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Abstract:

This study aimed to develop and validate a context-sensitive outcome-oriented educational management model for schools in Afghanistan.
An exploratory sequential mixed-methods design was employed. In the qualitative phase, the systematic grounded theory approach of Strauss
and Corbin was applied. Fourteen experts in education, management, social sciences, policy-making, and cultural studies were recruited
through purposive and theoretical sampling. Data were collected through semi-structured interviews and analyzed using open, axial, and
selective coding in MAXQDA 2020. Interviews continued until theoretical saturation was achieved. In the quantitative phase, a researcher-
developed questionnaire derived from the qualitative categories was administered to 14 experts. Face and content validity were examined
through expert judgment, and internal consistency was assessed using Cronbach’s alpha. Data were analyzed using the Shapiro—Wilk test,
one-sample t test, Friedman test, and Kendall’s coefficient of concordance. Qualitative analysis identified a “systematic and deepening gap”
as the central phenomenon and organized the model into causal conditions, contextual conditions, intervening conditions, strategies, and
consequences. One-sample t-test results showed that all model dimensions were significantly higher than the theoretical midpoint of 3.00,
and the overall model was statistically confirmed, t(13)=18.44, p<0.001. The Friedman test indicated significant differences among the
rankings of the model dimensions, ¥?(5)=61.72, p<0.001. Strategies ranked first, followed by consequences. Kendall’s coefficient of
concordance was 0.88, indicating a very high level of agreement among the experts regarding the relative importance of the model
dimensions. Outcome-oriented educational management in Afghan schools requires intelligent decentralization, accountable delegation of
authority, teacher empowerment, locally responsive planning, stakeholder participation, and supportive evaluation. Its implementation must
also include adequate resources and compensatory support for disadvantaged schools to prevent the further expansion of educational
inequalities.
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Extended Summary

Introduction

Educational systems are expected not only to expand access to schooling but also to transform educational resources,
organizational capacities, and instructional activities into meaningful and sustainable outcomes. The performance of a school
system cannot therefore be evaluated solely through the number of schools, teachers, enrolled students, or allocated budgets.
A more comprehensive assessment must consider the extent to which these inputs contribute to learning quality, educational
equity, student participation, professional competence, social responsibility, and preparation for further education and
employment. Contemporary perspectives on education have gradually moved beyond a narrow human-capital interpretation
toward a broader understanding that incorporates human capabilities, agency, social participation, and the real opportunities
available to learners (Baktymbet et al., 2021; Leoni, 2025). International evidence also indicates that years of schooling alone
cannot accurately represent the quality of human capital unless they are accompanied by reliable evidence of actual learning
outcomes (Angrist et al., 2021).

Outcome-oriented educational management provides a framework for linking educational inputs, activities, outputs,
outcomes, and long-term effects. Within this approach, organizational success is not defined by the formal implementation of
plans or the expenditure of allocated resources, but by the extent to which predetermined and socially meaningful results are
achieved. Results-based management therefore requires clear objectives, measurable indicators, defined responsibilities,
continuous monitoring, evidence-based decision-making, and the systematic use of feedback for improvement (Bhattarai,
2020). It is also closely related to performance management, which emphasizes that educational organizations should be
evaluated through a balanced combination of instructional quality, student learning, stakeholder satisfaction, organizational
development, professional learning, and efficient resource use (Sarkka, 2020). Accordingly, outcome orientation should not be
reduced to examination scores; rather, it should represent an integrated chain connecting educational policy, school-level
management, classroom practice, and individual and social outcomes.

The need for such an approach is particularly evident in Afghanistan, where education has been affected by prolonged
conflict, political instability, institutional discontinuity, population displacement, and resource scarcity. Conflict damages more
than physical infrastructure; it disrupts knowledge production, school attendance, teacher retention, students’ psychological
security, and public confidence in educational institutions (Sahar, 2026). Political developments after 2021 have also intensified
concerns regarding access, institutional autonomy, academic continuity, professional migration, and the long-term capacity of
the education system (Ahmadi, 2022; Alemi et al., 2025). Under such conditions, educational management cannot be based on
assumptions of stable resources, predictable policy, or uniform institutional capacity. It must instead be adaptive, context-
sensitive, resilient, and capable of preserving educational continuity while promoting minimum standards of quality and equity.

