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Abstract

The paper presents results of research related to the effect of managerial positions on academic careers in higher education made by the authors at the public universities in Bosnia and Herzegovina. This research was based on a survey of representative number of former and actual rectors, vice rectors, deans and vice deans at public universities in Bosnia and Herzegovina. The authors developed questionnaire in order to investigate the perception related to the effect of managerial position on development of academic careers in the public higher education institutions in Bosnia and Herzegovina. Namely, today is not possible to think of a single field that has not faced yet the transformations triggered by global competitiveness. Higher education is no exception. The traditional system of education appears to be inadequate to keep up with the speed of developments and to come up with quick solutions. Surviving, performing and thriving on the global market largely depend on the capacity of the education system to adapt to the multiple changes in the environment. There is no surprise that universities must turn to a different managerial approach if they seek a higher rate of success and a high degree of competitiveness on the market. So, positions like rector, vice rector, dean or vice dean have become real managerial positions and full time jobs. But, at all public universities in Bosnia and Herzegovina on these positions could be elected only academic staff with adequate academic titles, regardless to managerial knowledge and/or experience. Since managerial positions are full time jobs that do not leave a lot of time for academic work, it is not unusual that younger academic staff avoid these positions because of fear that they could threat their academic careers. 
Namely, promotion criteria for academic titles in higher education in Bosnia and Herzegovina are defined by lows (state, entity and cantonal) and they do not evaluate engagement on managerial positions like rector, vice rector, dean or vice dean, bur just contribution in academic field. 
The aim of this research was to investigate what is perception of former and actual rectors, vice rectors, deans and vice deans related to the effect of their managerial positions to their academic careers. 
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Introduction

Last fourteen years the European Commission has continuously emphasized the role of universities in contributing to the knowledge society and economy (EC; 2005a, Eurydice; 2008), stressing that “Europe must strengthen the three poles of its knowledge triangle: education, research and innovation. Universities are essential in all three” (EC, 2005b). Appropriate governance structures and processes are frequently regarded as a precondition to achieve these goals. Sound governance, competent and accountable management, transparent and coherent institutional quality processes have risen to the top of the work agenda of European university leaders last decade. They have to cope with the major challenges of change (Bologna reforms, the building of the European research and higher education area (EHEA and ERA) and increasing global competition) which higher education institutions across Europe are facing (EUA, 2007). Universities are competing for funding and resources in a global marketplace and responding through the adoption of more ‘business-like’ approaches to leadership, management and performance. With an increasingly competitive environment at institutional level, it is likely that universities will attempt to enhance organisational performance and outputs in ways that are aligned with organisational strategy whether or not they match the values, identities and/or aspirations of academics per se. This dynamic will inevitably put pressure on ‘academic leadership’. Concerns relating to institutional brand, market position and performance may drive academic management in ways that meet ‘corporate’, rather than ‘academic’, priorities. 
A corporate approach to management and leadership in higher education tends to bring with it a focus on the accomplishment of institutional goals and objectives through processes of alignment and a narrowing of what is regarded as high-quality academic work through the application of metrics and performance targets, thereby diminishing opportunities for academics to self-determine their own sense of direction and in so doing undermining their commitment to the institution and the profession (LFHE, 2012).
At a round-table discussion held by the Leadership Foundation for Higher Education (LFHE) in May 2013, senior academic and managerial staff debated how successful higher education institutions will be governed, managed and led (OBHE, 2013). One of the conclusions was that decisive leadership requires centralisation of purpose and functions. But there is a trade-off: the movement of decision-making upwards from individual departments to senior managers’ impacts on the autonomy of academic staff. When university leaders do not have academic staff on board for major initiatives, things go wrong. Likewise, governing bodies, which should be the location of risk assessment, impact on management. Within all of these dynamics, balances need to be found. Finding the best balance between fostering academic autonomy and adopting a culture of greater accountability requires skill. Leaders and managers need not only to uphold the core missions and values of their institutions; they need to communicate these effectively to staff and students (OBHE, 2013). 
It is obvious that universities across Europe have to reflect on their role, develop strategies and review their delivery and management. At the same time it has also shown the wide differences that exist between European HEIs in national context, structure and culture and the many barriers to institutional management (EUA, 2007):
· A lack of institutional identity, of vision and strategy,
· High resistance to change and to performance evaluation,
· Absence of people management and development, and knowledge thereof,
· The difficulty inherent in abandoning the comfortable dependence on government for the more challenging aspects of true autonomy.

