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Abstract

This study aimed to design and validate an operational governance model tailored to the structure,
requirements, and organizational context of the Social Security Organization. This exploratory mixed-
methods study was conducted within a pragmatic paradigm. In the qualitative phase, 18 academic and
organizational experts in management and governance were recruited through purposive and snowball
sampling until theoretical saturation was achieved. Data were collected through semi-structured interviews
and analyzed using thematic analysis in MAXQDA 2020. The credibility and reliability of the qualitative
findings were assessed through member checking, expert review, and Cohen’s kappa coefficient. In the
quantitative phase, 151 senior and middle managers of the Social Security Organization participated in
validating the extracted model. Partial least squares structural equation modeling (PLS-SEM) using
SmartPLS was employed to assess the measurement and structural models. Sample adequacy and
factorability were additionally examined using the Kaiser—Meyer—Olkin (KMO) index and Bartlett’s test of
sphericity. The KMO value was 0.863, while Bartlett's test of sphericity was statistically significant
(x?=2259.202, df=150, p<0.001), confirming sample adequacy and the suitability of the correlation matrix.
Structural model assessment demonstrated that the t-statistics for the examined relationships exceeded
the critical value of 1.96 at the 95% confidence level, indicating statistically significant relationships within
the proposed model. Furthermore, the overall goodness-of-fit index was 0.523, indicating a strong fit and
supporting the empirical validity of the proposed operational governance model. The validated model
demonstrates that operational governance can provide an integrated framework linking organizational
antecedents, implementation strategies, and performance-related consequences within the Social Security
Organization. Its implementation may contribute to improved organizational effectiveness and efficiency,
service quality, transparency and accountability, digital transformation, stakeholder engagement, and
organizational sustainability, while providing a systematic basis for managerial decision-making and
operational planning.
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Extended Abstract
Introduction
Public organizations increasingly operate in environments characterized by institutional complexity,
diverse stakeholder expectations, rapid technological change, resource constraints, and growing
demands for transparency, accountability, service quality, and responsiveness. Under such
conditions, the effectiveness of governance cannot be assessed solely through the formulation of
policies or strategic plans; rather, it also depends on the extent to which strategic intentions are
translated into coordinated, measurable, and accountable operational practices. Operational
governance has consequently emerged as an important approach for bridging the persistent gap
between strategic decision-making and day-to-day organizational implementation. It encompasses
the structures, processes, rules, responsibilities, control mechanisms, and accountability
arrangements through which organizational activities are aligned with strategic objectives and
translated into effective operational outcomes. From the perspective of public policy implementation,
the quality of governance is closely associated with the manner in which policies are interpreted and
operationalized at different administrative and organizational levels (Hill & Hupe, 2021).
Operational governance differs from conventional operations management in that it is concerned not
only with executing organizational processes efficiently but also with determining how such
processes should be governed, who is authorized to make decisions, how responsibilities are
distributed, and how performance and deviations are monitored. Research on interorganizational
cooperation has demonstrated that formal and social governance mechanisms can significantly
influence operational effectiveness and collaborative commitment, particularly where organizational
and strategic complexity is high (Schmoltzi & Wallenburg, 2012). Accordingly, operational governance
should be viewed as a multidimensional institutional framework rather than as a narrow mechanism
of administrative control.
Within public organizations, this issue becomes particularly important because organizational
performance is evaluated not only in terms of efficiency and productivity but also through public
value, equity, transparency, trust, accessibility, and stakeholder satisfaction. Organizational
structures characterized by flexibility and agility can enhance public value-driven innovation and
responsiveness in public services (Almazrouei et al., 2024). Similarly, contemporary public-sector
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governance increasingly emphasizes performance, coordination, accountability, network
relationships, and public value rather than reliance on rigid bureaucratic arrangements alone (Ferlie
& Pollitt, 2020). These developments underline the importance of governance mechanisms capable
of connecting strategic direction with operational execution.

Another major development affecting operational governance is digital transformation. Integrated
information systems, artificial intelligence, data analytics, automated processes, and intelligent
decision-support systems have created new opportunities for improving service delivery, monitoring
performance, and allocating resources. However, technological development also generates new
governance requirements related to accountability, data quality, information security, transparency,
and responsibility for technology-supported decisions. Organizational implementation of artificial
intelligence, for example, requires governance arrangements across multiple organizational levels
and clear allocation of responsibilities (Sayan & Bueechl, 2025). Systematic research on Al
governance similarly highlights the importance of organizational mechanisms for accountability, risk
management, transparency, and responsible technology use (Batool et al.,, 2025). Moreover,
fragmented governance arrangements may hinder the coherent implementation of emerging
technologies (Attard-Frost et al., 2024), whereas smart governance and digital transformation can
improve coordination, information flows, and operational efficiency when supported by appropriate
institutional arrangements (Alshurideh et al., 2024).

