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Abstract 

How an academic leader can become more effective? This research question is examined in the context of middle level 

leadership in research universities that includes the Deans and Head of Departments.  It is based on a review of 

literature that focuses on the investigation of effective academic leadership. In the present situation of globalization, 

academic excellence is often related to being World Class University. Leadership effectiveness is more related to 

situational leadership style in research universities and in a global context. Hence situational leadership models such as 

Hersey and Blanchard and Yetton-Vroom are analyzed. It is suggested that effective academic leaders use the four styles 

proposed by Hersey and Blanchard that includes “telling, selling, participating and delegating”. These styles should be 

used in relation to ability and willingness of followers to perform the assigned tasks. The review also indicated that to be 

effective, academic leaders require certain competencies and perform the necessary roles in order to lead. Effective 

academic leaders need the skills and abilities to lead research universities towards excellence. Roles of academic leaders 

are examined in relation to Mintzberg leadership roles. The ten roles identified by Mintzberg are categorized into three 

major roles of interpersonal contact, information processing and decision making. To summarize, effective academic 

leaders utilized various leadership styles according to certain situations, possessed the required competencies and 
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assumed certain roles when appointed as Deans and Head of Departments in research universities. As such it is 

important that a systematic leadership development programs should be developed to ensure academic leadership 

effectiveness. 

Keywords: Effective academic leadership, Leadership competencies, Leadership roles, World Class University, 

Academic Excellent leadership 

1. Introduction 

Today’s leaders need to know new knowledge, abilities and skills to effectively cope with the constant organizational 

changes. The most significant function of an institution of higher learning (IHL) relies on its leadership effectiveness in 

creating a pleasant teaching environment for faculty and in providing students with quality of education they deserve 

(Afnan Al-Shuaiby, 2009). Blair (2000) stated that institutions of higher learning are increasingly expecting a Dean to 

attain external funding to be considered as an effective leader whilst in a recent study it is indicated that “only a few 

studies have asked senior academic administrators about what they do, what they need to know, and what characteristics 

or attitudes they need to possess” (Townsend & Bassoppo-Moyo, 1997:1; Mapp ,2008). Also while the educational 

policies and procedures play a significant role in the mission accomplishment of IHL, Deans are ultimately responsible 

for implementation of such policies and procedures. Some scholars such as Al-Shuaiby (2009), Fagin (1977) similarly 

contend that today the Dean is involved with the faculty and university, and the curriculum and in many ways are 

different from other institutional members.  

Spendlove (2007) asserted, over the past ten years research in leadership effectiveness has moved towards identifying 

the leadership competencies such as knowledge, skills, abilities and behaviors of individuals. Also, Spendlove (2007) 

mentioned that, competencies are defined as sets of behaviors that are instrumental in the delivery of desired results or 

outcomes . (Bartram 2005). Even though some competencies are more difficult to learn than others (Tubbs and Schultz, 

2005), however defining specific competencies can guide strategic human resource management practices in areas such 

as in recruitment and succession planning. Competencies and roles, offer a useful tool for leadership effectiveness. For 

effective leadership, competency models are not a prescription, but represent an attempt to capture the experience, 

lessons learned, and knowledge of seasoned leaders to provide a guiding framework for the benefit of others and the 

organization (Spendlove, 2007). 

1.1 The Tri-Dimensional Leadership Effectiveness Model 

Hersey and Blanchard’s (1993) Tri-Dimensional Leadership Effectiveness Model explored the situational correlation 

between relationship behavior, task behavior and the readiness of the group. This model was based on the interaction 

between the leader and followers. This interaction is shaped by the maturity, ability and readiness level of followers 

mixed with the level of support provided by the leader (Hampton, Summer & Webber, 1987). Hersey and Blanchard 

(1993) indicated  that the situational leadership is based on an interplay among the following parts: (1) the amount of 

guidance and direction (task behavior) a leader gives; (2) the amount of socioeconomic support a leader provides; and (3) 

the readiness  level that followers exhibit in performing a specific task, function or objective. Hersey, Blanchard, and 

Johnson (1996), in addition to other leadership theorists such as Fiedler (1967) and Blake and Mouton (1964), stressed 

that no single leadership style is appropriate for all situations. Effective leaders adjust their leadership behaviors to the 

readiness levels of subordinates. In the situational leadership model, the two dimensions of task and relationship are 

related to a third dimension, which are the maturity levels or readiness of the group or followers.  