Afghanistan’s education system is also deeply influenced by political, ideological, cultural, and historical forces.
Educational policies during different periods have reflected changing conceptions of legitimate knowledge, national identity,

citizenship, religion, and social order (Eslami & Ahmad Hossein, 2024). Policy-making in religious and seminary education has
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similarly involved multiple formal and informal actors whose priorities affect educational objectives and institutional practices
(Momeni & Tavakoli, 2018). Globalization has further introduced new educational values, technologies, and curricular models,
while simultaneously producing tension between global expectations and local cultural traditions (Totakhil, 2021).
Consequently, a management model developed for Afghan schools must not be a direct transfer of frameworks created in stable
and resource-rich systems. It must be grounded in the country’s cultural, social, institutional, and economic realities.

Educational inequality constitutes another major challenge. Differences in family income, gender, geographical location,
language, access to technology, and cultural resources influence students’ opportunities to enter, remain in, and benefit from
schooling. Theories of cultural reproduction suggest that education systems may reinforce existing inequalities when they treat
unequal students as though they possess identical resources and opportunities (Ershadi, 2025; Jeeger, 2022). Gender inequality
in Afghanistan is particularly affected by the interaction of cultural norms, economic deprivation, security conditions, and
restrictive policies (Saiq, 2023). At the same time, locally acceptable educational solutions and community-based arrangements
may provide pathways for improving access, especially for girls, when they are accompanied by safeguards for educational
quality and rights (Elkahlout et al., 2026). An outcome-oriented model must therefore examine not only average school
performance but also the distribution of learning opportunities and results across different groups and regions.

School leadership, teacher quality, and organizational capacity are central to transforming resources into outcomes.
Educational management contributes to academic success by shaping the learning environment, organizing resources,
supporting teachers, and establishing a culture of responsibility and improvement (Esmaeili et al., 2024; Fathipour Mamoudan
et al., 2024). Conversely, excessive centralization, ambiguous responsibilities, limited managerial authority, weak evaluation,
and discontinuous planning reduce school effectiveness (Dastfal, 2025; Javanbakht, 2020). Teacher quality is equally
important, as instructional knowledge, classroom management, motivation, commitment, and access to professional
development determine the quality of students’ learning experiences (Amini, 2024). Experiences of teacher-education reform
in Afghanistan also demonstrate that sustainable change requires institutional continuity, leadership capacity, professional
support, and adequate resources (Wardak, 2022).

The effectiveness of educational management also depends on the relevance of curriculum and assessment to learners’ actual
needs. Competency-based education emphasizes clearly defined abilities, applied learning, performance assessment, and
alignment between education and real-life requirements (Alainati, 2021). Skill-oriented educational systems similarly prioritize
critical thinking, problem-solving, creativity, and employability (Taghavi et al., 2023). In Afghanistan, the gap between formal
education and occupational competence has been identified as a significant challenge (Hashimi, 2020). Furthermore, research-
oriented schools and learning organizations demonstrate that educational improvement depends on local evidence, professional
reflection, knowledge sharing, and the ability of school actors to identify and solve problems collectively (Palar et al., 2023;
Rasouli Tabar et al., 2024). Monitoring and evaluation are therefore most effective when they support organizational learning
rather than function merely as administrative control (Wafa & Muhabat, 2026; Welch & Wahidyar, 2020).

Despite the relevance of these perspectives, existing studies have generally examined educational leadership, quality
assurance, teacher development, educational inequality, technology, strategic management, or workforce preparation
separately. A contextually grounded model that integrates causal conditions, contextual characteristics, intervening factors,

managerial strategies, and expected outcomes for Afghan schools remains underdeveloped. Therefore, this study aimed to
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develop and validate an outcome-oriented educational management model for schools in Afghanistan through an exploratory
sequential mixed-methods approach.