Operational transparency is another essential element of effective governance. Evidence suggests
that making government operations more visible can increase public trust and engagement by
enabling stakeholders to better understand organizational processes and efforts (Buell et al., 2021).
Governance structures are also closely associated with operational risk management and disclosure
practices, indicating that accountability and control systems have direct implications for
organizational resilience (Elamer et al., 2020). Similarly, adaptive governance emphasizes learning,
feedback, institutional flexibility, and the capacity to revise organizational responses under changing
environmental conditions (Cosens et al., 2023). These characteristics are particularly relevant to large
social-service organizations, whose operations must remain stable while simultaneously adapting to
demographic, technological, economic, and regulatory change.

Studies have further shown that operations management can function as an important mechanism
through which governance arrangements are translated into sustainability and performance
outcomes (Sancha et al., 2023). Governance of complex organizational activities therefore requires
integration across structures, resources, risk controls, operational processes, technology, and
stakeholder relationships. Research on complex project governance likewise emphasizes the need
for coordinated governance mechanisms across different stages and organizational processes (Ding
et al., 2023). Advanced operational practices, including digitally supported procurement and
integrated compliance mechanisms, can also reinforce transparency, risk management, regulatory
conformity, and operational excellence (Fredson et al., 2024).

In Iran, operational governance has increasingly attracted attention within the public-administration
literature. Studies have emphasized the importance of integrating organizational structure,
processes, resources, accountability, and performance in public-sector operational governance
(Zarei et al., 2023). Research on smart-city governance has identified managerial, governance,
technological, economic, operational, and cultural challenges that influence successful
implementation (Faghihi et al., 2022), while subsequent work has emphasized role clarification,
coordination among governance actors, and operational mechanisms for implementation (Karami et
al., 2024). Furthermore, desirable future governance in the Iranian administrative system has been
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associated with meritocracy, transparency, accountability, justice, administrative integrity, and
corruption control (Ghaffari et al., 2025). Nevertheless, despite the growing literature on governance
and operational management, an integrated model specifically tailored to the organizational
characteristics of the Social Security Organization remains underdeveloped. Given its extensive
insurance, healthcare, financial, administrative, and stakeholder-related operations, the organization
requires a comprehensive framework capable of linking organizational antecedents, implementation
strategies, and operational consequences. Therefore, this study aimed to design and validate an
operational governance model for the Social Security Organization.

Methods and Materials

This study employed an exploratory mixed-methods design within a pragmatic paradigm and
consisted of sequential qualitative and quantitative phases. The qualitative phase was undertaken
to identify the dimensions and components of operational governance and develop the preliminary
conceptual model. The participants were academic and organizational experts in management and
governance who were selected through purposive and snowball sampling. Sampling continued until
theoretical saturation was achieved. No new concept emerged after the seventeenth interview, and
the eighteenth interview was conducted to ensure saturation, resulting in a final qualitative sample
of 18 experts. Data were collected through face-to-face semi-structured interviews based on four
main areas: the meaning and conceptualization of operational governance in the Social Security
Organization, factors required for its establishment, relevant implementation strategies, and
expected consequences. Interview data were analyzed through thematic analysis using MAXQDA
2020. To enhance qualitative credibility, extracted codes and preliminary interpretations were
returned to participants for member checking. The member-check agreement was 89%. Peer
debriefing was conducted by four specialists, and independent coding by four researchers was used
to assess coding consistency. Cohen’s kappa coefficient was 0.679, indicating acceptable inter-
coder agreement.

In the quantitative phase, the qualitative findings were transformed into measurable constructs and
guestionnaire items. Axial concepts were treated as conceptual dimensions, while open codes
informed observable indicators. The questionnaire was reviewed by governance experts for clarity,
relevance, and necessity before administration. The quantitative population consisted of senior and
middle managers of the Social Security Organization, from whom 151 participants were included.
Sample size adequacy was determined according to the ten-times rule commonly applied in partial
least squares modeling and the number of structural paths directed toward endogenous constructs.
Structural equation modeling based on partial least squares was conducted using SmartPLS.
Sample adequacy and factorability were additionally assessed through the Kaiser—Meyer—Olkin
index and Bartlett’s test of sphericity. Measurement and structural components of the model were
subsequently examined, and t-statistics greater than 1.96 were considered significant at the 95%
confidence level. Overall model fit was also evaluated using the goodness-of-fit index.

