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Abstract 

Employee retention is a persistent organisational challenge for nonprofit organisations because 

service delivery depends heavily on committed staff, while financial constraints, demanding 

workloads, and mission pressures can limit formal retention incentives. Leadership therefore plays a 

central role in shaping whether employees experience their work as meaningful, supported, fair, and 

sustainable. This paper presents a comparative analysis of leadership styles associated with employee 

retention in nonprofit organisations, including transformational, servant, participative, authentic, and 

transactional leadership. The study adopts a structured, evidence-based design that synthesises 

established leadership and employee-retention literature rather than claiming a new organisational 

survey. The styles are assessed through their influence on mission attachment, organisational 

commitment, employee voice, trust, recognition, role clarity, and workload support. The analysis 

indicates that transformational and servant leadership are especially suitable for mission-driven 

settings because they connect individual contribution with organisational purpose and encourage 

professional development, care, and shared responsibility. Participative and authentic leadership also 

strengthen retention by supporting inclusion, transparency, and trust. Transactional leadership can 

contribute through clear expectations and fair recognition, although it is less effective when used 

without relational or mission-centred practices. The findings show that no leadership style alone 

guarantees retention. Effective nonprofit retention depends on ethical leadership, manageable 

workloads, equitable practices, employee development, supportive supervision, and realistic resource 

planning. The study highlights leadership as an important human-resource capability for sustaining 

employee commitment and organisational continuity. 

Keywords: Leadership Styles, Employee Retention, Nonprofit Organisations, Transformational 

Leadership, Servant Leadership, Participative Leadership, Authentic Leadership, Organisational 

Commitment, Mission Attachment, Employee Engagement 

 

1. INTRODUCTION 
Nonprofit organisations operate in 

environments where public value, community 

trust, and service continuity depend 

substantially on the knowledge, commitment, 

and wellbeing of employees. Unlike many 

commercial organisations, nonprofits often 

work with limited budgets, uncertain funding 

cycles, high beneficiary expectations, and 

emotionally demanding responsibilities. 

Employees may be drawn to the social mission 

of the organisation, yet mission commitment 

alone may not protect them from exhaustion, 

limited advancement opportunities, role 

ambiguity, or dissatisfaction with workplace 

practices. Retaining capable employees is 

therefore essential for both organisational 

stability and the quality of services delivered 

to communities. 

Leadership is a major influence on whether 

employees interpret the workplace as 

supportive and worth remaining in. 

Supervisors and senior managers shape 

everyday experiences through communication, 

recognition, decision-making, workload 

allocation, conflict management, and ethical 

conduct. In nonprofit organisations, leadership 

has an additional responsibility: it must 

connect staff members with the mission 

without treating commitment to the cause as a 

substitute for fair employment conditions. 

When leaders provide direction, support, and 

participation, they can strengthen trust and 

organisational attachment. When leadership is 

inconsistent, distant, or overly controlling, 

employees may become disengaged even 

when they strongly value the mission. 
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Research on leadership has developed several 

styles that are relevant to employee retention. 

Transformational leadership emphasises 

vision, encouragement, and development; 

servant leadership prioritises the growth and 

wellbeing of followers; participative 

leadership involves employees in decisions; 

authentic leadership relies on transparency and 

values-based conduct; and transactional 

leadership focuses on expectations, 

monitoring, and recognition. Each style may 

affect retention through different pathways, 

including psychological safety, organisational 

commitment, perceived organisational support, 

professional growth, and confidence in 

management. 

The practical issue is not simply whether a 

leader is viewed positively. A retention-

supportive leadership approach must help 

employees understand organisational 

priorities, feel that their contribution is valued, 

raise concerns safely, receive fair feedback, 

and see realistic opportunities for learning or 

progression. These needs are particularly 

important in nonprofits where staff may work 

across complex programmes, collaborate with 

volunteers, engage vulnerable communities, 

and manage expectations from funders, 

boards, and partner agencies. Leadership 

practices must therefore be examined in 

relation to resource constraints and mission-

centred work rather than in isolation. 

This study examines major leadership styles 

associated with employee retention in 

nonprofit organisations and compares their 

likely strengths, limitations, and application 

conditions. It focuses on the relationship 

between leadership behaviour, employee 

experience, and intention to remain, with 

particular attention to mission attachment, 

employee voice, trust, and sustainable 

workforce practices. 

2. LITERATURE REVIEW 
The employee-retention literature generally 

explains voluntary turnover through a 

combination of job satisfaction, organisational 

commitment, perceived alternatives, work 

conditions, and the quality of relationships at 

work. Classic turnover models identify 

dissatisfaction and intention to leave as 

important predictors, while later research 

emphasises that employees also stay because 

of attachment, supportive social links, 

meaningful work, and organisational fit. In 

nonprofit contexts, mission attachment can 

strengthen commitment, but it may be 

weakened when employees experience chronic 

overload, unfair treatment, weak supervision, 

or limited recognition. 

