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ABSTRACT

This research aims to analyze situational organization and leadership in the performance
improvement of State University (PTN) with Public Service (BLU) in Indonesia. The analysis
was done by using descriptive statistics at three educational institutions based on the area
and the PTN ranking of The Research and Technology and Higher Education Ministry
(Kemenristekdikti) version in 2015-2017, i.e. Lampung University, Sebelas Maret University,
and Gorontalo State University. A sampling collection method used a nonprobability
sampling with purposive sampling technique. The research result shows that the
transformation of PTN BLU gets a support and gives a positive impact on organizational
improvement. However, the transformation has done still limits to the flexibility in financial
management. Government and independence are still intervened by the govemment.
Leaders’ behavior expected by their follower is an optimist transformational leader behavior
about organizational future and believes that the organization’s goal can be achieved. Such a
leadership expected by PTN BLU is a leader who is able to express an idea clearly and
openly to other people to ease a goal achievement. A PTN BLU leader also has to have
good academic competence, reflected from the ability to produce quality academic work.
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The existence of higher education has an essential and strategic role in a country’s
development. Higher education becomes the center of a development for science and
technology as well as innovation development center that determines the progress of
civilization and improves a country’s competitiveness. Various problems are still appeared in
higher education in Indonesia, such as uneven access to get higher education, low gross
participation rates (APK), tuition fee which is still high, there are still many lectures who never
met a required qualification, a limited research quality and publication quantity, lack of
available educational facilities and infrastructure, academic culture which never been built
well, and there are still many departments or higher education that are not accredited yet. On
the other hand, the community’'s demand for the quality of higher education is getting higher.

PTN BLU is a transformation of PTN expected to be an Entrepreneurial University. For
a university, a transformation is a necessity. Reale and Primeri (2015) proposed a problem
appeared in several universities’ transformation studies, which is how big it influences on the
organization and the institution of the academic profession. Several shifting need to consider
in the management of a university, such as collaboration with the government, private or
company’s research institution. The emergence of Entrepreneurial University concept has
produced warm debates about relationship changes between academic filed and a market
which causes the limitations of science and business more blurred, especially in relation with
the norm and academic science practical (Owen-Smith and Poweli 2001; Vallas and Lee
Kleinman 2008; Lam 2015). However, several experts have a different insight and rate it
positively, even emphasizing to build a convergence between the academic and industrial
world which can create a new model in the scientific development. It was even built three-
party collaboration (triple helix) or more, namely university, govemment, industry, and society
jointly building a productive relationship (Gibbons et al. 1994; Etzkowitz and Leydesdorff
2000).
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The transformation of PTN to PTN BLU gives university change to increase income
from the business activity done by a university. An entrepreneurial university is identified to
be able to provide a solution from a problem frequently faced by a contemporary university
(Pinheiro and Stensaker, 2013). A university transformation with the entrepreneurial
university concept causes a change in the management to use a new public management
that provides an educational service in a competitive market (Sulkowski, 2016). An
organization that facilitates entrepreneurship has a good competitive advantage and
performance, eases new financing and gives an altemative to meet socio-economic demand
(Bakar and Mahmood, 2014). A university with entrepreneurial university concept is the effect
of a university globalization having several functions, among other things, to encourage
economic development, utilize collaboration and innovation of interdisciplinary, fulfill the
needs of a shareholder, and improve efficiency and transparency (Oinhero and Stenseker,
2013). An entrepreneurial transformation relates to the mission, teaching, and research, and
activity of entrepreneurship activity integrated into the environment and intemal factor
(Guerrero and Urbano, 2012).

The existence of PTN BLU gives an opportunity for PTN to sell product service without
highlighting to make profits and in order to run the program is laid on the principle of
efficiency and productivity. BLU application is a form of New Public Management (NPM)
theory that places government organization unit as an agent of giving service to the society.
Flexibility in BLU is an easiness to manage the budget and create opportunities which can be
served as an income and directly used to its operational activity. PTN BLU strengthening is
encouraged to do so that when it will transform into PTN BH (independent), it actually has an
ability and institutional performance which can be proud of.

