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Abstract:
INTRODUCTION: Selection of the managers and leaders is a major concern of leading organizations. 
Recruitment of the qualified individuals in an educational organization depends on effective 
selection techniques. The present study reports the experience of Tehran University of Medical 
Sciences (TUMS) in designing a framework for selection of school dean.
MATERIALS AND METHODS: First, a literature review was conducted to identify the common 
frameworks for the selection of deans in academic environment. Then, the perceptions of key 
stakeholders were collected via focus group discussions. Thematic analysis was used to categorize 
participants’ comments. Following, an institutional guideline for selection of school dean was 
developed based on the derived themes and subthemes by a task force and approved by the board 
of directors.
RESULTS: Three themes and nine subthemes were extracted, resulting in the selection framework 
for the school dean at TUMS with three phases of preparation, selection, and appointment. The 
preparation phase includes organizational needs analysis, designing the selection strategy and 
determining the eligibility of nominee. In the selection phases, various methods such as personal 
resume, interview, and consultation with beneficiaries were recommended, and the appointment 
phase includes formal appointment of the selected nominee by the university chancellor.
CONCLUSIONS: We developed a framework for selection of school dean at TUMS. It recognizes 
the process that top managers would look out when selecting school deans. The framework may 
result to choose the proper individuals who have suitable plans and stronger Curriculum Vitae, while 
involving key stakeholders and collecting wisdom.
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Introduction

There is no doubt that educational leader, 
especially on the top level, plays an 

important role in the success of the academic 
institutions, and the effective selection of 
them is an important task in all successful 
organizations. One of these high‑level 
leaders is school dean.[1] The school dean 
is best understood as her/his managerial 
and leadership role. It entails leading 
programs of change in complex educational 

organizations; setting goals, managing 
educational culture, and developing faculty 
member and staff and ensuring that political 
precedence is delivered. Professional school 
dean must combine aspects of leadership, 
strategic management, communication, and 
collegial management.[2] In other words, the 
job of school dean is critical to the operation 
of a school and the success of organization.[3]

Recent works have highlighted the association 
between the quality of educational leader 
selection decisions and organizational 
effectiveness.[4‑6] For educational leader, 
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who effect and regulate organizational policy, it is 
even more crucial that selection decisions be as valid as 
possible.[7] Many different models have been presented 
in the literature describing the selection process of 
educational leaders.[8‑10] There is also abundant evidence 
that selection of educational leader is based upon criteria 
that vary from organization to organization, but all have 
a common objective of maximizing the person‑job fit.[11‑13] 
Until very recently, few theoretical perspectives have 
addressed the issue of selection of school dean .[5,14]

In the universities of medical sciences, in Iran, school 
deans are selected by the university’s chancellor. There 
is no defined framework for this task and in most cases, 
managers are appointed based on the chancellor’s 
individual opinions or elected through advising with 
trusted individuals.[15]   This can lead to challenges in 
selection of competent managers so that institutions 
may be deprived of having capable administrations. 
Given the significance of this issue, Tehran University 
of Medical Sciences (TUMS) has made an attempt to 
design a framework for the selection of school dean, in 
which the selection process of school dean goes through 
a systematic process. The important point is that a large 
variety of stakeholders should participate in designing 
such model and the selection process. Therefore, it can 
be concluded that a competent manager should also 
be credible for stakeholders. The aim of this article 
is to present the experience of TUMS with regard to 
designing a model for participatory selection of school 
dean adjusted to TUMS context. Similar work has not 
been reported in Iran. Employing such a framework 
systematizes dean selection processes in line with 
strategic and purposeful human resource management 
and as a result may improve patient care.

Materials and Methods

This multi‑phase study is a report of TUMS experience 
in designing a model for selection of school dean. A task 
force in TUMS performed and supervised the project 
based on the following phases:

Review of literature
In the first phase, related literature was reviewed for 
school dean selection frameworks, processes, procedures, 
guidelines and protocols.

