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Identification of change leadership 
dimensions and components in medical 
science education to move toward 
the third‑generation universities: 
A qualitative study
Ghobad Ramezani, Shoaleh Bigdeli, Yadolah Zarezadeh1, Zohreh Sohrabi

Abstract:
BACKGROUND: Change is a multidimensional and pervasive issue in the modern world, and 
organizations are constantly changing in social, cultural, political, economic, and technological fields. 
Change leadership is a model that employs a combination of leadership styles to keep the employees 
and the organization prepared for learning and continuous growth. This study aims to identify the 
dimensions and components of change leadership in medical sciences education to move toward 
third‑generation universities through a qualitative approach.
MATERIALS AND METHODS: The present study was an applied explorative qualitative study. 
Participants included the experts in the field of management and key informants in the field of change 
leadership and third‑generation universities who were selected through purposive sampling. The 
research tool was semi‑structured interviews aimed at the identification of dimensions and components 
of the change leadership. Interview‑guided questions were about change leadership to move toward 
the third‑generation universities followed by probing questions. Colaizzi content analysis technique 
was used to analyze the data.
RESULTS: Data from interview transcript analysis resulted in the identification of 335 initial codes, 
13 subcategories, and 3 categories or dimensions. The main categories included “change leadership 
roles and specifications,” “providing a context and preparing for change,” and “change leadership 
process and path.” Each of the main dimensions included several components.
CONCLUSION: The importance of leadership in the process of change is since change entails the 
establishment and institutionalization of new systems and structures which is impossible without 
an effective leadership style. Leaders have high expectations of their followers and inspire them 
to strive toward organizational goals and facilitate the realization of the shared vision through 
encouraging them. As a leadership paradigm for organization performance improvement capable 
of encouraging employees and building an organizational culture in which ethical procedures are 
considered behavioral norms, change leadership seeks to predict the environment changes so that 
it can move in accordance with them.
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Introduction

Change and transformation are inevitable 
in the modern days, and change 

programs must be designed and managed 
to make constructive and effective changes 
in organizations. Organizations must 
prefer “being” goals over “becoming” 
goals to achieve authority in the future. In 
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other words, change, reconstruction, and renovation 
are currently among the important dimensions of 
organizational health and durability, and change 
leadership in organizations is thus among the most 
difficult tasks of professional and pioneering managers.[1]

In the turbulent world of today, organizations need to 
adapt to the changes to continue their lives and carry out 
useful and effective tasks. Change and transformation are 
inevitable. Human attitude and thought will also change 
as a result of these changes and the emergence of new 
phenomena. Humans have always embraced the positive 
changes that advance and facilitate the process of activities 
and have tried to take advantage of them and prevent their 
possible adverse effects through change management.[2]

Tom Peters – one of the management science experts 
in America – wrote that “The principle of change is the 
only stable principle ruling over all public and private 
organizations in the modern day.” He continues, “The 
use of the word “change” in this regard is not sufficiently 
comprehensive and meaningful since this acceleration 
resulting from the speed and scope of change determines 
the various types of change in methods and actions. The 
power of responding and adaptation to the changes 
in the community and using the force of change as a 
constructive force or not is the main difference between 
success and failure.”[3]

According to this definition, change is the movement 
from a stable state to another state through a series 
of predicted and planned actions and phases aiming 
to improve the situation. Overall, change refers to 
moving from one level to another that includes the 
changes resulting from moving objects and people 
around to bringing personal abilities, knowledge, and 
skills from one situation to another.[4] Organizational 
change entails general awareness, hard and determined 
work over time, having a principled and purposeful 
approach, and credible knowledge regarding the 
organization dynamics and how to change them. Valid 
and accurate knowledge comes from behavioral sciences 
such as social psychology, psychology, anthropology, 
sociology, systems theory, organizational behavior, and 
management and organizational theory. Organizational 
change is the result of these sciences that provides 
guidance to create adaptability and compatibility 
between the organization and people, the organization 
and its environment, and organizational components 
and elements such as structure, processes, and strategies. 
These guidelines are implemented through programs 
and change aiming to resolve the problems under 
particular and problematic circumstances.[5]

Thus, modern organizations deal with broader changes 
in various aspects of their activities compared to the past. 