There are several studies and guidance used by an institution to assess and rank an
institutional performance at university. Gaus and Hall (2016) studied the indicator of
university performance in Indonesia from the perspective of academics, i.e. the quality of
teaching and research. National Accreditation Agency for Higher Education (BAN-PT)
determines seven standards in assessing institution performance of university in Indonesia,
i.e. Vision, mission, goals and target, and marketing strategy; govemance, leadership,
management system, and quality guarantee; Student and graduate; Human Resource;
Curriculum, leaming, and academic situation; Financing, facilities and infrastructure, and
information system and research and community service and cooperation. University
performance can be assessed from its ability to conduct internalization and include in the
world-class university ranking.

Delgado-Marquez et al. (2011) stated internalization from university as an indicator,
and this is in accordance with the ranking institution of international university Times Higher
Education Supplement (THES) having four criteria with six indicators, namely research
quality criteria with two indicators (weight score is 60 percent), teaching quality with one
indicator (20 percent), graduate ability to find a job with one indicator (10 percent) and
internalization with two indicators (10 percent). Another international ranking institution,
which is QS World University ranking, uses a criterion of an indicator and weight score which
is almost similar to THES (Huang, 2012). To achieve that kind of performance is needed a
leader who is not only able to manage academics activity as a core business of university but
also to have a sense of entrepreneurship, which is an ability to create an opportunity and
build a network of cooperation in managing and developing institution. For that matter is
needed performance indicator of an accountable higher university and can be accepted by all
shareholders.

The role of a leader who is able to transform the idea, wants, university’s goal to be
understood clearly and implemented by internal followers of university and able to ensure
external university to cooperate and give support for goal achievement or the realization of
vision expected or in other words a leader has to have an ability to improve institutional
performance of university. Ulukan (2005) said that a leader has to be able to see and
consider a unique characteristic of a university and evaluate a model property before applied.
A leader must also develop a method to help another leader or a candidate to understand
and manage changes existing around.
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Leadership is an important factor in organizational life. A study with the topic of
leadership develops into all types of organization, either aiming at generating profits or not,
including a university. A number of theories about leadership grow as the context of
organization and situation following. A leadership gives a main influence on the organization
performance achievement (Bass 1990; Dubrin 2001; Yukl 2001; Bratton 2005). The success
of an organization depends on the leader's ability to adapt and resilience to the environment
which always change. A leader can bring an organization to achieve the best performance
through the process of transformation and communication. A transformational leader
influences his/her followers by developing and communicating a collective vision and
inspiring them to exceed the personal interest for the good of team and organization (Groves
and LaRocca, 2011). A leader also conducts a transactional behavior by making a changing
with the follower. At a transactional leadership, social change-based leader results in an
expected performance, while the follower is expected to agree and follow the leader to ignore
punishment (Masa'deh et al., 2016; Bass and Riggio, 2006). This research aims at knowing
the organizational situation and a leadership in the performance improvement of BLU in
Indonesia.

METHODS OF RESEARCH

The study was conducted at three Indonesian universities representing an area and the
Indonesia’s Minister of Research, Technology and Higher Education’s version of PTN
institution ranking of 2015-2017. Those three institutions selected as a sample were
Lampung University (western part, ranking 22 in 2015, rank 18 in 2016 and 2017, was in
cluster 2 in 2015-2107), Sebelas Maret University (Central area, rank 9 in 2015, rank 12 in
2016 and rank 11 in 2017, was in cluster 1 in 2015-2017) an Gorontalo State University
(eastern area, rank 108 in 2015, rank 47 in 2016 and rank 50 in 2017, was in cluster 3 in
2015 and cluster 2 in 2016-2017). A survey will conduct at every institution to the lecturer
and educational staff as a material to analyze the organizational situation and PTN BLU
leadership.

Primary data was collected by using a survey method, distributing questionnaire
arranged fo catch respondents’ opinion in considering the condition of PTN BLU based on
the observation and or practicing that has been felt. Data was collected by distributing
sample to 370 respondents. Sampling collection method used was nonprobability sampling
and purposive sampling technique. From that total, a respondent participating was 314
persons which mean the response rate of this study was 85.7%. The data that was dissected
relate to the respondents’ identity, including gender, education, working duration, type of
work, and position, leadership, and institutional performance. A measurement scale used
was an interval scale. Data analysis was done by using a descriptive statistic.

