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Abstract: The professionalization of university management takes place in many countries
and is part of the transformation of the higher education sector. Professionalization of
university management in the USA, Great Britain, many EU countries and other parts of
the world includes the implementation of the concept of strategic management of public
and private universities, as well as strengthening and improving the administration and
professional development of managers in the higher education sector.
The adoption of Law 2.0 creates an organizational space for the introduction of various
management solutions. The basis of organizational changes is the increase in competition,
diversity of the university's mission and internationalization. It can be argued that greater
freedom in the application of various organizational solutions and increased competition
will favor the professionalization of management. Numerous strategic, structural and
managerial solutions will be tested at universities and adjusted to their needs.
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Introduction
The passing of Law 2.0 creates organizational space for the introduction of
various management solutions. The basis for organizational changes is increased
competition, diversification of the university's mission and internationalization.
It can be argued that greater freedom of applying various organizational
solutions and increased intensity of competition will favor the professionalization
of management. Many strategic, structural and management solutions will be tested
in universities and adapted to their needs.
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The analysis of university professionalization can be carried out on three
levels. The systemic perspective should consider the composition of the
organization as a combination of academic cultures, strategies and structures. The
functional level, in turn, concerns various spheres of university activity, for
example: human capital management, marketing and finance. The perspective of
the four missions refers to the understanding of the interdependence between the
research and educational mission, cooperation with the environment, and the
culture-creating and civic role of the university.
1. Professional university management
When attempting to understand the issue of expansion of organizational
concepts, methods and techniques in universities, we should start by defining the
term ‘professionalization of management’. In the dictionary meaning,
professionalization is ‘the process of the emergence of new professions or
specialties in a given field, the transformation of some interests, activities into a
profession or acquiring skills necessary to perform a profession’ (Wydawnictwo
Naukowe PWN, 2019).
In the literature on the subject, there are a number of definitions related to
the term professionalization, but only a few link this term with the area of
university management. Two levels of the analysis of professionalization dominate
in the nomenclature of management (Kafel, 2013). The first concerns the
organization itself, which professionalizes itself through the effective allocation of
its own resources, and thus gradually becomes more and more effective in
achieving its goals. The other perspective focuses on the person in the organization
who can act professionally and become a professional. A necessary condition for
the professionalization of human resources is the increase in competences,
including knowledge, skills and attitudes, allowing for permanent and effective
operation in the organization. Professionalization of management may therefore
mean the acquisition and use by the organization and its managers of competences
enabling effective management of the organization. Professionalization assumes
durability and organizational continuity and strengthens the processes of
management improvement; it is reflected at different levels of the organizational
system, so it concerns both the strategy and organizational structures and cultures.
Responsibility, reliability, and the pursuit of goals are the characteristics of people,
but also cultural norms that can be part of the organizational identity (Sikorski,
1995; Sułkowski, 2013; Sułkowski et al., 2016).
In the area of organization management, one can notice the development of
methods and techniques strengthening the professionalization of management,
which in the functionalist-system paradigm is perceived as a stage in the
organization's pursuit of progress (Howorth et al., 2016), including the increase of
performance of universities (Sułkowski et al., 2020). According to B. Fanning, the
process of professionalization is complex and long-lasting, however, in the area of
human resource management, a long-term trend can be observed strengthening this
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process (Fanning, 2011). In many organizations, human capital development plans
have been developed and implemented at the strategic level and operationalized in
the form of: quality systems, procedures, operational plans and schedules (Hoyle,
2012). Many researchers emphasize that professionalization is a process that takes
into account not only organizational systems and resources, but also complex
interactions with the dynamic environment of the subject (Dekker et. al., 2015;
Hall & Nordqvist, 2008) and depends on institutional maturity of the environment
(Kostiukevych et al., 2020) and its state regulation (Gavurova et al., 2019).
Professionalization of university management is taking place in many
countries and is part of the transformation of the higher education sector. The
manifestations of the professionalization of university management in the USA,
