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Abstract
This study aims to test an integrated model that explains volunteers’ intention to 
continue volunteering in an uncertain and turbulent environment such as the one 
caused by the COVID-19 pandemic. We argue that volunteers’ intention to continue 
is influenced by enthusiasm and personal constraints. Specifically, we assert that 
enthusiasm is influenced by intrinsic motivation, teamwork climate, and role ambi-
guity. Further, we propose the antecedents of personal constraints to be role ambigu-
ity and perceived support. We conducted an online survey of potential respondents 
who were purposively sampled as active volunteers during COVID-19 pandemic. 
A total of 202 responses were complete and utilized for data analysis using a struc-
tural equation model. We found that enthusiasm has a positive influence on inten-
tion, while personal constraints has negative influence on intention. Further, we 
found that intrinsic motivation and teamwork climate positively influences enthusi-
asm, but enthusiasm is negatively influenced by role ambiguity. Similarly, personal 
constraints were found to be positively influenced by role ambiguity but negatively 
influenced by perceived support. The results of this study contribute to the discus-
sion regarding the mechanism that increases volunteers’ intention to continue vol-
unteering. Enthusiasm was found to be one of the factors, and its antecedents were 
empirically tested. In addition, the dual influences of role ambiguity imply the exist-
ence of two different paths to increase volunteers’ intention, which contributes to a 
deeper understanding of the formation of intention to continue volunteering. These 
findings provide insights and strategies on how to manage and retain volunteers for 
government and NPOs.
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1  Introduction

Volunteers play a crucial role in serving and providing support to the commu-
nity, especially in overcoming various challenges when the government has lim-
ited resources (Hotchkiss et al., 2014; Snyder & Omoto, 1992). As an example, 
the COVID-19 pandemic, with its rapid increase in positive cases, put enormous 
pressure on various aspects of people’s everyday, including physical and mental 
health, economy, education, and the environment. As a result, fast and appropri-
ate responses are important in this situation. Many countries, however, were not 
yet ready to provide adequate responses to the surge in COVID-19 transmission, 
let alone the consequences of this surge (Harland et al., 2021; Schismenos et al., 
2020). Governments, with limited resources and capabilities, were struggling to 
control the increase in positive COVID-19 cases and the adverse impacts of the 
pandemic on almost all sectors.

Despite the struggle, governments actually can make a significant appeal to 
citizen to encourage them to take part in volunteering activities to support the 
government in dealing with the pandemic. Government are faced with their lim-
ited capacity to control the transmission of the virus which provides many oppor-
tunities for volunteering activities (Harland et al., 2021; Schismenos et al., 2020). 
For individual volunteers, joining a government program to tackle pandemic-
related issues means an opportunity to obtain internal and external rewards (Kifle 
Mekonen & Adarkwah, 2021; Kramer et al., 2021; Nencini et al., 2016). The abil-
ity of the government to meet volunteers’ needs will affect volunteers’ intention 
to join (Cho et  al., 2020; Lockstone-Binney et  al., 2021) and to continue their 
volunteering activities. In conditions where dissatisfaction occurs due to unmet 
needs, volunteers may cease their involvement (Cuthill & Warburton, 2005) in 
the volunteering program.

Being one of the beneficiaries of the many volunteering programs (Brudney 
& Kellough, 2000), the government must provide assistance to ensure that vol-
unteers are functioning as they should. The government should be able to create 
conditions in which voluntary associations thrive (Cuthill & Warburton, 2005) by 
providing skills, knowledge, and the benefit of experience to volunteers (Brudney 
& Yoon, 2021). Since volunteers are motivated by both internal factors (e.g. feel-
ings of empathy, altruism, religious convictions, community norms and family 
obligations) and external factors (e.g. recognition by community members and 
authorities, ambitions to get job opportunities, material and financial rewards and 
acquiring knowledge and skills), supporting both factors are crucial if the govern-
ment is to retain volunteers.

Although volunteers’ intention to continue has been widely discussed in the 
literature (e.g., (Cho et  al., 2020; Ferreira et  al., 2015; Traeger & Alfes, 2019; 
Willems et  al., 2012), the discussion on how volunteers’ intention to continue 
volunteering under uncertain condition and intense stress and pressure, such as 
during the COVID-19 pandemic, are scarce. From the practical side, this study 
is very important due to the significant roles of volunteers in providing support 
to carry out government programs successfully (Brudney & Kellough, 2000; 
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Brudney & Yoon, 2021). During the COVID-19 pandemic, volunteers were play-
ing crucial role in educating society, in providing personal support, as well as in 
maintaining health protocols to prevent wider virus transmission (Lai & Wang, 
2022; Lazarus et  al., 2021). These benefits meant that deploying and retaining 
volunteers in highly uncertain conditions was the government’s biggest challenge. 
In addition, there were also the challenges and constraints that volunteers faced 
when interacting with communities because they were not working alone in an 
environment that was a social vacuum (Sander-Regier & Etowa, 2014; Wayne 
et al., 2017). It is thus very important to understand the mechanism that under-
pins the volunteers’ intention to continue volunteering so that appropriate support 
can be provided.

We draw from various theoretical lenses to form the basis of this study. We utilize 
self determination theory (Ryan & Deci, 2000) to explain how intrinsic motivation has 
a positive impact on enthusiasm, which subsequently influences intention to continue 
volunteering. We extend the social determination theory explanation of how intrinsic 
motivation can influence intention to continue volunteering through the mediation of 
enthusiasm, and not only through satisfaction and commitment as argued by previous 
investigations (Bidee et  al., 2017; Nencini et  al., 2016). We also highlight the influ-
ence of external factors, namely teamwork climate, role ambiguity, and perceived social 
support. Teamwork climate is investigated from the perspective of collaboration theory 
(Colbry et al., 2014). The results of this study contribute to the deeper understanding of 
how teamwork climate works interpersonally to achieve common goals. Role ambigu-
ity is investigated through the lens of role theory (Biddle, 1986), where it is assumed 
that individuals will behave according to their roles. These roles can be assigned, but 
when the assigned role is unclear, it creates ambiguity that can hinder the flow of work 
(Coghlan, 2015; Yan et al., 2021). This study contributes by examining how role ambi-
guity affects intention to continue volunteering. Lastly, our study contributes to social 
support theory (Cohen & McKay, 1984; Cohen & Wills, 1985) by explaining how per-
ceived social support influences individual intention to continue volunteering. When 
volunteers do not receive support from other parties such as family, the community, or 
occupation then they will feel that the volunteer work has become a burden and difficult 
to do. Further, as volunteers also have other roles in their families or in their occupa-
tions, lack of support can become constraints on them continuing their volunteering 
activties. Based on these arguments, we propose two research questions: (1) What are 
the factors considered by volunteers in determining their intention to continue volun-
teering? And (2) What are the relationships between factors influencing intention to 
continue volunteering?

