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Abstract:

This study aimed to identify and validate the components of human resource value creation based on human resource development in Iranian
universities of medical sciences. This sequential qualitative study was conducted in two phases: component identification and validation. In
the first phase, participants included faculty members in management-related disciplines, operational and executive managers of clinical and
healthcare units, and human resource experts and specialists. Twenty-one experts were recruited through snowball sampling until theoretical
saturation was reached. Data were collected using semi-structured interviews and analyzed through Braun and Clarke’s six-phase thematic
analysis, including initial coding, theme development, and theme refinement. In the validation phase, 17 senior and middle human resource
managers, faculty members, and senior human resource experts were purposively selected. The identified components were evaluated through
three rounds of the Delphi technique. Methodological rigor was supported by an intra-subject agreement coefficient of 0.76, Cohen’s kappa
of 0.70, and a test-retest reliability coefficient of 0.87 for the expert-evaluation checklist. The qualitative analysis yielded 121 criteria
organized into 24 subcomponents and six overarching themes: strategic human resource competencies, learning-organization empowerment,
managerial systems and processes, culture and social capital, innovation and digital transformation, and value creation and performance
outcomes. The three-round Delphi process confirmed the validity and acceptability of all 24 identified components. In the final validation
round, professional competency enhancement, strengthening organizational participation, improvement of human resource systems,
development of organizational trust, promotion of organizational innovation, and development of organizational values emerged as the most
highly prioritized components within their respective dimensions. Human resource value creation in universities of medical sciences requires
an integrated approach that connects competency development, organizational learning and participation, effective managerial systems, social
capital and trust, digital transformation, and organizational innovation with improved service quality, employee productivity, and
organizational values. The validated model provides a context-sensitive framework that can guide human resource development policies,
strategic planning, and managerial interventions in universities of medical sciences.
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Extended Summary

Introduction

Human resources have increasingly been recognized as a strategic organizational asset rather than merely an operational
input or administrative cost. Contemporary organizations depend on employees’ knowledge, competencies, motivation,
creativity, and adaptive capacity to achieve sustainable performance and respond effectively to environmental change. From
this perspective, human capital contributes to value creation when individual and collective capabilities are transformed into
improved organizational processes, innovation, productivity, service quality, and stakeholder outcomes. The resource-based
perspective similarly emphasizes that human capital can contribute directly and indirectly to organizational value through
mechanisms such as innovation, efficiency, and optimization of internal processes (Supian & Fuad, 2025). Accordingly, the
strategic significance of human resources depends not simply on their availability but on the organization’s ability to develop,
organize, and deploy their capabilities effectively.

Human resource value creation is therefore a multidimensional phenomenon involving the conversion of employees’
knowledge, skills, experience, competencies, relationships, and organizational participation into outcomes that are meaningful
for both the organization and its stakeholders. The creation of value is influenced by the ways in which resources are combined,
coordinated, and embedded within organizational arrangements (Asmussen et al., 2021). Employee-based value creation
likewise depends on the interaction among human, relational, and organizational resources rather than on human capital in
isolation (Boukis & Kabadayi, 2020). Studies of human resource valuation have further emphasized that employees should be
regarded as resources capable of generating future organizational benefits (Rahimi et al., 2022). Thus, the potential value of
human resources becomes actualized only when organizations establish appropriate mechanisms for developing competencies,
enabling participation, supporting learning, and directing employee capabilities toward strategic priorities.

Human resource development is one of the primary mechanisms through which this transformation occurs. Modern human
resource development extends beyond episodic training and encompasses systematic efforts to enhance individual
competencies, professional capabilities, organizational learning, adaptability, career development, and future-oriented skills.
Development-oriented human resource systems can improve productivity and organizational performance when development
practices are integrated into broader organizational processes (Gholizadeh et al., 2021). This integration becomes particularly
important in complex and high-reliability organizations where employees must continuously update their knowledge, adapt to
change, and perform under conditions of uncertainty (Rafati Alashti & Seyed Naghavi, 2022). Moreover, professional and
managerial competencies constitute an important foundation for human resource value creation, particularly in public
organizations where employees’ capabilities must be aligned with organizational missions and public-service expectations
(Balazadeh, 2023).

