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Abstract

This study aimed to develop a conceptual model of cultural transformation in educational organizations by systematically synthesizing
qualitative research and identifying the principal knowledge gaps in this field. This qualitative study employed systematic and scoping
review procedures. The research population comprised domestic and international studies addressing cultural transformation in formal
educational organizations, ranging from schools to universities. Relevant studies were retrieved from credible scientific databases through
combinations of specialized keywords and selected using purposive sampling. The initial search yielded 150 articles. Following the
removal of duplicate and irrelevant records and the application of predefined inclusion and exclusion criteria, 47 articles were retained for
final analysis. Information concerning the concepts, antecedents, causal factors, dimensions, strategies, contextual conditions, intervening
factors, and consequences of cultural transformation was extracted. The data were then coded, categorized, interpreted, and synthesized
through qualitative content analysis. The synthesis identified eight principal categories: the concept of transformation, antecedents, causal
factors, transformation dimensions, strategies, contextual conditions, intervening factors, and consequences. The resulting conceptual
model comprised three interconnected layers. The input layer incorporated individual and organizational antecedents, including
motivation, personal capability, self-awareness, organizational culture, leadership and management, organizational structure, and
resources. The process layer encompassed value-development and value-leadership strategies, organizational strategies, and human-
resource development strategies, grounded in the fundamental assumptions of belief in God and ethical values. The outcome layer included
ethical, human, and managerial consequences. Identity and value-related challenges, inadequate value-oriented evaluation, structural
barriers, weak cultural governance, insufficient professional competencies, cultural resistance, limited stakeholder participation, and
socioeconomic constraints emerged as major intervening factors. Sustainable cultural transformation in educational organizations requires
a systemic, value-oriented, and multilevel approach that integrates individual and organizational antecedents, executable transformation
strategies, supportive contextual conditions, and ethical, human, and managerial outcomes.

Keywords: Cultural Transformation; Educational Organizations; Organizational Culture; Conceptual Model; Systematic Review;
Transformation Strategies; Contextual Factors; Intervening Factors.
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Extended Abstract

Introduction

Educational organizations are increasingly required to respond to rapid social, cultural, technological,
economic, and epistemological changes. The expansion of digital technologies, the diversification of learners’
needs, the growing importance of educational justice, and the transformation of teachers’ and administrators’
roles have challenged conventional models of schooling and educational management. Under these conditions,
organizational change cannot be limited to revising curricula, introducing new technologies, or restructuring
administrative processes. Sustainable transformation requires a fundamental reconsideration of the cultural
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foundations that shape organizational values, beliefs, norms, relationships, and patterns of behavior.
Organizational culture determines how members interpret change, how they respond to reform initiatives, and
whether newly introduced practices are genuinely institutionalized or merely implemented at a superficial level
(Asrifan et al., 2025; Fullan, 2020; Schein, 2017).

Culture in educational organizations is not simply a collection of visible traditions, ceremonies, or formal
regulations. It includes shared assumptions about education, leadership, authority, learning, ethics, human
development, and the social mission of educational institutions. These assumptions influence administrators’
decisions, teachers’ professional interactions, students’ participation, and the overall climate of schools and
universities. Accordingly, cultural transformation requires changes at both observable and underlying levels.
Altering structures without changing assumptions may lead to symbolic compliance, organizational resistance,
or the re-emergence of previous practices. Effective cultural transformation therefore depends on the capacity
of leaders to identify deep-seated assumptions, generate shared meaning, build trust, and align organizational
practices with desired values (Hacker, 2015; Schein, 2017).

Educational organizations have a distinctive cultural function because they do not merely transmit knowledge
and skills; they also shape identities, ethical orientations, social behaviors, and patterns of citizenship.
Curriculum content, teacher—student relationships, evaluation practices, disciplinary arrangements, and school
rituals all communicate cultural messages. For this reason, educational culture affects both internal
organizational effectiveness and the wider cultural development of society. Research has shown that
educational institutions must respond to changing student needs and to wider social transformations that
influence learners’ identities, expectations, and behavioral patterns (Dadashi & Alizadeh, 2020; Ebadi et al.,
2024). Thus, cultural transformation should be regarded as a strategic requirement for improving educational
quality and strengthening the social relevance of educational organizations.

The emergence of digital learning environments has further intensified the need for cultural change.
Contemporary learning increasingly occurs through networks, technological platforms, and distributed
knowledge resources. From a connectivist perspective, learning depends on the ability to establish and
maintain connections among individuals, information, and knowledge systems (Siemens, 2014). Digital
transformation therefore requires more than the provision of technological equipment; it demands new
professional competencies, collaborative knowledge practices, flexible decision-making, and a culture
supportive of innovation (Mohamed Hashim et al., 2022). International evidence also suggests that
digitalization can enhance access, personalization, and flexibility, but its educational benefits depend on the
organizational capacity to use technology equitably and meaningfully (Oecd, 2021).