Great Britain, in many EU countries and in other parts of the world are: the
development of the concept of managing public and private universities as well as
strengthening and improving managerial professions in the higher education sector
(Andronicenau, 2019a; Androniceanu, 2019b). The concepts of new public
management disseminated management methods adopted from business in the
public sector, including education (Boitier & Rivière, 2016). The concept of new
public management aims to indicate good practices in the field of university
management (Boitier & Rivière, 2013). It should be noted, however, that to some
extent it is in conflict with the logic of traditional, academic thinking (Powell &
Colyvas, 2008). Non-public universities, to a large extent, model their activities on
the business sectors, the best example of which in recent decades may be the
expansion of private, profit-oriented universities. Modifications that have taken
place in the management of universities can be found in the administrative
structures of universities, legal regulations for the functioning of universities,
university missions and strategies, and university values, viewed through the prism
of changing the ‘academic ethos’. It should be noted that these transformations
deeply interfere with the current view on the management of universities and their
autonomy (Androniceanu at al., 2020). Changes in the area of university
management are a derivative of the transformations that have taken place in the
university environment, in particular in a society in which there have been changes
in the hierarchy of values and norms, standards, customs and broadly understood
life priorities.
Professionalization of management of public universities follows the
stakeholder model, while non-public universities operate more often under the
shareholder model, which should, however, take into account the non-commercial
nature of the research and teaching mission. The literature on the subject indicates
the need to perceive the professionalization of university management as a kind of
dialogue and compromise between the stakeholders (Dubar et al., 2011). S. Collini
notices that the professionalization of universities creates an opportunity for them
to open themselves to society in order to meet its needs (Collini, 2012; Barnett,
1994).
The change brought about by the professionalization of university
management was reflected in new practices regarding various professional groups
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functioning in universities: scientists, educators or university administration.
Traditional administration is developing thanks to professional groups of academic
managers, including, for example: chancellors, presidents, rectors, provosts,
registrars, chief information officers, chairmen and members of board of trustees.
The gradual increase in the professionalization of management, noticeable
in the Polish higher education sector (Koźmiński, 2019), is due to several factors,
including: increased reporting requirements, development of university
accountability methods, differentiation of universities, increasing competition and
strengthening internationalization.
2. Universities as organizational systems
Universities, understood as organizational systems, consist of subsystems
integrating: strategies, structures and organizational cultures, and are based on the
resources of knowledge, capital and people. Over the last two decades, the growing
role of strategic management can be noticed, which more and more often uses
integrated controlling systems, allowing for the analysis of research, teaching and
implementation activities as well as for comparisons within the organization and
between universities (Sułkowski & Górniak, 2019). Strategic choices concern the
areas of: research and teaching activities, education, finance, and marketing.
According to Hladchenko, strategic actions should be aimed at
professionalization of management processes. The pressure on the
professionalization of the university's activities is also evidenced by the fact that
the management and administration of universities are increasingly using new tools
of controlling, process and project management, which serve the decision-making
process (Hladchenko, 2015). However, the results of many studies show that the
awareness of the importance and knowledge of the concepts and methods of
strategic management in the Polish higher education sector are quite limited
(Popławski et. al., 2016).
Baugier and Vuillod believe that strategic management should strive for
the proper planning and implementation of decisions regarding the allocation of
organizational resources aimed at: (1) achieving the entity's strategic goals, (2)
implementing the strategic plan, and (3) increasing the degree of adaptation of the
entity's activities to the environmental conditions (Baugier & Vuillod, 1993; PencPietrzak, 2003), support of the equality of rights to be represented in university topmanagement (Sułkowski et al., 2019). According to Mokhuba and Govender,
management of universities, in particular public universities, should contribute to
the achievement of the adopted goals, which are specified by the type of
organization and key stakeholders (Mokhuba & Govender, 2016). In the case of
non-public entities, the setting of strategic goals is mostly determined by the
founding structure, while in the case of public universities - university managers,
representatives of staff and students associated in collective bodies, together with
political decision-makers (Sułkowski, 2017). When analyzing the autonomy of
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universities, it should be emphasized that independence in the decision-making
process largely depends on the type of university, statute and power structure.
