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Summary 
There has been a striking upsurge of non-profit organizations all around the world and 

Sweden is not an exception. Non-profit organizations play an important role in our society 

and are gaining more and more space and attention. Numerous studies have been conducted 

on for-profit organizations, while studies on non-profit organizations are fewer. Further 

studies on, in particular, voluntary leaders are even fewer; hence we want to contribute to 

studies in the non-profit sector. 

 

The purpose with our thesis is to provide an understanding of the volunteer leadership by 

performing a case study on the successful and up-to-date Swedish non-profit organization 

“Ung Cancer”. We want to further broaden our knowledge by addressing the alleged 

importance of voluntary leaders, learn how they involve the members, and last by not least, 

examine if the voluntary leaders experience a lack of clarity in what their leadership role 

should involve. Our results are based on interviews from, and observations of, different 

voluntary leaders within “Ung Cancer” in order to receive a better understanding about their 

self-perceived leadership. Material from voluntary workers has also been added. 

 

Our completed study shows the importance of voluntary leaders within non-profit 

organizations, this due to, first and foremost, that the voluntary leaders understand the 

volunteers better, since they are there by the same premises. We have come to understand that 

there is a challenge to lead in a NPO due to the aspect of voluntary participation and; 

therefore, personal qualities are more important than the position of being a leader. A 

voluntary leader can, by setting a good example, influence the volunteers so that they perform 

what is expected of them without, for that sake, feel the need to point out that they actually 

hold the position of a leader. We have concluded that the winning concept for this type of 

NPO is the combination of employed and voluntary leaders, where the employed leaders think 

result and numbers, whereas the voluntary leaders emphasizes on the personal level; however, 

this study does not reveal if voluntary leaders are crucial or essential for a non-profit 

organization, and if a non-profit organization might work just as good without them. 
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1. Introduction 
In Sweden we do not talk about sadness. We rather not talk about setbacks in life or 

something difficult at all, as a consequence cancer and sadness has become taboo subjects 

(Ung Cancer’s webpage). The word “Cancer” is negatively charged and for most people it is 

associated with death and a feeling of not being in control; that is why the Swedish non-profit 

organization “Ung Cancer”, in 2011, launched their successful campaign “It’s OK to feel”. 

The purpose with the campaign was to raise awareness regarding cancer, cancer diagnosis and 

the importance of expressing your feelings; it’s OK to feel sadness, joy, frustration, and hope.  

 

Every year, more than 800 people between 16 through 30 learn they have cancer in Sweden 

(ibid). A number growing significantly if you also consider all the relatives and close ones 

also affected with every new cancer diagnosis. “Ung Cancer” is an organization that captured 

our interest due to recent attention in the media and their hard work engaging young adults. 

According to a recent study issued by the Mayo Clinic in Minnesota, young adults are 

experiencing an increased risk of cancer (Printz, 2012). Due to alarming situations like these 

voluntary organizations such as “Ung Cancer” may arise and provide an insight of participant 

relationships, leadership influences, and employment relationships. This is something verified 

by Ekeland (2004) who says that no matter what the purpose of the non-profit organization is, 

these types of organizations are affected in some degree by the leadership and the 

membership within the organization. Further, Ekeland describes that effective voluntary 

organizations achieve their stated goals through committed members and committed leaders 

united under a common purpose by exercising shared responsibility in a collaborative 

leadership process. This description fits well into the organizational structure of “Ung 

Cancer” where the leadership is shared by driven members in leader positions as well as 

employed leaders who all strive for helping young adults struggling with cancer.   

 

“Ung Cancer” is an organization that exerts different types of leadership within the same 

organization since they have both voluntary workers as well as those who has it as profession. 

In 2010, a study regarding children welfare was issued to compare voluntary workers and 

public workers (Auberbach, 2010). The analyses clearly revealed that public agency workers 

were more satisfied with their opportunities for promotion, benefits, and the nature of their 

work, whereas the voluntary agency workers were more satisfied with their co-workers; 

nevertheless, we think that a lot of new knowledge can be revealed digging deeper in the 
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voluntary leaders aspect in a non-profit organization such as “Ung Cancer”. There are many 

different ways of understanding leadership. Catano (2001), on one hand, describes how paid 

employees that hold a position in leadership have greater opportunities for greater autonomy, 

power, status and salaries within an organization. In contrast, voluntary leaders in an 

organization rarely experience any of the paid employees’ rewards or at least not even near of 

what the paid leaders do. Further, Catano states that voluntary leaders often experience 

increased pressure and workloads. We want to better understand the leadership in the non-

profit organization “Ung Cancer” and see what differences there are between these two types 

of leaders, focusing on the voluntary.  

 

1.1 Ung Cancer 

”Ung Cancer” is a Swedish nonprofit organization and is directly translated into ”Young 

Cancer”.  The idea of “Ung Cancer” arose in 2010 in the mind of 21-year-old Julia Mjörnstedt 

who had just been diagnosed with cancer (Ung Cancer’s webpage). She lacked a forum where 

she could meet other young adults in the same situation. That is when she came up with the 

idea of “Ung Cancer”. The organizations three main areas are to create meeting spots, inform 

and educate, and debate. The purpose of the organization is to help young adults that are 

struggling with cancer diagnoses to improve their living conditions. The organization 

provides two different types of membership, one for those struggling with the disease cancer 

and one for those affected in any way; however the organization focuses on young adults, 

which in this case means persons in the range between 16 through 30. “Ung Cancer” exists to 

support their members by offering members’ meetings, members’ activities, scholarships, and 

a friend to talk to among many other things. (ibid) 

 

“Ung Cancer” has won plenty of prizes and awards and has many sponsors. The organization 

can be supported in different ways; namely by donations and gifts, but also by participating 

on their “days of pearling”. Here people can volunteer and make bracelets that are later sold 

on the website to raise money. The bracelets consist of pearls in different colors and some 

pearls with the text “Fuck cancer”. The expression may be perceived as offensive and that is 

what the organization aims for. “Ung Cancer” is very clear with their message: “It is time to 

start talking about Cancer, we think people want to, and we see that there is a need for it. We 

say fuck cancer to show our members that we are on their side and that they never stand 

alone” (Ung Cancer’s webpage, authors’ translation). The phrase “Fuck Cancer” stirs up 

emotions, it causes discussion and creates debate. “Ung Cancer” thinks this is good and has 
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made a very conscious choice by using these words. Further they state, “To say Fuck Cancer 

helps.” (Ung Cancer’s webpage 2015, authors’ translation).  

 

Our choice of this particular organization came down to the fact that we wanted to study an 

organization that is important to the surroundings and thereby to a large number of 

individuals. This organization has had a lot of recent attention in the media due to campaigns, 

their focus in young adults, and of course their powerful statement “Fuck Cancer”. Further, 

we chose "Ung Cancer" because we wanted an organization where voluntary leaders, which 

we intend to study, would be found. Moreover, we think volunteer leadership is an interesting 

aspect of leadership, since these leaders lead voluntarily, in counter-statement to leaders who 

gets paid for their formal position of work.  

 

1.2 Background  

A striking upsurge of non-profit organizations is in progress all around the world (Salamon, 

1994). Sweden is not an exception. In the report “Swedes commitment is greater than ever” 

(authors’ translation) from 2010 to the Swedish Government it is stated that Swedes’ 

involvement in voluntary work is greater than ever, where more than half of the adult 

population in Sweden volunteers. A fact that makes Swedes exceptionally active in an 

international perspective, where only the United States, Norway and the Netherlands live up 

to the same numbers of volunteers.  

 

According to Statistiska Centralbyrån (SCB), a Swedish State administration that is 

responsible for official statistics and other governmental statistics (1 § förordningen 

(2007:762) med instruktion för Statistiska centralbyrån), it is stated that the number of 

registered non-profit organizations in Sweden grew from 132 527 organizations to 142 783 

between the year 2000 and May 2015. In accordance with these statistics Stein (2011) implies 

that non-profit organizations play an important role in our society, and is gaining more and 

more space and attention. The Business Dictionary (2015) also agrees that non-profit 

organizations play an important role and that it is an activity that engages a lot of people, from 

members to givers. It is important to point out that there is a difference between a non-profit 

(NPO) and a for-profit (FPO) organization. NPOs are associations, charities, cooperatives, 

and other voluntary organizations formed to further cultural, educational, religious, 

professional, or public service objectives (ibid). They are organizations whose members are 

driven by other incentives than pure economic, and where the overarching goal always is 
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something other than financial gains. An FPO, on the other hand, is a business or other 

organization whose primary goal is making money (a profit), as opposed to a NPO, which 

focuses on goals such as helping the community and is concerned with money only as much 

as necessary to keep the organization operating. Most companies considered being businesses 

are FPOs; this includes anything from retail stores to restaurants to insurance companies to 

real estate companies (ibid). The mission of a NPO is to create greater social value rather than 

generate profit, as mentioned above, however their goals are often not as clear and distinct as 

in FPOs. Further, their management might not be as experienced and skilled as in 

organizations with commercial purpose (Morris et al., 2008, p.108). 

 

A non-profit organization is further defined as a corporation or an association that conducts 

business for the benefit of the general public without shareholders and without a profit motive 

(Legal Dictionary). According to the National encyclopedia a non-profit organizations goals 

are as mentioned above; however, they also mention examples of different sectors such as 

sports-, sobriety- and charity organizations. “Ung Cancer” is a charitable organization which 

can be classified as a non-profit organization due to their strive to improving peoples’ living 

condition. “Ung Cancer” is an interesting organization per se, however we want to focus on 

an aspect within the organization; namely voluntary leadership. Arbak and Villeval (2013) 

highlight the key attributes of voluntary leadership where they say; being a voluntary leader 

requires energy, patience and calls for potential self-sacrifices. They discuss and try to find 

certain attributes by attempting to shed light on what drives people to lead within non-profit 

organization. Further they state that some people use voluntary leadership strategically to 

distill personal gains, whereas others are more unselfish, volunteering to lead even though this 

may come at a personal cost.  

 

The leadership and management expert John C. Maxwell once said, “A great leader’s 

courage to fulfill his vision comes from passion, not position”. But just as passion can be the 

driving force that will make you into a great leader it can also, unfortunately, lead to a 

drawback for leaders, according to Moraeus (2012). She explains that in the non-profit sector 

leaders may feel the need to do everything themselves; therefore, it is important as a leader to 

remember that you have to motivate others and that you have to delegate tasks in order to 

involve them. Ekstam (2002) emphasizes that leadership is about creating result through 

others. That society has changed radically in the last few years, and thereby also the 

conditions to succeed as a leader. “It is no longer enough to be the boss – a person who has 
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received his or her authority delegated from above. Instead it requires that you are a leader 

in its true essence – a person who has received his or her authority delegated from below.” 

Furthermore, he states, “When it comes to leadership, you have to earn it.” (Ekstam, 2002:12, 

authors’ translation). Kouzes and Posner (1995) also press on the importance of behavior and 

attitude rather than the position of being a leader. The authors define leadership, as 

“Leadership is the ability to make other people strive and fight for the same common values” 

(Kouzes and Posner, 1995:39-40, authors’ translation). 

 

In an article in the Swedish Human Resources and Leadership Magazine for Academics – 

“Chefstidningen” – the non-profit leader coach Brandsma (2013) says that the nonprofit 

sector is currently undergoing a paradigm shift, where it is changing towards more 

professionalization and clearer roles. The demands of efficiency and a well-functioning 

organization are high, and this requires leadership that must handle a generational change and 

not scare away the old enthusiasts while attracting new individuals. She continues to say that 

a challenge for leadership in non-profit organizations is the same thing that is also the 

strength, namely that both employees and volunteers are so dedicated, driven by a desire to 

improve the world. She believes that to lead non-profit organizations is the most difficult 

thing you can do as a leader, “I feel that most leaders in the non-profit sector must invent 

their own wheel, that there is a lack of clear expectations from the organization on what the 

leadership should involve” (Brandsma, 2013, authors’ translation). 

 

1.3 Problem discussion 

There is a difference between the noun leader and the verb leadership. In the article “The 

state of leadership ethics and the work that lies before us” Ciulla (2005) describes how we 

are required to break down the noun to someone who is a leader and someone who holds the 

position of a leader. Some people who hold positions of leadership do not lead, whereas some 

people lead but do not hold positions of leadership. We think this can be applied to, for 

instance, a non-profit organization where one can be employed as a boss in a position where 

you do not have personnel responsibility, while there are voluntary leaders who do not have a 

formal management responsibility, but have the responsibility to lead his or her own team. 