Human resources remain central to this process. Teachers are not merely transmitters of information but
designers of learning, facilitators of interaction, ethical role models, and agents of organizational change. Their
professional competence, cultural awareness, motivation, and participation in decision-making substantially
affect whether reforms are accepted and sustained. Educational systems that invest in continuous professional
development and collaborative learning are better positioned to transform teaching and organizational culture
(Eden et al., 2024; Schleicher, 2018). Similarly, school leadership plays a mediating role between policy,
organizational values, and daily educational practice. Value-based and transformational leadership can
promote shared vision, participation, trust, and organizational coherence (Adibi et al., 2022; Lamaro et al.,
2024; Rostamaneh Najafabadi et al., 2022).

In the Iranian educational context, cultural transformation is closely related to the Fundamental Transformation
Document of Education and other high-level policy frameworks emphasizing Islamic—Iranian identity,
educational justice, comprehensive human development, and the central role of schools in moral and social
formation. Studies have indicated that the realization of these objectives depends on the coordination of
leadership, curriculum, teacher competencies, organizational culture, and social participation (Abbasi et al.,
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2023; Ebrahimi et al., 2023; Garavand et al., 2023). Cultural transformation in this context also requires the
institutionalization of such values as justice, honesty, responsibility, cooperation, dignity, and ethical
commitment in organizational structures and practices (Joodzadeh et al., 2021; Sadeghi et al., 2021;
Sharifzadeh et al., 2019).

Curriculum represents one of the most tangible mechanisms for translating cultural values into students’ lived
experiences. Models of moral education and Iranian—Islamic lifestyle curricula highlight the need to integrate
cognitive, emotional, behavioral, national, and religious dimensions (Abbaspour et al., 2019; Zarei et al.,
2024). Studies of Islamic educational environments also demonstrate that values become influential when they
are embedded in daily interactions, institutional routines, collective activities, and behavioral modeling
(Jannah et al., 2023; Shiddiq et al., 2024). At the same time, cultural transformation must remain responsive
to diversity, inclusiveness, and educational justice, particularly in multicultural and socially unequal settings
(Akinsuroju, 2025; Lahmar, 2020; Yazdani et al., 2025).

Despite the growing literature, existing studies remain fragmented. Some focus on leadership, others on
curriculum, values, technology, organizational structure, or professional development. The relationships
among antecedents, strategies, contextual conditions, barriers, and outcomes have rarely been integrated into
a comprehensive conceptual framework. Moreover, several studies have concentrated on universities or limited
organizational settings, reducing the applicability of their models across diverse educational institutions
(Jajarmizadeh, 2022; Sadeghzadeh et al., 2021a, 2021b, 2021c¢; Taremi et al., 2022). Therefore, the present
study aimed to develop a comprehensive conceptual model of cultural transformation in educational
organizations through a systematic qualitative synthesis of the available literature.

Methods and Materials

This study employed a qualitative systematic and scoping review design. The research population consisted of
domestic and international qualitative studies addressing cultural transformation in formal educational
organizations, including schools, universities, and other educational institutions. A purposive search strategy
was used to identify relevant publications in recognized Iranian and international scientific databases. The
search terms included combinations of cultural transformation, educational system, educational organization,
organizational culture, cultural management, value-based transformation, educational leadership, strategic
transformation, and quality improvement in education.

The initial search yielded 150 potentially relevant articles. Duplicate records and studies lacking a direct
relationship with cultural transformation in formal educational settings were removed. The remaining studies
were assessed according to predefined inclusion and exclusion criteria, including thematic relevance,
methodological quality, recency, clarity of findings, and attention to organizational or strategic dimensions of
transformation. Following screening and full-text assessment, 47 studies were retained for the final synthesis.
Data were extracted using a structured form covering study characteristics, conceptual definitions, antecedents,
causal conditions, cultural dimensions, strategies, contextual conditions, intervening factors, barriers, and
reported outcomes. Qualitative content analysis was then conducted. Relevant textual units were identified,
coded, compared, and grouped into subcategories and broader conceptual categories. Through continuous
comparison and integration, the relationships among the categories were interpreted and organized into a
systemic conceptual model consisting of input, process, and outcome layers. Contextual and intervening
factors were positioned around these layers according to their facilitating or constraining roles.