Competitive advantage (distinguishing competence) is the definition of the
area in which the organization is particularly strong and which distinguishes it from
other active entities. It is also a unique composition of organizational resources and
competences, strengthening the competitive position in relation to other
organizations in the sector. Strategic planning should be based on using the
competitive advantage of a given entity (Baker, 1995). The levels of the strategy
created in the organization define its scope. The organizational strategy addresses
the university as a whole, while functional strategies address different aspects of its
activities. Therefore, they may relate to the following functions: financial, HR,
marketing and others. In the university, an additional important role is played by
complementary strategies and policies: science, education and implementation.
Looking at the speed and quality of changes in the method of strategic management
of universities, it can be notices that the university management process has
developed and is developing in close connection with business practice. The
university education quality is one of the core results of effective strategic
management which becomes important direction of appropriate investigations
(Çera et al., 2018).
The organizational culture plays an important role in the university
management process. When attempting to analyze the literature on the subject, it
can be stated that the academic culture was not the subject of scientific reflection
during the heyday of the Humboldt-type university. The research on organizational
culture was initiated with the increasing profound change in the models of
traditional universities. One axis of this change, and at the same time a
manifestation of the university's professionalization process, is the evolution from a
culture based on trust to a culture based on verification, audit and control
(Sułkowski, 2016; Dzimińska et al., 2018). Research in the literature on the subject
indicates that the new public management trend, which was based on the
assumptions of (Sułkowski, 2016):
• embedding competitive mechanisms into the educational system and the
activities of universities,
• economization of the activities of the higher education sector, which
means the constant pursuit of savings at universities and causes a
systematic reduction in the share of public finances in the activities of
public universities,
• privatization of a part of higher education by: creating the possibility of
opening non-public higher education institutions, as well as outsourcing
some services in public universities, transforming university
management systems: from a traditional academic collegial and
administrative system into a management and corporate management
system, modeled on business solutions,
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• implementation of the accounting and accountability system, which will
allow to control the university management processes (financial,
education quality assurance),
• changing the orientation in education from academic to vocational,
thanks to the adaptation of programs to the needs of the labor market
(Singh, 2001).
Professionalization of university management, and the related
transformation of the academic culture into the culture of control, results in a
departure from trust in the employee in favor of mechanisms of motivation and
control. The aim of such approach is to contribute to increasing the effectiveness of
the new university management system, but at the same time it leads to the loss of
a specific academic ethos based on self-control.
During the process of professionalization of university management, there
are many problems related to the formalization and bureaucratization of activities
that are creative and very difficult to standardize. A formalized approach to
teaching and research will be opposed by part of the scientific community. A kind
of tension arose between the autonomy of the academic community and the
assumptions of the idea of a culture of control. It should be noted that there are
more problems in the process of changes and efforts to professionalize university
management. This may result primarily from the differentiation of the idea of trust
cultures, which is based on the authority of professors, while the culture of control
makes managers and centrally created regulations a source of authority.
3. University missions
Over the last decades the missions of universities differ depending on the
type of organization. These changes are shaped by, or influenced by, the choice of
various hybrid university concepts stretched between the Humboldt and
entrepreneurial university. University missions have different priorities and operate
on several levels. The canon is considered to be the implementation of three
missions by universities: scientific, educational and cooperation with the
environment (the so-called ‘third mission’). The differentiation of the university's
mission and goals also depends on the type of university: public or private. Public
universities focus their activities primarily on the implementation of noncommercial areas of activity. Non-public, profit-oriented universities pursue
commercial goals.
Professionalization of university management is assumed to control the
way of implementing the mission chosen by the university. The changes introduced
in the field of higher education forced the formal division of the academic staff into
three groups: (i) research, (ii) research and teaching and (iii) teaching staff. New
trends in university management have also introduced systems and mechanisms
according to which individual groups of university employees are assessed, as well
as incentive measures and controlling tools, both in the area of university finances,