This research has two aims. Firstly, we try to understand the factors that deter-
mined volunteers’ intention to continue volunteering during the COVID-19 by inte-
grating the internal and external factors. Secondly, this research tries to develop 
an integrated model to predict volunteers’ intention to continue volunteering dur-
ing highly uncertain and highly demanding situations. More specifically, this study 
attempts to provide empirical evidence showing that enthusiasm, which originates 
from intrinsic motivation, positively influences intention to continue volunteer-
ing. While previous studies have shown the importance of enthusiasm to perfor-
mance (Geoghegan, 2012; Kunter et al., 2011), very few of those that are available 



696	 B. M. Purwanto, R. Rostiani 

1 3

investigate the antecedents of enthusiasm in the context of volunteering activities. 
These findings extend our understanding of self determination theory in explain-
ing how intrinsic motivation indirectly relates to behavioral intention by inducing 
experienced enthusiasm, in which intrinsically motivated volunteers would experi-
ence a relatively higher level of enthusiasm which subsequently influences intention 
to continue volunteering. Government and NPOs could benefit from this study in 
terms of managing and retaining volunteers which would contribute to the overall 
cost efficiency of programs. Knowing that enthusiasm is having a positive influ-
ence on intention to continue volunteering would encourage program coordinators 
to stimulate individuals’ intrinsic motivation by reminding them of the main reasons 
for joining such programs. Further, government and NPOs could intervene in the 
workplace by providing a clearer job description, stimulating a productive teamwork 
climate, and providing further support to leverage volunteers’ comfort in accom-
plishing their goals.

2 � Conceptual background and hypotheses development

We utilize social determination theory, collaboration theory, role theory, and social 
support theory as the foundation of this study. We use social determination the-
ory to investigate more deeply the influence of intrinsic motivation on intention. 
As an important driver of volunteering activites (Omoto & Snyder, 2002; Snyder 
& Omoto, 1992), it is imperative to understand how this type of motivation drives 
enthusiasm which subsequently influences an individual’s intention. The notion of 
enthusiasm is drawn from the field of education where it is an important factors that 
drives teachers’ performance and whether they continue to teach students (Burić, 
2019; Kunter et al., 2011). We brought enthusiasm into volunteering context to see 
whether it would have a strong positive influence on volunteers’ intention to con-
tinue their activities, especially because volunteering is an additional role (Jensen 
& Agger, 2021; Kang, 2016) that is carried out by individuals for other different 
reasons. When conducting their activities, however, volunteers are embedded in a 
system that dictates their behavior. Volunteers face the dynamic of the workplace 
where many factors contribute to the burdens and challenges that individuals face 
in finishing their tasks. These burdens and challenges are often perceived by indi-
vidual volunteers as constraints and hence they hinder the progress of their work. In 
the worst cases, volunteers will consider these constraints as factors that make them 
give up their work (Nencini et al., 2016; Willems et al., 2012).

Collaboration theory (Colbry et  al., 2014) is the second theoretical perspective 
utilized in this study. Collaboration theory states that individuals work together irre-
spective of the structure and authority  in their context. More specifically, Colbry 
et al. (2014) state that members of a team influence each other at the individual and 
team level because of turn-taking, cohesion, and the organization of work. Turn-
taking indicates that an individual acknowledges others and alternately takes on dif-
ferent responsibilities. Cohesion and organization of work show how individuals 
in a team collectively think and behave so as to achieve a productive ecosystem to 
work and achieve goals. Individuals then feel excitement and pleasure when their 
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working group is able to provide such an environment of open communication and 
good cooperation. When this happens, individual intention to continue volunteering 
will increase.

The third theoretical lens in this study is role theory (Biddle, 1986). The basic 
tenet for this theory is that individuals behave in a predictable yet different manner 
according to the social identities and the situations they face. Volunteers behave dif-
ferently when they are in their working groups compared to when they are in front of 
their beneficiaries because they understand what the other parties expect from them 
(Anglin et al., 2022). When such role is vague, however, individuals have difficul-
ties choosing which behavior to engage in front of others. This situation causes hin-
drance to goal attainment. When the vagueness dissipates, however, the hindrance 
will also disapear and individuals can work to attain their goals smoothly.

Lastly, we use social support theory (Cohen & McKay, 1984) to contribute on 
the mechanism of how family, companies, and the community provide support for 
individual volunteer. According to Cohen and McKay (1984), social support can act 
as buffer that protects individuals from strain and stress. The support itself can came 
from many sources, whether tangible or intangible (Lakey & Cohen, 2000). Since 
support can serve as buffer, it can reduce the burden individuals feel when faced 
with an intense and turbulent working environment. As a result, individuals will feel 
less constraints hence increasing their intention to continue their volunteering activi-
ties. Based on these four theoretical lenses, we explain the relationships between the 
variables as follows.

2.1 � Volunteers’ intention to continue volunteering activities

It has been shown that volunteers have strong motivation and resilience in carry-
ing out their duties (Carvalho & Sampaio, 2017; Choudhury, 2010), hence various 
programs incorporating volunteers are often very successful (Harp et  al., 2017). 
Governments and NPOs are examples of two entities that encourage the partici-
pation of volunteers in their programs, whether it is short or long-term. Because 
most of the programs are short-term, volunteers are likely to face a delay or interval 
between different volunteering activities due to placement processes (Otoo, 2014). 
As a result, many volunteers experience a disruption of their spirit that reduces their 
level of enthusiasm which subsequently affects the intention to engage in their next 
volunteering activity. With these facts in mind, serious efforts are needed to manage 
and retain volunteers so that they are willing to continue their volunteering activities 
(Alfes et al., 2016; Studer, 2015).

Previous research suggests various internal and external factors to affect the con-
tinuing engagement of individuals in their volunteering activities (Cho et al., 2020; 
Ferreira et al., 2015; Henderson & Sowa, 2018; Nencini et al., 2016; Willems et al., 
2012). Internal factors are factors that emerge from an individuals’ situation and 
can be in the form of their motivation, their economic conditions, age, health sta-
tus, availability of time, and expertise. Some of these internal factors can naturally 
encourage individuals to continue their volunteering activities, such as motivation 
(Ferreira et al., 2015), while others might inhibit the continuation, such as a health 
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or economic condition (Southby et al., 2019; Sundeen et al., 2007). External factors 
refers to factors from outside of the individual and can be in the form of support 
from the organization, superiors, the community, and family (Usadolo & Usadolo, 
2019). In addition, volunteers usually work in teams so the work climate and team 
cohesiveness can be the determining factors that affect the continuation of volun-
teering activities (Nencini et al., 2016).

Other research emphasizes the experience of previous volunteering activities as 
an influence on an individual’s intention to continue being a volunteer. Cho et  al. 
(2020) state that job satisfaction and volunteer management may drive individuals 
to continue volunteering. Similarly, Henderson and Sowa (2018) also find that job 
satisfaction and organizational commitment are determinants of volunteer retention. 
Further, Bennett and Barkensjo (2005) propose that the influence of negative experi-
ence, internal marketing, and job characteristics are important factors for individuals 
to decide whether they will continue their volunteering activities or not. Also impor-
tant is an individual’s consideration of their relationship with clients and colleagues 
during the previous volunteering activities (Kewes & Munsch, 2019).