Maybe leadership is not a position to be assigned, but a communicative relationship that 

needs to meet certain criteria. 
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As mentioned above, Swedes are engaging more in voluntary associations, we are also 

experiencing an increase in number of non-profit organizations in our society and the 

involvement has never been greater. We think leadership in NPOs is relevant as a study area, 

especially volunteer leadership since we find it more unexplored. It is constantly discussed 

how an ideal leader should be and act. However, we find that there is no clear answer to this 

question and the responsibility lies much on the individual who axes the role. Different kind 

of leadership is suitable for different organizations. Much also depends on the context and the 

stage the organization is in. Therefore, we think it is important to have a leader who can adapt 

his or her leadership when the situation demands.  

 

Non-profit organizations usually have both voluntary workers as well as employees 

(Lindberg, 1999:11). In this study we have decided to distinguish between what we have 

chosen to call employed leaders and voluntary leaders, within non-profit organizations. We 

have chosen to focus on voluntary leaders, but we think it is important to specify what we 

mean by the two leaderships. Employed leaders are the ones we define as having a leadership 

position, formal and professional, and who are being paid for the work he or she performs. 

Volunteer leaders, on the other hand, are the ones working voluntarily for the organization 

without compensation and any formal organizational authority. They engage in the 

organization because of its purpose and importance of the work they perform. Hannum M. K. 

et al (2011) describes how the voluntary workforce does not depend on the organization for 

income and may choose to leave at any time. “Ung Cancer” is not an exception. These types 

of leaders, referred to as voluntary leaders in this essay, provide a critical human resource to 

the organization. Their motivations can vary and the rewards they are seeking can be as 

different as the individuals themselves; however, they play an important roll in the 

organization, as a part of their task is the need to place a priority on attracting and retaining 

the volunteers. 

 

Numerous studies have been conducted on for-profit organizations, while studies on non-

profit organizations are fewer; hence we want to contribute to studies about the non-profit 

sector. Studies on voluntary leaders, in particular, are even fewer. Many books and articles 

that we have come across describe and examine leadership as a whole in non-profit 

organizations. They do not distinguish between different leadership positions within the 

organization; therefore, we wish to contribute to the understanding of volunteer leadership.  
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1.4 Purpose and research questions 
Our purpose with this study is to see if voluntary leaders are important and how they, 

themselves, look upon their role as a voluntary leader, further, our wish is to contribute to the 

general understanding of volunteer leadership in non-profit organizations.  

 

To provide a better understanding of this leadership we have narrowed it down to four 

research questions: 

 

• Why does a non-profit organization, like Ung Cancer, use voluntary leaders?  

• How clear does the voluntary leaders in Ung Cancer experience their role as a 

voluntary leader? 

• How important is the leadership role versus personal qualities? 

• What does the voluntary leaders think of their leadership position, how do they handle 

the volunteers? 

 

2. Theoretical Framework 
 
2.1 Definitions of Non-profit organizations 

Wijkström & Lunström (2002) define nonprofit organizations by mentioning five different 

criteria. According to these criteria, a nonprofit organization should be as follows: 

 

• Formal – i.e. institutionalized to some extent, for example by having a board of 

directors, written statutes/organization chart, as well as regular meetings 

• Private – meaning separated from the state 

• Non-profit-distributing – not distribute its economic surplus 

• Autonomous – the capability of controlling its own activity 

• Ideality – a nonprofit organization must receive grants or have volunteer participation 

from individuals 

 

Another perspective of a non-profit organization, from the Swedish Tax Agency’s 

(Skatteverket) point of view, is that the purpose is non-profit and/or that its activities are non-

profit. An organization that promotes its members’ interests is not considered to have a non-
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profit purpose. A non-profit organization cannot include both economic activities and aim to 

promote their members financially (ibid). 

 

Moreover, there are further ways of describing nonprofit organizations. Morris et al. (2007) 

present three general groups. The first one is Philanthropic organizations, which focus on 

donating resources to those in need. Further, Advocacy organizations support a certain cause, 

for example, to protect children in need, whereas the last one, Mutual benefit organizations 

work towards providing services to the community, often a fee. Examples of these types of 

organization are health clinics, school for blind people among many other services (Morris et 

al., 2007 p. 107).  

 

Jonsson (1995) describes another approach to understand nonprofit organizations; he defines 

the Swedish concepts of voluntary association, also referred to as organization, as a part of the 

nonprofit sector. Jonsson continues to say that a voluntary association consists of three 

elements; (1) it is built in order to serve the common interest of its members, (2) the 

membership is voluntary, (3) the organization exists independently from the government. 

There is no question that ”Ung Cancer” is a voluntary association; thus the organization can 

be associated with Advocacy organizations since they support a very specific cause: young 

adults struggling with cancer.  

 

Since we have chosen to focus our case study based on a non-profit organization, it is 

important to further specifically clarify the differences between for-profit- and non-profit 

organizations. A deeper understanding of the differences is shown in the figure below:  

 

Qualities  For-profit organizations  Non-profit organizations 

1. Purpose  Profits for owners  Service to the beneficiaries, 
free or at a lower price than 
the cost 

2. Activity  Production and sale of 
products and / or services at a 
price that exceeds the cost to 
manufacture and sell 

1. Collect money 

2. Offer service  

3. Measure of success  Profit; Return; Financial 
situation  

The percent of the funds used 
for the stated purpose and 
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collected funds in general  
4. Viability  Depends on whether 

customers are satisfied with 
the quality, price and service 

Depends on the success in 
raising money  

5. Purpose of resources  Expected to be used in the 
organization to generate cash 
inflow over expenditure and 
thereby provide funds so that 
they can be replaced  

They are expected to be used 
to provide services that are 
distributed free or at a price 
below acquisition cost 

6. Stakeholders and their 
relations  

The Stakeholders expect 
profits and capital protection; 
management is exposed to 
the investor’s control; 
customers satisfaction is 
important; creditors and 
employees have interests of 
varying strength  

Contributors are important; 
management is under 
supervision only at extreme 
conditions in fundraising 
organizations 

7. Information and decision-
making  

Amount of profit, return on 
investment, equity ratio 

The proportion of used funds 
by the raised funds. What 
kind of expenses you had. 
The scope of the current and 
future needs of the collected 
funds 

Table 1. Differences between for-profit and non-profit organizations. Source: Gustafson, 

2006, p. 9  

We want to point out that it is important to keep in mind that this figure is not completely 

generalizable to all NPOs; thus e.g. in some NPOs success is based on getting individuals to 

engage rather than just collect money. Nevertheless, we choose to present the figure since it 

shows clear differences between for-profit- and non-profit organizations, and to get at better 

understanding of the study area.  

 

2.2 Definition of leadership 

Leadership can be defined in many different ways depending on the individual who defines it 

(Yukl, 2002). Yukls definition means that leadership is the process where someone influences 

others to understand and agree on what needs to be done in the most efficient way. Ekstam 

(2002), Kotter (1990) and Yukl (2002) all agree that there is a difference of being a boss and a 
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leader; however, their opinions differ in some ways. Ekstam argues that being a boss is a 

position that is delegated from above, as mentioned before, and unlike the position, leadership 

has to be earned. Ekstam means that it is not the position of leadership that is important, but 

the human behind it and his or her qualities. Bennis and Nanus in Yukl (2002) have a 

different approach and mean that leadership and being a boss cannot exist in the same person. 

They find the two characters differ too much since the leader values flexibility, innovation 

and wants to create meaning for his or her co-workers, whereas the boss wants orderliness, 

stability, make things happen, and strives to get employees to perform better.   

 

Additionally, Yukl (2006) defines leadership in terms of trait, behavior, influence, interaction 

and relationship roles. Leadership is defined depending on the purpose along with the leader’s 

individual interest, thereby, an unequal relationship arise between leaders and employees. 

Goals are achieved by practicing leadership, this is a part of the organizational culture and 

leadership is a process that demands both motivation and cooperation.  

 

Furthermore, Ekstam (2002), Kotter (1990) and Yukl (2002) describe that leadership is 

decisive for an organization. Ekstam argues that exactly what is best for an organization 

depends on the situation and that the leadership needs to be designing differently and 

customize the leadership to different situations. According to this point of view, leadership is 

moving away from being a position and type of personality to being more adapted to 

situations.    

 

2.3 Leadership in non-profit organizations  

Lindberg (1999) argues that non-profit organizations are special in the sense that they have 

both voluntary workers and employed, which can be defined as two different types of leaders. 

Lindberg describes how the leaders are expected to be both efficient in their work as well as 

faithful to their ideals. What it really means to lead a nonprofit organization and how the task 

should be carried out is by no means self-evident and the picture of being a leader in the non-

profit sector is really not clear (ibid). Moreover, leadership is an important area of studies, 

especially within non-profit organizations since it is about the ability to motivate the 

employees, attract them and retain them, as they take part voluntarily. Therefore, it is 

important that the leader knows how to lead in order to inspire, create and develop future 

workers (Camplin, 2009). Rowold (2008) also stresses on the fact that a leader in a for-profit 

organization can use for instance rewards and punishments as a motivating strategy, whereas 
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a leader in a non-profit organization lacks that opportunity. Instead, that leader must try to 

motivate the volunteers by being inspiring and address their underlying motives to work 

(ibid). Later on in this theory chapter we will bring up two leadership theories; namely 

transactional and transformational leadership, to get clarification in Rowolds statement 

mentioned above.  

 

Moore and Pound (2011) wrote an article in Forbes magazine on how volunteering early in 

the career can help young workers become better managers and leaders in corporate jobs.  

 

“One of the most powerful ways for younger managers to understand 

and experience the type of leadership needed for the C-Suite1 is to do 

volunteer work early in their careers. This is because the type of 

leadership at the top is akin to being a leader of volunteers, it is not 

about carrots and sticks but about persuasion and getting people to 

grasp and follow your vision.”  

 

Moore and Pound go on to explain that the leadership environment in volunteer organizations 

often is extremely challenging. But it is also these challenges of managing in a volunteer 

environment that force young leaders to practice leaderships skills often overlooked in the 

business world such persuasion, mediation and creative approaches to problem-solving. By 

volunteering for projects in nonprofit organizations, aspiring managers can gain experience 

and networking opportunities, and learn how to earn trust and respect from the people they are 

supervising.  

 

2.4 Transactional and transformational leadership 

Two leadership theories often compared to each other are transactional leadership and 

transformational leadership (Miner, 2006). The concept of transactional leadership builds 

upon a manager’s engagement in a transaction with the employees: They explain what is 

required of them and what compensation they will receive if they fulfill these requirements 

(Bass, 1990). In other words it emphasizes the clarification of what is expected, and this is 

done in exchange for something else. Transactional leadership is an approach where the 
	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  	  
1 A widely used slang term used to collectively refer to a corporation's most important senior executives. C-Suite 
gets its name because top senior executives' titles tend to start with the letter C, for chief, as in chief executive 
officer, chief operating officer and chief information officer. (Investopedia, 2015) 
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leader, in order to control, offers wage increases, advancement and/or other rewards to 

employees when they do a good job, and punish bad work (Bass, 1990). 

 

According to Miner (2006: 365) the transactional leaders theory is most likely to be found at 

the lower levels of hierarchic organizations. 

 

Characteristics of a Transactional leader 

Contingent Reward: Contracts exchange of rewards for effort, promises rewards for good 

performance, recognizes accomplishments. 

Management by 

Exception (active): 

Watches and searches for deviation from rules and standards, takes 

corrective action. 

Management by 

Exception (passive): 

Intervenes only if standards are not met. 

Laissez-Faire: Abdicates responsibilities, avoids making decisions. 

Table 2. Characteristics of a Transactional leader. Source: Bass, 1990, p. 22  

Transformational leadership, also called superior leadership performance (Bass, 1990), 

occurs when leaders broaden and elevate the interests of their employees, when they generate 

awareness and acceptance of the purposes and mission of the group, when they encourage 

their employees to look beyond their own self-interest for the good of the group, and when 

they motivate people to do more than they had previously intended to do. Transformational 

leaders achieve these results in one or more ways: They may be charismatic to their followers 

and thus inspire them; they may meet the emotional needs of each employee; and/or they may 

intellectually stimulate employees. A transformational leader sets high expectations on 

him/herself, others, and the results, while he or she gives advice to others and coach them.  