These changes require a correct and planned approach 
to take advantage of the change in the interest of the 
organization.[6] Change leadership and its models discuss 
organizational steering over the process of change.[7] The 
recent literature on organizational change indicates that 
over 70% of all efforts toward organizational change 
have failed.[8] Unfamiliarity with change management 
and leadership has been mentioned in literature as one 
of the factors failing change projects.[9,10]

Universities of medical sciences require further efforts 
to adapt to national and international changes and 
move toward responding to the changing needs of the 
community given their crucial role in the educational 
cycle of the national health and education system.

Thus, the process of change in these universities toward 
third generation and fourth generation must be guided 
and steered as well as possible. Identification of the 
aspects and components that must be managed and led 
over this path are the turning points of these changes. 
Considering the aforementioned, the present study aims 
to identify the dimensions and components of change 
leadership in medical sciences education to move toward 
the third‑generation universities through a qualitative 
approach.

Martials and Methods

Study design
The present study was among the applied research in 
terms of objective, was a qualitative study in terms of 
data collection, and fell into the category of explorative 
study.

Study participants and sampling
Participants included the experts in the field of 
management and key informants in the field of change 
leadership and third‑generation universities who were 
selected through purposive sampling continued by 
consecutive sampling, using the snowball method. 
The inclusion criteria were to be an expert in the field 
of change leadership and management, being well 
experienced, and acquainted with the key innovation 
and transformation packages of the Ministry of Health.

Data collection tool and technique
Semi‑structured interviews were conducted. Before 
the interviews began, participants were provided with 
information sheets. Interview questions were open 
ended, and the first stage was designed based on research 
objective, literature review, and study of the information 
[Table 1].

Interviews were completely recorded after the 
permission to record was obtained from participants. 
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Eventually, interviews were written down and analyzed. 
Some interviews[4] were conducted in person, and 
others[11] were carried out virtually considering the 
restrictions due to the coronavirus and the fact that the 
universities were located in various parts of the country. 
All participants were allowed to withdraw from the 
study during the interviews. Interview time and place 
were also determined by participants. The process of 
selecting interviewees continued to the point where no 
new data was being obtained from the interviews and 
data saturation was reached.

The final number of participants reached 18. Participants’ 
views regarding the identification of change leadership 
dimensions and components in the transformation 
toward third‑generation universities were obtained 
through in‑depth semi‑structured interviews. Data were 
collected, recorded, coded, and classified into the main 
concepts over an intensive period of 3 months.

Data analysis
Colaizzi data analysis technique (1987) was used to 
analyze data. After the interviews were conducted and 
interview transcripts were prepared, all the materials 
were reviewed carefully to understand and develop a 
better understanding of the opinions of participants, 
and the important phrases 9 containing rich concepts 
regarding the studied phenomenon were extracted. The 
concepts were then written down as codes. At the nest 
stage, results were combined as a complete description 
of the studied phenomenon and were revised to achieve 
unambiguous concepts. Finally, results were referred 
back to the participants to examine their validation and 
were confirmed by them.

The  Colaizzi analysis stages included the researcher 
reading all the descriptions given by participants several 
times, extracting the sentences and words relevant to the 
studied subject, and giving a specific meaning to each 
of the extracted sentences. After the descriptions made 
by the participants were reviewed, the shared concepts 
were placed in specific thematic categories and the 
main transcripts were referred to confirm the materials. 
Then, the extracted ideas were turned into a complete 
and comprehensive description of the phenomenon. 
According to the first three stages of Colazzie content 
analysis, the concepts extracted from the interviews 
with participants were categorized into 335 initial codes. 
At the next stage, the extracted codes were placed into 
specific thematic categories. For this purpose, categories 
were created from which subcategories were formed, 
and the main research concepts were eventually made 
up of a combination of several subcategories. Eventually, 
the inferred concepts were categorized into three 
central concepts at the fourth stage of the seven‑stage 
Colazzie analysis. The researcher wrote down the exact 

responses of participants on paper and returned them 
to four of the interviewees to examine the reliability of 
findings using the participant review technique. The 
purpose behind this was for the researcher to examine 
whether he had developed a correct understanding 
of the interviews, the results of which revealed data 
reliability. Besides, opinions from qualitative research 
experts were used during data analysis to check the 
robustness and accuracy of the study. The analysis and 
results of interview texts were eventually delivered to 
two qualitative research experts to review the process 
and validity of analysis and results which indicated that 
data analysis was acceptable.

