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MORE THAN ‘DOING GOOD’  – WHY FUNDRAISERS LEAVE AND WHAT WILL MAKE THEM STAY

Have you ever attended a conference session, and 
the speaker’s words ended up haunting you for 
decades to come?

For me, it happened at my very first fundraising 
conference, hosted by the Institute of Development 
Professionals in Education. In a packed conference 
hall, the plenary speaker had just concluded an 
excellent presentation on how to build long-term 
relationships with alums and donors. The speaker 
ended with a powerful rhetorical question: What 
is the greatest hindrance to building long-term 
relationships with supporters? 

The answer was fundraising staff turnover. Then, to 
drive the point home, they asked those who had 
been with their charity for more than five years 
to raise their hands. In a room with nearly 200 
fundraisers in it, there were barely a dozen hands 
raised.

As a new fundraiser, bright-eyed and bushy-tailed, 
I could not believe what I was seeing. Being very 
much in the honeymoon period of my career, I could 
never see myself leaving the charity where I worked. 
How could the others in the room abandon their 
beneficiaries and supporters? Did they not feel the 
same love and passion I felt for my charity? 

You will, of course, not be surprised to read that I no 
longer work at this charity. In fact, I did not make it 
past four years. To echo the words of Clara, one of the 
research participants, “I just got bored”.

But that conference speaker’s words have long 
lingered in my mind. Having met many wonderful 
colleagues, I know that we both care deeply  
about our work and value long-term relationships 

with our donors. I also know that we are all plagued 
by the issue of staff turnover, both in making 
decisions about our careers and in retaining talent 
within our teams.

This report – It’s About More Than Just ’Doing Good’ 
– is a significant step forward in understanding 
why, despite making a positive social difference, 
fundraisers change jobs frequently.

Hannah Kowszun’s research illustrates clearly that 
while pro-social motivation might draw a fundraiser 
to your charity, it is not enough to retain them. 
Instead, charities need to create an environment 
where fundraisers have more autonomy over their 
work and can develop and practice a wide range of 
professional skills.

It’s About More Than Just ’Doing Good’ should be a 
wake-up call for all of us involved in recruiting and 
managing fundraisers. Retaining fundraisers for 
the long haul is vital if we want to build lasting and 
meaningful relationships with our supporters. And the 
good news is, with modest investments in CPD and 
adaptability in our approach to managing fundraisers, 
we can turn the tide on fundraiser attrition.

Thank you, Hannah, for producing this valuable piece 
of research and allowing Rogare to publish it.

The next time a conference speaker asks how many 
fundraisers have been with their charity for over five 
years, I hope we will all be proud of the sea of hands 
raised. 

Stuart Chell
•	 Chief executive – Chell Perkins (Rogare Associate 

Member).

Foreword

www.rogare.netwww.rogare.net

http://www.rogare.net
https://www.facebook.com/groups/1536231339723915/
https://www.linkedin.com/company/81699239
http://www.rogare.net
https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
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Clara had six different fundraising jobs in her first 
seven years of work, none of them lasting more than 
two years. Helen moved into a new fundraising job, 
excited about the new opportunities it would provide, 
only to leave after nine months. These are not isolated 
cases when it comes to fundraisers changing jobs.

Research by XpertHR in 2022 that compared staff 
turnover across different sectors identified that 
nonprofits had one of the highest at 18.1 per cent. 
In contrast, private sector staff turnover was 11.7 per 
cent (Carty 2022). Why is staff turnover in the nonprofit 
sector so high? There are intuitive answers to this 
question, such as boom and bust funding cycles or 
time-limited project roles, but there may be other 
factors at play, not least the job itself and people’s 
experiences in the workplace.

In 2022, research was published that explored the 
interplay between turnover intention and length of 
time in a job for US fundraisers (Shaker et al.  2022). 
Of the 1,663 professional fundraisers surveyed, 20 per 
cent intended to leave their organisation, of whom 
seven per cent of these intended to leave fundraising 
altogether. The less time a respondent had spent 
in their current job, the more likely it was that they 
intended to leave.

In their 1997 book Fund Raisers: Their Careers, 
Stories, Concerns, and Accomplishments, Margaret 
Duronio and Gene Tempel found that female 
fundraisers were likely to have less time in their role 
than male fundraisers. This was also a finding in 
the CIoF’s Change Collective publication Missing 
Out: Understanding the Female Leadership Gap in 
Fundraising, where there was a four-year gap between 
the average years of experience for men compared 
with women (Breeze and Dale 2020). Considering 80 
per cent of the US fundraisers surveyed were women, 
it would be reasonable to assume that women are 
therefore more likely to show intention to leave.

