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Abstract

This study aimed to design and validate a coaching model for secondary school principals in Qazvin Province, Iran. The study employed a
sequential exploratory mixed-methods design. In the qualitative phase, data were collected through semi-structured interviews with 11
experts in educational administration and experienced school principals and were analyzed using grounded theory. In the quantitative
phase, a researcher-made questionnaire was developed based on the qualitative findings. After confirmation of face and content validity
and a pilot study with 30 principals, the questionnaire was administered to 384 secondary school principals in Qazvin Province.
Quantitative data were analyzed using structural equation modeling with the partial least squares approach through SmartPLS. Qualitative
analysis resulted in 191 open codes, 57 indicators, and 13 components, organized into causal conditions, contextual conditions,
intervening factors, strategies, and consequences. In the quantitative phase, factor loadings ranged from 0.58 to 0.70. Cronbach’s alpha
coefficients ranged from 0.81 to 0.90, composite reliability values ranged from 0.85 to 0.93, and average variance extracted values ranged
from 0.56 to 0.72. Discriminant validity indices were confirmed, and the SRMR value was 0.069, indicating an acceptable model fit. The
validated coaching model provides a reliable framework for developing principals’ professional competencies, strengthening educational
leadership, and improving secondary school performance. Integrating coaching approaches into principals’ empowerment programs can
enhance school management quality and support more effective teaching—learning processes.

Keywords: Coaching, Secondary School Principals, Model Design, Validation, Educational Leadership, Principals’ Professional Development, Mixed-
Methods Research.
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Extended Abstract

Introduction

Contemporary schools operate in increasingly complex educational, technological, cultural, and organizational
environments, where traditional administrative models are no longer sufficient for improving teaching quality,
teacher learning, and school effectiveness. In this context, school principals are expected not only to manage
routine administrative affairs but also to act as instructional leaders, facilitators of professional learning,
developers of human capacity, and agents of organizational improvement. Modern leadership theory
emphasizes that effective leadership is grounded in influence, participation, professional trust, ethical action,
and the ability to develop others rather than merely supervise them through formal authority (Northouse,
2025). Within centralized education systems, principals’ roles become even more critical because they must
translate macro-level educational policies into school-level practices while simultaneously supporting teacher
professional learning and organizational adaptation (Abbaspour et al., 2024). Accordingly, professional
development for school leaders should move beyond episodic training and toward continuous, reflective,
practice-based, and context-sensitive learning.

Coaching has emerged as one of the most important approaches for developing professional capacity in

educational organizations. Coaching is generally understood as a developmental and dialogic process through



which individuals are supported in clarifying goals, reflecting on experiences, receiving constructive feedback,
strengthening self-awareness, and improving professional performance (Grant, 2017; Van Nieuwerburgh,
2020; Whitmore, 2017). Unlike directive supervision, coaching is based on purposeful conversation, inquiry,
active listening, trust, and shared responsibility for improvement. In educational settings, instructional
coaching has been introduced as a partnership-based approach for improving teaching and learning by creating
structured opportunities for reflection, observation, feedback, and professional growth (Knight, 2017). The
theoretical foundation of coaching is also consistent with experiential learning, according to which professional
growth occurs when individuals reflect on concrete experiences, conceptualize new understandings, and test
improved practices in real contexts (Kolb, 2014).

Empirical evidence has demonstrated that coaching can improve instructional quality, teacher learning, and
student outcomes when it is implemented systematically and supported by feedback, practice, and sustained
professional interaction (Kraft et al., 2018; Sims et al., 2021). In the field of school leadership, coaching has
also been recognized as an effective strategy for developing reflective leadership, decision-making,
interpersonal competence, and school improvement capacity. Group coaching for school leaders can create
professional dialogue, critical friendship, and collective reflection, while leadership coaching models can
strengthen managerial and instructional competencies in school systems (Abrahamsen, 2023; Boon, 2022).
Recent systematic evidence further suggests that coaching for school leaders should be understood
ecologically, because its effectiveness depends on interactions among individual readiness, organizational
support, cultural context, policy environment, and professional learning structures (Collins et al., 2025).

In Iran, the need to design indigenous coaching models for school principals has become increasingly evident.
Previous Iranian studies have shown that principals’ coaching competencies may contribute to teachers’
psychological empowerment, participatory management, professional communication, and school
effectiveness (Javadi Pour et al., 2015; Naderi-Bani et al., 2020). Research on coaching models in teacher
education and managerial competency development has also emphasized the importance of feedback,
interaction, support, role clarity, and professional development structures (Abbasian et al., 2020; Nosrati et
al., 2021). More recent evidence has identified multiple factors affecting the coaching skills of school
principals, indicating that coaching is a multidimensional phenomenon influenced by personal, organizational,
cultural, motivational, and educational factors (Haeri et al., 2025). From the perspective of human resource
development, sustainable talent and competency development require coherent architectures that integrate
learning opportunities, support systems, professional roles, and performance improvement mechanisms
(Garavan et al., 2012; Swanson, 2022). Therefore, the present study was conducted to design and validate a
coaching model for secondary school principals in Qazvin Province.

Methods and Materials

This study employed a sequential exploratory mixed-methods design. The qualitative phase was conducted

first to identify the dimensions, indicators, and components of coaching for secondary school principals, and



the quantitative phase was then implemented to validate the model extracted from the qualitative findings. The
study was applied-developmental in terms of purpose and mixed-methods in terms of data type. Data were
collected from both secondary sources, including books, scholarly articles, and relevant documents, and
primary sources, including semi-structured interviews and a researcher-made questionnaire.

