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INTRODUCTION

Volunteer teams are considered among the simplest administrative models
in terms of structure; however, at their core, they represent a miniature
version of formal organizations and institutions. They include many
,fundamental managerial elements such as planning, organizing, directing
.and controlling, despite differences in capabilities and resource levels

With the launch of Saudi Arabia’s Vision 2030, which carries strategic
directions to enhance the role of the non-profit sector, the Kingdom has
given significant attention to volunteer work, making it one of the pillars of
sustainable development. It has set ambitious goals, most notably
increasing the number of volunteers annually to reach one million
.volunteers

This direction is considered a natural extension of the deeply rooted human
and social values within Saudi society, reflected in the love of goodness, the
spirit of giving, and social solidarity. In this context, the Kingdom has made
systematic national efforts to support and organize volunteer work,
represented in launching several initiatives and programs
most notably:

The National Volunteer Work Platform:

An electronic platform that aims to connect volunteers with beneficiary
organizations and provide diverse volunteer opportunities aligned with
volunteers’ skills and interests, thereby enhancing the efficiency of
community participation.

The Volunteer Empowerment and Qualification Program:

A program dedicated to training and qualifying volunteers to acquire the
professional skills necessary to perform their roles effectively and
professionally.



:Volunteer Work Impact Measurement Program

This program focuses on evaluating the outcomes of volunteer
initiatives and measuring their contribution to achieving sustainable
.development goals

:Volunteer Partnership Program
-It aims to enhance integration among the government, private, and non
.profit sectors in order to unify efforts and support national initiatives

:Charitable Associations’ Initiatives

These associations implement such programs through various field
,projects, such as mass marriage initiatives, orphan empowerment
elderly care, and support for people with disabilities, thereby providing
real opportunities to serve the community and strengthen national
.belonging

Based on the above, volunteer teams, volunteers, and the entities that
support them have become fundamental pillars that the Kingdom is
keen to empower and sustain. This calls for advancing administrative
and organizational thinking within these teams to ensure alignment with
the desired national objectives. Here, the role of administrative
specialization becomes evident in regulating volunteer work, guiding
teams and volunteers toward sound decisions, and planning initiatives
systematically—thereby reducing wasted efforts resulting from lack of
.organization or weak management



Study Model

This research examines an applied model of a volunteer team in the city of
Jeddah, namely the Hattan Volunteer Team, which was selected after obtaining
official approval from its management to serve as a model for study and
analysis. The team is considered one of the largest volunteer teams in the
region. It was founded in 2019 as a small individual initiative that was originally
planned to last for only one month. The team began with approximately 250
volunteers and has since grown significantly, with the number of registered
volunteers currently reaching nearly 30,000, distributed across multiple and
.Sspecialized categories and levels

The team has an advanced organizational structure consisting of 22 internal
teams, including four specialized teams (Sports, Health, Arts, and Women'’s), in
addition to two higher-level departments: the “Sanad” Department, under which

ten supporting divisions operate, and the “Special Affairs” Department, which

.supervises 19 supporting projects

.The team has been distinguished by its flexibility and ability to adapt to crises
During the COVID-19 pandemic, its activities did not cease; rather, it continued
operating remotely, providing psychological and moral support initiatives and
directing positive messages particularly to healthcare sector workers, before
Jaunching even more strongly in the post-pandemic phase

The Team’s Administrative Framework

Contrary to the common perception that volunteer work justifies leniency in
,discipline and performance, the Hattan Team has, since its establishment
adopted the principle of excellence and commitment, inspired by Islamic values
that encourage quality in work. This has been reflected in its administrative
structure, as each internal team includes approximately 50 administrators
distributed across multiple leadership and supervisory positions. These include
the team leader and deputy, supervisors of supporting departments, and
divisions responsible for ideas, public relations, and design, in addition to
training programs and workshops aimed at qualifying volunteers and preparing
.them to assume future administrative roles



RESEARCH PROBLEM

The research problem lies in the presence of several challenges facing
volunteer teams, most notably:

1. Difficulty in attracting volunteers and maintaining their continuity.

2.Challenges in managing team members and coordinating efforts
among them.

3.The absence or weakness of an official umbrella supporting
communication with external entities.

4.Limited financial resources and operational budgets.

Research Gaps

Theoretical Gaps:

These are reflected in the limited scientific understanding of the nature of
volunteer teams within the local context and the characteristics of the
targeted community. There is also a need to simplify administrative
concepts to suit the diverse backgrounds of volunteers.