2.2 � Volunteers’ enthusiasm and intention to continue volunteering

Enthusiasm is an important factor in determining a person’s attitude and behavior towards 
a task or job in many contexts. Research on the effect of enthusiasm on performance has 
been carried out in the field of education and it explains the effect of teacher enthusi-
asm on academic performance or student learning outcomes (Burić, 2019). In the field 
of sports, public enthusiasm for sporting events is found to influence the purchase of the 
products of the sponsors of sporting events (Hazari, 2018). In the field of health services, 
the effect of enthusiasm is evidenced by the willingness of family caregivers to con-
tinue to provide health services for dementia patients (Pierce et al., 2001). In the area of 
employee training, trainer enthusiasm is found to relate to the effectiveness of the training 
of salespersons (Arndt & Wang, 2014; Keller et al., 2016). Many literatures on teacher 
enthusiasm defines enthusiasm as a behavior that is exhibited (displayed enthusiasm) and 
as something that is experienced (experienced enthusiasm). Specifically, enthusiasm as 
an experience is related to feelings of excitement and enjoyment (Greenson, 1962). In the 
context of teaching, teacher enthusiasm has a positive effect on teaching that fosters crea-
tivity (Huang et al., 2021).

Individuals who are enthusiastic usually feel good and eager to share that good feel to 
others, as well as being well-oriented (Greenson, 1962). In this sense, Greenson (1962) 
also state that enthusiasm may change individual personality, meaning it could alter the 
values, cognition, attitudes, or even behaviors. As a result, enthusiasm is important in 
volunteering because it has the ability to move people and encourage the change that is 
needed (Geoghegan, 2012). When enthused, volunteers will happily share whatever they 
want to share with others. With this attitude, since the positive emotions create a sense 
of doing the right thing (Craggs et al., 2016), individuals will want to feel the same way, 
and thus enhance the intention to keep on doing the right things. Based on the previous 
related studies regarding the consequences of enthusiasm, this study proposes the fol-
lowing hypotheses:
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H1: Volunteers’ experienced enthusiasm is positively related to volunteers’ inten-
tion to continue volunteering.

2.3 � Volunteers’ personal constraints and intention to continue volunteering

In conducting their activities, volunteers may be seen as actors with resources and 
thus constrained in their utilization. There are not many studies specifically discuss-
ing the constraints faced by volunteers (Gage & Thapa, 2012) during the pandemic 
but there has been ample research conducted to investigate the constraints on volun-
teers on different contexts, such as in deprived areas (Davies, 2018) or in voluntour-
ism (Otoo, 2014). Previous research has mentioned time as one of the barriers for 
individuals to engage in volunteering activities (Sundeen et al., 2007). Time barriers 
include the limited time individuals must devote to volunteering activities because 
it is not their first priority. Secondly, geographical factors are also a potential con-
straint on volunteering activities; some places are easy to reach while some other 
places restrict spatial mobility (Davies, 2018) causing individuals to rethink their 
volunteering activity. Other research has mentioned types of occupation as barriers 
to volunteering (Webb & Abzug, 2008) where people with managerial or profes-
sional jobs are those who are more willing to do volunteering work.

Age is also seen as a barrier that affects volunteering choices, where younger 
volunteers are seen as more resilient (Davies, 2018). Some volunteering activities 
require certain level of physical strength and thus individuals with poor health will 
refrain from continuing volunteering activity (Wymer et  al., 1997). Lastly, indi-
vidual economic circumstances are also assumed to be a barrier to individuals to 
continue their volunteering activity (Gage & Thapa, 2012). For those with lower 
economic status, an external reward would extend their willingness to get involved 
in volunteering activities. Based on the previous studies on the consequences of the 
constraints on volunteers, this study proposes the following hypothesis:

H2: Volunteers’ personal constraints are negatively related to volunteers’ inten-
tion to continue volunteering.

2.4 � Volunteers’ role ambiguity, personal constraints, and experienced 
enthusiasm

Role ambiguity is the degree to which clear information is lacking with regard to 
expectations associated with a role, methods for fulfilling known role expectations, 
and/or the consequences of role performance (Kahn et al., 1964). In new situations 
or under changing conditions, there may not even be implicit roles because no one 
in the group is sure of what the appropriate roles are in certain group situations. 
Even when roles are explicit, barriers to effective communication may make the 
message about the role unclear to the receiver. When a role is unclear or incom-
plete, the result is role ambiguity, or uncertainty about the content of an expected 
role. Taormina and Gao (2008) find that a sense of certainty regarding how a work 
should be executed is positively associated with work enthusiasm. From a different 
perspective, it can be stated that work uncertainty or ambiguity will be negatively 
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associated with work enthusiasm. Further, role ambiguity has been found to hin-
der work engagement (Yan et  al., 2021) and volunteers’ engagement (Harp et  al., 
2017). When there is uncertainty about what the task at hand is, individuals will feel 
they cannot make enough of a contribution in their volunteering activities (Coghlan, 
2015) and this can reduce the level of enthusiasm.

In addition, role ambiguity may cause the inability of volunteers to align their 
volunteering activities with their constraints (i.e. current occupation and age). As 
an example, an unclear task will result in a longer amount of time needed to finish 
the volunteering activity, so the volunteer has to sacrifice his or her time for some 
other purpose, such as family or working time. As volunteering is usually not the 
individuals’ main priority, role ambiguity may escalate their perceived constraints. 
Further, uncertainty regarding the task can cause individuals to have a sense of futil-
ity (Wright & Millesen, 2008) that can hinder them from making further efforts. As 
a result, role ambiguity can enhance individuals’ perception of constraints in carry-
ing out their volunteering work. Based on the previous studies on the consequences 
of role ambiguity, this study proposes the following hypothesis:

H3: Volunteers’ role ambiguity is negatively related to volunteers’ experienced 
enthusiasm.
H4: Volunteers’ role ambiguity is positively related to volunteers’ personal con-
straints.