 

In his article “From Transactional to Transformational Leadership: Learning to Share the 

Vision” Bass (1990) presses on the importance of being a charismatic leader: 

 

“Attaining charisma in the eyes of one's employees is central to 

succeeding as a transformational leader. Charismatic leaders have 

great power and influence. Employees want to identify with them, 
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and they have a high degree of trust and confidence in them. 

Charismatic leaders inspire and excite their employees with the idea 

that they may be able to accomplish great things with extra effort.” 

 

Characteristics of a Transformational leader 

Charisma: Provides vision and sense of mission, instills pride, gains respect and trust. 

Inspiration: Communicates high expectations, uses symbols to focus efforts, expresses 

important purposes in simple ways. 

Intellectual 

Stimulation: 

Promotes intelligence, rationality, and careful problem solving. 

Individualized 

Consideration: 

Gives personal attention, treats each employee individually, coaches, 

advises. 

Table 3. Characteristics of a Transformational leader. Source: Bass, 1990, p. 22  

Moreover, according to Groves and LaRocca (2011:512) “Transformational leaders influence 

their followers by developing and communicating a collective vision and inspiring them to 

look beyond self-interests for the good of the team and organization.” They continue by 

describing that the most recent model of transformational leadership, based on continuing 

empirical development by Bass and Avolio (2000), includes five leadership dimensions: 

idealized attributes, idealized behaviors, inspirational motivation, intellectual stimulation, 

and individualized consideration (above as Table 3).  

 

Leaders who demonstrate idealized attributes and idealized behaviors (the ‘‘charisma’’ 

dimensions) earn respect, admiration and trust from their subordinates by carefully 

considering the subordinates’ needs above their own needs, talking about their most important 

values and beliefs, and emphasizing the importance of the moral and ethical consequences of 

key decisions (Avolio, 1999; Bass, 1985).  

 

Inspirational motivation is characterized by leaders who provide meaning to their 

subordinates’ work, motivates them by arousing team spirit, all by being enthusiastic and 

optimistic and by encouraging them to see their full potential. Such a leader expresses 
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confidence that the goals of the work units and the organization will be achieved. (Groves and 

LaRocca, 2011). 

 

Intellectual stimulation is defined as behaviors that encourage subordinates to be creating and 

innovative by approaching problems in new ways. Finally, individual consideration involves 

behaviors that emphasize in each subordinate’s needs by acting as a mentor or a coach, 

creating new learning opportunities. (ibid) 

Continually, Bass and Avolio (2000) in Groves and LaRocca (2011) says that in contrast to 

transformational leadership, transactional leadership is defined as leadership which supports 

the “status quo” through mutual leader and subordinate self-interests across three dimensions: 

contingent reward, active management-by-exception, and passive management-by-exception 

(Above, as Table 2).  

Transactional leaders prove contingent reward by clarifying subordinates expectations and 

offering recognition and rewards when goals and expectations are achieved. With active 

management-by-exception, transactional leaders sets clear standards for compliance and 

punishment for not meeting those standards. This leadership dimension emphasizes close 

monitoring of subordinates for any mistakes and errors so that corrective action can be taken 

as soon as possible. (ibid) 

This study will empirically test these factors of structure of the transformational and 

transactional leadership model to hopefully get a deeper insight in the volunteer leadership. 

The reason behind the choice of these theories is that they are general theories of beneficial 

leadership styles. We want to see if these styles have a connection to voluntary leaders within 

charitable organizations. The transactional theory uses rewards and punishments to lead, 

whereas the transformational theory relies on charismatic attributes, among other things. We 

want to see how an organization like "Ung Cancer" relates to these leadership styles. We will 

look into characteristics like contingent rewards and management-by-exception, to idealized 

attributes, idealized behaviors and inspirational motivation. 

 

2.5 The four cornerstones of leadership  

Since Transactional and Transformational Leadership are more general theories, we have 

chosen to get another point of view; we have looked in to a practitioner’s voice, namely the 
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Leader	  

The	  Communicator	  

scientist and psychologist Kjell Ekstam who has dedicated many years specializing in 

leadership and the interaction between co-workers at workplaces. He describes that to lead is 

always about creating results through others, and to succeed as a leader requires certain 

personal qualities. Ekstam has developed a model where leadership can be divided into 4 

different parts; that is ”The four cornerstones of leadership”. This is a more practical model 

and will help us with our analysis about human behavior. We understand that Ekstam, and his 

model, might not be recognized amongst scientists; however, the model raises a lot of 

different qualities that we believe are particularly important to a voluntary leader. Later on 

when conducting our interviews we will use this model in order to see if there are any specific 

attributes connected to a voluntary leader in the non-profit sector. We will now explain the 4 

parts of Ekstam’s leadership: 

 

 

 

  

 

 

 

 

 

 

Figure 1: The four cornerstones of leadership. 

2.5.1 The role model  

Ekstam explains that a leader is always a role model for the co-workers and staff at the 

workplace, unfortunately, that includes situations where perhaps the leader do not wish to be a 

role model. Ekstam refers to the saying ”Sooner or later all businessmen turn in to their 

boss”. Accordingly, as a boss, you have the opportunity to influence the employees’ behavior 

by acting in such a way that you wish the staff to behave in.  

According to Ekstam, having insight into your personality and willingness to develop your 

weaknesses is a prerequisite for successful leadership. 
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2.5.2 The communicator 

One of the most central tasks for a leader is to communicate, internally with his or her co-

workers, but also externally with business-partners, clients and other parties involved. Ekstam 

states that with the help of communication a leader can create conditions for the employees to 

achieve well-executed work. Examples are to communicate goals, inform the employees 

about important changes within the company, or following up on other important events. It is 

important as a leader to be able to handle conflicts. When it comes to handling conflicts 

Ekstam (2002) says that up to 80% of all conflicts at a workplace arise due to the lack of 

communication.  

A leadership position consists of four types of activities: 

• Planning and decision-making 

• Communication and information exchange 

• Management, instruction and control 

• Supported by the units and the individual co-workers production 

Three of these four activities are pronounced information- and communication activities. 

Ekstam continues to say that studies also have shown that communication is by far the one 

qualification, which the leader focuses and spends the most time on. Consequently Ekstam 

states: ”Leadership is spelled communication”.   

 

2.5.3 The team-builder 

A very important task for the team-builder is to make sure that all employees strive and work 

towards achieving the same goals. Every group consists of different individuals with 

sometimes-huge differences in background and what factors motivates them. As a leader, you 

must understand and respect these factors and find a way to motivate every individual to 

come together as a team. To form a winning team takes time, however, and is dependent on 

the workers’ willingness to co-operate. (Ekstam, 2002: 209).  

The winning team, according to Ekstam, needs a team-leader who has a coaching approach. 

This coaching style means that the leader: 

• Establishes meaningful and challenging goals. 

• Shows every individual’s responsibility  
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• Promotes every one’s ideas and experiences.  

• Support each and every one of the co-workers’ developments. 

• Notice each and every one’s input and result. (Ekstam, 2002: 113-114).  

 

2.5.4 The developer 

Ekstam states that competence has become a keyword in the business environment and there 

is a lot of focus on the fact that people ought to have the right competence for the job. 

However, the learning organization has also become a popular and important topic of 

discussion. It means that the organization continuously develops and lets their members work 

in an environment where they have the opportunity to develop their competence. Ekstam 

derives this change to the increasing global competition that has made the Western world go 

from an industrial society to a society focusing more on competence. It is important that the 

co-workers are a part of this change and the leader’s role is to make it happen.  

 

2.6 Summary   

To be apart of the non-profit sector, according to Jonsson (1995), an organization must be 

built to serve the common interest of its members, the membership must be voluntary and the 

organization must exist independently from the government. Leadership can be defined in 

many different ways and Yukl (2002), for instance, describes it as the process where someone 

influences others. In this study, we want to better understand the voluntary leadership and 

why this particular leadership is so important. In order to do this, we proceeded from previous 

research on leadership and then derive by connecting our own collective data on voluntary 

leadership.  

 

Transactional and Transformational leadership are two often used and compared leadership 

theories. We want to grasp if/how these theories can be connected to the leaders whom we 

study. There are a lot of aspects to take in to consideration when looking into NPOs, in order 

to enable this process; thereby, we will also use a practitioner’s voice, namely Ekstam and his 

4 parts of leadership. The thing with Ekstam’s model is that it does not go that very deep in 

trying to understand leadership. However, we think it brings up important attributes of 

leadership and in addition of helping us generate our interview questions, we also hope that it 

will help us analyze and gain a deeper understanding of the volunteer leadership.  
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We think a combination of generally recognized theories along with a more practical 

approach can give us a clearer insight about the volunteer leadership in our case study. To do 

this we will analyze our chosen theories together with the answers and insights from our 

conducted interviews and observations. Also, to get a structure in our study when analyzing 

later on, we will divide the analysis into different “themes”, such as “Definition of 

leadership”, “Perspective of voluntary leadership”, “Differences between employed and 

volunteer leaders”, and “Clarity in the role of volunteer leaders”, all to try and make it as clear 

as possible to the reader. We will also, to the greatest extent possible, arrange the analysis so 

that we first confirm what the theory says and then follow with supporting or contradicting 

arguments from our empirical data. We will also keep our research questions in mind to not 

drift away from the purpose of the study.  

 

3. Methodology 
The nonprofit organization we have chosen to focus this study on is the Swedish non-profit 

organization “Ung Cancer”. Since our research aims to provide a better understanding of the 

volunteer leadership within nonprofit organizations, we have decided that a case study would 

do our purpose justice. Since there exists so many non-profit organizations throughout 

Sweden it is hard to gather enough information to make a generalization of this leadership; 

consequently, a case study still gives us the depth of it; even though only within a single 

organization. Furthermore, we have chosen to narrow it down to individuals in volunteer 

leadership positions within the organization. We chose this alignment after researching the 

subject and realized that not many previously studies had been investigating non-profit 

organizations with this tapered focus. 

 

3.1 Scientific approach 

According to Bryman and Bell (2005) there are two scientific approaches: the hermeneutic 

and the positivist. Since this study aims to interpret people’s actions (through interviews), and 

emphasizes in the need to perceive certain things from the social operators’ point of view, we 

have decided to use the hermeneutic approach. We want to see the situation through the 

individuals’ perspective, in other words, the respondents we have chosen to study. Therefore 

it is important for us to interpret and acquire insight regarding the researched issues, based on 
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the informants’ past experiences. This can be compared with the positivist approach, which 

advocates the use of natural scientific methods when studying the social reality.  

 

Furthermore Bryman and Bell (2005), describe the hermeneutic approach as a constructionist 

view of knowledge, which is an epistemological point of view that indicates that collective 

data in large extent is dependent on the scientist’s interpretation. A scientist’s subjectivity is 

affected by factors as previous knowledge, values, prejudice, and group identity. The outcome 

is also affected by the respondent subjectivity. This is something we have to take into 

consideration while conducting this study because we as essay writers can affect the outcome 

with our previous knowledge and own values. We are well aware that we are the ones 

formulating the questions, as well as holding the interviews, and we must be critical to the 

results.  

 

Bryman and Bell (2005) also argues that there are two approaches to the relationship between 

theory and empirical data - the deductive theory and the inductive theory. In other words, it is 

important to link what has previously been studied with existing theories to achieve our 

purpose. In order to construct our study and gain a deeper knowledge and understanding of 

individuals’ perceptions of nonprofit organizations and leadership, we chose to increase our 

knowledge by reading as much as possible about the subject, eventually selecting already 

existing theories that could help us answer our research questions. This means that we have 

had a deductive approach. However, we have also generated our own data through interviews, 

which can be seen as theory is generated from practice, the inductive approach. We hope that 

our findings from this study will lead to future research and formulation of new theoretical 

insights.   

 

3.2 Research approach 

We have chosen to use a qualitative approach in our case study. As the qualitative method has 

advantage in its capability to show the complete situation, and gives the researcher a close 

proximity to the studied object (Holme & Solvang, 1996), we believe that it is the appropriate 

approach to answer the purpose of the essay. The independent publisher of academic books 

and journals, SAGE Publications, says in their book "Qualitative Research” that qualitative 

research methods are often used to answer the whys and how’s of human behavior, opinion, 

and experience - information that is difficult to obtain through more quantitatively-oriented 

methods of data collection. Further, a qualitative approach gives the opportunity to, in 
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comparison to the quantitative approach, provide more space to be free when going into the 

depth while studying the specific phenomenon. A quantitative approach, on the other hand, is 

used when the researcher wants to measure a phenomenon (Lundahl & Skärvad, 1999) and 

enables representative, statistic generalizations (Holme & Solvang, 1996). Since our study 

does not focus on doing a statistic research of the leadership in non-profit organization, but 

focuses on a case study on “Ung Cancer”, the qualitative approach is the most appropriate.  