Obtain views from experts and stakeholders
In the second phase, in order to obtain specific views of 
experts’ three group discussion sessions were conducted 
with the 8–12 participants who had expertise in academic 
management and experiences in administrative through 
university. Each session was facilitated by a moderator 
and lasted 1 to 2 h. The results of literature review were 
used to guide the questions and discussions in group 

discussion sessions. The discussions tape‑recorded 
and transcribed. Thematic analysis technique was 
used to analyze data. Data extracts from field notes 
and transcripts. Extracts of data were then coded into 
coherent concepts, and these codes were categorized and 
summarized to identify the subthemes. These subthemes 
were incorporated in a process of switching between 
the data and relevant literature and three themes 
emerged. Themes and subthemes were reviewed and 
double‑checked with participants and finally defined as 
the proposed school dean selection framework.

Preparation of guideline
The task force developed an institutional guideline 
for selection of school dean based on the themes and 
subthemes derived from the previous phase. The 
guideline was modified based on discussions and 
then consensus. It finally was put on the website of the 
TUMS for public commenting of all stakeholders in 
the university and in the semifinal version of guideline 
incorporating minor modifications based on comments 
from stakeholders.

Institutional approval
The semifinal version of guidelines was discussed in a 
meeting of the Board of directors and the final edition of 
the guidelines was approved by the board of directors.

Results

Concise overview of literature
The literature shows that a wide variety of selection 
methods have been used through universities for 
selection of school dean. However, a rigorous frame of 
reference is not adequately addressed. The most common 
way of selection is through consultative committees with 
different names such as selection committee, advisory 
selection committee, and search committee. However, 
elections are less likely to occur, and most often, selection 
is done with the help of advisory committees with a wide 
range of individuals.

Qualitative results and model development
Three themes and 9 subthemes were extracted from 
the data, in turn resulting in the selection framework 
for the school deans of TUMS with three phases of 
preparation, selection, and appointment. This framework 
is demonstrated in Figure 1.

The following explains each of the three phases of 
frameworks.

Preparation phase
This phase includes all activities before the selection 
process such as organizational needs analysis and 
designing the selection strategy and determining of 
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eligibility of nominees. Analyzing the organizational 
needs aims to analyze the academic environment in 
terms of internal environment (e.g., the strategic plan of 
TUMS) and external environment (e.g., regulations and 
policies of MoMEH). We proposed the workflow process 
for selection of school deans and eligibility criteria based 
on the participants’ views [Figure 2 and Table 1].

Selection phase
Selection phase start with the nominating candidates by 
faculty members. Nominees with the highest votes (up 
to 10 people) are introduced to an advisory committee. 
Then, various methods and tools such as analysis of 
personal resume, interview, and consultation with 
beneficiaries are used by the advisory committee to 
select the qualified people among the nominees. At the 
end of the selection phase, two nominees are suggested 
by the advisory committee to the university chancellor 
for another interview and final selection.

Appointment phase
The last phase of the proposed framework was the formal 
appointment of the selected nominee by the university 
chancellor and notifying the institution and individuals. 
Although the whole process of selection of school dean 
is participatory, the final decision‑making is made by the 
university chancellor in accordance with the Supreme 
Council for Cultural Revolution.

Discussion

This paper presented the experience of TUMS in 
designing the selection framework of the school dean in a 
participatory way. Evidence has shown that participation 
of staff in organizational decision‑making is resulted in 
job satisfaction, motivation, organizational commitment 
and good interaction of staff with managers.[15‑19] Based 
on the literature, participation is divided into two types: 
direct participation and representative participation. 
Direct participation involves the inclusion of individual 
opinions themselves, while representative participation 
involves considering the views of the representatives of 
individuals in the decision‑making process.[20] The direct 
participation (secret survey of all faculty members) and 
representative participation (selecting representatives 
from each school in the advisory committee) were taken 
into account in the selection of school dean in this study.