2.5 � Volunteers’ intrinsic motivation and experienced enthusiasm

Motivation is considered to be an important aspect that contributes to volunteering 
and, although altruism is said to be the most prominent motive for engaging in vol-
unteering activity (Kifle Mekonen & Adarkwah, 2021; Silverberg et al., 1999), other 
researchers have found the importance of “serving others” as a motive (Wilson & 
Musick, 1997). Further, others have concluded that the biggest drivers of individuals 
to volunteer originate from individual values and understanding of others’ needs that 
are reflected in the activity of helping others and in expanding individual perspec-
tives on certain issues (Gage & Thapa, 2012; Kifle Mekonen & Adarkwah, 2021). It 
is very often the case that volunteers do not act in a solitary activity but, instead, in 
a collective way by joining certain communities which subsequently has the impli-
cation that they are the recipients of external rewards (Gage & Thapa, 2012). Such 
external rewards, however, appear only after certain processes and thus intrinsic 
motives are also relevant in determining volunteering activity. Findings from a study 
by Lee and Lin (2014) fail to confirm the influence of salary satisfaction on job 
enthusiasm. They argue that the nonsignificant correlation between salary satisfac-
tion and job enthusiasm is probably because the salary does not sufficiently motivate 
employees. The influence of salary satisfaction on job enthusiasm, however, is medi-
ated by psychological contracts. These findings provide evidence that intrinsic moti-
vation has a greater positive effect on individual enthusiasm.
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An important faith-based motivation is discussed by Denning (2021) based on her 
participatory and ethnographic research. She explains the relationship between faith-
based motivation, effort, and the enthusiasm of volunteers engaged in a project which 
responded to children’s holiday hunger. When individuals are motivated by religious 
faith to volunteer, they think their volunteering activities as something that may cause 
change that brings about a better future (Denning, 2021). Similarly, individuals may be 
motivated by the need to protect their country and reflect their patriotism. As a result, 
volunteers work more enthusiastically and this leads to persistence in volunteering. In 
addition, volunteers might be motivated to fulfil their needs (Butt et al., 2017; Gage & 
Thapa, 2012), such as self-actualization for enhancement. The thought of self enhance-
ment could increase volunteers’ enthusiasm when conducting their activities. Volunteers 
could also feel that the government has not done enough to protect their community, so 
help from volunteers is needed (Butt et al., 2017). Understanding their contribution in 
this way, volunteers will work more enthusiastically. Based on the previous related stud-
ies on the consequences of motivation, this study proposes the following hypothesis:

H5: Volunteers’ intrinsic motivation is positively related to volunteers’ experi-
enced enthusiasm.

2.6 � Teamwork climate and volunteers’ experienced enthusiasm

Teamwork climate can be described as a prevailing teamwork atmosphere experienced 
by a team’s members. It is what it feels like for the members to work in that team. Team-
work is a vital aspect and a basic structural component of an organization’s design. It 
contributes to a more efficient and improved organizational performance. In team-
work, members of a team use their individual knowledge, experience and skills through 
dynamic interaction with other team members to achieve the common goals of the organ-
ization (Berber et al., 2020). Teamwork can be described as the process through which 
team members collaborate to achieve task goals. Huang et al. (2021), in their study in a 
teaching context, identified environmental factors, namely colleague innovation, teach-
ing collaboration, participation in decision making, and availability of information and 
communication technology and equipment, as antecedents of teacher enthusiasm; fur-
thermore, the consequences of teacher enthusiasm is teaching that fosters creativity.

In the context of volunteering activities, volunteers mostly work in teams. A positive 
teamwork climate encourages and sustains the motivation of a team’s members. Fur-
thermore, co-worker support will positively affect work enthusiasm (Taormina & Gao, 
2008). A good relationship with other volunteers will enhance enthusiasm because indi-
viduals want to feel the enjoyment of engaging volunteering activities together (Kewes 
& Munsch, 2019; Sander-Regier & Etowa, 2014). Teams with good internal relation-
ships usually reflect a sense of cohesion between the individual team members (Hipp & 
Perrin, 2006) which supports an attachment to the group. As a result, the engagement in 
volunteering activities is increased. Based on the previous studies on the consequences 
of teamwork climate, this study proposes the following hypothesis:

H6: Teamwork climate is positively related to volunteers’ experienced enthusiasm.
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2.7 � Perceived supports and volunteers’ personal constraints

Managing volunteers involves recruiting, orienting, retaining, and organizing volun-
teers to provide a public good. As such, organizational factors can affect volunteers 
collectively. Organizational factors can also support or restrict volunteer coordina-
tion. To successfully coordinate volunteers, an organization should carefully assess 
and align itself to the needs of volunteers, the organization and to the community at 
large (Studer & von Schnurbein, 2013). Further, Studer and von Schnurbein (2013) 
find that organizational factors consist of leader or supervisor commitment, volunteer 
empowerment, evaluation, feedback, and appreciation/recognition. Organizational 
support will positively affect volunteers’ intention to continue their volunteering 
activities while a positive community response to volunteering activities, recognition, 
and appreciation will have a positive effect on volunteers’ satisfaction and resilience. 
Organizational support will also increase the future prospects of employees.

As volunteers, individuals face several constraints that hinder their volunteer-
ing activities, such as time, personal finance, or geographical location (Otoo, 2014). 
Support from organizations, family, and community will make the volunteers more 
flexible in aligning their volunteering activities with other activities (Maran & Soro, 
2010; Weeks & MacQuarrie, 2011). Such support will make volunteers feel less 
constrained to engage in their volunteering activities. Based on previous studies, this 
study proposes the following hypothesis:

H7: Perceived support to volunteers is negatively related to volunteers’ personal 
constraints.

Based on the seven hypotheses discussed, we formulated the research framework 
as depicted in Fig. 1.

Intrinsic
motivation

Teamwork
climate

Role
ambiguity

Perceived
support

Enthusiasm

Personal
constraints

Intention to
continue volunteering

H1

H2

H3

H4

H5

H7

H6

Fig. 1   Research framework



703

1 3

The influence of enthusiasm and personal constraints on the…

3 � Method

We conducted this study by involving volunteers in Indonesia. Having the fourth 
largest population in the world, with these citizens spread across thousands of 
islands, Indonesia faces huge gaps in terms of infrastructure and uneven capacity 
to provide support. As a result, Indonesia was having difficulty providing services 
to the community during the COVID-19 pandemic. Despite such challenges, the 
local government and the communities and local volunteers played a crucial role in 
responding to emergency needs during the pandemic (Meckelburg, 2021). In some 
situations, the central and regional governments could not provide sufficient sup-
port in handling the pandemic which affected public confidence and trust in the gov-
ernment (Haryanto, 2021). Volunteer support, especially those with expertise in the 
health sector, was surely needed by the government in order to control the pandemic 
and serve the needs of the community (Lazarus et al., 2021).