1
Introduction – we know little about 

why fundraisers leave their jobs

The nonprofit sector in the UK employs approximately 
978,000 people (NCVO 2024). The sector is also 
heavily dependent on a volunteer workforce: 16.3 
million people volunteered through a group, club 
or organisation in 2020/21 (ibid). This is more than 
15 times the number of paid staff within the sector. 
For comparison, the paid workforce of the UK armed 
forces, both service and civilian personnel, was 
181,550 as of October 2023 (MoD 2024). Despite the 
size of this workforce – both paid and voluntary – there 
is less research into the experiences and motivations 
of employees within the nonprofit sector compared 
with the public and private sectors (McMullen and 
Schellenberg 2003; Schepers et al 2005).

Within the subset of the wider nonprofit sector are 
fundraisers – a unique category of job role that does 
not have an equivalent in either the private or public 
sector.  A simple search of Scopus, one of the largest 
multidisciplinary databases of peer-reviewed literature, 
using the keywords “fundraiser OR fundraising OR 
fundraise” AND “job satisfaction” returns only 14 
documents worldwide, of which only eight involve 
fundraisers in their research. This means that there is 
less robust, valuable insight into what factors might 
contribute to job satisfaction for people in fundraising 
roles. This also means that there are limited starting 
places for new research.

This paper summarises the research I undertook 
as part of a Master’s dissertation in organizational 
psychology at Birkbeck, University of London. It 
explores whether pro-social motivation, contact with 
beneficiaries, and the five constructs within the Job 
Characteristics Model (task significance, autonomy, 
feedback, task identity and skill variety) have an impact 
on job satisfaction and turnover intention among 
nonprofit staff in the UK. 

Hannah Kowszun
•	 Independent consultant.

With so little existing research to draw from, there’s a wider scope to consider what factors might affect 
fundraisers’ intentions to leave.

It is tempting to assume that salary is a motivating factor. In the 2022 report What Makes Fundraisers Tick, 
salary was identified as a consideration for where individuals chose to work next, rather than in their current 
role (Sargeant and Edworthy 2022). However, in Shaker et al.’s research among US fundraisers, there was no 
statistical significance to the relationship between respondents’ salary and their intention to leave either their 
current job or the fundraising profession (Shaker et al. 2022).

There was, however, a significant correlation between a lower number of paid staff and higher intention to 
leave fundraising, suggesting that burnout may well be a factor. This is something that Michelle Reynolds 
has explored in depth in Rogare’s most recent publication, Caring Too Much: The Burnout Dilemma Faced by 
Fundraisers, and the Emotional Toll of a Fundraising Career (Reynolds 2025). 

Job satisfaction is highly correlated with intention to leave, across many sectors and many types of job. It is 
also a more useful starting point for what might affect fundraisers’ experiences enough to motivate them to 
leave. This research therefore explores both the turnover intention and the levels of job satisfaction among 
respondents.

Fundraisers are unique to the nonprofit sector. This means that they are likely to have a unique working 
environment. I wanted my research to delve into this uniqueness, to identify factors that are bespoke to jobs 
in nonprofit organisations.

One of these is the very purpose of the organisation itself – positive social impact.

•	 Does the pro-social motivation of nonprofit staff, and fundraisers in particular, affect their job satisfaction 
and therefore their intention to leave?

The second factor is related to those the organisation serves – its beneficiaries.

•	 Does contact with beneficiaries/service users have an effect on job satisfaction and turnover intention?

The third factor is the job itself – how it has been designed; how it is experienced?

•	 In what way do the characteristics of a fundraiser’s day-to-day job affect their satisfaction and turnover 
intention?

My original research surveyed nonprofit staff at registered UK charities, not just fundraisers. Some of the 
findings were similar across the different job roles, while a few identified demonstrable differences between 
non-fundraising respondents (of whom there 201) and the 81 fundraising fundraisers who participated. 

2
What factors might affect  

fundraiser turnover?

https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
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2.1  Job satisfaction and turnover intention

Job satisfaction signifies, at its core, how happy you 
are in your job. There are many different validated 
scales that are used by researchers to measure this. 
There are also plenty of unvalidated scales used by 
organisations to gauge the contentedness of their 
staff. For this research I used three questions that are 
part of Hackman and Oldham’s (1974) Job Diagnostics 
Survey, which are scored from 1 (strongly disagree) to 
7 (strongly agree).

Turnover intention is less common within research, 
perhaps because it feels more instinctive to ask if 
someone is happy than whether they want to quit. I 
used three questions from two different scales: two 
from Cammann et al. (1979) and one from Mayfield 
and Mayfield’s ‘‘intentions to stay’’ scale (Mayfield and 
Mayfield 2007).

