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ABSTRACT
Received: 15 May 2026 This study aimed to identify the essential components and develop an integrated, context-sensitive
Accepted: 24 Aug 2026 model of a transformative school for Iranian primary education. This qualitative study employed

thematic analysis. The participants were 20 primary school principals, vice-principals, teachers, and
experts from the Department of Primary Education, selected through purposive sampling during the
Final Publication: 21 Mar 2027 summer of 2025 until data saturation was achieved. Data were collected through semi-structured
interviews and analyzed following Braun and Clarke’s six-phase thematic analysis procedure.
Maximum-variation sampling, member checking, expert review, detailed documentation of the
Keywords research process, and an audit trail were used to enhance the trustworthiness of the findings. The
analysis identified eight principal themes constituting the transformative school model: an optimal
physical and environmental school structure, an optimal physical classroom structure, instructional
schools, Educational structure, facilities, welfare facilities, an administrative and participatory structure, sports, artistic, and
extracurricular activities, optimal teaching and learning methods, and teachers’ professional
competencies. The resulting model indicated that a transformative school is founded on the systematic
education, Educational interaction of flexible, safe, and developmentally appropriate learning spaces; adequate educational
and technological infrastructure; desirable welfare, health, and sanitation conditions; and participatory
management. Diverse sports, artistic, cultural, scientific, and skills-based activities were also integral
to the model. Furthermore, active, inquiry-based, problem-based, experiential, collaborative, and
project-based teaching approaches, together with teachers’ subject-specific, pedagogical,
communicative, technological, assessment-related, socio-emotional, and professional competencies,
emerged as mutually reinforcing requirements for transformative primary schooling. Transformation
in primary schools is a multidimensional phenomenon that cannot be achieved through isolated
modifications to technology, physical infrastructure, or teaching methods. Instead, it requires synergy
among the learning environment, educational and welfare facilities, participatory administration,
curricular and extracurricular programs, innovative teaching practices, and teachers’ professional
competencies. Accordingly, the proposed model provides a locally grounded framework that may
inform the planning, policymaking, implementation, and evaluation of transformative initiatives in
Iranian primary schools.
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EXTENDED ABSTRACT
INTRODUCTION

Primary education is a foundational stage in which children’s cognitive, emotional,
social, moral, and physical capacities are formed. Educational experiences during this
period influence students’ attitudes toward school and learning, their academic trajectories,
and their ability to participate constructively in society. Nevertheless, the quality of
primary education cannot be attributed solely to the curriculum or the individual
performance of teachers. It emerges from the interaction among the school’s physical
environment, classroom organization, educational and welfare facilities, administrative
structure, teaching practices, extracurricular programs, and teachers’ professional
competencies. A transformative school should therefore be understood as a dynamic and
multidimensional system capable of improving its structures and practices in response to
students’ developmental needs and contemporary educational, social, and technological
changes.

The physical environment constitutes a central component of such a school.
Conventional classrooms, characterized by fixed furniture and teacher-centered
arrangements, may restrict movement, collaboration, inquiry, and active learning. Future-
oriented primary schools require flexible learning spaces that can be reorganized for
individual instruction, group work, project activities, and experiential learning. Evidence
regarding the remodeling of elementary schools indicates that the educational value of
flexible spaces depends on their alignment with instructional practices and users’
acceptance of new spatial arrangements (2). Physical transformation must therefore be
guided by educational purposes rather than architectural innovation alone.

Classroom dimensions, furniture, lighting, ventilation, acoustics, temperature,
accessibility, and safety can also affect students’ comfort, attention, and participation. A
mismatch between classroom furniture and children’s anthropometric characteristics may
produce physical discomfort and constrain effective engagement in learning activities (3).
Moreover, school grounds and green spaces may serve as instructional, recreational, and
restorative environments. Research has highlighted the potential relationship between
access to school green space and primary school children’s attention, suggesting that
contact with nature should be considered an educational resource rather than merely a
decorative feature (4).