Readiness in the situational leadership is defined as the extent to which a subordinate demonstrates the ability and 

willingness to accomplish a specific assigned task. Readiness is not a personal attributes nor a person’s traits, values, or 

age. Readiness is about how prepared a person may perform a particular task (Hersey, Blanchard, & Johnson, 1996).  

Hersey, Blanchard and Johnson (1996) suggested four leadership styles that reflect behaviors along two dimensions. The 

first dimension, task behavior, consists of one-way communication and activities that are highly directive. In other words, 

the leader is explicit about assigning duties and responsibilities to be met by their subordinates. Leadership behaviors 

within this dimension include telling them what to do, how, when and where to do the assigned tasks. The second 

dimension is relationship behavior, focuses on the leader’s facilitative ability to reach desired goals, and consists of 

two-way communication, providing support, encouragement and positive psychological feedback (Hersey, Blanchard, & 

Johnson, 1996). Based on the Situational Leadership Model, leadership styles refer to four salient communication 

patterns the leader may use in talking to followers, which are telling, selling, participating and delegating. The two 

behaviors of telling and selling are primarily leader-oriented with one-way communications. Alternatively, participating 

and delegating are largely follower-oriented with two-way communication. Participating behaviors require the leader to 

invest considerable socio-emotional involvement in working with followers, while delegating behaviors involves and 

support.  
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1.2 The Vroom-Yetton Decision Making Model 

House relied heavily upon the expectancy theory developed by Vroom (1964) and others. Expectancy theory explains 

why people behave in certain ways in terms of an individual’s goals and choices and the expectations of achieving 

objectives.  Leaders have to create an environment in which workers understand and believe in the causal relationship 

between effort, performance, satisfaction and reward. Organizations have to set up environments of expectancies which 

support the motivation to perform (Hampton, Summer and Webber, 1987). 

The Vroom-Yetton situational model enables leaders to effectively reach an informed determination on how to decide an 

issue. Baker (1996) stated that the model yields quality decisions and an indication whether a group will accept the 

decisions.  The Vroom-Yetton model suggests three basic alternatives to the question of deciding who decides. Leaders 

using the autocratic method make unilateral decisions, using information he already possesses or information he has 

received from the group. 

Consultative leaders obtain ideas and suggestions from individuals within the group, or from the group as a whole. In 

both instances, consultative leaders make decisions that may or may not reflect the contributions of the individual or 

group. Leaders advocating the group method are willing to accept the group’s decision, and may or may not try to 

influence the decision. The Vroom-Yetton model hypothesizes that there are more than one acceptable solution to any 

problem. In those rare instances where there is only one solution, and that solution requires neither the support nor the 

acceptance of the group, either styles above could produce an acceptable answer (Baker, 1996). In majority of the cases, 

nevertheless, the decision-making process is much more complex, interdependent and dynamic. 

The other integral element of the Vroom-Yetton approach is the question of time versus participation. Research 

demonstrates that while the autocratic style might produce quicker answers, the other approaches generally produce 

more qualitative answers. Then, the main components influencing the decision making process are: (1) Quality of the 

decision, (2) the acceptance by the group of the decision and (3) the time required to reach that decision (Vroom & 

Yetton, 1973; Hampton et. al., 1987; Baker, 1996). A major weakness of the Vroom-Yetton model is that it fails to 

recognize differences among certain situations. Time constraints, amount of subordinate information and lack of 

physical proximity of the subordinates were also not considered in the original model. These shortcomings 

notwithstanding, Vroom and Jago’s 1988 study (Yukl, 1998) found that the Vroom-Yetton model was successful 

approximately 62 percent of the time. Vroom and Jago modified and improved the original model, specifically 

addressing the information issue. The Vroom-Jago model incorporates significant improvements into the model. 