Findings
Across the board, job satisfaction among all 
respondents was high. The average for fundraisers 
was lower, at 4.89 (out of 7), compared with 5.23 for 
non-fundraisers, and had a slightly greater spread. This 
means there were fewer fundraisers clustered at the 
top end of the scale for job satisfaction. Considering 
how many more respondents were non-fundraisers 
than fundraisers, there is a suggestion that fundraisers 
may, in general, be experiencing lower job satisfaction.

Turnover intention in comparison was almost exactly 
the same distribution for both fundraisers and non-
fundraisers. It was bimodal, with peaks at the higher 
and lower levels, which indicated a relative split 
between people with high intention to leave and low 
intention to leave.

Despite these very different distributions, the 
correlation between job satisfaction and turnover 
intention was both high and statistically significant. In 
short, if you’re happy in your job, you’re more likely to 
want to stay. This sounds like an obvious conclusion! 
But it’s a useful one, because it means we can go 
into more depth on what might be influencing job 
satisfaction alongside an intention to leave. 

2.3  Pro-social motivation

[enables] employees to become aware of their impact 
and to redefine their work in terms of making a pro-
social difference” (ibid).

Job design itself is a far older concept, which focuses 
more on the tasks and structure of a job, and their 
effect on employee motivation. This is explored in 
more detail in section 2.4. To measure pro-social 
motivation, I used five questions from a scale 
developed by Grant and Sumanth (2019), scored from 
1 (strongly disagree) to 7 (strongly agree).

Findings
The pro-social motivation of all respondents was 
extremely high, with the average for both fundraisers 
and non-fundraisers measuring more than 6 out of 
7. It is reassuring to know that people who work in 
nonprofits are motivated to make a positive social 
difference.

Particularly striking, however, was the lack of any 
statistical significance, or effect, between pro-social 
motivation and job satisfaction, or turnover intention, 
among fundraisers.

This suggests that while fundraisers may be pro-
socially motivated to pursue a career in nonprofits, 
once in the job, it’s other factors that provide job 
satisfaction. 

Does the pro-social motivation of nonprofit staff, and 
fundraisers in particular, affect their job satisfaction and 
therefore their intention to leave? 

Pro-social motivation is, at its essence, the desire 
to protect and promote the wellbeing of others. It 
represents a wider category of behaviours, from 
altruism to self-interest, since the outcome of pro-
social behaviour is positive, regardless of the intention 
behind it.

A 2011 research paper compared the level of “social 
service” between for-profit and nonprofit employees, 
finding that – unsurprisingly – nonprofit respondents 
scored more highly (DeCooman et al. 2011).

Pro-social motivation as a construct specifically 
related to workplace behaviour was developed by 
the academic and author Adam Grant in his paper 
‘Relational job design and the motivation to make 
a pro-social difference’ (Grant 2007). He proposed 
a model of relational job design that attempts to 
explain the source of pro-social motivation for 
employees who wish to make a pro-social difference 
through their work.

His theory proposes that the motivation of employees 
can be influenced by the relationships inherent within 
the design of their job: “Relational job design…

‘The value of contact with 
beneficiaries for fundraisers is in the 
content of their work, rather than in 

contributing to their positive feelings 
about their job.’ 

2.2  Contact with beneficiaries

Does contact with beneficiaries/service users have an 
effect on job satisfaction and turnover intention?

It’s common, particularly among larger nonprofits, 
to ensure that fundraisers meet the people their 
nonprofit supports. One of the main benefits of this is 
to provide inspiration for explaining the value of the 
organisation’s work: encouraging storytelling that is 
underpinned by real life stories.

The equivalent in the commercial sector is ‘contact 
with customers’, which itself has limited research 
within work psychology. Since many jobs – or rather 
the kind of jobs that tend to be researched – do not 
involve direct contact with customers, this has not 
been a common theme in theories of job design and 
job satisfaction.

Findings
The distribution of responses related to contact with 
beneficiaries was relatively uniform, with no clear 
pattern. This was also the case for non-fundraisers. 
Some people have a lot of contact with beneficiaries, 
some have little, and the rest are somewhere in 
between.

As with pro-social motivation (s2.3), for fundraisers 
there was no statistical significance, or effect, between 
contact with beneficiaries and job satisfaction or 
turnover intention. However for non-fundraisers there 
was significance as well as a moderate effect size.

This suggests that perhaps the value of contact with 
beneficiaries for fundraisers specifically is in the 
content of their work, rather than in contributing to 
their positive feelings about their job. 

2.4  Job design
In what way do the characteristics of a fundraiser’s 
day-to-day job affect their satisfaction and turnover 
intention?

Job design is a concept in work psychology concerned 
with the tasks and structure of a job, and effect of these 
on employee motivation. 

One of the more established frameworks for job 
design is the Job Characteristics Model (Hackman 
and Oldham 1976). It was developed in the 1970s as 
a way of explaining how different factors in the design 
of a job affect intrinsic motivation of employees to 
contribute to job satisfaction.