This study has employed a mixed-method approach (Creswell, 2009; Ven-
katesh et  al., 2013) with the qualitative part serving as an exploration of the 
various topics to be investigated while the quantitative part serving to test 
the model developed based on the qualitative study result. The mixed-method 
approach is appropriate for this study because it enables researchers to explore, 
to scrutinize, and to test various topics related to the phenomena under inves-
tigation. To obtain a realistic depiction of the context of volunteering during 
the pandemic in Indonesia, we conducted a preliminary data collection using 
individual interviews to understand the experiences of the volunteers based 
on their first person perspectives (Hudson & Ozanne, 1988). We conducted 
online, semi-structured individual interviews with thirty participants drawn 
from a government database based on certain criterion. Participants could be 
affiliated to certain organizations or be independent; they were still actively 
engaged in their volunteering activity; they resided in different cities around 
Indonesia, and they were working on different types of task (program plan-
ners, coordinators, implementors). We developed an interview transcript list-
ing various topics that were considered relevant to explain volunteers’ perse-
verance based on our literature review. The list of question items is presented 
in Fig. 2. The data collection was conducted in September 2020 and lasted for 
approximately one month. The interview for each participant lasted between 
one and two hours. Data were transcribed and analysed individually utilizing 

Important topics
1. Motivation: motives, inspirational role

2. Attitudes and skills: positive psychological capital, self-efficacy, social skills, coping strategy

3. Stress and burnout: role stress (conflict, ambiguity, overload), emotional labor (duration, 

frequency, intensity, variety), burnout components (emotional exhaustion, depersonalization, 

reduced feeling of personal accomplishment)

4. Work characteristic and design: structure, complexity, impact, meaning,  

5. Working environment: physical, social, climate, safety

6. Support: empowerment, family, society, organization, government

Fig. 2   Guidance for the semi-structured interviews
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content analysis before conducting cross-analysis to get an integrated view 
of the volunteers’ experience. Findings from the content analysis provided us 
with an important construct and enabled us to develop it into an integrated 
model as an input for the subsequent study.

The second part of this study utilized a more positivist paradigm to test the inte-
grated model developed in the first part of the study. In this part, we saw realities 
as having their own structures that are independent from the individuals’ percep-
tions (Hudson & Ozanne, 1988). We focused on testing the model developed from 
the preliminary interviews. We designed an online survey for potential respondents 
which were purposively sampled as active volunteers during COVID-19 pandemic. 
We distributed solicitation messages with the link to our survey in a government 
volunteer database that comprised volunteers across different regions in Indonesia. 
The participation in this survey is completely voluntary and anonymous. A complete 
list of the steps undertaken in this study are presented in Fig. 3.

Our principal investigation was into the seven variables that were our focus with 
scales developed from the findings from the preliminary study as well as from the 
available concepts pertaining to each variable. All of our variables were measured 
using a 5-point Likert scale (1 = strongly disagree, 5 = strongly agree). Our depend-
ent variable was volunteers’ intention to continue volunteering. We utilized two 
items to measure an individual’s intention to leave and we assumed that an intention 
to leave was the opposite of an intention to continue volunteering (Usadolo & Usad-
olo, 2019). The two items were reflecting intention to leave, and we reverse-coded 
respondents’ opinions to ascertain the opposite meaning.

Experienced enthusiasm was measured by how volunteers felt the enjoyment and 
enthusiasm when engaged in their volunteering activities. Two items were utilized 
to measure enthusiasm based on the conceptualization and findings from the pre-
liminary study (namely, “I do my tasks as a volunteer with great enthusiasm” and 
“I enjoy my tasks as a volunteer”). Personal constraints were measured by volun-
teers’ perception of the structural barriers they faced in participating in volunteering 

Fig. 3   Steps taken in this study
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activities. We utilized three items focusing on constraints, which were age, econ-
omy, and work that hinders volunteers’ activities.

Intrinsic motivation was measured in terms of the volunteers’ internal drivers that 
encourage them to participate in volunteering actions. We utilized four items related 
to altruism, obligation, and religious conviction (Clary et al., 1998; Clary & Snyder, 
1999; Gage & Thapa, 2012; Nencini et al., 2016) with items such as “I am called to 
help with protecting society”. Teamwork climate was measured as the atmosphere 
of cooperation experienced by each individual. We developed three items based 
on these conceptualization and findings from our preliminary study (such as “team 
members work cohesively”). The measurement items focused on the individual 
evaluation of the relationships with other volunteers when working together. Role 
ambiguity refers to the obscurity of an individual’s role and ways to perform such 
a role effectively. We developed three items based on these conceptualization and 
preliminary findings. An example of the items is “I don’t understand the planning 
and organization of my activities.” Our last independent variable was perceived sup-
port which we measured in terms of various kinds of support from entities that were 
close to the individuals that could encourage the continuation of volunteering activ-
ity. We utilized three items that focused on the support from family, the community, 
and the organization.

All of the measurement items underwent face validity checking by three experts 
who were also participating in the preliminary study. Once a consensus was reached 
with regard to terminology and the language utilized for every item, we developed 
the online questionnaire. We distributed the link to the questionnaire to the volun-
teers from the national database who were participating in the government’s volun-
teer program during the COVID-19 pandemic at the beginning of 2021 which lasted 
for around two months. We received a total of 213 responses, of which only 202 
were complete and could be utilized for the data analysis. We utilized covariance-
based structural equation modeling to test the relationship between the variables 
after ensuring the validity and reliability of the instruments.

4 � Results

4.1 � Qualitative study

4.1.1 � Participants’ descriptives

Our participants (32 participants comprising 17 females and 15 males) were located 
across Indonesia and came from various types of organization that provided help 
during the COVID-19 pandemic. All of our participants were still active in their 
volunteering activites for which some were afforded dedicated time to be fully com-
mitted in the COVID-19 response program and some part of their time dedicated 
to volunteering. Detailed information regarding our participants are summarized in 
Table 1.
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4.1.2 � Results of content analysis

The results of the content analysis are summarized in Fig. 4. According to the itera-
tive content analysis, we found that intrinsic motivation was an important driver for 
individual volunteers to continue their activities. Such findings correspond to those 
in a study by Omoto and Snyder (2002). Further, intrinsic motivation to volunteer 
was found to originate for different reasons. Volunteering is seen as a way to exercise 
religious obligation [P5, P9, P16, P29] or to defend the country during adversity [P2, 
P15, P23, P28]. Other prominent reasons that drive intrinsic motivation are the altru-
ism nature as human being [P3, P17, P24] as well as for individual self actualization 
because they can join a big humanitarian entity [P8, P31, P32]. Meanwhile, intrinsic 
motivation can drive a positive attitude, and perceived support is also found to enable 
individual to feel positive. Support from family (e.g. in the forms of exemption from 
chores or being escorted to remote volunteering locations), from a company where the 
volunteers are permanently working (e.g., they have a flextime working arrangement), 
as well as from the community (e.g. which gives recognition or verbal support) were 
found to be factors that help volunteers persevere in undertaking such an extra role. 
Similarly, a good working climate with peers was found to increase volunteers’ excite-
ment in carrying out their activities [P4, P10, P21, P30].

