier et al. (2021) pointing
out the maladaptive combined effects of destructive and constructive leadership on thriving at
work and behavioral empowerment.
Overall, the results of the profile analyses revealed that experiences of need frustration
and turnover intentions fluctuated in alignment with volunteers’ perceptions of the leaders’
chaotic style. As volunteer turnover is a major concern for leaders in many nonprofit and
voluntary organizations (e.g., Wicker & Breuer, 2013), it is therefore important to raise
awareness about the risks of a chaotic leadership style.

Strengths, Limitations, and Directions for Future Research
Previous SDT studies mainly relied on the Work-Climate Scale to measure an
autonomy-supportive leadership style (e.g., Gagné, 2003; Haivas et al., 2012; Oostlander et al.,
2014). Yet, this scale does not allow to measure leaders’ chaotic style, which may be one of the
reasons why this leadership style is generally ignored in SDT research. A major strength of the
current study is the use of a newly developed questionnaire that allows assessing both an
autonomy-supportive and chaotic style in a reliable way (De Clerck et al., 2019). Yet, SDT also
distinguishes a well-structured, controlling, warm, and cold leadership style. Particularly the
consideration of a structuring style would be interesting in relation to the current study. When
providing structure, leaders clarify goals and expectations, and provide step-by-step guidance
for followers to complete tasks and assignments. Including a measure of structure would allow
distinguishing those leaders who manage to provide autonomy support in a structuring way
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from those who provide autonomy support in a chaotic way.
In the current study, we measured turnover intentions and not turnover behavior.
Although an intention to engage in a behavior is one of the best predictors of actually enacting
that behavior, the two are not identical and should not be treated as such. It would thus be
interesting for future research to also examine actual turnover behavior. A related limitation is
the full reliance on volunteers’ self-reports, hereby increasing the likelihood for inflated
relations due to shared method variance. This study would therefore have benefited from more
objective measures of actual turnover data and objective measures of leaders’ style, for instance
through observations. The full focus on nonprofit and voluntary organizations working with
volunteers also limits generalisability. It is unclear at this stage whether similar profiles would
be found in more professional nonprofit organizations where leadership is often characterized
by stronger hierarchical power. Another limitation of our study is the cross-sectional design,
impeding us from drawing causal inferences. Previous studies have shown that turnover
intentions change over time (Chen, et al., 2011) stressing the need for longitudinal studies.
Finally, future research may use alternative profiling techniques (e.g., latent profiles analyses)
to further explore the relevance of leaders' (de)motivating styles in the organizational context.

Conclusion
Using SDT as a guiding framework, this study raises awareness about the risks of the
reliance on a chaotic leadership style in nonprofit and voluntary organizations. Indeed, by
examining the leaders’ chaotic style as well as experiences of need frustration, in addition to
the leaders’ autonomy-supportive style and experiences of need satisfaction, it became clear
that particularly a chaotic style and experiences of need frustration were related to volunteers'
turnover intentions. When nonprofit and voluntary organizations try to professionalize their
operations, implementing leadership development programs to train leaders to adopt an
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autonomy-supportive style, it is thus imperative that they also point to the pitfalls of sliding into
a chaotic style. It is not because leaders provide opportunities for dialogue, input, and
participation that they should refrain from providing direction and guidance or even become
awaiting or passive. Furthermore, the results of this study set the stage for developing a new
research agenda in which demotivating leadership styles and experiences of need frustration are
more systematically examined in relation to turnover.
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Chapter 5
Abstract
A considerable amount of research based on Self-Determination Theory (SDT) has
provided evidence for the relevance of the coaches' motivating style for sports club members'
motivation to participate in organized sports. In this study, we investigated whether also the
sports club leaders' motivating style plays a pivotal role for members' motivation. Specifically,
we focused on the relation between the leaders' motivating style and members' motivation via
the coaches' motivating style (i.e., trickle-down effect), hereby relying on the perceptions of
sports club members (N= 210). The results pointed to the existence of a trickle-down effect,
showing that the leaders’ motivating style was reflected in the coaches’ motivating style, which
in turn related positively to members’ autonomous motivation, and negatively to members'
amotivation. This study provided a proof of principle of the trickle-down effect in sports clubs,
urging researchers to further explore this effect in the sports context.
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Introduction
Sports participation, whether non-organized or organized, is associated with increased
health benefits like well-being and vitality (Bouchard et al., 2012), and psychological benefits
including life satisfaction and happiness (An et al., 2020). Furthermore, organized sports
participation (that is, sports participation in sports clubs) can provide additional benefits such
as improved peer relations, social skills, and diminished shyness (Findlay & Coplan, 2008).
Despite the benefits of lifelong participation in organized sports, a significant number of sports
club members quit organized sports as they grow older. This decline in organized sports
participation starts at the age of 12 and continues to decrease through adolescence (i.e., 17-18
years) and (older) adulthood (Eime et al., 2018; Maher et al., 2008). Reasons for drop-out from
organized sports participation include other interests, sport-related injuries, health issues,
financial constraints, limited time due to job or school requirements (Baker et al., 2009;
Schlesinger et al., 2018), and a lack of motivation (Reynders et al., 2019; Schlesinger et al.,
2018). Several studies have focused on the latter reason, revealing that coaches play a crucial
role in members’ motivation to continue organized sports participation due to their high
interaction and proximity with sports club members (e.g., Hodge & Lonsdale, 2011). Yet, also
the role of the sports clubs' leaders (i.e., volunteer board members and, in larger sports clubs,
executives or CEOs) cannot be underestimated. Leaders can namely indirectly influence
members' motivation via their impact on coaches (i.e., trickle-down effect). Specifically, the
trickle-down effect suggests that leaders can (through their reliance on a motivating style) create
a motivational environment in which coaches will be more likely to rely on a motivating style
in their frequent interactions with the sports club members themselves, which in turn will affect
members' motivation (Mageau & Vallerand, 2003; Morbée et al., 2020; see Figure 1). For
instance, leaders adopting an open attitude towards opinions regarding the sports club's
management may stimulate coaches to be more responsive to members' input themselves.
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Figure 1: Theoretical trickle-down model

However, despite their important role in the sports clubs, an assessment of how the
leaders' motivating style indirectly (via the coaches) relates to members' motivation for
organized sports participation is currently lacking in the extant literature. In this study, we
investigate this trickle-down effect for the first time. To this end, we rely on Self-Determination
Theory (SDT; Deci & Ryan, 2000), a broad and empirically-based meta-theory of human
motivation that studies motivational behavior across life domains (Ryan & Deci, 2017),
including sports (Standage & Ryan, 2020). Before focusing on the trickle-down effect, we
briefly discuss the dropout behaviors in sports clubs across the lifespan, and their link with
motivation to engage in organized sports.
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Dropout Behaviors in Sports Clubs Across The Lifespan
Given the number of health, psychological, and social benefits associated with lifelong
organized sports participation, several studies have investigated the evolution of participation
rates and dropout behaviors in sports (e.g., Eime et al., 2016; Eime, 2018; Maia et al., 2010).
An Australian study of participation in five popular sports (Australian rules football, basketball,
cricket, hockey, and netball) reported the highest participation rate in the age group 10-14 years,
revealing that 40% of this age range were registered participants in these sports (Eime et al.,
2016). However, in the next age group 15-19 years participation rates dropped to 23%. By age
20 only 12% were engaged in these sports, with further declines with increasing age evident
across the lifespan (Eime et al., 2016). A follow-up study of participation in twelve major sports
(Australian Football, basketball, bowls, cricket, football (soccer), golf, gymnastics, hockey,
netball, sailing, swimming, and tennis) similarly showed that participation rates peaked at ages
5-14 years (i.e., 70%), after which participation dropped by more than half for the next age
group 15-19 years (Eime et at., 2018). Following a large decline to 16% in the next age group
20-24 years, participation rates showed a steady progressive decline until a small rebound at
ages 65-74 years (Eime et al., 2018).
Overall, the trend of decreasing participation rates starting in the later adolescence was
to a great extent consistent with another Australian study reporting peak sport participation at
ages 12-13 years (Maher et al., 2008), as well studies conducted in other countries including
Belgium (Maia et al., 2010), Germany (Manz et al., 2016), and Spain (Palacios-Ceña et al.,
2012).
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The Importance of Sports Club Members' Motivation For Dropout Behaviors Across The
Lifespan
Although several factors may account for dropout behaviors across the lifespan (e.g.,
other interests, limited time, injuries), it is increasingly recognized that motivation to engage in
organized sports is an important correlate of sports club members' dropout intentions (Ryan &
Deci, 2017). In general, motivation is defined as the forces that drive and direct behavior
(Dweck, 2017). Different motivational theories have been developed to conceptualize
motivation including Achievement Goal Theory (Nicholls, 1984), Social Cognitive Theory
(Bandura, 2001), Self-Efficacy Theory (Bandura, 1977a), and Expectancy Value Theory
(Wigfield & Eccles, 2002). While these theories have proven their value to study motivation,
also in a sports setting (e.g., Duda, 2005), in the current dissertation, we relied on SelfDetermination Theory (SDT; Deci & Ryan, 2000) as it distinguishes different motivational
regulations that allow for a refined examination of the relevance of motivation in the sports club
(Ryan & Deci, 2017).
Specifically, SDT differentiates between three types of motivation for organized sports
participation that differ in their quality (Deci & Ryan, 2000). Autonomous motivation refers to
an optimal involvement in a sports activity through experiences of volition, psychological
freedom, and reflective self-endorsement (Deci & Ryan, 2000). For example, people
participating in organized sports simply because they enjoy doing so, or because they
understand and endorse the health benefits, are autonomously motivated. Controlled motivation
instead entails less optimal, pressured reasons to engage in a sports activity (Deci & Ryan,
2000). To illustrate, people engaging in organized sports in order to prove how skilled they are,
or in order to obtain a reward, are controlled motivated. Amotivation involves a lack of
motivation to engage in sports (Gillet et al., 2012; Ryan & Deci, 2017). For example, people
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showing amotivation for organized sports claim to have no idea why he should bother
participating in organized sports.
Previous SDT studies have revealed the importance of the quality of motivation for
sports club members' dropout, indicating that autonomously motivated members had less
intentions to leave the sports club (Gillet et al., 2012; Pelletier et al., 2001), whereas controlled
motivated and amotivated members showed elevated levels of dropout behavior (Calvo et al.,
2010).

Sports Club Members' Motivation: The Importance of the Coaches' Motivating Style
Several SDT studies have pointed to the context of the sports club as an important factor
influencing members' motivation. Most SDT studies focused hereby on the relevance of a
motivating coaching style, with a coaches' autonomy-supportive style receiving the most
attention. When a coach relies on an autonomy-supportive style, (s)he adopts a curious, open,
and flexible attitude, hereby engaging in autonomy-supportive strategies such as providing
opportunities for members to make certain choices themselves (within specific limits and rules),
explaining and justifying his or her decisions, inquiring about and acknowledging members’
feelings, allowing opportunities to take initiatives and to do independent work, and preventing
ego-involvement from taking place (Bartholomew et al., 2011; Mageau & Vallerand, 2003).
Previous empirical studies indicated, consistent with SDT, that an autonomy-supportive
coaching style related positively to adaptive member outcomes including autonomous
motivation (Haerens et al., 2018; Hodge & Lonsdale, 2011; Jõesaar et al., 2012), and negatively
to maladaptive outcomes such as amotivation (Pelletier et al., 2001). The results regarding the
relation between an autonomy-supportive coaching style and controlled motivation were less
consistent, with studies pointing to a negative relation between an autonomy-supportive
coaching style and controlled motivation (Hodge & Lonsdale, 2011), while other studies found
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no connection between the coaches' autonomy-supportive style, and controlled forms of
motivation (Pelletier et al., 2001).
Whereas research on the importance of an autonomy-supportive coaching style
dominated past SDT research, more recent SDT literature has pointed to the relevance of the
provision of structure. Indeed, without structure, a highly autonomy-supportive coaching style
may confuse sports club members about what they should do and even hinder members in their
skill development (Curran et al., 2013; Delrue et al., 2019). Structuring practices include
providing information and constructive feedback, outlining clear and consistent guidelines,
offering challenging tasks, and expressing confidence so that sports club members feel
competent to master sports activities they are involved in (Reynders et al., 2019; Ryan & Deci,
2017).
Similar to autonomy support, previous studies have shown that a structuring coaching
style connected positively to autonomous motivation (Reynders et al., 2019; Delrue et al.,
2019), and negatively to amotivation (Delrue et al., 2019). However, no connection was found
between a structuring coaching style and controlled motivation (Delrue et al., 2019).

Sports Club Members' Motivation: The Importance of the Leaders' Motivating Style
Our literature review so far revealed that a considerable amount of SDT-based research
has provided evidence for the relevance of a coaches' motivating style in the sports clubs for
members' motivation. In this study, we suggest that also sports club leaders play an important
role in members' motivation. We follow hereby the (theoretical) ideas of SDT researchers that
the leaders' reliance on a motivating style can indirectly influence members' motivation via the
coaches' motivating behaviors (Mageau & Vallerand, 2003; Morbée et al., 2020). Scholars refer
to this as a trickle-down or cascading effect, suggesting that coaches observe, imitate, and learn
from the behavior of leaders while forming their own attitudes, behaviors, and interaction styles
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(i.e., social learning process; e.g., Bandura, 1977; Morbée et al., 2020). In turn, the coaches'
motivating behaviors may determine members' quality of motivation (Mageau & Vallerrand,
2003). Empirical evidence for this trickle-down effect was found in the for-profit context,
indicating that higher-level leaders' reliance on transformational and empowering leadership,
which are both connected to SDT's motivating leadership styles (Deci et al., 2017), affected the
lower-level leaders' own reliance on these respective leadership styles (Byun et al., 2020; Voorn
et al., 2013). The lower-level leadership behaviors subsequently influenced the employees'
functioning and feelings, including their task performance (Byun et al., 2020).
Within the sport context, existing SDT studies on (possible) trickle-down effects have
mainly focused on the first part, outlining the relations between the leaders’ motivating style
and the coaches’ motivating style (as perceived by the coaches themselves). Specifically, these
studies indicated that the leaders' creation of a motivating environment, which included input
in decision-making, the freedom to conduct sports programs (Rocchi & Pelletier, 2017), and
opportunities to develop skills or achieve a good work-life balance (Stebbings et al., 2012),
related to the coaches' provision of autonomy-support (e.g., Iachini, 2013; Rocchi & Pelletier,
2017; Stebbings et al., 2012) and structure (Rocchi & Pelletier, 2017).
However, although these SDT-based studies provide useful insights into the leadership
style as an antecedent of the motivating style of coaches, the question whether leaders can
indirectly (via the coaches motivating style) influence sports club members' motivation,
remains unanswered.

The Present Study
In the present study, we aimed to provide a proof of principle of the existence of this
trickle-down effect in sports clubs. Specifically, we investigated whether the leaders' motivating
style (i.e., the leaders' autonomy-supportive and structuring style) was related to the coaches'
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motivating style (i.e., the coaches' autonomy-supportive and structuring style), and in turn
sports club members' quality of motivation, hereby relying on the perceptions of sports club
members. Consistent with studies focusing on the role of leaders (e.g., Rocchi & Pelletier, 2017;
Stebbings et al., 2012), and coaches (e.g., Haerens et al., 2018; Pelletier et al., 2001) in sports
clubs, we expected that the leaders' motivating style would relate to the coaches' motivating
style, and in turn positively to members' autonomous motivation, and negatively to members'
amotivation. Furthermore, based on the results of previous studies (e.g., Delrue et al., 2019;
Hodge & Lonsdale, 2011), we were open to the possibility that the coaches' motivating style
may be negatively related or unrelated to members' controlled motivation.
As an ancillary aim, we examined the relevance of members' quality of motivation for
members' intention to stay or drop out by investigating differences in quality of motivation
between three groups, that is the sports club members who indicated that they would remain a
member in the next season, members who doubted whether they would remain a member in the
next season, and members who had the intention to leave the sports club in the next season.

Method
Sample and Procedure
In order to recruit sports club members for our research, a call to participate was
included in the newsletter of the Flemish Sports Federation (located in Flanders, Belgium).
When sports clubs agreed to participate, they were asked to spread an online questionnaire to
the members of their sports club. A total of 51 Flemish sports clubs were involved in our study,
providing different sports, including football, gymnastics, and tennis. The coaches in these
sports clubs were volunteers, training sports club members on a non-professional level. The
leaders of these sports clubs were the Board of Directors, a group of volunteers who are
responsible for managing the sports club. Furthermore, most of these sports clubs also had a
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youth board or committee, which consists of volunteers overseeing all youth sports activities in
the sports club.
Our sample consisted of 210 sports club members (50% men; Mage = 28.01 years (SD =
15.82), range = 11-67 years). The participants had been members of the club for an average of
8.18 years (SD = 8.68). The participating sports club members completed the questionnaires at
home. As participants were asked to fill out three different questionnaires tapping into their
motivation, and perceptions of the coaches' and the leaders' (i.e., the board's) motivating style
(see Measures), we created the possibility to fill out the questionnaires at different times.
Furthermore, since 37% of our member sample comprised children and adolescents who were
aged from 12 to 18 years, we used questionnaires that have been previously used in research
involving children and adolescents. An exception was the questionnaire tapping to the (youth)
board's motivating styles. The readability of this questionnaire for younger persons was tested
in two sports clubs. Furthermore, we asked younger participants to complete the questionnaires
together with their parents.

Measures
Sports Club Members' Quality of Motivation
The members' quality of motivation for organized sports participation was measured
with the valid and reliable Behavioral Regulation in Sport Questionnaire (BRSQ; Lonsdale et
al., 2008). The BRSQ is a self-report measure of three broad types of motivation advanced by
SDT, that is autonomous motivation, controlled motivation, and amotivation (Deci & Ryan,
2000). We used the Dutch version of this questionnaire which has been used in a previous study
(Assor et al., 2009, part 2). This questionnaire consists of 24 items with the stem “I participate
in sports at the sports club because...” which were used to measure autonomous motivation (8
items; e.g., “I like it”) and controlled motivation (16 items; e.g., “I can only be satisfied with
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myself if I continue to participate”). In addition, amotivation was measured (without a stem)
with four items (e.g., “The reasons why I participate are not clear to me anymore”). Participants
responded to each of the 28 items via a 7-point Likert scale from 1 (does not describe me at all)
to 7 (does describe me extremely well). The internal consistencies of the three scales assessed
by Cronbach’s Alpha (α) were all good, ranging from .81 (amotivation) to .89
(autonomous/controlled motivation).
Perceived Coaches' Motivating Style
For the measurement of the sports club members' perceptions of the coaches' motivating
style, we relied on the validated Situations-in-Sport Questionnaire (Delrue et al., 2019).
Specifically, we used this questionnaire to evaluate the coaches' autonomy-supportive and
structuring style (as perceived by members) within a broad variety of concrete situations in the
sports season. The situations referred to the training context (5 situations), the competition
context (5 situations), and the pedagogical role of coaches (5 situations). The situations either
concerned a problem situation, which requires an intervention from the coach, or a nonproblematic situation, which requires pro-active behavior from the coach. For each of the 15
situations, sports club members were provided with different coach responses, corresponding
to an autonomy-supportive (15 items, α= .92), and a structuring (15 items, α= .93) coaching
style. For example, the following responses were related to the situation “The training session
begins”: “The coach is interested to hear which specific skill you would like to practice and
provides the necessary space for them to do so” (autonomy-support) and “The coach provides
a clear and easy to follow structure and communicates the goals of the training” (structure).
Members were asked to respond on a 7-point Likert scale, ranging from 1 (does not describe
my coach at all) to 7 (does describe my coach extremely well).
Perceived Leaders' Motivating Style
In order to measure the sports club members' perceptions of the leaders' (i.e., board's)
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motivating style, we relied on the questionnaire developed by De Clerck et al. (2019). More
specifically, we used this questionnaire to assess the leaders' autonomy-supportive and
structuring style (as perceived by members) within seven management situations derived from
an influential management model, The Competing Values Framework (Quinn & Rohrbaugh,
1981; for more details, see De Clerck et al., 2019). For the purpose of this study, some items
and situations of the original questionnaire were (slightly) adapted. For example, since De
Clerck et al. (2019) focused on the volunteers' perceptions of the leaders' motivating style, we
replaced “volunteers” with “sports club members” in the management situations. To illustrate,
the original management situation “You, as a volunteer, have expectations regarding the sports
club's management” was altered into "You, as a sports club member, have expectations
regarding the sports club's management". Items related to this management situation were “The
(youth) board recognizes that it is important that you communicate your perspective and listens
curiously to how you experience things” (autonomy-supportive) and “The (youth) board
answers specific questions regarding the current sports club's management” (structuring). In
total, the questionnaire consisted of 8 items tapping into an autonomy-supportive style (α= .92)
and 5 items relating to a structuring style (α= .77). Sports club members were asked to indicate
for each response to what extent the behavior described what the (youth) board would do in that
specific situation by rating a 7-point Likert scale, ranging from 1 (does not describe my (youth)
board at all) to 7 (does describe my (youth) board extremely well).
Intentions to Stay Member
In order to measure the sports club members' intentions to remain a member (or drop
out) in the next season, we used a single item with the stem “I want to remain a member in the
next season”, followed by three possible answers: “yes”, “maybe” or “no”.
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Plan of Analyses
Preliminary statistics were calculated to provide an overview of the means and standard
deviations of all study variables, and correlations coefficients among these study variables. The
importance of the members' quality of motivation for their intentions to stay a member or
dropout was investigated as a preliminary analysis, relying on a multivariate analysis of
variance (MANOVA) to determine whether significant differences in members' motivation
were present between members who planned to remain a member of the sports club in the next
season, those who doubted whether they would remain a member, and those who planned to
stop their membership.
As for our primary analyses (i.e., the study of trickle-down effects), a series of models
with latent constructs was tested using Structural Equation Modeling (SEM) based on
maximum likelihood estimation with 5000 bootstrap samples in Mplus. Given the hierarchical
structure of the data with sports club members being nested within coaches, and members being
nested within sports clubs, a three-level model was considered. However, since almost onethird of our sample participated in individual sports (e.g., tennis, athletics), we were not able to
conduct three-level analyses (Hox & Maas, 2001). In order to determine whether two-level
analyses (with members being nested within sports clubs) needed to be accounted for, we
calculated the design effect of the study variables (Hox & Maas, 2001) using the statistical
program MLwin version 2.20. The design effect is a function of the size of the intraclass
correlation and average cluster size. It is approximately equal to 1+ (average cluster size –
1)*ICC. If the design effect is smaller than 2, using single-level analysis on multilevel data does
not lead to overly misleading results (Muthén & Satorra, 1995). Since the design effects of our
study variables ranged from 1 (members' controlled motivation, and amotivation) to 1.20
(coaches' motivating style), we proceeded with single-level analyses.
First, we created the measurement model with the leaders' and coaches' autonomy-
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supportive, structuring style, members' autonomous motivation, controlled motivation, and
amotivation as latent variables. In order to reduce the measurement model complexity, we relied
on the parceling technique (Little et al., 2002). Specifically, we created parcels for scales with
more than 5 items (leaders' autonomy-supportive style, coaches' autonomy-supportive, and
structuring style, members' autonomous motivation, controlled motivation) through
aggregating weaker loading items with stronger loading items and using those aggregates (i.e.,
parcels) as indicators of the latent variables. Only items with factor loadings higher than .40
were retained (see Little et al., 2002). This resulted in four 2-items parcels (leaders' autonomysupportive style, autonomous motivation), two 4-items and two 3-items parcels (coaches'
autonomy-supportive style), three 4-items and one 3-items parcels (coaches' structuring style),
and one 4-items and three 3-items parcels (controlled motivation). In this measurement model,
the leaders' and coaches' autonomy-supportive and structuring style were loaded onto a secondorder variable, that is (respectively) the leaders' and coaches' motivating style.
Next, we tested the theory-based structural model in which we investigated indirect or
trickle-down effects between the leaders' motivating style, and members' quality of motivation
via the coaches' motivating style. To this end, we relied on the 95% confidence interval obtained
by bootstrapping (Hayes et al., 2009). The indirect or trickle-down effect is significant at p <.05
if the 95% confidence intervals do not include the value of zero. In addition, we controlled for
the direct relation between the leaders' motivating style and members' quality of motivation.
We included members' age, gender, and the number of years of membership as covariates in
this model.
To evaluate the fit of the model being tested, we relied on the Comparative Fit Index
(CFI); the Root Mean Squared Error of Approximation (RMSEA) and the Standardized Root
Means Square Residual (SRMR). Concerning CFI, a critical value above .90 is acceptable,
whereas values above .95 are good. Regarding the SRMR and RMSEA, a value between .06
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and .08 is considered reasonable and a value below .06 is considered good (e.g., Hu & Bentler,
1999).
Results
Preliminary Analyses
Means, standard deviations, and correlations among study variables are presented in
Table 1. A MANOVA revealed significant differences in the quality of motivation between
members who planned to remain a member of the sports club in the next season (n = 171; 81,4
%), those who doubted whether they would remain a member (n = 36; 17,1 %), and those who
planned to stop their membership (n = 3, 1,4%), Wilks' Lambda= .86, F(6, 410)=5.64, p<.001.
Follow-up univariate tests for autonomous motivation (F(2,207)=9.06, p < 0.01) and
amotivation (F(2,07)=13.63, p < 0.01) were significant, with Tukey's post-hoc tests revealing
that sports club members who planned to stay at the sports club experienced higher levels of
autonomous motivation, (M = 6.62; SD = 0.72) and lower levels of amotivation, (M = 1.54; SD
= 0.79) than those who doubted whether they would stay (who reported relatively low levels of
autonomous motivation, (M = 5.65; SD = 1.02), and relatively high levels of amotivation (M =
2.39; SD = 1.30)). No other differences in the quality of motivation were found. Importantly,
these results need to be interpreted with care due to the uneven distribution of sports club
members between these three groups, with the vast majority of sports club members indicating
that they would stay at the sports club.