Intrinsic motivation derives from internal satisfaction: 
enjoyment of the work itself, alignment with personal 

values etc. Extrinsic motivation derives from external 
factors: public recognition or credit, financial value etc.

The focus on intrinsic motivation within the Job 
Characteristics Model (JCM) translates well to the 
context of working in a nonprofit. Indeed, it is the one 
most commonly applied by researchers in nonprofit 
work psychology (Bassous 2015; Kettenbohrer, 
Beimborn and Eckhardt 2015; Knapp, Smith and 
Sprinkle 2017), and in several research papers by 
Adam Grant (Grant 2007, 2008; Grant and Sumanth 
2009).

One of the likely reasons for this is the inclusion of ‘task 
significance’ as a characteristic, which is more easily 
applied within a charitable or public sector setting than 
a private sector one.

https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
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3
How can we encourge  

fundraisers to stay in their jobs?

“I remember when targets were not being met, 
we were all put on the spot with the head of team 
going round the room interrogating why each of 
us hadn’t met our target yet.” 
Helen, professional fundraiser

The clearest finding from this research is that 
fundraisers who feel they have more autonomy in 
their job are more likely to stay in that job. In practice, 
this means allowing fundraisers to make their own 
decisions about how and what they do, trusting in their 
professional competence.

However, there can be a mismatch between a 
fundraiser’s perception of their autonomy and that of 
their manager. The survey questions used to measure 
Autonomy are available online here – www.rogare.net/
turnover – and could be used to set a benchmark for 
the level of autonomy a fundraiser currently feels in 
their job. There are two key aspects of a fundraiser’s 
job where the sense of autonomy – or not – can be 
most acute: target setting and activity planning.

Target setting
Setting of fundraising targets should ideally be 
a collaboration between fundraisers and senior 
management. However, this isn’t always the case and 
that can be to the detriment of a sense of autonomy.

The environment for fundraising is challenging at 
the same time as demand for charitable services is 

increasing. Fundraisers are acutely aware of this and 
want to help. 

If targets are set that are unachievable, this undermines 
fundraisers by not inviting their expertise and insight as 
part of the target-setting process. If their concerns are 
not taken into account and the targets remain, this not 
only undermines fundraisers, it creates a potentially 
hostile environment where fundraisers’ hard work is 
not rewarded with success.

Activity planning
Professional fundraisers should be best placed to 
advise and plan fundraising activities. However, there 
can be decisions made by others, including trustees 
and senior staff, that are imposed upon fundraisers 
and therefore feel out of their control, which 
diminishes their professional autonomy.

At a minimum, fundraisers should have the opportunity 
to explain the potential risks of an activity that they feel 
may not be best suited to the organisation. 

If the activity is greenlit without the endorsement of the 
fundraisers tasked with delivering it, then they will feel 
less responsibility for either success or failure.

In contrast, a fundraiser or fundraising team that 
is given full responsibility for how they choose to 
fundraise will be more invested in the potential for 
success. 

The role of pro-social motivation is front-weighted for nonprofit staff: the intent to have positive 
social impact inspires people to a career in fundraising; however, once in the job, its design is 
more important than any reminder that your work serves a greater purpose.

Nonprofits do not pay as well as many private sector or even public sector organisations, 
especially for entry-level roles. It can therefore be tempting to lean on positive impact as a tool 
for improving job satisfaction. There are, however, other ways of encouraging retention among 
professional fundraisers that cost little, but may have far-reaching results.

3.1  Fundraisers’ need for autonomy

The five characteristics that comprise the JCM for job 
design are:

•	 Task Significance – the degree to which the job has 
a substantial impact on the lives or work of other 
people, whether in the immediate organisation or 
in the external environment.

•	 Autonomy – the degree to which the job provides 
substantial freedom, independence, and discretion 
to the employee.

•	 Feedback – the degree to which carrying out the 
work activities required by the job results in the 
employee obtaining direct and clear information 
about the effectiveness of their performance. This is 
not the process of feedback from others, but from 
the work itself.

•	 Task Identity – the degree to which the job requires 
completion of a ‘whole‘ and identifiable piece of 
work; that is, doing a job from beginning to end 
with a visible outcome.

•	 Skill Variety – the degree to which a job requires a 
variety of different activities in carrying out the work, 
which involve the use of a number of different skills 
and talents of the employee.

I used the Job Diagnostics Survey developed by 
Hackman and Oldham (1974) to measure these five 
factors. Each factor has three questions, all on a scale 
of 1 to 7.

Findings
For fundraisers, four of the five factors were 
significantly correlated with job satisfaction, but 
only two of these were significantly correlated with 
turnover intention: Autonomy and Skill Variety.

