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ABSTRACT

Objective: The aim of this study was to design a volunteer management model for Iranian
sport federations.

Methodology: The present study is applied in terms of purpose and qualitative in terms of data
collection, which was conducted using the grounded theory method with the Glaserian
approach. The statistical population comprised experts (university professors), sports volunteers,
and operational managers of sports volunteering in Iran. A purposive sample of 15 experts was
selected from the statistical population. Data were collected using semi-structured interviews.
Results: Based on the three stages of the Preparation, Engagement, and Perpetuation (PEP)
model combined with the three-pronged framework, the structural, contextual, and behavioral
factors influencing each stage were presented as a thematic network. The first stage of the PEP
volunteer model is Preparation, which is critically important for identifying and recruiting
volunteers. The second stage is Engagement, which plays a key role in highlighting the
significance of volunteers' work. The third stage is Perpetuation (Sustainability), which is
essential for establishing an effective volunteer management system.

Conclusion: Ultimately, the structural, contextual, and behavioral factors affecting the
preparation, engagement, and perpetuation (sustainability) stages were presented in the form of
a thematic network. Following the delineation of the various stages of the model and the factors
influencing each stage, the overarching model was extracted from the integration of the PEP
model and the three-pronged framework.

Keywords: Voluntary Management; Grounded Theory Model; Three-Pronged Framework;
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Extended Abstract

Introduction and State of Problem
oday, in major sporting events, including sports federations, volunteers have
been considered as an essential part (Cuskelly et al., 2021). Sports volunteers
are people who voluntarily serve sports and recreational organizations and
thereby benefit themselves and the officials organizing the competitions
(Andam et al., 2009). In order to design a tool to measure the factors affecting
human resource productivity in lranian sports federations, they found that
identifying the factors affecting productivity and determining their amount using the designed
tool can be an effective step towards improving the level of human resource productivity in
federations. Given the weaknesses in Iranian sports volunteer management models and the lack
of a comprehensive model for managing sports volunteers in Iran, the aim of this study is to
present an appropriate model combining the three-pronged model and and PEP for managing
volunteers in Iranian sports federations.

Methodology

The present study is applied in terms of purpose and qualitative in terms of data collection,
which was conducted using the grounded theory method with the Glaserian approach. The
statistical population of the research includes experts (university professors) - sports volunteers -
operational managers in the field of sports volunteering in Iran and was selected based on
purposive sampling and snowball method based on relevant work experience and education and
criteria that indicate their rich information in the field studied, and they were interviewed until
theoretical saturation was reached. Sports management doctoral students were asked to help in
the coding process and three interviews were randomly selected and re-coded by them. Codes
that were similar in the opinion of two people were identified as agreement and dissimilar codes
as disagreement. Tools In the present study, the required information was collected from semi-
structured interviews, review of articles, books and upstream documents in the field of sports
volunteers. Finally, using the results obtained in the field of categories, the framework of the
categorization themes and finally the final research model were identified and interpreted. Also,
the reliability of the findings of this study, validity and reliability, was carried out through four
criteria (Lincoln & Guba, 1988), which include credibility, transferability, dependability, and
confirmability. The reliability criterion was achieved by conducting the research completely
until data saturation, presenting the data to the participants and asking for their opinions,
allocating sufficient time to conduct interviews, and also coding by several people. Reliability
of the data was achieved by systematic methods of grounded theory in collecting, accurately
recording the data, and analyzing and interpreting the data. The criterion of verifiability was
also achieved through careful selection of samples, presentation of evidence and findings to
informants and participants, use of technical and field notes, strategies to enhance theoretical
sensitivity, and avoidance of bias during the research. In this study, an attempt was made to
record the audit records of the research by explaining the details of the process of implementing
the thematic analysis along with drawing figures and diagrams about the formation and
evolution of the themes.
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Results

Based on the three stages of the Preparation, Engagement, and Perpetuation (PEP) model
combined with the three-pronged framework, the structural, contextual, and behavioral factors
influencing each stage were presented as a thematic network. The first stage of the PEP
volunteer model is Preparation, which is critically important for identifying and recruiting
volunteers. The second stage is Engagement, which plays a key role in highlighting the
significance of volunteers' work. The third stage is Perpetuation (Sustainability), which is
essential for establishing an effective volunteer management system.

Figure 1. The overall model resulting from the combination of the two PEP and three-pronged models