 

3.3 Research Design  

We are conducting a case study, which can be described as a detailed, and thorough study of a 

single case. Stake (1995) argues that case study research involves the complexity and specific 

nature as the specific case exhibits. The most common significance of the term “Case” is 

associated with a case study of a certain place or location, for instance a working place, an 

organization or a process. The purpose of a case study is to study a particular case of a major 

process, and with the help of the specific case describe the whole phenomenon and the greater 

picture, in other words, the case in question represent the reality (Ejvegård 1996). Eisenhardt 

(1989) explains that case studies typically combine data collection methods such as archives, 

interviews, questionnaires, and observations. We think this type of research design would be 

the appropriate approach to answer our research questions since we are interested in 

highlighting the unique features of a particular case, in this case "Ung Cancer's” voluntary 

leaders. Bryman & Bell (2005) refers to this type of approach as an idiographic approach.  

 

However, we are critical to if this study can be seen as a “classic” traditional case study and if 

it really is a detailed and thorough study of a specific case. Even so, it has a similarly to a 

“classic” study case since it only includes one single case. Dyer and Wilkins (1991) debates 

that a single case can be more than enough of a unit of analysis for theory building, and to 

assume the opposite ignore important expectations. Unlike what Eisenhardt (1989) argues: 

“That the more cases a researcher studies, the better (within certain limits) for generating 

theory”, Dyer and Wilkins says that they think Eisenhardt seems to lose the essence of case 

study research: “The careful study of a single case that leads researchers to see new 

theoretical relationships and question old ones”.  

 

Opposed to the “classic” case study we are aware that our descriptions might be rather "thin," 

focusing more on surface data rather than deeper social dynamics. Although, Dyer and 

Wilkins (1991) say that such studies can provide certain “flashes of insight and can raise 
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important issues and questions”. However, this type of case study tends to neglect the more 

tacit and less obvious aspects of the setting under investigation. We know now that if we had 

interviewed more people with different positions in the organization we would have gotten a 

more deeper, detailed and thorough study. Still, with this study, we may not get the overall 

correct image of volunteer leadership; nevertheless, we contribute to the initiation of research 

about this in particular leadership. Also, in addition to more interviews we should have spent 

as much time as possible in the voluntary workers environment, studied and observed their 

daily work and their interactions with both fellow colleagues, employed co-workers and 

volunteers. Moreover, we should have read as many experts and related journal articles and 

books as possible to get the extra insight needed. However, the central reason for lack of 

understanding of context is not page length, or the number of cases, or even the length of the 

researcher's stay in the field per se. Dyer and Wilkins states that “The central issue is whether 

the researcher is able to understand and describe the context of the social dynamics of the 

scene in question to such a degree as to make the context intelligible to the reader and to 

generate theory in relationship to that context.” 

 

In contrast to the “classic” case study our focus have been more on the construct, and we have 

chosen examples to carefully illustrate the point being made rather than to help understand the 

social setting. Another example of that our study might differ from the “classic” case study is 

that we, as in comparison with Eisenhardt’s approach, started this study with a clear research 

focus. As Dyer and Wilkins (1991) says, this might have lead us, as case researchers, to 

confirm, disconfirm, and build upon existing theories, instead of beginning with a tabula rasa 

(an absence of preconceived ideas or predetermined goals; clean slate) and letting the analysis 

emerge over time. Eisenhardt (1989) explains, “Although early identification of the research 

question and possible constructs is helpful, it is equally important to recognize that both are 

tentative in this type of research”. Something that is consistent with our study, where we 

during the work process have changed both purpose and research issues as we have gathered 

new information and gained deeper understanding. Eisenhardt also states that theory 

developed from case study research “is useful in early stages of research on a topic or when a 

fresh perspective is needed”, and matches with our thoughts and hopes that we at least bring a 

new perspective of voluntary leaders. We have now, with the help of Dyer and Wilkins 

(1991) and Eisenhardt (1989), pointed out that our case study might not be of the “classic” 

kind, however, it should not be dismissed because of it.  
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3.4 Research Method  

Interview is probably the most used method of qualitative research. An interview offers 

certain flexibility; that is what makes it so attractive (Bryman & Bell, 2006:360). Qualitative 

interviews can provide broad, advanced and complete answers that can contribute to a clearer 

and better understanding of the situation. Qualitative interviews differ in several ways in 

comparison to quantitative interviews. When performing a qualitative interview the course of 

action is considerably less structured compared to a quantitative interview where the method 

is very structured in order to get as high reliability and validity as possible. A qualitative 

interview is focused on the respondent’s point of view, whereas a quantitative approach more 

reflects the interviewers interests (Bryman & Bell, 2005:361). To gather the necessary data 

we have interviewed voluntary leaders within the non-profit organization “Ung Cancer”. The 

design of an interview can vary, and the two main types of qualitative interviews are 

unstructured- and semi-structured interviews. In the unstructured interview the researcher 

uses relatively vague notes, in fact the questions are most likely not pre-arranged. In semi-

structured interviews, the researcher has a list of fairly specific themes that will be touched 

upon (it is often called an interview guide), but the interviewee has the freedom to design the 

answers in his or her own way (Bryman & Bell, 2005:361). We will use the semi-structured 

type when interviewing the different voluntary leaders since we have certain themes that we 

want to better understand.  

 

In addition to semi-structured interviews we have also used an observational research in 

attempts to capture the social reality as experienced by the research participants. This was 

done by participant observations during “Ung Cancer’s” Days of Pearling where we took part 

in creating bracelets that later on would be sold at “Ung Cancer’s” website. In “The SAGE 

Encyclopedia of Qualitative Research Methods” (2008), McKechnie explains observations as 

one of the oldest and most fundamental research method approaches. It involves collecting 

impressions of the world using all of one’s senses, especially looking and listening, in a 

systematic and purposeful way to learn about a phenomenon of interest. Donley (2012) states 

that observations are an essential part of qualitative studies and that they should occur in a 

natural setting. Meaning that it allows the researcher to study the social phenomenon of 

interest in its natural environment, in this case the work place of the voluntary leaders at “Ung 

Cancer”. Donley continues to say that this way; instead of asking people about their behavior, 

the researcher witnesses it firsthand. It is also important to separate pure observations, which 

is nonparticipant, from participant observations, where the researcher is an active participant 
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in the social setting. Later on in this essay we use our observations together with the answers 

of our interviews to create a narrative story of our collected empirical data.  

 

3.5 Respondent selection  

In order to understand the volunteer leadership in the non-profit organization “Ung Cancer” it 

was necessary to interview persons who hold this position in the organization. “Ung Cancer” 

has two different types of voluntary leaders, one of which is in charge of their Members’ 

Days, mentioned above as “Days of pearling”, and one with the responsibility of their 

Members Meetings for those who have struggled with cancer, those struggling with cancer, 

relatives and affected in some way. We have focused on one of these, namely the “Days of 

pearling”. This due to accessibility, where we as non-members are only allowed to participate 

in the public members day, whereas the Members Meetings are restricted to members only.  

 

When choosing respondents for this study we decided to attend one of Ung Cancer’s “Days of 

pearling”, were we came in contact with our first respondent. Once in place, we introduced 

ourselves and clearly explained the purpose of the study and asked if she was interested in 

helping us by participating in an interview. Following the initial meeting, our first respondent 

got us in contact with two other girls responsible for “Ung Cancer’s” Days of pearling. 

Consequently, we conducted a non-probability sample where the respondents cannot be 

considered randomly selected (Bryman & Bell, 2005:111).  

 

One of our respondents did not want to participate in our interview if her name was to be 

shown. Consequently, we made the decision to conduct anonymous interviews throughout the 

study. At the beginning of each interview, we told them about the choice to be anonymous, 

where we noticed a certain relief from the respondents. This led us to believe that an 

anonymous approach was a better option and gave us more honest answers. Further, we will 

come to call the three respondents: Emma, Maria and Joanna.  

 

In addition to the interviews with the voluntary leaders, we decided to add the voices of two 

voluntary workers in order to get a different point of view of this leadership. We decided to 

not make this part as extensive, as the interviews with the leaders, as we contacted the 

workers with a bit short notice. Still, they took part, but they did not have the time to give a 

full interview. Yet, we think that this additional data results contribute to our study and we 

will from now on call the two voluntary workers Johan and Caroline.  
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3.5.1 Convenience sampling 

A convenience sampling consists of persons who at the moment happens to be convenient to 

the researcher. However, the problem with such a strategy selection is that it is impossible to 

generalize the results, because we do not know if this sample is representative for the 

population. The respondents simply consist of the voluntary leaders who happened to be 

available at the chosen time. They are, most likely, not representative of the group of 

voluntary leaders in its entirety. The data that becomes the results do not give us any 

definitive results, because of the difficulty of generalizing, but it can pose as a shoulder for 

further research or lead to the possibility of making connections between existing results. 

(Bryman & Bell, 2005:124-126) 

 

3.5.2 Snowball Sampling 

Snowball sampling is a form of convenience sampling. With this view of the selection process 

the researcher attempts to initially make contact with one or a small number of people that are 

relevant to the study subject and then use these to make contact with additional respondents. 

Exactly as we did in this case, where we let our first contact help us find other potential 

respondents. The problem with the snowball sampling, though, is that it is unlikely that the 

sample will be representative of the population. Moreover, this type of sample is biased 

because they give people with e.g. more social connections an unknown but higher chance of 

selection. Overall, this type of selection is especially used in the context of a qualitative 

research strategy. This due to issues of external validity and the ability to generalize that is 

not as prominent with a qualitative research strategy as with a quantitative focus. (Bryman & 

Bell, 2005:126-127) 

 

3.6 Literature selection  

We have conducted a broad literature search where we use both literatures in Swedish and in 

English. There is a differentiation in forms of books, articles, interviews and electronic 

sources. It was of great importance to find numerous clear definitions of our study case and 

we have used many of these in order to get a fair understanding of what exactly a NPO is. Of 

course, we could have used more international sources; however we are exanimating a very 

specific Swedish organization and we found that a lot of the Swedish literature were the most 

appropriate.  
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Further, we have read and studied a lot about non-profit organizations. What we found 

interesting and what caught our attention was the, in our opinion, lack of studies about 

voluntary leaders and the differentiation between employed- and voluntary leaders; that is 

how the choice of our study area came to grew. In several books and articles we have seen 

areas that can be further explored. An example of this is the undergoing paradigm shift within 

NPOs where we saw undiscovered territory where we could contribute to the research.  

 

3.7 Design of interview guide  

To be able to conduct our semi-structured interviews, as rewarding as possible, we decided to 

do an interview guide. According to Bryman and Bell (2005),	  an interview guide implies a 

reasonably structured list of the issues that should be covered or touched upon in the semi-

structured interview. What is crucial is that the questions will enable the researcher to get 

information about how the interviewees experience their world. Our interview guide consists 

of 20 questions (found in the appendices) created out of our chosen relevant theories, and with 

the idea of trying to get as much information about volunteer leadership as possible. In the 

attempt to capture the interviewees’ perspective, we tried to design the questions in a way so 

they would not be “leading”. We also tried to use a language in the questions that was 

comprehensible and easy to understand. The first questions of the interview guide are more 

basic and touches subjects like assigned title, work assignments, and reason for applying to 

“Ung Cancer”. Further, we created questions in order to underline the typical voluntary 

leader, which later can be used to see if the interviewees use a more transactional or 

transformational leadership. Finally, the last five questions deals with Ekstams theory of “The 

four cornerstones of leadership”.  

 

The interviews were conducted at three different occasions and all to the respondents own 

place of selection. This turned out to be three coffee shops in Stockholm, close to where each 

respondent lives. The interviews were held during the month of May 2015, all after business 

hours and took around 45 minutes each. We recorded all the interviews in order to have the 

opportunity to go back and listen if needed.  Of course we asked the respondents if we got 

their approval to record the interviews. We took turns taking notes and asking questions every 

other occasion.   
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3.8 Trustworthiness and Authenticity 

To gather as much information as possible, a part of the literature has been in Swedish, where 

an English translation has been used. In cases where it has not been possible to find English 

translations of Swedish terms, there has been an “as close as possible” translation provided. 