172

ADMINISTRAȚIE ȘI MANAGEMENT PUBLIC • 35/2020

Professionalization of university management in Poland

research and didactics. Currently, research and teaching and research workers are
increasingly subject to pressure to create scientific achievements, which are
parameterized and serve as the basis for extending employment, promotion and
granting awards. The introduced education quality assurance systems require a
formal evaluation of the university's teaching and administrative staff, which is
regularly assessed both by superiors and students. Assessment results become data
used to make tactical and sometimes strategic decisions. They are the material for
improving the processes taking place at the university. As the research conducted
by M. Kwiek and D. Antonowicz shows, the direction of the cultural
transformation taking place today is defined, and Polish universities, compared to
universities in the world, are at different stages of the change (Antonowicz &
Kwiek, 2015; Kwiek, 2015).
Changes taking place in the Polish higher education system, positive
changes in enrollment rates and an increase in the number of students force
university managers to seek new forms of cooperation in order to enrich both their
education offer and improve the quality of education. Over the last few years,
universities have strengthened the area of cooperation with the social and economic
environment. This cooperation is usually based on mutual benefit. On the one
hand, universities make their educational programs more practical, enhance the
value of the diploma and adjust the profiles of their graduates to the requirements
of the labor market. For entrepreneurs, an important aspect of such cooperation
becomes a graduate who has the knowledge, skills and competences sought by
employers that allow him to take up a job. The very process of building a
university's relationship with the social and economic environment is more and
more often permanently inscribed in the university's strategy. Professionalization
of university management also implies greater participation of external
stakeholders in the decision-making process. An important element that affects the
quality of the relationships being built is mutual understanding of the needs and the
benefits of long-term cooperation.
4. Functional areas
Human capital management in universities is characterized by certain
characteristic features that distinguish it from managing people in enterprises. First
of all, the goals of business organizations and universities are different, at least
with regard to public and private, not-for-profit universities. Enterprises operate in
the economic logic of profit, market share and competition, which translates into
treating employees as an entity producing economic goods. Universities dominated
by the mission of producing social good, i.e. science and education, operate by
balancing the logic of higher values with economic thinking.
The concept of talent management is an important tool for the
professionalization of university management in the area of human resource
management. It is referred to in the literature on the subject as ‘integrated talent
management’ and to be effective, the organization should manage the talent in the
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right way: by identifying, enhancing and increasing the performance of a talented
and competent employee (Lockwood, 2005), including development of internal
knowledge management systems (Mishchuk et al., 2016).
Talent management is also present at universities. In the literature on the
subject, there is a strong need to strengthen the talent management process in
higher education. The reasons for the growing importance of the concept of talent
management in universities include:
• increased competition in the sector - development of public and private
universities;
• internationalization of research;
• talent searches to improve the quality of education;
• demographic changes affecting recruitment processes;
• changing trends in the labor market;
• incomplete use of the knowledge of current employees.
Hewitt identifies three major trends in paradigm shift in talent management
strategies to build a sustainable competitive advantage (Hewitt, 2012). According
to him, paradoxically, programs for rewarding and studying employee performance
in higher education do not directly affect the effectiveness of activities related to
talent management processes in universities. The second trend is the lack of focus
on the development of leadership and planning of staff changes in universities so as
to educate the staff who will be ready to fill university managerial positions at an
interval. The last, third trend is related to the negligible process of monitoring the
development and involvement of talent in universities.
When reviewing the literature on the subject, three main trends in
competition for talent in universities can be identified:
1. competition for scientists (researchers) who will strengthen the research
and development programs of universities;
2. competition for academic staff - attracting the best academic teachers by
universities in order to increase the quality of education and make the
offer of study programs more attractive;
3. competition for talented students - recruiting from the group of students
people with the highest talents; creating for them academic
development paths, and later professional promotions at universities.
An important functional area of the university is the area of finance.
Professionalization of university management in this area should lead to the most
effective use of university resources; more and more often it manifests itself in the
introduction of new IT solutions and financial programs strengthening the
controlling process at universities.
Another functional area which for a long time did not play a significant
role in the management process in higher education is the area of broadly
understood university marketing. Professionalization of management in this area
should focus on developing studies and placement offers appropriate for the labor
market, as well as building the image and reputation of the university. Universities
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are increasingly professionalizing their marketing departments, strengthening their
position in the organizational structure. In the area of marketing, universities more
and more often use the tools of the relationship marketing concept. There is a
noticeable effort to build a network of mutual connections between the university
and its stakeholders. Building positive ties with its students and graduates plays a
special role in this process. For these activities, social media is used, which has
become one of the pillars of marketing communication.
5. Research results
The assessment of activities in the field of professionalization of university
management is represented by the results of research carried out in 2018 and 2019
as part of the project: ‘Dialog’ – project ‘Organizational improvement of
universities of the future UNIFUT.PL’ (Decision No. 0146/DLG/2017/10)
covering the area of Poland.
The exploratory basis for the actual research was the material obtained
from secondary sources, such as: compact publications, articles, legal regulations,
conference materials and content taken from the Internet pages. An immanent
source component was also the knowledge acquired by the authors of the article as
a result of many years of experience in working in institutions and organizations
dealing with science and didactics – also in the area of administrative sciences. The
collected material was subjected to a qualitative analysis using the desk research
method. The obtained results became the basis for confronting the theoretical
assumptions with the actual approach to the phenomena concerning the indication
of the current state of evaluation of the process of professionalization of university
management and the necessity to analyze the management approach characteristic
of enterprises in terms of university management. This initial source analysis was
both an impulse and a basis for conducting research on empirical material
represented by primary sources in the form of people employed and directly or
indirectly involved in the implementation of Law 2.0 and the entrepreneurial
approach at universities in Poland.
The proper descriptive and monothematic explanatory study was carried
out at the turn of 2018 and 2019. Its purpose was to collect information about the
readiness of the university's employees to implement the concept of
professionalization of management at universities including but not limited to
representatives of administrative sciences. The defined research goal was translated
into a research problem with the following content: defining and assessing the
current favorable circumstances and adversities in the implementation and
application of solutions in the field of professionalization of management in the
university structures. Due to the type of information received, the research was of
quantitative and qualitative nature. The identification of factors and their analysis
allowed for the creation of a statistical picture of the University employees'
readiness to implement the concept of professionalization of management at
universities including administrative sciences. Taking into account the focus on
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recognizing opinions and attitudes, as well as the scope of perceiving and
interpreting the legitimacy of reorganization in terms of the approach to university
management, they can be described as qualitative research. Due to the scope of the
measurement, the study was fragmentary (only a group of representatives of a part
of the University were examined using sampling), deterministically characteristic
for the studied group. The selection for the sample was carried out in two stages.
First of all, out of 392 universities operating in Poland in 2018/2019, constituting
the finite studied population of artificial units, the method of stratified selection
with optimal allocation (public / non-public, number of employees) was selected
with an assumed random error of 3% and a confidence level of 0.97 a sample of 39
universities. Consequently, for the selected artificial units, the study in the second
step covered natural units using the method of selecting typical units (1), directing
the research in each of the selected universities to people participating in the
university management process with a minimum number of questionnaires to be
completed at the university - 30 people.
Nmin=NP(α2⋅f(1−f))/NP⋅e2+α2⋅f(1−f)