RESULTS AND DISCUSSION

A field survey was conducted at three PTN BLU. From 370 questionnaires distributed
to respondents, the returmed ones were 317 questionnaires and those can be processed
were 314. There are 176 persons (56%) man respondents and 138 persons (44 %) woman
respondent. Respondents who were a lecture amounting to 198 persons (63%) and the
educational staff were 116 persons (37%). While based on the age composition, a
respondent at the age of 26-30 years old is 32 persons (10.2%), 31-35 years old amounting
to 38 persons (12.1%), 36-40 years old amounting to 45 persons (14.3%), 41-45 years old by
52 persons (16.6%), 46-50 years old by 60 persons (19.1%), 51-55 years old amounting to
53 persons (16.9%), 50-60 years old by 22 persons (7%) and above 60 years by 12 persons
(3.8%).

A lecturer respondent having an additional task is 63 persons (32%), while a functional
lecturer is by 135 persons (68%). An additional task for a lecturer consists of an assistant
rector, dean, assistant dean, department head, study program head, and head of technical
implementation unit. Educational staff respondents also have a varied assignment
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background, as many as 34 persons (29.4%) are assigned at rectorate, 43 persons (37%)
are assigned at deanery or faculty administration and the remaining by 39 persons (33.6%)
are assigned at department and study program.

A respondent based on the educational background is dominated by a master's degree
holder by 114 persons (46%), doctoral degree holder by 74% (23.6%), undergraduate
degree holder by 67 persons (21%), associate degree holder by 20 persons (6.4%) and high
school graduate holder by 9 persons (3%). All lecturers at least hold a master’s degree. This
is in line with the application of Law Number 14 Year 2005 regarding Teacher and Lecturers
that require a minimum education for lecturers are a Master's Degree.

A respondent reception to the transformation obtains full support from the internal
circle, most of them (84.7%) state to agree and strongly agree. A support from the internal
circle is an important requirement for the success of transformation. In this context, a leader
and academics are a party involved in the internal transformation of a university (Guerrero
and Urbano, 2012). A higher average value (91.6%) is also stated by respondents that this
transformation will give a positive impact on organizational improvement. A university which
makes transformation commonly conducts a simultaneous change on its structure, strategy,
and control mechanism that cause an alteration on its ideology, cultural system and power
relations in the organization (De Boer et al., 2007).

PTN BLU concept that should gives flexibility to the financial management is still fully
not felt by most of respondent (83%) while the remaining state to have provided flexibility in
the financing management, even BLU status on higher education is intended to give flexibility
in the financing management based on the economics and productivity principle, and the
application of a healthy business practice. This also can be caused by a higher education at
all countries that truly depend on the financing given by government so that it feels to have
an interest to participate in the financing management of higher education.

Good university governance is very universal and generic to apply at every university.
Independence principle in the policy determination that is free from various interventions
especially from the government is still felt by PTN BLU. A large part of respondents (86%)
agrees and strongly agrees that PTN BLU has an independence in determining policy and an
organization is not government or bureaucratic’s hand extension. As with the autonomy of
non-academics management, a large part of respondents (88%) agrees and strongly agrees
that autonomy has been run at a university.

The aspect of the organizational human resource becomes the main pillar of PTN BLU
in improving the quality of output and institutional competitiveness. Organizational human
resource in the higher education represented by lecturers and educational staff has a
contribution in achieving organizational goal. A large part of respondents (89%) agrees and
strongly agrees that the human resource has fulfilled the qualification that supports
performance. Qualification is a minimum requirement that needs to be improved by the
human resource in running the task and function in giving a contribution to the organization.

Challenges and demands to the existence of university in dealing with changes and
dynamics that are more strict, both at national, regional and international level. At a national
level, the acceleration of change is signed by the development of Information and
Communications Technology (ICT) that requires PTN BLU to be more adaptive and flexible
in fulfilling the needs and demands especially in generating graduate needed by the business
world and industrial world. A large part of respondents (86%) agrees and strongly agree to
anticipate the demands of national need changes.

At the regional and global level, PTN BLU should make a strengthening for the
achievement of a world-class university that becomes one of the indicators of
Kemenristekdikti's main performance. World Class University does not only imply a
concentrated financial investment but also a comprehensive university management
transformation in a global context (Yonezawa and Shimmi, 2015). A large part of
respondents (95%) state that PTN BLU needs to get recognition (accreditation and
certification) from the global institution, stating that its existence is equal to another university
in the global scale. Accreditation and certification conducted by university to get international
recognition needs a process of subjective qualification and reputation (Salmi, 2009). Building
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a cooperation network with an institution in the regional and global level becomes an
obligation trusted by most of the respondents (91%). The cooperation will give an impact, not
only a human resource strengthening but also an infrastructure for PTN BLU.

