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Abstract:

This study aimed to rank the environmental-market, structural-resource, managerial-leadership, and cultural-social factors underlying
organizational failure and to explain their mechanisms in non-governmental secondary schools in Tehran. This applied study employed an
explanatory sequential mixed-methods design. In the quantitative phase, 107 teachers, administrative employees, deputies, and managers
working in non-governmental secondary schools in Tehran during the 2022-2023 academic year were selected through convenience
sampling. Data were collected using a researcher-developed 33-item questionnaire assessing contextual factors and organizational failure.
Content validity was confirmed using the content validity ratio and content validity index, while internal consistency was assessed using
Cronbach’s alpha. Quantitative data were analyzed through Pearson correlation and stepwise multiple linear regression in SPSS version 26.
In the qualitative phase, 15 participants whose organizational failure scores were in the highest quartile were selected through purposive
extreme-case sampling. Semi-structured interviews were conducted until theoretical saturation, and the data were analyzed using six-phase
thematic analysis in MAXQDA version 24. All four contextual factors were positively and significantly associated with organizational failure.
Structural-resource factors had the strongest correlation with organizational failure, followed by managerial-leadership, environmental-
market, and cultural-social factors. The regression model showed that the four predictors collectively explained 66.9% of the variance in
organizational failure. Structural-resource factors ranked first with a standardized coefficient of B = .330, managerial-leadership factors
ranked second with B = .303, environmental-market factors ranked third with = .242, and cultural-social factors ranked fourth with § =
.167. The qualitative analysis identified four corresponding themes: structural fragility and resource erosion, reactive leadership and owner-
centered governance, environmental pressure and educational market instability, and cultural fragmentation and declining social capital.
Organizational failure in non-governmental secondary schools is a multidimensional and reinforcing process in which structural-resource
fragility plays the central role and is intensified by reactive leadership, environmental instability, and cultural fragmentation. Prevention
therefore requires simultaneous improvement of financial and human resource structures, participatory leadership, organizational learning,
stakeholder trust, and adaptive capacity.
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Extended Summary

Introduction

Educational organizations play a central role in developing human capital, reproducing social and cultural values, and
supporting the long-term development of communities. Schools, as open social systems, depend on continuous interaction with
families, regulatory bodies, labor markets, local communities, and broader economic and cultural environments. Their survival
therefore requires a balance among educational quality, stakeholder expectations, financial sustainability, human resource
stability, and managerial effectiveness. When this balance is disrupted, schools may gradually experience declining
instructional performance, employee burnout, loss of public legitimacy, decreasing enrollment, and financial instability.
Organizational failure in schools should consequently not be understood only as formal closure, bankruptcy, or the complete
cessation of activity. It may instead develop as a cumulative process in which the organization remains operational while
progressively losing its capacity to accomplish its educational mission, retain competent employees, respond to environmental
change, and maintain stakeholder trust.

Failure may produce organizational learning when errors are recognized, interpreted, documented, and converted into
corrective action. However, when failure is denied, concealed, or attributed solely to individuals, minor problems can
accumulate and become structural crises. The potential value of failure therefore depends on whether an organization possesses
the ability to reflect on unsuccessful experiences and use them as a basis for institutional learning (Vozaffari, 2024). The
preservation and documentation of managerial experience are particularly important in this regard because the absence of
organizational memory increases dependence on specific individuals and exposes institutions to repeated errors following
managerial turnover (Baharifar & Elahi, 2021).

Organizational culture constitutes another major context within which success or failure develops. Shared values, behavioral
norms, assumptions, and interpretive frameworks influence how organizational members understand problems, communicate
concerns, and respond to change (Ginting, 2023). A supportive culture can strengthen cooperation, commitment, innovation,
and employee performance, whereas a fragmented culture may normalize low performance, blame, distrust, and withdrawal
(Sahoo et al., 2025). Organizational trust is especially important in schools because educational services depend heavily on
professional cooperation and sustained interpersonal relationships. Abusive supervision and destructive managerial behavior

can undermine trust and job satisfaction, thereby weakening employees’ psychological connection to the organization (Hakimi,
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2020). Perceived injustice, job insecurity, and organizational stressors may similarly increase job burnout and contribute to
work-related failure (Mehdad et al., 2018).