(1)

The study was conducted on the basis of the direct questionnaire technique
with the use of a measurement tool in the form of a standardized questionnaire,
which was filled in by the participants of the study, i.e. persons holding managerial
and administrative functions in various positions at universities (rectors, vicerectors, heads of scientific units, heads of administrative units). The survey was
conducted on a sample of 551 people, of which 66% were men and 34% women.
The overwhelming group of respondents are people aged between 30 and 60. Most
of the respondents had a master's degree or a doctoral degree. Among the
respondents, the dominant (39%) work experience at the university ranges from 11
to 20 years. 55% of the respondents were employees of non-public universities.The
results presented below constitute only a selected fragment of the research carried
out as part of the project and correspond to the nature of the issues discussed in the
presented publication.
Table 1. Question 1. Universities should implement similar missions
Percentage
Cumulative
Frequency
Percentage
of valid
percentage
Very large
173
31.4
31.4
31.4
Quite large
221
40.1
40.1
71.5
Rather small
128
23.2
23.2
94.7
Very small
27
4.9
4.9
99.6
Don’t have an
0.4
0.4
2
100.0
opinion
Total
551
100.0
100.0
(Source: own study based on research under the project: ‘Dialog’ - project ‘Organizational
improvement of universities of the future UNIFUT.PL’ (Decision No. 0146/DLG/2017/10))
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The results of the study show that the respondents to a very large extent
(31.4%) and quite large extent (40.1%) believe that universities should carry out
similar missions. This means that the understanding of the diversification of the
strategy and mission of universities in Poland among managers and administrative
staff is weak. The vast majority of respondents perceive university missions as
similar.
Figure 1. Universities should implement similar missions
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(Source: own study based on research under the project: ‘Dialog’ - project ‘Organizational
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The analysis of the answers to the above question shows a certain
differentiation of the approach between employees of public and private
universities on the changes introduced by the Law 2.0 and their impact on the
effectiveness of university management. 48.7% of respondents from private
universities and 57.6% of respondents from public universities believe that the
changes introduced by the Law 2.0 are conducive to more effective management of
universities.
Table 2. Question 2. The changes introduced by the Law 2.0 are conducive to more
effective management of universities in Poland
Public universities
Percentage
Cumulative
Frequency
Percentage
of valid
percentage
Very large
47
19.3
19.3
19.3
Quite large
93
38.3
38.3
57.6
Rather small
89
36.6
36.6
94.2
ADMINISTRAȚIE ȘI MANAGEMENT PUBLIC • 35/2020