Ethical statement
The present study has been derived from a doctoral 
dissertation of medical education at Iran University of 
Medical Sciences, which was conducted with the project 
code of 16638 and the ethics code of IR.IUMS.FMD.
REC.1399.386.

Results

As indicated in Table 2, 11 people (61%) of the participants 
were male and 7 people (39%) were female. Four 
people (23%) were assistant professors and 14 (77%) were 
professors. All participants were adequately familiar 
with the innovation and transformation packages and 
would refer to them during the interviews such as being 
in charge of innovation in their university. Participants 
were selected from all the ten logistic districts. More 
participants were selected from district 10 due to a large 
number of large universities in this district.

The results are presented in 335 initial codes, 13 categories 
or subthemes, and 3 main categories (similar codes were 
integrated and were reduced to 110 codes).

According to Table 3, three main categories entitled 
change leadership roles and characteristics, preparation 
and providing the context for change, and path and 
process and change leadership were determined. The 
themes of the change leadership roles and characteristics 
included the two subcategories of leader’s personal 
capabilities and characteristics and change leadership 
roles and tasks. The subcategories of a leader’s personal 
capabilities and characteristics included the components 
of high diagnostic power, power of accountability, 
charismatic power, empathy, individual characteristics 

Table 1: Interview and probing questions
The interview main question was as follows

What are the key components and dimensions in the field of 
change leadership of third‑generation universities?
The clarifying questions were asked

Can you elaborate?
Please give an example
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and ethics of the leader, creative thinking, honesty and 
risk‑taking at the same time, the power to make rational 
decisions, the capability of creating motivation for 
employees, leader’s ability to influence others, being full 
of ideas, high organizational intelligence, high emotional 
intelligence, and responsibility toward the employees 
and organizational goals.

Regarding the features of a leader’s personal capabilities 
and characteristics, one participant stated that:

 “The person who wants to play the role of leader must 
have some general capabilities and intrinsic characteristics 
such as the power to make decisions under challenging 
and critical conditions, high emotional intelligence, the 
ability to influence hearts, responsibility, etc., to achieve 
the desired result” (participant 9).

The subcategories of change leadership roles and 
tasks included the components of leader’s seriousness 
and determination to change, the leader as a training 
model who teaches change, taking advantage of the 
power of group decision‑making and participation 
in programs, the leader as a factor of innovation 
and creativity in the organization, awareness of the 
most updated management and leadership methods, 
ideological influence on the employees to accept and 
foster change, taking advantage of the entrepreneurial 
and transformational leadership style, advisory and 
consultative role, belief and faith in and commitment 
to change, awareness of one’s operational role in the 
process of change, coordinating individual and group 
incentives for change, steering and guiding employees 
toward change, giving authority delegation rights to the 

employees, the power to identify and make decisions 
under challenging and critical circumstances, risk‑taking 
to make changes, public mobilization and preparing 
the forces and the organization for change, the leader 
as a practical and inspirational model for employees to 
change, creating positive motivation and encouraging 
the employees to change, focusing on management and 
leadership tasks and activities, establishing bonds and 
empathy between the employees, taking advantage 
of new management and leadership methods in the 
organizational environment, identification of the 
intra‑organizational issues, strategic approach to the 
process of change, improving leadership competency 
and knowledge in the field of management and 
leadership, taking advantage of cooperative governance, 
intelligent performance, allocating enough time and 
energy to change, and the identification of problems and 
obstacles of change.

Regarding the subcategory of change leadership roles 
and tasks, one participant stated that:

 “To guide and lead change, the organization manager 
or leader must have a deep insight into the recognition 
of intra‑organizational problems, have mastery in 
problem‑solving, have a strategic approach to the process 
of change, be committed to the organizations and his tasks, 
be flexible, etc.” (Participant 1).