Primary Analyses
In the measurement model, the structuring item "The (youth) board points out the norms
and expectations regarding teamwork within the sports club" related to the situation "There are
tensions between sports club members" was excluded from further analysis as it loaded poorly
onto the latent variable structuring style (<.40; see Hair et al., 2010).
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Table 1: Descriptive Statistics and Bivariate Correlations among study variables (N = 210 members, except for members' perceptions of coaching styles (4-6), N = 203)

Variables

M

SD

1

2

3

4

5

6

7

1. Leaders' autonomy-support

4.41

1.29

2. Leaders' structuring style

4.41

1.19

.79**

3. Leaders' motivating styles

4.41

1.19

.97**

.91**

4. Coaches' autonomy-support

4.56

1.13

.64**

.62**

.66**

5. Coaches' structuring style

5.06

1.08

.61**

.65**

.66**

.88**

6. Coaches' motivating style

4.81

1.07

.64**

.65**

.68**

.97**

.97**

7. Autonomous motivation

6.15

0.81

.20**

.24**

.25**

.38**

.40**

.40**

8. Controlled motivation

3.27

1.01

-.10

-.03

-.08

-.15*

-.06

-.10

.04

9. Amotivation

1.70

0.96

-.27**

-.29**

-.30**

-.36**

-.37**

-.38**

-.61**

8

9

.20**

*p<.05, **p<.01
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The final measurement model provided a good fit to the data (2(336)=542.18, p<.001;
RMSEA=.05; CFI=.96; SRMR=.05). The results of the indirect or trickle-down model (see
Figure 2), which also showed a good fit to the data (2(408)=653.97, p<.001; RMSEA=.05;
CFI=.95; SRMR=.05), revealed a positive relation between the leaders' motivating style and
coaches' motivating style (β=.73, p<.001), and between the coaches' motivating style and
members' autonomous motivation (β=.46, p<.001).

Figure 2: Trickle-down model (based on members' perceptions of the leaders' and coaches' motivating style, and
members' quality of motivation, n=210)

Note. Coefficients are standardized values. For parsimony reasons, observed variables are not represented.
*p<.05, **p<.01, ***p<.001

Furthermore, the results also pointed to a negative relation between the coaches' motivating
style and members' amotivation (β=-.28, p<.05). Other relations were insignificant. The results
further revealed a positive indirect or trickle-down effect of the leaders' motivating style on
members’ autonomous motivation, via the coaches' motivating style (β=.24, CI=.13 to .39), and
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a negative indirect or trickle-down effect of the leaders' motivating style on members’
amotivation, via the coaches' motivating style (β =-.16, CI=-.32 to -.03).

Discussion
Many sports club members drop out of the sports club as they grow older. Several
studies (e.g., Calvo et al., 2010; Gillet et al., 2012), including the present one, have revealed
that the quality of motivation mattered in terms of members’ dropout behaviors. Therefore, in
this study, we focused on the role of social agents' motivating behaviors within the sports club
for members' motivation. While a considerable number of studies already pointed to the
importance of the coaches' motivating style for members' quality of motivation (e.g., Haerens
et al., 2018; Hodge & Lonsdale, 2011; Reynders et al., 2019), this study contributes to the
existing literature by exploring for the first time whether sports club leaders also have a role to
play for members' motivation. Specifically, we investigated whether the leaders' motivating
style trickled down to members' quality of motivation via the coaches' motivating style. The
results provided evidence for this trickle-down effect, hereby suggesting that leaders in sports
clubs can have a strong indirect influence on members' quality of motivation by creating a
motivational environment in which coaches are likely to rely on a motivating style in their
interaction with the sports club members. Leaders of sports clubs can do so by adopting an open
and flexible style (that is, an autonomy-supportive style) and a process-oriented approach (that
is, a structuring style). This result confirmed research of Iachini (2013), Rocchi & Pelletier
(2017), and Stebbings et al. (2012) which revealed the importance of the creation of a
motivational club environment (for instance, involvement in management decisions) for the
coaches' own reliance on a motivating style. It is important to note that the findings of these
previous studies were based on the coaches' perceptions, while our results were based on the
members' perceptions. Future research may combine these perspectives, using a multi-
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informant approach to investigate how the leaders' motivating style as perceived by coaches
relates to their own motivating style as perceived by the members of their team.
The relations between the coaches' motivating style (which consisted of the coaches'
autonomy-supportive and structuring style) and members' quality of motivation in the trickledown model confirmed the results of studies focusing on the important role of autonomysupportive (e.g., Haerens et al. 2018) and structuring (Reynders et al., 2019) coaching. More
specifically, the positive connection between the coaches' motivating style and members'
autonomous motivation provided further evidence for previous findings of Haerens et al. (2018)
and Reynders et al. (2019) that the proximal relations between coaches and members, in which
the coaches' autonomy-supportive and structuring behavior can be regularly observed, serve as
the ideal setting to foster and promote members' autonomously motivated engagement in an
organized sports activity. In addition, these close motivational interactions may also serve as a
buffer for the lack of motivation (i.e., amotivation) to engage in sports, as shown by the negative
relation between the coaches' motivating style and amotivation (see also studies of Pelletier et
al., 2001; Delrue et al., 2019).
As for the relation between the coaches' motivating style and members' controlled
motivation, this relation was, in line with findings of previous studies (Delrue et al., 2019;
Pelletier et al., 2001), insignificant in the trickle-down model, while bivariate correlations (see
Table 1) revealed a small negative correlation between the coaches' structuring style and
members' controlled motivation. This result seemed to indicate that the structuring coaching
style may have a more important, albeit limited negative relation with members' pressured
engagement in organized sports when compared to the autonomy-supportive coaching style.
Perhaps the coaches' clear instructions and guidelines may attenuate members' feelings of
pressure to perform during training and matches. This issue warrants further examination as it
is inconsistent with the previous findings of Delrue et al. (2019).
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The bivariate correlations further revealed that the leaders' motivating style, although
unrelated to members' quality motivation in the trickle-down model, positively correlated with
members' autonomous motivation, and negatively with members' amotivation. These small, yet
significant correlations were consistent with the theorizing of Slemp et al. (2018) which
suggested that leaders can, despite the organizational distance, have an (albeit limited) direct
influence on the lowest "hierarchical" level in the organization. Our study was the first to
provide empirical proof for this postulation in the sports context, revealing that the relevance
of the (direct) role of leaders' motivating style for members' motivation indeed cannot be
underestimated.

Practical Implications: The Importance of Autonomy Support and Structure
The results of this study thus pointed to the important role of the leaders' motivating
style for members' quality of motivation to engage in organized sports. Since members'
motivation is related to possible dropout behaviors, these findings have important practical
implications for the leaders in sports clubs. They showed that it is essential that the leaders
listen to proposals to improve the sports club's management and opinions regarding the sports
season (i.e., an autonomy-supportive style), and invest time and energy in clarifying details
regarding task distribution and business planning (i.e., a structuring style). In turn, the coaches
will more likely be open to members' input during training and matches (i.e., an autonomysupportive style), and give guidance and direction so that members feel that they are able to
perform well during the training and matches (i.e., a structuring style).
Importantly, according to SDT, it is crucial that the leaders combine both an autonomysupportive and a structuring style. That is, without autonomy support, people in the sports club
may feel continuously monitored and evaluated by leaders, while without structure, people may
feel left to their own devices. The literature already indicated that in a demotivating
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environment, the coaches may be were more likely to refrain from autonomy-supportive
behavior (Rocchi et al., 2013) or even emit demotivating behaviors (Morbée et al., 2020; Rocchi
& Pelletier, 2017; Stebbings et al., 2012) when they interact with members. Similarly, it is
important that also the coaches balance their provision of guidance, expectations, and feedback
(i.e., structure) in a way that respects members' volition (i.e., autonomy support) as it will
optimize their influence on positive member outcomes such as autonomous motivation (Curran
et al., 2013).

Limitations and Future Directions
There are some limitations and future directions regarding the present study that should
be noted. First, the present research used a cross-sectional design. As such, we cannot
demonstrate causality. Thus, future investigations using experimental (longitudinal) designs
should be conducted to replicate and confirm the causal role of the leaders' and coaches'
motivating styles for members' quality of motivation.
Second, data on all study variables were gathered with self-reported measures of sports
club members. This may have affected the findings of this study since sports club members
may not always have had sufficient insight into the leaders' actions and operations to assess
their (de)motivating style. Therefore, the results of this study should be interpreted with caution.
Furthermore, same-source bias might have been an issue (Podsakoff et al., 2003). In order to
avoid common method bias, we followed the suggestions of Podsakoff et al. (2003) regarding
anonymity, reduction of evaluation apprehension, and randomized question order. Specifically,
all sports club members were assured that the survey was anonymous and that the data were
treated confidentially. In addition, the sports clubs members were reassured that there were no
right or wrong answers and that they should answer questions as honestly as possible. These
procedures should reduce the sports club members' evaluation apprehension and make them
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less likely to edit their responses to be more consistent with how the researcher wanted them to
respond. Furthermore, the order of the questions in each questionnaire was randomized so that
the sports club members were not able to relate the items to each other and thus give the answers
that produced the desired correlation. Despite these considerations, we urge researchers to
replicate our findings in a multi-informant model, studying relations between the coaches'
perceptions of the leaders' motivating style, and the members' perceptions of the coaches'
motivating style and their motivation. Furthermore, a multilevel design would allow to
investigating these relations at various levels (i.e., sports club, coach, member). In addition, it
would also be interesting to include demotivating styles in this multilevel multi-informant
model, as well as the full range of motivations as distinguished within SDT.
Third, future research may explore the effects of social distance in sports clubs, defined
as ' differences in status, rank, authority, social standing and power, which affect the degree of
social intimacy and social contact that develops between followers and their leaders’ (Cole et
al., 2009). More specifically, it would be interesting to investigate the moderating effect of
social distance on the relation between the leaders' and coaches' motivating style, and member
outcomes.
Fourth, as noted before, our study did not include the leaders' and coaches' own
perceptions of their motivating style. Future research might investigate whether the leaders' and
coaches' own perceptions are different from the perceptions of other groups in the organization.
Fifth, although we suggest that our findings were relevant for all leaders of sports clubs,
an interesting novel research avenue is to further explore the trickle-down effects of the
motivating style of paid leaders (e.g., executives, CEOs) in sports clubs.
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Conclusion
Against the backdrop of dropout of sports club members with increasing age, this study
investigated the role leaders can play for members' motivation to engage in organized sports.
The results pointed to an important role of leaders, revealing that their motivating style related
positively to members' autonomous motivation, and negatively to members' amotivation via the
coaches' motivating style. In this study, we formulated practical suggestions leaders in sports
clubs can use to implement a motivational environment in their sports club. Researchers can
use the principles of this study (i.e., testing the trickle-down model in its entirety) to further
explore trickle-down effects in the sports context.
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Essential Change Initiatives
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Chapter 6
Abstract
Many nonprofit and voluntary sports clubs are urged by public institutions to
professionalize their organization. Yet, this organizational change does not happen easily. A
key factor in successful change is the involvement of internal stakeholders (i.e., sports club
leaders, coaches, volunteers, members, parents…) in the identification of possible change
initiatives towards professionalization. Therefore, this study aimed to develop and evaluate the
appreciation of an evidence-based method that allows sports clubs to create internal
stakeholders' involvement in the organizational change. For this purpose, this study relied on a
well-established theoretical framework, that is the Competing Values Framework, to identify
the different areas of possible change. Furthermore, extensive attention is paid to the way the
evidence-based method is delivered, suggesting that it is essential to provide it in an autonomysupportive way to enhance internal stakeholders' active involvement in identifying possible
change initiatives. The results of the qualitative and quantitative research conducted in 18 sports
clubs indicated that participants of the evidence-based method (N = 144) perceived the method
as useful and autonomy-supportive. The participants who perceived the evidence-based method
as more useful and autonomy-supportive were also more likely to report that they were ready
for change, and that they would convince other stakeholders in the sports club to support the
change. Based on these findings, we formulated practical suggestions on how sports clubs can
implement this method to optimally involve internal stakeholders in the change process, and
support organizational growth.
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Introduction
The demand of public institutions on nonprofit and voluntary sports clubs to shift away
from their amateur roots towards a more professional, self-sufficient, and financially
independent organization has increased in recent years (Downling et al., 2014; Thiel & Mayer,
2009). A current trend is that sports clubs are increasingly required to have professional
management to be eligible for government funding (Schulz, 2005). Yet, this organizational
change in sports clubs does not happen easily (Thiel & Mayer, 2009). This is often due to
resistance among the internal stakeholders (i.e., sports club leaders, coaches, volunteers,
members, parents…) to endorse the organizational change towards professionalization
(Armenakis & Harris, 2002; Devos et al., 2007). In order to 'unfreeze' the organization and
create a sense of urgency to change among the internal stakeholders, change management
literature has pointed to the importance of active involvement of the internal stakeholders in the
organizational change (Gerwing, 2016). Especially in the context of nonprofit and voluntary
sports clubs, internal stakeholders' active involvement in the development of change initiatives
can be considered crucial, as many of these organizations rely heavily on stakeholders such as
volunteers to implement change initiatives (Renz & Herman, 2016). Therefore, this study aims
to develop and evaluate the appreciation of an evidence-based method that allows sports clubs
to create internal stakeholders' involvement in the organizational change. For this purpose, this
study relies on a well-established theoretical framework, that is the Competing Values
Framework, to identify the different areas of possible change. Furthermore, extensive attention
is paid to the way the evidence-based method is delivered, suggesting that it is essential to
provide it in an autonomy-supportive way to enhance internal stakeholders' active involvement
in identifying possible change initiatives. We use quantitative and qualitative analyses to
evaluate the appreciation of this group discussion, and give suggestions for sports clubs on how
to use this newly developed group discussion in their organization.
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Professionalizing Nonprofit and Voluntary Sports Clubs: The Competing Values
Framework
Based on existing studies in the sports management literature (e.g., Dowling et al.,
2014), Clausen et al. (2018) define professionalization of nonprofit sports organizations as “the
dynamic process towards a more rationalized functioning, driven by the objectives of enhancing
the organization's performance and ensuring its service role towards its members” (Clausen et
al., 2018, p. 38). Professionalization can allow sports clubs to achieve objectives more
effectively and efficiently, hereby responding to public authorities’ expectations for sports
clubs to be better prepared for a more demanding future (Seippel et al., 2019; Shilbury &
Ferkins, 2011; Stenling & Sam, 2020). Although the concept of professionalization has been
around since the early 20th century, professionalization has only gained the interest of sport
management scholars from the late 80s (Dowling et al., 2014). Since then, multiple theories and
frameworks have been developed to grasp the complexity of professionalization and
organizational change in sport organizations (e.g., the integrative model of organizational
change of Cunnigham (2002); the multilevel model of Nagel et al. (2015)). Drawing from the
ideas proposed in these theories, quality programs specifically designed for the sports sector
have been developed (e.g., Perck et al., 2016; Seippel et al., 2019).
In this study, we approach professionalization and organizational change of sports clubs
from a Competing Values Framework perspective (CVF; Quinn & Rohrbaugh, 1981). The CVF
is a general management framework that has been used extensively in the sports context
(Balduck et al., 2008; De Clerck et al., 2019, 2021; Shilbury & Moore, 2006). According to the
CVF, professionalization is achieved by changing the organizational culture, which is defined
as the values and beliefs that are held by the members of an organization and how they guide
behavior and facilitate shared meaning (Denison et al., 2014; Quinn & Rohrbaugh, 1981). The
CVF consist of two axes. The vertical axis reflects the extent to which the sports club
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emphasizes control or flexibility. The horizontal axis reflects the extent to which the sports club
focuses on its internal (i.e., the people's) or external (i.e., the organization's) functioning (Quinn
& Rohrbaugh, 1981; Shilbury & Moore, 2006). Together, these two dimensions constitute four
quadrants, each representing distinctive organizational culture models: the internal process
model (internal, stable), human relations model (internal, flexible), open system model
(external, flexible), and rational goal model (external, stable). The CVF proposes that effective
sports clubs manage to find a balance between these quadrants and are thus (to a certain extent)
engaging with the management processes in each of the culture models (Shilbury & Moore,
2006).
The CVF’s main strength is that it helps sports clubs understand and change the
organizational culture (Cameron & Quinn, 1999). Sports clubs can use the CVF to assess their
current and desired organizational culture. Based on the discrepancies between these culture
profiles, sports clubs are then able to identify areas for essential organizational change towards
professionalization (Cameron & Quinn, 1999; Denison et al., 2014).

The Importance of Internal Stakeholders' Active Involvement In Organizational Change
The change management literature suggests that, in order to fundamentally change the
organizational culture, the identification of these areas of organizational change would require
the involvement of the most important stakeholders, including sports club leaders, coaches,
volunteers, members, and parents (Fernandez & Rainey, 2017). This is essential to 'unfreeze'
the sports club, which involves “weakening forces that restrain movement and strengthening
driving forces related to the desired change” (Hammond et al., 2011, p. 489; Lewin et al., 1951).
The involvement of stakeholders in the organizational change may not only diminish resistance
to change (Armenakis et al., 1993; Schein, 1979), it also builds internal stakeholders' readiness
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for change, which is the belief that change is needed and that the organization is capable of this
change (Devos et al., 2007; Lutz Allen et al., 2013).
In the case of sports clubs, direct involvement of all internal stakeholders in the change
process may not always be possible. As such, change management literature indicates that it is
essential that for each important stakeholder group, a (select) number of opinion leaders are
involved in the organizational change (Hammond et al., 2011). Opinion leaders are individuals
from whom others may ask advice, and are thus carrying a significant amount of informal
influence (Hammond et al., 2011). When these key internal stakeholders can actively participate
in the change process, they will be encouraged to provide feedback for fine-tuning the change
during implementation, help implement change in a way that even exceeds role expectations,
and help persist obstacles or setbacks during implementation (e.g., Fernandez & Rainey, 2017).
Furthermore, they can play the role of internal change agents (Armenakis & Harris, 2002;
Gerwing, 2016; Hammond et al., 2011), actively seeking out other individuals in the sports club
in order to share change initiatives and convince them to support the change.
The change management literature further suggests that the participation of these key
internal stakeholders in the change process can be facilitated by an external change agent or
facilitator (Armenakis & Harris, 2002; Gerwing, 2016). An external facilitator is defined as a
professional coming from outside the organization, whose role is to bring about a purposeful
transformation of the organization and to enable others to deal with these change efforts
(Armenakis & Harris, 2002; Gerwing, 2016). To this end, (s)he helps internal stakeholders that
are involved in the change process to diagnose the actual and desired future situation and to
implement organizational change (Armenakis & Harris, 2002; Gerwing, 2016). Importantly,
the external facilitator should approach the sports club with openness to find the root of the
issue, and not just apply a program imposed by the sports club leaders (Gerwing, 2016).
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Internal Stakeholders' Active Involvement: The Role of Autonomy Support
According to Self-Determination Theory (SDT; Deci & Ryan, 2000), an influential
meta-theory on human motivation, active involvement is best fostered when facilitators of the
change adopt an autonomy-supportive style and stimulate internal stakeholders to rely on an
autonomy-supportive style themselves (Gagné et al., 2000; Morin et al., 2016). When being
autonomy-supportive, the internal stakeholders’ perspective is consulted and their input is
welcomed, possible negative feelings toward the sports club's culture are accepted, choice in
how to reach change goals is provided, invitational language is used, and meaningful rationales
are given (e.g., Gagné et al., 2000; Ryan & Deci, 2017). The creation of an autonomysupportive environment around the change initiatives nurtures the stakeholders' need for
autonomy, which refers to the feeling of being the initiator of one’s own acts (Ryan & Deci,
2017). This is crucial, since when internal stakeholders are involved in the organizational
change, yet feel that their doubts and critical thoughts are suppressed when change initiatives
are developed, they are unlikely to undertake change.
The relation between an autonomy-supportive style and readiness for change has mainly
been investigated in a for-profit setting. For instance, Gagné et al. (2000) found that employees
of a company in transformation were more likely to accept the organizational change when
change facilitators adopted an autonomy-supportive style in communicating and implementing
change. Similarly, a study by Mitchell et al. (2012) revealed that employees in an IT company
were more willing to use and accept new IT technologies when they were employed in an
autonomy-supportive work environment.