1.3 Leadership Effectiveness 

The Vroom-Yetton Model and the Tri-Dimensional Leadership Effectiveness Model represent contingency leadership 

theory. The basic, fundamental argument to contingency theory is that there is no one best way to lead. Contingency 

theory emphasizes for a leader to truly be effective, he or she must apply different leadership principles in different 

situations. The contingency model recommends that the effectiveness of a group depend upon the relationship between 

leadership style and the degree to which the group situation enables the leader to be influential. Fiedler (1967:9) said that 

“the effectiveness of a group or an organization depends on the interaction between the leader’s personality and the 

situation”. An effective leader finds more influence over followers by switching behavior, from task-oriented to 

relationship-oriented and back, based on the situation at hand. Contingency theory is presented to explain the impact of 

environmental factors and relationships with followers on leadership (Fiedler, 1967). Goleman, Boyatzie and McKee 

(2002) stated “The best, most effective leaders act according to one or more of six separate approaches to leadership and 

skillfully switch between the various styles depending on the situation”.  

1.3.1 Leadership Effectiveness in Institutions of Higher Learning 

In this era of ever-expanding education, every group activity requires some sort of leadership to organize and direct the 

group’s effort toward some previously decided goals. However, management and leadership are different from each 

other; they are remarkably close too, especially in the dimensions of human relationship. Leadership is the process 

whereby one individual affects the other members of the group towards the attainment of defined group or 

organizational goals. Success of different organizations, particular educational institutions depend on effective and 

efficient leaders. Al-Shuaiby (2009) indicated that numerous studies have also been conducted by a variety of 

researchers on a number of issues related to leadership effectiveness in IHL. In the process of evaluating any human 

performances, the most important issue is to identify a set of appropriate criteria. In order to identify the criteria for 

measuring leadership effectiveness of university presidents, McGoey (2005) conducted a survey of Deans, senior-level 

institutional officers, faculty Senate Chairpersons and student leaders.  

 

https://www.researchgate.net/publication/284529369_Organizational_Behavior_and_the_Practice_of_Management?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/284529369_Organizational_Behavior_and_the_Practice_of_Management?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/273076886_A_Theory_of_Leadership_Effectiveness?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/249360032_A_comparison_of_institutional_stakeholders'_perceptions_of_presidential_effectiveness?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
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A study designed by Beck-Frazier (2005) attempted to investigate whether significant differences exist among the 

perceptions of leadership behaviors by Deans and Department Chairpersons. In IHL the middle managers are the 

academic Deans. The nature of the Deans’ role and responsibilities is often viewed from different perspectives by faculty, 

Vice Chancellor, students and Deans themselves (Gmelch, Wolverton, & Sarros, 1999). The effectiveness of Deans is 

often the result of informal assessments of their leadership style, the performance of their duties and individual traits or 

qualities (Rosser et al. 2000). A review of the literature identified a number of researchers have found significant 

relationships between leadership effectiveness and certain leadership styles (Corbin, 2000; Wheatley, 2001). After an 

extensive review of the literature, the researchers were interested in determining the extent to which leadership 

effectiveness of selected university Deans can be predicted by a combination of variables including their competencies, 

roles as well as leadership styles to be a significant factor in leadership effectiveness (Billing & Alvesson, 1994; 

Daugherty & Finch, 1997; Eagly et al., 1992; Eagly & Johannesen-Schmidt, 2003; Moss & Jensrud, 1995; Rosser et al., 

2003; Thorp et al., 1998). The situational theory formulated by Hersey and Blanchard (2006) is utilized in this study in 

order to understand factors influencing leadership effectiveness of universities Deans. Based on their situational theory, 

Hersey and Blanchard (2006) have classified effectiveness of leaders into four different styles that could be drawn upon 

to deal with different situations: (a) Telling, which is considered as high task/low relationship behavior of the subjects; 

(b) Selling, which is considered as high task/high relationship behavior of the subjects; (c) Participating, which is 

considered as low task/high relationship behavior of the subjects; and (d) Delegating, which is considered as low 

task/low relationship behavior of the subjects.  

1.3.2 Hersey and Blanchard Leadership Styles  

Style 1 (Telling): This leadership style is distinguished by above-average amounts of task behavior and below-average 

amounts of relationship behavior. It is appropriate when a group is low in capacity and willingness and needs direction. 

Also it asserts directive behavior in which the leader identifies the roles of followers and tells them what, how, when and 

where to do various tasks (Hersey et al., 1996).  

Style 2 (Selling): This style is differentiated by above-average amounts of both task and relationship behavior. The task 

behavior is suitable because people are still considered unable, but because they are trying, it is important to be 

supportive of their motivation and commitment. The leader sets up and maintains two-way communication and provides 

sufficient support and reinforcement so that followers will psychologically accept the leader’s decisions (Hersey et al., 

1996).  