The main category of preparing and providing 
the context for change included  six subcategories 
including revision and change in university structure 
and procedures, strengthening communications and 
interactions, changing organization culture, preparing 

Table 2: Demographic characteristics of the participants
Interviewee 
number

Academic degree Gender Managerial 
experience (years)

Acquaintance with 
transformation plan packages

1 Assistant professor Female 1‑5 ✓

2 Associate professor Male 5‑10 ✓

3 Associate professor Male <15 ✓

4 Assistant professor Female 1‑5 ✓

5 Associate professor Male <15 ✓

6 Associate professor Male 5‑10 ✓

7 Associate professor Female 5‑10 ✓

8 Assistant professor Male 5‑10 ✓

9 Associate professor Female 1‑5 ✓

10 Associate professor Male <15 ✓

11 Associate professor Male 5‑10 ✓

12 Associate professor Female <5 ✓

13 Associate professor Male 11‑15 ✓

14 Associate professor Female 5‑10 ✓

15 Associate professor Male 5‑10 ✓

16 Associate professor Female 1‑5 ✓

17 Associate professor Male 5‑10 ✓

18 Assistant professor Male 1‑5 ✓
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Table 3: Subcomponents, categories, and dimensions
Theme Category Code subcategory
Change 
leadership 
roles and 
characteristics

Leader’s 
personal 
capabilities and 
characteristics

High diagnostic power
Power of accountability
Charismatic power
Empathy
Individual characteristics and ethics of the leader
Creative thinking
Honesty and risk‑taking at the same time
The power to make rational decisions
The capability of creating motivation for employees
Leader’s ability to influence others
Being full of ideas
High organizational intelligence
High emotional intelligence
Responsibility toward the employees and organizational goals
High flexibility
High organizational and work commitment
Proficiency in problem‑solving
Interpersonal communication skills

Change 
leadership roles 
and tasks

Leader’s seriousness and determination to change
The leader as a training model who teaches change
Taking advantage of the power of group decision‑making and participation in programs
The leader as a factor of innovation and creativity in the organization
Awareness of the most updated management and leadership methods
Ideological influence on the employees to accept and foster change
Taking advantage of the entrepreneurial and transformational leadership style
Advisory and consultative role
Belief and faith in and commitment to change
Awareness of one’s operational role in the process of change
Coordinating individual and group incentives for change
Steering and guiding employees toward change
Giving authority delegation rights to the employees
The power to identify and make decisions under challenging and critical circumstances
Risk‑taking to make changes
Public mobilization and preparing the forces and the organization for change
The leader as a practical and inspirational model for employees to change
Creating positive motivation and encouraging the employees to change
Focusing on management and leadership tasks and activities
Establishing bonds and empathy between the employees
Taking advantage of new management and leadership methods in the organizational environment
Identification of the intra‑organizational issues
A strategic approach to the process of change
Improving leadership competency and knowledge in the field of management and leadership
Taking advantage of cooperative governance
Intelligent performance
Allocating enough time and energy to change
Identification of problems and obstacles of change

Preparation 
and providing 
the context for 
change

Revision 
and change 
in university 
structure and 
procedures

Revising the goals, vision, and mission of the university and monitoring them
Establishment of a decentralized and flexible structure
Revising and changing university structure toward third‑generation universities
Changing organizational environment strategies
Developing technological infrastructures
Changing university resources and inputs
Evaluation of inputs and changing the process of teacher recruitment and promotion

Contd...
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Table 3: Contd...
Theme Category Code subcategory
Preparation 
and providing 
the context for 
change

Strengthening 
communications 
and interactions

Activating industry offices in the university
Increasing university interactions
International interactions and proper communication
Interaction with the industry and the labor market

Changing 
organization 
culture

Establishing and strengthening the culture of accepting and embracing change
Strengthening the culture of teamwork and team participation
Changing the organizational culture through reward and punishment, internal motivation, and obligation
Embracing those with new ideas
Leadership and institutionalization of the culture of using the technology in the organization
Supporting innovative culture
Attention to the dominant dialog in the university

Preparing and 
empowering 
human forces to 
change

Empowering various management levels of the university
Empowering faculty members
Empowering the employees
Empowering students
Attention to organizational learning in the university
Fostering a commitment to the organization and their tasks in employees and professors