Findings

Qualitative analysis resulted in the identification of 131 basic themes, 42 organizing themes, and 16
overarching themes. These findings were organized into three major domains comprising
antecedents, strategies, and consequences of operational governance. The antecedent domain
included strategic leadership and policymaking, organizational structures and capacities, process
and operations management, technology, data and intelligent systems, stakeholder interactions and
participation, and organizational culture and governance values. Key components included strategic
orientation, senior management commitment, regulatory frameworks, organizational design, human
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resource management, resource allocation, process management, performance analysis, risk
management and internal control, information technology development, data governance,
stakeholder management, accessibility, organizational culture, and governance values.

The strategy domain comprised three broader groups: organizational leadership and management
strategies, operational and service-improvement strategies, and interaction, transparency, and
sustainable-development strategies. These incorporated strategic governance, performance
management, resource analysis, human resource architecture, process reengineering, digital
transformation, service quality management, risk management and control, stakeholder
participation, transparency and accountability, organizational learning, and professionalization.

The consequence domain demonstrated that effective operational governance may generate
organizational, service-related, human, technological, social, and sustainability outcomes. The major
consequences included improved organizational performance and resource productivity, enhanced
service quality and stakeholder satisfaction, development of human capital and organizational
culture, greater transparency and administrative integrity, digital transformation and organizational
innovation, improved stakeholder interaction and social capital, and increased organizational
sustainability and excellence.

The quantitative results supported the adequacy of the dataset and the proposed model. The KMO
value was 0.863, indicating satisfactory sampling adequacy. Bartlett's test of sphericity was
statistically significant (x*>=2259.202, df=150, p<0.001), demonstrating sufficient correlations among
variables for structural analysis. Examination of the structural model showed that the t-statistics
associated with the examined relationships exceeded the critical value of 1.96 at the 95% confidence
level, supporting the statistical significance of the model relationships. The overall goodness-of-fit
index was 0.523, indicating a strong overall fit and providing empirical support for the proposed
operational governance framework.

Discussion and Conclusion

The findings demonstrate that operational governance in the Social Security Organization should be
understood as an integrated organizational system rather than a discrete managerial intervention.
The identified framework suggests that successful operational governance begins with appropriate
organizational antecedents, is translated into practice through coordinated implementation
strategies, and ultimately produces multidimensional organizational consequences. Strategic
orientation, leadership commitment, appropriate organizational structures, capable human
resources, standardized processes, effective risk controls, reliable data, integrated technologies,
stakeholder participation, and governance-oriented organizational values collectively establish the
conditions necessary for implementation.

The findings further indicate that antecedents alone are insufficient. Their effects must be translated
into operational practice through performance management, process redesign, digital
transformation, quality management, organizational learning, transparency, stakeholder
participation, and professionalization. This explains why operational governance should not be
interpreted merely as increased administrative control. Instead, it represents a mechanism for
coordinating strategic objectives with routine decisions and activities throughout the organization.
The consequences identified in the study also illustrate the broad organizational significance of
operational governance. Its potential benefits extend beyond conventional efficiency indicators and
include higher service quality, stronger accountability, improved administrative integrity, workforce
development, enhanced digital capability, greater stakeholder trust, and organizational sustainability.
This is particularly important for the Social Security Organization because the continuity, accuracy,
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accessibility, and legitimacy of its services directly affect a large and heterogeneous population of
stakeholders.

The quantitative validation further supports the coherence of the proposed framework. The
significant structural relationships and strong overall goodness-of-fit indicate that the model provides
an empirically defensible representation of operational governance within the studied organizational
context. The integration of qualitative expert knowledge with quantitative validation also strengthens
the practical relevance of the model by ensuring that its dimensions reflect both organizational
experience and statistically supported relationships.

In conclusion, the study developed and validated a comprehensive operational governance model
consisting of interconnected antecedents, strategies, and consequences for the Social Security
Organization. The model provides a systematic framework through which strategic governance can
be translated into coordinated operational practices and measurable organizational outcomes. Its
application may support improvements in organizational effectiveness, resource productivity, service
guality, transparency, accountability, digital transformation, stakeholder relationships, and long-term
organizational sustainability.
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