Internal Stakeholders' Active Involvement in CVF literature: Empirical Evidence
Several CVF scholars have incorporated elements of internal stakeholders' active
involvement (as suggested by change management literature and SDT) in their organizational
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change studies. Most CVF researchers used The Organizational Cultural Assessment
questionnaire (OCAI; Cameron & Quinn, 1999) as a means to involve the internal stakeholders
in the organizational change (e.g., Adams et al., 2017; Coyler, 2000; Ovseiko & Buchan, 2012).
The OCAI consists of 24 questions tapping into the four CVF dimensions. It can be distributed
among important internal stakeholders, with respondents expected to give a score for each
component while thinking of the organizational culture as it is now, and how it should be in the
future to be highly successful. Based on the differences in the average scores between the
existing and desired culture, essential change initiatives can be proposed. For example, in a
study by Colyer (2000) in Western Australian sports clubs, the questionnaire was completed by
employees and sports club leaders (i.e., board members). The developed change initiatives
included the clarification of the work roles of staff and volunteers (i.e., internal processes), and
more teamwork between staff and volunteers (i.e., human relations; Colyer, 2000).
Other authors have relied on interviews instead of questionnaires. Grabowski et al.
(2015), for example, interviewed board members, staff, and clients in a voluntary public
services organization. The results indicated that the organization would benefit from more
structure (e.g., the creation of task forces) and a greater internal focus (e.g., an effective
volunteer management).
Although these are useful tools to involve internal stakeholders in the development of
change initiatives, change management and SDT literature seem to suggests that additional
strategies to actively involve key internal stakeholders in the change development can be added
to these methods. That is, for successful change, it is crucial that internal stakeholders are able
to discuss their opinions and ideas with other internal stakeholders in an autonomy-supportive
setting (e.g., Gagné et al., 2000; Ryan & Deci, 2017). Furthermore, internal stakeholders at best
also participate in the final, most important step of identifying and discussing the necessary
change initiatives. In previous research, this part was mostly conducted by scholars or external
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consultants, although our literature review indicated that the role of external parties should be
restricted to supporting internal stakeholders' participation in the change process (e.g., Gerwing,
2016). Finally, it is important that all internal stakeholder groups are involved in the
development of change plans, including volunteers who were often overlooked in previous CVF
studies (e.g., Colyer, 2000).

The Present Study
Therefore, in order to help sports clubs professionalize their organization, we developed
an evidence-based method that stimulates these organizations to bring together key internal
stakeholders such as sports club leaders (i.e., board members in our study), coaches, volunteers,
members, and parents to have a group discussion around the current and the desired
organizational culture, as well the development of necessary change initiatives in the sports
club. This CVF-based group discussion was guided by a trained facilitator. To increase the
likelihood that these (key) internal stakeholders would be ready for change and would convince
others to support the change, the development of change initiatives was conducted in an
autonomy-supportive setting.
In order to evaluate the appreciation of this evidence-based method, we examined (a)
how the participants perceived the usefulness of the CVF-based group discussion, (b) how the
participants perceived the autonomy-supportive style of the facilitator and other internal
stakeholders during the group discussion, and (c) whether the participants were ready for the
change, hereby relying on quantitative data (i.e., mean scores of self-report questionnaires) and
qualitative data (i.e., focus groups). Focus groups were chosen in addition to the self-report
questionnaires because they allowed for a more in-depth discussion of the feelings and opinions
regarding the group discussion, which may yield complementary information. Furthermore, we
used regression analyses to gain more insight into (d) how the perceived usefulness of the group
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discussion and perceived autonomy-supportive style related to the participants' readiness for
the change, and (e) how the perceived usefulness of the group discussion, perceived autonomysupportive style and readiness for change of the participants related to their intention to
convince others in the organization to support the change initiatives developed during the group
discussion. We also explored whether readiness of change mediated the relation between the
perceived usefulness of the group discussion and perceived autonomy-supportive style (i.e.,
predictors), and intention to convince others in the organization to support the change initiatives
developed during the group discussion (i.e., dependent variable).

Method
Participants
A convenience sample of 18 nonprofit sports clubs participated in the newly developed
CVF-based group discussion, after positively responding to a call from the Flemish Sports
Federation, the umbrella federation of all Flemish sports federations. This sample included
mostly middle-sized clubs with between 100 and 250 members (44%) and large clubs with
more than 250 members (44%), providing sports disciplines such as football (22%), athletics
(17%), korfball (17%), and volleyball (11%) on the recreational level. In total, 52 board
members, 29 coaches, 23 volunteers (providing logistic support), 19 sports club members, and
21 parents participated in the group discussion, which means that 144 internal stakeholders
(61.8% men; Mage = 41.69 years (SD = 11.86)) were involved in our research. The number of
internal stakeholders per club participating in the group discussion ranged from 8 to 12.

Procedure
All participants were asked to participate in a group discussion in which they identified
important areas for change. After participating, they filled in a self-report questionnaire that
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assessed their appreciation of the session. In 3 sports clubs (of the 18 participating sports clubs)
focus group sessions were organized after the group discussion.

A CVF-Based Group Discussion to (Self-)identify Areas for Essential Change
The CVF-based group discussion was attended by representatives of important
stakeholder groups in the sports club (i.e., board members, coaches, volunteers, members, and
parents). The group discussion was guided by a trained facilitator, and designed in such a way
as to foster an autonomy-supportive interaction style among the stakeholders. Specifically, at
the beginning of the group discussion the facilitator emphasized the importance of listening to
each other and using invitational and constructive language such as “I understand your
perspective to be …”, “How did you come to that position?” and “I can see how you came to
such stance.” The facilitator also mentioned that it was important for participants to explain the
rationale behind their beliefs and ideas. Furthermore, the facilitators were taught, in line with
the principle 'practice what you preach', to rely on an autonomy-supportive style themselves.
For instance, they were trained to value the input of all participants and involve everybody in
the discussion. When conflicting ideas or positions occurred, they were taught to search for
common ground in what the different stakeholders were saying.
At the beginning of the group discussion, the participants (i.e., the internal stakeholders)
were asked to sit down around a template. The template, which represented the two axes and
four quadrants (or models) of the CVF, provided a structure to the session. The facilitator of
the session wrote down a question/problem identified by the sports club's board members in the
center of the template. As an example, a central question in a sports club was “We want to
attract more volunteers, but do not manage to do so”.
Next, the facilitator used the four quadrants of the template to construct the
organizational culture (and necessary culture changes) in three different steps. In the first step,

256

Chapter 6
participants discussed the existing organizational culture (i.e., where are we today) in relation
to the central question. This was realized in three consecutive parts. In the first part, aspects,
problems, and possible causes that were related to the formulated central question were
discussed. Each participant received cards on which (s)he could note his/her thoughts and
opinions in relation to the current situation in the sports club. In the second part, the group was
divided into subgroups. In these subgroups, participants were asked to find a consensus on
which cards they would like to discuss with the other subgroups. In the third part, these cards
were placed in one of the quadrants of the template, either by the facilitator or by the participant.
This method allowed to construct an existing culture profile based on the participants' input.
Examples were: “The workload of current volunteers is high” and “The communication in the
sports clubs is chaotic”, with the former being placed in the human relations quadrant, and the
latter in the internal process quadrant.
In the second step of the group discussion, participants described their desired culture.
To create the desired culture profile based on the participants' input, the three parts of the first
step were repeated, with each participant receiving cards on which they wrote down their ideas
regarding the warranted future situation. Examples were: “A sports club that is open for
everybody” and “A more structured communication”, with the former being placed in the open
system quadrant, and the latter in the internal process quadrant. Plotting the current and
preferred culture profiles on the template allowed highlighting possible discrepancies.
Furthermore, it became clear which quadrants were less or more present in the organization.
In the third step of the group discussion, initiatives that could resolve the discrepancies
between the current and preferred culture or could tackle the absence of crucial processes
missing in the organization were discussed. Examples of change initiatives were: “Adopting
more innovative communication strategies in order to reach the younger people (e.g., through
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Instagram, WhatsApp) ” and “Appointing a person responsible for communication”. At the end
of the discussion, change initiatives were given a level of priority.

Measures
Self-report Questionnaire
All of the participants of the group discussion (N = 144) filled in the self-report
questionnaires. The participants were asked to rate items of the self-report questionnaire on a
5-point Likert scale from 1 (totally disagree) to 5 (totally agree). This questionnaire consisted
of the following items:
Perceived Usefulness of the Group Discussion. To measure the perceived usefulness
of the group discussion, we used the item "The group discussion was useful in helping to
identify change initiatives".
Perceived Autonomy-Supportive Style. To measure the perceived autonomysupportive style (of other internal stakeholders and the facilitator) during the group discussion,
we relied on a slightly adapted version of the Teacher as Social Context Questionnaire
(TASCQ; Belmont et al., 1988). The Dutch version of this questionnaire has been validated
(Sierens et al., 2009) and used (e.g., Haerens et al., 2013) in previous research. For the current
study, the questionnaire was adapted to the context of the developed group discussion by
including the stem “During the group discussion …” and by replacing specific references to
academic subjects. We used three positively worded items from the TASQ autonomy support
scale (e.g., “others listened to my opinion.”). This scale had a solid internal consistency (α =
.72).
Readiness for Change. Nine items from the (Dutch-language) questionnaire developed
by Bouckenooghe et al. (2009) were used to measure the three dimensions of readiness for
change. Three items assessed emotional readiness for change (e.g., “I have a good feeling about
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the change initiatives”). Three items measured intentional readiness for change (e.g., “I want to
devote myself to the process of change”). Three (negatively worded) items measured cognitive
readiness for change (e.g., “ I think that most changes initiatives will have a negative effect on
the members we serve”). Consistent with previous studies (e.g., Kirrane et al., 2017), we
averaged across these three dimensions. To this end, the items of the cognitive readiness for
change dimension were reverse scored. The internal consistency of this 9-item scale was
excellent (α= .88).
Intention to Convince Others to Support the Change Initiatives. To measure the
stakeholders’ intention to convince others to support the change initiatives developed during
the group discussion, we included the item, “I intend to try to convince others to support the
change initiatives developed during the group discussion.”
Focus Groups
Focus group sessions were organized in three (randomly selected) sports clubs after the
group discussion. In total, 9 board members, 6 coaches, 6 volunteers providing logistic support,
3 members, and 1 parent, who also participated in the survey, were involved in the focus groups
interviews (68% men; Mage = 42.84 years (SD = 13.71)). The number of stakeholders
participating in the focus groups sessions ranged from 7 to 9.
The three focus groups sessions were facilitated by a trained moderator and an assistant
moderator. The facilitator of the group discussion was not present during the focus group
interviews. The (assistant-)moderator used a semi-structured questioning route that was
developed to facilitate conversation amongst participants. Furthermore, it ensured consistency
in questions asked across the focus groups. The main themes included (a) the perceived
usefulness of the group discussion, (b) perceived autonomy-supportive style during the
development of the change initiatives, and (c) participants' readiness for change.
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An entire focus group interview lasted on average 29 minutes. All sessions were
audiotaped, and the recordings were later used to conduct a content analysis of the
conversations.

Plan of Analyses
To analyze the use of the newly developed group discussion, we first calculated average
scores of the perceived usefulness of the group discussion, perceived autonomy-supportive
style, and readiness for change. The qualitative data (i.e., focus groups recordings) were used
to gain a more in-depth insight into the meaning of these quantitative average scores. We used
a thematic content analysis (NVivo 12 Pro) to analyze the focus group transcripts. Two
researchers independently conducted a priori (deductive) content analysis on each of the three
transcripts. The transcripts were coded using a presupposed tree structure, including 3 parent
nodes representing the different topics of the focus group questioning route (i.e., the perceived
usefulness of the group discussion, perceived autonomy-supportive style, and readiness for
change), which were subdivided into one or more child nodes.
We relied on regression analyses to further analyze the relations between the perceived
usefulness of the group discussion, perceived autonomy-supportive style, readiness for change,
and the intention to convince others to support the change initiatives. First, we calculated
bivariate correlations among the study variables. Next, a hierarchical regression analysis (SPSS
version 25) was conducted with the perceived usefulness of the group discussion and perceived
autonomy-supportive style as independent variables and readiness for change as the dependent
variable. Age, gender, and function in the sports club (i.e., board member, coach, volunteer,
member, or parent) were added as covariates. Next, we conducted a second hierarchical
regression analysis with the perceived usefulness of the group discussion, perceived autonomysupportive style, and readiness for change as independent variables, and the intention to
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convince others to support the change initiatives as the dependent variable. Again, we added
age, gender, and function in the sports club as covariates to the model. In both regression
models, covariates were entered in the first step, and the predictors were entered in the second
step. Finally, in order to test whether readiness of change mediated the relation between the
perceived usefulness and perceived autonomy-supportive style (i.e. predictors), and the
intention to convince others (i.e., dependent variable), we relied on the 95% confidence interval
obtained by bootstrapping (Hayes et al., 2009). The indirect effect was significant at p<.05 if
the 95% confidence intervals do not include the value of zero.

Results
Participants' Perceptions of the Usefulness of the Group Discussion, Autonomysupportive Style and their Readiness for Change
Quantitative Finding (i.e., average scores)
Average scores of the perceived usefulness of the group discussion, perceived
autonomy-supportive style, and readiness to change on a five-point scale revealed that
participants indicated that the group discussion was very useful (M = 4.33/5), that they
perceived the style of the facilitator and other internal stakeholders as highly autonomysupportive (M = 4.39/5) and that they were ready for the change (M = 4.40/5).
Qualitative Findings (i.e., focus groups)
Qualitative findings indicated that participants perceived the developed group
discussion as useful, as it urged them to think about the existing club culture, the preferred
culture, and possible change initiatives. Especially the discussion about the preferred culture
was considered innovative, as shown by the following quotes “Many group discussions involve
discussions about existing problems and possible solutions. Yet, also the discussion about the
preferred culture is crucial.” and “It is important to have a concrete idea about the ideal

261

Chapter 6
organizational culture as it allows to evaluate whether change initiatives to improve the sports
club were successful.”
The three steps provided a clear framework for the group discussion. For example, one
participant commented: “Without the three steps, we would have been brainstorming without
structure, and the group discussion would have lasted much longer.” The four quadrants of the
template were also considered an added value, as they enabled participants to organize their
thoughts: “The template with its four quadrants gave us the opportunity to structure and
visualize our ideas and suggestions related to the existing and preferred culture and change
initiatives.”
Yet, at the end of the group discussion, the practical implications of the culture profiles
were not clear for some participants, as indicated by the following comments: “In our sports
club, most cards were placed on the internal processes quadrant. Does this mean that we should
focus on our internal processes in the (near) future? Or are all four quadrants important?” and
“The template indicated that we should work on our task distribution. Or should we also work
on our human relations? We only placed a few cards in this quadrant.” Participants provided us
with several suggestions in order to optimize the use of the four quadrants, which included “The
(final) purpose of the four quadrants should be introduced at the beginning of the group
discussion.” and “The group discussion should end with a clear conclusion based on the position
of the cards on the template.” Another suggestion was to hang the template on a wall instead of
placing it on the table. This way everyone could see the template and follow the discussion.
We also attempted to nurture participants’ psychological need for autonomy by
organizing the group discussion in an autonomy-supportive setting. For this, it was important
that the facilitator, as well as the participants, relied on an autonomy-supportive style. Several
statements of participants indicated that this open and constructive setting stimulated them to
voice their opinion: “I felt that every contribution was considered useful in its own way. Every
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time my idea was well-received, I was motivated to bring up another idea.” Another participant
“appreciated the fact that there was trust among the participants, that you could say anything
without being criticized. Everyone had the opportunity to say his/her opinion.” The openness
during the group discussion contributed to the participants' positive feelings about the outcome
of the group discussion: “I liked the fact that we could sit together with people who already do
a lot for the sports club, but also with people who are less familiar with the sports club's
operations. Even though we sometimes disagreed, I had the feeling that we were all on the same
page at the end of the evening. That is a satisfying feeling, especially for the young people.”
Another participant commented: “I felt that the sports club was one big family, with the same
intentions and goals.”
According to the participants, the facilitators played a key role in the creation of an
autonomy-supportive environment, as revealed by the following comments: “The facilitator
was a very good listener. He gave everybody the feeling that their opinion mattered. He did not
impose his opinion on the group” and “He never said that your opinion was wrong. He was
receptive to our ideas and neutral.” The facilitator also tried to involve all participants in the
discussion: “People who were less involved in the group discussion were asked for their
opinion. The facilitator asked if they wanted to add something to the discussion.”
Yet, the participants indicated that the (autonomy-supportive) role of the facilitator in
the development of the change initiatives should also be clarified. That is, during the group
discussion, cards were mostly placed on the template by the facilitator, hereby frustrating the
participants' need for autonomy as it was sometimes unclear why the facilitator put the card in
a certain quadrant. Therefore, participants suggested that anyone who placed a card on the
template (facilitator or participant) should explain her/his decision.
As for the participants' readiness for change, many participants felt that everybody was
willing to devote themselves to the change process. For example, a participant commented: “I
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felt that everybody had the drive to achieve the same goal, that is, making sure that everyone
can enjoy what the sports club has to offer.” Another participant said: “I felt that there was a
broad support for the change initiatives that were formulated today.” All participants agreed
that a broad support base is essential for the success of the change initiatives: “I think that if
everyone is on the same page, has the same vision and is willing to put energy into the
development of the change initiatives, we can successfully implement the change initiatives in
our sports club.” To create a broad support base for the change initiatives in the sports club,
participants believed that it is essential “to involve as many people as possible in the change
process as these persons can talk to other individuals in the sports club about the change
initiatives”, as well as “develop initiatives that can have a substantial impact on the sports club's
way of doing things.”
Furthermore, participants indicated that the sports club should implement change
initiatives as soon as possible. Participants made some suggestions for a feasible and realistic
implementation of the change initiatives: “It is important to distinguish between short-term,
middle-term and long-term initiatives” and “We should have a clear action plan which includes
the content of the change initiatives, how we want to implement the change initiatives and a
clear task distribution.”

Relations Between Perceived Usefulness of the Group Discussion, Perceived Autonomysupportive Style, Readiness for Change and Intention to Convince Others to Support the
Change: Findings from Regression Analyses
Descriptive statistics and correlations among study variables are presented in Table 1.
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Table 1: Descriptive statistics and correlations among study variables

Variables

N

M

SD

1

2

1. Usefulness

144

4.33

.65

2. Autonomy-supportive style

143

4.39

.48

.40**

3. Readiness for change

139

4.40

.50

.40**

.44**

4. Intention to convince others

141

4.28

.65

.22*

.29**

3

4

.60**

* p<.05, **p<0.01

In the first hierarchical regression model (see Table 2), none of the covariates related
significantly to readiness for change. R² was not significant. In the second step, we added the
the perceived usefulness of the group discussion and autonomy-supportive style as predictors
to the regression model. These variables contributed significantly to the explanation of the
variance in readiness for change (R² change=0.25, p<.001). The results revealed that the
perceived usefulness of the group discussion (β=0.32, p<.001) and the perceived autonomysupportive style (β= 0.28, p<.01) related positively (and uniquely) to the participants’ readiness
for change.
As for the covariates in the second hierarchical regression model (see Table 3), only the
relationship between the (dummy) variable 'Board members' (with reference group other
functions in the sports club) and intention to convince others to support the change was
significant (β=0.29, p<.05). However, R² of this model (with only covariates) was not
significant. The perceived usefulness of the group discussion, perceived autonomy-supportive
style and readiness for change added significantly to the explanation of variance in intention to
convince others to support the change initiatives (R² change=0.34, p<.001).
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Table 2: multiple regression model predicting readiness for change (N = 137)

Intercept
Covariates
Age
Gendera
Board membersb
Coachesc
Volunteersd
Memberse
Predictors
Usefulness
Autonomy support
R²
R² change
F (df)

Readiness for change
β
B (S.E.)
B (S.E.)
4.12 (0.22)
1.73 (0.41)

β

0.00 (0.00)
0.10 (0.09)
0.21 (0.14)
0.31 (0.16)
0.06 (0.16)
0.02 (0.18)

0.00 (0.00)
0.06 (0.08)
0.22 (0.12)
0.29 (0.14)
0.07 (0.14)
0.04 (0.15)

0.06
0.06
0.21
0.23
0.05
0.03

0.,25 (0.06)***
0.30 (0.09)**
0.30 (0.43)***
0.25***
6.29 (8, 128)***

0.32***
0.28**

0.05
0.10
0.20
0.25
0.04
0.01

0.05 (0.50)
1.14 (6,130)

* p<.05, **p<0.01, ***p<0.001
a
men = 0; women =1
b
Board members = 1; other functions = 0
c
Coaches = 1; other functions = 0
d
Volunteers = 1; other functions = 0
e
Members = 1; other functions = 0

Table 3: multiple regression model predicting intention to convince others to support the change initiatives (N=
137)

Intercept
Covariates
Age
Gendera
Board membersb
Coachesc
Volunteersd
Memberse
Predictors
Usefulness
Autonomy support
Readiness for change
R²
R² change
F (df)

Intention to convince others
β
B (S.E.)
B (S.E.)
4.10 (0.28)
0.87 (0.52)
0.00 (0.00)
0.12 (0.12)
0.40 (0.18)*
0.30 (0.20)
0.15 (0.20)
-0.03 (0.22)

0.06 (0.64)
1.40 (6,130)

0.05
0.09
0.29*
0.19
0.09
-0.02

β

0.00 (0.00)
0.03 (0.10)
0.22 (0.15)
0.02 (0.17)
0.09 (0.17)
-0.06 (0.18)

-0.07
0.03
0.16
0.02
0.05
-0.03

-0.,05 (0.08)
0.08 (0.11)
0.77 (0.11)***
0.40 (0.52)***
0.34***
9.37 (9, 127)***

-0.05
0.06
0.59***

* p<.05, **p<0.01, ***p<0.001
a
men = 0; women = 1
b
Board members = 1; other functions = 0
c
Coaches = 1; other functions = 0
d
Volunteers = 1; other functions = 0
e
Members = 1; other functions =0
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The results further revealed a significant (unique) relationship between readiness for
change and the intention to convince others in the organization to support the change initiatives
(β=0.59, p <.001). The perceived usefulness of the group discussion and autonomy-supportive
style were not directly related to the intention to convince others to support the change
initiatives.
The finding also pointed to an indirect positive relation between the perceived
usefulness and intention to convince others via readiness for change (β=.25, CI= .14 to .36),
and the perceived autonomy support and intention to convince others via readiness for change
(β=.34, CI= .14 to .60). The direct relations between the predictors (i.e., autonomy support and
usefulness) and intention to convince others were no longer significant in the mediation models,
indicating that readiness for change fully mediated these relations.

Discussion
Against the background of increasing demands of public authorities towards
professionalization, we developed an evidence-based method that aids sports clubs to identify
essential change initiatives. Specifically, we developed a CVF-based group discussion in which
all important internal stakeholders, guided by a trained facilitator, develop essential change
initiatives in an autonomy-supportive setting. We used quantitative and qualitative methods to
evaluate the potential of the group discussion.