Changing 
educational 
plans and 
programs

Changing educational contents and observing the effectiveness
Changing internships and prioritizing skill training
Changing the curriculums toward competency‑based curricula
Updating and taking advantage of effective teaching strategies
Engaging learners in one’s learning (self‑guided learning)
Education with an emphasis on the learner and their needs (and offering practical training)
Making educational content efficient
Using group work in teaching
Emphasis on innovation and creation of wealth in teaching
Updating and taking advantage of suitable evaluation methods and processes

Changing 
research 
activities

Taking actions to commercialize knowledge
Conducting applied research

The path 
and process 
and change 
leadership

Analysis of the 
status quo in the 
transition to the 
third‑generation 
university

Taking advantage of a knowledgeable manager or leader in the process of change
Understanding the current and main situation of the university by the manager or the leader
Understanding the conditions and constructive measures in the transition to third‑generation university structure
The feeling of the need to change inside and outside the organization
Evaluation of the inputs and procedures
Identification of issue (s) in the way of change

Planning for 
change

Investigating the current strategies and selecting the best strategy possible given the new and 
innovative ideas in the organization
Considering upstream documents as a framework and criterion to change the goal outline, vision, and 
the desired perspective of the firm
Participation of the employees in organizational decisions
Attention to the present and the future in planning
Attention to all the components as a coherent system
Having an operational plan
Developing a practical proposed plan for change

Implementing 
and supporting 
change

Preparing a comprehensive change map (including components, people, outputs, and outcomes)
Notification of change by holding workshops, handing out brochures, etc.
Mobilizing abilities, facilities, and resources to reach the destination
Use and application of the technologies required in the organization
Evaluating and monitoring the change plan and revising it if necessary

Leading 
resistance 
against change

Early diagnosis of problems and challenges
Identification of the main factors of resistance against change
Raising the awareness and knowledge of the employees regarding change and its impacts
Communicating with employees regarding the challenges
Team building and participation in solving challenges
Using incentive or preventive programs to deal with resistance
Preparing an action plan to deal with challenges
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and empowering human forces to change, changing 
educational plans and programs, and change in research 
activities.

The subcategory of revision and change in university 
structure and procedures included the components of 
revising the goals, vision, and mission of the university 
and monitoring them; establishment of a decentralized 
and flexible structure; revising and changing university 
structure toward third‑generation universities; changing 
organizational environment strategies; developing 
technological infrastructures; changing university 
resources and inputs; and evaluation of inputs and 
changing the process of teacher recruitment and 
promotion.

Regarding the subcategory of revision and change in 
university structure and procedures, one participant 
stated that:

 “… If we’re supposed to implement a change plan, we must 
have an analysis of the current situation of the university 
in at dimensions and at all levels and then decide what 
changes are to be made or which direction we must move 
towards. For instance, a criterion and framework are 
determined in the upstream documents indicating that 
we must reach a specific level after a certain amount of 
time. Sometimes, we might have to adjust the goals and 
the vision, or we may be given the gap and how to get from 
point A to point B…” (Participant 1).

The subcategory of strengthening communications 
and interactions included the components of activating 
industry offices in the university, increasing university 
interactions, international interactions and proper 
communication, and interaction with the industry and 
the labor market.

Regarding the subcategory of  strengthening 
communications and interactions, one participant 
stated that:

 “… To create the process of change in the university, we 
need to know where exactly we are now and, in other words, 
what our position is. We must have a general evaluation 
of our status quo and then investigate the desired state in 
the next stage…” (Participant 17).

The subcategory of changing the organization 
culture included the components of establishing and 
strengthening the culture of accepting and embracing 
change; strengthening the culture of teamwork and 
team participation; changing the organizational culture 
through reward and punishment, internal motivation, 
and obligation; embracing those with new ideas; 
leadership and institutionalization of the culture of 

using the technology in the organization; supporting 
innovative culture; and attention to the dominant dialog 
in the university.

Regarding the subcategory of changing the organization 
culture in leadership, one participant stated that:

 “… The leader or manager can steer the organization 
towards the desired state through collective determination 
and establishment of organizational culture as well as 
having a determined and reasonable plan to resolve the 
challenges and weaknesses, rely on the capabilities and 
resources, and overcome the potential resistances in the 
organization” (Participant 8).

The subcategory of preparing and empowering 
human forces to change included the components 
of empowering various management levels of the 
university, empowering faculty members, empowering 
the employees, empowering students, attention to 
organizational learning in the university, and fostering 
a commitment to the organization and their tasks in 
employees and professors.