Practical Gaps:

These appear in the mechanisms for recruiting volunteers, implementing
organizational structures with flexibility, developing clear learning
methodologies, and establishing institutional relationships with official
and funding entities to ensure the sustainability of volunteer work.



RESEARCH SIGNIFICANCE

Theoretical Significance:

This research contributes to enriching the scientific literature related
to the management of volunteer teams and provides a guiding
framework that can serve as a roadmap for achieving organizational
stability and bridging knowledge gaps in this field.

Practical Significance:

It lies in presenting an advanced practical model of a successful
volunteer team and reviewing administrative strategies that have
been tested in practice, thereby enhancing the efficiency of
volunteers and volunteer teams and supporting the achievement of
one of the objectives of Saudi Vision 2030.



RESEARCH QUESTIONS

Main Question:

What is the impact of implementing modern administrative systems
on enhancing organizational efficiency and sustainable growth within
volunteer teams?

Sub-questions:

« To what extent does adopting organizational structures modeled
after the private sector influence the quality of outputs of volunteer
teams?

» How does a professional organizational environment contribute to
strengthening volunteer engagement and building an attractive
media identity?

« What are the key determinants through which administrative
governance influences donors’ and charitable organizations’
willingness to engage in partnerships and sponsorships?



RESEARCH OBJECTIVES

Main Objective:
To measure the effectiveness of administrative applications in
achieving organizational stability and operational excellence in
volunteer teams.

Sub-objectives:

« To identify the relationship between establishing administrative
structures and improving the efficiency of role distribution within the
team.

» To analyze the impact of administrative organization on volunteer
satisfaction and loyalty (both administrative and field volunteers).

 To investigate the role of governance and administrative
transparency in building institutional reputation among supporting
entities and strategic partners.



RESEARCH HYPOTHESES

Main Hypothesis:

There is a statistically significant relationship between the level of
internal administrative discipline within the team and its ability to
achieve external success and expansion.

Sub-hypotheses:

1. There is a positive relationship between the clarity of the
organizational structure and the achievement of strategic objectives
within volunteer organizations.

2. The quality of internal management is positively associated with
volunteer retention rates and enhanced motivation.

3. The likelihood of obtaining funding and sponsorship increases
with the maturity of administrative and financial systems
implemented within the team.

10



RESEARCH MODEL

The study examines the relationship between the independent
variable (institutional administrative applications) and the dependent
variable (performance and sustainability), as illustrated below:

1. Independent Variable

Institutional Administrative Applications:
« Structuring roles and responsibilities (organizational structure).
» Governance and transparency systems.
« Work environment and motivation (attractive organizational
climate).
* Professionalism in media and public representation.

2. Dependent Variable

Efficiency and Sustainability of the Volunteer Team:
» Success of outputs and initiatives.
* Volunteer retention and loyalty rates.
« Donor and external stakeholder trust (ability to attract
sponsorships).

11



RESEARCH METHODOLOGY

The study follows the Research Onion framework to ensure
methodological rigor:

Research Philosophy:

The study adopts a critical realist philosophy, aiming to understand
how administrative structures (as tangible phenomena) influence
volunteer behavior and team outcomes in real-world contexts.
Research Approach:

A deductive approach is employed, whereby general management
theories are used to test specific hypotheses within the case of the
“Hattan Team.”

Research Strategy:

A case study strategy is utilized, as it is the most appropriate for an

in-depth examination of the “Hattan Team” as a leading model within
the city of Jeddah.

12



Research Choice:

A mixed-methods approach is adopted, combining quantitative
analysis (questionnaires administered to volunteers) and qualitative
analysis (interviews with administrative leadership in “Sanad” and
special affairs departments).

Time Horizon:

A cross-sectional study, where data are collected at a single point in
time to assess the current status of the team and the impact of its
administrative practices.

Techniques and Procedures:

« Sample: A purposive sample of volunteers and administrators
from the Hattan Team (including members across multiple teams,
departments, and projects).

« Data Collection Tools: An electronic questionnaire distributed
across 22 teams, along with semi-structured interviews conducted
with senior management.

- Data Analysis: Statistical analysis using SPSS for quantitative
data, alongside thematic analysis for qualitative interview data.

13



CHAPTER TWO
LITERATURE REVIEW
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First: Chapter Introduction

The theoretical framework and previous studies constitute an indispensable scientific
foundation in any rigorous academic research, as they enable the researcher to situate
their study within its proper epistemological context and to build upon accumulated
knowledge in formulating hypotheses and interpreting results. From this standpoint,
this chapter reviews the scientific literature relevant to the main topic of the research:
“Administrative Applications in Volunteer Teams,” with a focus on their impact on
achieving success and institutional sustainability.