Task Identity was the only factor that had no 
statistically significant correlation with either job 
satisfaction or turnover intention for fundraisers. 
However, there was significance with job satisfaction 
for non-fundraisers.

Task Significance was significantly correlated with job 
satisfaction but not turnover intention, and the effect 
size was not as large as for other factors.

This may be part of a similar equation for pro-social 
motivation and contact with beneficiaries: where 
fundraisers are already satisfied by the context of 
working for positive impact, there is less motivation 
from impact-affirming experiences within the job. 

This means that it is even more important for 
organisations and managers to ensure that the job 
itself is well designed, rather than relying on the 
goodwill of those employed.

Autonomy within the context of the JCM is 
operational – it represents the extent to which 
fundraisers feel like they have control and influence 
over the job they do and how they choose to do it. 

It could also represent the professional autonomy 
that fundraisers feel. This is the freedom of the 
fundraiser (or any professional) to act in what they 
perceive to be the best interest of their client, 
without their actions being prescribed or directed by 
someone outside the profession, including the client 
themselves (MacQuillin 2017).

The effect size of autonomy on both job satisfaction 
and turnover intention was strong. This suggests that 
fundraisers who feel they have a meaningful say over 
how they do their job will be less likely to want to 
move on. 

This effect size was also notably larger among 
fundraisers than non-fundraisers, particularly for 
turnover intention.

Skill Variety represents the difference between a 
job that involves doing the same routine things over 
and over again, and one that involves doing many 
different things, using a number of different skills and 
talents. It also represents the need to use high level 
skills rather than simple and repetitive tasks.

There was significant correlation and moderate effect 
size between Skill Variety and both job satisfaction 
and turnover intention among fundraisers, with a 
smaller effect size for non-fundraisers.

This finding suggests that fundraisers as a group are 
more motivated by variety in their job, as well as use 
of high level skills. 

https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
http://www.rogare.net/turnover
http://www.rogare.net/turnover
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3.2  Fundraisers’ need for variety and skilled work

“I left [charity] because I just got bored! I was 
eager to progress and get into a role where I had 
actual fundraising responsibilities.” 
Clara, professional fundraiser

Specialist and more technical knowledge in 
fundraising does not have as much prominence as 
it should, which Rogare has highlighted previously 
(MacQuillin 2017). When considering the risks of 
not retaining great fundraisers, it is worth exploring 
the extent to which fundraisers feel they are being 
stretched in their job.

One of the potential advantages of new technology 
and generative AI is reducing the number of repetitive, 
simplistic tasks within fundraising. The flipside is 
that fundraisers need to have the technological 
competence to set up automated or AI-enabled 
administrative functions well, a competence that 
Rogare has previously highlighted may be missing in 
general from the fundraising workforce (Koshy and 
Rogare 2024).

There should be more training at the tactical and 
operational level for professional fundraisers, 
alongside the relentless focus on leadership and 
management training.

Skills-based professional development
Self-determination theory posits that motivation relies 
on how well an employee’s need for connection, 
autonomy and competence are met in their work (Deci 
and Ryan 2012). Competence is not simply an ability to 
do the work, it represents mastery.

To achieve what feels like mastery requires 
intentionality. Professional development does 
not happen by accident, but by design – through 
investment of time and tailored support.

Skills-based professional development discussions 
explore which skills a fundraiser requires to do their 
job effectively, and the extent to which they feel 
they have mastered these skills. Where areas of 
development are identified, it is much easier to then 
plan ways to improve. These discussions should be 
integrated into appraisal and management processes. 

The matrix on p11 could also be used as part of the 
job design for recruitment: to identify which skills 
are genuinely essential in a candidate before being 
hired. The expectation would then be to structure a 
fundraiser’s further professional development over 
time, giving them the opportunity to experience 
mastery of their profession. 

3.3  Retention is about good job design, not just doing good
Fundamentally, the finding that pro-social motivation 
does not affect job satisfaction and turnover intention 
suggests that, as a sector, we should not rely on the 
intrinsic desire of staff to do good to retain them in 
their roles.

It is likely that people with higher pro-social motivation 
will seek out employment as a fundraiser, but this is 
not the reason they will stay. Similarly, although less 
starkly, encouraging fundraisers to feel that their role 
is meaningful will have some small positive effect on 
their levels of job satisfaction, but it is unlikely to be a 
strong motivating factor to stay in a particular job.

Fundraisers are in a job where they expect to make 
a positive difference, so that is the default position – 
lowering this could make fundraisers want to leave, but 
increasing it won’t make them want to stay.

We therefore have to look at other aspects of job 
design to identify more significant influences on 
fundraisers’ potential reasons for staying in their job.

Here are three suggestions for cost-effective ways that 
nonprofits could invest in their fundraisers for the long 
term.