Leadership research consistently suggests that 

employee retention is influenced not only by 

formal compensation systems but also by the 

way leaders create meaning, trust, fairness, 

and developmental opportunity. Studies of 

nonprofit organisations show that mission 

connection, supervisor support, and 

organisational culture can reduce withdrawal 

intentions, although the effect depends on the 

credibility of leadership practices. The 

literature therefore supports a comparative 

approach in which leadership styles are 

assessed against the specific operating 

conditions of nonprofit organisations, 

including resource scarcity, diverse 

stakeholder expectations, and the need for 

ethical service delivery. 

LITERATURE REVIEW SUMMARY 

TABLE 

S. 

No. 

Author / 

Year 

Study Focus Key Contribution Limitations 

Identified 

1 Bass 

(1985) 

Transformational 

leadership 

Explained how vision, 

motivation, and individual 

consideration can strengthen 

commitment and performance. 

Does not address the 

resource constraints 

specific to nonprofit 

employment. 

2 Brown & 

Yoshioka 

(2003) 

Mission 

attachment 

and retention 

Showed that mission 

attachment and satisfaction are 

important factors in retaining 

nonprofit employees. 

Mission attachment 

may not offset poor 

work conditions or 

weak supervision. 

3 Kim & Lee 

(2007) 

Mission 

attachment 

in a nonprofit 

Examined mission attachment 

as a management resource for 

employee retention. 

Findings may vary 

across nonprofit sectors 

and organisational 
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human-service 

agency 

cultures. 

4 Ridder & 

McCandless 

(2010) 

Employee 

retention 

in nonprofit 

organisations 

Identified organisational and 

managerial influences that 

shape employee retention in 

nonprofits. 

Retention outcomes 

depend on local labour 

markets and 

organisational 

circumstances. 

5 Tett & 

Meyer 

(1993) 

Commitment, 

job 

satisfaction, and 

turnover 

intention 

Provided meta-analytic 

evidence linking satisfaction 

and commitment with turnover 

intention. 

Not limited to nonprofit 

organisations or 

mission-driven work 

settings. 

3. OBJECT OF STUDY 
The primary focus of this research is to 

investigate and compare leadership styles that 

can support employee retention in nonprofit 

organisations. The study considers how 

leadership behaviour affects employee 

commitment, mission attachment, wellbeing, 

trust, voice, and intention to remain in 

practical nonprofit work settings. The principal 

objects of study are outlined below: 

3.1 LEADERSHIP APPROACHES 

UNDER INVESTIGATION 
• Transformational leadership based on 

vision, motivation, and employee 

development 

• Servant leadership focused on care, ethics, 

empowerment, and follower growth 

• Participative leadership involving 

employees in relevant decisions and 

problem-solving 

• Authentic leadership emphasising 

transparency, values, and consistent 

conduct 

• Transactional leadership based on role 

clarity, feedback, and fair recognition 

3.2 NONPROFIT EMPLOYMENT 

CONTEXTS 
• Mission-driven work in social services, 

education, health, advocacy, and 

community development 

• Budget limitations, grant cycles, staffing 

shortages, and uneven access to 

development resources 

• Emotionally demanding roles involving 

beneficiaries, field teams, volunteers, and 

partner organisations 

• Employment settings shaped by board 

governance, donor expectations, 

community accountability, and ethical 

obligations 

3.3 EMPLOYEE RETENTION 

EVALUATION PARAMETERS 
• Organisational commitment, mission 

attachment, and intention to remain 

• Quality of supervisor support, 

communication, recognition, and 

constructive feedback 

• Employee voice, psychological safety, 

participation, and fairness perceptions 

• Opportunities for learning, career 

development, workload support, and 

wellbeing 

• Practical feasibility under limited financial 

and administrative resources 

3.4 COMPARATIVE ANALYSIS FOCUS 
• Mission motivation versus sustainable 

employment practices 

• Direction-setting, employee 

empowerment, participation, and relational 

support 

• Leadership at executive, programme-

manager, team-supervisor, and field-

coordinator levels 

• Trust, ethics, inclusion, and accountability 

in employee-retention decisions 

3.5 RESEARCH OBJECTIVE SCOPE 
• To identify leadership approaches that can 

strengthen employee retention in nonprofit 

organisations 

• To explain trade-offs between mission 

focus, staff support, organisational control, 

and resource limits 

• To highlight leadership conditions 

associated with commitment, trust, 

employee voice, and intention to remain 

• To support ethical, practical, and 

evidence-informed workforce retention 

strategies 
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4. RESEARCH METHODOLOGY 
The present study adopts a comparative and 

evidence-based research methodology to 

analyse leadership styles and employee 

retention in nonprofit organisations. The 

research framework is designed to compare the 

characteristics and likely retention 

implications of selected leadership approaches 

rather than to claim a new survey, interview 

study, or experimental result. The 

methodology combines conceptual analysis of 

leadership theory, established employee-

retention research, and practical considerations 

that arise in mission-driven organisational 

settings. 