177

Professionalization of university management in Poland
Very small
Don’t have an
opinion
Total

8

3.3

3.3
2.5

6

2.5

243

100.0

Frequency

Percentage

97.5
100.0

100.0

Private universities
Percentage
of valid
14.6
34.1
44.2
3.6
3.5

Cumulative
percentage
14.6
48.7
92.9
96.4
100.0

Very large
45
14.6
Quite large
105
34.1
Rather small
136
44.2
Very small
11
3.6
Don’t have an
11
3.5
opinion
Total
308
100.0
100.0
(Source: own study based on research under the project: ‘Dialog’ - project ‘Organizational
improvement of universities of the future UNIFUT.PL’ (Decision No. 0146/DLG/2017/10))

47.8% of respondents from private universities and 40.2% of respondents
from public universities believe that the changes introduced by Law 2.0 do not
favor more effective management of universities.
Figure 2. The changes introduced by the Law 2.0 are conducive to more effective
management of universities in Poland
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Table 3. Question 3. The Rector plays a leadership role at the university
Percentage
Cumulative
Frequency
Percentage
of valid
percentage
Very large
194
35.2
35.2
35.2
Quite large
229
41.6
41.6
76.8
Rather small
96
17.4
17.4
94.2
Very small
32
5.8
5.8
100.0
Total
551
100.0
100.0
(Source: own study based on research under the project: ‘Dialog’ - project ‘Organizational
improvement of universities of the future UNIFUT.PL’ (Decision No. 0146/DLG/2017/10))
Figure 3. The Rector plays a leadership role at the university
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The survey shows that 76.8% of respondents believe that the Rector should
play a leadership role in the university, while 23.2% of respondents have the
opposite opinion. It is commonly understood that the Rector's role is of a
leadership nature, which is in line with the direction of changes in the academic
order introduced by Law 2.0.
6. Conclusions
To sum up, in an attempt to summarize the issues of professionalization of
university management in Poland, it can be stated that it is a multi-threaded and
complex process that requires, above all, time and changes in the perception of the
academic ethos. A common area, both for universities and enterprises, can be the
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area of innovation. It is in this area that we should look for opportunities for the
development of Polish universities. Strategies of research-oriented universities
should shape a pro-innovative organizational framework (Rytmeister, 2009). The
contemporary missions of universities are formed primarily in two dimensions:
traditional and contemporary. Traditionally, the mission is shaped by values taken
from the roots of the culture-forming role of universities. The contemporary
dimension is primarily the relationship of the university with the socio-economic
and political environment.The effect of the changes in the academic order in
Poland will be the growing diversification and strategic polarization of universities.
Diversification will involve the differentiation of the strategies and missions of
various Polish universities (Górniak, 2017). The priority will be the development
of world-class science and innovation in as many scientific disciplines as possible.
Public policies within the science system in Poland are a significant area of
professionalization of university management. It is important that public policies
are consistently aimed at rewarding scientific and research achievements so that the
best Polish universities are able to compete for talents and manage to attract the
most talented scientists. The strategy of research and teaching universities will be
to search for a balance between these two aspects of activity. Technical universities
can also move towards the development of innovation, applications and applied
sciences, and economic universities can move towards relationships with business
and practical education. An important element in the professionalization of
university management is the activity of universities, consisting in the
implementation of innovative solutions in various areas of operation, e.g. scientific,
didactic, administrative or management. These activities must contribute to the
improvement of the quality of education, scientific activity or administrative
management of the university. Attracting talents and creating the most modern IT
infrastructure, which has an obvious positive impact on e-learning development
due to increase of effectiveness of communications (Bilan et al., 2019), should be a
strategic investment in the science and higher education system. Employing and
retaining talented research workers is possible not only by creating conditions for
research and development for them, but also by ensuring competitive remuneration
and appropriate motivation.
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