Organizational silence further restricts the capacity to identify and correct emerging problems. When employees believe
that reporting difficulties is dangerous, ineffective, or professionally costly, essential information remains unavailable to
decision-makers. Models of organizational silence failure demonstrate that fear, managerial distrust, and the perceived futility
of speaking up can prevent organizations from detecting operational and strategic weaknesses in their early stages (Masoumi
& Faizi, 2021). Learning from failure also requires psychological safety. Employees are more likely to discuss mistakes and
participate in corrective action when they can do so without fear of humiliation or punishment. Conversely, time pressure and
performance pressure can weaken motivation to learn from failure, particularly when psychological safety is limited (Lin et al.,
2022).

Resource conditions are equally important in explaining organizational decline. Resource scarcity can activate negative
interpersonal and performance dynamics, particularly in organizations that must coordinate diverse professional groups under
pressure (Yu & Greer, 2023). In non-governmental schools, financial limitations may affect teacher retention, salary payments,
instructional materials, technology, extracurricular activities, counseling services, and physical infrastructure. Organizational
survival, however, depends not only on internally owned resources but also on the ability to use external networks, acquire
information, mobilize support, and identify new opportunities. Network capability, organizational capability, and strategic
alertness can strengthen the resilience and success of small organizations operating in uncertain environments (Zacca, 2026).

Structural barriers may also restrict organizational adaptation. Excessive centralization, role ambiguity, limited
coordination, weak information flows, and inadequate stakeholder participation can reduce the organization’s capacity to use
internal and external knowledge (Abhari & McGuckin, 2023). Leadership determines whether these structural and resource
limitations are mitigated or intensified. Evidence on organizational change indicates that clear goals, effective communication,
employee participation, leadership support, and readiness for change influence whether change initiatives succeed or fail (Jones
et al., 2018). Managerial empowerment can improve outcomes through collaborative decision-making, particularly in complex
organizations where knowledge is distributed across multiple professional groups (Wang et al., 2025). Organizational readiness
is also necessary during leadership transition and succession, because dependence on a single founder or manager can threaten
continuity when responsibility is transferred (Allo Iv, 2026). Challenges related to succession planning similarly demonstrate
the risks associated with weak talent development, unclear replacement processes, and failure to prepare future leaders (Rajaei
& Deminejad, 2025).

Organizational identity adds another layer to the failure process. Strategic adaptation can create conflict when new
commercial or operational priorities contradict the organization’s established mission and identity. Identity inconsistency
during organizational change may create the conditions for future failure, even when the change is initially intended to improve
survival (Snihur & Clarysse, 2022). This issue is particularly relevant to non-governmental schools, which must simultaneously
preserve an educational identity and maintain financial viability. An excessive emphasis on commercial considerations may
weaken educational legitimacy, while neglecting financial realities may threaten institutional survival.

Technological transformation has also become an important dimension of educational management. Successful adoption of
advanced technologies depends on strategic alignment, managerial readiness, infrastructure, employee competence, and a

culture supportive of innovation (Phakamach et al., 2025). Accordingly, weak digitalization in schools may reflect not only a
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shortage of equipment but also broader deficiencies in planning, leadership, training, and organizational learning. Moreover,
organizational decline can affect students directly. Academic failure is not determined solely by individual characteristics;
organizational and social factors also influence educational performance, engagement, and persistence (Morelli et al., 2021).
Declining instructional quality, unstable staffing, weak counseling, and inadequate support services can therefore damage
student outcomes and subsequently reduce family trust and school legitimacy.

Formal policies and strategic plans alone do not guarantee successful implementation. Organizational failure may result
from gaps between formal policy and actual practice, weak accountability, inadequate monitoring, and fragmented
implementation mechanisms (Montazeri et al., 2023). Success and failure criteria must therefore be evaluated through actual
organizational functioning, process maturity, coordination, and the capacity to sustain performance rather than through the
mere existence of plans and procedures (Keil et al., 2018). Against this background, the present study aimed to rank the
environmental-market, structural-resource, managerial-leadership, and cultural-social factors underlying organizational failure
and to provide an in-depth explanation of their mechanisms in non-governmental secondary schools in Tehran.