The results from the content analysis showed that volunteers were also faced many 
challenges and difficulties in accomplishing their tasks. It was found to be especially 
tough for volunteers when one aspect of job characteristics—namely role ambiguity—
was a factor [P4, P15, P19, P26]. Role ambiguity is present when volunteers do not 
understand how an organization works, do not understand how to cater to the service 
beneficiaries, as well as not knowing how to seek support so that they can complete 
their job according to the assigned responsibilities. When faced with such ambiguity, 
individuals would feel their volunteering activities were a burden and very difficult to 
carry out. When the ambiguity was minimal, however, they would have a more positive 
attitude towards the task at hand. Our findings from the qualitative study provided us 

Intrinsic motivation as

capability

Job characteristics:

teamwork, role

Support: family,
company, supervisor,

society

Attitude, intention,

behavior

Serve as positive driver to positive attitude,

intention, and behavior

Enabler to to maintain positive attitude,

intention, and behavior

Different level of demand from
work or work situation affect

differently to individual

Fig. 4   Summary of participants’ thinking
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with initial factors (later used as the independent variables in the quantitative study) that 
might influence volunteers’ intention to continue their volunteering activities. Further, 
results from this stage of the study gave us valuable insights before designing and devel-
oping our questionnaire.

4.2 � Quantitative study

4.2.1 � Characteristics of respondents

Our respondents were mainly female (65.30%) in the age range of 17 to 37 years 
(Mage = 33.76, SD = 10.818) with a bachelor degree (56.40%) and married (54.50%). 
With such demographic characteristics, our respondents tended to represent the 
younger population (millennials) who were born between 1981 and 1996. In terms 
of occupation, our respondents were mostly employees, while 28.70% who were 
independent. For those who were currently working, they identified themselves as 
members of an organization (27.70%) or government employees (24.80%). Others 
identified themselves as professionals (11.90%). With regard to experience, most of 
our respondents stated that they had previous organizational (80.70%) and volun-
teering (61.40%) experience. Lastly, with regard to COVID-19 infection, 81.70% of 
the respondents stated that they had contracted the virus. Table 2 provides detailed 
information about the respondents’ demographic characteristics.

Table 2   Respondents profile

Demographics n % Demographics n %

Gender Job position
 Male 70 34.70  Independent 58 28.70
 Female 132 65.30  Manager 14 6.90

 Organizational member 56 27.70
Age  Government employee 50 24.80
 17–27 years old 85 42.10  Professional 24 11.90
 28–37 years old 45 22.30
 38–47 years old 42 20.80 Organizational experience
 48–57 years old 27 13.40  Yes 163 80.70
 58–68 years old 3 1.50  No 39 19.30

Education background Volunteering experience
 Elementary & middle school 8 4.00  Yes 124 61.40
 High school 43 21.30  No 78 38.60
 Diploma 22 10.9
 Bachelor 114 56.40 Covid experience
 Postgraduate 15 7.40  Yes 37 18.30

 No 165 81.70
Marital status
 Married 110 54.50
 Single 92 45.50
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4.2.2 � Measurement assessment

Prior to hypotheses testing, we performed a validity and reliability test. Princi-
pal factor analysis was utilized to test for convergent and discriminant validity. 
A load score above 0.6 and AVE score above 0.5 were deemed to be satisfac-
tory (Fornell & Larcker, 1981; Hair et al., 2010) to check the convergent valid-
ity. Table  2 showed the items were loaded to their respective constructs with a 
factor load score above 0.6 and an AVE score above 0.5. To further check the 
discriminant validity, we compared the correlation score for each variable with 
the square root of the AVE value as summarized in Table 4. As shown, all square 
roots of AVE values were above the correlation coefficient between variables. 
These results provided evidence that it was a valid instrument. To test the internal 
consistency, we utilized a composite reliability score above 0.6 and Cronbach’s 
alpha score with score above 0.7 as a satisfying criteria (Fornell & Larcker, 1981; 
Nunnally & Bernstein, 1994). As seen in Table 3, all scores indicated satisfactory 
results, hence, the items utilized in this study were deemed reliable.

4.2.3 � Hypotheses testing results

To test the hypotheses, we performed a covariance-based structural equation 
modeling test with the help of AMOS in IBM SPSS. The result for structural 
analysis indicated a good fit for the model: χ2(157) = 229.348, χ2/df = 1.461, 
p < 0.001, GFI = 0.902, IFI = 0.965, TLI = 0.957, CFI = 0.964, RMSEA = 0.048, 
and SRMR = 0.051. The R2 for intention to continue volunteering was 0.428, 
for experienced enthusiasm was 0.567, and for personal constraints was 0.315. 
These scores provide evidence that the model could provide considerable insight 
with regard to the antecedents of intention to continue volunteering, experienced 
enthusiasm, and personal constraints.

The result of the structural equation modeling (SEM) provide support for the 
seven hypotheses, as summarized in Table  4. Specifically, the result confirmed 
that experienced enthusiasm (B = 0.247, t-value = 3.047) and personal constraints 
(B = -0.534, t-value = 5.608) are the predictors of intention to continue volun-
teering. These results support H1 and H2. The results of the SEM also provide 
evidence of the influence of intrinsic motivation (B = 0.544, t-value = 7.437), 
teamwork climate (B = 0.243, t-value = 3.711), and role ambiguity (B = -0.254, 
t-value = 4.007) on experienced enthusiasm. The values support the confirmation 
of H5, H6, and H3. Lastly, the result of SEM analysis also provide strong support 
for H4 and H7; role ambiguity (B = 0.454, t-value = 5.745) and perceived support 
(B = -0.268, t-value = 3.503) are the predictors of personal constraint.

5 � Discussions and conclusions

This study has found that experienced enthusiasm has a significant positive effect 
on volunteers’ intention to continue their activities, while the effect of personal 
constraints is negative. Specifically, the negative effect of personal constraints 
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Table 4   Correlation matrix

**p significant at 0.01, *p significant at 0.05, ^non-significant, in diagonal is square root of AVE

(a) (b) (c) (d) (e) (f) (g)

Intent to continue (a) 0.830
Enthusiasm (b) 0.313** 0.780
Constraints (c) -0.487** -0.306** 0.789
Support (d) 0.276** 0.454** -0.236** 0.747
Teamwork (e) 0.160* 0.404** -0.136^ 0.487** 0.874
Motivation (f) 0.302** 0.558** -0.327** 0.564** 0.300* 0.778
Role ambiguity (g) -0.381** -0.275** -0.426** -0.139* -0.105^ -0.128^ 0.845

Table 3   Item descriptives

*measured using Likert Scale, CR = Composite Reliability, AVE = Average Variance Extracted