Perceived Usefulness of the Group Discussion
Mean scores revealed that participants of the (CVF-based) group discussion indicated,
in line with other CVF-based interventions (e.g., Colyer, 2000), that the group discussion was
a useful tool to help identify essential change initiatives in the sports club (average score was
4.33/5). Interestingly, the usefulness of the group discussion also related significantly to
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readiness for change, and in turn the intention to convince others underscoring the importance
of the development of a useful group discussion. Qualitative data were consistent with the
quantitative findings, revealing that the three steps used to develop the change initiatives and
the four CVF quadrants allowed participants to discuss their ideas in a structured and an
effective way. Based on the quantitative and qualitative results, we can thus conclude that these
three steps and the template with its four quadrants are useful and essential parts of the group
discussion.
Yet, the qualitative findings also indicated that the final purpose of the positions of the
cards that were placed on the template was not clear. This finding suggested that the participants
were not familiar with the theoretical foundations of the CVF, that is, the importance of finding
a balance between the four competing CVF quadrants or models. However, a deeper
understanding of the CVF theory and its practical implications is important as it may broaden
the participants' thinking about their organization's culture and stimulate them to look further
and not think of obvious (operational) actions (Cameron & Quinn, 1999). To illustrate, many
sports clubs in our study had a strong people-oriented culture and therefore often focused on
change initiatives related to the human relations and internal processes quadrant (e.g., a better
communication with the volunteers). As such, most cards were placed in these quadrants, with
the open system and rational goal quadrants receiving less attention. Yet, it can be suggested,
in line with CVF theory, that also a focus on the open system quadrant (e.g., implementing
innovative initiatives) or rational goal quadrant (e.g., developing a mission and vision) may
help these sports clubs to strengthen the organization's operations and processes. Similarly,
CVF postulates that sports clubs with a more growth-oriented culture (with clear and
challenging goals) might benefit from (also) focusing on human relations and internal
processes. It is therefore important that these theoretical principles are introduced and explained
by the facilitator during the group discussion.
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Perceived Autonomy-Supportive Style During the Group Discussion
During the group discussion, participants developed essential change initiatives together
with other internal stakeholders in an autonomy-supportive environment, which according to
SDT (Gagné et al., 2000; Mitchell, 2012; Morin et al., 2016 ), (positively) affects their readiness
for change. The quantitative data were in line with these theoretical premises, revealing that the
participants' perceptions of the autonomy-supportive style of the facilitator and other internal
stakeholders (average score was 4.39/5) related strongly and positively to their readiness for
change. Mediation analyses indicated that their readiness for change in turn related to their
intention to convince others. The qualitative findings confirmed the importance of an
autonomy-supportive setting, revealing that this open and constructive atmosphere allowed
participants to freely express their opinion without the fear of saying something wrong or being
interrupted. Furthermore, the participants indicated that the facilitator played a key role in the
creation of an autonomy-supportive environment by offering choice during the group session
and acknowledging their opinions towards organizational change. Although these (autonomysupportive) strategies are indeed effective in the context of organizational change (Gagné et al.,
2000; Deci & Ryan, 2000), SDT scholars indicated that these practices can be embedded with
other autonomy-supportive strategies (Gagné et al., 2000; Vansteenkiste et al., 2018).
Especially the provision of a meaningful rationale deserves special attention as this form of
autonomy-supportive behavior predicted greater acceptance of change in previous studies
(Gagné et al, 2000; Vansteenkiste et al., 2018). Specifically, these studies revealed that when
people were given a clear rationale for why the change is enacted, they generally became more
interested in the change initiatives and were more likely to continue their engagement in the
change process, especially when their ideas and feelings concerning the change initiatives were
also taken into account (Gagné et al., 2000; Vansteenkiste et al, 2018). Since our qualitative
findings revealed that the facilitators often failed to give a clear rationale for their decisions
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regarding the position of cards on the template, this specific ingredient of an autonomysupportive style may require particular attention when optimizing the group discussion.

The Crucial Role of Participants' Readiness for Change
The change management literature suggests that the participants' readiness to support
the change is crucial for the success of the developed change initiatives towards the
professionalization of sports clubs (e.g., Devos et al., 2007). Indeed, participants who are ready
for change will not only (help) implement the change, but will also share change initiatives with
other people within or outside the sports club (e.g., Devos et al., 2007). In this respect, it was
encouraging to find that the participants reported high levels of readiness for change after
having participated in the group discussion (the average score was 4.40/5). Quantitative data
were further consistent with change management literature, revealing that the participants'
readiness for change related positively to their intention to convince others in the sports club to
support the change. The importance of readiness for change for the success of organizational
change was also revealed in the qualitative analyses, with the participants stating that it was
crucial to find a broad support base for the change in the sports club. According to the
participants, organizations can do this by involving stakeholders in the group discussion as they
can approach other individuals in the sports club to share their thoughts about the change
initiatives.
Overall, the quantitative and qualitative data indicated that participants of the group
discussion intended to play the role of internal change agents. This is an important finding, as
previous literature has indicated that internal change agents are critical to the entire change
process (Cawsey et al., 2012; Gerwing, 2016). Indeed, although internal change agents might
not always possess the required knowledge, skills, and objectivity to implement change
successfully (for which sports clubs can appoint an external facilitator), they help to develop a
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realistic and feasible action plan as they know the sports club, the type of business, the process,
the culture, and the people. Furthermore, they can influence other individuals in the
organization as they are already known and respected by others (Cawsey et al., 2012; Gerwing,
2016). It is thus imperative that all important stakeholder groups are represented in the group
discussion, as without their involvement a broad support base for the sports club is not possible
(Hammond et al., 2011).

Theoretical Contributions and Practical Implications
This study contributed to the extant nonprofit literature by focusing on an underexplored
issue, that is the question of how nonprofit and voluntary (sport) organizations can
fundamentally change and professionalize their operations. It adopted hereby an integrative
approach towards the professionalization of sports clubs. Specifically, whereas literature in the
domain of sports management, change management, and organizational psychology focused on
(respectively) the importance of the use of the CVF, change agents, and an autonomysupportive style for successful change, these principles were incorporated in a newly developed
group discussion that sports clubs can use to realize an inclusive and thus more sustainable
organizational change. In addition, the results of this study provided further practical
recommendations on how sports clubs can optimally implement this group discussion. First, to
ensure that the theoretical principles of the CVF are clear, it is important that the facilitator
provides theory-based guidance during the group discussion. Facilitators can do this in a
motivating way by clearly explaining the CVF theory (including the optimal balance between
the quadrants) and offering appropriate help and assistance when some of the theoretical
principles are not clear (Ryan & Deci, 2017). Second, the active involvement of the internal
stakeholders in the group discussion is best fostered in an autonomy-supportive climate.
Therefore, the facilitator should adopt participative approaches such as offering opportunities
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to provide input and suggestions, and more attuning strategies such as the provision of a
meaningful rationale when cards are placed on the template (Ryan & Deci, 2017). Third, since
our results confirmed the important role of the facilitator, organizations can appoint a neutral
facilitator that possesses the necessary skills to enhance the internal stakeholders' readiness for
change through theory-based guidance and autonomy support. This is essential, as internal
stakeholders who are ready for change, can take on the role of an internal change agent.

Limitations and Future Directions
An important limitation was that our study could not shed light on the directionality of
the link between the study variables. A very interesting next step is the implementation of an
intervention study with pre- and post-measurements in an intervention and a control group, as
it will allow to investigate whether this group discussion effectively has an impact on the
participants' readiness for change and intention to convince other individuals in the organization
to support the change. In addition, intervention studies can also reveal the (broader) impact of
the group discussion on the organizational culture of sports clubs. Specifically, it will be
interesting to investigate whether the group discussion affects the internal stakeholders' feelings
towards the change, or their general attitude towards their work and responsibilities in the
organization (e.g., their motivation, satisfaction, and commitment). Future intervention studies
could also focus on the effect of the group discussion on organizational variables such as
management processes and the motivating climate (as perceived by internal stakeholders), or
more fact-based variables such as the number of members, volunteers, or financial power.
Another limitation was that we conducted our study in the specific context of nonprofit
and voluntary sports clubs. We therefore urge scholars to study the effect of the group
discussion in different nonprofit contexts and geographical locations.
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Conclusion
In this study, we developed an evidence-based method that can help sports clubs to
involve internal stakeholders in the development of change initiates to professionalize the
organization. To this end, we adopted a comprehensive approach by integrating key elements
of successful change as proposed by sports management literature, change management
literature, and organizational psychology in a CVF-based group discussion. Sports clubs can
use this evidence-based method and the practical recommendations formulated in this paper to
initiate organizational (culture) change towards professionalization.

References
Adams, C., Dawson, A., & Foureur, M. (2017). Competing Values Framework: A useful tool
to define the predominant culture in a maternity setting in Australia. Women and
Birth, 30(2), 107-113.
Armenakis, A. A., & Harris, S. G. (2002). Crafting a change message to create
transformational readiness. Journal of organizational change management.
Balduck, A. L., & Buelens, M. (2008). A two-level competing values approach to measure
nonprofit organizational effectiveness. Faculteit Economie en Bedrijfskunde, Univ.
Gent.
Belmont, M., Skinner, E., Wellborn, J., & Connell, J. (1988). Teacher as social context: A
measure of student perceptions of teacher provision of involvement, structure, and
autonomy support (Tech. Rep. No. 102). University of Rochester, Rochester, NY.
Bouckenooghe, D., Devos, G., & Van den Broeck, H. (2009). Organizational change
questionnaire–climate of change, processes, and readiness: Development of a new
instrument. The Journal of psychology, 143(6), 559-599.

273

Chapter 6
Cameron, K.S. & Quinn,R.E. (1999). Diagnosing and Changing Organizational Culture Based
on the Competing Values Framework. Addison-Wesley Publishing Company, Inc.
Cameron, K. S., & Quinn, R. E. (2011). Diagnosing and changing organizational culture:
Based

on

the

competing

values

framework.

John

Wiley

&

Sons.

Cawsey, T. F., Deszca, G., & Ingols, C. (2015). Organizational change: An action-oriented
toolkit. Sage Publications.
Clausen, J., Bayle, E., Giauque, D., Ruoranen, K., Lang, G., Nagel, S., ... & Schlesinger, T.
(2018). Drivers of and barriers to professionalization in international sport
federations. Journal of Global Sport Management, 3(1), 37-60.
Colyer, S. (2000). Organizational culture in selected Western Australian sport
organizations. Journal of Sport Management, 14(4), 321-341.
De Clerck, T., Willem, A., Aelterman, N., & Haerens, L. (2019). Volunteers Managing
Volunteers: The Role of Volunteer Board Members’ Motivating and Demotivating
Style in Relation to Volunteers’ Motives to Stay Volunteer. VOLUNTAS:
International

Journal

of

Voluntary

and

Nonprofit

Organizations,

1-14.

De Clerck, T., Aelterman, N., Haerens, L., & Willem, A. (2021). Enhancing volunteers capacity
in all‐volunteer nonprofit organizations: The role of volunteer leaders' reliance on
effective

management

processes

and

(de)

motivating

leadership. Nonprofit

Management and Leadership, 31(3), 481-503.
Deci, E. L., & Ryan, R. M. (2000). The" what" and" why" of goal pursuits: Human needs and
the self-determination of behavior. Psychological inquiry, 11(4), 227-268.
Denison, D., Nieminen, L., & Kotrba, L. (2014). Diagnosing organizational cultures: A
conceptual and empirical review of culture effectiveness surveys. European Journal of
Work and Organizational Psychology, 23(1), 145-161.

274

Chapter 6
Devos, G., Buelens, M., & Bouckenooghe, D. (2007). Contribution of content, context, and
process to understanding openness to organizational change: Two experimental
simulation

studies. The

Journal

of

social

psychology, 147(6),

607-630.

Dowling, M., Edwards, J., & Washington, M. (2014). Understanding the concept of
professionalisation in sport management research. Sport Management Review, 17(4),
520-529.
Feiler, S., Wicker, P., & Breuer, C. (2019). Public subsidies for sports clubs in Germany:
Funding regulations vs. empirical evidence. European Sport Management Quarterly,
19(5), 562-582.
Fernandez, S., & Rainey, H. G. (2017). Managing successful organizational change in the
public

sector.

In Debating

Public

Administration (pp.

7-26).

Routledge.

Gagné, M., Koestner, R., & Zuckerman, M. (2000). Facilitating Acceptance of Organizational
Change: The Importance of Self‐Determination 1. Journal of applied social
psychology, 30(9), 1843-1852.
Gerwing, C. (2016). Meaning of change agents within organizational change. Journal of
Applied Leadership and Management, 4, 21-40.
Grabowski, L., Neher, C., Crim, T., & Mathiassen, L. (2015). Competing values framework
application to organizational effectiveness in voluntary organizations: A case
study. Nonprofit and Voluntary Sector Quarterly, 44(5), 908-923.
Haerens, L., Aelterman, N., Van den Berghe, L., De Meyer, J., Soenens, B., & Vansteenkiste,
M. (2013). Observing physical education teachers’ need-supportive interactions in
classroom settings. Journal of Sport and Exercise Psychology, 35(1), 3-17.
Hammond, G. D., Gresch, E. B., & Vitale, D. C. (2011). Homegrown process improvement
employing a change message model. Journal of Organizational Change Management.

275

Chapter 6
Hayes, A. F. (2009). Beyond Baron and Kenny: Statistical mediation analysis in the new
millennium. Communication monographs, 76(4), 408-420.
Kirrane, M., Lennon, M., O’Connor, C., & Fu, N. (2017). Linking perceived management
support with employees’ readiness for change: the mediating role of psychological
capital. Journal of Change Management, 17(1), 47-66.
Lam, S. S., & Schaubroeck, J. (2000). A field experiment testing frontline opinion leaders as
change agents. Journal of Applied Psychology, 85(6), 987.
Lewin, K. (1951), Field Theory in Social Science: Selected Theoretical Papers, Harper &
Row, New York, NY.
Lutz Allen, S., Smith, J. E., & Da Silva, N. (2013). Leadership style in relation to
organizational change and organizational creativity: Perceptions from nonprofit
organizational members. Nonprofit Management and Leadership, 24(1), 23-42.
Mitchell, J. I., Gagné, M., Beaudry, A., & Dyer, L. (2012). The role of perceived
organizational support, distributive justice and motivation in reactions to new
information

technology.

Computers

in

Human

Behavior,

28(2),

729-738.

Morin, A. J., Meyer, J. P., Bélanger, É., Boudrias, J. S., Gagné, M., & Parker, P. D. (2016).
Longitudinal associations between employees’ beliefs about the quality of the change
management

process,

affective

commitment

to

change

and

psychological

empowerment. Human Relations, 69(3), 839-867.
Nagel, S., Schlesinger, T., Wicker, P., Lucassen, J., Hoeckman, R., van der Werff, H., et al.
(2015). Theoretical framework. In C. Breuer, R. Hoeckman, S. Nagel, & H. van der
Werff (Eds.), Sport Clubs in Europe. A cross-national comparative perspective (pp. 7–
27). Cham: Springer

276

Chapter 6
Ovseiko, P. V., & Buchan, A. M. (2012). Organizational culture in an academic health center:
an

exploratory

study

using

a

Competing

Values

Framework. Academic

Medicine, 87(6), 709-718.
Quinn, R. E., & Rohrbaugh, J. (1981). A competing values approach to organizational
effectiveness. Public Productivity Review, 5, 122-140.
Renz, D. O., & Herman, R. D. (2016). Understanding nonprofit effectiveness. The JosseyBass handbook of nonprofit leadership and management, 274-292.
Ryan, R. M., & Deci, E. L. (2000). Self-determination theory and the facilitation of intrinsic
motivation, social development, and well-being. American psychologist, 55(1), 68.
Ryan, R. M., & Deci, E. L. (2017). Self-determination theory: Basic psychological needs in
motivation, development, and wellness. Guilford Publications.
Schneider, B., Ehrhart, M. G., & Macey, W. H. (2013). Organizational climate and
culture. Annual review of psychology, 64, 361-388.
Schulz, J. (2005). Paid staff in voluntary sporting organisations. Do they help or hinder?
Seippel, Ø. (2019). Professionalization of voluntary sport organizations–a study of the Quality
Club Programme of the Norwegian Football Association. European sport management
quarterly, 19(5), 666-683.
Sierens, E., Vansteenkiste, M., Goossens, L., Soenens, B., & Dochy, F. (2009). The
synergistic relationship of perceived autonomy support and structure in the prediction
of self‐regulated learning. British Journal of Educational Psychology, 79(1), 57-68.
Shilbury, D., & Ferkins, L. (2011). Professionalisation, sport governance and strategic
capability. Managing leisure, 16(2), 108-127.
Stenling, C., & Sam, M. (2020). Professionalization and its consequences: How active
advocacy may undermine democracy. European Sport Management Quarterly, 20(5),
577-597.

277

Chapter 6
Thiel, A., & Mayer, J. (2009). Characteristics of voluntary sports clubs management: A
sociological perspective. European sport management quarterly, 9(1), 81-98.
Vandermeerschen, H., Vos, S., & Scheerder, J. (2015). Who's joining the club? Participation
of socially vulnerable children and adolescents in club-organised sports. Sport,
Education and Society, 20(8), 941-958.
Vansteenkiste, M., Aelterman, N., De Muynck, G. J., Haerens, L., Patall, E., & Reeve, J.
(2018). Fostering personal meaning and self-relevance: A self-determination theory
perspective on internalization. The Journal of Experimental Education, 86(1), 30-49.
Waardenburg, M. (2016). Which wider social roles? An analysis of social roles ascribed to
voluntary sports clubs. European journal for sport and society, 13(1), 38-54.
Wicker, P., & Breuer, C. (2013). Understanding the importance of organizational resources to
explain organizational problems: Evidence from nonprofit sport clubs in
Germany. VOLUNTAS:

International

Journal

of

Voluntary

and

Nonprofit

Organizations, 24(2), 461-484.

278

CHAPTER 7

Strengthening Volunteer Leaders' Reliance on
Effective Management Processes and
Motivating Styles in Nonprofit and
Voluntary Organizations:

An Intervention Study

This study is based on De Clerck T., Haerens, L., Devos, G., Van Dyck, D., Willem, A. (2021).
Strengthening Volunteer Leaders' Reliance on Effective Management Processes
and Motivating Styles in Nonprofit and Voluntary Organizations:
Development of An Intervention study. In preparation for submission.

Chapter 7
Abstract
Strengthening and professionalizing effective management processes and leadership is
an important issue in small nonprofit and voluntary organizations led by volunteer leaders (e.g.,
sports clubs). Therefore, this study relied on the Competing Values Framework (CVF) and SelfDetermination Theory (SDT) to investigate whether a newly developed, innovative intervention
can effectively strengthen the volunteer leaders' reliance on respectively effective management
processes and leadership styles in nonprofit sports organizations. For this purpose, a quasiexperimental pre-test post-test control group design was used. The intervention involved two
sessions organized in nonprofit and voluntary sports clubs in which internal stakeholders (e.g.,
board members, coaches, volunteers, members …) were invited to discuss change initiatives
aimed at enhancing the sports club management. An effect on both the management processes
and leadership was found. As for the management processes, the impact of the intervention
was mainly situated in one of the four CVF-related managements processes, that is the internal
processes, with especially the development of an internal communication plan, and annual
assessment of the organization's operations being promoted by the intervention. Regarding the
leaders' leadership style, an impact on the leaders' controlling and chaotic style was found, with
leaders becoming less chaotic and controlling in situations in which (respectively) the business
plan was established and the tasks were distributed within the organization. The principles of
this intervention are also relevant and valuable to organizations operating in other
organizational contexts.
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Introduction
Nonprofit and voluntary organizations play an important role in our society, providing
services, goods, and resources to meet community needs (e.g., Balduck et al., 2015; Hall et al.,
2003). Yet, nonprofit and voluntary organizations are operating within a rapidly changing
environment, with specific aspirations of numerous internal stakeholders (e.g., volunteers) and
external stakeholders (e.g., the government; Wicker & Breuer, 2013). These environmental
complexities require these organizations to install effective management processes (e.g., the
development of strategic and communication planning) in order to anticipate (un)expected
environmental changes (Shilbury & Moore, 2006). For instance, stable, well-organized
communication with the organization's stakeholders may help to know their (changing)
demands and expectations. At the same time, it is important that organizational leaders rely on
effective leadership when they engage with these management processes to keep all
stakeholders motivated and help the organization overcome the challenges of change (Cameron
& Quinn, 2011; Grabowski et al., 2015). To illustrate, it is crucial that leaders adopt a curious,
open, and flexible attitude when they communicate with stakeholders as it allows them to better
understand and nurture their demands and expectations.
Although the importance of strengthening and professionalizing effective management
processes (e.g., De Clerck et al., 2021a), and leadership (e.g., Oostlander et al., 2014) has
received considerable attention in nonprofit literature, far less empirical evidence is available
on how nonprofit leaders can successfully implement these professional practices in their
organization. Yet, especially in smaller nonprofit and voluntary organizations (e.g., sports and
recreational clubs) professionalization is an important issue as they are mostly led by volunteer
leaders who often take on a leadership role without prior training and experience (Norris-Tirrell,
2014; Shilbury & Ferkins, 2010).
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Therefore, this study relies on the Competing Values Framework (CVF; Quinn &
Rohrbaugh, 1981) and Self-Determination Theory (SDT; Deci & Ryan, 2000) to investigate
whether a newly developed intervention can strengthen the volunteer leaders' reliance on
respectively effective management processes and leadership styles in small all-volunteer
nonprofit sports organizations. To this end, we first discuss the importance of CVF-related
management processes and SDT's leadership styles in the broader organizational context. Next,
we describe the previous CVF- and SDT-based (intervention) programs that have been
implemented in differential organizational settings. Based on the strengths and limitations of
previous (intervention) programs, we set up a new CVF- and SDT-based intervention. Finally,
we test whether the intervention positively affected leaders' reliance on effective management
processes and motivating styles (and negatively affected their reliance on demotivating styles).
To this end, we rely on a robust pretest–posttest intervention-control group design.

The Importance of Effective Management Processes: A Comprehensive CVF Approach
Several studies have provided an overview of effective management operations, which
include encouraging empowerment; setting and accomplishing goals; acquiring needed
resources from the environment; determination of effective internal processes; and allocation
of responsibilities (Cameron, 2015; Iecovich, 2004). Given the multifaceted and often
paradoxical nature of these management activities, scholars have tried to capture these effective
management processes in multidimensional models such as the Denison Organizational Culture
Model (Denison, 1990) and the Competing Values Framework (CVF; Quinn & Rohrbaugh,
1981). These models consider crucial management processes to be embedded in the
organizational culture, which is defined as the values, beliefs, and assumptions that are held by
the members of an organization and the way in which they guide behavior and facilitate shared
meaning (Denison et al., 2014). Especially the CVF model is considered to be a comprehensive
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model capturing essential management processes related to the organizational culture (Quinn
and Rohrbaugh, 1981; Rojas, 2000; Schneider et al., 2013). The CVF distinguishes two
perspectives on management processes (Cameron & Quinn, 2011; Quinn and Rohrbaugh,
1981). The first perspective refers to the organizational focus, ranging from an internal focus
on the development of people in the organization to an external focus on the development of
the organization itself. The second perspective refers to the organizational structure, ranging
from an emphasis on stability and consistency to an emphasis on flexibility and responsiveness
(Cameron & Quinn, 2011). These two perspectives are combined in four different culture
models, that is the human relations model (internal, flexible), internal process model (internal,
control), open system model (external, flexible), and rational goal model (external, control).
CVF theory further stipulates that an effective organization may need to perform well on all
management processes related to the CVF model (Langer & LeRoux, 2017; Quinn &
Rohrbaugh, 1981).
CVF's theoretical premises were mainly confirmed by empirical research in for-profit
organizations (e.g., Hartnell et al., 2011; 2019), connecting a balanced focus on all CVF models
to the organization's agility, operational performance, and financial performance, as well as the
quality of life and commitment of its members (Hartnell et al., 2011; 2019). In the nonprofit
context, the recent work of De Clerck et al. (2021a) in nonprofit and voluntary sports clubs
revealed that the management processes of the four CVF models also correlated with the ability
to deploy volunteers within the organization.