The comparison is organised around the 

employee experience of nonprofit work: 

mission understanding, supervision, 

participation, communication, workload 

support, recognition, learning, and confidence 

in organisational ethics. Each leadership 

approach is considered under common 

nonprofit conditions, including limited 

financial resources, multiple stakeholder 

demands, high service expectations, changing 

programme priorities, and the need to retain 

employees who hold important organisational 

knowledge and community relationships. 

METHODOLOGY FRAMEWORK 
1. The study uses a comparative design 

covering principal leadership styles 

relevant to nonprofit work. 

2. Leadership and employee-retention 

literature support the qualitative synthesis. 

3. All approaches are assessed for their 

influence on intention to remain and 

organisational attachment. 

4. The analysis considers both mission-

centred motivation and everyday 

employment conditions. 

5. Resource constraints and stakeholder 

accountability are treated as core 

nonprofit conditions. 

6. Comparisons distinguish vision, support, 

participation, transparency, and 

performance management. 

7. Evaluation covers commitment, trust, 

employee voice, wellbeing, role clarity, 

and feasibility. 

8. Executive, managerial, supervisory, and 

field-level leadership practices are 

considered. 

9. No fabricated survey percentages, 

employee counts, or turnover 

measurements are presented. 

10. Recommendations focus on leadership 

that complements fair human-resource 

practice and responsible governance. 

5. DATA ANALYSIS 
The data analysis section presents a 

comparative evaluation of leadership styles 

used in nonprofit organisations and their likely 

relationship with employee retention. The 

analysis is based on reported theoretical 

mechanisms, established empirical findings, 

and practical leadership requirements rather 

than on newly collected numerical data. The 

objective is to examine how each approach 

may influence employee commitment, trust, 

engagement, supervisor relationships, role 

clarity, and willingness to remain in mission-

driven employment. 

Five major leadership styles are considered: 

transformational leadership, servant 

leadership, participative leadership, authentic 

leadership, and transactional leadership. The 

comparison is qualitative because the retention 

effect of any approach depends on 

organisational mission, leadership credibility, 

employment conditions, staff diversity, 

workload, funding stability, and the 

availability of fair compensation and 

development opportunities. 

5.1 COMPARATIVE PERFORMANCE 

ANALYSIS 

S. 

No. 

Leadership 

Style 

Retention 

Pathway 

Mission 

Fit 

Employee 

Support 

Resource 

Need 

Retention 

Potential 

Overall 

Suitability 

1 Transformational 

leadership 

Vision, 

meaning, 

recognition, 

and 

development 

High High Medium High Very 

Good 

2 Servant 

leadership 

Care, 

empowerment, 

Very 

High 

Very 

High 

Medium Very 

High 

Excellent 
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ethics, and 

follower 

growth 

3 Participative 

leadership 

Voice, 

inclusion, 

and shared 

problem-

solving 

High High Low- 

Medium 

High Very 

Good 

4 Authentic 

leadership 

Trust, values, 

transparency, 

and 

consistent 

conduct 

High High Low High Good 

5 Transactional 

leadership 

Role clarity, 

feedback, and 

fair 

recognition 

Medium Medium Low Medium Moderate 

5.2 EXTENDED PERFORMANCE 

EVALUATION 
• Transformational leadership can 

strengthen retention by connecting daily 

tasks with an inspiring mission, 

recognising contribution, and encouraging 

professional growth. Its main limitation is 

that vision-oriented communication may 

lose credibility if it is not supported by 

realistic workloads, fair policies, and 

consistent supervision. 

• Servant leadership is well suited to 

nonprofit environments because it 

emphasises empathy, ethical 

responsibility, empowerment, and follower 

development. It can build loyalty and trust, 

although leaders must balance care with 

clear priorities and timely performance 

decisions. 

• Participative leadership supports employee 

voice and shared problem-solving, which 

can be valuable where staff possess close 

knowledge of community needs and 

programme realities. Participation must be 

purposeful, however, because excessive 

consultation without clear decisions can 

create delays, uncertainty, and frustration. 

• Authentic leadership can improve 

retention when leaders communicate 

honestly, act consistently with 

organisational values, and acknowledge 

constraints openly. Its value depends on 

transparency being paired with action; 

disclosure alone does not resolve 

workload, pay, or resource concerns. 

• Transactional leadership provides role 

clarity, performance feedback, and 

predictable recognition. It can be useful 

for programme delivery and compliance, 

but it may not by itself sustain deep 

commitment where employees seek 

mission connection, personal 

development, and supportive relationships. 