In the qualitative phase, the participants consisted of experts in educational administration, faculty members,
experienced school principals, and specialists in school leadership. Participants were selected through
purposive sampling based on their academic expertise, managerial experience, research background, and
familiarity with leadership and coaching in schools. Semi-structured interviews were conducted with 11
experts. Each interview lasted approximately one hour, and data collection continued until theoretical
saturation was achieved. The interviews were analyzed using grounded theory procedures, including open
coding, axial coding, and selective coding. To enhance trustworthiness, member checking, repeated review of
codes, expert review, systematic documentation, and comparison of findings with theoretical and empirical
literature were used.

In the quantitative phase, a researcher-made questionnaire was developed based on the qualitative findings.
Each qualitative indicator was transformed into one or more questionnaire items and scored using a five-point
Likert scale. The face and content validity of the questionnaire were reviewed by 11 specialists in educational
administration, and the content validity ratio and content validity index were calculated. A pilot study was also
conducted with 30 principals who were not included in the final sample in order to examine the clarity and
reliability of the items. The statistical population consisted of all secondary school principals in Qazvin
Province during the 20242025 academic year. Based on structural equation modeling criteria and the number
of questionnaire items, 384 principals were selected using multistage cluster sampling. Quantitative data were
analyzed using SPSS and SmartPLS. Descriptive statistics, confirmatory factor analysis, reliability analysis,
convergent validity, discriminant validity, and structural equation modeling with the partial least squares
approach were used.

Findings

The qualitative analysis of the interview data resulted in the extraction of 191 initial open codes. Through
comparison, refinement, and integration of similar concepts, these codes were organized into 57 indicators. In
the axial coding stage, the 57 indicators were classified into 13 main components. These components included
individual factors, group factors, organizational factors, cultural factors, motivational factors, personality and
ethical factors, perceptual skills, human skills, technical skills, the role of coach and coachee, the role of the
organization, professional credibility, and organizational improvement. In the selective coding stage, the
components were organized into a paradigmatic model. Individual, group, and organizational factors were
classified as causal conditions. Cultural, motivational, and personality-ethical factors were classified as

contextual conditions. The role of coach and coachee and the role of the organization were identified as



intervening conditions. Perceptual, human, and technical skills were identified as strategies. Professional
credibility and organizational improvement were identified as consequences.

The quantitative findings confirmed the validity and reliability of the proposed coaching model. The factor
loadings of the components ranged from 0.58 to 0.70, which indicated acceptable construct validity. The
average variance extracted values ranged from 0.56 to 0.72, confirming convergent validity for all components.
Cronbach’s alpha coefficients ranged from 0.81 to 0.90, and composite reliability values ranged from 0.85 to
0.93, indicating satisfactory internal consistency and reliability. Discriminant validity was also confirmed
using the Fornell-Larcker criterion and the heterotrait—-monotrait ratio. The model fit index showed that the
standardized root mean square residual was 0.069, which was below the acceptable threshold of 0.08.
Therefore, the proposed model demonstrated an acceptable fit and adequate empirical validity. Overall, the
findings showed that the coaching model for secondary school principals is a multidimensional and validated
framework that explains the conditions, strategies, and outcomes of coaching in the school context.

Discussion and Conclusion

The findings of this study indicate that coaching for secondary school principals is not a simple or linear
managerial technique, but a dynamic, systemic, and context-dependent process. The identification of
individual, group, and organizational factors as causal conditions shows that effective coaching begins with
the personal readiness of principals, their professional knowledge, managerial experience, motivation for
learning, acceptance of the coaching role, and ability to interact with work groups. However, these individual
capacities are insufficient without group collaboration, colleague support, organizational backing, structural
clarity, and senior management support. Thus, coaching must be understood as a professional role embedded
in the broader school and educational system.

The identification of cultural, motivational, and personality-ethical factors as contextual conditions
demonstrates that coaching is deeply influenced by the culture of the school, attitudes toward learning,
willingness to accept feedback, ethical conduct, developmental orientation, and avoidance of directive and
authoritarian management styles. Coaching requires a supportive and trusting climate in which principals and
teachers can engage in honest professional dialogue, reflect on practice, and work toward improvement.
Without such a climate, coaching may be reduced to formal advice-giving or evaluative supervision and may
fail to produce meaningful professional learning.

The recognition of perceptual, human, and technical skills as strategies highlights the practical mechanisms
through which coaching can be implemented by school principals. Perceptual skills enable principals to
understand organizational complexity, identify challenges, interpret educational change, and clarify goals.
Human skills allow them to communicate effectively, motivate teachers, create a supportive climate, manage
conflict, and build constructive professional relationships. Technical skills enable them to design, implement,

and evaluate educational programs, provide performance feedback, support instructional improvement, and



guide professional development. These three skill domains together transform coaching from an abstract
concept into an operational leadership practice.

The model also showed that the role of the coach and coachee and the role of the organization function as
intervening conditions. This means that even when principals possess coaching skills, the success of coaching
depends on mutual trust, teachers’ willingness to participate, clarity of roles, time allocation, financial support,
structural support, and institutional recognition of coaching as a legitimate leadership function. The
consequences identified in the model—professional credibility and organizational improvement—suggest that
coaching can enhance principals’ professional identity, strengthen school leadership, improve teacher
performance, promote organizational solidarity, update educational practices, and improve the quality of
schooling.

In conclusion, the validated model provides a comprehensive framework for understanding and implementing
coaching among secondary school principals. It integrates causal, contextual, intervening, strategic, and
outcome dimensions and reflects the specific organizational and cultural needs of schools in Qazvin Province.
The model can be used by educational policymakers, professional development centers, and school leadership
programs to design targeted training, clarify the coaching role of principals, and strengthen the professional
learning culture of schools. The implementation of this model may contribute to the development of principals’

professional competencies, the improvement of teacher learning, and the enhancement of school effectiveness.
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