Technological transformation represents another important aspect of contemporary
schooling. Interactive whiteboards, mobile devices, digital platforms, and artificial



intelligence can diversify learning resources, support feedback, facilitate collaboration, and
enable more personalized learning opportunities. However, providing equipment does not
automatically lead to meaningful educational use. Teachers’ acceptance and use of
interactive whiteboards are influenced by perceived usefulness, ease of use, facilitating
conditions, and contextual factors (5). Similarly, evidence concerning mobile devices in
primary classrooms indicates that their effects on literacy and numeracy depend on
instructional design, implementation quality, and teachers’ pedagogical guidance (6).

Consequently, teachers require competencies that extend beyond basic technical
skills. Digital competence includes the ability to select appropriate tools, create and
evaluate digital content, integrate technology into instruction, solve problems, and
facilitate students’ responsible participation in digital environments (8). The growing use
of artificial intelligence has further introduced the need for human-centered, ethical,
pedagogical, and professional competencies related to Al-supported education (7).
Teachers must also possess digital assessment literacy, including the ability to design valid
assessments, interpret digital evidence, provide constructive feedback, maintain fairness,
and make ethically responsible use of assessment technologies (9).

A transformative school also requires learner-centered teaching. Project-based
learning can engage primary students in authentic problems, sustained inquiry,
collaboration, and product creation, although its effectiveness depends on the quality of its
design and implementation (10). Differentiated instruction is equally important because
students vary in readiness, interests, learning pace, language, and support needs. Evidence
suggests that well-designed differentiation practices can contribute to improved cognitive
outcomes in primary education (11). Nevertheless, instructional innovation remains
dependent on supportive human relationships. Teacher empathy is associated with the
quality of teacher—student interactions and may contribute to students’ academic and socio-
emotional outcomes (12). Active student participation in whole-school initiatives can also
strengthen agency and belonging when students are provided with authentic roles and
meaningful opportunities to influence school life (13).

Leadership and administrative structures determine whether these physical,
technological, and instructional elements can operate coherently. Instructional leadership
directs attention toward teaching quality, professional support, and student learning (14).
Learning-centered leadership can further encourage teacher leadership by strengthening
teachers’ professional agency (15). Teachers’ participation in school decision-making is
also associated with stronger organizational commitment, indicating the importance of
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replacing excessively centralized administration with participatory structures (16). Such
participation allows schools to benefit from teachers’ practical knowledge and increases
ownership of educational change.

Finally, sustainable transformation depends on the recruitment, development, and
retention of competent personnel. Recruitment should consider the fit between individual
capabilities, professional roles, and organizational requirements (18). Continuous training
can improve human-resource performance when it responds to genuine professional needs
and is connected to workplace practice (17). Principals’ support for professional learning is
therefore essential, particularly because teaching quality is shaped by contextual conditions
and cannot be evaluated independently of the school environment (1). Although previous
studies have examined these components separately, an integrated and contextually
appropriate model for transformative Iranian primary schools remains insufficiently
developed. Accordingly, this study aimed to identify the essential components and
formulate a comprehensive, indigenous model of a transformative school for Iranian
primary education.

METHODS AND MATERIALS

This study employed a qualitative exploratory design and thematic analysis. The
study population included primary school principals, vice-principals, teachers, and experts
working in departments of primary education during the summer of 2025. Participants were
recruited through purposive sampling, with attention to professional relevance, diversity of
experience, and information richness. Sampling continued until the interviews provided
sufficient data and conceptual saturation was achieved. The final sample comprised 20
participants with relevant educational qualifications and substantial professional
experience in teaching, school administration, or primary education.

Data were collected through individual semi-structured interviews. An interview
guide was developed in accordance with the research purpose and reviewed by specialists
before data collection. The questions explored participants’ perceptions of the physical,
educational, managerial, technological, welfare, instructional, and professional
characteristics required in a transformative primary school. Probing questions were used
to clarify responses and obtain detailed accounts of participants’ experiences. With
informed consent, the interviews were digitally recorded and transcribed verbatim.
Interview durations ranged approximately from 41 to 54 minutes.