Style 3 (Participating): This leadership style is characterized by above-average amounts of relationship behavior and 

below-average amounts of task behavior. The decision-making procedure being shared by both the leader and follower 

demonstrate with this style. The leader maintains the role of confidence in the aptitude of his followers (Hersey et al., 

1996).  

Style 4 (Delegating): This style is described by below-average amounts of both relationship and task behavior. The 

followers are allowed to take charge and decide for themselves what, how, when and where to do various tasks. The 

leader shows complete confidence in his followers’ aptitudes and decisions (Hersey et al., 1996).  

More effective leaders establish which leadership style is most appropriate for them by first assessing the readiness level 

of the subordinates, which is their ability and willingness to perform the task. The two major factors of readiness are 

ability and willingness. The definition of the ability is the knowledge, experience, and skill that an individual or group 

brings to a particular task or activity. Willingness is the extent to which is an individual or group has the confidence, 

commitment, and motivation to accomplish a specific task (Hersey et al., 1996).  

After recognizing the readiness level of the individual or group they are attempting to influence, the leader determines 

the most appropriate leadership style. Hence, styles adaptability is the extent to which the leaders are able to vary their 

style in response to the demands of a particular situation or problem. Hersey et al. (1996) suggested that all leaders have 

a primary leadership style and that most leaders have a secondary leadership style. A leader’s primary leadership style is 

defined as the behavior pattern used most often when attempting to influence the activities of others, for example, a 

preferred follower. In leader’s secondary leadership style the behavior pattern is the most often utilized only on occasion. 

Further, leaders have one primary leadership style, and they tend to use one of the four basic leadership styles described 

in Situational Leadership in most leadership situations. They may have no secondary leadership style or they may have 

up to three secondary styles. 

2. World Class Universities 

"World-class" universities are associated with the "top" universities in the various countries overseas, particularly in the 

United Kingdom (UK) and the United States. Besides, Suwanwela (2006) contends, Asia is a continent of diversity in 

many aspects, namely the physical, socio-economic and political status, the history of higher educational institutions, 

https://www.researchgate.net/publication/287726182_Succession_management_The_next_generation_of_succession_planning?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/287726182_Succession_management_The_next_generation_of_succession_planning?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/287726182_Succession_management_The_next_generation_of_succession_planning?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/263196409_Administrative_Effectiveness_in_Higher_Education_Improving_Assessment_Procedures?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/261477265_Gender_Managers_and_Organizations?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/242072563_Women's_Self-Perceived_Leadershp_Skills_In_A_Collegiate_Agricultural_Education_Course?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
https://www.researchgate.net/publication/232509765_Gender_and_the_Evaluation_of_Leaders_A_Meta-Analysis?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
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and the national policies and Asian countries are in different stages of national development. Whilst, higher education in 

Asian countries at present, is a new system brought into the region only in the last century. The structure and functions 

of universities are imported. It is believed that such principle has served mankind in the development and progress of 

human society and well-being. It is closely linked with government and administrative system in the countries, as well as 

with the structure and functions of the higher educational institutions. Recognition and understanding of these roles 

varies (Suwanwela, 2006). Moreover, higher education system in the region is facing new challenges, namely 

massification, limitation of resources, corporatization and privatization, globalization, information and communication 

technologies, as well as knowledge-driven economy and knowledge based society. Examining an organization’s 

approach to leadership from the past to the future in Asian academic institutions, shows that a movement from more 

individual approaches (i.e., leadership as a position) to those that are more collective (i.e., leadership as a process) 

(Suwanwela, 2006). 

Tierney (2007) believes that, there are at least five key trends and challenges that globalization has created for academic 

institutions. First, globalization means that a social activity such as education has no borders; students are able to take 

classes virtually anywhere in the world, in person or online. The second trend is to use relevant technology and see how 

it impacts the academic institution. A college or university is less of a physical place today and more an interaction that 

may well occurs not only on campus, but also may transpire on the Internet or any number of emergent virtual realities. 

