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Abstract

This study aimed to develop and explain an indigenous model of teachers’ job motivation based on the principles and orientations of Iran’s
Fundamental Transformation Document of Education. This applied study adopted a qualitative, exploratory design using thematic analysis.
The participants consisted of experts and professionals in the field of education who were selected through purposive judgmental sampling
until theoretical saturation was achieved. Data were collected through semi-structured interviews and analyzed according to Braun and
Clarke’s six-stage thematic analysis procedure, comprising familiarization with the data, generation of initial codes, searching for themes,
reviewing themes, defining and naming themes, and producing the final report. Ten experts with diverse demographic, academic,
occupational, and professional backgrounds participated in the qualitative phase, allowing the phenomenon of teacher job motivation to
be examined from educational, managerial, and interdisciplinary perspectives. The qualitative analysis yielded 71 initial codes, 10
subthemes, and five overarching themes: teacher professional status and identity, livelihood justice and compensation, professional
empowerment and development, educational autonomy and participation, and developmental evaluation and encouragement. The 10
subthemes were teacher cultural-educational identity, meaning and professional pride, economic security and stability, justice and reward
systems, professional learning and development, competency-based career advancement, educational authority and autonomy,
participation in decision-making, feedback and performance improvement, and professional appreciation and encouragement. Because the
study employed a qualitative design, no inferential statistical tests were reported. The findings indicate that teacher job motivation is a
multidimensional phenomenon that cannot be enhanced through financial incentives alone. Sustainable motivation requires simultaneous
attention to teachers’ professional dignity and identity, economic security and distributive justice, opportunities for competency
development and career advancement, meaningful autonomy and participation in educational decision-making, and fair developmental
evaluation and recognition. Accordingly, the proposed model provides a context-sensitive framework for human-resource policy and
educational management aligned with the Fundamental Transformation Document of Education.

Keywords: Teacher Job Motivation, Fundamental Transformation Document of Education, Professional Status, Livelihood Justice, Professional

Empowerment, Thematic Analysis.
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Extended Abstract

Introduction

Education constitutes one of the most fundamental institutional foundations of social, cultural, economic, and
human development, and the effectiveness of educational systems depends substantially on the quality,
commitment, professional competence, and motivation of teachers. Teachers do not merely transmit curricular
knowledge; they function as educational agents whose beliefs, professional identities, instructional behaviors,
emotional engagement, and willingness to invest sustained effort directly influence the quality of teaching and
learning. Accordingly, teacher job motivation has become a central concern in educational management
because it determines the direction, intensity, and persistence of professional behavior and can affect teachers’
willingness to improve their competencies, participate in organizational activities, adopt educational
innovations, and remain committed to their profession. Motivation is therefore not a peripheral psychological
attribute but a multidimensional organizational and professional construct that interacts with competence,
working conditions, professional development, organizational support, and opportunities for advancement
(Akdemir, 2020; DuBrin, 2019; Mardikaningsih et al., 2022; Mulang, 2021). Previous research has
demonstrated that teachers’ work motivation is associated with their professional performance and that

professional education and occupational competence become more consequential when teachers possess