Previous research in Iran has also demonstrated growing interest in human resource value creation. Process-oriented models
have indicated that value creation should be understood as the outcome of interconnected human resource mechanisms rather

than isolated interventions (Ahmadi et al., 2020). Research in public organizations has similarly shown that human resource
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value creation requires movement beyond conventional human resource management practices toward more strategic and
value-oriented approaches (Seyed Naghavi et al., 2023). Studies in other large organizations have identified multiple interacting
determinants of human resource value creation and have highlighted the importance of organizationally specific models
(Khodabakhshi Hafshejani & Aghadavoud Jolfaei, 2024). The increasing contribution of human capital to organizational value
further justifies systematic investment in the development of employees and their competencies (Bahmani, 2021). Value-based
management perspectives also suggest that organizational policies and managerial processes should ultimately be evaluated
according to the value they generate and their contribution to operational effectiveness (Jannat-Makan et al., 2021).

These considerations are especially important for universities of medical sciences. Such institutions perform simultaneous
educational, research, administrative, clinical, and healthcare-service missions and depend on diverse groups of faculty
members, managers, administrative personnel, healthcare professionals, and human resource specialists. Consequently,
fragmented human resource development practices may be insufficient for organizations whose effectiveness depends on
professional competence, interprofessional cooperation, organizational learning, trust, innovation, and technological
adaptation. Given the absence of a comprehensive, context-sensitive framework integrating human resource development with
value creation in universities of medical sciences, the present study aimed to identify and validate the components of human
resource value creation based on human resource development in Iranian universities of medical sciences.

Materials and Methods

This study employed a sequential qualitative design consisting of an exploratory identification phase followed by an expert-
validation phase. In the qualitative phase, participants were selected from three groups: faculty members specializing in public
management, human resource management, educational management, and human resource development; operational and
executive managers working in clinical and healthcare units; and experts and professionals in human resource management
employed by the Ministry of Health or other public and private organizations. Snowball sampling was used to recruit
knowledgeable participants, and data collection continued until theoretical saturation was reached. A total of 21 experts
participated in this phase.

Data were collected through semi-structured interviews. The interview data were analyzed using the six-phase thematic
analysis process involving familiarization with the data, generation of initial codes, searching for patterns, development of
subthemes, review and refinement of themes, definition and naming of major themes, and preparation of the final analytical
structure. Atlas software was used to support coding and organization of the qualitative data. To enhance methodological rigor,
expert review and re-examination procedures were applied. The intra-subject agreement coefficient was 0.76, and Cohen’s
kappa coefficient was 0.70.

The validation phase included senior and middle-level human resource managers in universities of medical sciences, faculty
members in relevant management fields, and senior experts working in human resource departments. Seventeen experts were
purposively selected. An expert-evaluation checklist was developed based on the themes and components identified in the
qualitative phase. The clarity and comprehensibility of the checklist were reviewed by academic and organizational experts.
Test-retest reliability was assessed using 10 members of the target population over a two-week interval, producing a reliability
coefficient of 0.87. The identified components were subsequently evaluated through three rounds of the Delphi technique.
Experts rated the importance of each component using a five-point scale ranging from 1, representing the lowest importance,
to 5, representing the highest importance. The Delphi rounds were conducted at one-week intervals, and the validation data

were analyzed using SPSS.
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Findings

Analysis of the qualitative interviews initially generated 492 conceptual codes. Following comparison, refinement, and
removal of 371 repetitive codes, 121 final criteria remained. These criteria were organized into 24 subcomponents and
subsequently classified under six overarching themes.

The first theme, strategic human resource competencies, comprised individual competency development, professional
competency enhancement, strategic skills management, and development of future-oriented capabilities. The second theme,
learning-organization empowerment, included continuous learning development, strengthening organizational participation,
enhancing employee self-efficacy, and creating learning environments. The third theme, managerial systems and processes,
consisted of improvement of human resource systems, redesign of work processes, enhancement of supportive structures, and
development of managerial policies. The fourth theme, culture and social capital, encompassed strengthening a culture of
collaboration, developing organizational trust, enhancing human interactions, and promoting organizational cohesion and
solidarity. The fifth theme, innovation and digital transformation, consisted of development of technological infrastructure,
digitalization of the human resource system, promotion of organizational innovation, and data management and analytics. The
sixth theme, value creation and performance outcomes, included improvement of service quality, enhancement of employee
productivity, development of organizational values, and human development outcomes.