At the outset, however, it must be acknowledged that there is a limitation in specialized
sources that directly address administrative applications within volunteer teams as
independent organizational units. Despite the widespread attention given to volunteer
work in both Arabic and international literature, most studies tend to approach it from
educational or social perspectives, without giving sufficient attention to the internal
administrative and organizational dimensions of volunteer teams themselves.

Al-Saadi (2025) pointed to a “deficiency in the literature related to the administrative
aspect of volunteer work teams” (p. 176), which reinforces the need for a study such as
this one.

Moreover, the vast majority of available studies focus on the role of secondary schools
in promoting a culture of volunteerism, or on individuals’ motivations for engaging in
volunteer work. They do not address the questions raised in this research, namely:
How does the application of modern administrative systems affect the organizational
efficiency of volunteer teams? And what is the impact of internal governance on
sustainability and attracting supporters? One study explicitly described this gap, calling
for “further research on dimensions of volunteer work that have not yet been addressed
by researchers” (MAED Journal, 2025, p. 117).

Accordingly, this study adopts a synthetic methodology that draws on available
research in related fields—nonprofit management, the culture of volunteerism in
educational contexts, and the impact of administrative structures on institutional
performance—and analytically applies them to the case of field-based volunteer teams.
This approach is informed by the applied model represented by the “Hattan Volunteer
Team” in the city of Jeddah.

15



Second: Key Concepts of the Research Topic

1. Volunteer Work:

Volunteer work is defined in the scientific literature through multiple perspectives that
converge on a common core. Barzan (2017) defines it as:

“A non-profit activity performed without a predetermined wage; it is not a professional
or occupational task, but rather an activity undertaken by individuals to assist and
improve the well-being of others, including neighbors or communities in general”
(Barzan, 2017, p. 57).

Similarly, Barshid (2019) defines it as “the effort exerted by an individual or institution
voluntarily and by free choice, without worldly compensation in all aspects of life, in
service of society and its progress and prosperity” (Barshid, 2019, p. 200).

Al-Sarhan and Al-Jaraida (2016) emphasized the collective dimension of volunteer
work, noting that it “involves humanitarian efforts carried out by members of society
individually or collectively, fundamentally driven by willingness and intrinsic motivation,
whether conscious or unconscious” (Al-Sarhan & Al-Jaraida, 2016, p. 14).

From these definitions, it can be concluded that volunteer work encompasses three
essential elements: voluntary participation without obligation, absence of material
incentives, and directing efforts toward the benefit of society.

2. Culture of Volunteer Work:

The concept of the “culture of volunteer work” extends beyond individual voluntary
practices, referring instead to a system of values, beliefs, and attitudes that shape
collective awareness toward volunteerism. Ahmed (2014) defines it as “a set of
values, beliefs, attitudes, and knowledge that shape an individual’'s awareness and
behavior toward others and society as a whole, encouraging the allocation of time and
effort without expectation of material return, in order to achieve benefits for society or
for marginalized and needy groups, voluntarily and without coercion.”

Mullah (2018) added a developmental dimension to this concept, defining it as “the
acquisition of knowledge, values, and attitudes necessary for individuals to engage in
voluntary work without compensation, aimed at assisting members of society
according to their diverse needs” (Mullah, 2018, p. 332).

3. Volunteer Teams:

Volunteer teams differ from formal charitable organizations in terms of structure, size,
and funding; however, they inherently possess precise institutional characteristics.

16



4. Administrative Applications in Volunteer Teams:

By “administrative applications in volunteer teams,” | refer to the set of systems, tools,
and managerial practices derived from contemporary management thought and
applied in managing volunteer teams.

According to the research model of this study, these applications include four main
dimensions:

» Structuring roles and responsibilities through a clear organizational framework

« Governance and transparency systems that regulate internal and external
relationships

» Work environment and motivation that create an attractive organizational climate

» Professionalism in media presence and public representation of the team

These concepts are grounded in established administrative theory. Al-Saadi (2025)
emphasized that “school administration constitutes a central factor in shaping the
institutional climate and promoting a culture of volunteer work by strengthening the
relationship between the school and the community through various volunteer
activities, organizing conferences and seminars that serve the community, and
involving parents” (Al-Saadi, 2025, p. 188, citing Al-Mabrouk, 2017, p. 57). This
principle applies equally to field-based volunteer teams.

5. Organizational Efficiency and Sustainability:

Organizational efficiency and sustainability represent the dependent variable in this
study. In the literature, they are defined as the organization’s ability to achieve its
objectives by effectively utilizing available resources while ensuring long-term
continuity.