Methods and Materials

This applied study used an explanatory sequential mixed-methods design. The quantitative phase was conducted first to
identify the relationships between contextual factors and organizational failure and to rank their predictive power. The
qualitative phase was subsequently implemented to explain why and how the statistically important predictors contributed to
the gradual organizational decline of schools.

The quantitative population consisted of all teachers, administrative employees, counselors, educational deputies, managers,
and founders working in non-governmental secondary schools in Tehran during the 2022—2023 academic year. A total of 107
participants were selected through convenience sampling. Eligibility criteria included current employment in a non-
governmental secondary school in Tehran, at least one year of continuous experience in the school, and informed consent.
Incomplete questionnaire completion was considered an exclusion criterion.

Quantitative data were collected using a researcher-developed 33-item questionnaire consisting of five subscales:
environmental-market factors, structural-resource factors, managerial-leadership factors, cultural-social factors, and
organizational failure. Items were scored on a five-point Likert scale. Organizational failure was operationalized through
declining educational performance, human capital burnout, loss of social legitimacy, and financial instability. Content validity
was assessed using the content validity ratio and content validity index based on the judgments of five educational management
specialists. Cronbach’s alpha coefficients for the subscales ranged from .76 to .89.

Quantitative data were analyzed in SPSS version 26. Descriptive statistics were used to calculate means and standard
deviations. Pearson correlation coefficients were calculated to examine bivariate relationships, and stepwise multiple linear
regression was used to rank the predictors of organizational failure. Normality, linearity, homoscedasticity, independence of
errors, and multicollinearity assumptions were examined before regression analysis.

For the qualitative phase, participants whose organizational failure scores were in the highest quartile were considered
information-rich extreme cases. Fifteen participants were purposively selected, and individual semi-structured interviews
continued until theoretical saturation. The interview protocol was informed by the quantitative findings and structured through
the 5W1H and STAR frameworks. Interviews were audio-recorded, transcribed verbatim, and analyzed using the six-phase
thematic analysis procedure in MAXQDA version 24. Integration occurred during interpretation by using qualitative themes

to explain the ranking and mechanisms identified quantitatively.
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Findings

Of the 107 quantitative participants, 44 were men and 63 were women. Most held bachelor’s or master’s degrees, and
approximately one-third had more than 20 years of educational work experience. The sample included 17 founders or managers,
nine deputies, 15 counselors or guidance teachers, 10 administrative or executive employees, and 56 teachers.

The overall mean for school performance components was 2.65, which was below the theoretical midpoint of 3.00.
Management and leadership had the highest relative mean at 2.73, followed by educational processes and services at 2.69,
stakeholder-related components at 2.65, and support and environment at 2.56. Strategic planning had the highest component
mean at 2.78, followed by operational planning at 2.77 and curriculum design and development at 2.75. Ancillary services had
the lowest mean at 2.46, followed by extracurricular activities at 2.49, financial and support management at 2.56, and
administrative-executive processes at 2.56. The learning dimension had an overall mean of 2.62, lower than satisfaction and
development, indicating limited organizational capacity to transform experience and feedback into corrective action.

Structural-resource factors had the highest mean among the predictors at 3.86, followed by environmental-market factors at
3.78, managerial-leadership factors at 3.74, and cultural-social factors at 3.49. The mean organizational failure score was 3.67.
All four predictors were positively and significantly correlated with organizational failure. Structural-resource factors showed
the strongest correlation, r = .71, followed by managerial-leadership factors, r = .68, environmental-market factors, r = .62, and
cultural-social factors, r = .54.