Throughout the essay we have come to understand that Swedish non-profit organizations 

differ from those abroad; hence the Swedish literature. This is also one of the reasons why 

this essay is written in English, to give our findings a wider audience. The conducted 

interviews have also been carried out in Swedish as this made the interview subjects speak 

more fluently and coherently, and moreover for the simple reason to get as deep, well 

formulated answers as possible, something we think is easier if you are allowed to use your 

mother tongue. We are critical to the quality of the essay due to the fact that we have carried 

out our own translations. However, we have tried to take the context into consideration and 

not just translated word by word.  

 

Reliability and validity are concepts that represent important criteria for a quantitatively 

oriented researcher when it comes to getting the picture of the quality of a survey. Many 

qualitatively oriented researchers, on the other hand, have had discussions about how relevant 

these concepts really are to qualitative surveys. Bryman and Bell (2005) verifies that there is 

no question these concepts are debated and may be in need of change. Some authors have 

suggested that qualitative studies should be evaluated and measured based on completely 

different criteria than those used for quantitative researches. In Bryman and Bell (2005), 

Lincoln & Guba (1985) and Guba & Lincoln (1994) argue that it is necessary to specify terms 

and models to establish and assess the quality of qualitative research, and to formulate 

alternatives to the concepts of reliability and validity. Consequently, they suggest two basic 

criteria for assessment of a qualitative survey, namely trustworthiness and authenticity. 

Trustworthiness is composed of four sub-criteria which all have an equivalent in quantitative 

research: Credibility (which is an equivalent to internal validity), transferability 

(corresponding to the external validity), dependability (as compared with reliability), 

confirmability (corresponding objectivity). A principal reason for Guba and Lincoln's (1994) 

uncertainty or hesitation when it comes to the direct application of reliability- and validity 

criterion of qualitative studies is that these criteria presupposes that it is possible to arrive at a 

single and absolute image of social reality. Guba and Lincoln instead say that there may be 

more than one, and possibly many more durable descriptions of this reality. 
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In Bryman & Bell (2005) we can read that if there can be many different descriptions of a 

social reality, it is, after all, the trustworthiness of the description that the researcher arrives at 

that determine how acceptable it is in the eyes of others. They continue to say that to create 

credibility in the results it includes both to ensure that the research is carried out in agreement 

with the rules that exist, and, to report the results to the people who are part of the social 

reality that has been studied. This to enable them to confirm that the researcher understands 

the reality properly. During the time spent writing and researching for this essay we have had 

a continuous contact with one of our respondents, everything from asking questions about the 

organization, helping read through our interview summaries (found further down in the essay, 

in chapter 4. Results). This to make sure we have gotten the right take on what kind of 

organization “Ung Cancer” is. However, we are well aware that what she says is angled from 

her view of things.  

 

Qualitative researches normally include an intensive study of a small group or individuals that 

have certain characteristics in common. To create transferability the focus is usually on the 

contextual uniqueness and the sense of, or the importance of, the aspect of the social reality 

studied. Qualitative researchers are encouraged to produce what Geertz (1973a) calls "thick 

descriptions", i.e. rich presentations of the details that are part of a culture. Guba and Lincoln 

(1994) argue that a full report or a "dense" description provide other people with something 

that they call a “database” with which they can judge how transferable the results is to another 

environment. To provide our study with transferability we have made a detailed presentation 

of “Ung Cancer” as an organization both in the introduction of the essay, but also later on 

when we present our results of the interview. We have tried to vary the interviews with 

descriptive stories about the activities carried out in the organization, to gain a deeper 

understanding of both the interviewees and the organization. 

 

As a counterpart to reliability in quantitative research Guba and Lincoln (1994) suggests the 

concept of dependability and mean that scientists, in order to judge a study in terms of 

trustworthiness, must adopt an investigative approach (auditing). This means ensuring the 

creation of a complete and accessible description of all phases of the research process, which 

“colleagues” can view during the work progresses. Something we reach when we, along the 

process, let our supervisor and classmates continuously read through the essay and give us 

recommendations and suggestions during seminars and individual meetings.  
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To be able to verify and confirm implies that the researcher, based on the realization that it is 

impossible to get a complete objectivity in social research, tries to ensure that he or she acted 

in “good faith”. It should in other words be clear that the researcher not knowingly let 

personal values or theoretical orientation influence the performance of, and the conclusions of 

a study. Guba and Lincoln (1994) refers to this as confirmability and say that one of the 

reviewers' tasks is to establish the extent to which it can be possible to control the results. We 

achieve this by constantly trying to be critical of both ourselves, and the information we 

provide. We try to look at the facts and the results of our interviews from a general point of 

view, trying to leave out our own personal values. Every time we state something, we follow 

up with a source; hence we as researchers try as hard as we can to act in “god faith”.  

 

In addition to the four criteria of trustworthiness, Guba and Lincoln (1994) have formulated a 

number of criteria of authenticity as well. These criteria are: 

 

• Just picture. Does the essay provide a sufficiently accurate picture of the various 

opinions and beliefs found in the group of people that are being studied? 

• Ontological authenticity. Does the essay help the persons who participated in it to 

come to a better understanding of their social situation and of the social environment 

in which they live? 

• Pedagogical authenticity. Has the essay helped the participants to get a better picture 

of how other people in the environment experience things? 

• Catalytic authenticity. Have the essay made those who participated in it able to change 

their situation? 

• Tactical authenticity. Has the essay done that the participants have better opportunities 

to take the measures required? 

 

Throughout the work process, we have had a positive attitude to “Ung Cancer” as an 

organization, including the voluntary leaders. We ourselves have participated in the Members 

Days and seen the leaders in action. This may have affected the results slightly, and also how 

we formulated the questions in the interviews. We must also be critical to the fact that we 

only interviewed one type of leader and that it is possible that we had received a more fair 

picture of the voluntary leaders if we had interviewed both parties. Even an insight from the 

volunteers had contributed to a more accurate picture, and how they perceive the voluntary 
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leaders. During the interviews, we got the perception that the respondents really thought 

things through about their own leadership, which may have contributed to giving them a 

deeper understanding. 

 

4. Results 
	  
4.1 Days of Pearling 

As mentioned above, we have participated in one of “Ung Cancer’s” Members’ Days, 

referred to as “Days of Pearling” held at the hotel “Radisson Waterfront Blu”, located in 

central Stockholm, in order to get a greater understanding for our area of study. Once in place, 

we came in contact with one of the persons in charge of the Members’ Day, namely Emma, 

who we later came to interview. This particular day, Emma welcomes all the volunteers who 

are there to make bracelets while her volunteer colleagues makes sure every person gets a 

seat.  

 

We were showed into a huge room where people are seated at tables of six, and make 

bracelets while having a cup of coffee and a cinnamon bun that the hotel “Radisson 

Waterfront Blu”, offers for free. “Ung Cancer” describes “Radisson Waterfront Blu” as one of 

the heroes behind the bracelets. It was not long ago that the employees at “Ung Cancer” made 

the bracelets during meetings or lunch brakes, or at their homes. Now, however, thanks to 

different hotels in a number of cities that support the activities by lending their premises and 

offer refreshments to the volunteers, the “Days of Pearling” attracts hundreds of people that 

participate and volunteer to make a different. 

 

Before we started making the bracelets we had a briefing in how the bracelets are made, and 

that they later would be sold at Ung Cancer’s website. The bracelets consists of pearls in 

different colors, and bigger white or black pearls that are forming the text “fuck cancer”, 

which has become a clear statement from “Ung Cancer’s” perspective. It is very important to 

follow the instructions so that the bracelets do not break when they are later sold to raise 

money.  

 

We found the atmosphere to be very positive and even though most people are strangers, there 

is a lot of interaction going on, and the feeling that everyone reunites due to the great purpose. 
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The volunteers are a mix of people, some have no hair and are undergoing cancer treatment, 

others are relatives or close ones to those struggling with a cancer diagnoses, and some have 

no connection to the disease at all; thus they just want to contribute.  

 

 The “Days of Pearling” exists in six cities around Sweden, including our three biggest cities: 

Stockholm, Gothenburg and Malmo. Emma tells us she has no doubt that this number of cities 

will continue to grow. The “Days of pearling” occurs twice a month in each city, year-round 

except from the summer months. After we had made bracelets, we had a further discussion 

with Emma asking her if she would consider being up for an interview. She said she was more 

than happy to help us out, and even made sure that we had the chance to do two more 

interviews with her colleagues Maria and Joanna.  

 

Maria and Joanna, as well as Emma, are all voluntary leaders responsible for the “Days of 

Pearling” in two of Sweden’s bigger cities. One girl is 23 and the other two are 25 years old. 

Emma and Maria have been struggling with a cancer diagnosis, and that was how they came 

in contact with “Ung Cancer”; that is, they started out as members while Joanna stumbled 

over “Ung Cancer” and quickly realized the commitment that existed. Joanna was amazed 

how everyone came together to spread the message “Fuck Cancer”. She says that it is what 

makes it so special, to hear the stories from all the heroes making the bracelets on the 

Member’s days.  

 

“The reason why I do this is to hear the stories, to be apart of 

something amazing. I want to help the volunteers feel like heroes, 

because that is exactly what they are” (Joanna, 2015, authors’ 

translation).   

 

Maria tells us she wanted a greater purpose in life and found that her position as a voluntary 

leader gave her that. Emma, on the other hand, describes how she applied for this position due 

to many reasons, one of them being that it would look good on her resume; however, she 

argues “The reason I applied for "Ung Cancer" is that it is close to my heart, if you are really 

passionate about something the commitment and fun will come naturally” (Emma, 2015, 

authors’ translation).  
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4.2 A description of Ung Cancer’s organization 

To get a clearer picture of our case study it is important to understand how the roles are 

divided within the organization. Voluntary workers, who are led by voluntary leaders, 

perform the voluntary work of “Ung Cancer”. The voluntary leaders like Emma, Maria and 

Joanna, all applied for their position as “voluntary leader” and were chosen by people from 

the head office of “Ung Cancer” due to their great work as volunteers. Both the voluntary 

workers and the voluntary leaders, as opposed to the employees at the office, volunteer for 

free and attend by their own free will. Apart from all the voluntary workers, “Ung Cancer” 

also has approximately 10-15 employees at their head office located in Gothenburg, Sweden.  

 

As opposed to the volunteers, the employees, which we refer to as employed leaders or 

workers in this essay, work full-time and are paid. The voluntary leader undergoes training in, 

among other things, a crash course in ”Ung Cancer” knowledge, basic voluntary social work 

and cardiopulmonary resuscitation (CPR). The voluntary leaders are also forbidden to post 

pictures in social media where they consume alcohol or tobacco, as ”Ung Cancer” takes full 

distance from that.  

 

At every Member’s Day, there are two voluntary leaders who are responsible for 20-25 

voluntary workers; they in turn make sure everything runs smoothly when all the hundreds of 

volunteers participate during each event. The voluntary leaders, as Emma, Maria and Joanna, 

have all a lot of contact with the head office. All three see a clear difference between 

employed leaders and voluntary leaders regarding responsibility, demands and different 

approaches. Emma tells us “There are higher demands on the paid leaders, as they need to 

deliver results” (Emma, 2015, authors’ translation). Further, Maria believes that the paid 

leaders have the possibility of being harsher while having internal and external interaction, 

whereas she uses a more coaching approach to reach out to the volunteers. Joanna agrees by 

stressing on the matter: “The employed leaders are more “money-related” in their approach 

whereas the voluntary leaders, as myself, can focus more on being responsive to the 

volunteers and connecting with them on a personal level” (Joanna, 2015, authors’ 

translation). She also thinks the right personality is more important for a voluntary leader than 

an employed leader. Emma actually describes how she uses her personality to create a loving 

atmosphere and a feeling of togetherness. She thinks these are important qualities for making 

everyone feel that they belong and get their voice heard. Further she states: 
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“The most important thing is commitment. Follow that path and it 

will take you far. Trust your co-workers and cooperate, empower 

them and the result will be that they grow and take responsibility” 

(Emma, 2015, authors’ translation).   