Government support as a regulator (decision maker) and facilitator (facilitation
provider) are needed by PTN BLU. A large part of respondents (91.6%) state that
Kemenristekdikti gives support to the performance achievement. As with the Finance
Ministry, a large part of respondents (89%) also state to give support to the performance
achievement. Local government as the partner of PTN BLU, according to the large part of
respondents (69.2%), plays a role to give support to the performance achievement. However,
a small part of respondents (47%) states that coordination among institution has been done
well and reinforcing each other in the performance achievement. Synchronization and
harmonization to the policy are truly needed, so will be built synergy among institution in
giving support and upholding institution in achieving an expected performance.

In order to get an expected leader is needed a qualification which is in accordance with
organizational needs. A large part of respondents (72%) states that the requirement of a
determined leader candidate has been in accordance with the organization needs.
Arrangement and formulation of a candidate is determined by the ad-hoc team through
referring to several regulations and documents and considering organization needs. In
addition, a large part of respondents (90.4%) also select a candidate from the internal
institution circle since believed to more understand the condition and organizational culture
that has been built. This is in accordance with Rasmussen (2015) stating that the best
leadership in university is when a leader is prepared from the bottom to top, like that
conducted by Norwegian University of Science and Technology that choose rector from the
internal circle. It is only a small part of respondents (44.5%) stating that the candidate from
the external institution, including from abroad can bring an update for organization.

PTN BLU leadership behavior of this survey used a transformational leadership theory
with four dimensions (Bass and Steidimeir 1999). Those four dimensions are an ideal
influence, inspirational motivation, intellectual stimulation, and individual consideration. In
addition is also used Bass' transactional leadership theory (1985) with three dimensions,
which is relationship award that depends on the situation, active management with exception
and passive management with an exception. Other those two theories, an authentic
leadership theory by Walumba et al. (2008) is also used with four dimensions, i.e. self-
consciousness, moral perspective internalization, a balance management of information and
a transparent relationship. A transformational leader is a creative leader who is capable of
taking a risk calculated and able to build an innovative and satisfying organization (Bakar and
Mahmood, 2014; deng, 2017). A transformational leadership involves and inspires its
follower to commit to the vision and a joint goal of an organization or unit, challenges them to
be an innovative problem breaker and develops followers’ ability through a coaching,
accompaniment, and a provision, both support and challenge (Bass and Riggio, 2006).

Respondents’ expectation on PTN BLU leader behavior at the dimension of ideal
influence is reflected from the average answer of the survey. The biggest average is at the
leader's behavior that emphasizes the importance of having organizational’s collective
mission and a great goal that becomes a spirit for organization member. At the dimension of
inspirational motivation, the biggest average score is at the leader’s behavior to always talk
optimistically about the organization’s future and the behavior to disclose the truth that the
goal will be achieved. The result at the dimension of intellectual stimulation shows that the
biggest average score suggests a new method in the finishing task. Task finishing with a new
method enables employee to be spared from boredom and makes them able to finish task
more effectively. At the dimension of individual consideration, the biggest average is on the
behavior that continuously has different needs, ability, and aspiration from others. A leader
understands his/her followers need and act as a mentor or trainer for his/her follower, and
listens to the concemn and the needs of his/her follower (Judge and Picolo, 2004). An
understanding of followers’ needs can increase working satisfaction (Bryman, 2007).

Transactional leadership is a leader behavior that uses an exchange or transaction to
influence and direct the follower in increasing contribution for organization's goal
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achievement. This kind of leadership depends on the contract or a reciprocal relationship
between the leader and subordinate (Vito et al, 2014; Jung and Avolio, 2000).