Higher education institutions are somewhat unusual organisations. There are some reasons for that (OBHE, 2013):
· Most of them have long histories (even some of the ‘so called’ new ones), so it is important to respect the traditions and values which have developed over time.
· HEI’s are complex organisations, unlike many other bodies they do not have a single, or simple, set of criteria which define ‘success’. 
· HEI’s employ bright individuals, and people who often have very well developed skills of critique. Many on the academic side also have a limited association with their organisation whilst at the same time having a much stronger connection with colleagues in their field of academic enquiry. 
· Fourth, a wide range of professional and academic sub-cultures predominate, and anyone attempting to exert influence will need a very good appreciation of these cultural similarities and differences. 
· For many academics, the role of manager-leader is often a part-time role and one which is held for a limited period of time. 
· Processes of leadership and management are subject to a complex set of checks and balances through several governance, executive and academic bodies. Attempting to make change happen and be sustainable over time therefore requires high levels of influencing skills together with political awareness and astuteness.

The most of the recent research (EU and non EU) related to leadership and management of higher education (LFHE, 2012; OBHE, 2013; OECD, 2013) and human resource management (AH, 2012; TEMPUS 2012) have recognised that the acquisition of management and leadership competences is pivotal for institutional autonomy and the shaping of an organisation. Namely, people management is a task which cannot be delegated and which requires leaders who are aware of the demands of their position and who are prepared to take charge (OBHE, 2013).
But, general conclusion is that universities still tend to give little relevance for requirement of successful managers and leaders.
Some problematic issues concern the lack of open competition for positions in senior management, their often politicised selection or appointment, the lack of adequate selection criteria based on the managerial skills needed by the institutions, the lack of training opportunities or training requirements and the different kinds of political pressures that institutional management may be subjected to.
One of the problems, very often neglected, is that in the most EU countries the main requirement for university management positions is adequate academic title (per example – full time professor for rector position), not managerial skills. Since managerial positions are full time jobs that do not leave a lot of time for academic work, it is not unusual that younger academic staff avoid these positions because of fear that they could threat their academic careers. 


Recruitment for management position at BH universities

Universities in Bosnia and Herzegovina have a weak tradition of leadership and management. Leaders as rectors, deans, and heads of department traditionally have operated in a way that professors ‘taking turns’ for a few years on this kind of tasks. It is an impossible option for the universities today, at least for those which have aspiration to be part of European Higher Education Area. Bosnia and Herzegovina showed its readiness to implement the reform of higher education by signing the Bologna Declaration in 2003. But, next four years was spent in arguing about state Framework Law for Higher Education (Framework Law). This Law is finally adopted in August 2007 under high pressure of international community.
Since Bosnia and Herzegovina is a country with complex structure, this complexity also reflects on state governance in higher education. Namely, in Bosnia and Herzegovina there is no ministry for education at the state level, because education is responsibility of the entity Republic of Srpska, cantons in Federation of Bosnia and Herzegovina and District Brčko. Result of such constitutional organization is existence of 14 different ministries and bodies which are competent for education, and of course higher education.
Consequence of such complex constitutional structure is that the process of implementation of the Framework Law is proceeding very slowly and six years after the adoption of the Framework Law, legislation has not been fully introduced and the functional integration of the higher education institutions has not been implemented.
Although main trends in European higher education systems are more institutional autonomy, accountability and strengthening of institutional leadership which is leading towards shift to more managerial model of institutional governing, the Framework Law effectively allows complete denial of business autonomy of public universities in Bosnia and Herzegovina. Namely, Article 15 of this Law (OGB&H, 2007) allows for all members of the Governing Board (the Rector reports to this Board in business matters under Article 17) to be appointed by the founder of the university (in cases of public higher education institutions, the founders are governments). What this means is that a higher education institution can be effectively deprived of its rights which are provided for under Article 19 of the Framework Law (OGB&H, 2007), which is completely in contrast to the European trends.
The election of the Rector and Dean is regulated by Framework Law, entity, cantonal laws and universities’ acts. The process of selection for all management functions at public BH universities is in detail described in statues and other acts of these institutions. 
The Article 18 of the Framework Law said “The rector of the public university shall be elected by the Senate based on a public competition. The person elected to be rector may be a teacher in the scientific and lecturing function of the full-time professor, meeting the requirements for such function at the university of their application” (OGB&H, 2007). It is important that Law stressed the need for public competition, but the main requirement for rector position is not experience in management, but academic title of full time professor. The most of BH universities in their acts stated that rector’s candidate should propose some kind of Institutional plan for their mandate. But, there are no efficient mechanisms for monitoring of implementation of proposed plan or eventual penalties for its nonexecution. 
During the process of election of rector/dean there is no obligation for potential candidates to prove their managerial skills. So, it is obvious that, at least in institutional acts, the urgent need for increased managerial approach in higher education has not been yet recognised in Bosnia and Herzegovina. 
Hence, it is not strange that academic staff is mostly concentrated on fulfilment of requirement necessary for appropriate academic posts. The minimum requirements for election of academic staff into scientific posts are defined in Framework Law, entity and cantonal laws and institutional acts and they focus mainly on the length of publication lists. 
While increasing attention is being paid to the training of academic staff, systematic training of management‐level staff is still very rare. Where training is available, it often concentrates on management skills, quality systems or, in some cases, languages. The majority of such trainings have been organized in the framework of different international project (mostly Tempus projects).
In such situation it is hard to expect younger staff at managerial positions at BH public universities because they have to focus on development of their academic careers, firstly, to keep their jobs, secondly to fulfil requirements for eventual managerial position. 
Namely, promotion criteria for academic titles in higher education in Bosnia and Herzegovina are defined by lows (state, entity and cantonal) and they do not evaluate engagement on managerial positions like rector, vice rector, dean or vice dean, bur just contribution in academic field. 
In this paper is presented the research which investigated what is perception of former and actual rectors, vice rectors, deans and vice deans related to the effect of their managerial positions to their academic careers. 