Data analysis proceeded concurrently with data collection. Each transcript was read
repeatedly to achieve familiarity with the data. Meaningful segments were identified and



assigned initial codes. Conceptually similar codes were compared, grouped, and organized
into preliminary themes. These themes were subsequently reviewed against the coded
extracts and the entire dataset. Overlapping themes were combined or differentiated, and
each final theme was clearly defined and named. The relationships among the themes were
then examined to construct the final transformative school model. Trustworthiness was
enhanced through maximume-variation sampling, participant review of selected transcripts
and codes, expert examination of the analytical process, detailed documentation,
continuous comparison between raw data and themes, and maintenance of an audit trail.
Participation was voluntary, informed consent was obtained, and confidentiality was
maintained throughout the study.

FINDINGS

The thematic analysis identified eight interrelated principal themes: optimal physical
and environmental school structure; optimal physical classroom structure; instructional
facilities; welfare facilities; administrative and participatory structure; sports, artistic, and
extracurricular activities; optimal teaching and learning methods; and teachers’
professional competencies.

The first theme emphasized flexible, multifunctional, safe, accessible, and
developmentally appropriate school spaces. Participants highlighted green areas,
interaction with nature, technology infrastructure, spaces for individual and collaborative
learning, and environmental qualities such as lighting, ventilation, temperature, and noise
control. The second theme focused specifically on classrooms, including sufficient area,
ergonomic furniture, flexible seating arrangements, appropriate visibility, effective air
circulation, acoustic quality, and opportunities to support diverse instructional activities.

Instructional facilities comprised libraries, laboratories, workshops, digital
resources, interactive equipment, teaching aids, and accessible materials suited to students’
age and learning needs. Welfare facilities included clean sanitation, safe drinking water,
appropriate nutrition environments, health-support spaces, rest areas, and facilities that
promoted physical and psychological well-being.

The administrative and participatory structure encompassed distributed
responsibilities, collaborative decision-making, teacher participation, student voice,
parental involvement, professional teamwork, transparent communication, and continuous
school self-evaluation. Participants considered these features necessary for developing
collective ownership of transformation.
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Sports, artistic, cultural, scientific, and skills-based activities formed another major
theme. These activities were viewed as integral to students’ comprehensive development
rather than peripheral additions to formal instruction. Optimal teaching methods included
active, inquiry-based, problem-based, experiential, collaborative, differentiated, game-
based, and project-based approaches. Finally, teachers’ professional competencies
included subject knowledge, pedagogical expertise, classroom management, assessment
literacy, communication, empathy, technological and Al-related capabilities, socio-
emotional competence, ethical responsibility, creativity, reflective practice, and
commitment to continuous professional development. The final model indicated that no
single theme independently constituted a transformative school; transformation resulted
from their coordinated and mutually reinforcing operation.

DISCUSSION AND CONCLUSION

The findings portray the transformative primary school as an integrated educational
ecosystem rather than a collection of isolated innovations. Physical design becomes
educationally meaningful when it supports active teaching, social interaction, safety,
accessibility, and children’s developmental characteristics. Similarly, technology
contributes to transformation only when it is accompanied by suitable pedagogy, ethical
awareness, technical support, and competent teachers. Welfare and health facilities also
form part of the learning infrastructure because students’ participation and concentration
depend on physical comfort, safety, and psychological security.

The model further demonstrates that educational transformation requires a shift from
centralized administration toward participatory leadership. Teachers, students, parents, and
administrators should be treated as contributors to school improvement. Such participation
strengthens responsibility, trust, professional agency, and the practical relevance of
decisions. Extracurricular activities should likewise be integrated into the school’s
educational mission because they provide opportunities for creativity, cooperation,
physical development, cultural engagement, and practical skill acquisition.

Teachers occupy a central position in the proposed model, but the findings do not
place the burden of transformation on teachers alone. Professional competence develops
within supportive organizational conditions, access to resources, constructive leadership,
collaboration, and sustained learning opportunities. Accordingly, reforms that focus
exclusively on changing teaching methods without improving the surrounding structures
are unlikely to produce lasting transformation.



In conclusion, a transformative primary school is a multidimensional and context-
dependent institution created through synergy among physical environments, classroom
design, instructional and welfare facilities, participatory administration, comprehensive
extracurricular programs, innovative teaching methods, and teachers’ professional
competencies. The proposed indigenous model offers a coherent framework for planning,
implementing, and evaluating primary school transformation in Iran and may assist
policymakers and educational administrators in moving from fragmented interventions
toward systematic, school-wide improvement.
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