adequate motivation to translate their abilities into effective practice (Adolph, 2021; Alfianita et al., 2022;
Linggi, 2022; Matemba, 2024). At the same time, teacher motivation is shaped by both intrinsic and extrinsic
conditions. Intrinsic factors include professional meaning, perceived competence, commitment, responsibility,
interest in teaching, identity, autonomy, and the experience of contributing to students’ development, whereas
extrinsic factors include salary, job security, promotion, organizational policies, working conditions, rewards,
recognition, managerial practices, and interpersonal relationships. Research on teachers has shown that
bureaucratic pressures, inadequate incentives, unfavorable physical environments, instability, and weak
institutional support may diminish motivation, while meaningful work, supportive relationships, professional
recognition, and opportunities for development may sustain it (Mdookh & Yildirim, 2023; Nyanga & Anne,
2024). Quality of work life and perceived organizational support have likewise been linked with job
motivation among teachers, indicating that teachers’ motivational experiences are inseparable from the
organizational context in which they work (Hasani Abiz et al., 2021; Rajbar Tirtashi & Rahimi Chorti,
2023). Promotion and recognition are particularly important because teachers may perceive the
correspondence between effort, competence, and organizational reward as an indicator of fairness; timely
promotion can therefore operate as an important motivational mechanism (Ndijuye & Tandika, 2019).
Moreover, teacher motivation has implications beyond teachers themselves. Teachers’ enthusiasm,
instructional commitment, and professional behavior can shape students’ motivation and engagement, while
contemporary evidence indicates relationships between teachers’ motivational and personal resources and
students’ study behavior, well-being, and academic functioning (Mashupye & Schulze, 2023; Sarwar et al.,
2025; Valijonovna & Qizi, 2022; Wang, 2026). Motivation also develops across the professional life course.
Individuals enter teaching for different combinations of intrinsic, social, occupational, and economic reasons,
and these initial motives can influence persistence, integration into teacher education, and subsequent
intentions to remain in or leave the profession (Ali Yarim et al.,, 2022; Stellmacher et al., 2025;
Wiboolyasarin et al., 2025). Teachers’ ideal professional selves can also evolve dynamically through
occupational experiences, suggesting that motivation should be understood as a continuing developmental
process rather than a fixed characteristic (Zhang, 2025). In the lIranian educational context, these
considerations acquire additional significance because the Fundamental Transformation Document of
Education emphasizes the central role of capable, committed, responsible, and professionally empowered
teachers in achieving educational transformation. The realization of this document requires not only formal
structures and policies but also teachers who experience professional dignity, participation, development,
justice, and meaningful engagement in the educational mission (Darvishi Lord, 2023). Teacher participation
in curriculum planning and educational decision-making is particularly important because involvement can
strengthen professional ownership, responsibility, and the practical relevance of educational policies
(Marzougi et al., 2018). Given that motivation is culturally and institutionally situated, the use of a qualitative,

context-sensitive approach is appropriate for identifying the dimensions that experts perceive as most relevant



to Iranian teachers (Delavar, 2020). Therefore, the present study aimed to design and explain a comprehensive
indigenous model of teachers’ job motivation based on Iran’s Fundamental Transformation Document of
Education.

Materials and Methods

This study was applied in terms of purpose and qualitative and exploratory in terms of methodological
orientation. Thematic analysis was employed to identify and organize the dimensions, components, and
indicators of teachers’ job motivation within the framework of the Fundamental Transformation Document of
Education. The participants consisted of experts, educational professionals, teachers, school administrators,
senior education officials, university faculty members, and specialists in educational management, public
management, and human resource management. Participants were selected using purposive judgmental
sampling, and data collection continued until theoretical saturation was achieved. Ten experts ultimately
participated in the qualitative phase, including five women and five men representing different age groups,
occupational backgrounds, educational qualifications, and levels of professional experience. Their professional
positions included teachers, a school vice-principal, an education expert, an education administrator, a
university professor, and university faculty members. Semi-structured interviews constituted the principal data
collection instrument. The interview material was repeatedly reviewed to obtain familiarity with the data and
identify meaningful units. Data analysis followed the six-stage thematic analysis procedure: familiarization
with the data, generation of initial codes, searching for themes, reviewing themes, defining and naming themes,
and preparing the final analytical report. Initial codes were derived from meaningful statements in the
interviews, conceptually related codes were subsequently clustered into subthemes, and subthemes were
organized into broader overarching themes. Through iterative review, the correspondence among meaning
units, initial codes, subthemes, and main themes was examined to ensure conceptual coherence. The resulting
thematic network provided the basis for constructing the proposed model of teachers’ job motivation.
Findings

Analysis of the qualitative data resulted in the identification of 71 initial codes, 10 subthemes, and five
overarching themes constituting the proposed model of teachers’ job motivation. The first overarching theme
was teacher professional status and identity, consisting of two subthemes: teacher cultural-educational
identity and meaning and professional pride. The first subtheme included concepts such as commitment,
values, organizational culture, role-modeling, education and upbringing, faith, responsibility, and ethics. The
second included love of teaching, professional pride, satisfaction, purpose, service, meaning, work conscience,
and organizational belonging. Together, these indicators demonstrated that teachers’ motivation is
strengthened when teaching is experienced as a meaningful, respected, value-based, and socially consequential
profession.

The second overarching theme was livelihood justice and compensation, comprising economic security and

stability and justice and reward systems. Income, job security, stability, welfare, livelihood, and insurance



were grouped under economic security and stability, whereas equality, fairness, transparency, rewards,
promotion, evaluation, and work-life balance constituted the justice and reward dimension. These results
indicated that teachers’ motivational experiences depend not only on the absolute level of material benefits but
also on their perceptions of distributive and procedural justice, predictability, transparency, and
correspondence between effort and organizational reward.

