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Abstract

This study aimed to identify the current status and develop and validate a comprehensive outsourcing model for educational
and research activities in secondary education in Tehran. This applied research employed an exploratory mixed-method
design. In the qualitative phase, a systematic literature review and semi-structured interviews with 19 university professors
and experienced education officials in Tehran were conducted using purposive sampling until theoretical saturation.
Qualitative data were coded through thematic analysis with MAXQDA. In the quantitative phase, the population included
all secondary school teachers in Tehran; 383 were selected through multi-stage cluster sampling. Two questionnaires—a
researcher-developed instrument and a standardized model validation scale—were administered. Content validity and
reliability were confirmed through expert review, content validity indices, and Cronbach’s alpha. Quantitative data were
analyzed using one-sample t-tests, confirmatory factor analysis, and structural equation modeling with SPSS and LISREL.
Results indicated that the current state of outsourcing educational and research activities in Tehran’s secondary schools is
slightly above the theoretical mean and considered acceptable (p <0.01). The final model showed strong internal and external
validity, with mean validation scores ranging from 4.10 to 4.65 and significance levels below 0.001. All model pathways—
including causal conditions, core phenomena, strategies, and outcomes—were statistically significant and supported.
Outsourcing serves as an effective strategy to enhance educational and research quality, reduce costs, and optimize resource
use. The validated model provides a robust framework for educational policymakers and school managers to plan and
implement outsourcing processes effectively in secondary education.
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Extended Abstract

Introduction

In recent decades, educational systems have faced increasing pressure to optimize resources, improve service
quality, and respond to complex and evolving societal demands. Among the innovative strategies adopted to
address these challenges is outsourcing, defined as the delegation of selected organizational tasks to external
providers who possess the necessary expertise and capacity to deliver them more effectively (Bansal, 2014).
While outsourcing initially emerged in industrial and manufacturing contexts, it has steadily expanded into
service sectors, including education, where it promises to reduce costs, enhance flexibility, and improve the
quality of teaching and support services (Bucki et al., 2019; Ishizaka et al., 2019). In the educational domain,
outsourcing encompasses a wide spectrum of activities, from instructional services and specialized training to
research support, extracurricular activities, and facility management (Spittle et al., 2022).

In the Iranian context, policy documents such as the Fundamental Transformation Document of the Education
System explicitly encourage the integration of external capacities to modernize and strengthen schools
(Fundamental Transformation Document of the Education, 2011). This emphasis reflects a global trend in
which governments and educational leaders are exploring partnerships with private and semi-private entities
to respond to resource constraints and align educational offerings with labor market demands (Hornbeck,
2019; Kurilova et al., 2019). However, successful outsourcing in education is not merely a transactional
process but a complex strategic decision that requires balancing cost-saving goals with the preservation of core
pedagogical competencies (Ishizaka et al., 2019; Zhang et al., 2025).

International studies have highlighted the benefits and potential pitfalls of educational outsourcing. For
example, research in China indicates that outsourcing can bring specialized expertise and innovation into
schools while increasing responsiveness to parental expectations and global standards (Ying & Wright, 2023).
In Oman, the work of Al Mugqarshi shows that outsourcing English language teaching not only affects
instructional quality but also influences social identity and cultural dynamics in educational spaces (Al
Mugarshi, 2024). These insights underscore the need for careful cultural and social adaptation of outsourcing
models. In Iran, empirical research has also identified promising outcomes alongside implementation
challenges. Farhangian and colleagues demonstrated that outsourcing sports activities improved the quality of
physical education programs in Sanandaj (Farhangian et al., 2020), while Sabzevari et al. reported significant
obstacles in vocational training outsourcing, including a lack of clear standards, insufficient skilled human
resources, and weak monitoring systems (Sabzevari et al., 2022).

Furthermore, the growing complexity of outsourcing decisions has prompted scholars to advocate for risk-
aware and evidence-based frameworks. Yazdani and colleagues proposed hesitant-fuzzy group decision-
making to manage uncertainties and avoid contract failure (Yazdani et al., 2021). In the Iranian public sector,
Navidi et al. developed conceptual models for outsourcing educational and research services, stressing the
importance of context-specific indicators and governance mechanisms (Navidi et al., 2018). However, despite
these contributions, a comprehensive, empirically validated model for outsourcing educational and research
activities at the secondary school level in Iran remains absent. Given the centrality of this stage in preparing
students for higher education and employment, and the policy emphasis on skill development and industry
partnerships (Fundamental Transformation Document of the Education, 2011; Kiany et al., 2024),
designing and validating a tailored model is both timely and necessary.

This study addresses this gap by systematically identifying the current state of outsourcing in Tehran’s
secondary schools and developing a robust model that reflects local needs while integrating international
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insights. By combining qualitative exploration with quantitative validation, the research responds to calls for
context-sensitive frameworks that consider legal, managerial, cultural, and pedagogical complexities
(Alizadeh & Torabipour, 2018; Mosca & Bordelon, 2017; Xiu & Ali, 2025).