The result of a survey on the transactional leadership behavior at the dimension of
related awards that depends on the situation, the highest score is on the behavior of giving a
gift to other as a return of their effort and the behavior shows satisfaction when other people
meet the expectation. At the dimension of management based on an active exception, the
biggest average score is a behavior that centralizes concern on the failure management and
a behavior that directs concem on the failure to fulfill the standard. At the last dimension of
transactional behavior, which is a management based on the passive exception, the biggest
average score from the respondent at the failure behavior anticipates until the problem
becomes serious and the behavior waits for the wrong something before taking an action. A
leader who uses a management of active exception will monitor the follower performance
and take a correlative action, while a leader with a management of active exception enables
the quo status and will only conduct intervention when a problem has been so serious (Deng,
2017).

If being compared, the average value of transactional leadership behavior is still
smaller than the average value of transformational leadership. For that matter, the
respondent will more choose or want a transformational leadership for PTN BLU leader. This
matter can be understood because a transformational leader gives an example, tries to
inspire and motivates subordinate to achieve the goal and works beyond expected by the
organization. The understanding of the needs of subordinates also makes them feel honored
and cared for by the leader. Leaders can use transactional leadership to achieve the
expected goals; they can also use transformational leadership to achieve higher goals, which
require changes in attitudes, abilities, and beliefs of followers (Deng, 2017).

An authentic leadership is a pattern of leadership behavior that uses and supports
psychological capacity and a positive ethical climate to strengthen self-understanding, moral
perspective, balanced information processing, and transparency of the relationship between
leaders and followers to strengthen a positive self-development (Walumba et al, 2008).

The survey results on authentic leadership behavior and the dimension of self-
awareness, the highest average value is on the behavior clearly realizing its influence on
others and behavior to ask for feedback to improve relationships with others. In a transparent
relationship dimension, the highest average value is a behavior expressing an idea and
thought clearly to others and openly sharing information with others. Submitting ideas clearly
and openly makes other people able to carry out tasks well and facilitate the achievement of
organizational goals. In the dimension of internalizing the moral perspective, the highest
average value is behavior that shows consistency between beliefs and actions and behaviors
carried out guided actions based on internal moral standards. Authentic leaders can
understand themselves better through a reflection of self-introspection about values, identity,
emotions, and motives and goals (Larson and Eid, 2012). In the final dimension of authentic
leadership behavior, which is a balanced information processing, the highest average value
is the behavior of analyzing relevant data objectively before making decisions and behavior
to listen carefully to alternative perspectives before reaching a conclusion.

The competency model is very useful in order to identify the knowledge, skills, and
behavior needed in order to develop leadership and achieve the organization's strategic
goals (Spendlove, 2007; Naquin and Holton, 2006). In this study, leader competencies are
grouped into four categories, namely academic competencies, business competencies,
managerial competencies, and ethical competencies. As a leader of academic institutions, a
leader must certainly have academic competence. Academic competence is seen from the
ability of PTN BLU leaders to produce quality academic works. In addition is the ability to
build a dynamic academic culture and the ability to carry out academic quality assurance on
an ongoing basis. These three academic competencies obtain very high average scores from
respondents.

Business competency is needed by the leaders of PTN BLU in increasing the value
and income of the institutions used in providing services to stakeholders. Business
competency is seen from the ability of PTN BLU leaders in understanding the institutional
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business context by providing solutions to the problems faced. In addition, the ability of
entrepreneurship in creating innovations that generates income for the institution. Another
business competency is the ability to build a network of cooperation, especially with the
business world or industrial world that provides mutual benefits.

Managerial competencies relate to the managerial activities in designing, implementing
and evaluating activities that can support performance. Managerial competence of this study
consists of decision-making ability in implementing organizational strategic plans, the ability
to design organizations that are adaptive to the dynamics of changes in the organizational
environment, the ability to build communication in the context of coordination to ensure
commitment in achieving the goals and ability to solve problems by providing learning in
each organizational level. Respondents also gave high average scores on managerial
competence.

Ethical competence includes the aspects of value management, development and
moral reasoning, public and personal morality and ethical skills. The ethical competence is
related to the ability to manage organizational values as a basis for organizational practice,
moral reasoning ability as a basis for ethical decision making in policy setting, the ability to
understand ethics as a means of dealing with organizational conflicts and the ability to reject
behavior that is contrary to ethics.