Research methodology

The research was based on a survey of representative number of former and actual rectors, vice-rectors, deans and vice-deans at public universities in Bosnia and Herzegovina. Survey was conducted online (online survey) and offline (questionnaires in paper form). Generally, questionnaire had two main parts. First part contained general information about respondents (gender, current managerial position, etc.) while second part contained set of claims related to the effect of managerial position on development of academic careers in the public higher education institutions (HEI).
Data were analyzed in Microsoft Office Excel 2007 and SPSS for Windows, version 17.0. Results were expressed in absolute (f) and relative frequencies (%). The differences in the attitudes of former (F) and actual (A) rectors, vice-rectors, deans and vice-deans at public universities in Bosnia and Herzegovina were tested by X2 test. In the absence of the expected frequencies, Fisher's exact test was used. The level of significance was p=0.05. P values that could not be expressed by three decimal places were reported as p<0.001.


Research results

The study included 36 respondents, 27 (75.0%) males and 9 (25.0%) females. Three quarters of respondents (27 i.e. 75%), at this moment, is on the managerial positions in the higher education institutions - 22 (81.5%) males and 5 (18.5%) females. Distribution of respondents (27 of them) according to the current management position is as follows: 7 (25.9%) deans, 9 (33.3%) vice-deans, 2 (7.4%) rectors, 5 (18.5%) vice-rectors and 4 (14.8%) heads of department.
Distribution of respondents according to the agreement or disagreement with the claims related to the harmonization of scientific and managerial career is shown in the table 1. 

Table 1. Agreement/disagreement with the claims
	Code
	Claims
	F (%)
	P*

	
	
	Disagree
	Agree
	

	T1
	One can be a good scientist and a good manager at the same time
	10 
(27,8)
	26 
(72,2)
	0,008

	T2
	Scientific activities suffer if the teacher is on the managerial position in the HEI
	9 
(25,0)
	27 
(75,0)
	0,003

	T3
	HEI should be managed by professional managers
	19 
(52,8)
	17 
(47,2)
	0,739

	T4
	Scientists cannot manage HEI
	17 
(75,0)
	9 
(25,0)
	0,003

	T5
	Scientists cannot be good managers
	28 
(77,8)
	8 
(22,2)
	0,001

	T6
	To perform managerial functions in the HEI, one needs to have management practices in the other companies
	19 
(52,8)
	17 
(47,2)
	0,739

	T7
	To perform managerial functions in the HEI one should have been trained in management
	10 
(27,8)
	26 
(72,2)
	0,008

	T8
	Development of academic career together with the management functions at the HEI seeks additional  personal efforts
	0
	36 
(100,0)
	-

	T9
	Engagement on managerial positions should be evaluated for academic titles promotion criteria. 
	15 
(41,7)
	21 
(58,3)
	0,317

	T10
	Scientific activities could prevent a person who is on the managerial position in the HEI to completely devote to managerial activities
	9 
(25,0)
	27 
(75,0)
	0,003

	T11
	Scientific and managerial career (managing HEI) could be well matched
	5 
(13,9)
	31 
(86,1)
	<0,001


*X2 test

The results show that respondents have inconsistent views on simultaneous scientific and managerial career. On one hand, less than half of respondents believe that the HEI should be lead by professional managers. About three quarters of respondents believe that the scientists can manage HEI and be good managers, i.e. that one can simultaneously be a good scientist and a good manager. On the other hand, respondents think that for the managing HEI managers should have been trained in management. Experience in managing other companies, according to respondents, is not necessary. Respondents believe that the scientific activities "disrupt" the managerial activities, but with the additional efforts, scientific and managerial career (HEI management) can be well matched. All respondents believe that the simultaneous success in both fields (scientific and managerial) requires extra personal efforts. Respondents have divided opinion about the need to evaluate the time spent on the managerial positions in promotion criteria for academic titles. 
Although the research was conducted on a small sample it was interesting to compare the views of former and active HEI’s managers. Distribution of respondents according to the agreement or disagreement with the claims according to their current managerial position (former (F) / actual (A)) is shown in the table 2. 