Regarding the subcategory of preparing and empowering 
human forces to change in the subject of leadership, one 
participant stated that:

 “… I can confidently say that empowering faculty members 
is among the most significant components of change 
leadership since its results influence others sectors as well 
if it is carried out correctly…” (Participant 4).

The subcategory of changing educational plans and 
programs included the components of changing 
educational contents and observing the effectiveness, 
changing internships and prioritizing skill training, 
changing the curriculums toward competency‑based 
curricula, updating and taking advantage of effective 
teaching strategies, engaging learners in one’s 
learning (self‑guided learning), education with an 
emphasis on the learner and their needs (and offering 
practical training), making educational content efficient, 
using group work in teaching, emphasis on innovation 
and creation of wealth in teaching, and updating and 
taking advantage of suitable evaluation methods and 
processes.

Regarding the subcategory of changing educational 
plans and programs in the subject of leadership, one 
participant stated that:

 “…Changing the organizational culture might be the 
hardest work for change leaders and managers since 
changing organizational culture does not happen over 
time and is a time‑consuming process. The leaders 
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and managers must rely on the tools available to them 
such as group participation, education, structural 
changes, redesign, ream‑building, obligation, reward and 
punishment, internal motivation, etc., to institutionalize 
changes at individual and organizational levels gradually 
so that the organizational culture also changes over 
time…” (Participant 2).

The subcategory of changing research activities included 
the components of taking actions to commercialize 
knowledge and conducting applied research.

Regarding the subcategory of changing research 
activities, one participant stated that:

 “…When it comes to university changes, we must put 
education on the change agenda. Our training must be 
focused on the learners and their needs. On the other 
hand, the educational materials must be presented 
in such a way that the student can later use what he 
learned in commercialization and achieving wealth…” 
(Participant 9).

The subcategory of analysis of the status quo in 
the transition to the third‑generation university 
included the components of taking advantage of a 
knowledgeable manager or leader in the process of 
change, understanding the current and main situation 
of the university by the manager or the leader, 
understanding the conditions and constructive measures 
in the transition to third‑generation university structure, 
the feeling of the need to change inside and outside the 
organization, evaluation of the inputs and procedures, 
and identification of issue(s) in the way of change.

Regarding the subcategory of analysis of the status quo 
in the transition to the third‑generation university, one 
participant stated that:

 “…The leader or manager can coordinate the employees 
with change by changing the vision and mission of 
the university, analyzing the current situation, taking 
advantage of effective methods, and ideological influence 
on the employees so that he can evaluate and monitor the 
change program step by step and move towards the desired 
destination…” (Participant 4).

The subcategory of planning for change included the 
components of investigating the current strategies 
and selecting the best strategy possible given the new 
and innovative ideas in the organization; considering 
upstream documents as a framework and criterion 
to change the goal outline, vision, and the desired 
perspective of the firm; participation of the employees 
in organizational decisions; attention to the present and 
the future in planning; attention to all the components 

as a coherent system; having an operational plan; and 
developing and proposing practical plans for change.

Regarding the subcategory of planning for change, one 
participant stated that:

 “…Portraying the desired vision and planning to reach 
it can be the first important step, and it can be followed 
by mobilizing resources and facilities to reach the desired 
end…” (Participant 6).

The subcategory of implementing and supporting change 
included the components of preparing a comprehensive 
change map (including components, people, outputs, 
and outcomes); notification of change by holding 
workshops, handing out brochures, etc.; mobilizing 
abilities, facilities, and resources to reach the destination; 
use and application of the technologies required in the 
organization, and evaluating and monitoring the change 
plan and revising it if necessary.

Regarding the subcategory of implementing and 
supporting change, one participant stated that:

 “…There are many times when the individuals in the 
organization resist change due to their unawareness and 
lack of proper knowledge. This is where the role of managers 
and leaders becomes highlighted. Naturally, one of the best 
ways to get people to overcome their resistance against 
change is to provide them with the required information 
and knowledge regarding the change in ways such as 
holding workshops or handing out brochures, and increase 
their knowledge of the change…” (Participant 6).