Methods and Materials

The study employed an exploratory sequential mixed-methods design in which the qualitative phase preceded the
quantitative phase. The qualitative component was conducted using the systematic grounded theory approach. Its purpose was
to identify the central phenomenon, causal conditions, contextual conditions, intervening factors, strategies, and consequences
associated with outcome-oriented educational management in Afghan schools. Participants were selected through purposive
and theoretical sampling. Fourteen experts with relevant academic, managerial, research, or professional experience in
education, public administration, educational sciences, sociology, law, political science, Islamic studies, and cultural studies
participated in the interviews. The sample included university faculty members, researchers, school administrators, educational
officials, and members of scientific and cultural institutions.

Data were collected through in-depth semi-structured interviews lasting approximately 45 to 70 minutes. Interviews
continued until theoretical saturation was reached, meaning that additional interviews no longer generated substantively new
concepts or relationships. The interview protocol addressed the meaning of educational outcomes, structural and cultural
barriers, managerial weaknesses, the role of teachers and school leaders, resource allocation, evaluation mechanisms, locally
responsive planning, and the consequences of management reform. Interviews were recorded with participants’ consent,
transcribed verbatim, and analyzed concurrently with data collection.

Qualitative analysis was conducted through open, axial, and selective coding using MAXQDA 2020. During open coding,
meaning units were identified and labeled. Related codes were then grouped into concepts, subcategories, and major categories.
Axial coding was used to organize the categories within the grounded theory paradigm, including causal conditions, context,
intervening conditions, strategies, and consequences. Selective coding was then used to identify the core category and integrate
all categories into a coherent theoretical model. Credibility was enhanced through participant review, constant comparison,
analytical memo writing, expert auditing, and documentation of coding decisions.

In the quantitative phase, a researcher-developed questionnaire was constructed directly from the qualitative categories and
indicators. The instrument used a five-point Likert scale and was reviewed for face and content validity by experts. Internal
consistency was assessed through Cronbach’s alpha. Fourteen experts participated in the model-validation phase. Descriptive
statistics, the Shapiro-Wilk test, one-sample t tests, the Friedman test, and Kendall’s coefficient of concordance were used to
evaluate the distribution of scores, the degree of expert approval, the relative ranking of model dimensions, and the level of
agreement among experts.

Findings

The qualitative findings produced a six-part paradigmatic model. The central phenomenon was identified as a “systematic
and deepening gap” within the Afghan school system. This gap referred to persistent and structurally reproduced inequalities
in educational quality, access to resources, professional capacity, technological opportunities, and school-level outcomes.

The causal conditions included politicization, ideological control of education, restriction of critical sciences, centralized
management, teacher inefficiency and demotivation, and the dominance of short-term and unstable planning. The specific
historical, social, and cultural characteristics of Afghanistan formed the contextual conditions of the model. Intervening

conditions included severe economic poverty, lack of sustainable resources, environmental and psychological pressure on
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families, extensive migration of educated and professional groups, shortages of qualified personnel, the digital divide, and weak
technological infrastructure.

The principal strategies consisted of intelligent decentralization, delegation of authority to schools, establishment of school-
level quality-improvement committees, adaptation of educational plans to local needs, teacher empowerment and support,
localization of curriculum content, and the development of decentralized monitoring and evaluation systems. The expected
positive consequences were improved educational quality, greater stakeholder participation, and a stronger sense of
responsibility. However, the model also identified possible negative consequences, including increased tension, further
widening of gaps among schools, and the alienation of educated younger generations from official structures when
decentralization and accountability were implemented without adequate resources and institutional support.

Quantitative validation supported the qualitative model. The mean score for the overall model was 4.36 with a standard
deviation of 0.28, indicating a high level of expert approval. Among the dimensions, strategies received the highest mean score
of 4.64, followed by consequences with a mean of 4.50. Causal conditions and intervening conditions each had a mean of 4.34,
while the central phenomenon and contextual conditions obtained means of 4.20 and 4.13, respectively.