Al-Tuwaijri (2019) noted that “the importance of volunteer work stems from its focus
on human values, leading to skill acquisition and capacity development through
intellectual refinement. It highlights the positive role of participation in identifying
community problems, investing youth potential, encouraging responsibility, promoting
social solidarity, and fostering empathy through mobilizing human and material
resources toward beneficial social work” (Al-Tuwaijri, 2019, p. 84).

17



Third: The Relationship Between Administrative Applications in Volunteer
Teams and Team Success

This section addresses the main research question: “What is the impact of applying
modern administrative systems on enhancing organizational efficiency and
sustainable growth in volunteer teams?” From this, three sub-questions emerge and
are discussed sequentially.

3.1 The Impact of Organizational Structures on the Quality of Volunteer Team
Outputs:

This section answers the first sub-question: “To what extent does adopting
organizational structures—modeled after the private sector—affect the quality of
volunteer team outputs?”

The literature consistently indicates that clarity in organizational structure is positively
correlated with output quality. Al-Saadi (2025) found that the highest indicators of the
role of school administration in promoting volunteer culture were “the school
administration’s attention to extracurricular activities” with a mean of (3.90), followed
by “raising awareness of the importance of volunteer work through school bulletin
boards” with a mean of (3.89). This suggests that structured administrative systems
lead to clearer and more consistent outputs (Al-Saadi, 2025, p. 197).

Furthermore, Al-Jaloud’s study (2013, cited in Bisha’s study) highlighted that “the
absence of administrative regulations governing volunteer work in educational
institutions, the lack of dedicated volunteer management, and the weak of cultivating a
volunteer culture among students” are among the main obstacles to success (Al-
Jaloud, 2013, cited in MAED Journal, 2025, pp. 106—107). This implicitly confirms that
the presence of organizational structures helps address these gaps and improve
outcomes.

Similarly, Al-Zahrani (2013, cited in Bisha’s study) confirmed that “the level of school
leadership’s contribution to encouraging student participation in charitable volunteer
work was low,” and that this weak is directly linked to the absence of supportive
administrative structures (Al-Zahrani, 2013, cited in MAED Journal, 2025, p. 109).
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In contrast, the field model of the “Hattan Team” has demonstrated that an advanced
structure composed of 22 internal teams represents a sophisticated administrative
framework that ensures clarity, accountability, and specialization. This structure
contributed to increasing the number of registered volunteers from 250 at its
establishment in 2019 to nearly 30,000 volunteers, as mentioned in the introduction of
the research.

This remarkable growth serves as a direct indicator of the impact of organizational
structure on both output quality and expansion.

3.2 The Impact of a Professional Organizational Environment on Enhancing
Engagement and Building Media Identity:

This section addresses the second sub-question: “How does a professional
organizational environment contribute to enhancing volunteer engagement and
building an attractive media identity?”

Studies show that a positive organizational climate enhances volunteer loyalty and
continuity. Al-Ghaith et al. (2020, cited in Al-Saadi) confirmed that “the level of
contribution of school leadership in promoting volunteer work through community,
curriculum, and student activities was high” (Al-Saadi, 2025, p. 197), reflecting that an
organized environment fosters deeper and more sustainable engagement.

Similarly, Ali et al. (2021, cited in Al-Saadi) documented that “schools play a
significant role in volunteer work both internally and externally by promoting a culture
of volunteerism within the school and the community, and encouraging their members
to participate in school and volunteer activities” (Ali et al., 2021, cited in Al-Saadi,
2025, p. 190).

Regarding media identity, Al-Saadi (2025) observed that schools with a clear media
vision in promoting volunteerism achieve better results in attracting volunteers. This
aligns with the findings of Joseph and Karolisen (2019), who noted that “the real
motivation behind students’ inclination toward volunteer work lies in their strong
national values and their desire to contribute to the advancement of their country”
(Joseph & Karolisen, 2019, p. 230, cited in Al-Saadi, 2025, p. 189).

Such motivation is activated only when the team provides a media environment that
reflects its values and professionally highlights its contributions.
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At the level of field volunteer teams, a study by Bisha (MAED, 2025) indicated that the
use of school broadcasting programs—as a media tool—ranked first among leadership
roles in enhancing awareness and knowledge of volunteer culture, with a mean score of
(2.98). This was attributed to “school leadership’s awareness of the positive impact of
school broadcasting in developing students’ talents, increasing their knowledge,
broadening their perspectives, and making it a platform for competition in delivering the
best programs that promote awareness and knowledge of volunteer culture” (MAED
Journal, 2025, p. 115).