Methods and Materials

This applied study adopted an exploratory mixed-method design. In the qualitative phase, a systematic review
of relevant literature and documents was conducted, followed by semi-structured interviews with 19 experts,
including university professors and senior officials from Tehran’s education system. Participants were selected
purposefully based on their expertise in educational management and outsourcing until theoretical saturation
was reached. Data were analyzed using thematic analysis and coded with MAXQDA software.

In the quantitative phase, the statistical population consisted of all secondary school teachers in Tehran. Using
multi-stage cluster sampling, 383 teachers were selected. Two instruments were employed: a researcher-
developed questionnaire based on the qualitative findings to measure internal validity factors and a
standardized model validation questionnaire. Content validity was confirmed through expert review and
content validity indices, while reliability was tested using Cronbach’s alpha and composite reliability
measures. Quantitative data analysis included descriptive statistics, one-sample t-tests, confirmatory factor
analysis (CFA), and structural equation modeling (SEM) using SPSS and LISREL.

Findings

The analysis of the current outsourcing status revealed that the perceived implementation level in Tehran’s
secondary schools is slightly above the theoretical mean, suggesting a moderately positive environment for
outsourcing educational and research activities. One-sample t-tests indicated statistically significant
differences (p <0.01) between observed and expected means across key components, including service quality,
cost savings, risk management, regulatory frameworks, educational needs, social attitudes, managerial factors,
and technological conditions.

The structural model developed from the qualitative phase demonstrated high statistical validity. Both internal
and external validity indices exceeded acceptable thresholds, with mean scores ranging from 4.10 to 4.65 and
significance levels below 0.001. Among internal validity dimensions, “sensitivity analysis” achieved the
highest rating (mean = 4.65), while among external validity factors, “research design” scored highest (mean =
4.35). Path analysis confirmed the significance of all hypothesized relationships: causal conditions positively
influenced the core outsourcing phenomenon (f = 0.739, t = 20.414), which strongly predicted strategic
approaches (B = 0.846, t = 21.549), and strategies in turn impacted outcomes (B = 0.785, t = 20.718).
Intervening and contextual factors such as managerial barriers and technological infrastructure also
significantly affected strategy formulation (f > 0.75, t > 20).

Graphical representations of the model paths illustrated the robustness and coherence of the proposed
framework. The model comprehensively integrates causal antecedents, contextual facilitators, mediating
managerial and social barriers, and resulting educational and social outcomes.

Discussion and Conclusion

The results confirm that outsourcing is no longer a marginal or experimental practice in Iranian secondary
education but a gradually institutionalizing approach aligned with global trends. The finding that current
outsourcing status is above average aligns with evidence from Kiany et al. showing growing acceptance of
external providers in language education (Kiany et al., 2024) and with Al Muqarshi’s work demonstrating the
responsiveness of educational outsourcing to social and cultural diversity (Al Muqarshi, 2024). The positive
evaluation of service quality and risk management reflects global insights that structured outsourcing can
enhance efficiency while preserving educational standards (Ishizaka et al., 2019; Zhang et al., 2025).
Validation of the proposed model underscores the importance of combining rigorous theoretical foundations
with context-specific evidence. Similar to the recommendations of Ghodrati et al. and Navidi et al., this study
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shows that a successful outsourcing model must include well-defined causal conditions, managerial
safeguards, and continuous quality monitoring (Ghodrati et al., 2022; Navidi et al., 2018). The prominence
of sensitivity analysis in internal validation resonates with Xiu and Ali’s caution regarding “gap” risks in
outsourced projects (Xiu & Ali, 2025). Moreover, the high ratings for research design and governance echo
Yazdani et al.’s emphasis on risk-informed, systematic decision-making (Yazdani et al., 2021).

Another key insight is the recognition of social and cultural dynamics. Acceptance by stakeholders, as
indicated by social attitude scores, reinforces the argument of Kiany et al. that trust and shared understanding
between schools and external providers are vital (Kiany et al., 2024). Studies like Al Mugqarshi’s and Ying
and Wright’s have similarly shown that cultural alignment and transparency can mitigate resistance and
enhance the perceived legitimacy of outsourced services (Al Mugarshi, 2024; Ying & Wright, 2023).

In practical terms, the study confirms that outsourcing can help secondary schools in Tehran address chronic
challenges such as resource scarcity, limited technical expertise, and the need for flexible and specialized
educational services. Positive educational and social outcomes, including enhanced service quality and better
preparation of students for the labor market, echo international findings by Hornbeck and Kurilova on the
benefits of integrating external partners into educational ecosystems (Hornbeck, 2019; Kurilova et al., 2019).
By offering a validated and context-sensitive model, this research fills a critical gap in the Iranian educational
management literature and provides decision-makers with a practical tool for planning, implementing, and
evaluating outsourcing initiatives. The model’s integration of causal, contextual, and strategic components
ensures that it can guide schools through a systematic and risk-conscious outsourcing process while remaining
adaptable to local cultural and regulatory realities.

Ultimately, this study demonstrates that thoughtful and evidence-based outsourcing is not merely a cost-cutting
tactic but a strategic pathway for educational innovation and sustainability. When grounded in comprehensive
models and adapted to local conditions, outsourcing can strengthen schools’ capacity to deliver high-quality,
relevant, and future-oriented education.
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