The subcategory of leading resistance against change 
included the components of early diagnosis of problems 
and challenges, identification of the main factors of 
resistance against change, raising the awareness and 
knowledge of the employees regarding change and its 
impacts, communicating with employees regarding the 
challenges, team building and participation in solving 
challenges, using incentive or preventive programs to 
deal with resistance, and preparing an action plan to 
deal with challenges.

Regarding the subcategory of leading resistance against 
change in the subject of leadership, one participant 
stated that:

 “…Managers and individuals who plan to steer the 
current of change must know that they are more likely 
to succeed in decentralized and flexible organizations 
and can align their subordinates with the process of 
change and minimize resistance by team‑building, 
participation, and offering subordinates the right to 
delegate authority…” (Participant 7).
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Discussion

Moving towards a knowledge‑based economy and 
society is seen as an essential need for developing 
countries such as Iran. Studying the experiences of 
other countries can reduce the errors in this path 
considering the country’s economic need to transition 
from the resource‑based traditional economy to a 
knowledge‑based economy.[12]

The necessity of creating and managing organizational 
change has been highlighted recently given the fast 
advancement of science and technology and the 
complexity of the political situation and the social 
environment. This growing trend in the need for 
organizational change increases the need for adequate 
knowledge and skills for organizational evolution and 
improvement.

Managers can become change leaders by gaining 
knowledge such as awareness on the prevailing 
businesses of their business, learning to use new 
technologies, empowering themselves in compatibility, 
adopting strategies and skills, and embracing creative 
thinking. Change leaders use the capabilities of 
themselves and those around them well.[13] Taking 
advantage of leadership and management styles keeps 
employees prepared and encourages them for constant 
learning and growth as well as acceptance of change, and 
creates the proper context and grounds for organizational 
change. Change leaders are those who think about the 
future, know the destination, have the self‑confidence to 
create change in themselves, and are patient in helping 
or steering others to make a change.[14]

Change leadership is the ability to stimulate and influence 
others through personal support, seeing and steering, 
and access to the resources seeking to establish a firm 
ground for change.[11] Leadership is often considered 
a key for successful change.[15] Change leadership is a 
type of leadership that is focused on broad changes in an 
organization. Real change leaders are more concerned 
with a great and transformative vision for their business 
and how to empower the employees to realize the vision.[16]

Change management and leadership refer to keeping 
the organization and the employees ready for constant 
growth and learning which is itself a sort of thinking 
ahead.[17] Andrews et al. investigated the experiences 
of educational organizational managers in the field of 
change management in their study. Their results indicated 
the importance of individual and organizational culture 
and the knowledge and skills of the manager regarding 
change management which could be effective in the 
manager’s choice of change policy and lead to positive or 
negative results in terms of the implemented changes.[18]

Universities of medical sciences have to monitor trends 
and internal and external affairs constantly so that they 
can adapt to the changes at the right time and when 
necessary, and reach the essential foal of organizational 
improvement. Organization adjustment refers to a type 
of principled revision in the organization, a revision 
that influences the beliefs, thoughts, and value systems 
of the organization so that it can better adapt itself to 
the increasing speed of change. The term organization 
improvement refers to the improving and fostering 
organization capabilities to the extent that it can reach a 
favorable level of performance and playing its role, and 
maintain this level. Organization improvement is the 
continuous current of problem‑solving which entails 
the cooperation of organization members. According 
to the organization improvement principles, even 
organizations that are currently working at a satisfying 
level can still be improved and enhanced.[19]

In fact, organization improvement is a process resulting 
from the planned change. Planned change (i.e., the 
application of change management) encompasses all 
the dimensions of the organization such as organization 
structure, vision and mission, management procedures, 
stakeholders, employees and contents, planning, 
decision‑making, and communication, and seeks to 
achieve effective changes in the whole organization or 
parts of it or temporary systems such as committees.

