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UNICA Roundtable:  International Collaboration – which way ahead
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Introduction:

The EUNIRO Project Action Plan (1) recommendations, Box 1 below, outline the framework which University International Relations Offices, IRO´s, will need in order to meet the challenges of international collaboration foreseen by 2010.

The generic set of recommendations are worthwhile only if a methodology is developed by which each institution may develop its own specific International Relations (IR) framework policy and thus derive its own infrastructure requirements.


The aim of this presentation (aid the UNICA Roundtable) is to provoke discussion on the “way ahead”.  The approach taken will be to explain the prerequisite steps leading to the common “driver” that every institution needs in order to realize any activity, which is the budget.  Universities and their finance departments, like every other organization, will approve or not any budget line based on the justification given for it.  ________________________________________________________________________

(1) “Enhancing University International Relations Offices” – funded by SOCRATES Accompanying Measures Project, Contract No. 2000 – 0306/001 – 001 502 81 ACUN, Partners: UNICA Network, Coordinator Andreas Mallouppas.

Thus linking the budget to measurable policy objectives is a prerequisite for increasing the possibilities of having it approved.  The roundtable discussions will focus on the determination of the various budget-line “drivers”.

The presentation will attempt to set the methodology leading to the justification of the various IR activities and administrative support measures.  This, hopefully, will enable the participants of the roundtable to identify and moreover justify the major budget lines that would be required in order to build-up the necessary IR infrastructure required, in order to meet the challenges of international collaboration foreseen by the year 2010.

Why 2010?  

Box 2, below, outlines the major EU policies which have the same dateline goal, the year 2010, such as Bologna, the European Educational Space and Research Areas (ERA), the EU’s Mediterranean Free Trade Area etc.  All these initiatives are aimed at satisfying the overall umbrella mission of the EU which is “to become the top global economic power by the year 2010, through a knowledge based society”.  The EU’s policies cannot be ignored since for European Universities the EU is the major IR player.


It is obvious from Box 2 that the IR emphasis is expanding from a European to a Global perspective.  University IR Services have to be equipped to face these challenges whilst simultaneously coping with internal and national issues.  The following 10 steps, shown diagrammatically in Figure 1, are a possible way forward for deriving the financial requirements of the IR policy.

A 10-step approach to Funding International Collaboration

1.  Definition of Mission

The major differences existing between institutions does not allow us to describe a specific procedure that each institution could follow in order to arrive at the IR infrastructure requirements.  

Each University has or should have a mission or vision statement by which all of its activities and policies are governed.  This is the guiding framework by which to proceed to the next step.

2.  The University’s Scholarly Space

Depending on its size, geographic area, funding, tradition and other factors each university will have to decide in which, if not all, of the following main areas of activities it wishes to develop international collaboration:

· Teaching

· Research

· Others (Social and Community links, Cultural links, Industrial collaboration, Open and Distance Learning etc).

3.  Define the University’s Geographic Space

Very few institutions, if any, can or would want to cover all areas of the globe and thus in relation to the above would need to clearly define the geographic areas that they would wish to develop cooperation.  An example would be:


Major geographic areas of collaboration:



EU and Accession States



Mediterranean


Secondary areas:



Australia



U.S.A

4.  Working Environment

Given the previous three steps the University, through its IR policy, will have to focus on those national, transnational and international trends that are expected to affect its work and collaborative activities.  Examples of these would be national educational funding procedures, transnational processes (Bologna, ECTS/DS, Quality measures), accreditation of Open and Distance Learning Programmes, “For-profit” University programmes etc.

5.  Develop IR Policy

Like for any other area, the IR policy will have to be developed by involving all the Departments and other administrative Services and particularly the Schools/Faculties given the fact that a lot of the major EU programmes and collaborative activities are interdisciplinary and require a major degree of networking.  This may be considered to be the “Bottom-up” approach giving ownership to all actors in formulating the IR Policy.  However, no policy can go forward if it is not seen to be empowered and have the commitment from the top.  Thus the Senate, Rector and associated Vice Rectors will also need to become involved and eventually ratify the IR policy.  

6.  Develop Strategic Approach

In this two-way process measurable and specific objectives must be set, ie.

· increasing the number of EU funded projects by 20% 

· increasing overall external research funding by 15%

· increasing student and staff mobility by 10% / year for the next 5 years 

· etc

These objectives will serve as the basis of the IR infrastructure requirements and will be part of the feedback process that will eventually determine the overall IR Budget.

7.  IR Management Approach

From the above specific targets, milestones and benchmarks can be set in a specific time schedule, in order to ensure that the university can easily measure performance, monitor outputs and evaluate progress.  Thus the IR and other University Services and Academic Departments / Schools will all have their specific targets and milestones by which they will be guided and to which they will aim.

8.  Main and Supporting IR activities

In the EUNIRO project the extent on the IR activities was determined and it included the promotion of research as well as project formulation, consultancy with industry and global collaboration.  Depending on the IR policy to be adopted, this will lead to the following Major IR activities:

· Networking

· Project Preparation

· Project Coordination (SOCRATES / ERASMUS – LEONARDO placements etc)

· Consultancy with industry/market

· Student and Staff Exchanges

· Bilateral Collaboration

· Identification and Securing of External Funding

The following are Supporting IR activities, which are required in order to effectively realize the above:

· Dissemination of Information (Info Centre)

· Relevant Publications (paper and on-line)

· Meetings and Conferences (home and abroad)

· Monitoring progress of international collaboration programmes

· Specialized data bases (production of statistics, monitoring, info)

· Experienced, professional IRO Personnel and competent in at least two major EU languages.