Technology has been a central engine of globalization and it will continue to transform how we think about teaching, 

learning and research. Third, in a globalized world competition in the marketplace increases, students as customer have 

more choices about the kind of institutions they can attend and the kind of training they desire. Competition demands 

entities to think about how to compete or they will simply be obsolete. Fourth, globalization has weakened the social 

welfare role of the state and increased the importance of privatization. Fifty years ago a public college or university 

received most of its revenue from the state. Today, virtually all institutions have to raise a significant amount of 

resources from the private sector. The fifth challenge is that colleges and universities are more decentralized and 

decisions are made closer to where the action takes place. State planning or centralized decision making at the 

institutional level takes a backseat to entrepreneurial activity at the local level. In a competitive marketplace, 

departments and schools not only need a strategic plan, but they need to have clear criteria about how they judge unit 

performance. However, three themes demand analysis by any Department Chair or Dean that includes organizational 

mission, unit productivity, and individual performance.  

2.1 Model of Academic Excellence 

The term “global” is frequently used interchangeably with the terms “international”, “multinational” and “transnational” 

although distinction has been made between these terms (Bartlett and Ghoshal, 1989; Adler and Bartholomew, 1992; 

Jokinen, 2004). Literally, the term “global “refers to something “pertaining to the whole world, world-wide, universal 

and comprehensive” (The Random House College Dictionary, 2005). Also, the definition of global leaders can be 

approached through the internationalization level of their responsibilities and activities. 

Srinivas (1995) discussed eight definitions of “components of global mindset” which form the base for competencies 

needed to meet the challenges in organizations and individuals face when entering a global environment. These 

components include curiosity and concern with context, acceptance of complexity and its contradictions, diversity 

consciousness and sensitivity, seeking opportunity in surprises and uncertainties, faith in organizational processes, focus 

on continual improvement, extended time perspective and systems thinking. Rhinesmith (1996) identified six 

characteristics of global mindset that lead to global competencies. These are bigger, broader picture (leading to 

managing competitiveness), balancing contradictory demands and needs (managing complexity), trust in networked 

processes rather than in hierarchical structures (managing adaptability), valuing multicultural teamwork and diversity 

(managing teams), flow with change and seeing change as opportunity (managing uncertainty) and expanding 

knowledge and skills and being open to surprises (managing learning). For globalization, Jokinen (2004) suggested that 

leaders should have a global mindset, work as an equal with persons with diverse backgrounds, have a long-term 

orientation, facilitate organizational change, create learning systems, motivate employees to excellence, negotiate 

conflicts, lead and participate effectively in multicultural teams,  direct skillfully the foreign employment cycle, 

understand their own values and assumptions, accurately profile the culture of others, and demonstrate knowledge and 

respect for other countries. Brake’s (1997) model of “Global Leadership Triad” consists of four broader categories that 

are relationship management, personal effectiveness, business wisdom, and in the core, the transformational self. 

Gregersen et al.’s (1998) and Black et al. (1999) provided definitions about “a core set of global leadership 

characteristics“ that consist of representing character, embracing duality and demonstrating ability with inquisitiveness 

as driving force. In the same line, Rosen (2000) maintained that globally literate leaders possess four “global literacy’s”. 

They include personal, social, business and cultural literacy. 

https://www.researchgate.net/publication/247477481_A_Manager's_Guide_to_Globalization_Six_Keys_to_Success_in_a_Changing_World?el=1_x_8&enrichId=rgreq-b7ea724bec0598bd3c4dba0295b842e4-XXX&enrichSource=Y292ZXJQYWdlOzUwOTM0NDAwO0FTOjE4OTg3OTg0MTQ2ODQxN0AxNDIyMjgyMjkwNTc4
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3. Leadership Competency 

Competencies are defined as personal traits, behaviors, skills, values, knowledge and many other existing frameworks. 

After an extensive, the researchers agreed on the inclusion of four central leadership competencies or meta-competencies 

and their reviewes are included of cognitive ability, vision, interpersonal effectiveness and managerial effectiveness. 

Within these four meta-competencies, seventeen broad competencies are identified (Spendlove, 2007). 

3.1 Competencies and Academic Leadership Effectiveness 

Leaders in IHL should improve their leadership competencies to enable their universities and colleges to survive and 

continually develop. These competencies include leadership skills, communication skills, persuasive skills and 

professional skills. According to Yang (2005) the location of a university powerfully influences the university, positively 

or negatively. To be located in developed areas usually has a positive influence on a university. On the contrary, to be 

located in undeveloped areas has a negative impact on a university. There are four categories of leadership competencies 

identified by the faculties’ members: Personality and disposition, personal knowledge and skill, administrative 

competency and social responsibility competency (Yang, 2005). 