Educational organizations – one of the largest organized 
human entities in every country and nation – have to pay 
serious attention to leadership as the most essential need 
to steer these entities and take measures to succeed.[20] 
Aarons et al. state that leadership plays a significant 
part in the effective implementation of change and 
innovation, and there is clear and increasing evidence 
indicating the influence and role of leaders in successful 
change.[21] Uokel also considers making a change as the 
main task of leaders and thus considers the ability to 
manage and lead organizational change effectively as 
one of the most favorable skills among the leaders and 
managers of modern organizations.[22] Gilley suggests 
that organizational leaders’ behaviors directly influence 
the actions that create change in the workplace.[23]

Therefore, competent managers at the heart of the 
organization and change management are among the 
factors that can help universities of medical sciences to 
implement change programs successfully. Considering 
the aforementioned, one of the main challenges of making 
a change in universities is the confidence in the presence 
of leaders that implement change in the organization 
successfully, those who help the organization to 
implement the change and ensure the organization that 
they will manage the resources spent on change in the 
best way possible and steer and encourage the employees 
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to cooperate in organizational change. Harold et al. argue 
that organizational change can be successful in the case of 
complete and correct execution of specific measures and 
actions by the leader regardless of the usual behaviors of 
leaders. In this regard, when the daily work environment 
of leaders is influenced by the events of change, actions of 
change might act as the supplementary or even substitute 
of their daily and normal behaviors.[24]

The study of  Wiener et al. also emphasized organizational 
preparedness for change as a precondition for successful 
change. Planning for change is another one of the 
identified measures. Changing without a plan leads 
to negative outcomes, so leaders need to develop a 
complete understanding of the positive and negative 
results of an action before taking it and must try to 
minimize all obstacles or disruptive consequences.[25] 
Armstrong suggests that change obstacle evaluation and 
goals as well as their solutions must be considered in 
planning for change. The goals behind the change must 
be debated and agreed upon so that everyone knows 
for which goal they are striving and can monitor and 
evaluate the extent to which the desired results have 
been achieved.[26]

Innovation and limitation
Leaders are recommended to provide employees with lots 
of information regarding the proposed changes, inform 
them on the logic behind the change, hold meetings to 
answer the employee’s concerns and questions, and 
provide those who are influenced by the change with the 
opportunity to discuss how the change influences them 
to minimize potential resistance and disagreement. Team 
building refers to the official and nonofficial intervention 
at the team level focused on social relations, clarifying 
the roles, and resolving interpersonal and responsibility 
problems, and influences team performance. Change 
leaders can reduce the concern about and resistance to 
change by portraying a positive image of the change 
and presenting its feedbacks. According to the social 
cognitive theory, when individuals receive feedback 
on their work, they are likely to set higher goals for 
themselves since they believe in their ability to deal 
with the goals effectively. Besides, if supervisors provide 
employees with feedback, they may feel like they can 
change their behavior successfully or adjust their goals 
based on the feedback from their supervisor.

Policymakers and administrators can help implement 
change programs at the university by removing barriers 
and resistance. It is suggested that researchers identify 
the reasons for the success and failure of change 
programs at the university and also identify the factors 
that enable a leader to implement organizational change 
well and contribute to the growth and excellence of the 
organization.

Conclusion

In educational organizations, the organization becomes 
a learning organization following planned change, and 
the people at work who are faculty members bring 
about the organization’s improvement through learning. 
Managers in such organizations can be called change 
factors since their job is to create a desirable physical 
and mental environment so that the employees can pay 
efforts to achieve their organizational and individual 
goals in peace and by taking advantage of their abilities. 
Managers must implement change by controlling, 
influencing, and creating facilities. Any change such as 
limited or extensive changes must be carried out through 
an accurately designed plan and establishment of the 
change process so that its results are predictable. The 
results of the present study lead to the identification of 
dimensions and components of change leadership in 
the transition to the third‑generation universities which 
were categorized into three dimensions. Each dimension 
had several subcategories. The main categories included 
change leadership roles and characteristics, preparation 
and providing the context for change, and change 
leadership process and path. Each main dimension 
also included several subcategories. For instance, the 
dimension of change leadership roles and characteristics 
included the subcategories of high diagnostic power, 
power of accountability, charismatic power, empathy, 
individual characteristics and ethics of the leader, 
creative thinking, honesty and risk‑taking at the 
same time, the power to make rational decisions, the 
capability of creating motivation for employees, leader’s 
ability to influence others, being full of ideas, high 
organizational intelligence, high emotional intelligence, 
responsibility toward the employees and organizational 
goals, high flexibility, high organizational and work 
commitment, mastery of problem‑solving, and the ability 
of interpersonal communication.
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