In the proposed framework, organizational need 
analysis was mentioned as the first step in the intended 
preparation phase. To this end, to determine an efficient 
process fitting the organizational culture of TUMS, the 
internal and external environment should be evaluated 

• Analyzing the 
organizational needs

• Determining the workflow 
process for selection

• Determining the eligibility 
criteria

• Nominating candidates by 
faculty members
•Analyzing the personal 

resume
• Consulting with 

Stakeholders
• Interviewing by the 

advisory committee 

•Formal appointingby the 
chancellor

Selection AppointmentPreparation

Figure 1: Framework of the selection of school deans in Tehran University of 
Medical Sciences

A secret survey of the 
faculty members of the 

school

Presentation of results 
to the advisory 
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Primary evaluation by 
advisory committee

Receiving theresume 
and agenda of the 

nominees

Determining the 
evaluation criteria of 
the proposed people

Interview by advisory 
committee

Analysis by advisory 
committee (opinion of 

the beneficiaries)

Final decision-making 
by advisory committee

Introducing at least two 
people to the university 

dean

Interview by the 
university chancellor

Figure 2: The workflow process in the selection of school deans at Tehran University of Medical Sciences

Table 1: Eligibility criteria for the selection of school 
deans at Tehran University of Medical Sciences
General and special 
criteria

Expected qualifications

Academic rank of at least 
as associate professor
Minimum experience of 
5 years as faculty member
Maximum age of 65 years 
at the start of appointment
Lack of employment 
outside the university 
for holding executive 
positions

Adherence to the principles and 
supreme objectives of Iran
Professional commitment
Executive experiences, managerial 
responsibilities. and leadership in 
academic settings
Efficient communicative skills
Spirit of change and innovation in 
academic and administrative activities
Intersectoral communication skills 
within the university and with external 
institutions
International academic communication 
skills
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in several meetings with expert individuals which 
is consistent with the other studies.[21] In the current 
study, following the needs analysis, the determination 
of qualifications of school deans in the preparation 
phase is obtained. Cohen et al. have shown that cultural 
and organizational environment play a pivotal role in 
determining and defining management and leadership 
qualifications in organizations.[22] Accordingly, we 
determined the eligibility criteria for school deans at 
TUMS based on the perspectives of individuals and 
organizational requirements.

Another great component of our framework was 
determining a multi‑stage workflow process for the 
selection. De Corte and Lievens regarded single‑stage 
selection process inefficient and believed that this 
type of selection would reduce the applicability of this 
procedure.[23] In the designed framework of present 
study, an interview and resume analysis were proposed 
to evaluate the qualifications of the nominees. Torres 
and Gregory (1999, 2018) asserted that interview and 
resume evaluation are the most common methods used 
in the selection of the managers.[24] Moreover, the results 
of several studies refer to the effectiveness of structured 
interview in the selection process of the suitable 
personnel for career, group and organization.[25,26] 
The results of a meta‑analysis showed that cognitive 
ability and social skills can be evaluated well through 
interview.[27]

Various studies have mentioned the use of searching 
or selection committees for effective selection of the 
staff and managers.[28] The advisory committee in the 
proposed framework of this study comprises of various 
stakeholders from different groups. Mallon and Buckley 
conducted a study on the current and future status of 
the selection of the health‑related university deans and 
stated that 85% of the heads of clinical departments 
and 74% of the presidents of educational hospitals in 
medical colleges were selected by the search committees 
consisting of 10–12 members.[29] Van der Merwe and 
Potgieter considered the accuracy of selection process 
dependent on the collection of accurate information 
from several valid sources.[30] To this end, the members 
of advisory committee must agree upon the selection of 
the intended nominee’s and introducing him/her to the 
university chancellor for final selection.

Our study has some limitations. The proposed framework 
has been designed compatible with TUMS conditions 
and context. Further research should be conducted 
in other institutions with the aim of developing their 
specified framework and comparing its results with 
TUMS framework. As another limitation of the study, 
it was not focused on the use of the framework and its 
results. More research is needed to examine the utility of 

the framework in TUMS and other similar settings. The 
framework is mainly based on interview and CV and fails 
to capture the school dean skills based on objective tests. 
Another limitation is the nomination of faculty members 
by their peers that may not be based on the personal 
recognition and not the nominee plan. It is recommended 
to develop more comprehensive framework applying 
more objective selection methods and monitoring its 
effects on institutional efficiency.

Conclusions

We designed a framework for selection of school deans at 
TUMS. It is important because it recognizes the process 
that top manager would look out for when selecting 
school deans. The main point of the framework is to 
choose the proper individuals who have more suitable 
plan and stronger CV, while involving more stakeholders 
and collecting wisdom.
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