Dual promotion tracks
More than 50 per cent of nonprofit staff work in an 
organisation with fewer than 50 employees (NCVO 
2024). This means that opportunities for promotion 
may arise rarely within an organisation.  Promotion 
tends to also be tied to managerial responsibilities, 
which means that progression within an organisation is 
dependent on additional income to pay for new roles. 

Research from Gallup suggests that only 10 per cent 

Skill description Competence/confidence 
level (low/medium/high)

Example of skill in practice

Adapts communication method according 
to stakeholders’ needs (internal and 
external)

Identifies and applies solutions to 
improve or solve challenges

Uses data to validate a proposal and/or 
evaluate an activity

Sets out a budget that is well-structured 
and justified

Identifies potential supporters using 
insight and evidence

Manages time effectively to meet 
deadlines and support colleagues

Builds effective relationships with 
stakeholders to achieve objectives

Utilises technology to save time, improve 
processes or work effectively

Adapts communication content and style 
to meet the needs of stakeholders

Articulate a/the case for support for the 
charity appropriately

[Include additional skills relevant to 
fundraiser’s role and responsibilities]

Fundraiser skills matrix

This matrix – which has been adapted in part from the list of skills for the fundraiser apprenticeship (Skills England 2025) 
– can be used to create good design and plan recruitment. While this is taken from the framework for apprenticeships, 
any competence framework – such as the one devised by the Chartered Institute of Fundraising (CIoF nd) – can serve as 
the basis for a skills matrix. This matrix is an example of the type of matrix that fundraising leaders ought to use to guide 
their recruitment and retention of fundraisers. However, any skills matrix used should be directly relevant to the job the 
fundraisers does; and while charities are free to use this matrix, they should only do so having assessed whether it meets 
the skills requirements fo the job. N.B. if you can’t provide an example of putting the skill into practice, then consider 
whether it’s: a) an essential skill for this person, and b) whether their competence/confidence level is right.

https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
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of people have a natural talent for managing people 
(Beck and Harter 2014). 

Dual promotion tracks have been developed as a 
way of retaining and investing in people who are not 
good at managing people, but who do have excellent 
technical skills (Happy 2023). 

The non-managerial promotion track breaks the salary 
ceiling between non-managrs and managers, allowing 
people who excel at the technical aspects of their job 
to be recognised for this in their job description, job 
title and salary.

This could be a powerful approach for nonprofit 
organisations to adopt in order to retain excellent 
employees without relying on growth in headcount. 

For organisations that do have a higher headcount, 
this could also be a valuable way of retaining 
excellent fundraisers who are less good at people 
management.

Continuing professional development
There are professions where continuing professional 
development (CPD) is mandatory every year. Anyone 
with a professional credential, such as chartership, is 
expected to invest in their learning each year as part of 
their commitment to professional standards.

At its heart though, CPD is about recognising that 
there is always more to learn, and time should be 
invested in learning.

For organisations that have an annual appraisal 
process, this is an ideal opportunity to explore and 
identify areas of potential learning. 

The framework for apprenticeships uses Knowledge, 
Skills and Behaviours (KSBs) as distinct areas for 
professional development. This could easily be 
adapted for a discussion about which KSBs a 
fundraiser would like to improve upon, and how.

There are many ways of learning: from structured 
teaching to informal coaching; from regular practice 
to reward bundling. It is the intention to learn that is 
crucial in professional contexts, along with targeted 
investment where needed.

Retention interviews
Why is it that we wait until someone’s exit interview to 
find out what they really thought?

Retention interviews, also known as ‘stay’ interviews, 
are an opportunity to learn how someone feels about 
their job and the organisation before their feelings 
lead to resignations.

The onus is on the employer to take the outcomes 
from the interview seriously. Employees will be more 
likely to be open if they trust that their feedback will be 
taken on board and acted upon.

There should be a structure to the interview, but it 
does not have to be formal. It could be conducted 
over coffee or on a walk. It should explore employees’ 
career hopes as well as their feelings about the 
organisation as a whole.

A retention interview is not a solution to potential 
resignations, but it can provide useful insight. The 
process itself can be motivating, and if done well it can 
contribute to a more open, trusting culture within an 
organisation. 

We often take it for granted that fundraisers are motivated to stay in their jobs because of a 
pro-social motivation – that what matters is work that has purpose. But while that may be a 
reason why they become fundraisers in the first place, it’s not a factor that keeps them in their 
jobs.

Fundraisers work at the nexus between supply and demand: if your nonprofit's purpose is 
not compelling, then fundraising itself is that much harder. Reminding fundraisers that the 
work they do has value is not new news! And it will not be enough to retain them when other 
aspects of their job are lacking.