9.   Determination of IR Infrastructure

Infrastructure required is usually made of two components:

· human 

· technology and physical facilities

9.1 IR Infrastructure:  Human Resources

These are characterized by the following:

· Professionalism

· Experience

· Awareness

Professionalism may be determined by the culture of the organization and also through the Job Descriptions (which have an effect on salaries) and targets set for the staff involved.

Experience may by secured through the required skills and dexterities, through the formulation of job assignments and on – the – job training.

Awareness is obtained through continuous updating and Professional Development, which does not only mean through formal courses but also through meetings, visits, conferences etc.

9.2 IR Infrastructure: technology and physical facilities

The use of IT is essential in any setting and even more so in an international one, where effective communication with partners is essential.  Moreover, IRO’s are dealing with staff (projects – programmes) and students (exchanges) and act for both as consultants.  Modern IT does make it easier for people to access information, however, personal advice is still required, whether in advising on the details of a student placement or the eligibility of a proposal.  Thus adequate physical facilities are still essential, where a “one-stop” office where all “Counsellors” are available in one area would be the ideal situation.  These requirements also need funding and maintaining.

10.  IR Budget

The above main, supporting activities and infrastructure need to be funded in order to secure the right caliber and number of people (full-time, part-time and services), set-up the technical and physical infrastructure (IT equipment, information and office space) and set-up the required networking and access to information sources (joining existing networks, setting-up new ones, attending meetings and conferences etc).

For each of these activities a budget line will have to be established, if it does not exist, and linked to the targets and objectives of steps 3 and 5.  Moreover, it would be essential, once the funding is made available, that all the internal IR stakeholders are involved in implementing and tuning the IR policy.  The setting-up of an International Relations Committee, chaired by the Vice Rector for International Relations, with executive powers is considered essential, as well as any pertinent sub-committees (i.e. SOCRATES-exchanges) that may be necessary to be set-up, depending on the size of the University.  Of course the internal University budget is NOT the only source of funding and thus external funding sources will also need to be identified and secured.

The IR policy has to have Top-down and Bottom-up involvement throughout its implementation period in order that every one is seen to be and will feel involved.

The identification of the various Budget lines and the information concerning the activities that each line will cover are the objectives of the UNICA roundtable discussions.  It is hoped that the results of this discussion will be published after the Porto EAIE Conference.

Figure 1:  Determining International Collaboration
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AM/PD
(Unica: Roundtable)

      To promote the status of the IRO and its Director so that it is commensurate with the importance of its mission


      To adopt schemes of services for the various categories of IRO personnel that would secure high quality calibre staff, expertise and know how


      To promote the required service infrastructure in order to ensure professionalism, the retaining of staff and thus continuity of high quality service


     To secure adequate number of staff posts of all categories, permanent, part-time and/or external services, in order to ensure that the IRO is in a position to meet its future missions


      To ensure adequate physical and technological infrastructure, particularly IT, so as to make the IRO easily accessible to its clients both physically and electronically.


      To set-up quality management indicators and benchmarks by which to measure against IRO expected performance and output


      To encourage and facilitate the IRO to act as a Consultancy Office in the promotion, submission and securement of successful, externally funded proposals and to initiate, where necessary, incentives and secure the required expertise


      To make available the required mechanisms so that there is collaboration to the maximum between researchers and the IRO so as to ensure the greatest degree of internationalization of Research.


      To setup mechanisms in order to strengthen the IRO´s links with its external environment and in particular the EU, civil society, industry, commerce and international organizations.


      To establish a policy for Continuous Professional Development for IRO staff, which should include study visits abroad.








The Lisbon European Council (March 2000) reaffirmed the following challenge before the European Union:





*  “to become the most competitive, sustainable and dynamic knowledge-based economic


	 region of  the world by the year 2010”.


* Through the Sixth Framework Programme (2002 – 2006), to contribute towards the


    creation of a European Research Area, which is considered as “a central component


    of the process of developing a knowledge-based economy and society in the EU by 


    promoting innovation, competitiveness and employment, sustainable economic growth


    and social cohesion”


*  International Cooperation will form an important component of the new framework


    programme, with the general aim of “training and retaining sufficient number of


    science professionals” and facilitating the full participation in all its activities of third


    country researchers and organizations, including those from developing countries.





The EU´s decision to establish a European Higher Education Area by the year 2010.


The Intergovernmental decision (Bologna and Prague) and the resulting Declaration to establish through the European Higher Education Area, a Higher Education system that is “Readable”, “Compatible” and “Comparable”.


The Barcelona Declaration (1995) proposed the Euro-Mediterranean Partnership in which it declared amongst others:


“To set up by the year 2010 a Free Trade Area between the European Union and all other non-EU countries of the Mediterranean basin”.


The EU created the EuropeAid Cooperation Office  (Jan 2001) with the mission “to implement the external aid instruments of the European Commission”, which are funded by the European Community budget and the European Development Fund.  The European Commission is one of the main providers of official development assistance, accounting for 10% of worldwide overseas development aid, which in 2000 amounted to 7.6 billion Euros.  The programme´s aim is to “help strengthen the EU´s presence and influence on the international stage”. 
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