Gonzalez (2004) studied leadership competencies of Mexican senior administrators of IHL. She found that social forces 

and trends inside and outside of Mexican higher education institutions are driving the need for a senior administrator 

with a broad understanding of the national situation, with the resources to support the national initiative, and with the 

ability to make appropriate responses in their own institutions. Institutions of Higher Learning in these contexts play an 

important role in economic and social development (Yang, 2005). Also Gonzalez (2004) noted that the future senior 

administrators in these IHL must be equipped with: 1) Personal characteristics and skills, 2) administrative competencies, 

3) competencies of social responsibility and 4) institutional competencies. Personal characteristics and skills include 

flexibility, anxiety control, time management, adaptive management, positive attitude toward people, innovative, 

motivating, honest, diplomatic, visionary and entrepreneurial spirit. Administrative competencies included 

decision-making, delegation, exploring alternatives, financial and administrative competencies, team work, 

communication, visioning, planning, negotiating, conflict resolution, evaluation, knowledge management, networking, 

marketing project management, and response capacity (Yang, 2005). 

Competencies of social responsibility include social commitment, sensitivity to cultural diversity, analysis of demands, 

and knowledge of economic situation, and institutional competencies are contained institutional identity and philosophy, 

and leadership. Based on Yang (2005), leadership competencies identified by 22 Respondents in Chinese IHL are: (1) 

Devotion, (2) enthusiasm, (3) selflessness, (4) benevolence, (5) justice, (6) tolerance, (7) self-discipline, (8) kindness, (9) 

responsibility, (10) determination, (11) diligence, (12) commitment, (13) persistence, (14) flexibility, (15) charisma, (16) 

openness, (17) creativity, (18) initiative  

 Personal knowledge and Skill include: (1) A combination of Chinese and Western culture, (2) profound knowledge 

background, (3) knowledge about social reality, (4) knowledge of international higher education theory and practice, (5) 

international experiences and background, (6) higher academic reputation and achievement, (7) academic Discernment, 

(8) familiarity with the university (9) social skills (10) continuous learning ability, (11) English language skill, (12) 

critical thinking.  

Administrative competency consists of: (1) Vision, (2) setting ambitious and achievable goals, (3) holistic mastery, (4) 

discernment, (5) collecting and processing information, (6) Strategic decision-making, (7) leading, (8) organizing, (9) 

coordinating, (10) evaluating and supervising, (11) motivating, (11) communicating, (13) staffing, (14) reconstructing 

new institutions,(15) resource-raising, (16) marketing.  

Social responsibility competency include: (1) Political sensitivity and firmness, (2) implementing the national 

educational policy, (3) accomplishing university mission, (4) public figure, (5) service sense, (6) sense of opportunity, (7) 

sense of competition. 

4. Leadership Roles 

For many years there was strong interest in research related to leadership roles. Yukl (1998) concentrated on patterns of 

activities and roles specific to common to managers. Mintzberg (1973) and Baker (1998) expanded the behavior content 

for managers. Often differences in the research of managerial roles are intangible and are the result of semantics or of 

categorical groupings. Roles are defined as various behaviors a leader displays while functioning within an organization 

(Plunkett and Attner, 1989). As the leader engages with individuals within and outside the organization, his or her role 

requirements will be constantly shifting in accordance with the demands and desires of peers, subordinates and superiors. 

Mintzberg’s book titled “Nature of Managerial Work” originally published in 1973 and revised in 1979, is one of the 

most important examinations of leadership roles. Much of the modern management theory today relies heavily upon 
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Mintzberg’s work. Mintzberg’s (1979) view of leadership behavior complements various organizational behavior 

theories, and stressing   the motivation of the individual, proper communication, leadership and decision making. 

Minztberg observed that managerial work encompasses ten roles, which is grouped into three major categories. 

Interpersonal contact: In this category, the roles of figurehead, leader and liaison make up the interpersonal contact 

category. As a figurehead, the leader symbolizes and represents the organization by performing ceremonial duties. In the 

role of leader, he interacts with followers and also supports, motivates and develops followers. In the roles of a liaison, 

the leader establishes formal and informal networks to gain information critical to the success of the organization. 