Table 2. Agreement/disagreement with the claims according to managerial position – former/actual
	Code of 
the claims
	A – F (%)
	F - F (%)
	p*

	
	Disagree
	Agree
	Disagree
	Agree
	

	T1
	10 (37,0)
	17 (63,0)
	0
	9 (100,0)
	0,039

	T2
	7 (25,9)
	20 (74,1)
	2 (22,2)
	7 (77,8)
	1,000

	T3
	14 (51,9)
	13 (48,1)
	5 (55,6)
	4 (44,4)
	1,000

	T4
	22 (81,5)
	5 (18,5)
	5 (55,6)
	4 (44,4)
	0,184

	T5
	22 (81,5)
	5 (18,5)
	6 (66,7)
	3 (33,3)
	0,384

	T6
	14 (51,9)
	13 (48,1)
	5 (55,6)
	4 (44,4)
	1,000

	T7
	7 (25,9)
	10 (74,1)
	3 (33,3)
	6 (66,7)
	0,686

	T8
	0
	27 (100,0)
	0
	9 (100,0)
	-

	T9
	10 (37,0)
	17 (63,0)
	5 (55,6)
	4 (44,4)
	0,343

	T10
	8 (29,6)
	19 (70,4)
	1 (11,1)
	8 (88,9)
	0,396

	T11
	4 (14,8)
	23 (85,2)
	1 (11,1)
	8 (88,9)
	1,000


*Fisher's Exact test

The results of the analysis show that statistically significant differences exist between former and actual HEI's manager for the first claim. All former managers believe that someone can be both, good scientist and a good manager at the same time. Ratio of agreements and disagreements in the group of respondents who are active manager in HEI is different - part of the respondents disagreed with the offered claim. For other claims statistically significant difference was not found, but the results show differences in attitudes of two observed groups of respondents.
Relatively equal proportion of respondents in both groups believes that the scientific activities suffer if the teacher is on the managerial position in the HEI (A: 74.1% vs. F: 77.8%).
A little disagreements exist between the two statements "HEI should be managed by professional managers" and "Scientists cannot manage HEI". In both groups, the relatively same percentage of respondents also agreed and disagreed that professional managers should manage HEI. More than three quarters of respondents (81.5%), active managers, believe that scientists cannot manage HEI, while in the group of former manager half of them (55.6%) have such an opinion.
Slightly more actual managers disagreed with the claim that scientists cannot be good managers. “To perform managerial functions in the HEI, someone needs to have management practices in the other companies” - distribution of respondents who agree with this claim and who do not agree is relatively equal in both groups. Most respondents in both groups believe that the person who manages the HEI should have an education in the field of management.
Observation of managerial positions at the HEI in the context of scientific advancement shows that all respondents believe that every scientist who manages HEI should make extra effort if, at the same time, he wants to have progress in the field of science and with this effort it is possible to harmonize the scientific and managerial career. Such an opinion has more than 80% of respondents in both groups. Although the majority of respondents from both groups believe that scientific activities prevents a person who is on the managerial position in the HEI to completely devote to managerial activities, but extra effort should eliminate the negative effects of overlapping activities. In the group of the active managers more respondents believe that time spent on management functions in the HEI should be evaluated in promotion criteria for academic titles, while in the group of former managers ratio Yes/No is slightly higher on behalf of disagreement.


Instead of the conclusion

According to the respondents it is not necessary that professional managers manage HEI, but scientists in management positions should have some knowledge in the field of management, while experience in the management of other companies, according to them, is not necessary. It was found that for the success in both areas one should invest a more effort and in that case academic career will not suffer. Respondents have divided opinion about the need to value the time spent on managerial positions in promotion criteria for academic titles.
As it could be seen, the results of the study are quite diverse, especially when comparing the responses of former and current managers in the HEI. Therefore this conducted study is a starting point for further research in the field of harmonization of managerial and scientific careers. It should include more former managers, but they also make a comparison of attitudes of scientists/managers and “pure” scientists, i.e. academics who have never been on managerial position.
Adequately increase of the sample should allow a comparison of attitudes toward multiple criteria - by gender of respondents, reasons for accepting the managerial position at HEI, areas of science. Besides that, the further research should include questions about the possible reasons for regret and remorse for accepting managerial positions and whether and how HEI managers invest in their training in the field of management. Of course, in analyzing all these themes further research should take into account the rules on the financing of public universities, and the complex legal framework of the higher education system in Bosnia and Herzegovina.
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