 

Another point of view, is how Maria describes that one must take in consideration the fact 

that the employed leaders have a totally different responsibility compared to her who has no 

obligations at all. However, she also informs us about the lack of communication between the 

two leadership styles which she perceives. “Considering the employed leaders have this as 

their full-time job”, she says, ‘they cannot understand that this is not my priority, I work 40 

hours a week and volunteer for “Ung Cancer” on my spare time, there is no chance it can be 

my primary focus and I feel like the head office does not fully understand’” (Maria, 2015, 

authors’ translation). Joanna describes another situation where she asked the employed 

leaders if the voluntary workers could get a bracelet each as thank you after every Members’ 

Day; however, this suggestion was denied. She was a bit disappointed as she thought this 

would be a nice reward to the 20-25 volunteer workers, as they do not get paid.  

 

4.3 The voluntary leaders 

We asked the respondents about their work assignments and it includes everything from 

planning, inventory, and volunteer applications, to making schedules, administrates the “Days 

of Pearling” and of course make sure everything runs smoothly. When it comes to defining 

leadership within a non-profit organization, Emma emphasizes on the importance of having a 

great commitment. She says it is the key ingredient of being a successful volunteer leader. 

She also says: “A volunteer leader should be aware of the fact that the volunteers work for 

free and are their by own will; hence I cannot be as demanding as if they were paid” (Emma, 

2015, authors’ translation).  Maria also stresses on the fact that it is crucial to treat people in 

the right way, given that they participate voluntarily. She tells us that she tries to set a good 

example to the other volunteers, constantly being on her feet and looking after everyone’s 

best interest. Further, she also explains how this gives her a good foundation as a leader, 

because if she does everything right, she can demand the same behavior from the volunteers 

she is in charge of; moreover, Maris’s definition of a leader is:  
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“A person who takes one step ahead of everyone else, yet perform 

the same job.” (Maria’s definition of a leader, 2015, author’s 

translation) 

	  

 Our third respondent, Joanna, also agrees with Emma and Maria according to the voluntarily 

aspect. She says that rather than being a “boss”, she uses a more coaching approach where she 

wants to set a good example, make the Member’s Day a nice atmosphere, and not forget to 

have fun. “”Ung Cancer” was created for a specific, serious reason; nevertheless, people are 

there because they share the same values and have a common commitment, this is not to be 

forgotten and the volunteers must have fun too and enjoy their time together as a group.” 

(Joanna, 2015, authors’ translation).  In 2011, the “Swedish Heroes Gala” who celebrates 

people who have made something extra for someone else during the previous year, rewarded 

“Ung Cancer” with the honoring price “2011 Year’s Enthusiasts”. The word “hero” is 

constantly recurring when reading, talking, and hearing about “Ung Cancer”. For Joanna, 

there is something very special in hearing the stories from all the heroes making the bracelets 

on the Member’s Days:  

 

“The reason why I do this is to hear the stories, to be apart of 

something amazing. I want to help the volunteers feel like heroes, 

because that is exactly what they are” (Joanna, 2015, authors’ 

translation).   

 

Thanks to voluntary leaders, and volunteers in general, money is raised to the members; that 

is the basic idea behind “Ung Cancer”. Activities are organized for members, meetings, 

rehabilitation camps, and obviously the year's biggest event - the "national convention". This 

event is every spring, it is the year's biggest event and a weekend where members from across 

the country get the chance to meet, socialize and be inspired. 

 

Digging a little bit deeper in the clarity in the role as a voluntary leader we find that the three 

respondents describes a change from when they started. Maria sees a change in her role as a 

volunteer leader. She explains a shift in management; where the new boss unfortunately was 

ignorance and wanted to transform the organization without really communicate with the 

volunteer leaders. Emma started as a voluntary leader a year ago and tells us there is a 

difference from when she started. She describes that there is a reorganization, with a new 
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regulatory framework, occurring at “Ung Cancer” at the moment. This leads to higher 

burdens, more work tasks, but also more clarity in what her role is. Maria tells us about an 

incident where the new boss, as mentioned above, told the voluntary leaders to do certain 

things without any previous knowledge if it was doable or not. She received clear instructions; 

however, the result did not turn out so well and a lot of volunteer leaders across the country 

lost some of their enthusiasm. 

 

 Joanna has been in the organization for a couple of years and has also experienced change, 

mainly in how voluntary leaders should run the Member’s Days. A lack of communication 

may arise as the head office give instructions that the voluntary leaders have to convey to the 

voluntary workers. It is hard for the voluntary leaders to set to much pressure on the other 

volunteers. She describes that more tasks have been added to her role, less possibility for 

debauchery, and more pressure to deliver results from the head office; however, the role as a 

volunteer leader has also become clearer, something she appreciate.   

 

4.4 The voluntary workers  

A couple of weeks after we had volunteered at the “Days of Pearling”, we got in contact with 

two of the voluntary workers since we wanted to hear their side of the story. We wanted their 

point of view, as well, to compare with the voluntary leaders whom we already interviewed. 

We meet up with Johan and Caroline, who both volunteer at the “Days of Pearling” in 

Stockholm. The voluntary workers, Johan and Caroline, are in their turn led by the voluntary 

leaders, Emma and Maria, who are the leaders in charge in Stockholm. We asked them how 

they look upon the voluntary leaders and if there is clarity in what they do and how they act 

towards the other volunteers. Caroline says she is very satisfied in how the leaders approach 

the workers “The voluntary leaders treat everyone equally and assumes that everyone is 

doing their job. Because we are all here voluntarily; that is because we do not get paid, 

people do what is expected of them” (Caroline, 2015, authors’ translation). 

 

 Johan started out as a voluntary worker this spring and think it has been a great experience 

“Actually I started volunteering to meet new people and get friends”. He continues by 

describing the leaders “It is obvious that they have guidelines that they must follow and that 

they need to pass on to us” (Johan, 2015, authors’ translation). In that sense he thinks that the 

voluntary leaders have a clear role “They are very consequent in their work due to the fact 

that the same rules apply for everyone at the Members’ Day when they delegate the day’s 
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work to us”, he continues by saying “as leaders they are structured and confidant” (Johan, 

2015, authors’ translation).   

 

Further, Caroline tells us that she has sometimes experienced the voluntary leaders a little 

stressed “if they are stressed you have to understand it and take a step back. I think they have 

some pressure from the head office and perhaps that is why they are stressed” (Caroline, 

2015, authors’ translation). Johan recalls a situation where some of the voluntary workers 

interfered when it came to the contact with the hotel's conference hostess (the one hosting the 

Day’s of Pearling), and everything became very messy. After a while one of the leaders 

stepped in and cleared up the situation. We asked Johan and Caroline how they think “The 

Day’s of Pearling” would work without a voluntary leader, whereupon Caroline thinks it 

would be unorganized. She mentions concerns about who would have the contact with the 

hotel and delegate the tasks “Even though we perform the same work and almost have the 

same work tasks, I think it is important that someone on site still has a leadership role” 

(Caroline, 2015, authors’ translation). Johan agrees and thinks it is important to have 

voluntary leaders, he also adds to the context that even though voluntary leaders are crucial 

for the “Days of Pearling” to run smoothly, the leaders must not forget that they are all taking 

part voluntarily and they must have fun while performing the work. Fortunately, he says, the 

voluntary leaders are there by the same premises so there is a mutual understanding between 

the voluntary workers and voluntary leaders.  

 

4.5 Decision-making and development opportunities 

“Ung Cancer’s” main focus is to help young adults struggling with cancer, or who has 

struggled with cancer, to improve their living conditions. They do this by creating meeting 

spots, inform and educate, and debate. All these things are the head office’s main focus; 

nevertheless, “The Days of Pearling” has become an extremely important factor since it raises 

a great deal of money when selling the bracelets on the website later on. Emma, Maria and 

Joanna have a lot of contact with the head office regarding questions that are raised. All three 

describes how the employed leaders gladly receive their input; however as much as they 

appreciate their opinions, they are not allowed to make any decisions concerning “Ung 

Cancer”. All three voluntary leaders interviewed are very honest with the fact that “Ung 

Cancer” is not their primary focus; hence they all describe that they have not as much power 

as the employed leaders.  
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Touching on the subject about development opportunities Joanna describes how there is not 

much room for example a promotion nor other career opportunities for voluntary work in 

“Ung Cancer”, but she does not consider that factor an issue “My development opportunities 

lies within focusing on my personality, having something great to put on my resume and, 

consequently, helping the volunteers feel like heroes.” (Joanna, 2015, authors’ translation). 

Emma and Maria agrees by saying that in regards of development opportunities the possibility 

for volunteer leaders, as well as for volunteers, to advance are few. Instead, the development 

occurs on a personal level, where the volunteers develop interpersonal skills and taking 

responsibility.  

5. Analysis 
 

5.1 Definition of leadership  

We have come to realize that there are almost as many definitions of leadership as there are 

leaders. Throughout this essay we have discussed a lot of different approaches and definitions 

of leadership. Yukl (2002) define leadership as the process where someone influences others 

to understand and agree on what needs to be done in the most efficient way. Additionally, we 

have come to the understanding and interpretation that our respondents emphasize on the 

importance of great commitment and strive for the same goals, specifically, they say, in the 

non-profit sector. Our respondents argue that commitment is the by far most important 

ingredient of being a successful voluntary leader. Drawing an analogy to transformational 

leadership theory, we can see that the theory emphasizes on the leaders need to broaden and 

elevate the interests of the employees (in this case the volunteers) and generate awareness and 

acceptance of the purpose and mission of the group, and thereby being committed to the 

purpose and the volunteers.  

 

Moreover, the respondents press on the significance of influence, especially in this type of 

organization since the volunteers are there by choice. The words “they are there by their own 

free will” is something we hear over and over again while talking to the voluntary leaders. 

Pretty quick, we got the idea that this is something the voluntary leaders put large weight on, 

and always seems to have on their mind when working with the volunteers. They stress on the 

fact that they need to be more accommodating than the employed leaders, who are harsher in 

their approach. Something the employed leaders can afford to be since the voluntary leaders 
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are offered a leadership role, a role that can be “taken away” if they misbehave or do not do 

what is expected of them. 

 

We can hereby see that the employed leaders can be connected to the transactional leadership 

theory since there is a form of transaction between the employed leaders and the voluntary 

leaders; that in form of a leadership role. However, the transactional leadership emphasizes a 

lot on the importance of clarifying what is expected, something that voluntary leaders also 

needs to do.  

 

The voluntary leaders explain that they cannot be as harsh since the volunteers are there by 

choice and can leave whenever they want. This also brings us to the transactional leadership, 

which might not fit that well together with being a voluntary leader since they cannot use 

“punishment” like firing someone, give lower wages etc. if they perform, or behave, in a non-

wishful way. This is something they believe the employed leaders can, and thereby they can 

also be harsher in their approach and demand.  

 

 Ekstam (2002) defines leadership by saying that it is not the position of leadership that is 

important, but the human behind it and his or her qualities. By comparing this statement with 

the two leadership theories (transactional and transformational leadership) we can see that 

they too believe in leadership being dependent on the personal qualities of the leader. They 

say that the leader either have the traits of transactional leadership, that of transformational 

leadership, or, that of a combination of the two.  

 

Consequently, the respondents mention important qualities as being organized, social, make 

your own decisions and behave in a way that earns respect. They, in accordance with Ekstam, 

believe these qualities are more important than holding the formal position of a leader. The 

respondents say that they use their personality to influence the volunteers; this leads us to 

believe Ekstams theory about the four cornerstones of leadership could be a useful 

supplement for us in trying to understand the personal traits of the leader.  

 

Ekstam has named “The Human” as the key brick, which we believe is a strong word that 

goes really well with the description of a voluntary leader. We have come to the conclusion 

that this model might not go that very deep into the understanding of voluntary leaders, but 

we can see that at least “The role model”, “Communicator” and the “The team-builder” are all 
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important traits of these leaders. These traits can also be connected to the transactional 

leadership theory, which therefore makes us believe that Ekstam’s model supports the 

transactional theory and the importance of being charismatic. We will hereafter, of course, 

explain in more detail how we came to this assumption.  

 

The traits “role model”, “communicator” and “team-builder” are all part of Ekstam’s model 

which first, and foremost, helped us construct our interview guide. These words later on made 

us realize that these are important traits of the transformational leadership theory as well. The 

theory emphasizes on the importance of being a charismatic leader, to inspire and involve, 

thus, being a role model. It also stresses on the importance of communicating and last but not 

least, on being a coaching leader and thereby also being a team builder.  

