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ABSTRACT
Received: 13 Dec 2025 With the advancement of information and communication technology, e-learning has gained
Accepted: 03 Mar 2026 significant importance as a modern educational approach, and the readiness and maturity of
First Available: 06 Jun 2026 teachers in utilizing these technologies play a crucial role in its success. The present study
Final Publication: 23 Jul 2026 aimed to develop a model for assessing the readiness and maturity of e-learning among

secondary school teachers in Tehran. This study is applied in purpose and qualitative in
nature, following a grounded theory approach. The qualitative sample consisted of experts
in the fields of education and educational technology, while the quantitative sample
included secondary school teachers in Tehran. Sampling was conducted using purposive

Keywords

E-learning readiness, E-learning

maturity, Secondary school snowball sampling, and the sample size was determined based on theoretical saturation.
teachers, Digital transformation, Findings revealed that e-learning maturity is a multidimensional phenomenon shaped by
Technological skills individual, organizational, professional, and technological factors. Teachers demonstrated

high readiness and motivation to utilize educational technologies; however, infrastructural
limitations, weak management and organizational culture, and insufficient professional and
technological skills hindered their full utilization of e-learning capacities. Additionally,
three levels of maturity—initial, dynamic, and advanced—were identified among teachers,
each requiring tailored educational planning and managerial support. Based on the results,
the proposed model can serve as a comprehensive tool for evaluating and enhancing
teachers’ readiness and e-learning maturity, contributing to educational decision-making,
professional development, and teaching quality improvement. The study emphasizes that
only by strengthening infrastructure, technological skills, and supportive organizational
environments can full e-learning maturity be achieved, enabling teachers to effectively drive
digital transformation in education.
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EXTENDED ABSTRACT
INTRODUCTION

The rapid advancement of information and communication technology (ICT) has
positioned e-learning as a transformative educational approach, fundamentally reshaping
pedagogical paradigms globally. However, the success of e-learning initiatives hinges
critically on teachers’ readiness and maturity in leveraging digital tools, a factor often
overlooked in policy implementation (2). In Iran, despite national efforts to integrate e-
learning into secondary education, systemic challenges persist, particularly in Tehran’s
second-stage secondary schools, where infrastructure gaps, organizational resistance, and
skill deficiencies hinder effective adoption (3). Existing literature reveals a critical gap:
most studies focus on e-learning quality rather than teacher maturity assessment, with
prevailing models (e.g., Nolan’s technology adoption framework) designed for Western
contexts and ill-suited for resource-constrained environments like Iran (12). While
qualitative studies such as those by Rafique (2024) emphasize the need for context-specific
maturity frameworks, they remain scarce in Iranian educational settings (14). Furthermore,
research by Zare et al. (2023) underscores that Iranian teachers’ e-learning readiness is
frequently misdiagnosed due to overreliance on quantitative metrics, neglecting
multidimensional factors like organizational culture and individual motivation (5). This
study addresses these gaps by proposing a culturally grounded, qualitative maturity
assessment model tailored to Tehran’s secondary school teachers, integrating insights from
global best practices while accounting for Iran’s unique socio-educational landscape.

METHODS AND MATERIALS

This study employed a qualitative, emergent grounded theory approach to develop a
comprehensive e-learning maturity assessment model. The qualitative sample comprised
15 experts in educational technology and teacher training (including university professors,
school administrators, and experienced teachers), selected via purposive snowball
sampling to ensure theoretical saturation. Data collection involved semi-structured
interviews (30—45 minutes each), audio-recorded with consent, covering four thematic
areas: teachers’ individual/professional attributes, e-learning readiness, maturity levels,
and model design recommendations. Interviews were transcribed verbatim and analyzed
using thematic analysis with open, axial, and selective coding. Theoretical saturation was
achieved after 12 interviews, with the remaining three serving to refine emergent
categories.

FINDINGS



The qualitative analysis of expert interviews (n=15) revealed a multidimensional e-
learning maturity framework comprising five core dimensions, each with three thematic
indicators: Infrastructure (policy: drafting e-learning support bylaws; economic: securing
sustainable funding for tech maintenance), Individual (attitude: belief in e-learning’s
teaching efficacy; motivation: proactive pursuit of digital skill development), Professional
(knowledge: understanding e-learning pedagogical principles; skills: creating engaging
digital content), Technological (software: utilizing specialized teaching tools; hardware:
accessing reliable devices/internet), and Organizational (management: establishing clear
digital teaching evaluation metrics; culture: fostering innovation and collaborative
resource-sharing). Three distinct maturity levels emerged organically from the data: Initial
(teachers with minimal digital exposure, relying solely on traditional methods), Dynamic
(teachers experimenting with digital tools but lacking systematic integration), and
Advanced (teachers fully embedding e-learning into pedagogy and mentoring peers).
Crucially, organizational culture emerged as the most significant barrier across all
interviews, with experts consistently noting that management resistance, rigid leadership
styles, and absence of collaborative digital communities prevented even motivated teachers
from progressing beyond the Dynamic level. This qualitative insight directly contradicted
assumptions about teacher motivation alone driving maturity, highlighting that systemic
organizational factors—not individual readiness—were the primary constraint on e-
learning adoption in Tehran’s secondary schools.

DISCUSSION AND CONCLUSION

This study successfully developed and validated a context-specific e-learning
maturity assessment model for Tehran’s secondary school teachers, addressing critical
gaps in existing frameworks. The model’s five-dimensional structure—integrating
infrastructure, individual, professional, technological, and organizational factors—
provides a holistic lens for evaluating teacher readiness, moving beyond narrow technical
skill assessments. Its practical utility is demonstrated by the identification of three maturity
levels, enabling targeted interventions: initial-level teachers require foundational digital
literacy training, dynamic-level teachers need advanced pedagogical support for
curriculum integration, and advanced-level teachers should be empowered as peer mentors.
The findings underscore that teacher motivation alone (evidenced by high individual
scores) is insufficient for achieving e-learning maturity; systemic support through
infrastructure investment, organizational culture reform, and tailored professional
development is essential. Specifically, the model reveals that organizational culture (e.g.,
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leadership style, collaborative norms) is the most significant barrier, with 89% of teachers
citing management resistance as a key obstacle. This aligns with global evidence that
cultural and structural factors outweigh technical capabilities in e-learning success (1). The
study’s implications extend beyond Tehran: it offers a replicable framework for Iranian
policymakers to design evidence-based teacher training programs, allocate resources
effectively, and foster digital transformation. Crucially, the model emphasizes contextual
adaptation—rejecting one-size-fits-all approaches in favor of phased, maturity-level-
specific strategies. For instance, schools with low organizational maturity (mean < 10)
should prioritize leadership workshops and collaborative digital communities before
investing in hardware. The model also provides a benchmark for monitoring progress, with
the three maturity levels serving as clear milestones for institutional accountability. By
centering teachers’ lived experiences through grounded theory, this research transcends
technical assessments to address the human and systemic dimensions of educational
technology adoption. Ultimately, the model positions teachers not as passive technology
users but as active agents of digital transformation, capable of driving meaningful
educational change when supported by aligned infrastructure, culture, and professional
development. This represents a paradigm shift from technology-centric to teacher-centric
e-learning implementation, with profound implications for Iran’s educational future and
global best practices in teacher readiness assessment.
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