Variables and items* Mean SD Load

Intention to continue volunteering (Alpha = 0.705, CR = 0.816, AVE = 0.690) 3.96 0.957
I plan to reduce my activities as volunteer. [Reversed] 3.75 1.111 0.867
I plan to quit volunteering. [Reversed] 4.18 1.003 0.793
Experienced Enthusiasm (Alpha = 0.790, CR = 0.756, AVE = 0.609) 4.49 0.592
I do my tasks as volunteer with great enthusiasm. 4.52 0.624 0.712
I enjoy my tasks as volunteer. 4.46 0.677 0.843
Personal Constraints (Alpha = 0.785, CR = 0.832, AVE = 0.624) 2.021 0.911
My age prevents me from carrying out my duties as a volunteer. 1.91 1.085 0.807
My job limit my duties in volunteering. 2.06 1.305 0.835
My economic condition limits my volunteering activities 2.08 1.145 0.723
Perceived Supports (Alpha = 0.799, CR = 0.792, AVE = 0.559 ) 4.35 0.601
My family supports my work as a volunteer. 4.37 0.716 0.765
The company where I work supports my work as a volunteer. 4.36 0.679 0.728
Society supports my work as a volunteer. 4.32 0.740 0.750
Teamwork Climate (Alpha = 0.896, CR = 0.907, AVE = 0.764) 4.33 0.676
Team members work cohesively. 4.30 0.768 0.865
The relationship amongst volunteer team members are close and open. 4.30 0.706 0.886
Team members work tenaciously. 4.39 0.754 0.871
Intrinsic Motivation (Alpha = 0.856, CR = 0.859, AVE = 0.606) 4.54 0.561
Volunteering is in line with the teachings of my religion. 4.55 0.726 0.687
I am called to help protecting society. 4.60 0.633 0.737
Volunteering is a form of my self-actualization. 4.46 0.691 0.841
Volunteering is a form of defending my country and reflection of my patriotism. 4.54 0.631 0.838
Role Ambiguity (Alpha = 0.852, CR = 0.882, AVE = 0.714 ) 1.89 0.812
I don’t know the best way to serve society. 1.90 0.927 0.802
I don’t understand the planning and organization of my activities. 1.80 0.894 0.877
I don’t understand how to get support/assistance to do my job as a volunteer. 1.98 0.951 0.855
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outweighs the positive effect of experienced enthusiasm. Several studies have shown 
that volunteerism is driven more by intrinsic than extrinsic motivation (Butt et al., 
2017; Kifle Mekonen & Adarkwah, 2021; Silverberg et al., 1999). This study shows 
that the influence of intrinsic motivation on the continuation of volunteering activi-
ties is mediated by volunteers’ experienced enthusiasm. When volunteers contribute 
to the community with an intrinsic motivation, they tend to be more enthusiastic in 
accomplishing their goals because of the inherent joy and interest they derive from 
the nature of volunteering activity. There are enthusiastic volunteers, however, who 
might not be able to sustain their volunteering activities due to some constraints 
they cannot fully control. Detailed results of the hypotheses testing are presented in 
Table 5.

For example, when volunteers are feeling excited in doing their current volun-
teering and they start to think about continuing the same activities, their permanent 
occupation might hinder their evaluation of their own ability to accomplish the 
volunteering tasks optimally (Bennett & Barkensjo, 2005; Webb & Abzug, 2008). 
Similarly, volunteers with economic difficulties will also evaluate the future volun-
teering activities in terms of cost that must be covered during the activities (Gage & 
Thapa, 2012; Sundeen et al., 2007). Hence, maintaining volunteers’ enthusiasm is 
not powerful enough to ensure they continue carrying out the volunteering activi-
ties; there must be intervention in terms of personal constraints so that their negative 
effect on intention to continue volunteering can be reduced. This finding contributes 
to the deeper understanding of the antecedents of volunteers’ intention to continue 
volunteering by promoting the realization that there is a need to mitigate personal 
constraints. Such findings have been only rarely discussed in previous studies (e.g. 
(Gage & Thapa, 2012; Otoo, 2014; Southby et al., 2019; Sundeen et al., 2007).

Secondly, this study is one of only a small number of studies that discusses the 
antecedents of experienced enthusiasm, specifically among volunteers. While many 
previous studies have emphasized the importance of enthusiasm (e.g. (Craggs et al., 
2016; Keller et al., 2016; Kunter et al., 2011), most of them have focused on elabo-
rating the consequences of enthusiasm in general (e.g. Arndt & Wang, 2014; Keller 
et  al., 2016). It is well-known that enthusiasm may boost performance (Arndt & 
Wang, 2014), but studies that present evidence, not propositions, on the anteced-
ents of enthusiasm are scarce. Rooted in the actual experiences of the pandemic 

Table 5   Structural model results

Path Standardized 
Coefficient

Critical Ratio Result

H1: Enthusiasm → Intention to continue 0.247 3.047 Supported
H2: Personal constraints → Intention to continue − 0.534 -5.608 Supported
H3: Role ambiguity → Enthusiasm − 0.254 -4.007 Supported
H4: Role ambiguity → Personal constraints 0.454 5.745 Supported
H5: Intrinsic Motivation → Enthusiasm 0.544 7.437 Supported
H6: Teamwork → Enthusiasm 0.243 3.711 Supported
H7: Perceived Support → Personal constraint − 0.268 -3.503 Supported
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volunteers in Indonesia, this study is able to provide insights with regard to the 
antecedents of enthusiasm. We have found that intrinsic motivation and teamwork 
climate increases volunteers’ level of enthusiasm while role ambiguity tends to 
reduce the level of enthusiasm.

Intrinsic motivation has been found to provide a positive boost to volunteers’ 
enthusiasm due to its ability to fulfil individual volunteers’ needs to feel good or a 
“warm glow” (Andreoni, 1990). The proponents of the functional approach to moti-
vation (Clary et al., 1998) state that different motivations will serve different kinds 
of goals. When there is the potential to attain goals and fulfil needs, individuals will 
feel enthusiastic during the activities (Zhang, 2013) and exert more effort to attain 
those goals (Wright & Millesen, 2008). Similarly, volunteers with supportive work-
ing conditions and good relationships with other members will tend to have a higher 
level of enthusiasm. Good relationships among members will enhance the sense of 
goal attainment (Berber et al., 2020) which will then increase enthusiasm (Hipp & 
Perrin, 2006; Taormina & Gao, 2008). In addition, the feelings of excitement about 
working with close friends in an activity can also contribute to the enhancement of 
enthusiasim among volunteers (Kewes & Munsch, 2019; Sander-Regier & Etowa, 
2014).

Thirdly, this study confirms the dual influence of role ambiguity, namely reducing 
volunteers’ level of experienced enthusiasm and increasing the personal constraints. 
On one side, role ambiguity may cause confusion for individual volunteers due to 
unclear conceptualisation of the tasks in hand (Kahn et  al., 1964). For enthusias-
tic volunteers, such obscurity will impair the supposedly smooth progress of their 
volunteering activities and thus may lessen the level of excitement felt during the 
process (Coghlan, 2015). In addition, role ambiguity may hinder volunteers’ engage-
ment with their activities and other members due to the confusion it causes (Harp 
et al., 2017; Yan et al., 2021). Meanwhile, role ambiguity can also increase the per-
sonal constraints perceived by an individual volunteer. When faced with role ambi-
guity, individual volunteers will use their cognitive ability to evaluate whether they 
are able to deal with the ambiguity (Rogalsky et al., 2016). At times, when no clear 
standards are established by volunteer program coordinators, individual volunteers 
must creatively find ideas (Wang et  al., 2011) to survive and to achieve the pro-
gram’s goals. However, not all volunteers will have the ability to be creative when 
under harsh ambiguity (Wang et al., 2011) and thus they will feel restrained in con-
tinuing their volunteering activities. The dual influence of role ambiguity, when not 
subjected to intervention by a program coordinator, will burden the individual vol-
unteers which will then negatively affect their intention to continue volunteering.