 

Our interpretation is as such, that we have come to understand the importance of being a role 

model in order to get the volunteers to do as you, as a leader, wish. We have come across the 

saying that “sooner or later all businessmen turn in to their boss”. We want to draw a parallel 

between this assertion and that of a voluntary leader; namely, when Maria says that she tries 

to behave in a specific way in hope that the volunteers will follow suit and do the same thing. 

However, we do not imagine the reason behind this is the wish of being a role model, but that 

of desire to influence the volunteers’ behavior and also that this brings them the authority to 

ask something of the volunteers.  

 

One of our respondents also says that she tries to act in a certain way, which is her best way, 

the cheerful and happy self, and try not to show her weaknesses or bad sides. When it comes 

to communication we make the interpretation that this is one of the absolute keystones of the 

volunteer leadership. With the right thorough communication, a lot of errors, 

misunderstandings, and arguments can be predicted and avoided, and well-executed work can 

be performed. The lack of communication, which the voluntary leaders informed us of, 

between them and the head office, lead us to the conclusion that this is something the 

organization needs to work on.  

 

According to a study by Ekstam (2002) 80% of the conflicts at a workplace arise du to lack of 

communication. We got the feeling during our interviews that the voluntary leaders do not 

always get the opportunity to express their opinions toward the employed leaders. From that 

situation, we interpret that, if the voluntary leaders would get the opportunities to be more 
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involved, since they are actually at the “scene” during the members’ days, they would actually 

contribute with some useful tips and pointers. There are of course different opinions regarding 

how much they would be able to contribute to the organization, but we have no doubts that 

everything concerning the “Days of pearling” would definitely benefit.   

 

When defining leadership, and in this context (within volunteer leadership), we think the term 

team-builder or coach is of great use. A team-builder is a great trait to describe one of the 

voluntary leaders we interviewed. They talk about team spirit and the importance of getting 

everyone to feel a part of the work they perform during the members’ days. However, an 

important part of being a team-builder is to get everyone to strive and work towards achieving 

the same goals, something the voluntary leaders express is something the volunteers already 

know.  

 

The voluntary leaders do not feel like they need to communicate this in words to the 

volunteers. They describe how every one of the volunteers they have encountered during their 

time working for “Ung Cancer” has had the willingness to co-operate. The voluntary leaders 

also share that they believe in a coaching approach to get everyone to feel that they belong, 

have a good time, and get the work done. We can also see a pattern that they like to use their 

role as a leader to approach the volunteers on a more personal level and make sure they are 

having fun. We can make out that they somehow exude a feeling that they see themselves as 

equals with the volunteers; they are after all, all there to volunteer for a common greater 

purpose.  

 

5.2 Perspective of volunteer leadership 

In our empirical data we saw that the voluntary leaders, which we have interviewed, believe 

that they, as voluntary leaders, have to behave in a certain way towards the volunteers, since 

the volunteers work for free and are there by choice. Having the right approach is of essence 

as a to harsh leadership role might be considered disadvantageous and scare the volunteers 

away.  

 

We have throughout our study come across the fact that there are big differences between 

NPOs, where normally all are equals, and FPOs, where there in more extent is a pre-given 

leadership hierarchy and more separated who is in charge; thus is the boss, over the others. 

Furthermore, we interpret that it is always a challenge to lead subordinates, regardless type of 
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organization; however, the voluntary leaders believe it is easier to lead subordinates than to 

lead equals, which they in this case of “Ung Cancer” believe the volunteers are. 

 

They express that voluntary leaders must always find ways in order to earn respect from the 

volunteers, since they cannot demand or force anyone to perform work tasks. To, by a 

transformational leadership approach, reach out to the voluntary workers by being a 

charismatic and inspiring leader and use a coaching approach is an important point of view 

that fits well with how a voluntary leader must act. Ekstam’s model compliments this 

statement well, where the idea of a leader who influence the workers’ (volunteers’) behavior 

by acting in such a way that they wish the workers to behave in, also fits well with a NPO.  

 

Furthermore, we conclude that idealized attributes and idealized behaviors (two parts of the 

transformational leadership theory) where the focus lands in that the leader earns respect, 

admiration and trust from their subordinates by carefully consider their needs above the 

leaders own, is something very important to the voluntary leadership. However, the voluntary 

leaders might not use this in the sense that they emphasizes on the importance to enlighten the 

volunteers of the values and believes of the organization, which is something the theory 

stresses. Instead the voluntary leaders believe that the volunteers already knows the values 

and believes of the organization, and in fact, is the reason behind why they are actually there.  

 

When defining leadership in non-profit organizations Rowold (2008) stresses on the fact that 

a leader in a for-profit organization can use for instance rewards and punishments as a 

motivating strategy, whereas a leader in a non-profit organization lacks that opportunity and 

instead must try to motivate the volunteers by being inspiring and address their underlying 

motives to work. We can illuminate a clear connection between his statement and all of our 

respondents who agree that this is one of the most difficult things of being a voluntary leader 

of volunteers. Our interpretations, which are that motivation and results are not obtained by 

using the reward system, is based on the response from all three of our respondents who says 

that it is sometimes hard to get the volunteers to do as they want since they cannot offer any 

wages or other rewards in exchange.  

 

An example of this, taken from our data collection, is when the voluntary leaders was not 

allowed to give a bracelet as a “thank you” and thereby as a reward for the day’s performance. 

The employed leaders at the head office said that every bracelet given away would be a loss 
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in income and also that this is not the purpose behind why the volunteers are involved in the 

first place and declined this proposal. Even so, this example could imply that the voluntary 

leaders would prefer to use a transactional leadership if it would have been possible.  

 

Although replies received from the qualitative study shows that result and efficiency is 

important, we believe that this organization indicates that a different type than transactional 

leadership, is beneficial. We can make this conclusion by the fact that the organization is 

dependent on the active involvement of its members in order to achieve results, however; 

results is not obtained by using the reward system, which constitute a large part of the 

transactional leadership. 

 

All organizations, whether they are for- or non-profit, requires leaders. However, it can be 

discussed what is required by a leader. We believe volunteer leadership differ in the sense that 

a leader in a non-profit organization requires certain attributes, since they cannot use for 

instance punishments nor rewards, or transactions such as wage increases or suspension for 

that matter, something we discovered in our study. Nevertheless, we revealed that there are 

psychological aspects where a voluntary leader can use other “rewards”, such as 

encouragement or by letting the workers take responsibility. A voluntary leader cannot 

punish, as mentioned, his or her volunteers; however they can act and mediate displeasure by 

communicating. They can also use themselves as role models when it comes to setting a good 

example, as a way of handling and prevent that the voluntary workers misbehave.  

 

Reward and punishment, i.e. attributes from transactional leadership, can always be found and 

applied to organizations, still, it manifests differently and it is important for a non-profit 

organization to know how they should handle these aspects since they cannot use “physical” 

rewards and punishments. We ask ourselves how a voluntary leader instead should act to 

attract, retain, motivate and delegate tasks in order to get all volunteers to listen. This is where 

we realized that the personal qualities come in handy; and from our study we find that a 

voluntary leader can reach out to the volunteers and lead by interacting and using his or her 

personality. Together with peoples’ common interest of the organization and their share 

values this can unite them as a team. We have come across that the person “behind” the 

assigned leadership role of a voluntary leader is of great importance. 
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5.3 Differences between employed and voluntary leaders 

Non-profit organizations, like “Ung Cancer”, are special in the sense that they have two kinds 

of leaders; that is employed and voluntary. As stated in the theory chapter there is a difference 

between being a boss and a leader. In this study we have concluded that the employed leaders 

are “bosses” over the voluntary leaders, which in their turn try to be good leaders towards the 

other volunteers by using different techniques.  

 

All of our interviewees state that there is a clear difference between the two leadership types, 

employed and voluntary, since the paid leaders need to deliver results and have a completely 

different responsibility; hence they believe there are higher demands on the employed leaders. 

One interviewee also points out the lack of understanding and communication between the 

two different leadership types.  

 

Further, our data tells us that the voluntary leaders cannot be as demanding towards the 

volunteers as if they were paid. Instead, one of the leaders uses a more coaching approach to 

reach out to the volunteers. Coaching others is a part of the transformational leadership; thus 

that is one reason to why we connect volunteer leadership to that particular theory. Still, there 

can be one or many ways to achieve results, the transformational theory says, and as we have 

seen in our empirical data and experienced by participation in reality that is true. Also, just to 

name an example, transformational leadership also occurs when leaders broaden and elevate 

the interests of their employees, when they encourage their employees to look beyond their 

own self-interest for the good of the group, and when they motivate people to do more than 

they had previously intended to do. 

 

Being an “ideal” or “the right” voluntary leader requires a number of more attributes than just 

being coaching; even using the word “right” in this sentence is complicated because there is 

no “right way”. Every singly leader must do what is the best way for that particular individual 

since being a voluntary leader, over volunteers, are so special due to voluntarily participation 

(among other things).  

 

So, we can see great influences of transformational leadership when it comes to a voluntary 

leader’s role; of course that is not the entire picture. We see a very practical way in the 

voluntary work were they work hard and set good examples, but, having insight in your 
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personality and using your personality is important because it is an easy and efficient way of 

engaging the volunteers. Just by engaging and letting everyone know what happens within the 

organization, a leader has come a long way; and for a voluntary leader we imply that this is 

very important because we believe they need to stress on the matters they can affect by just 

being themselves and use their, hopefully, great personalities.  

 

We have come to the conclusion that it in the case of “Ung Cancer” is complicated that the 

voluntary leaders do not have the NPO as their primary focus; thus they cannot put that big 

amount of time, as might needed, in order to fulfill all the organizations wishes and also the 

employed leaders ambitions and demands. One of the volunteers whom we spoke to 

addressed that she had seen some of the voluntary leaders stressed, which made us draw the 

conclusion that this is partly due to the lack of time and effort they put in their work, as also 

one of the voluntary leaders talked about the challenges in balancing a full-time job with 

being a voluntary leader.  

 

We where told that the employed leaders work full-time and do not always fully understand 

that this is not the voluntary leaders priority since they study or have another full-time job 

apart from volunteering for “Ung Cancer”. As Moraeus (2012) implied, it is important that the 

voluntary leaders, especially, in the non-profit sector remember that they have to motivate 

others and delegate tasks in order to involve others since they sometime may feel the need to 

do everything themselves.  

 

Going back to the importance of communication between each other in an organization, we 

think it seems like the employed leaders in “Ung Cancer” need to communicate better. We 

conclude this due to the displeasure from the voluntary leaders whom we interviewed. What 

needs to be addresses here though is the fact that we do not have the employed leaders point 

of view to take in consideration. Nevertheless, these two types of leadership are so different 

and the leaders have truly different individual interests; therefore, a lack of communication 

may arise.  

 

A final way of describing the difference from one of our respondents point of view is how the 

employed leaders, compared to the volunteer leaders, act towards the volunteers. The 

employed leaders have a “money-related” approach, as one of the other respondent agreed on, 
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whereas the volunteer leaders focuses more on being responsive with the volunteers and 

connecting with them on a personal lever.  

 

Moreover, Yukl describes an unequal relationship between leaders and employees. 

Leadership is defined depending on the purpose along with the leader’s individual interest. As 

all the respondents pointed out there is a clear difference in the employed leaders goals 

compared to the voluntary leaders; hence they practice different type of leadership. After 

interviewing the respondents, we draw the conclusion that all the respondents, in this case the 

voluntary leaders; adapt their leadership to the specific situation. This can be supported by a 

practitioner, namely Ekstam, who believes that leadership is moving away from being a 

position and type of personality to being more adapted to situations. 

 

At first sight, an employed leader could be associated with transactional leadership in the 

sense that an employed leader, just as in the concept of transactional leadership, builds upon a 

manager’s engagement in transaction with the employees. What does not add up though is the 

fact that the employed leaders cannot imply or propose to the voluntary leaders what 

compensation they will receive since there are not any. Due to this, an employed leader must, 

since they operate in a non-profit organization as mentioned before, apply other ways of 

reaching out to the voluntary leaders.  

 

In an organization like “Ung Cancer”, it is crucial that the employed leaders influence their 

followers, in this case the voluntary leaders, by developing and communicating a collective 

vision and inspiring them to look beyond self-interests for the good of the team and 

organization (Groves and LaRocca, 2011). We interpret, derived from our data, that 

difficulties exist in “Ung Cancer”, but what is not to be forgotten is the fact that some of our 

interviewees actually showed an understanding of the employed leaders’ way of acting in 

some extent; however, they need to work on communicating in the future, also due to the new 

regulatory framework that is being implemented at the moment. There is always room for 

improvement.  