Discussion and Conclusion

In the present study, the PEP model combined with the three-pronged model has been the basis
for presenting a volunteer management model. Therefore, the analysis of the themes extracted
from the background and interviews was based on these two models. However, the most
important part of this study was the integration of the findings using the two main models used
in the study. In the research, considering the three main stages of the PEP model, namely,
preparation, involvement, and retention, based on the three-pronged organizational pathology
model, in each stage of the above model, there are structural, contextual, and behavioral factors
as factors that affect volunteering. These factors were presented separately for each stage. Many
of the themes extracted in the different stages of the PEP model overlapped with each other. For
example, in the preparation, involvement, and retention stages, having a specific plan and
program for managing volunteers is of particular importance. And it cannot be claimed that only
by having a specific plan and program in one of the above stages can volunteers be managed
well (attract, train, and retain). Zareian et al. (2025), micro-level factors (psychological and
skill-based) were most influential during preparation, while macro-level factors (cultural and
legal) dominated the perpetuation stage. Pilevar et al., (2019) in a study designed and explained
the volunteer model in Iranian student sports. Based on the research findings, 8 factors were
identified .Considering the nature of implementing sports programs in education in terms of the
need for human resources and the small cost and budget of this organization, the use of
volunteers and their optimal management can play an effective step in improving education
sports programs (Alehasan et al., 2010). In identifying the existing damages in the technical and
vocational education organization, including the three dimensions of process, structure and
environment, it was shown that the technical and vocational education organization of Kurdistan
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province is damaged in all three dimensions of process, structure and environment. In the next
step, according to the three stages of the PEP and triadic models, first the structural, contextual,
and behavioral factors affecting each stage are presented in the form of a network of themes,
and then the overall model resulting from the combination of the two models was extracted. The
first stage of the PEP volunteering model is preparation, which is of particular importance for
identifying and employing volunteers. The second stage in the PEP volunteering model is
engagement. This stage plays an important role in showing the importance of volunteer work
and volunteers, and the third stage in the PEP volunteering model is persistence. This stage is of
particular importance for creating an effective volunteering system, and in these three stages,
the structural, contextual, and behavioral factors affecting the preparation, volunteering, and
persistence stages are presented in the form of a network of themes. After presenting the
different stages of the model and the influential factors in each stage, the overall model resulting
from the combination of the two PEP and triadic models was extracted.

The results of qualitative research have little generalizability, so based on the results and
findings of the present study, it can be suggested that in relation to volunteer management in
Iranian sports federations, attention should be paid to the following issues to improve the
efficiency and effectiveness of employee volunteer management in sports federations.
Regarding the structural stage, three main methods can be predicted for educational needs
assessment, which will diversify educational programs. The needs assessment method based on
job analysis should be used to identify organizational tasks and competencies. In competency-
based needs assessment, first the job descriptions and competencies are defined precisely, and
then the difference in needs of each individual is analyzed and the type of competency is also
determined. Also, by creating specialized training working groups and identifying the training
committee, the main stakeholders in the training process can be involved in this process in a
targeted manner, creating a culture about the importance of training, systematic participation
through specialized working groups and committees, developing management systems,
redesigning the motivation system, flexibility in the training needs assessment system, and
designing a motivation system based on training outputs and not just inputs, this stage can be
improved to some extent. Regarding the background stage, the conditions and prerequisites for
needs assessment can be created, and in order to create the background, clear indicators must
first be defined for prioritizing training needs, and infrastructure expansion should be sought
accordingly, and continuous evaluation of the training process can partially resolve these
problems. These problems can also be largely resolved by providing training calendars to
employees, scheduling training courses appropriately throughout the year, and more precise
training planning. Regarding the behavioral stage, attention can be paid to determining the
needs assessment reference of the organizational unit and the responsible specialized working
group, explaining the needs assessment instructions in the regulations, setting up specialized
working groups, defining the tasks of the specialized working group and committee, defining
the tasks and steps of the needs assessment process, annual educational needs assessment of
specialized working groups, using different methods in specialized working groups for needs
assessment, holding training workshops, using different methods to build a culture of education,
and having a holistic view of the education process to some extent for improvement and
efficiency. Among the limitations related to research, we can mention the limitation of internal
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studies in the field of volunteer management by using the two PEP and three-pronged models;
The limitation of the researcher's control over preventing the interviewers from applying their
personal opinions in answering questions; the conditions are not the same for all interviewers in
answering questions; the possibility of different interpretations of the questions by interviewers
due to factors such as biases and lack of attention and precision.

Originality/Value

This article holds high originality value as it combines two well-known models, PEP and Trichotomy, to
present a new and indigenous model for volunteer management in Iranian sports federations. The present
study employs a qualitative approach and thematic analysis to collect rich data from 15 experts and
specialists, identifying structural, contextual, and behavioral factors effective in various stages of
volunteer management. The findings of this research not only fill the gaps in previous models but also
provide practical and applicable solutions for improving volunteer management in sports federations,
considering the specific cultural and organizational conditions of Iran. Additionally, by referencing
credible sources and conducting a comprehensive analysis of the findings, this article represents a
significant step toward the advancement of knowledge in volunteer management within the Iranian sports
domain.

Research Limitations/Implications

This study has several limitations. First, the qualitative nature of the research and its reliance on
interviews with a limited sample of 15 experts may restrict the generalizability of the findings. Second,
the subjective interpretations of participants and potential researcher bias in data analysis could influence
the results. Additionally, the study focuses on Iran's sports federations, which may limit its applicability
to other cultural or organizational contexts. Despite these limitations, the research provides valuable
insights into volunteer management by integrating the PEP and three-pronged models, offering a
framework for future studies. Practical implications include the need for structured volunteer programs,
policy adjustments, and cultural adaptations to enhance volunteer engagement and retention in sports
federations. Future research could expand the sample size, employ mixed methods, or test the proposed
model in different settings to validate its effectiveness.
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Figure 1. The conceptual framework of the research (composed of the PEP model and the three-pronged model)
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Table 1. Structuring of themes extracted from the interviews
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Table 2. Results from the fusion of the extracted themes using the triangular model and the PEP model
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Table 3. Matrix model resulting from the fusion of the extracted codes using the three-branch
model and the PEP model
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Figure 2. Overall model resulting from the combination of two PEP and three-branch models
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