The Importance of Effective Leadership: A Comprehensive SDT Approach
Whereas these CVF studies focused primarily on the importance of effective
management processes, recent managerial competency research has indicated that
organizational leaders also need to possess the leadership skills to implement management
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processes in an effective and motivating way (Balduck et al., 2010; Cameron & Quinn, 2006).
Although the majority of leadership research pointed to the importance of effective leadership
in the for-profit context (e.g., Ribeiro et al., 2018; Gagné et al., 2020), the relevance of effective
leadership in (smaller) nonprofit and voluntary organizations has received considerable
attention. Most studies related traditional leadership styles including transformational
leadership, which refers to leaders' articulating an inspirational vision of a desirable future that
motivates followers to sacrifice their self-interests and devote exceptional effort to the causes
advocated by the leaders (Bass & Avolio, 1993), to beneficial employee outcomes such as
autonomous motivation (Gagné et al., 2020), and positive volunteer outcomes such as
volunteers' proactive behavior (do Nascimento et al., 2018). Similar results were obtained by
nonprofit studies relying on Self-Determination Theory (SDT; Deci & Ryan, 2000), a macro
theory on human motivation with applications in the field of leadership (e.g, Slemp et al., 2018).
Specifically, SDT studies have connected an autonomy-supportive leadership style, which
refers to adopting a receptive and open attitude, to positive work outcomes such as employees'
satisfaction and decreased turnover intentions (Gillet et al., 2013), and volunteers' job
satisfaction (Oostlander et al., 2014).
Furthermore, whereas most leadership studies focused on one specific leadership style,
recent developments in leadership theories have advocated for a more comprehensive
leadership style that encompasses unique features of various leadership styles (Anderson &
Sun, 2017). SDT scholars have followed this reasoning, suggesting that elements of a
structuring leadership style and a relatedness-supportive leadership style can be added to an
autonomy-supportive leadership style (Slemp et al., 2018). According to SDT, a structuring
leadership style refers to providing help, assistance, and suggesting strategies to make others
feel more competent, while a relatedness-supportive leadership style refers to developing
inspiring relationships with others (Ryan & Deci, 2017; Slemp et al., 2018). Especially
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combining autonomy-support with structure is considered to be crucial. That is, without
structure, an autonomy-supportive leadership style might evolve into a demotivating chaotic
leadership style, which implies that leaders relinquish their leading role and leave the initiative
up to others who are unsure of what to do and what is expected (Aelterman et al., 2018; Curran
et al., 2013; De Clerck et al., 2019). On the other hand, without autonomy support, a structuring
style might (gradually) become a demotivating controlling style, which means that leaders
impose external constraints on others with the intention of compelling them to produce specific
outcomes (Aelterman et al., 2018; Curran et al., 2013; De Clerck et al., 2019).
Empirical SDT studies on the importance of structure in the (smaller) nonprofit context
are scarce. Only recently, studies in nonprofit and voluntary sport organizations have related
the provision of structure to the organization's volunteers capacity (De Clerck et al., 2021a), as
well as to adaptive forms of motivation and perceived cohesion of volunteers (De Clerck et al.,
2019). The latter study also revealed the drawbacks of a controlling and chaotic leadership style,
relating these demotivating behaviors to maladaptive forms of volunteers' motivation (De
Clerck et al., 2019).

CVF- and SDT-based Programs Aimed at Enhancing Effective Management Processes
and Motivating Leadership
Despite an abundant number of cross-sectional studies pointing to the importance of
effective management processes as determined by CVF, and motivating leadership as
distinguished within SDT, only a few studies have developed programs aimed at strengthening
these processes. These programs have been developed in the for-profit context (e.g., CVF:
Demir et al., 2011; Igo & Skitmore, 2006; SDT: Slemp et al., 2021), as well (smaller) nonprofit
and voluntary organizations working primarily with volunteers (e.g., CVF: Colyer, 2000; De
Clerck et al., 2021b; Grabowski et al., 2015; SDT: Forner, 2019; Stenling & Tafvelin, 2016).
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The content, approaches, and designs differ strongly across the available CVF- and
SDT-based (intervention) programs conducted in these differential organizational contexts. In
terms of content, CVF-based programs mostly adopted an integrative approach by trying to
enhance all management processes related to all CVF models simultaneously (e.g., Colyer,
2000; De Clerck et al., 2021; Grabowski et al., 2015). In contrast, most leadership intervention
studies focused on one leadership style, with most SDT's leadership studies mainly
incorporating components of an autonomy-supportive leadership in their intervention program
(Slemp et al., 2021), thereby often leaving out important features of a structuring style, as well
as mostly ignoring the importance of the demotivating styles.
In terms of the approach, CVF studies tried to involve internal stakeholders (e.g.,
employees, volunteers, …) in assessing the current and desired culture, and the development of
change initiatives based on the discrepancies between these cultures (e.g., De Clerck et al.,
2021b). SDT's leadership interventions on the other hand mostly consisted of short training
sessions in which leaders were trained in the principles of SDT without the involvement of
other stakeholders (e.g., Saravo et al., 2017; Slemp et al., 2021).
In terms of study design, a major limitation of most CVF studies was that the effects of
the developed change initiatives on the organization's management operations (or other
organizational outcomes) were not rigorously assessed through a controlled pre-post
intervention design. In contrast, most SDT studies have tested the effects of leadership
interventions relying on robust randomized-controlled trials, quasi-controlled trials, or single
cohort pre-post–designs (Slemp et al., 2021). The results of these studies indicated that it was
possible to train paid leaders' reliance on autonomy-supportive leadership (e.g., Forest et al.,
2014; Saravo et al., 2017), as well volunteer leaders' autonomy-supportive behaviors (Forner,
2019).
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The Present Study
In the present study, we aimed to draw from the strengths in both CVF and SDT
(intervention) literature to take an innovative approach to leadership intervention research.
First, in terms of the intervention content, we adopted a more integrative approach by focusing
on all essential management processes as identified by CVF (i.e., the internal process model,
human relations model, open system model, and rational goal model), as well as a broad range
of leadership styles as distinguished in SDT (i.e., an autonomy-supportive, a structuring, a
controlling and a chaotic leadership style) simultaneously. Second, in terms of the intervention's
approach, we aimed to involve stakeholders in the development of initiatives to enhance
volunteer leaders' management and motivating leadership skills, and reduce their reliance on
demotivating leadership styles. Additionally, in terms of design, we aimed to test the
effectiveness of the integrative intervention on leaders' reliance on management processes and
leadership through a rigorous non-equivalent pre-test post-test control group design.
We conducted our intervention research in smaller all-volunteer nonprofit
organizations, and more specifically, nonprofit and voluntary sports clubs. In these
organizations, enhancing and professionalizing management and motivating leadership skills
may require special attention as they are fully driven by volunteer work, having no paid staff
or professional management but the Board of Directors managing the sports club on a voluntary
basis.
We formulated the following research questions and hypotheses. First, we investigated
whether this newly developed intervention can successfully enhance the volunteer board's
reliance on management processes as distinguished within the CVF. Specifically, we expected,
as suggested by previous CVF studies (e.g., De Clerck et al., 2021b; Igo et al., 2016), that after
the implementation of the intervention, the boards of the sports clubs in the intervention group
would report a higher reliance on the management processes related to the internal processes,
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human relations, open system model and rational goal model, when compared to those in the
control group. Second, we investigated whether this newly developed intervention led to
changes in the volunteer board's reliance on motivating styles (i.e., an autonomy-supportive and
a structuring style) and demotivating styles (i.e., a controlling and chaotic style). We expected,
in line with previous SDT's leadership intervention studies (Slemp et al., 2021) that after
implementation of the intervention, the boards of the sports clubs in the intervention group
would be more likely to adopt a motivating style, and less likely to rely on a demotivating style
than the boards of clubs in the control group.

Method
Sample and Procedure
The intervention was developed in cooperation with the Flemish Sports Federation, the
umbrella federation of all Flemish sports federations (located in Flanders, Belgium). The
intervention was named 'Clubgrade'. In order to recruit sports clubs for the Clubgradeintervention study, a call to participate was included in the newsletter of the Flemish Sports
Federation. As indicated by the flowchart (see Figure 1), 42 sports clubs expressed interest in
the study. Yet, 6 clubs were not eligible for participation due to the absence of a formally
organized volunteer board. The other 36 interested (formally organized) sports clubs received
more information about the research and its timeline, and were asked to forward this
information to all board members in the sports clubs. After receiving this information, each
sports club was asked to formally confirm their participation. Two sports clubs that did not
affirm their participation were excluded from our study.
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Figure 1: Flowchart Clubgrade-intervention study
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The 34 participating sports clubs were randomly assigned to either the intervention (n =
17 clubs) or control condition (n = 17 clubs) based on their day of application. The club that
applied first was assigned to the intervention group, the second to the control group, the third
to the intervention group, the fourth to the control group … Only sports clubs in the intervention
group were informed about the intervention that was going to be organized in their sports club
in November/December 2019, whereas sports clubs in the control group were not aware of an
intervention being part of the study. Before the intervention took place, a representative of the
34 sports clubs was asked to spread an online questionnaire to the board members of the sports
club (i.e., the pretest). This questionnaire tapped into the board's reliance on management
processes and (de)motivating styles. In order to obtain a clear insight into the board's reliance
on management processes and (de)motivating styles, it was necessary that in each club, at least
3 board members (or 2 board members, including the president, secretary, or treasurer) filled in
the questionnaires. In total, 183 board members (130 men; 71%) out of 34 sports clubs filled in
the questionnaires during the pretest. At baseline, participating board members had an average
age of 46.20 years (SD = 12.74), and were on average 7.32 years (SD = 8.46) member of the
board. After the pretest, one sports club of the control group was excluded from the study due
to a limited response.
The intervention was organized in November/December 2019 in 17 sports clubs, with
the other 17 sports clubs (i.e., control group) continuing their daily operations. After the
intervention, board members who filled in the questionnaire in the pretest were asked to fill out
the questionnaire again in April 2020 (i.e., posttest). In order to obtain sufficient information
regarding the evolution of the organization's processes, only sports clubs with a minimum of
three board members (or 2 board members, including the president, secretary, or treasurer)
participating on both measurement occasions were retained for further analyses. In total, 10
sports clubs of the intervention group (i.e., 59% of the total number of intervention clubs), and
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9 sports clubs of the control group (i.e., 53% of the total number of control clubs) were included
in our study. In these sports clubs, respectively 31 board members (33% of the total number of
board members) and 34 board members (39% of the total number of board members) filled in
the questionnaires in the pre- and posttest. The significant dropout of sports clubs was mainly
due to the Corona crisis, forcing sports clubs to shut down their (sport) activities in March 2020.
The dropout analyses indicated that there were no significant baseline differences in the
perceptions of the board's reliance on the management processes related to the CVF models (all
F<.25, ns), motivating styles (both F<.49, ns), and demotivating style (both F<3.42, ns) between
the board members included in our study (n = 65) and those that dropped out from the study (n
= 118).
Measures
The Board's Reliance on Management Processes
In order to measure the board's reliance on management processes, we relied on the
CVF-based questionnaire that De Clerck et al. (2021a) applied in their research in sports clubs.
In this questionnaire, board members rated their board's reliance on management processes
related to the internal process model (6 items, e.g., “The board has a clear internal
communication plan”), rational goal model (3 items, e.g., “The board establishes operational
goals and actions”), open system model (5 items, e.g., “The board maintains close relationships
with similar sports organizations”) and human relations model (4 items, e.g., “The board has a
clear recognition system for coaches and officials”; for more details, see De Clerck et al.
(2021a). For this study, some items of this questionnaire were slightly adapted. For instance,
the item “The board establishes operational goals and actions” was divided into two items (i.e.,
“The board establishes operational goals” and “The board links actions to predetermined
goals”), and adjectives such as “clear” and “close” were removed. Due to overlap with other
items, three items were left out of the new questionnaire. Three new items were added to the
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survey (i.e., “The board has a task distribution on all of the sports club levels” (internal process
model), “The board has a policy on social club activities for all members” (human relations
model), and “The board seeks for opportunities to grow” (open system model)).
In the adapted questionnaire, all items related to the internal process (5 items), rational
goal model (4 items), open system model (6 items), and human relations model (4 items) were
rated on a 7-point Likert scale, ranging from 1 (does not describe my board at all) to 7 (does
describe my board extremely well). The internal consistencies of the four scales assessed by
Cronbach’s Alpha were .79 (internal process), .82 (rational goal), .63 (open system model) and
70 (human relations) at the pretest, and .81 (internal process) and .84 (rational goal) and .71
(open system model) and .67 (human relations) at the posttest.
The Board's Reliance on (De)motivating Leadership
In order to measure the board's reliance on (de)motivating leadership, we also used the
questionnaire of De Clerck et al. (2021a). In this survey, the board's (de)motivating style was
measured within 16 situations or tasks related to each model of the CVF. For instance, a
situation related to the rational goal model was “The board receives a (business) proposal from
stakeholder groups”. For each situation, the board members rated their autonomy-supportive
style (e.g., “The board listens curiously to the policy proposal and asks him/her why he/she
finds it so important”), structuring style (e.g. “The board manages the step-by-step development
of his/her business proposal”), controlling style (e.g. “The board points to the fact that the board
will decide what needs to be done. The board is already happy that he/she is willing to
cooperate”), and chaotic style, (e.g., “The board makes clear that it is not able to make time for
that kind of business proposals”). After internal validity analyses, the original survey consisted
of 10 items relating to an autonomy-supportive style, 8 items to a structuring style, 9 items to a
controlling style, and 10 items to a chaotic style (for more details, see De Clerck et al., 2021a).
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Also this questionnaire was slightly adapted for the purpose of this study. First, since
the questionnaire was perceived as too long, the number of CVF-based situations was reduced
to thirteen. Furthermore, some original items were (slightly) reformulated. For instance, the
item “The board listens curiously to the proposal and asks him/her why he/she finds it so
important (autonomy-support)” was changed into “The board listens curiously to the proposal
and asks how he/she sees the further elaboration”.
The adjusted questionnaire included 9 items relating to an autonomy-supportive style, 8
items to a structuring style, 8 items to a controlling style, and 9 items to a chaotic style. Board
members were asked to indicate to what extent the behavior described what the board would
do in that specific situation by rating a 7-point Likert scale, ranging from 1 (does not describe
my board at all) to 7 (does describe my board extremely well). The internal reliabilities of the
board's (de)motivating style assessed by Cronbach’s Alpha were .78 (autonomy-supportive),
.80 (structuring), .85 (controlling) and .85 (chaotic) at the pretest, and .82 (autonomy support),
.84 (structuring), .69 (controlling) and .71 (chaotic) at the posttest.

Clubgrade-intervention
The Clubgrade-intervention involved two sessions organized in nonprofit and voluntary
sports clubs which aimed to enhance the board's reliance on effective management processes
(related to the CVF model) and motivating leadership. Furthermore, the Clubgrade-intervention
tried to reduce leaders' reliance on demotivating leadership. These sessions were guided by a
trained facilitator. Facilitators were trained in the principles of CVF and SDT in a three-day
training prior to the intervention. During this training, they were also taught to rely on a
motivating style, as well to stimulate autonomy-supportive interactions among internal
stakeholders (see the study of De Clerck et al., 2021b).
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In the first session, internal stakeholders were asked to sit down around a template,
which represented the two axes and four quadrants (or models) of the CVF. The facilitator of
this session relied on a CVF-based template to construct the organizational culture (and
necessary culture changes) related to a question/problem identified by the sports club leaders.
To this end, (s)he used three different steps, which consisted of assessing the existing
organizational culture (i.e., the first step), the preferred or desired culture (i.e., the second step)
together with the internal stakeholders, and developing initiatives that could resolve
discrepancies between the current and preferred culture (i.e., the third step). During this
discussion, it was the facilitator's task to point the participants to the importance of finding a
balance between the four competing CVF quadrants or models. For more details on the first
session, we refer to the study of De Clerck et al. (2021b).
As the first session focused primarily on the development of change initiatives to
enhance CVF-related management processes, we created a survey to evaluate whether there
was also a need to work on the sports club leaders' motivating styles (i.e., the board's motivating
styles) within the sports club. This questionnaire described CVF-based management situations
in which internal stakeholders (i.e., leaders, coaches, volunteers, and members) were involved
or may be involved, including the development of a mission and vision (i.e., rational goal
model), task distribution, and the evaluation of the sports season (i.e., internal process model).
The internal stakeholders were asked to give their opinion regarding the board's (de)motivating
styles within these situations. The results of the survey were discussed with the internal
stakeholders. For this purpose, the role of the analyst was created. The analyst was, like the
facilitator, a professional coming from outside the organization. His/her main role was to point
to possible discrepancies between the internal stakeholders' perceptions of the leaders'
(de)motivating style. Furthermore, the analyst provided suggestions on how the sports club
leaders could enhance their motivating style. As this requires a thorough knowledge of SDT, a
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one-day training for analysts was organized prior to the second session.
In the second session, the (same) facilitator and internal stakeholders reunited to discuss
which (and how) change initiatives could be implemented in the sports club. Also the analyst
joined the second session. In this session, the facilitator and a representative of the sports club
started by expressing their opinion on how they had experienced the first session. Next, the
results of this survey regarding the leaders’ (de)motivating styles were discussed by the analyst.
Based on the input of the facilitator, representatives of the sports club, and the analyst, possible
change initiatives, as well as recommendations on how to implement the developed initiatives
in the sports club were discussed in small groups. These change initiatives included ideas and
suggestions that were already established in the first session, as well as new initiatives based
on insights gained during the second session. Next, the most feasible and relevant change
initiatives for the sports club were chosen in the whole group. For instance, several sports clubs
decided to improve their communication, with a focus on communication planning and
interpersonal communication of the stakeholders within the sports club. Finally, practical
details regarding the implementation of the change initiatives (i.e., timeline, task distribution)
were discussed.

Plan of Analyses
Before studying the effects of the intervention, we verified the condition comparability
by performing a one-way MANOVA including the board's reliance on management processes
related to the human relations model, internal process model, rational goal model, and open
system model, and an autonomy-supportive, a structuring, a controlling and a chaotic style at
baseline as dependent variables, and the condition as a fixed factor.
To examine the effect of the intervention on the board’s reliance on effective
management related to the CVF models, and (de)motivating style, three one-way repeated-
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measures MANOVA's were employed, with as between-subject factor the condition and as
within-subject factor repeated measures of the board's reliance on the four management
processes related to the CVF (i.e., the first MANOVA; Table 1), SDT's motivating styles (i.e.,
the second MANOVA; Table 2), and SDTs demotivating styles (i.e., the third MANOVA;
Table 3). Given the nested structure of our data, multilevel analyses were considered. However,
since our small sample size at level 2 may lead to biased estimates of the second-level standard
errors (Maas & Hox, 2005), we proceeded with single-level (i.e., organizational-level) repeated
measures MANOVA's by aggregating the scores of the board members of each sports club (Van
Mierlo et al., 2009). When significant effects were found, an item-level analysis was conducted
to gain a more refined insight into which changes were made as a result of the intervention. The
effect sizes were represented by partial eta-squared statistics (η2), with values of .01 considered
small, values of .06 moderate, and values of .14 large (Richardson, 2011). To interpret
univariate significant time × condition interaction effects, within-group time effects were
calculated for each of the outcomes.

Results
Preliminary Analyses
We performed a one-way MANOVA including the board's reliance on management
processes related to the human relations model, internal process model, rational goal model,
and open system model, and an autonomy-supportive, a structuring, a controlling, and a chaotic
style at baseline as dependent variables, and the condition as a fixed factor. The results revealed
that the multivariate effect was not significant, F(8,10)=1.95, p=.16. Overall, these findings
indicated that the sports clubs were indeed randomly assigned to the intervention and control
group, and that the sports clubs in the intervention and control group had an equal amount of
room for change.
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Primary Analyses
Intervention Effects on the Board’s Reliance on Management Processes
Table 1 reveals that the multivariate time × condition interaction effect for the board's
reliance on management processes related to the human relations model, internal process model,
rational goal model, and open system model was significant. Also the univariate time x
condition interaction effect for the board's reliance on management processes related to the
internal process model was significant, while this interaction effect was not significant for the
management processes related to the rational goal model, open system model, and human
relations model. Mean scores showed that in the intervention group, the board's reliance on the
the management processes of the internal process model increased from the pretest (M = 4.64;
SD = 0.86) to the posttest (M = 4.81; SD = 0.56), whereas in the control group, the board's
reliance on management processes of the internal process model decreased from the pretest (M
= 5.29; SD = 0.70) to the posttest (M = 4.79; SD = 0.70). Inspection of the items of the internal
processes model (not displayed in Table 1) further revealed that the time × condition interaction
was significant for an internal communication plan and an annual assessment of the sports clubs'
activities. More specifically, the board's reliance on an internal communication plan in the
intervention group increased from the pretest (M = 4.40; SD = 1.26) to the posttest (M = 4.92;
SD = 0.67), while the means of the control group decreased from the pretest (M = 5.23; SD =
0.73) to the posttest (M = 4.50; SD = 1.04). In addition, the board's implementation of an annual
assessment of the sports clubs' activities in the intervention group increased from the pretest (M
= 5.10; SD = 0.83) to the posttest (M = 5.52; SD = 0.73), while the means of the control group
decreased from the pretest (M = 5.78; SD = 0.97) to the posttest (M = 5.28; SD = 1.06).
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Table 1: Intervention effects from pretest to posttest for management processes (as perceived by board members).

Management processes related to the CVF models

Pretest
M (SD)

Posttest
M (SD)

Δ

F (time)

1.31

Multivariate effects

η2
.27

F (condition)

F (time x
condition)

0.75

η2
.18

η2
3.50* .50

Univariate effects
Human relations model
Intervention group
Control group
Total

4.21 (0.99)
4.85 (0.92)
4.51 (0.99)

4.43 (0.79)
4.56 (0.85)
4.49 (0.87)

0.22
-0.29
-0.02

0.03 .00

1.07

.06

1.60

Internal processes model
Intervention group
Control group
Total

4.64 (0.86)
5.29 (0.70)
4.95 (0.83)

4.81 (0.56)
4.72 (0.70)
4.81 (0.56)

0.17
-0.57
-0.14

1.49

.08

0.94

.05

5.07* .23

Rational goal model
Intervention group
Control group
Total

4.80 (0.79)
5.41 (0.64)
5.09 (0.77)

4.79 (0.66)
5.00 (0.84)
4.89 (0.74)

-0.01
-0.41
-0.20

1.05

.06

2.38

.12

0.92

.05

Open system model
Intervention group
Control group
Total

3.84 (0.50)
4.19 (0.61)
4.01 (0.57)

3.75 (0.48)
4.01 (0.43)
3.88 (0.47)

-0.09
-0.17
-0.12

0.80 . 05

2.67

.14

0.08

.01

. 09

*p<.05; **p< .01; ***p< .001
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Table 2: Intervention effects from pretest to posttest for motivating styles (as perceived by board members).

Motivating styles

Pretest
M (SD)

Posttest
M (SD)

Δ

Multivariate effects

F (time)

F (condition)

F (time x
condition)

0.30

η2
.04

5.87*

η2
.42

1.16

η2
. 13

Univariate effects
Autonomy-supportive style
Intervention group
Control group
Total

4.92 (0.58)
5.57 (0.33)
5.23 (0.57)

5.01 (0.41)
5.31 (0.57)
5.15 (0.50)

0.09
-0.26
-0.07

0.54

.03

5.97* .26

2.41

.13

Structuring style
Intervention group
Control group
Total

4.29 (0.60)
5.25 (0.61)
4.74 (0.75)

4.41 (0.53)
4.99 (0.52)
4.69 (0.59)

0.13
-0.25
-0.05

0.25

.02

12.32** .42

2 20

.11

*p<.05; **p< .01; ***p< .001
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Table 3: Intervention effects from pretest to posttest for demotivating styles (as perceived by board members).