The third overarching theme was professional empowerment and development, which included
professional learning and development and competency-based career advancement. Training, skills,
learning, experience, creativity, innovation, advancement, retraining, ability, and growth constituted the first
component, while competency, specialization, performance, effort, and ranking were associated with
competency-based career development. The findings therefore emphasized that motivation is reinforced when
teachers have opportunities to update their knowledge, develop professional competencies, innovate in their
instructional practice, and perceive a credible pathway for advancement based on actual professional capability
and performance.

The fourth overarching theme was educational autonomy and participation, consisting of educational
authority and autonomy and participation in decision-making. Freedom, decision-making, trust, and
authority represented the first component, whereas collaboration, interaction, teachers’ councils,
communication, empathy, participation, consultation, and professional groups represented the second. The
findings showed that teacher motivation is facilitated when teachers are treated as active professional agents
who possess meaningful discretion over educational practices and are involved in decisions affecting their
work and school environment.

The fifth overarching theme was developmental evaluation and encouragement, including feedback and
performance improvement and professional appreciation and encouragement. Evaluation, feedback,
correction, analysis, review, advancement, development, and optimization formed the first subtheme, whereas
encouragement, appreciation, motivation, reward, praise, recognition, and satisfaction constituted the second.
These findings indicated that evaluation is more likely to enhance motivation when it is developmental rather
than punitive and when teachers receive constructive feedback, opportunities to improve, and meaningful
recognition for professional effort and achievement.

Discussion and Conclusion

The findings demonstrate that teachers’ job motivation is a multidimensional and interconnected phenomenon
that cannot be explained adequately through financial incentives, individual interest, or organizational policy
alone. The five identified dimensions collectively indicate that sustainable teacher motivation emerges when
professional identity, economic justice, opportunities for development, professional autonomy, participation,
evaluation, and recognition operate coherently within the educational system. The first dimension highlights
the importance of restoring the meaning, dignity, and cultural-educational identity of teaching. Teachers who

perceive their work as purposeful, socially valuable, ethically meaningful, and consistent with their



professional identity are more likely to develop enduring intrinsic motivation. In this respect, professional
status should be considered an experiential reality rather than merely a symbolic designation.

The second dimension demonstrates that meaningful professional identity cannot compensate indefinitely for
economic insecurity or perceived organizational injustice. Livelihood adequacy, employment stability, welfare
support, fairness, transparency, and equitable reward mechanisms provide the structural conditions within
which teachers can concentrate on their educational responsibilities. Therefore, financial and non-financial
aspects of motivation should not be treated as competing explanations; rather, they function together. Similarly,
the professional empowerment dimension suggests that teachers require visible opportunities for learning, skill
development, innovation, and advancement. Professional development is motivational when it responds to
teachers’ actual needs and when acquired competencies lead to greater responsibility, recognition, and career
progression.

Educational autonomy and participation further demonstrate that teachers should not be positioned merely as
executors of centrally determined policies. Motivation is likely to be stronger when teachers exercise
professional judgment, participate in school and instructional decisions, communicate meaningfully with
administrators, and experience trust in their expertise. This is particularly relevant to the implementation of
transformative educational policies because sustainable reform requires teachers to internalize, interpret, and
actively contribute to change. Finally, developmental evaluation and professional recognition connect
performance management with motivation. Evaluation systems that are perceived as controlling or punitive
may weaken trust, whereas fair feedback, opportunities for correction, acknowledgment of effort, and
transparent recognition can transform assessment into a mechanism for growth.

Overall, the proposed model suggests that successful implementation of the Fundamental Transformation
Document of Education requires an integrated human-resource strategy centered on teachers as the principal
agents of educational transformation. Professional dignity without economic justice is insufficient; financial
rewards without development and autonomy may produce only temporary satisfaction; professional training
without opportunities for advancement may lose motivational value; and evaluation without constructive
feedback and recognition may become counterproductive. The model therefore provides an indigenous and
integrated framework encompassing the cultural, professional, economic, organizational, developmental, and
participatory foundations of teacher motivation. It may serve as a conceptual basis for developing teacher-
support policies, revising compensation and promotion systems, designing professional development
programs, strengthening teacher participation in educational decision-making, and establishing developmental
evaluation and recognition mechanisms. Ultimately, improving teachers’ job motivation requires the creation
of an educational environment in which teachers are respected as professionals, economically and
organizationally supported, continuously empowered, trusted to exercise professional judgment, involved in
decision-making, and recognized for their contributions to the educational and developmental mission of

schools.
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