Taken together, the findings of this study highlight the importance of balancing 
factors that have positive or negative effects on volunteers’ intention to continue 
volunteering. While individual intrinsic motivation is crucial to encourage enthusi-
asm, which subsequently leads to the intention to continue volunteering, this study 
emphasizes the important role of the facilitating factors such as teamwork climate, 
role ambiguity, social support, and personal constraints. Since situational factors are 
found to affect intention to continue volunteering in many different ways, this study 
provides evidence on the different mechanism of such influence.
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6 � Theoretical contributions and practical implications

6.1 � Theoretical contributions

This study draws on self-determination theory, collaboration theory, role theory, and 
social support theory to investigate how personal and environmental factors influ-
ence intention and behavior. The results of this study contribute by extending our 
understanding of these theories, specifically about the mechanism of each factor in 
driving volunteers intention to continue their activities. Firstly, we have found that 
enthusiasm is able to mediate intrinsic motivation into stronger intention to continue 
volunteering. This finding extends our understanding of how intrinsic motivation is 
able to evoke individual enthusiasm, which serves as an important factor to boost 
performance (Burić, 2019; Pierce et al., 2001). Secondly, we contribute to the lit-
erature on the collaboration theory by confirming how interpersonal interaction—in 
the form of teamwork climate—could contribute to enthusiasm due to the relational 
aspect embedded in collaborative culture. To our knowledge, this study is among the 
small number (e.g., (Forycka et al., 2022; Pierce et al., 2001) that have tried to inves-
tigate the influence of teamwork climate on an individual’s experienced enthusiasm 
which then subsequently increases the intention to continue volunteering.

Thirdly, we contribute to the literature on role theory by emphasizing the dual 
influence of role ambiguity. Role theory states that individuals will behave in 
accordance with a specific role in a specific situation (Anglin et al., 2022; Grube & 
Piliavin, 2000). The clarity of each role, then, becomes an important point that will 
lead individuals to perform their work seamlessly. When the role and the expecta-
tions of others are clear, individuals will be able to exhibit the appropriate attitude 
and hence feel reduced constraints to attain their goals. By contrast, when a role is 
ambiguous, the supposedly seamless work will be hindered and it will reduce the 
feeling of excitement and fun that an individual gets from doing the task at hand. 
Lastly, our findings contribute to the literature on social support theory and confirm 
that family, permanent working organizations, and the community could provide 
social support to individuals. Such support will enable them to feel that their volun-
teer work is the right thing to do because people in their surrounding environment 
recognize it and provide help. As a result, individuals will feel less burdens and 
constraints as they finish their tasks (Maran & Soro, 2010; Weeks & MacQuarrie, 
2011).

6.2 � Practical implications

From a managerial perspective, this study provides insights with respect to interventions 
needed to retain volunteers. While motivation is an individual-difference variable which 
is difficult to intervene, other variables (teamwork climate, role ambiguity, and social 
support) are under managerial control. Our study has found that teamwork climate could 
enhance volunteers’ enthusiasm which subsequently increase their intention to continue 
volunteering. The government and NPOs could build an additional program during 
training to bond all members of a volunteering program together (Keller et al., 2016). 
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Bonding between members would benefit the team by giving them a sense of belonging 
and by feelings generated by attaining the same goals together (Sander-Regier & Etowa, 
2014). Volunteering program organizers could also design a workflow that ensures open 
and intimate relationships between its members.

The tested model also provides a guideline for managers and organizations 
on how to accommodate the volunteerism of motivated and enthusiastic indi-
viduals by minimizing role ambiguity in order to increase enthusiasm and 
to reduce personal constraints. The need to have a clear guidance for tasks and 
a clear chain of responsibility for each volunteer are crucial to prevent vague-
ness (Studer & von Schnurbein, 2013). Formal and detailed job descriptions 
explaining the tasks in hand, the goals, the chain of responsibility, and the 
availability of support available to successfully complete the task might help 
individual volunteers to clarify their volunteering activities (Rogalsky et  al., 
2016). In addition, program coordinators must encourage effective communi-
cation—to and between members—as well as provide training for volunteers 
so they understand the general role-related information (Wright & Millesen, 
2008). When possible, conducting a coaching session to simulate the actual 
tasks would benefit volunteers they receive evaluation and feedback.

Lastly, this study has also found that social support can reduce the personal 
constraints perceived by volunteers. The social support might be received from 
volunteers’ families, companies where they work, or the community in which 
they live (Usadolo & Usadolo, 2019). Since many of the volunteers nowadays 
are individuals who initially have a permanent job, they have rather limited time 
to accomplish the tasks in their volunteering activities (Piatak, 2016). Program 
coordinators might provide flexi-time options to accommodate volunteers with 
limited, inflexible schedules due to their occupation (Ackermann, 2019; Qvist, 
2021). Having been implemented in the company context, flexi-time options 
may support individual independence to finish their tasks optimally within a 
specific time frame.

7 � Limitations and future research

We acknowledge that this study has its limitations. This research was conducted with 
people who were actively participating in volunteering activities during the COVID-
19 pandemic, hence they experienced a highly turbulent and uncertain environment. 
As a result, role ambiguity might be more prominent in this context than with other 
kinds of volunteering activities such as environmental volunteering or voluntourism. 
Future researchers might consider conducting studies in different conditions where 
there is role ambiguity (Wang et  al., 2011; Wright & Millesen, 2008) to find out 
about its effects on volunteers’ performance and intention to stay.

Another limitation of this study is regarding the status of the respondents who 
were active volunteers. This study was not designed to include respondents who 
had already resigned from their volunteering activities. With only active respond-
ents who were currently engaged in intense volunteering activities, the results of 
this study are not able to reflect the opinion of those who were actually resigning 
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from the volunteering activities. An avenue for future research could be to include 
respondents who had already resigned from the volunteering activities (Willems 
et al., 2012) and compare the two groups (active and retired) to see whether there are 
differences in the underlying mechanisms.

Lastly, this research employs a cross-sectional study undertaken at one point in 
time. In addition, the sample is relatively small compared to the number of vol-
unteers during the pandemic. Future research should strive to improve upon this 
method, such as by employing an experimental study (Alfes et  al., 2016) to look 
more closely at the effects of the independent variables, specifically role ambiguity, 
support, and teamwork climate which are all relatively under managerial control. A 
longitudinal study (Lamb, 2019) could be employed to investigate the dynamics of 
intention to remain a volunteer at several points in time. Also, this study has focused 
on the Indonesian context and so future studies could expand into another countries 
to see whether differences exist in terms of the mechanism affecting individuals’ 
intention to remain as volunteers.
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