The regeneration process of the PTN BLU leadership is held once every four years, as
a period of leadership. Regulations allow the PTN BLU leader to continue for one return
period while still meeting the requirements related to age. A large part of respondents (89%)
stated that there must be a willingness to share experiences with the leaders who replaced
them. Sometimes, there is reluctance from the successor of the leadership to continue the
policies or programs that have been implemented by the predecessor, even though the
policy or program is quite good. Therefore, it frequently hears the term “changing the leader
means changing the policy”.

The existence of gaps in building relationships between old leaders and their
successors allows the absence of sustainability of policies or programs that have been
carried out in the previous period. Most of respondents (88%) agreed and strongly agreed
that there was a need for continuity or sustainability of policies or programs that would
benefit the achievement of institutional performance. Every period of leadership is expected
to have a legacy (inheritance) which is a milestone for the progress of each period. This
legacy should be in harmony with the road map which has been compiled in the long term as
a continuous organizational performance.

The performance of PTN BLU can be measured from the achievement of academic
performance and financial performance. Academic performance uses standards determined
by Kemenristekdikti. While the financial performance use the standards determined by the
Ministry of Finance. As an academic institution, academic performance should be the main
measure, while financial performance is more like a supporter (supporting) for academic
performance achievement. In addition to using the measures set by the Ministry of Research,
Technology and Higher Education, the academic performance can also use the standards
used by global accreditation institutions and global university rating agencies. Academic
performance standards frequently used by the Ministry of Research and Technology are
accreditation issued by BAN-PT, both for study programs and at the institutional level.
Accreditation assessment standards use seven standards, which assess academic aspects
that consist of the implementation of the three pillars of higher education and non-academic
aspects as supporting consisting of facilities, financial human resources, and information
systems. Respondents stating that academic performance are in line with the Kemristekdikti
target is 79%. The financial performance standards used by the finance ministry use
indicators of financial aspects and service aspects. Financial aspects are assessed from the
analysis of financial statements in the form of financial ratios and compliance with the BLU
PK regulations. Service aspects are assessed based on the quality of services provided and
benefits to the community (including the customer satisfaction index).

Institutional performance achievement will have an impact on the satisfaction of all
members of the organization. Organizational member satisfaction will give rise to increased
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commitment and contribution in the future. Respondents stating that all members of the
organization were satisfied with the institution's performance are 59%. There is still the
potential to increase satisfaction by increasing performance. Whereas 82% of respondents
stating that all members of the organization are ready to contribute to support the
achievement of better institutional performance and realize a world-class university.

CONCLUSION AND SUGGESTIONS

The transformation of a university into PTN BLU gets internal support and is felt to
have a positive impact on the progress of the organization. However, the transformation
carried out is felt not to provide flexibility in the financial management of PTN BLU. In terms
of PTN BLU governance, the independence is principally felt to be not maximal especially in
terms of autonomy and policy setting without government intervention. In carrying out the
transformation, the human resources of PTN BLU have fulfilled the qualifications,
competence, motivation, and integrity that support performance. PTN BLU seeks adaptive to
face the demands of change at the local, regional and international levels and to strengthen
the achievement of world-class universities. Government support is also needed in achieving
the performance of PTN BLU.

To meet the needs of PTN BLU, the leader of PTN BLU was chosen from internal
institutions, because it was believed to better understand the conditions and culture of the
organization that had been built. The leader's behavior of PTN BLU can be transformational
or transactional, but the behavior desired by followers is the behavior of transformational
leaders who are optimistic about the future of the organization and have confidence that
organizational goals can be achieved. The leaders’ authenticity expected in PTN BLU is
leaders who are able to convey ideas clearly and openly to others to facilitate the
achievement of goals. A PTN BLU leader also has to have good academic competence,
reflected from the ability to produce quality academic work.

In the leader's regeneration process, policy sustainability is expected to achieve the
performance set by the PTN BLU. The performance of PTN BLU can be measured by
academic performance and financial performance. Academic performance is the main
measure directed at achieving a world class university, while financial performance is a
supporting performance in achieving academic performance.

The results of the study indicate that the process of transforming universities into PTN
BLU in Indonesia has not gone well. Synergy from various related institutions is needed in
order to maximize the management of PTN BLU in order to achieve the best performance by
providing flexibility in financial management and autonomy in carrying out university
governance, the process of recruiting leaders who are free of intervention and various
competencies is also needed so that PTN BLU can develop into an entrepreneurial university
which is able to provide the best academic performance.
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