5.3 OBSERVATIONS FROM DATA 

ANALYSIS 
• Employee retention in nonprofit 

organisations is shaped by leadership 

quality and by wider employment 

conditions; mission commitment should 

not be treated as a substitute for fair 

support. 

• Transformational and servant leadership 

offer strong potential when employees 

need meaning, development, recognition, 

and ethical support. 

• Participative and authentic leadership can 

improve trust, voice, and confidence in 

management when decision processes are 

clear and inclusive. 

• Transactional leadership is valuable for 

clarity and fairness but becomes limited 

when it relies only on monitoring or 

contingent rewards. 

• Leadership practices should be aligned 

with workload management, professional 

development, conflict resolution, and 

realistic resource allocation. 

• Managers should pay particular attention 

to new employees, high-demand roles, 
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programme transitions, and staff who 

carry critical community knowledge. 

• Consistent communication, transparent 

decisions, and opportunities to raise 

concerns can improve employee 

confidence and reduce avoidable 

withdrawal intentions. 

6. DISCUSSION 
The comparative analysis indicates that 

leadership can be a practical retention resource 

when it helps employees experience their work 

as meaningful, supported, and fairly managed. 

In nonprofit organisations, employees often 

identify strongly with beneficiaries and 

organisational missions; however, this 

attachment may erode when staff believe that 

leaders do not listen, distribute workloads 

unfairly, or communicate inconsistently. 

Leadership contributes to retention not merely 

through motivation but through everyday 

practices that influence trust, dignity, voice, 

and confidence in the future of the 

organisation. 

Transformational leadership is particularly 

relevant where organisations need to sustain 

commitment during change, funding 

uncertainty, or programme expansion. By 

connecting individual work with a broader 

purpose, leaders can reinforce mission 

attachment and encourage employees to see 

how their contribution matters. Yet 

transformational language must be 

accompanied by practical support. Employees 

are less likely to remain where ambitious 

vision statements are used to justify chronic 

overwork, unclear roles, or inadequate 

staffing. The credibility of leadership is 

therefore tied to the alignment between 

mission, policy, and workplace experience. 

Servant, participative, and authentic leadership 

offer complementary strengths. Servant 

leadership can strengthen employee wellbeing 

and trust through care, development, and 

ethical conduct. Participative leadership can 

make use of the frontline knowledge that 

nonprofit employees hold about communities 

and programmes. Authentic leadership can 

support confidence where leaders discuss 

constraints honestly and act in accordance with 

stated values. These approaches are not 

identical, but all can contribute to retention 

when employees see that leadership values 

their expertise and treats them as partners in 

organisational purpose. 

Transactional leadership also has a place in 

nonprofit management because employees 

need role clarity, timely feedback, fair 

appraisal, and dependable recognition. The 

problem arises when managerial practice 

becomes narrowly compliance-oriented or 

when performance systems ignore the 

relational and mission-centred nature of 

nonprofit work. Responsible retention 

strategies should therefore combine clear 

expectations with leadership practices that 

foster development, inclusion, flexibility, and 

ethical accountability. Boards and senior 

executives also have a role in ensuring that 

leadership development, workforce planning, 

and employee wellbeing are treated as 

strategic priorities rather than informal 

responsibilities. 

7. CONCLUSION 
This study presented a comparative analysis of 

leadership styles and employee retention in 

nonprofit organisations, including 

transformational, servant, participative, 

authentic, and transactional leadership. The 

analysis shows that leadership can strengthen 

employee retention by supporting mission 

attachment, trust, communication, 

development, role clarity, employee voice, and 

perceptions of fairness. 

The findings indicate that each leadership style 

has distinct strengths and limitations. 

Transformational leadership can provide 

direction and meaning, servant leadership can 

strengthen care and development, participative 

leadership can support inclusion and shared 

problem-solving, authentic leadership can 

improve trust through values-based 

transparency, and transactional leadership can 

contribute through fair structure and 

recognition. None of these approaches should 

be treated as a complete solution in isolation. 

No single leadership model can overcome 

persistent staffing shortages, inequitable 

conditions, weak governance, or inadequate 

resources. Retention depends on the 

interaction between leadership behaviour and 

the broader employment environment, 

including compensation, workload, career 

opportunity, organisational justice, and support 

for wellbeing. Nonprofit leaders should 

therefore avoid relying on employee 
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commitment to the mission as the sole basis 

for retaining staff. 

The study concludes that nonprofit 

organisations benefit most from leadership that 

is ethically grounded, mission-aware, 

transparent, participative, and attentive to 

practical employee needs. Future research 

should examine leadership and retention 

across different nonprofit fields, employment 

groups, funding environments, and cultural 

contexts, with particular focus on the 

combined effects of supervision quality, 

workload, employee voice, and organisational 

support. 
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