Stepwise regression showed that structural-resource factors entered the model first and independently explained 50.7% of
the variance in organizational failure. Managerial-leadership factors added 10.0%, environmental-market factors added 4.3%,
and cultural-social factors added 1.9%. The final model explained 66.9% of the variance, with an adjusted R? of .656. In the
final model, structural-resource factors were ranked first, p = .330, followed by managerial-leadership factors, p = .303,
environmental-market factors, p = .242, and cultural-social factors, p = .167. All four predictors remained statistically
significant.

The qualitative analysis generated four principal themes. “Structural fragility and resource erosion” was identified by all 15
participants and included 138 coded references. It comprised tuition dependence, delayed income collection, financial
imbalance, staff shortages and turnover, role ambiguity, workload concentration, deteriorating facilities, and weak
technological infrastructure. “Reactive leadership and owner-centered governance” was identified by 14 participants and
included 121 coded references related to short-term decision-making, centralized authority, weak data-based planning,
inadequate monitoring, insufficient employee support, poor conflict management, and resistance to learning and change.
“Environmental pressure and educational market instability” was reported by 13 participants and included 96 coded references
concerning intense competition, declining family purchasing power, fluctuating enroliment, regulatory instability, increasing
operating costs, rising parental expectations, and reputational vulnerability. “Cultural fragmentation and declining social
capital” was reported by 12 participants and included 79 coded references concerning distrust, low psychological safety,
conflict between educational and commercial priorities, informal factions, weak collective participation, normalization of poor
quality, blame culture, and declining shared identity.

Discussion and Conclusion

The findings demonstrate that organizational failure in non-governmental secondary schools is a multidimensional and
cumulative process rather than the consequence of a single isolated problem. Although management and leadership received

the highest relative performance score, all major performance dimensions remained below the theoretical midpoint. The
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weakest conditions were observed in support, infrastructure, ancillary services, financial management, and organizational
learning. These weaknesses suggest that organizational decline often begins in less visible support systems before becoming
evident in instructional outcomes or formal school survival.

Structural-resource factors constituted the most powerful predictor of organizational failure. Financial instability, tuition
dependence, staff turnover, role ambiguity, inadequate facilities, and technological weakness formed the core of the failure
process. Qualitative findings clarified that resource scarcity generated a negative feedback loop. Financial pressure led to
reductions in services, employee instability, delayed payments, and deteriorating infrastructure. These measures reduced
educational quality and stakeholder satisfaction, which subsequently weakened enrollment, reputation, and future income.

Managerial-leadership factors ranked second and determined whether structural pressures were controlled or amplified.
Reactive and centralized governance prevented early problem identification, reduced employee participation, and encouraged
short-term responses rather than structural correction. Owner-centered decision-making also widened the gap between strategic
decisions and classroom realities. Consequently, teachers and staff experienced reduced influence, declining commitment, and
greater reluctance to report problems.

Environmental-market factors ranked third. Competition, economic pressure on families, changing expectations, regulatory
uncertainty, and reputational risks intensified organizational vulnerability. However, the qualitative findings indicated that
environmental pressure did not produce identical outcomes in all schools. Schools with stronger resources, adaptive leadership,
and greater social capital were better able to absorb external shocks, whereas structurally fragile schools transferred these
pressures directly to employees and educational services.

Cultural-social factors had the smallest but still significant independent effect. Their influence appeared primarily through
the amplification of other problems. Distrust, low psychological safety, blame, silence, and conflict between educational and
commercial priorities weakened collective responsibility and prevented learning from early warning signs. As communication
deteriorated, problems remained hidden until they became more difficult and costly to address.

Overall, organizational failure emerged as a reinforcing cycle in which environmental pressure restricted resources,
structural weakness encouraged reactive management, centralized decisions increased employee burnout and cultural
fragmentation, and declining service quality weakened family trust, enrollment, legitimacy, and financial stability. Effective
prevention therefore requires integrated action rather than isolated interventions. Schools need resilient financial and human
resource structures, participatory and data-informed leadership, systematic monitoring, protected channels for employee voice,
stronger stakeholder relationships, and mechanisms for organizational learning. The study concludes that structural-resource
fragility forms the central engine of organizational failure in non-governmental secondary schools, while managerial weakness,

market instability, and cultural fragmentation interact to accelerate and deepen the process.
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