This insight directly highlights the importance of a professional media presence for
volunteer teams in building their institutional identity.

3.3 The Impact of Administrative Governance on Attracting Supporters and
Partnerships:

This section addresses the third sub-question: “What are the key determinants through
which administrative governance influences donors’ and charitable organizations’
willingness to engage in partnerships and sponsorships?”

The literature reveals that the maturity of administrative and financial systems is closely
linked to an organization’s ability to attract funding. Al-Saadi (2025) found that “the
requirements for secondary school management in promoting volunteer culture were
rated high, with a mean of (3.85).” Among the most prominent were “utilizing specialists to
train students in the necessary skills and knowledge for volunteer work” (mean 3.98) and
“organizing training courses to develop students’ volunteer skills” (mean 4.02).

20



Furthermore, Al-Harthi and Al-Madkhali (2020, cited in Al-Saadi) identified that “the lack
of a dedicated budget for training students in volunteer programs, the limited role of
media, and the scarcity of training programs” are among the major challenges facing
volunteer work at the secondary level (Al-Harthi & Al-Madkhali, 2020, cited in Al-Saadi,
2025, p. 190). The absence of these elements implicitly suggests that their presence
enhances the attractiveness of partnerships.

Conversely, the Bisha study (MAED, 2025) found that the weakest role of school
leadership was “organizing visits for students to explore the services of charitable
organizations in volunteer work,” with a mean of (2.41), rated as “weak.” This was
attributed to the fact that such activities require majority approval from the school activity
council, and that educational administrations do not provide financial support for such
initiatives, making them difficult to implement without sufficient resources (MAED Journal,
2025, p. 116).

Indicator 2: Volunteer Retention and Loyalty

Retention is a critical indicator of the organizational health of a volunteer team. Planty and
Regnier (2003, cited in the Bisha study) found that only 12% of youth volunteered
consistently across all survey periods over eight years, while 68% volunteered at least
once. The study also revealed a sharper decline among males, dropping to 29% in the
eighth year after high school graduation, representing a serious attrition trend (Planty &
Regnier, 2003, cited in MAED Journal, 2025, pp. 107-108). This significant decline in
continuity rates indicates that administrative weakness—rather than lack of willingness—
is the primary cause of volunteer dropout.

Indicator 3: Donor Trust and the Ability to Attract Sponsorships

This indicator is associated with the maturity of the team’s financial and administrative
systems. Al-Majthil (2023, cited in Al-Saadi) linked higher levels of students’ positive
attitudes toward volunteer work with its effectiveness in reducing negative behaviors,
suggesting that trust generated by professional administration produces societal impact
that encourages donors to invest in such teams (Al-Majthil, 2023, cited in Al-Saadi, 2025,
p. 191).
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Fifth: Chapter Conclusion

This chapter yields several theoretical and foundational conclusions that form the
conceptual basis for the remainder of the study:

First, the reviewed literature confirms that organized volunteer work requires a clearly
defined administrative system, and that its absence constitutes the primary obstacle to
sustainability and expansion. Al-Saadi (2025) identified key challenges, including limited
financial allocations for volunteer activities, heavy administrative workloads, and weak
coordination between schools and volunteer organizations (p. 199).

Second, administrative applications demonstrate a positive impact across three parallel
dimensions: improving the quality of outputs, enhancing volunteer loyalty and sustained
engagement, and building institutional trust with partners and donors. These dimensions
explain the transformation of the Hattan Team as a practical example that professional
management strengthens rather than contradicts the spirit of volunteerism.

Third, comparative findings reveal notable variation in the level of administrative
applications across volunteer entities. While Al-Saadi (2025) reported a high level in
Madinah (mean 3.58), the Bisha study (MAED, 2025) indicated only a moderate level
(mean 2.69). This variation confirms that administrative practices are a dynamic variable,
and examining their determinants represents a meaningful contribution to the field.

Fourth, the literature highlights a significant research gap in examining administrative
applications within field-based volunteer teams—such as the Hattan Team—supporting
the academic relevance of this study. It also underscores the need for applied models
that can inform the development of the volunteer sector in Saudi Arabia, particularly in
alignment with Vision 2030’s goal of reaching one million volunteers annually.

In light of the above, this chapter establishes the methodological foundation for the next
chapter, where theoretical questions will be translated into field-based measurement tools
applied to a sample of Hattan Volunteer Team members to address the research
questions and test the study’s hypotheses.
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