The Shapiro—Wilk results were nonsignificant for all dimensions, supporting the use of parametric analysis. One-sample t
tests showed that the mean of every model dimension was significantly higher than the theoretical midpoint of 3.00. All
significance levels were below 0.001. The overall model produced a t value of 18.44, confirming strong expert endorsement.

The instrument demonstrated satisfactory content validity and internal consistency. The overall content validity ratio was
0.84, and the overall content validity index was 0.93. Cronbach’s alpha for the complete questionnaire was 0.96, while
dimension-specific coefficients ranged from 0.84 to 0.94. These results indicated that the items consistently represented the
conceptual dimensions extracted from the qualitative phase.

The Friedman test revealed significant differences in the relative importance of the six dimensions. Strategies ranked first
with a mean rank of 5.75, followed by consequences with a mean rank of 5.04. Causal and intervening conditions shared the
next rank, each with a mean rank of 3.57. The central phenomenon and contextual conditions ranked fifth and sixth. The
Friedman chi-square value was 61.72 with five degrees of freedom and a significance level below 0.001. Kendall’s coefficient
of concordance was 0.88, demonstrating a very high level of agreement among the experts.

Discussion and Conclusion

The findings indicate that low educational outcomes in Afghanistan cannot be explained solely by inadequate school
resources or weak individual performance. They arise from the interaction of political interference, centralized governance,
unstable planning, teacher-related problems, economic deprivation, professional migration, technological inequality, and
historically embedded social conditions. The systematic and deepening gap identified as the central phenomenon therefore
reflects a structural problem that is reproduced across schools, regions, and social groups.

The high ranking of strategies shows that experts considered the practical and operational dimensions of the model
particularly important. Intelligent decentralization was not interpreted as the complete withdrawal of central authorities. Rather,
it involved a balanced redistribution of decision-making power in which schools receive sufficient authority to respond to local
needs while remaining accountable to national standards of quality and equity. Delegation of responsibility without financial
support, professional capacity, and monitoring could increase inequality instead of reducing it.

Teacher empowerment emerged as another critical element. Sustainable improvement requires more than evaluating teacher

performance. It requires professional development, instructional support, fair human-resource practices, motivation,
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participation in decision-making, and access to relevant teaching resources. School-level quality committees may also
strengthen collective responsibility by involving school leaders, teachers, families, and local stakeholders in identifying
problems, setting priorities, and monitoring progress.

The findings further suggest that outcome orientation must be defined broadly. In Afghan schools, educational outcomes
should include learning quality, equitable access, student retention, professional growth, local relevance, stakeholder
participation, and responsible use of resources. A narrow focus on examination results would fail to capture the effects of
poverty, insecurity, gender inequality, cultural differences, and technological exclusion.

The quantitative results confirmed the coherence and acceptability of the proposed model. High content-validity indices,
strong internal consistency, significant one-sample t-test results, and substantial expert agreement indicated that the model’s
categories were conceptually relevant and practically meaningful. Nevertheless, the model should be regarded as a context-
sensitive framework rather than a uniform administrative formula. Its implementation must be adapted to the capacity,
resources, security conditions, cultural context, and educational needs of different regions and schools.

In conclusion, the proposed outcome-oriented educational management model presents Afghan schools as adaptive,
accountable, participatory, and learning-centered organizations. Its successful implementation requires intelligent
decentralization, professional support for teachers, locally responsive planning, evidence-based evaluation, and compensatory
assistance for disadvantaged schools. When these elements are implemented coherently, the model can improve educational
quality, participation, responsibility, and institutional learning. When authority is transferred without resources, standards, or
capacity-building, however, reform may intensify existing inequalities. The central implication is that outcome-oriented
management in Afghanistan must combine effectiveness with equity, local flexibility with national responsibility, and school

autonomy with sustained institutional support.
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