While the role of fundraiser is unique to the nonprofit and commercial sectors, fundraisers are 
nonetheless just like members of every other profession in that they want autonomy over, and 
ownership of, the work they do, and to exercise a full range of skills in carrying out this work.

When it comes to tackling the retention crisis in fundraising, this is what we need to 
consider. Yes, fundraisers will always deserve remuneration commensurate with their level of 
knowledge, expertise and competence. But give fundraisers more control and invest in their 
skills, and they are more likely to carry on delivering for their chosen charity, rather than go 
searching for better.

This starts from before even recruiting someone into a role: what skills and knowledge are 
essential from day one, and what is your plan to intentionally develop this person’s skills over 
time? For people in more senior roles and with more experience: how can you empower 
them in their own professional development, what are you doing to show you trust their 
judgement and their decision-making? 

The interventions suggested above do not require heavy investment. Rather they require 
adaptability: a willingness to try different approaches and learn from what works and what 
doesn’t. It requires a cultural shift from hierarchy and control, to trust and support. 

4 Final thoughts
Fundraisers are adaptable;  

our approaches should be too
‘Professional fundraisers should be best placed to advise and 
plan fundraising activities. However, there can be decisions 

made by others, including trustees or senior staff, that are 
imposed upon fundraisers and therefore feel out of their 
control, which diminishes their professional autonomy.’ 

13
www.rogare.net

https://www.facebook.com/MagnumPhotos/videos/10154713480699831/
https://www.facebook.com/MagnumPhotos/videos/10154713480699831/


14

MORE THAN ‘DOING GOOD’  – WHY FUNDRAISERS LEAVE AND WHAT WILL MAKE THEM STAYMORE THAN ‘DOING GOOD’  – WHY FUNDRAISERS LEAVE AND WHAT WILL MAKE THEM STAY

www.rogare.net

References
Bassous, M. (2015). What are the factors that affect 
worker motivation in faith-based nonprofit organizations? 
VOLUNTAS: International Journal of Voluntary and Nonprofit 
Organizations, 26(1), 355-381.

Beck, R., and Harter, J. (2014). Why great managers are so 
rare. Gallup Business Journal, 25.

Cammann, C., Fichman, M., Jenkins, D. and Klesh, J. (1979). 
The Michigan Organisational Assessment Questionnaire. 
Ann Arbor, MI: University of Michigan.

Carty, Michael. (2022, May 26). Labour turnover rates: 
XpertHR survey 2022. XpertHR. https://www.xperthr.
co.uk/survey-analysis/labour-turnover-rates-xperthr-
survey-2022/166442/.

Chartered Institute of Fundraising. (nd). Competence 
Framework. https://ciof.org.uk/IoF/media/IOF/
Competency%20Framework/Competence-Framework-
Chartered-Institute-of-Fundraising.pdf?ext=.pdf.

De Cooman, R., De Gieter, S., Pepermans, R. and Jegers, 
M. (2011). A cross-sector comparison of motivation-related 
concepts in for-profit and not-for-profit service organizations. 
Nonprofit and Voluntary Sector Quarterly, 40(2), 296-317. 

Deci, E. L. and Ryan, R. M. (2012). Self-determination theory. 
Handbook of Theories of Social Psychology, 1(20), 416-436.

Duronio, M. A. and Tempel, E. R. (1997). Fund Raisers: Their 
Careers, Stories, Concerns, and Accomplishments. San 
Francisco: Jossey Bass.

Grant, A. M. (2007). Relational job design and the motivation 
to make a prosocial difference. Academy of Management 
Review, 32(2), 393-417.

Grant, A. M. (2008). The significance of task significance: Job 
performance effects, relational mechanisms, and boundary 
conditions. Journal of Applied Psychology, 93(1), 108.

Grant, A. M. (2012). Leading with meaning: Beneficiary 
contact, prosocial impact, and the performance effects of 
transformational leadership. Academy of Management 
Journal, 55(2), 458-476.

Grant, A. M. and Sumanth, J. J. (2009). Mission possible? The 
performance of prosocially motivated employees depends 
on manager trustworthiness. Journal of Applied Psychology, 
94(4), 927.

Hackman, J. R. and Oldham, G. R. (1974). The Job Diagnostic 
Survey: An instrument for the diagnosis of jobs and the 
evaluation of job redesign projects. New Haven: Yale U.

Hackman, J. R. and Oldham, G. R. (1976). Motivation through 
the design of work: Test of a theory. Organizational Behavior 
and Human Performance, 16(2), 250-279.

Happy (2023). The Importance of 2 Tracks For Promotion. 
https://www.happy.co.uk/blogs/the-importance-of-2-tracks-
for-promotion/. 