Findings

The analysis identified eight major categories: the concept of cultural transformation, antecedents, causal
factors, dimensions of transformation, transformation strategies, contextual conditions, intervening factors and
barriers, and consequences. These categories were integrated into a three-layer systemic model.
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The input layer included individual and organizational antecedents. Individual antecedents comprised personal
motivation, individual capability, self-awareness, ethical commitment, responsibility, empathy, and readiness
for change. Organizational antecedents included existing organizational culture, leadership and management,
organizational structure, organizational resources, institutional mission, and the quality of communication and
participation. These elements represented the initial capacity of an educational organization to enter and sustain
a cultural transformation process.

The process layer consisted of three main groups of strategies. The first group involved the development and
leadership of values, including strengthening religious and cultural identity, deepening ethical beliefs,
promoting justice, and aligning organizational behavior with declared values. The second group involved
organizational strategies, such as redefining institutional mission, revising structures, improving planning and
evaluation, strengthening participation, and coordinating resources and policies. The third group included
human-resource development strategies, such as specialized training, professional empowerment, cultural
competence development, motivational support, and the active participation of teachers and staff in
transformation initiatives.

The fundamental assumptions underlying the process layer were organized around two central axes: belief in
God and ethical values. These assumptions functioned as normative foundations directing leadership,
curriculum, relationships, decision-making, and evaluation. The transformation dimensions were further
classified into religious—political education, social—cultural development, transformational educational
leadership, and human-resource cultivation and improvement.

Contextual conditions were categorized into value-based ideal formation, socio-cultural conditions,
organizational conditions, and the quality of organizational infrastructure. Social, economic, cultural, and
technological circumstances influenced the feasibility and form of transformation. Supportive leadership,
adequate resources, professional competencies, digital infrastructure, and constructive relationships between
educational organizations and their communities facilitated the process.

The main intervening factors and barriers included value and identity challenges, particularly those related to
Islamic—Iranian identity; weak value-oriented monitoring and evaluation; structural rigidity; insufficient
cultural governance; limited managerial competence; inadequate professional development; cultural
resistance; weak stakeholder participation; socioeconomic constraints; and unfavorable individual conditions.
These factors could interrupt the connection between transformation strategies and desired outcomes.

The outcome layer included ethical, human, and managerial consequences. Ethical outcomes consisted of
stronger commitment to moral and religious values, justice, responsibility, and ethical conduct. Human
outcomes included improvement in social skills, critical thinking, problem-solving, individual development,
cultural identity, and responsiveness to students’ educational needs. Managerial outcomes involved value-
based leadership, improved administrative and technological infrastructure, systematic performance
monitoring, cultural management, and the development of specialized human resources.

Discussion and Conclusion

The findings demonstrate that cultural transformation in educational organizations is a systemic, multilevel,
and value-oriented process rather than a limited administrative intervention. The model indicates that
sustainable transformation begins with individual and organizational readiness, develops through coordinated
value-based, organizational, and human-resource strategies, and produces ethical, human, and managerial
outcomes. The effectiveness of this process depends on the interaction between internal organizational
capacities and external social, cultural, economic, and technological conditions.

The central role of individual antecedents suggests that cultural change cannot be imposed solely through
formal policies. Members of educational organizations must understand the meaning of transformation,
identify with its goals, and possess the competencies required to enact new practices. Similarly, organizational
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structures and leadership patterns must support dialogue, learning, participation, and experimentation. Where
organizational routines contradict declared values, transformation is likely to remain symbolic.

The findings also indicate that values must be translated into operational mechanisms. Ethical and religious
principles can influence organizational culture only when they are reflected in leadership behavior, curriculum
content, staff development, resource allocation, evaluation systems, and daily interactions. This alignment
between declared values and practical arrangements is essential for organizational trust and the
institutionalization of change.

Another important implication is that teachers, administrators, students, families, and local communities
should be regarded as active participants rather than passive recipients of transformation. Stakeholder
participation increases contextual relevance, strengthens ownership, and reduces resistance. Professional
development should therefore move beyond short-term training and become a continuous, collaborative, and
problem-centered process linked to the specific cultural challenges of each educational organization.

The three categories of outcomes show that cultural transformation should not be assessed only through
administrative efficiency or program implementation. Its success must also be evaluated through changes in
ethical conduct, human relationships, student development, justice, leadership quality, and organizational
learning. Accordingly, multidimensional indicators are necessary to monitor both immediate and long-term
consequences.

Overall, the proposed model provides an integrated framework for understanding how cultural transformation
develops in educational organizations. It connects antecedents, causal conditions, strategies, contextual
influences, barriers, and consequences within a coherent systemic structure. The model can guide educational
policymakers and managers in designing transformation initiatives that are value-oriented, context-sensitive,
participatory, and focused on sustainable human and organizational development.
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