 

5.4 Clarity in the role of voluntary leaders 

Another aspect we have come to realize is that it may arise tensions within a non-profit 

organization between different leaders, such as employed and voluntary. The organization we 

have conducted our study on is fairly new; thereby there are perhaps not throughout 
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guidelines for how the communication and the understanding between the two leadership 

types should take place.  

 

Since a voluntary role, whether it is a leader, worker or plain volunteer, is a role of a person 

who takes part by his or her own free will. Consequently they do not get paid, and it is hard to 

know what expectations the organization as a whole can demand from them. Our 

interpretation of what our respondents have told us leads us to believe that there is a lack of 

clear expectations from the organization on what the voluntary leadership should involve. 

However, we firmly believe that good communication is one of the key attributes because by 

communicating, mutual understanding can be born. Employed leaders have certain demands, 

which cannot override. How they choose to present this to the voluntary leaders, and how 

they in their turn, mediate this to the voluntary workers is the tricky question. 

 

All voluntary leaders interviewed agrees on the fact that their roles and work assignment lacks 

a certain clarity. They experience that their roles have become clearer over time, something 

caused by the current reorganization within the organization. This reorganization has, and still 

is, leading to more clarity in what their roles involve. However, one respondent explains with 

more depth how the change of management has made her work assignments as a voluntary 

leader clearer; still, she does not only view this in a good light. The new boss (since there has 

been a reorganization), went in with ignorance and the attitude that things where about to 

change, and that according to the boss’ view on things.  

 

The respondent told us that even though things might have become clearer, it is not 

necessarily doable. We feel as if some lack of clarity could be improved by communication. 

The respondent explains how she would have liked to see a more mutual respect and 

understanding. She felt like the new boss did not really have the previous knowledge, and that 

it would have been good if there were a dialogue about which things would actually work, 

and what might not have. Nevertheless, she looks at the new regulatory framework with 

positive approach. She explains how the new clarity in her role is something she appreciate, 

even though more pressure to deliver and more tasks have been added to her role.  

 

A transactional leader explains what is required from the workers and what compensation 

they will receive if they fulfill these requirements (Bass, 1990). This is not possible for the 

employed leaders to apply to the voluntary leaders since the voluntary leaders do not get any 
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compensation. Accordingly, the employed leaders must use a different approach; we feel that 

they need to press on awareness and acceptance of the purposes and mission of the group, 

which is one of the main reasons why they volunteer together, with using, as mentioned, great 

communication and mutual understanding.  

 

The new regulations in “Ung Cancer” may not have worked out as well as they thought, as 

some voluntary leaders according to one of our respondents, were frightened away. This is 

also something discussed in a previous chapter, where it is explained that the difficulties for a 

non-profit leader in an organizational shift is to retain the old enthusiasts. This is something 

our interviews have shown to be a difficult matter. However, it is probably important to make 

these changes in the organization and establish new regulations and continue the development 

within the NPO due to its continuous growth.  

 

6. Discussion and conclusions  
After our conducted interviews, research, and analysis we draw the conclusion that this 

organization function best with the combination of the two different leadership types. There 

are two reasons behind this statement. First and foremost the organization, seen from a 

hierarchical point of view, is structured so that the employed leaders have no contact with the 

volunteers; thus the voluntary leaders solely manage the contact with the volunteers. A 

contact that when asked, the voluntary leaders had a hard time imagining the employed 

leaders could have. Secondly, in the data we came across by our interviews, the voluntary 

leaders expressed that since they are volunteers themselves, and participate by the same 

premises as all the other volunteers, they are best suited for the task compared to the 

employed leaders who might not fully understand the aspect of voluntarily participation.  

 

The involvement of the volunteers, along with the employees' demands to deliver e.g. results 

makes “Ung Cancer” an NPO to be reckoned with. We have therefore concluded that the 

winning concept for this type of NPO is as following: the combination of employed and 

voluntary leaders, where the employees think results and numbers, whereas the volunteers 

emphasize on the personal level. This shows that leadership can, and is, adapted to situations 

in combination with personal qualities.  
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We are well aware that our study does not reveal if voluntary leaders are crucial or essential 

for a non-profit organization, and that an organization might work just as good without them. 

We do, however, know that the voluntary leaders in “Ung Cancer” truly believe they are, and 

we believe this must count as something.  

 

Even though we might not have generalizable results for leadership in NPOs, the smallest 

voice could have valuable input. From the beginning we assumed that everyone happily 

volunteered in “Ung Cancer” for “the Greater Purpose" without the leaders actually having to 

do something active to attract, remain and obtain the volunteers; however it turned out that the 

voluntary leaders really put a lot of effort into these issues.  

 

The importance of involving members are thus of greater importance than we initially 

assumed. We have also discovered that the voluntary leaders see a much clearer and richer 

explanation (from when they started) of what is expected of their role as a leader, in both a 

good and a bad sense. They appreciate that it has become easier to know what is expected of 

the work they perform; however, they would have liked to be a bit more involved in the 

process since they feel they have a better understanding of how the work they perform needs 

to bee executed in the best possible way. This brings us to the subject of communication, 

which is something we consider is of great importance in this (and all) organization(s).  

  

To succeed as a NPO, it is not only important to have a common interest and a clear vision; 

success in the organization is based on good leadership. We concluded that in a NPO personal 

qualities are more important than the position of being a leader, since there is a challenge to 

lead in NPOs due to voluntarily participation. A voluntary leader can, by setting a good 

example, influence the volunteers so that they perform what is expected of them, without, for 

that sake, feel the need to point out that they actually holds the position of a leader. 

 

Furthermore, we believe that transformational leadership is a good theory to apply on 

volunteer leadership. Transformational leadership highlights how a leader should be 

characteristic and inspiring, and how he or she should be interested and meet the emotional 

needs of each employee (in this case volunteer). Many of the voluntary leaders of “Ung 

Cancer” is or have been in the same situation as many of the volunteers, namely cancer, and 

can sympathize with them. The voluntary leaders have high expectations and want everything 

to function and that everyone has a good time, which is shown by their great enthusiasm, 
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commitment and coaching approach. All of which is characteristics of transformational 

leadership.  

  

Moreover, we are certain that decisions taken in the organization must be consistent with the 

members’ objectives. Performing leadership in nonprofit organizations is not about creating 

commercial objectives but to build commitment to peoples creativity and passion and a 

common desire for change and improvement. Further, to exercise influence and power in 

society, unite and lead the people in existential questions of life and thoughts related to our 

environment and health, “Ung Cancer” is a great example of this. People with common 

interests and values come together to influence and generate commitment in the big and the 

small in life. To communicate is also a valuable technique that is appropriate to use in an 

organization like “Ung cancer”, and for all organizations for that matter. It is of essence to 

obtain a good communication since the organization is dependent on the volunteer 

involvement. The huge amount of volunteers help raising a lot of money that later can be used 

to support the members. 

  

In this organization, we see that good leadership begets commitment and desire among the 

members. The voluntary leaders strive for the same consequent goal as the volunteers. They 

are committed and they adapt to ensure that all volunteers feel wanted and they never forget 

the fact that they all take part voluntarily. Due to this aspect, in this type of organization, the 

demands need to be set thereafter. 

 

6.1 Contribution 

We hope that our reflections and conclusions, shaped by our completed study, can lead to a 

deeper understanding and insight into non-profit organizations. We also hope that individuals 

who work in NPOs can benefit from this study when they have questions brought up at their 

work place that they need to take into account. Further, we wish to underline the importance 

of understanding communication as a key factor to maintain an active engagement from the 

leaders. We want to contribute to that all parts of the organization in order to understand the 

importance of both his and her own, but also the other party’s, importance to the organization.  

 

6.2 Further research 

By doing this study we realized how complex, interesting and different non-profit 

organizations are compared to for-profit organizations. We have during the study uncovered a 
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number of areas, which are of interest for further research. Since “Ung Cancer” is an 

organization that exerts different types of leadership, we think further research would benefit 

by including employed leaders as well, in order to get a more nuanced picture. Seeing that we 

examine leadership, and see future research opportunities within this area, we also recognize 

the importance of taking the volunteers’ perceptions of the different leader types in 

consideration as well. Furthermore, to see if the volunteer leadership of “Ung Cancer” follows 

the same pattern as other NPOs in Sweden, we suggest a comparative study, including two or 

more NPOs. We suggest further research in the area of leadership, within the non-profit 

sector, which would answer the question; “What is your opinion regarding the voluntary 

leaders, and are they important for the organization?” - from all individuals and positions 

within the organization.  

 

Additional suggestions on future research would be to study if there is a challenge for the 

employed leaders to control the voluntary leaders. We have come to understand that voluntary 

leaders themselves see a challenge in leading volunteers, but that they consider it easier to 

manage since they also are volunteering, and thereby are there on the same premises. It would 

thus be interesting to se how the employed leaders look at that matter.  
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Appendix 1 - Interview guide 
  

1. Vilken roll har du i organisationen? 

- Tilldelad titel, samt arbetsuppgifter 

 

2. Varför sökte du dig till Ung Cancer? 

- Var du tidigare medlem i Ung Cancer? 

- Om ja, till vilken grad var du aktiv, vad gjorde att du blev ledare?  

 

3. Har du en tidigare bakgrund som ledare?                                             

- Volontär ledare? 

 

4. Hur länge har du jobbat hos Ung Cancer? 

- Har du tidigare arbetserfarenheter av ideellt arbete? 

- Anser du att ditt jobb kräver tidigare erfarenhet av ideellt arbete? Ledarskap?  

- Svårigheter att leda just en ideell organisation?  

- Svårigheter med att styra de som jobbar ideellt? (Ni är där ideellt – de är där ideellt) 

 

5. Upplever du någon skillnad i ledarskapet hos de som är anställda och de som är volontära 

ledare? Använder ni er roll som ledare på olika sätt?  

  

6. Är det viktigt att ha volontära ledare i organisationen?  

- Skulle organisationen fungera utan? 

 

7. Anser du att det finns någon/några viktiga egenskaper i den här typen av organisationer? 

- Är det några speciella personliga egenskaper som är meriterande? 

 

8. Hur ser du på ditt ledarskap? 

- Vad tycker du är din viktigaste uppgift/roll? 

- Hur får du volontärerna att sträva efter samma vision som du? 

- Hur viktigt är engagemang? Går det att styra en ideell organisation utan engagemang? 

  

9. Vart finner du din motivation? 

- Vad motiverar dig i ditt dagliga arbete? 
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- Finns det någon speciell drivkraft bakom ditt arbete? 

  

10. Hur fungerar samarbetet mellan de ledarare som är anställda och dig (er) som är volontär 

ledare?  

 

11. Hur är din relation till volontärerna? (formell/informell/personlig) 

  

12. Hur ser du på tydligheten i din (er) roll som volontär ledare?  

- Har du (ni) tydliga instruktioner på vad din (er) arbetsroll innebär?  

- Upplever du några skillnader från när ni började på ung cancer?  

 

13. Ser du några utmaningar med att vara volontär ledare? 

 

14. Hur skulle ni definiera ledarskap?  

- Varför är ditt ledarskap viktigt i Ung Cancer? 

 

15. Hur mycket får du som volontär ledare vara med i beslutsfattanden? 

- Hur mycket får du (ni) vara med och planera och anordna saker?  

- Anser du att du (ni) får ta en stor arbetsbörda?  

 

16. Du har positionen som ledare, anser du att positionen är viktigare än dina personliga 

kvalitéer (personlighet)? 

- Hur utövar du ditt ledarskap? Använder du din position som ledare eller dina 

personliga kvalitéer?  

 

17. Uppför du dig medvetet på ett visst sätt som du vill att dina medarbetare/medlemmar ska 

anamma/efterlikna? 

 

18. Anser du att ni har en bra kommunikation mellan er som ledare (både volontära och de 

anställda) och till volontärerna (externt)?  

  

19. Hur gör du för att motivera andra för att nå gemensamma mål?  

- Anser du att medlemmarna är villiga att samarbeta?  

- Har du ett coachande approach?  
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20. Anser du att volontärerna arbetar i en sådan miljö att de finns möjlighet för dem att 

utveckla sina kompetenser?  

- Finns det utvecklingsmöjligheter för er volontära ledare? 

 

	  
 