Demotivating styles

Pretest
M (SD)

Posttest
M (SD)

Δ

Multivariate effect

F (time)

F (condition)

F (time x
condition)

1.07

η2
.12

η2
2.52 . 24

η2
5..35* .50

Univariate effects
Controlling style
Intervention group
Control group
Total

2.61 (0.56)
2.50 (0.71)
2.56 (0.62)

2.50 (0.42)
2.76 (0.51)
2.62 (0.47)

-0.12
0.26
-0.06

0.77

.04

0.10

.01

5.87*

Chaotic style
Intervention group
Control group
Total

2.82 (0.48)
2.29 (0.62)
2.57 (0.60)

2.49 (0.36)
2.47 (0.50)
2.48 (0.42)

-0.34
0.18
0.09

0.82

.05

1.68

.09

8.80** .34

.26

*p<.05; **p< .01; ***p< .001
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Intervention Effects on The Board’s Reliance on Motivating Styles
Table 2 shows that the multivariate and the univariate time × condition interaction effect
for an autonomy-supportive and a structuring style were statistically insignificant.
Intervention Effects on The Board’s Reliance on Demotivating Styles
Table 3 shows a significant multivariate time × condition interaction effect for a
controlling and chaotic style, as well as a univariate interaction effect for both styles. As for the
controlling style, inspection of the means pointed to a decrease from the pretest (M = 2.61; SD
= 0.56) to the posttest (M = 2.50; SD = 0.42) in the intervention group, and an increase from
the pretest (M = 2.50; SD = 0.71) to the posttest (M = 2.76; SD = 0.51). Regarding the chaotic
style, findings revealed a decrease from the pretest (M = 2.82; SD = 0.48) to the posttest (M =
2.49; SD = 0.36) in the intervention group, and an increase from the pretest (M = 2.29; SD =
0.62) to the posttest (M = 2.47; SD = 0.50). Inspection of the items (not displayed in Table 3)
pointed to a significant time × condition interaction for the item "When the board establishes a
business plan, the board makes it clear that they don't need the stakeholders' approval" related
to a controlling style, showing a decrease from the pretest (M = 3.43; SD = 0.96) to the posttest
(M = 2.81; SD = 0.94) in the intervention group, and an increase from the pretest (M = 3.31;
SD = 0.93) to the posttest (M = 3.62; SD = 1.01). In addition, a significant time × condition
interaction was found for the item "When tasks are distributed within the sports club, the board
does not interfere. Other people should figure it out on their own" related to a chaotic style,
revealing a decrease from the pretest (M = 2.71; SD = 0.75) to the posttest (M = 2.27; SD =
0.81) in the intervention group, and an increase from the pretest (M = 2.02; SD = 0.59) to the
posttest (M = 2.72; SD = 0.78).
Discussion
Nonprofit and voluntary organizations play an important role in society. However,
professionalizing and strengthening organizational processes is an urgent and important matter,
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especially in smaller nonprofit and voluntary organizations working primarily with volunteers
(De Clerck et al., 2021a). Therefore, building on the strengths (and limitations) of previous CVF
and SDT (intervention) studies, we set up an intervention in all-volunteer nonprofit sports clubs
aimed at enhancing the volunteer leaders' (i.e., the board's) reliance on these management
processes and motivating leadership styles (and reducing their reliance on demotivating
leadership styles). To test the effects of this intervention, we relied on a rigorous non-equivalent
pre-test post-test control group design.
The Board’s Reliance on Management Processes
In the present study, we first tested the effects of the intervention on the volunteer
board's reliance on management processes related to the CVF. The boards of the intervention
group reported that there was a growth margin to enhance these processes, scoring the
management processes related to the four CVF models on average not higher than 4.80 (on a
7-point scale) in the pretest. These mean scores were lower than those in the previous CVF
study of De Clerck et al. (2021a) in nonprofit and voluntary sports clubs, which were 5.37/7 or
higher (yet based on the scores of individual board members). In order to enhance these
management processes, internal stakeholders developed change initiatives based on the
discrepancies between the actual and desired culture, hereby relying on the CVF-based
template. The results revealed an impact of the intervention on the board's reliance on internal
processes, which included task distribution, the evaluation of the organization's operations, the
development of an external and internal communication plan, and the annual assessment of the
organization's operations, with especially the latter two management processes being affected
by the intervention. This finding not only confirmed the importance of internal processes in
volunteer-driven nonprofit organizations (e.g., De Clerck et al., 2021a; Grabowski et al., 2015),
it also revealed that volunteer leaders of these organizations can effectively enhance their
reliance on these processes. Interestingly, this effect was due to an increase of internal processes
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in the intervention group, as well as a decrease of internal processes in the control group. The
latter finding may relate to the Covid-19 crisis which may have created a more 'pessimistic'
view on the sports club's operations. This may also mean that the Clubgrade-intervention served
as a 'buffer' for the effects of the Covid-19 crisis, with sports clubs in the intervention group
enhancing their internal operations.
However, although the intervention aimed to enhance the management processes related
to all four CVF models, the intervention did not affect the management processes related to the
other CVF models, that is the open system model, rational goal model, and human relations
model. Perhaps, as already suggested by previous studies (e.g., Grabowski et al., 2015), smaller
nonprofit and voluntary organizations may in the short term be more focused on the
development of the internal processes within the organization. Yet, more (long-term) research
is needed to investigate whether this reasoning holds any truth.

The Board’s Reliance on a (De)motivating Style.
Whereas the CVF focuses primarily on the implementation of crucial management
processes in the sports club, SDT literature indicates that also the way these management
processes are implemented (i.e., in a motivating or demotivating way) is important. As such,
another important goal of the intervention was to influence the board's reliance on a
(de)motivating style. There seemed to be a potential to increase leaders' motivating style, with
boards reporting a relatively low reliance on an autonomy-supportive style (mean score of
4.92/7) and a structuring style (mean score of 4.29/7). The scores of these motivating styles
were lower than those in other SDT studies, including the cross-sectional study of De Clerck et
al. (2020a), in which (individual) volunteer board members scored their autonomy-supportive
and structuring behaviors on average higher than 5/7 (De Clerck et al., 2020a), and the
intervention study of Forner (2019) in which organizational members scored the (volunteer)
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leaders' autonomy support on average 5.81/7. In addition, there seemed to be a margin to
decrease the board's demotivating style, with boards reporting an especially high reliance on a
chaotic style (mean score of 2.82/7) when compared to the mean score of 2.21/7 reported by
board members in the cross-sectional study of De Clerck et al. (2020a).
To have an impact on the board's (de)motivating style, the analyst discussed possible
discrepancies between the perceptions of the board's (de)motivating style within the sports club,
as well as solutions to reduce these discrepancies. Yet surprisingly, this intervention did not
have an effect on the board's motivating style, which comprised an autonomy-supportive and a
structuring style. However, an impact of the intervention on the board's demotivating style was
found, and more specifically on the board's controlling and chaotic style within situations in
which (respectively) the business plan is established and the tasks are distributed within the
organization. Similar to the internal processes, this effect was caused by an opposite
decrease/increase in the intervention and control group, which may be due to the Covid-19
crisis causing a higher reliance on a demotivating style in the control group. Again, this may
imply that the intervention had a 'buffering role' in the Covid-19 crisis, with the boards of the
intervention group decreasing their reliance on a demotivating style.
Together, these findings indicated that the intervention successfully created board
members' awareness of the detrimental effects of a demotivating style, and especially the lack
of involvement of internal stakeholders in the business planning and task distribution. However,
it appeared that board members moved hereby from demotivating style towards a more passive
style, rather than to an active reliance on a motivating leadership style, which is essential to
foster psychological growth, optimal functioning, social development, and well-being in the
organization (Vansteenkiste & Ryan, 2013). A motivating style may be especially relevant in a
crisis. Indeed, a study by Gagné et al. (2020) revealed that in for-profit organizations facing a
crisis, individual and collective perceptions of active management by exception (which

305

Chapter 7
involves the establishment of rules and taking corrective actions if necessary, akin to a
structuring style) had a positive effect on adaptive forms of employee motivation, and a
negative effect on maladaptive forms of employee motivation.
The lack of effect of the intervention on motivating leadership styles deserves specific
attention as it is inconsistent with previous leadership intervention studies (Slemp et al., 2021),
pointing to pre-post–improvements in volunteer leaders' (Forner, 2019), as well as paid
managers' (e.g., Deci et al., 1989; Forner, 2019; Hardré & Reeve, 2009) orientations to be
autonomy supportive. However, it is important to note that these interventions strongly focused
on SDT's theoretical background, consisting of theoretical sessions guided by trained educators
in which the SDT principles were explained in detail followed by discussions in small groups
(e.g., Forner, 2019; Hardré & Reeve, 2009). Based on these successful interventions, it can be
suggested that the training of the analysts can be further optimized in order to better guide the
board in adopting a motivating style. For instance, when during the intervention, internal
stakeholders decide to optimize task distribution in the organization, the analyst can point to
the importance of providing opportunities for everyone in the sports club to decide which tasks
they prefer, and how much time they can invest in those tasks (i.e., an autonomy-supportive
style), as well as communicating clear expectations and guidelines so that the stakeholders feel
competent to master their assigned tasks (i.e., a structuring style). Importantly, in contrast to
"traditional" leadership training sessions, the board can discuss the change initiatives (and
related motivating strategies) together with other stakeholders, which is important for the
stakeholders' willingness to support the change initiatives, and share the change initiatives with
other stakeholders in the organization (De Clerck et al., 2021b).
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Limitations and Future Directions
Apart from the content-related aspects of the intervention that may have affected the
findings of this study, it is important to consider the impact of the Covid-19 crisis on this
intervention study. This crisis may not only have affected the results of this study as described
in the discussion, but also led to design-related issues. That is, the significant dropout of board
members and sports clubs 'forced' us to aggregate the board members' perceptions on the
organizational level. This had an important impact on the power of this study, that is the
probability that a test of significance will detect a deviation from the null hypothesis (should
such a deviation exist). Furthermore, since the Covid-19 crisis forced sports clubs to cease their
operations in March 2020, several sports clubs may have still been in the process of
implementing change initiatives to enhance their operations after the data collection ended in
September 2020. Although we find the results of this study valuable, a bigger sample (in both
pre- and posttesting), and repeated measurements over longer periods are needed to fully
explore the effects of the intervention on the board's reliance on management processes and
motivating style. Future intervention studies may also include perceptions of the other internal
stakeholders (i.e., coaches, volunteers, members) regarding the board's (de)motivating
leadership style, and their general feelings and functioning in the organization (e.g., their
motivation, satisfaction, commitment, and readiness for change). Furthermore, studies over a
two- to five-year period may also investigate the impact of the intervention on or more factbased variables such as the number of members, volunteers, and financial power.
Another important limitation of this study, which can also be considered a future
research direction, is the fact that this study was conducted in the specific context of nonprofit
and voluntary sports clubs. Although we suggest that the main principles of this intervention
regarding content (i.e., the importance of enhancing both management processes and
(de)motivating leadership styles), approach (i.e., the involvement of internal stakeholders in the
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development of change initiatives), and design (i.e., the rigorous controlled pre-post
intervention design) are relevant for all organizations, we urge scholars to study the effect of
this intervention in different organizational contexts.
Finally, an interesting future research direction is to investigate whether organizations
that set up a large-scale project after the intervention (for instance, a project to develop a mission
and vision together with the stakeholders) successfully implemented this project in their
organization.

Conclusion
Relying on the principles of the Competing Values Framework and Self-Determination
Theory, the central idea of the present intervention study was to affect the volunteer leaders'
reliance on management processes and (de)motivating styles in nonprofit and voluntary
organizations working primarily with volunteers, and more specifically nonprofit and voluntary
sports clubs. The findings of the present study pointed to promising short-term effects, as
evidence was found for the impact of the two sessions organized at the sports club on the
internal processes, which are crucial for many sports clubs, as well as an effect on the leaders'
reliance on a demotivating style. The principles of this intervention and practical suggestions
to further optimize the intervention may also be relevant and valuable to organizations operating
in other organizational contexts.
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1. Introduction
Nonprofit and voluntary sports clubs rely heavily on the human resources within their
organization (i.e., volunteers, members) to deliver their sports services (Breuer et al., 2017;
Wicker & Breuer, 2013). Especially volunteers are considered essential human resources,
having a crucially important impact on the sports club's operations (e.g., Balduck et al., 2015).
Therefore, the central aim of the present dissertation was to investigate how sports club leaders
(i.e., board members in Flemish sports clubs) can professionalize their organization in order to
effectively deploy and retain human resources, hereby primarily focusing on volunteers within
the sports club. To this end, our first aim was to gain insight into the relevance of the quality of
motivation of volunteers as distinguished within Self-Determination Theory (SDT; Deci &
Ryan, 2000) in sports clubs, and how it related to antecedents (i.e., need satisfaction and
frustration) and positive (i.e., job satisfaction, work effort) and negative (i.e., turnover
intentions) micro-level outcomes. Next, our second aim was to identify the role of effective
management processes as determined by the Competing Values Framework (CVF; Quinn &
Rohrbaugh, 1981) and leaders' (de)motivating styles as proposed by SDT, for important mesoand micro-level outcomes in sports clubs. Similar to the first aim, we focused hereby on
volunteer outcomes, examining first how the management processes, and leaders'
(de)motivating styles related to the meso-level outcome volunteers capacity (i.e., the ability to
deploy sufficient volunteers). In addition, we examined how the leaders' (de)motivating styles
connected to a range of positive (i.e., autonomous motivation, group-task cohesion) and
negative micro-level volunteer outcomes (i.e., controlled motivation, amotivation, turnover
intentions) via volunteers' need satisfaction and frustration. Moving beyond volunteer
outcomes, we also investigated as part of our second aim how the leaders' motivating style
related to members' quality of motivation via the coaches' motivating style. Finally, as our third

317

General Discussion
aim, we investigated whether and how the management processes and leaders' motivating style
in sports clubs can be enhanced through the development of an evidence-based intervention.
In this final chapter, we first provide a brief summary of the main results of the
dissertation. Next, we adopt a helicopter-view on the findings of this dissertation, reflecting on
the methodological and conceptual contributions of this dissertation. We also discuss the
theoretical and practical implications of the findings of this dissertation. Finally, strengths,
limitations, and directions for future research are discussed.

2. Summary of the Findings
Given the importance of volunteers in nonprofit and voluntary sports clubs, we provided
in chapter 1 insight into the relevance of the quality of volunteers' motivation in the sports club
(first aim). Results of research involving 355 volunteers in 40 sports clubs revealed that
relatively high levels of autonomous motivation related to volunteers' need satisfaction and
adaptive outcomes (i.e., job satisfaction, work effort), while relatively high levels of controlled
motivation and amotivation were associated with volunteers' need frustration, and maladaptive
outcomes (i.e., turnover intentions).
Chapter 1 thus provided evidence that volunteers’ quality of motivation matters for
crucial micro-level volunteer outcomes in sports clubs including their job satisfaction, work
effort, and turnover intentions. In addition, our literature review pointed to the importance of
the volunteers capacity (i.e., meso-level outcome; e.g., Balduck et al., 2015), as well other
micro-level volunteer outcomes including group-task cohesion in sports clubs (Doherty &
Carron, 2003). Previous research in the specific sports context also revealed the relevance of
micro-level member outcomes such as members' quality of motivation (Gillet et al., 2012a).
In light of these empirical results, in the next four chapters, we investigated the
importance of the management processes and/or leaders' (de)motivating style for meso-level
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(chapter 2) and micro-level (chapters 3 & 4) volunteer outcomes, and micro-level member
outcomes (chapter 5; second aim). The management processes were evaluated by the leaders in
sports clubs (chapter 2), while the sports club leaders' reliance on a (de)motivating style was
assessed by the leaders themselves (chapter 2), as well as the coaches, volunteers (chapters 3 &
4), and members (chapter 5).
Based on the perceptions of 153 board members in 38 sports clubs, chapter 2 focused
on how the management processes and leaders' (de)motivating styles (as perceived by sports
club leaders themselves) related to volunteers capacity. The results pointed to the unique and
important role of both the management processes, as well as the motivating style for volunteers
capacity, suggesting that if leaders possess management as well as motivating skills to a greater
degree, volunteers capacity will be enhanced. The leaders' reliance on a demotivating style did
not relate to volunteers capacity in the full model, although a significant negative correlation
between a chaotic style and volunteers capacity was found. The importance of the leaders'
(de)motivating style for a range of micro-level volunteer outcomes was further confirmed in
chapters 3 and 4. Relying on the perceptions of in total 586 coaches and volunteers out of 71
sports clubs, results showed that a motivating style was positively related to volunteers’ need
satisfaction, autonomous motivation, and perceived group-task cohesion (chapter 3), whereas
the demotivating leadership style was positively related to experiences of need frustration,
controlled motivation, amotivation, and intentions to stop volunteering (chapters 3 & 4).
Whereas chapters 2-4 focused on volunteer outcomes, the fifth chapter focused on member
outcomes, and more specifically members' quality of motivation. Based on the perceptions of
210 members in 51 sports clubs, the findings of this chapter further confirmed the importance
of leaders' motivating style by indicating that leaders’ motivating style not only related to
volunteers' motivation and group-task cohesion (chapter 3), but also positively to members’
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autonomous motivation, and negatively to members' amotivation via the coaches' motivating
style (i.e., trickle-down effect).
After the aforementioned studies shed light on the relevance of effective management
processes and leaders’ (de)motivating styles for human resources-related outcomes in sports
clubs, we developed and evaluated an intervention to strengthen the effective management
processes and leaders' motivating styles (and reduce the leaders' reliance on a demotivating
style) in the sixth and seventh chapter (third aim). Chapter 6 focused primarily on strengthening
the effective management processes and indicated that the developed evidence-based group
discussion was perceived as useful and autonomy-supportive. This positive evaluation of the
intervention related to volunteers’ readiness to improve essential management processes, and
in turn their intention to convince others to support the change. These findings were used to
further develop an intervention aimed at enhancing both the management processes and leaders'
motivating styles in chapter 7. Results revealed that the intervention was successful at
enhancing the sports club leaders’ reliance on effective management processes, as well as
reducing their reliance on a demotivating style. For the management processes, the impact was
situated mainly in one of the four management processes, that is the leaders' reliance on internal
processes, with especially the leaders’ development of an internal communication plan, and
annual assessment of the organization's operations being promoted by the intervention.
Furthermore, an impact of the intervention on the leaders' demotivating style was found, and
more specifically on the controlling and chaotic style with leaders becoming less chaotic and
controlling in situations in which (respectively) the business plan is established and the tasks
are distributed within the organization.
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3. Theoretical and Methodological contributions
In this section, we provide an in-depth discussion of the findings of this dissertation,
hereby pointing out the theoretical and methodological contributions related to the three
research aims of this dissertation.

3.1.

A Refined Insight Into the Central Role of Volunteers' Quality of Motivation in

Nonprofit and Voluntary Sports Clubs
Sports clubs rely heavily on the engagement of volunteers to support their operations
(e.g., Balduck et at., 2015). In the present dissertation, we started from Self-Determination
Theory to examine what drives people who volunteer in a sports club. According to SDT,
volunteers who are intrinsically motivated spend time and energy in the sports club because
they find the activities inherently interesting and enjoyable (Deci & Ryan, 2000; Gagné & Deci,
2005). When extrinsically motivated, volunteers engage in an activity for reasons that are
external to the activity itself. Yet, they can still be autonomously motivated when they recognize
the importance of their behavior and its congruence with their personal goals and identities (i.e.,
identified regulation. In contrast, volunteers who are controlled motivated, devote their time
and energy to the sports club because they experience pressure, either coming from themselves
(i.e., introjected regulation), or from others (i.e., external regulation). Finally, amotivated
volunteers believe that their engagement in a task will not result in the desired outcomes, or that
they lack the competence to successfully perform the task.
The results of this dissertation revealed that volunteers were mainly driven by
autonomous motivation, with chapter 1 as well as chapter 3 indicating that volunteers
experienced relatively high levels of intrinsic motivation (mean scores of 5.87/7 and 5.93/7)
and identified regulation (mean scores of 5.16/7 and 5.38/7). In contrast, volunteers did not
report high controlled motivation to volunteer, with results of the first and third chapters
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pointing to relatively low levels of introjected regulation (2.62/7 and 2.19/7) and external
regulation (1.63/7 and 1.63/7). Volunteers also showed low levels of amotivation in both
chapters (1.47/7 and 1.43/7).
While the results of this dissertation seemed to suggest that volunteers' quality of
motivation is not a great concern in nonprofit and voluntary sports clubs, we further focused on
the underexplored role of volunteers' motivations in the sports club,
Overall, the results of this dissertation revealed, consistent with SDT's theoretical
postulations (Deci & Ryan, 2000) and previous research (e.g., Bidee et al., 2013; Haerens et al.,
2010; Tóth-Király et al., 2020; Van den Broeck et al., 2013), that motivation has a central role
to play in nonprofit and voluntary sports clubs. According to SDT, need satisfaction primarily
relates to adaptive forms of motivation, which in turn connects to optimal volunteers'
functioning (Deci & Ryan, 2000; Gagné & Deci, 2005). Indeed, the results of chapter 1 showed
strong relations between autonomous motivation and need satisfaction, and the theory-based
SEM model of chapter 3 indicated that need satisfaction can serve as an antecedent of
autonomous motivation. The results of the first chapter further confirmed the importance of
autonomous motivation for adaptive outcomes including job satisfaction and work effort. These
results seemed to suggest that when volunteers experienced volition (i.e., autonomy
satisfaction), effectiveness (i.e., competence satisfaction), and love and care from other social
groups (i.e., relatedness satisfaction), they were more likely to be involved in their volunteering
activities out of enjoyment or because it concurs with their personal goals and identities (i.e.,
autonomous motivation). Autonomously motivated volunteers were more likely to experience
a pleasurable or positive emotional state resulting from the appraisal of one’s job or job
experiences (i.e., job satisfaction), and invest more energy in a certain task (i.e., work effort).
In contrast, SDT suggests that need frustration primarily connects to less adaptive and
even maladaptive forms of motivation, which in turn relate to suboptimal or malfunctioning
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(Deci & Ryan, 2000; Gagné & Deci, 2005). Indeed, the findings of chapter 1 pointed to strong
relations between need frustration, and controlled motivation and amotivation, and the SEM
model of chapter 3 pointed to the important role of need frustration as an antecedent of these
less beneficial forms of motivation. The results of the first chapter further revealed relatively
strong positive associations between controlled motivation and amotivation, and turnover
intentions. Thus, when volunteers experienced pressure (i.e., autonomy need frustration),
inferiority and failure (i.e., competence need frustration), and loneliness and alienation (i.e.,
relatedness need frustration), they were more likely to engage in volunteer work to meet
externally and internally pressuring demands (i.e., controlled motivation) or see volunteer work
as a waste of time (i.e., amotivation). Controlled motivated and amotivated volunteers were
more likely to show intentions to leave the sports club.

3.2.

A Fine-grained and Comprehensive Analysis of the Role of Management Processes

and Leaders' (De)motivating styles for Human Resources-related Outcomes in Nonprofit
and Voluntary Sports Clubs
Empirical research of this dissertation thus pointed to the importance of volunteers'
quality of motivation in nonprofit and voluntary sports clubs. Furthermore, our literature review
revealed the relevance of optimizing other micro-level volunteer and member outcomes (e.g.,
group-task cohesion), as well as meso-level outcomes (e.g., volunteers capacity). Therefore, the
second aim of this dissertation was to investigate which professional skills related to these
human resources-related outcomes in sports clubs. To this end, we focused on the role of the
management processes as distinguished within CVF, and the leaders' (de)motivating styles as
determined within SDT, hereby addressing the following pressing, underexplored conceptual
and methodological gaps in both CVF and SDT literature.