The three-round Delphi process confirmed the acceptability of all 24 identified components. In the third Delphi round,
professional competency enhancement received the highest rating within strategic human resource competencies, with a mean
of 3.93 and a standard deviation of 0.82. Within learning-organization empowerment, strengthening organizational
participation ranked first, with a mean of 3.89 and a standard deviation of 0.93. Improvement of human resource systems was
the highest-rated component of managerial systems and processes, with a mean of 3.92 and a standard deviation of 0.73. Within
culture and social capital, organizational trust received the highest rating, with a mean of 3.92 and a standard deviation of 0.79.
Promotion of organizational innovation ranked first within innovation and digital transformation, with a mean of 3.92 and a
standard deviation of 0.96. Finally, development of organizational values received the highest rating within value creation and
performance outcomes, with a mean of 3.95 and a standard deviation of 0.96. Overall, the Delphi results supported the validity
of the six-dimensional framework and all 24 constituent components.

Discussion and Conclusion

The findings demonstrate that human resource value creation in universities of medical sciences is not attributable to a single
human resource practice. Rather, it emerges from the systematic interaction of employee competencies, learning and
participation, managerial systems, organizational relationships, technological transformation, and performance-oriented
outcomes. The six identified dimensions therefore represent complementary elements of an integrated value-creation
architecture.

Strategic human resource competencies form the individual and professional foundation of this architecture. The high
priority assigned to professional competency enhancement indicates that employees’ specialized knowledge and capabilities
are particularly important in medical universities, where organizational effectiveness depends heavily on professional expertise
and reliable performance. However, current competencies alone are insufficient. The inclusion of future-oriented capabilities
indicates the need for employees who can adapt to emerging professional, technological, and organizational requirements.

Learning-organization empowerment represents the mechanism through which individual competencies become

collectively useful. The prominence of organizational participation suggests that employees create greater value when they are
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not merely recipients of managerial decisions but active contributors to problem solving, decision-making, teamwork, and
organizational improvement. Continuous learning, self-efficacy, and supportive learning environments can further strengthen
this process by enabling employees to update their competencies and apply their knowledge confidently.

Managerial systems and processes provide the structural conditions necessary for human capabilities to produce
organizational results. The importance assigned to improving human resource systems suggests that development initiatives
must be integrated with performance appraisal, career advancement, compensation, training, information management, and
other human resource processes. Without this alignment, investments in employee development may remain fragmented and
fail to generate sustainable organizational value.

Culture and social capital constitute the relational foundation of the proposed model. The high ranking of organizational
trust indicates that value creation depends substantially on the quality of relationships within the organization. Trust facilitates
information sharing, cooperation, constructive interaction, and employee willingness to participate in organizational initiatives.
This is particularly important in universities of medical sciences, where educational, administrative, research, and clinical
functions require continuous coordination across professional and organizational boundaries.

Innovation and digital transformation constitute another essential dimension. The prominence of organizational innovation
demonstrates that technology itself is not sufficient; digital infrastructure and human resource information systems create value
only when accompanied by a culture that supports experimentation, adaptation, and improvement. Data management and
analytics can further strengthen evidence-based human resource decision-making, while digitalization can improve
transparency, accessibility, and efficiency.

Finally, value creation and performance outcomes represent the ultimate manifestation of the preceding dimensions.
Improvements in service quality, employee productivity, organizational values, and human development outcomes demonstrate
whether human resource development has been successfully translated into meaningful organizational consequences. The
relatively high priority of organizational values also indicates that value creation in public healthcare-related organizations
should not be interpreted solely in economic terms. Professional responsibility, commitment to organizational missions, quality
orientation, and sustainable human development are also important outcomes.

In conclusion, the validated model conceptualizes human resource value creation as an integrated and context-sensitive
process consisting of six major dimensions, 24 components, and 121 criteria. Sustainable value creation in universities of
medical sciences requires simultaneous attention to strategic competencies, organizational learning and participation, effective
managerial systems, trust and social capital, innovation and digital transformation, and measurable performance and human
development outcomes. The framework developed in this study may therefore provide a practical foundation for redesigning
human resource development policies and aligning investments in employees with the broader educational, research,

administrative, and healthcare missions of universities of medical sciences.
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