Information processing: It includes the roles of monitor, disseminator and spokesperson. In the monitor role, the leader 

gathers information both external and internal to the organization. As a disseminator, the leader distributes information 

to subordinates through formal and informal means. Acting as a spokesperson, the leader gives information to those 

outside the organization. 

Decision making: It consists of the roles of entrepreneur, disturbance handler, resource allocator and negotiator. The 

entrepreneur designs and initiates organizational change and the disturbance handler handles problems arising from 

organizational conflict and disruption. As a resource allocator, the leader controls and schedules the allocation of 

personnel, time and financial resources. As a negotiator the leader represents the organization in both external and 

internal negotiations (Mintzberg, 1979:54-99). 

4.1 Roles and Academic Leadership Effectiveness 

Mintzberg (1973:188) stated that “the management school will significantly influence management practice when it 

becomes capable of teaching a specific set of “skills” associated with the job of managing”. For example, students in 

different disciplines must learn various skills to be successful in their occupation (Sharples, 2002). Therefore, it is 

important for management students to learn leadership, negotiation, disturbance handling and other managerial skills 

(Mintzberg). Thus, it is important to identify different ways that academic leaders can develop the needed roles. 

According to Sharples (2002), the Leadership Competency Assessment Instrument (LCAI), written by Baker (1999) is a 

tool designed to measure leaders’ competencies. Baker matched this tool from Mintzberg’s (1973) managerial roles and 

is defined by behavior, particularly from the academic environments. In the following figure, conceptual framework of 

relationship between competencies, roles and Academic Leadership Effectiveness is shown (Figure 1).  

<Figure 1 about here> 

5. Human Resource Development (HRD) in the academic setting 

Human resource development (HRD) is a composite process in which knowledge accumulates through training, 

education as well as work and life experiences. It has been defined as an attempt to improve personal effectiveness 

through a planned and deliberate learning process (Mumford ,1987) and a conscious and systematic process to control 

the development of human resources in the organization for the achievement of goals and strategies (Molander ,1986). 

Development involves changing skills, knowledge, attitudes or behaviors. At the same time it should support the 

organization to achieve its strategic objectives and build a culture suitable for this direction (Tichy and Devanna 1986; 

Vicere 1997). Human Resource Development is an integral aspect of competencies building, development and 

regeneration, even though it does not cover all aspects of competence management.  The traditional performance areas 

of HRD have been understood to involve: (1) Improving task performance, (2) enabling and supporting change 

implementation, (3) improving the quality of operations, (4) promoting creativity and innovation, (5) enhancing the 

employment prospects of individuals. 

Then the organizations focusing on this approach seek competitive advantage primarily from capabilities and 

competencies. Any organization needs to engage in systematic HRD irrespective of how far learning culture has 

progressed in the organization. Development actions targeting employee competencies must be planned, implemented 

and assessed.  In order to be efficient, development should be a systematic process instead of occasional. As a whole, 

HRD has so far focused very strongly on developing individuals. 

Nevertheless, activities in organizations are more of a team function rather than the function of daring individuals 

(Leibman et al. 1996). Despite these benefits, the system has not been able to reach and impact all levels of the 

university system and personnel. The system assumed that the faculty and staff would have the requisite competencies 

for managing and leading quality within their environments. Any improvements desired in the operations of quality and 

that required training by academic units would be left up to them to do as needed. This means that Deans, heads of 

departments, professors, senior lecturers, program coordinators and others who have strategic roles in faculties through 

managing committees and courses would be required to interpret what competencies , roles would be needed to inform 

their operational quality and so engage in self-development. So this research will attempt to explore which particular 
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competencies or roles are needed by the leaders in universities and utilizing these particular competencies or roles for 

developing academic leaders through specific training. The overall quality of a faculty or department would not be 

enhanced when only certain members assume that they are competent leaders and managers and have not been engaged 

in team building to improve their leadership and managerial capacity.  

6. Conclusion 

To conclude, effective academic leaders such the Deans and Head of Departments in research universities should use 

various leadership styles related to the situational model. Hersey and Blanchard proposed four leadership styles that 

include telling, selling, participating and delegating appropriate to the ability and willingness of followers to perform the 

assigned tasks. Also effective academic leaders require leadership competencies to perform the necessary leadership 

roles in a research university, especially when operating in a global context. A systematic leadership development 

program needs to be developed to ensure academic leadership effectiveness in research universities. 
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