323

General Discussion
3.2.1. The Importance of a Balanced Focus on Management Processes Related to the CVF
Models
According to CVF literature, sports club leaders need to find a balance between the
management processes related to all CVF four models in order to optimize human resourcesrelated outcomes (Quinn & Rohrbaugh, 1981; Shilbury & Moore, 2006). Yet, empirical
evidence for this postulation was limited, with most CVF-related research in nonprofit and
voluntary (sport) organizations primarily investigating the importance of management
processes of the human relations model (e.g., Cuskelly et al., 2006). Chapter 2 of this
dissertation filled this conceptual gap by examining the relations between all management
processes related to the CVF models (i.e., internal process model, rational goal model, human
relations model, open system model) and volunteers capacity. The open system model (external,
flexible) refers to innovation and relationships with important stakeholders. The rational goal
model (external, control) refers to goal setting and business planning. The internal process
model (internal, control) refers to communication planning, evaluation, and task distribution.
The human relations model (internal, flexible) refers to a reward and recognition system, and
training and development (Cameron & Quinn, 2011; Shilbury & Moore, 2006).
The findings of chapter 2 indicated that leaders adopted the management processes
outlined in the CVF to a large degree already, with average scores of 5.37 or higher (on a 7point scale). The results further revealed that leaders scored the management processes related
to the human relation model the highest (i.e., an average score of 5.59/7) and the management
processes related to the internal process model the lowest (i.e., an average score of 5.37/7).
To further explore the importance of each component of organizational effectiveness
(i.e., management processes related to each CVF model) for volunteers capacity, we relied on
bivariate correlations. These pointed to significant relations between the management processes
related to the internal process model, rational goal model, human relations model, open system
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model, and volunteers capacity, testifying to the importance of each of them. Interestingly, the
management processes related to the internal processes showed the highest correlation with
volunteers capacity, as well as the lowest mean score, suggesting that it might be opportune for
the sports club leaders to pay more attention to establishing an internal and external
communication plan, monitoring the progress of actions that have been set out, and conducting
an annual assessment of the sports club's operations. However, the challenge is probably to do
this in a balanced way as our findings revealed that all four management approaches are
important and prior research has shown that an organization that puts too much emphasis on
bureaucratic order, rules, and regulations may lead to a lower level of job satisfaction of
volunteers (Lund, 2003).
3.2.2. Beyond Autonomy-support: The Role of a Wide Array of Leaders' (De)motivating
Styles As Distinguished Within SDT
CVF literature further suggests that also the leaders' motivating style within
management processes is crucial for the optimization of human resources-related outcomes
(Grabowski et al., 2015). SDT suggests that the styles of leaders can be autonomy-supportive
versus controlling, structuring versus chaotic, or relatedness-supportive versus relatednessrejective. Yet, since SDT acknowledges that important elements of the relatedness-supportive
style can be found in an autonomy-supportive style (Ryan & Deci, 2017), we focused on the
first four (de)motivating styles in this dissertation. In brief, an autonomy-supportive style refers
to the sports club leaders' reliance on a curious, receptive and flexible attitude, allowing them
to be responsive to the others' (e.g., the coaches', volunteers', members') interests, values,
preferences, and ideas (Aelterman et al., 2019; Ryan & Deci, 2017). A controlling style refers
to the leaders' reliance on a narrow-minded attitude, exerting pressure on others to behave in a
way consistent with their own beliefs and expectations (Aelterman et al., 2019). A structuring
style involves leaders aligning activities with the others' skills, and giving support so that they
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feel competent to master the activities they are involved in (Aelterman et al., 2019; Ryan &
Deci, 2017). A chaotic style refers to the leaders' failure to consider the others' pace of
development and growth potential when providing instructions, which may eventually hinder
their skills development (Aelterman al., 2019; Ryan & Deci, 2017).
Despite the important role of this wide array of (de)motivating styles, SDT studies in
the volunteering (sport) context focused almost exclusively on the relevance of an autonomysupportive style (e.g., Allen & Bartle, 2014; Oostlander et al., 2014). In chapters 2-5 of this
dissertation we filled this gap, investigating the role of a wider range of motivating (i.e., an
autonomy-supportive and a structuring style) and demotivating styles (i.e., a controlling and a
chaotic style) within management situations.
Findings indicated that the sports clubs' internal stakeholders (i.e., leaders, coaches,
volunteers, members) positively evaluated the leadership style within the sports club, reporting
an above-average score for the sports club leaders' reliance on a motivating style, and a belowaverage score for their reliance on a demotivating style. Unsurprisingly, the leader reports on
their motivating style (chapter 2) showed the highest average scores, that is 5.47/7 for an
autonomy-supportive and 5.01/7 for a structuring style. The coaches and volunteers (chapters
3 & 4), and members (chapter 5) on the other hand scored their leaders' autonomy-supportive
style on average between 4.41/7 and 4.66/7, and their leaders' structuring style between 4.41/7
and 4.84/7. The results regarding the demotivating styles showed a similar pattern, with the
leaders rating their controlling and chaotic style on average not higher than respectively 2.75/7
and 2.27/7, and the coaches and volunteers scoring these demotivating styles on average 2.78/7
(controlling style - chapter 3), and between 2.82/7 and 3.08/7 (chaotic style - chapters 3 & 4).
These findings suggested that sports club leaders adopted an autonomy-supportive and
structuring style to a reasonable degree in their interactions with internal stakeholders within
the context of CVF-related management processes, while refraining from excessive controlling
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and chaotic behaviors. Still, based on our results, it appears that there is still a growth margin
for sports club leaders to increase their reliance on motivating styles, and to decrease their
reliance on demotivating styles. This is crucial, as results of chapters 2-5 not only confirmed
the importance of an autonomy-supportive style in the nonprofit (sport) context (Allen & Bartle,
2014; Oostlander et al., 2014), they also revealed the relevance of a structuring style for
adaptive outcomes, as well pointing out the maladaptive effects of the demotivating styles (i.e.,
a controlling and chaotic style).
As for the motivating styles, the correlational findings of chapters 3 and 5 showed that
the perceived leaders' autonomy-supportive and structuring style associated positively with
coaches' and volunteers' autonomous motivation and perceived group-task cohesion (chapter
3), and members' autonomous motivation (chapter 5). Thus, when leaders relied on an open and
flexible attitude (autonomy-supportive style) and process-oriented guidance (structuring style)
when dealing with internal stakeholders' expectations (i.e., open system model), developing
business ideas (i.e., rational goal model), enhancing internal relations in the organization (i.e.,
human relations model), and evaluating and organizing the organization's activities (i.e.,
internal process model), internal stakeholders were more likely to be involved in their sports
club activities out of enjoyment or because it concurs with their personal goals and identities
(i.e., autonomous motivation), and coaches and volunteers also experienced more similarity
around their tasks and objectives (i.e., greater group-task cohesion).
In addition, the correlational findings of chapters 3-5 revealed that the leaders'
autonomy-supportive and structuring style also matters for maladaptive outcomes, relating
negatively with coaches' and volunteers' amotivation (chapter 3) and members' amotivation
(chapter 5), with the former also correlating negatively with volunteers' turnover intentions
(chapter 4). Yet, no relations between these motivating styles and volunteers' controlled
motivation (chapter 3), and members' controlled motivation (chapter 5) were found.
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The findings of chapter 2 also indicated that an autonomy-supportive and a structuring
style as reported by the leaders related positively to the ability of sports clubs to deploy
competent volunteers within the organization (i.e., volunteers capacity), thereby further
accentuating the overall effect of the components of motivating leadership on the operations of
the sports club. It is important to note that a structuring style showed the highest correlation
with volunteers capacity, as well as the lowest mean score, suggesting that there might be room
for leaders to pay more attention to the provision of structure.
When providing structure, leaders should avoid leaning towards demotivating
behaviors, and more specifically rigid and overly scripting behavior (i.e., a controlling style;
e.g., Aelterman et al., 2019; Ryan & Deci, 2000). This is essential as results of chapter 3 showed
that when leaders relied on these controlling behaviors within the CVF-situations, volunteers
were more likely to engage in volunteer work to meet internal and external pressuring demands
(i.e., controlled motivation) or see volunteer work as a waste of time (i.e., amotivation).
The findings of chapters 2-4 further indicated that the other demotivating style, a chaotic
style, related to maladaptive outcomes including diminished volunteers capacity (chapter 2),
controlled motivation and amotivation (chapter 3), and greater turnover intentions (chapter 4),
pointing to the maladaptive effects of the leaders' reliance on permissiveness and a laissez-faire
attitude within the CVF-situations. The latter chapter revealed that a chaotic style was more
strongly related to turnover intentions than an autonomy-supportive style, underscoring SDT's
theoretical postulation that negative outcomes, such as turnover intentions, will be more
strongly predicted by demotivating styles when compared to the motivating styles (Van den
Broeck et al., 2016). Since a chaotic style leans closely to an autonomy-supportive style
(Aelterman et al., 2019), it is thus a challenge for sports club leaders to offer autonomy-support
(e.g., allowing input) without becoming permissive such that volunteers feel left to their own
devices (i.e., a chaotic style; Aelterman et al., 2019). Indeed, results of chapter 4 indicated that
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40% of the volunteers perceived their leaders as relatively moderately autonomy-supportive
and chaotic simultaneously, suggesting that both styles can indeed co-occur to some degree.
Overall, chapter 4 showed that those leaders who relied on moderately and high levels of a
chaotic style elicited a less optimal pattern of outcomes when compared to the leaders who
manage to combine relatively high levels of autonomy-support with relatively low levels of
chaos.
3.2.3. The Role of Mechanisms Underlying Relations Between the Leaders' (De)motivating
Styles and Human Resources-related Outcomes
Apart from exploring direct relations between the (de)motivating styles and human
resources-related outcomes in nonprofit and voluntary sports clubs, we also investigated the
mechanisms underlying these relations. We focused hereby on the critical mediating role of
need-based experiences in the relation between the (de)motivating styles and volunteer
outcomes (3.2.3.1), as well as the role of the coaches' motivating style in the relation between
leaders' motivating style and members' quality of motivation (3.2.3.2).
3.2.3.1. The Role of Need-based Experiences in the Relation Between the Leaders'
(De)motivating Styles and Volunteer Outcomes: Exploring the Bright and Dark Pathway
A substantial amount of research in the volunteering context has found support for the
existence of a bright pathway stemming from the leaders' motivating behaviors and promoting
need satisfaction to volunteers' optimal functioning (e.g., Oostlander et al., 2014). Furthermore,
based on SDT's notion that the absence of need satisfaction does not imply the presence of need
frustration, SDT-researchers have increasingly argued for the existence of a dark pathway
describing how a demotivating style elicits need frustration and in turn maladaptive
(motivational) functioning (Deci & Ryan, 2000). Yet, no empirical research has investigated
the existence of this dark pathway in nonprofit and voluntary sports clubs. In chapter 3, we
filled this gap by investigating the existence of a dual-process model consisting of a bright
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pathway from the sports club leaders' motivating style (i.e., autonomy-supportive style and
structuring style) to volunteers' autonomous motivation and group-task cohesion via volunteers'
experiences of need satisfaction, and a dark pathway from the sports club leaders' demotivating
style (i.e., controlling and chaotic style) to volunteers' controlled motivation and amotivation
via volunteers' experienced need frustration. In addition, in chapter 4, we extended current
research on the dark pathway by investigating whether a chaotic style and experiences of need
frustration would be more predictive of turnover intentions when compared to an autonomysupportive leadership style and need satisfaction.
Overall, the results of chapters 3 and 4 provided, consistent with previous research (e.g.,
Gillet et al., 2012; Haerens et al., 2018), evidence for need satisfaction and need frustration as
the critical mechanisms by which the leaders' motivating and demotivating styles relate to
adaptive (i.e., autonomous motivation, group-task cohesion) and maladaptive (i.e., controlled
motivation, amotivation, turnover intentions) outcomes, respectively. Interestingly, in contrast
to most previous research (e.g., Gillet et al., 2012; Haerens et al., 2018; Jang et al., 2016), in
both chapters little or no cross-paths were found. This supported the idea that in the specific
context of a nonprofit and voluntary sports club, leaders are challenged to actively foster
volunteers' psychological needs by engaging in motivating strategies in order to stimulate
autonomous motivation and group-task cohesion. Similarly, volunteers in nonprofit and
voluntary sports clubs will particularly experience maladaptive feelings (i.e, controlled
motivation, amotivation, turnover intentions) when sports club leaders actively thwart their
needs by adopting a demotivating style.
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3.2.3.2. The Role of the Coaches' Motivating style in the Relation Between the
Leaders' Motivating Style and Members' Quality of Motivation: Exploring the Trickledown Effect
The existence of the bright and dark pathway clearly showed that the style that sports
clubs leaders rely on matters for volunteers’ functioning. In the current dissertation we also
examined the theoretical model of Mageau & Vallerand (2003), which suggests that sports club
leaders can, apart from their influence on volunteers, also have an indirect influence on
members via the coaches' motivating style (i.e., trickle-down effect). That is, leaders can
through their reliance on a motivating style create a motivational environment in which coaches
will also be more likely to rely on a motivating style in their frequent interactions with the sports
club members, which will affect members' motivation (Mageau & Vallerand, 2003). In chapter
5, we provided for the first time empirical proof for this trickle-down effect, hereby relying on
the perceptions of members. The results revealed, consistent with previous studies (e.g., Rocchi
& Pelletier, 2017), that when leaders adopt an autonomy-supportive and a structuring style in
their relation with coaches, coaches will, in turn, more likely be open to input of the members
during training and matches (i.e., autonomy support), and rely on a clarifying and guiding
approach in their interaction with members (i.e., a structuring style). In turn, these motivating
coaching approaches showed a strong, positive relation with members' autonomous motivation
(more so than the leaders' motivating approaches), confirming previous findings of Haerens et
al. (2018) and Reynders et al. (2019) that the proximal relations between coaches and members,
in which the coaches' autonomy-supportive and structuring behavior can be regularly observed,
serve as the ideal setting to foster and promote members' autonomously motivated engagement
in an organized sports activity. In addition, the coaches' motivating style also related negatively
with amotivation in the trickle-down model, indicating these close motivational interactions
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may also serve as a buffer for the lack of motivation to engage in sport (see also studies of
Delrue et al., 2019 & Pelletier et al., 2001).

3.3.

Development and Evaluation of an Innovative Intervention to Enhance Effective

Management Processes and Leaders' Motivating Styles in Nonprofit and Voluntary
Sports Clubs
Chapters 2-5 provided extensive empirical evidence for the importance of effective
management processes and leaders' motivating styles for a range of meso-level (chapter 2) and
micro-level outcomes (chapters 3-5) in sports clubs, while pointing out the downsides of
demotivating styles (chapters 3 & 4). A necessary next step was to examine whether sports
clubs can successfully implement change initiatives to enhance the management processes and
motivating styles (and decrease their reliance on demotivating styles). Before setting up a robust
non-equivalent pre-test post-test control group design to evaluate the effectiveness of an
intervention in chapter 7, chapter 6 involved the systematic development and optimization of
the intervention.
3.3.1. Successfully Implementing Change Initiatives to Enhance Effective Management
Processes and Leaders' Motivating Styles: The Development and Optimization of an
Intervention
An abundant number of cross-sectional studies, including chapters 2-5 of this
dissertation, pointed to the importance of effective management processes related to the CVF
models and the leaders' motivating styles as distinguished within SDT. Yet, only a few studies
have developed programs aimed at strengthening these processes and styles (but see Colyer,
2000; Slemp et al., 2021).
Therefore, drawing from the strengths of the limited CVF- and SDT-literature, we
developed together with the Flemish Sports Federation the Clubgrade-intervention
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(www.clubgrade.be), which aimed to enhance the effective management processes and leaders'
motivating styles in nonprofit and voluntary sports clubs. Furthermore, through this
intervention, we tried to reduce leaders' reliance on a demotivating style. First, in terms of the
intervention content, we adopted an integrative approach by focusing on all essential
management processes as identified by CVF (i.e., internal process model, human relations
model, open system model, and rational goal model), as well as a broad range of leaders'
(de)motivating styles as distinguished by SDT (i.e., autonomy-supportive, structuring,
controlling, and chaotic style) simultaneously. Second, in terms of the intervention's approach,
we aimed to involve stakeholders in the development of essential change initiatives to enhance
the management processes and leaders' motivating style, and reduce the leaders' reliance on a
demotivating style. We moved CVF- and SDT-literature forward by developing an intervention
that stimulated sports clubs to bring together key internal stakeholders (e.g., board members,
coaches, volunteers, members, and parents) to have a discussion around the development of
necessary change initiatives. According to change management literature, this is essential to
build internal stakeholders' readiness for change. As previous SDT research, including chapters
2-5 of this dissertation, pointed to the importance of the motivating style, sessions were
designed in such a way as to foster a motivating (i.e., an autonomy-supportive) interaction style
among the stakeholders. This is crucial since when internal stakeholders are involved, yet feel
that their doubts and critical thoughts are suppressed when change initiatives are developed,
they are unlikely to undertake change (Gagné et al., 2000). Therefore, these sessions were
guided by a facilitator who was taught to help internal stakeholders develop change initiatives.
Furthermore, consistent with the principle 'practice what you preach', facilitators were also
taught to rely on an autonomy-supportive style themselves. To this end, a three-day training for
facilitators was organized prior to the intervention.
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The full Clubgrade-intervention consisted of two three-hour sessions. In the first
session, a CVF-based template was used to construct the organizational culture (and necessary
culture changes) related to a question/problem identified by the sports club's leaders. The
template represented the two axes and four quadrants (or models) of the CVF (see Figure 1).

Figure 1: CVF-based template used during the first session of the Clubgrade-intervention

The participants (i.e., the internal stakeholders) were asked to sit down around the template (see
Figure 2 - for more impressions of the Clubgrade-intervention see Appendix 2). The facilitator
used three different steps to identify possible culture change together with the internal
stakeholders. These steps consisted of assessing the existing organizational culture (i.e., the first
step), the preferred or desired culture (i.e., the second step) together with the internal
stakeholders, and developing initiatives that could resolve discrepancies between the current
and preferred culture (i.e., the third step).
Since the first session focused primarily on the development of change initiatives to
enhance CVF-related management processes, we created a questionnaire to assess whether
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there was also a need to work on the sports club leaders' motivating styles (i.e., the board's
motivating style) within the sports club. This questionnaire described CVF-based management
situations in which internal stakeholders (i.e., leaders, coaches, volunteers, and members) were
involved or may be involved. Internal stakeholders were asked to evaluate the sports club
leaders' reliance on (de)motivating styles within these situations.

Figure 2: Participants of the first session of the Clubgrade-intervention

In the second session, the (same) facilitator and internal stakeholders reunited to discuss
possible change initiatives. In this session, the facilitator and a representative of the sports clubs
first expressed their opinion on how they had experienced the first session. Next, the analyst
joined the discussion, pointing to and discussing possible discrepancies between the internal
stakeholders' perceptions of the leaders' (de)motivating style. Based on the input of the
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facilitator, representatives of the sports club, and the analyst, possible change initiatives, as well
as recommendations on how to implement the developed initiatives in the sports club were
discussed in small groups (see Figure 3). These change initiatives included ideas and
suggestions that were already established in the first session, as well as new initiatives based
on insights gained during the second session. Next, the most feasible and relevant change
initiatives for the sports club were chosen in the whole group. Finally, practical details regarding
the implementation of the change initiatives (i.e., timeline, task distribution) were discussed.

Figure 3: Participants of the second session of the Clubgrade-intervention

In the sixth chapter, we evaluated the appreciation of the first session of the Clubgradeintervention. The results of focus groups (25 participants in 3 sports clubs) pointed to the
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usefulness of the first session for developing essential change initiatives, with participants
indicating that the three steps and the template allowed them to discuss their ideas in a structured
and effective way. Consistent with findings of previous chapters revealing the importance of
the leaders' autonomy-supportive style (chapters 2, 3, and 5), the development of change
initiatives in an autonomy-supportive setting was perceived as crucial since this open and
constructive atmosphere allowed participants to freely express their opinion without the fear of
saying something wrong or being interrupted. The participants seemed to be ready to support
the change, indicating that they wanted to approach other individuals in the sports club to share
their thoughts about the change initiatives.
A survey among 144 participants in 18 participating sports clubs confirmed these
qualitative findings, relating perceived usefulness and autonomy-support to participants'
readiness for change. Readiness for change, in turn, related positively to participants' intention
to convince others in the sports club to support the change (and thus play the role of internal
change agent). We also evaluated the appreciation of the second session, hereby relying on
questionnaires. The results revealed that participants (i.e., 44 internal stakeholders in 13 sports
clubs) perceived the second session, similar to the first session, as highly useful and autonomysupportive, with most participants scoring high on their readiness to support the change and
their intentions to stimulate others to support the change (unpublished data).
3.3.2. Can Sports Clubs Successfully Implement Initiatives to Enhance Effective
Management Processes and Leaders' Motivating styles?: Testing the Effects of the
Intervention
After developing and evaluating the Clubgrade-intervention which aimed to affect the
management processes related to the CVF models, as well as a broad range of (de)motivating
styles as distinguished within SDT (i.e., an autonomy-supportive, a structuring, a controlling,
and a chaotic style) in sports clubs, we tested the effects of this intervention program. More
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specifically, we relied on the sports leaders' perceptions to investigate whether the intervention
was successful at enhancing their reliance on the CVF's management processes, and SDT's
motivating styles. Furthermore, we investigated whether the intervention was successful at
decreasing the sports club leaders' reliance on a demotivating style. To this end, we used, in
line with prior SDT intervention studies (Slemp et al., 2021), a robust non-equivalent pre-test
post-test control group design. By doing so, we filled an important gap in the design of most
CVF studies in which the effects were not tested in a controlled pre-post intervention design.
The results indicated that there was a growth margin to enhance the sports club's
operations, with the boards of the intervention group reporting relatively low scores on the
management processes and motivating styles in comparison with those reported by the
individual board members in the cross-sectional study of chapter 2. In addition, there seemed
to be a margin to decrease the board's demotivating style, with boards reporting an especially
high reliance on a chaotic style when compared to the score reported by the individual board
members in the cross-sectional study of chapter 2.
The findings regarding the impact of the intervention indicated that sports clubs leaders
successfully implemented effective management processes after having participated in the
Clubgrade intervention, revealing a positive impact on the leaders' reliance on internal
processes, with leaders especially spending more time on the development of an internal
communication plan, and conducting an annual assessment of the organization's operations.
More long-term research is needed to investigate whether the intervention can also impact the
management processes related to the other CVF models.
Furthermore, results indicated that the Clubgrade intervention also successfully created
the leaders' awareness of the detrimental effects of a demotivating style, and especially within
situations in which (respectively) the business plan is established and the tasks are distributed
within the organization. However, since we did not find an effect on the leaders' reliance on a
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motivating style (which is inconsistent with previous SDT research, see Slemp et al. (2021)),
more long-term research is necessary to study whether the intervention can also successfully
promote the leaders' active reliance on a motivating style, which is essential to foster
psychological growth, optimal functioning, social development, and well-being in the
organization (Gagné & Deci, 2005; Vansteenkiste & Ryan, 2013).

4. Theoretical and practical implications
In this section, we focus on the implications of the findings of this dissertation. First, we
discuss the theoretical implications. Next, we describe the practical implications, hereby
focusing on the Clubgrade-intervention.

4.1.