Kettenbohrer, J., Eckhardt, A. and Beimborn, D. (2015). A 
Theoretical Perspective on Meaningfulness of Work and 
the Success of Business Process Standardization Initiatives. 
Wirtschaftsinformatik Proceedings 2015. 37. https://aisel.
aisnet.org/wi2015/37.

Knapp, J. R., Smith, B. R. and Sprinkle, T. A. (2017). Is it the 
job or the support? Examining structural and relational 
predictors of job satisfaction and turnover intention for 
nonprofit employees. Nonprofit and Voluntary Sector 
Quarterly, 46(3), 652-671.

Koshy, C. (editor) and Rogare (2024). Artificial Intelligence 
and fundraising ethics – A research agenda. Portsmouth, UK: 
Rogare – The Fundraising Think Tank.

Kulik, C. T., Oldham, G. R. and Langner, P. H. (1988). 
Measurement of job characteristics: Comparison of the 
original and the revised Job Diagnostic Survey. Journal of 
Applied Psychology, 73(3), 462.

MacQuillin, I. R. (2017). Less than my job’s worth: Is 
fundraising a profession. And does it matter if it isn't. London: 
Rogare – The Fundraising Think Tank.

McMullen, K. and Schellenberg, G. (2003). Job Quality in 
Nonprofit Organizations. Ottawa: Canadian Policy Research 
Network.

Mayfield, J. and Mayfield, M. (2007). The effects of leader 
communication on a worker’s intent to stay: An investigation 
using structural equation modelling. Human Performance, 
20(2), 85-102.

Ministry of Defence (2024). Quarterly service personnel 
statistics 1 October 2024. https://www.gov.uk/government/
statistics/quarterly-service-personnel-statistics-2024/
quarterly-service-personnel-statistics-1-october-2024.

NCVO (2024). UK Civil Society Almanac 2024. London: 
National Council for Voluntary Organisations. https://www.
ncvo.org.uk/news-and-insights/news-index/uk-civil-society-
almanac-2024/workforce/.

Reynolds, M. (2025). Caring too much: The burnout dilemma 
faced by fundraisers and the emotional toll of a fundraising 
career. Portsmouth, UK: Rogare – The Fundraising Think Tank.

Sargeant, A. and Edworthy, K. (2022). What makes fundraisers 
tick. A study of identity, motivation and well‑being. Fort 
Augustus, UK: Revolutionise International.

Schepers, C., De Gieter, S., Pepermans, R., Du Bois, C., Caers, 
R. and Jegers, M. (2005). How are employees of the nonprofit 
sector motivated? A research need. Nonprofit Management 
and Leadership, 16(2), 191-208.

Shaker, G. G., Rooney, P. M., Nathan, S. K., Bergdoll, J. J. and 
Tempel, E. R. (2022). Turnover intention and job tenure of 
US fundraisers. Journal of Philanthropy and Marketing, 27(4), 
e1742.

Skills England (2025). Fundraiser.  https://skillsengland.
education.gov.uk/apprenticeships/st0887-v1-0. 

15
www.rogare.net

Appendix – Methodology 
This research – conducted as part of a Master’s degree in Organizational Psychology at Birkbeck College, 
University of London – explored the factors affecting turnover among UK staff at registered charities through 
a positivist lens. I used a quantitative methodology, employing validated scales developed by academics 
from previous research.  282 people (over 80 per cent of whom identified as female) responded to an online 
survey during April 2022. All were paid employees at a registered UK charity, and 81 respondents (29 per cent) 
described themselves as fundraisers. 

The research sample was broadly representative of the size of organisations in the sector, although there was 
greater representation among larger registered charities and less among the smaller ones. People responding 
to the survey were presented with a series of questions from different scales to measure pro-social motivation, 
contact with beneficiaries, the five factors within the Job Characteristics Model, job satisfaction and turnover 
intention. All were answered using a seven-point Likert scale.

Hannah has worked and volunteered for nonprofits for most of her professional life, 
specialising in fundraising, communications and strategy development. She has worked for 

charities both large and small, as well as being a trustee for charities with no staff at all.
She was part of the team at Macmillan Cancer Support that grew the World’s Biggest 
Coffee Morning from £7 million to £20 million in the space of two years. She also ran her 
first – and only – marathon in 2023 raising over £2,000 for charities supporting families 

with Down syndrome. Both were equally satisfying as a fundraiser. 

Motivated by her experiences as an employee, she gained a Masters in Organizational 
Psychology – the scientific study of human behaviour in the workplace. She is passionate about the potential 
for nonprofits to be better employers, inspired by their uniqueness rather than adapting approaches from the 
corporate sector. 

Hannah is currently an independent consultant, specialising in support for nonprofits. She is a very proud mum to 
Reya and a committed South Londoner. 

Contact Hannah via LinkedIn – https://www.linkedin.com/in/hannah-kowszun/
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