Theoretical Implications: Integrating the CVF and SDT in a New CVF Model
The chapters 2-5 of this dissertation suggested that for the professionalization of sports

clubs, not only the implementation of effective management processes matters, yet also the way
these management processes are implemented (i.e., in a motivating way). For instance, sports
club leaders conducting an annual assessment of the sports club's operations without providing
the opportunity to volunteers to freely voice their opinion may be less successful in keeping
volunteers motivated. On a similar note, leaders primarily focusing on their reliance on a
motivating style, with the implementation of effective management processes receiving less
attention, may experience more issues regarding the deployment of volunteers within the
organization. To illustrate, leaders, installing an open and responsive environment without
organizing formal (annual) meetings in which volunteers can express their opinion may be less
successful in attracting volunteers for their activities.
Grabowski et al. (2015) already suggested adding a fourth dimension to the Competing
Values Framework, capturing the competing values of head and heart that govern leaders'
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behaviors and choices in voluntary organizations. The head values refer to behaviors rooted in
conceptualizations and driven by problem-solving, collaboration, and competition. The heart
values, on the other hand, refer to behaviors rooted in consciousness, compassion, generosity,
and idealism. Their findings were based on the work of behaviorists recognizing that few if any
work-related behaviors can be fully understood without taking into account both cognition and
affection (Forgas & George, 2001; Zajonc, 2000). These head and heart values also show a
strong resemblance with the respectively instrumental and moral rationales that organizations
hold when facing challenges such as professionalization (Chen & Chen, 2019). The
instrumental rationale sees professionalization as an instrument to realize valued outcomes such
as organizational effectiveness. In contrast, the moral rationale considers professionalization to
be a moral duty to society, with its principles reflecting moral values (Chen & Chen, 2019).
The results of this dissertation, although starting from different theoretical frameworks, follow
this reasoning, pointing to the importance of balancing the competing values of head-driven
management processes and heart-driven motivating styles. If we would adapt the CVF
accordingly, this would result in dividing the focus on the means into a focus on the
management processes vs a focus on the (leaders') motivating style (see Figure 4), hereby
accentuating the importance of relying on a motivating style when implementing management
processes related to each of the CVF models.
Similarly, a distinction can be made between a head-driven focus on meso-level
outcomes such as volunteers capacity, and a heart-driven focus on micro-level outcomes
including motivation and cohesion. In order to emphasize the need of enhancing both, the focus
on the ends in each CVF model can be further subdivided into a focus on the meso-level
outcomes vs a focus on micro-level outcomes. The adapted framework may inspire CVFresearchers to focus on both the reliance on effective management processes, as well a the
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leaders' motivating style within the context of these management processes when investigating
organizational change.

Figure 4: Adapted Competing Values Framework

4.2.

Practical Implications For Nonprofit and Voluntary Sports Clubs
Results of this dissertation have led to the development of the widely implemented

Clubgrade-intervention in sports clubs (www.clubgrade.be), providing concrete information on
how practitioners can aid sports clubs that have the ambition and scale to implement
fundamental change in their organization. Chapter 2 indicated hereby that the sports club
leaders need to find a balance between the four management approaches of the CVF models,
hereby emphasizing the importance of establishing an internal and external communication
plan, monitoring the progress of actions that have been set out, and conducting an annual
assessment of the organization's operations (i.e., internal processes). This insight served as
inspiration for the development of the template that was used in the first part of the Clubgradeintervention. Furthermore, chapters 2-5 provided concrete insight into how the sports club
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leaders can adopt a motivating style when implementing the management processes. For
example, in a situation where internal stakeholders have expectations regarding the sports club's
management (i.e., open system), it would be crucial that the leaders listen to their concerns and
clarify the efforts that the sports club makes to meet the stakeholders' expectations (i.e.,
autonomy-support), while answering specific questions regarding the current sports club
management (i.e., structure). Similarly, when there are tensions between internal stakeholders
(i.e., human relations), it is important that the leaders show an understanding of the situation
and listen to the stakeholders' stories (i.e., autonomy-support), while at the same time
communicating clear rules and expectations (i.e., structure).
In contrast, it is pivotal that the leaders refrain from controlling and chaotic behaviors
within these situations. For example, when the internal stakeholders are not satisfied with the
sports club's management (i.e., human relations), it is crucial that the leaders avoid telling
volunteers that complaining leads nowhere (i.e., controlling), or adopting a passive attitude,
hereby hoping that internal stakeholders remain satisfied (i.e., chaotic). SDT research indicated
that it is a challenge for the leaders to offer autonomy-support (e.g., offer choices) without
becoming permissive such that stakeholders are unsure what to do and what is expected (i.e., a
chaotic style), or between communicating clear expectations and guidelines (i.e., a structuring
style) without coming across as pressuring and rigid (i.e., a controlling style; Aelterman et al.,
2019). As such, it is pivotal that the leaders combine the provision of autonomy-support with
sufficient guidance, and that the communication of expectations goes hand in hand with
autonomy-supportive behavior such as the provision of meaningful rationales. These insights
were integrated into the second session of the Clubgrade-intervention, where the sports club
leaders received personalized feedback on how their (de)motivating style was perceived by
stakeholders in the club.
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Overall, these ideas on how to fundamentally enhance management processes and
leaders' motivating style in sports clubs have driven the development of the Clubgradeintervention. While the results of this dissertation already pointed to an effect of the intervention
on the internal processes and demotivating styles, an important next step in moving the
organization towards organizational change is setting up a large-scale project to implement the
developed change initiatives, preferably shortly after the intervention. While several tools exist
to enhance management processes (e.g., tools to help organizations develop a mission/vision,
business, or communication plan), the biggest challenge is probably to change the leaders'
motivating attitudes and behaviors in the organization. The situation-based questionnaire that
was used in the Clubgrade-intervention can provide important information on how to further
improve the leaders' reliance on a motivating style. To illustrate, when internal stakeholders in
the sports club perceived the attitude of the leaders regarding their expectations as highly
demotivating, the leaders may be stimulated to participate in a (simulation) training in which
they are trained in their reliance on a motivating style within that specific situation. Later on,
the questionnaire can again be distributed within the sports club in order to measure whether
leaders have improved their motivating attitude towards stakeholders' expectations.

4.3

Practical Implications For the Broader Nonprofit Context
In this dissertation we relied on broadly examined theoretical frameworks (CVF and

SDT) that have applications in a wide range of for-profit (Cameron & Quinn, 2006; Deci et al.,
2017) and nonprofit organizations (Bidee et al., 2013; Herman & Renz, 2008). Therefore,
although the results of this dissertation mostly apply to (ambitious) nonprofit and voluntary
sports clubs, we suggest that the results of this dissertation may also be relevant for other
organizational contexts, and especially similarly structured nonprofit organizations with limited
hierarchical power and intermittent interactions between volunteer leaders and followers. This
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includes sports organizations in which volunteer leaders work closely together with employees
(e.g., sports federations, sports clubs working with professional coaches). It also involves
organizations in other nonprofit domains (e.g., charity, social services, science) in which leaders
interact closely with their followers (e.g., volunteers, employees). This dissertation provided
evidence for the importance of the leaders' reliance on effective management processes and
leadership in such contexts. It also stipulated that this may be a challenging task for the
volunteer leaders as they probably know their followers very well, or may rely on their vote to
be elected as leaders of the organization. Furthermore, like in sports clubs, the lack of leadership
training and experience may be an obstacle in organizations with limited hierarchical power.
As the Clubgrade-intervention has been developed for (and tested in) this atypical
leadership context, we believe that it can also be implemented in similar organizations.
However, crucial principles of the intervention need to remain the same. This dissertation
pointed hereby to the importance of involving the internal stakeholders in the development of
the change plans. It is also indicated that the active involvement of the internal stakeholders in
the group discussion is best fostered in an autonomy-supportive climate. This means that
organizations need to appoint external facilitators and analysts who possess the necessary skills
to create an autonomy-supportive environment. As they can also provide practical suggestions
on how the organization can strengthen their operations, training of both the facilitator and
analyst in the principles of CVF and SDT is essential. Finally, we are convinced that the
situation-based questionnaire used in the Clubgrade-intervention may also be a helpful tool for
other nonprofit and voluntary organizations, allowing the leaders to learn more about how their
motivating style is perceived within the organization, and how their style can be enhanced. To
develop situations that are relevant for their specific context, these organizations can similarly
cooperate with important actors in their sector.
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5. Strengths, Limitations, and Future Research Directions
In this section, we discuss the main strengths and limitations of the studies included in
the present dissertation, and present future research directions. We start with an overview of
the most important strengths regarding the content and methodology, along with suggestions to
further advance the concepts and ideas developed in this dissertation.

5.1.

Strengths and Future Research Directions
A major strength was that we focused on both meso-level and micro-level outcomes in

this dissertation, and more specifically volunteers capacity (i.e., meso-level), motivation, job
satisfaction, work effort, group-task cohesion, and turnover intentions (i.e., micro-level). Future
research may include other meso-level outcomes in their research (e.g., member capacity), as
well as other micro-level outcomes (e.g., engagement, performance).
Another strength of this dissertation was its reliance on two different theoretical
frameworks, that is, the Competing Values Framework (Quinn & Rohrbaugh, 1981) and SelfDetermination Theory (Deci & Ryan, 2000), which got integrated into the questionnaire
measuring the sports club leaders' (de)motivating style. By (simultaneously) looking into the
importance of management processes as proposed by the CVF, and the leaders' (de)motivating
styles as described by SDT, we were able to provide a comprehensive perspective on sports
club management. We focused hereby on the role of the management processes related to the
CVF models for meso-level outcomes, as well as the relevance of SDT's (de)motivating styles
for both meso-level and micro-level outcomes. Future research may also study relations
between the management processes and micro-level outcomes. In addition, it might be
interesting for future studies to investigate the conceptual overlaps of the CVF with other
management models in sport management (see Winand et al., 2014), as well SDT's
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(de)motivating styles with other, more common leadership theories including transformational
theory (Bass, 1985), and servant leadership theory (Greenleaf,1977).
In terms of methodology, an important strength was that we involved all important
internal stakeholders in the studies of the dissertation, that is, 270 board members, 312 coaches,
326 volunteers, 229 members, and 21 parents in 126 sports clubs. Future studies in sports clubs
may also involve external stakeholders (e.g., local authorities, sponsors) in their research.
In addition, we used newly developed questionnaires in this dissertation, which allowed
us to assess the sports club leaders' reliance on CVF's effective management processes, and
SDT's (de)motivating styles in a reliable way. Especially the latter situation-based questionnaire
is innovative, allowing new researchers to evaluate the leaders' autonomy-supportive,
controlling, structuring, and chaotic style in a more refined manner. The originally developed
questionnaire was further improved by slightly reformulating original items that were not clear,
and excluding conceptually confusing items. Future research may also include responses
tapping into the leaders' relatedness support and neglect/rejection in the questionnaire, which
constitute the third leadership dimension within SDT (Ryan & Deci, 2017; Skinner, 2016).
Additionally, future studies may rely on observations to map out the real-life behaviors of sports
club leaders (Haerens et al., 2013). Observations can especially be of added value to evaluate
the future impact of the Clubgrade-intervention as they allow to observe ‘real’ changes in the
leaders’ reliance on management processes and motivating styles.
Another methodological strength of this dissertation was the use of refined statistical
techniques (i.e., Structural Equation Modelling) to investigate relations among study variables.
We also combined variable-centered approaches with person-centered approaches, enabling us
to gain a deeper understanding of the volunteers' motivational profiles. Profile analyses also
allowed to shed light on an important issue in SDT, that is whether leaders can combine
different styles. In the current dissertation, we focused on the combination of an autonomy-
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supportive style with a chaotic style. In future research, profiles can be made including other
styles as well. For instance, by also including a measure of structure one could distinguish those
leaders who manage to provide autonomy support in a structuring way from those who provide
autonomy support in a chaotic way. In addition, it would be interesting to investigate whether,
as SDT predicts, leaders combine the provision of clear expectations and rules (i.e., a structuring
style), with rigid and overly scripting behavior (i.e., a controlling style; e.g., Aelterman et al.,
2019; Deci & Ryan, 2000).
Finally, we considered the strong connection between research and practice a major
strength of this dissertation. The collaboration with the Flemish Sports Federation and its
partners (i.e., Vrijwilligerwerk Werkt and Levuur) was highly rewarding, leading to the
development of seven studies which each directly fed the development of practical evidencebased intervention tools that allowed to professionalize sports clubs.

5.2.

Limitations and Future Research Directions
The chapters in this dissertation were also subject to some limitations. In terms of

content, this dissertation focused primarily on factors within the organization influencing
human resources outcomes, including the implementation of effective management processes
and leadership. As noted in the introduction, also environmental factors may influence these
outcomes, an issue future research may further explore.
The other limitations related to the methodology. In this dissertation, we often relied on
aggregated constructs to answer the research questions of the empirical chapters. These
included autonomous and controlled motivation (chapter 1, 3, 5), the management processes
(chapter 2), leaders' (de)motivating styles (chapters 2, 3, 5), and need satisfaction/frustration
(chapter 3 and 4). By doing so, valuable information regarding the relevance of the components
of these constructs may have been lost. Future research may gain insight into the importance of
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each component for volunteer and member outcomes. It may for instance be interesting to
investigate the (unique) role of autonomy support and structure (i.e., motivating styles), as well
as control and chaos (i.e., demotivating styles) for volunteers' quality of motivation.
Another important limitation concerns the specific nature of the samples used in this
dissertation, which consisted of Flemish (ambitious) sports clubs. While we suggest that the
results are also relevant for similar nonprofit and voluntary organizations, it is interesting for
future research to replicate this study in larger nonprofit organizations and/or in other
geographical locations.
This dissertation further mostly relied on quantitative measures to investigate
professionalization in sports clubs. Future research may also use qualitative measures (e.g.,
interviews) to gain more insight into the concepts developed in the dissertation, hereby adopting
participatory research strategies such as ethnographic or action research.
Another limitation was the single-informant approach we relied on in most chapters of
this dissertation. Only in the sixth chapter, perceptions of differential stakeholders (i.e., board
members, volunteer coaches, volunteers providing logistic support, members, parents) were
included, while results of other chapters were based on perceptions of one important stakeholder
group in the sports club, that is board members (chapters 2 & 7), volunteers (chapters 1, 3, and
5) and members (chapter 4). In order to test for possible same-source bias, we followed the
suggestions of Podsakoff et al. (2003). Despite these considerations, important social agents in
the sports club (e.g., board members and coaches) may overestimate the motivating style they
rely on in their interactions with other stakeholders in the sports club. Therefore, a potentially
interesting avenue for future research is to collect data from all stakeholder groups in sports
clubs (e.g., board members, coaches, volunteers, members, parents) to identify potential
discrepancies in opinions regarding the (de)motivating styles adopted in the sports club. From
a practical point of view, this information can be useful to point out discrepancies in the internal
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stakeholders' perceptions of the leaders' (de)motivating style, as already demonstrated in the
developed Clubgrade-intervention. This approach of questioning different stakeholders also
allows investigating whether the leaders' (de)motivating style (as perceived by coaches) trickles
down to members' quality of motivation via the coaches' (de)motivating style (as perceived by
members). Importantly, when collecting data from internal stakeholders in sports clubs, one
must consider the possible self-selection bias. Therefore, in this dissertation, we asked that the
questionnaires would be widely spread within the sports clubs. Nevertheless, as this is beyond
our control, it remains an important matter that researchers in sports clubs need to take into
account.
Additionally, given the dearth of evidence in the target populations of this dissertation,
we relied on a cross-sectional design to test our hypotheses in the first six studies of this
dissertation. Yet, these cross-sectional designs precluded us to draw causal conclusions. It is,
for instance, uncertain whether the management processes and (de)motivating styles have an
effect on volunteer and member outcomes or vice versa. Although the seventh chapter already
pointed to short-term effects of the Clubgrade intervention on the former, important processes
(as perceived by leaders), repeated measurements over a longer period of time are necessary to
examine the causal-effects relations between the management processes and (de)motivating
styles and crucial outcomes as proposed in this dissertation. Studies over a two- to five-year
period may even investigate the impact of the intervention on or more fact-based variables such
as the number of members, volunteers, or financial power.
Moreover, most empirical chapters in this dissertation relied on a relatively small sample
size of sports clubs (< 50 sports clubs) precluding multi-level analyses. Future studies may rely
on a bigger sample of at least 50, and preferably 100 sports clubs (see Maas & Hox, 2005), in
order to investigate whether and which contextual factors (e.g., size of the sports club,
motivational club climate), account for variance in the study variables.
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Finally, this dissertation did not explore differences in results between types of sports
clubs. Yet, the sports clubs involved in the studies of this dissertation often consisted of
subcategories that may warrant further examination. Future research may for instance explore
whether sports clubs offering team sports show different results when compared to sports clubs
offering individual sports, or whether bigger sports clubs display different results when
compared to smaller sports clubs.
6. General Conclusion
Relying on perceptions of differential stakeholders (i.e., board members, coaches,
volunteers, members, parents), the present dissertation focused on the professionalization of
nonprofit and voluntary sports clubs through identifying and strengthening effective
management processes and motivating styles leaders can rely on. For this purpose, this
dissertation first revealed the central role of volunteers' quality of motivation in sports clubs,
hereby complementing empirical research already pointing to the importance of meso-level
(e.g., volunteers capacity) and other micro-level volunteer outcomes (e.g., group-task cohesion,
turnover intentions). Research on the importance of effective management processes and
motivating styles for these volunteer outcomes revealed that volunteers capacity was related to
the leaders' reliance on management processes and motivating style, while the positive microlevel outcomes (i.e., volunteers' autonomous motivation, group-task cohesion) seemed to stem
from the leaders' motivating style via need satisfaction. In contrast, suboptimal (i.e., controlled
motivation) and maladaptive outcomes (i.e., amotivation and turnover intentions) appeared to
be rooted in the leaders' demotivating style via need frustration. Moving beyond volunteer
outcomes, results also pointed to the trickle-down effect of the leaders' motivating style on
members' quality of motivation. Results regarding the Clubgrade-intervention developed to
enhance the management processes and motivating style pointed to a positive appreciation of
the intervention, while revealing that the intervention was successful at increasing the leaders'
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reliance on effective internal processes, and decreasing their reliance on a demotivating style.
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Appendices
Appendix 1: Overview of the Relations Found Between Variables in This Dissertation

*p<.05, **p<.01, ***p<.001: point to significant connections between the relevant variable
and the variable in the previous column of the same chapter.
Relations between motivation and need satisfaction/frustration, and outcomes
Autonomous motivation
(chapters 1 & 3)

Controlled motivation
(chapters 1 & 3)

Amotivation (chapters 1 &
3)

Need satisfaction (chapters 1 & 3)**
Need frustration (chapters 1 & 3)
(negative)**
(weak relation)
Job satisfaction (chapter 1)**
Work effort (chapter 1)**
Turnover intentions (chapter 1) (negative)**
(weak relation)
Need satisfaction (chapters 1 & 3)
(negative)** (weak relation)
Need frustration (chapters 1 & 3)**
Job satisfaction (chapter 1)
Work effort (chapter 1) (negative)**
Turnover intentions (chapter 1)**
Need satisfaction (chapters 1 & 3)
(negative)** (weak relation)
Need frustration (chapter 1 & 3)**
Job satisfaction (chapter 1) (negative)**
Work effort (chapter 1) (negative)**
Turnover intentions (chapter 1)**

Direct relations between leaders' (de)motivating styles and outcomes
(SEM) Models
Predictor
Management processes
(chapter 2)
Leaders' motivating style
(chapters 2,3,5)
Leaders' autonomysupportive style (chapter 4)

Leaders' demotivating style
(chapters 2 & 3)

Outcome
Volunteers capacity (chapter 2)***
Volunteers capacity (chapter 2)*
Volunteers' autonomous motivation (chapter 3)***
Volunteers' group-task cohesion (chapter 3)***
Volunteers' controlled motivation (chapter 3)
Volunteers' amotivation (chapter 3)
Turnover intentions (chapter 4)
Members' autonomous motivation (chapter 5)
Members' controlled motivation (chapter 5)
Members' amotivation (chapter 5)
Volunteers capacity (chapter 2)
Volunteers' autonomous motivation (chapter 3)
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Leaders' chaotic style
(chapter 4)

Correlations
Human relations (chapter 2)
Internal processes (chapter
2)
Rational goal (chapter 2)
Open system (chapter 2)
Leaders' autonomysupportive style (chapters 25)

Volunteers' group-task cohesion (chapter 3)
Volunteers' controlled motivation (chapter 3)***
Volunteers' amotivation (chapter 3)***
Turnover intentions (chapter 4)***

Volunteers capacity (chapter2)**
Volunteers capacity (chapter2)**
Volunteers capacity (chapter2)**
Volunteers capacity (chapter2)**
Volunteers capacity (chapter 2)**
Volunteers' autonomous motivation (chapter 3)**
Volunteers' group-task cohesion (chapter 3)**
Volunteers' controlled motivation (chapter 3)
Volunteers' amotivation (chapter 3)** (negative)
Turnover intentions (chapter 4)** (negative)
Members' autonomous motivation (chapter 5)**
Members' controlled motivation
Members' amotivation (chapter 5)** (negative)

Leaders' structuring style
(chapters 2-3 & 5)

Volunteers capacity (chapter 2)**
Volunteers' autonomous motivation (chapter 3)**
Volunteers' group-task cohesion (chapter 3)**
Volunteers' controlled motivation (chapter 3)
Volunteers' amotivation (chapter 3)** (negative)
Members' autonomous motivation (chapter 5)**
Members' controlled motivation
Members' amotivation (chapter 5)** (negative)

Leaders' controlling style
(chapters 2 & 3)

Volunteers capacity (chapter 2)
Volunteers' autonomous motivation (chapter 3)
(negative)*
Volunteers' group-task cohesion (chapter 3)
(negative)**
Volunteers' controlled motivation (chapter 3)***
Volunteers' amotivation (chapter 3)***

Leaders' chaotic style
(chapters 2-4)

Volunteers capacity (chapter 2)**
Volunteers' autonomous motivation (chapter 3)
Volunteers' group-task cohesion (chapter 3)
(negative)*
Volunteers' controlled motivation (chapter 3)***
Volunteers' amotivation (chapter 3)***
Volunteers' turnover intentions (chapter 4)***
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Indirect relations between leaders' (de)motivating styles and outcomes
(SEM) Models
Predictor
Leaders' motivating style
(chapters 3,5)
Leaders' autonomySupportive style (chapter 4)

Leaders' demotivating style
(chapter 3)
Leaders' chaotic Style
(chapter 4)

Mediator
Volunteers' need satisfaction
(chapters 3 & 4)***
Volunteers' need frustration
(chapters 3& 4)
Coaches' motivating style
(chapter 5)***

Outcome
Volunteers' autonomous
motivation (chapter 3)***
Volunteers' group-task
cohesion (chapter 3)***
Volunteers' controlled
motivation (chapter 3)
Volunteers' amotivation
(chapter 3)
Volunteers' turnover
intentions (chapter 4)
Members' autonomous
motivation (chapter 5)***
Members' controlled
motivation (chapter 5)
Members' amotivation
(chapter 5) (negative)**

Volunteers' need satisfaction
(chapters 3 & 4)
Volunteers' need frustration
(chapters 3 & 4)***

Volunteers' autonomous
motivation (chapter 3)
Volunteers' group-task
cohesion (chapter 3)
Volunteers' controlled
motivation (chapter 3)***
Volunteers' amotivation
(chapter 3)***
Volunteers' turnover
intentions (chapter 4)***
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Appendix 2: Impressions of the Clubgrade-intervention
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